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Briefing paper
Section 1
[bookmark: _Hlk180920168]AC 1.1: Evidence-based practice is the systematic process of collecting and evaluating the best quality information, facts and data from a variety of credible sources to make well-informed and more ‘effective decisions’ (Young, 2024) which enhances our practice as people professionals.  Being evidence based is a core part of the CIPD profession map and represents its vision of the profession of HR. According to Young (2024), the three main reasons for taking this approach are:
1. This method helps to ensure that decisions are made based on fact rather than biases or trends.
2. People practitioners who use reliable sources to inform practice will be more trusted increasing credibility in the profession.  
3. The practice will influence other business leaders and have an overarchingly positive impact on work. 
[bookmark: _Hlk180947029]Evidence based practice incorporates two types of data: Quantitative data which is captured in numbers and obtained through data held on HR platforms and through methods such as surveys. This type of data helps capture information such as employee turnover and absence rates. Qualitive data on the other hand is captured in words and helps a business to understand how people feel through things like exit interviews and feedback forms. (Waite et al. 2021, p.50). 
As people Practitioners, we are responsible for making multiple decisions daily with recruitment and selection, the implementation of training and development and performance management and these decisions directly affect the business and our employees. The consequences of getting decisions wrong could be detrimental and costly to the organisation which is why it is so importance to be evidence led.
Before making a decision, it is important to first establish what types of evidence we need to obtain. These have been identified as the 4 sources of evidence: 
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(Barends, Rousseau and Briner, 2014). 
Scientific research helps to inform HR decisions by providing analysis to explain why things are the way they are, for example it can explain why absence rates are so high in certain teams and what effective interventions there might be. 
Organisational data shows what is happening within our own business, which can be used to compare against other organisations within the same sector to determine how the business is performing and whether changes need to be implemented. 
Professional experience judgment is useful for drawing on the expertise of colleagues and one’s own professional experience to know what has worked well or not in the past and use that to inform decision. 
Stakeholders’ values and concerns should always be considered when making decisions and implementing changes, to evaluate how employees will feel about decisions, and this could determine which direction the business goes in and how successful these decisions will be. 
Once the sources have been established, to aid the decision-making process, Briner created the six-step approach: 
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(Young, 2023). 
This model ensures that as people professionals we can define what we are trying to find out, obtain the best information and effectively and rationally evaluate the sources gathered to ensure the validity of the evidence and apply this research effectively, rather than just using personal intuition.
AC 1.2: Organisations are affected by both internal and external factors, and they are having to continuously adapt to keep up with the ever-changing world around them, whether this be with technological advances, changes in employment law or pandemics such as Covid 19. These factors are often referred to as the micro and macro environments, the micro being an organisations’ internal factors such as its customers and suppliers and the macro being the societal environment around it which it has no control over, can be very disruptive and will majorly affect its decision making (Waite et al. 2021, p.7).

It is imperative that businesses take the time to understand the wider business environment to stay ahead of changes, recognise and minimise threats, identify opportunities and make informed decisions. 

A key analysis tool used in people practice, PESTLE, is designed to help HR professionals and mangers in strategic planning (CIPD, 2021) and to evaluate the key external macro factors that affect business, which are: 
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(Biplab, P. 2023)

Political: taxes, trading restrictions and political stability. 
Economic: minimum wage, inflation rates, working hours and the cost of living. 
Social: population growth rates, health and safety and lifestyle trends.  
Technological: Advances in technology such as AI and how this will affect working people and services. 
Legal: changes in employment law and taxation. 
Environmental: global warming, ethical sourcing and pandemics. 
(Battista, 2024)

By analysing all these factors, people practitioners can develop long and short-term strategic plans, mitigate risks, forecast potential costs, enhance decision making and maximise opportunities. According to the CIPD (2021), PESTLE is simple to use and helps organisations understand the wider business environment through strategic thinking and helps to minimise threats and spot opportunities. However, it needs to be repeated regularly to be effective due to the constant changing landscape and capturing too much information can cause overthinking which affects decision making. 

A SWOT analysis compliments PESTLE and can be used to ‘identify the Strengths, Weaknesses, Opportunities and Threats involved in a project or organisation.’ (Haan, 2024). This tool focuses on micro factors and involves teamwork to draw on internal data and experiential knowledge. Therefore, the best method for people practitioners to get a full understanding of both the internal and external threats and opportunities is by using both analytical tools in conjunction. 

The collection of people-data is used to solve business problems, improve HR’s understanding of its workforce by providing it with invaluable insight, helping to inform policies and practices and ultimately improving evidence-based decision making (Bersin, 2021). An affective analysis method which can be used to assess both an organisation’s micro and macro environments is by using questionnaires as a form of data collection. 
According to Taylor and Woodhams (2022, p.128), the benefit of this method is that it is a cost-effective way of obtaining data from employees on a large scale, it can be anonymous ensuring people feel comfortable to be honest, it offers flexibility, and it can be completed remotely, which is helpful with a large proportion of the workforce working from home. Questionnaires also provide the opportunity to collect both quantitative and qualitative data simultaneously which provides the business with a more rounded and holistic picture. 

However, questionnaires often attract a low response rate, responses can be biased where respondents answer in a way to please the employer and avoid confrontation, and employees can misinterpret questions leading to distorted data.

AC 1.3: Howlett (2019) defines critical thinking as the ability to think well and critically reflect on the ideas and opinions of others. It is the process of using evidence to present clear arguments, make well informed judgements and aid effective decision-making by recognising and deterring assumptions, biases, beliefs and red herrings. 
Critical thinking differs to ordinary thinking as the process is structured and involves analysing information and self-reflection through questioning one’s own opinions to improve. Ordinary thinking tends to lack these aspects, is based on intuition and personal experience and is undisciplined.  (Prazoli, 2024). 
As people professionals, critical thinking is a key skill for problem solving, putting forward proposals to implement changes, recognising unconscious biases and hidden agendas and for making important decisions. It is important to be objective and focus on facts and evidence rather than being influenced by our own emotions or previous experience. We should ensure our ideas are supported by evidence, question our own thinking and consider alternative perspectives. It is vital to evaluate, analyse and challenge the evidence put forward by others, and to be aware of any biases both from us through the means of self-reflection and by observing and questioning others. 
In summary, by applying critical thinking principles, people professionals can significantly enhance the quality of discussions and arguments, making them more objective, rational, and effective. This method also helps to separate and distinguish fact from opinion. 
AC 1.4: HR practitioners are required to make difficult and important decisions on several different people related topics, which can have a direct impact on the success of a business. 
There are various models available to aid the decision-making process and one of these is the Edward de Bono, ‘six thinking hats’ approach. This method involves breaking down and separating the decision-making process into 6 elements which are colour coded into different hats, each representing a different way of thinking and the concept is that by ‘mentally wearing and switching “hats,” you can easily focus or redirect thoughts.’ (The de Bono Group, 2024). 
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(Quinn Association, 2024). 
This method encourages in depth consideration of an issue from different angles and can be used by one person alone or in a group situation where people will each analyse the issue from a different perspective, for example the person wearing the red hat may consider the effect that a decision will have on the feelings of an employee and what consequences that could bring to the organisation. Whereas someone else wearing the green hat will concern themselves more with what benefits and positive opportunities the same decision could bring about for the business. 
This tool helps ensure that all sides of an issue are examined, leading to more informed and balanced decisions. It can also help identify any potential obstacles that may not have been considered. By using this tool in a group setting, it can reduce pressure on each individual as they are only required to focus on one element (colour) and can therefore analyse this component in detail, as opposed to having to think of all aspects at once which can lead to feeling overwhelmed and missing key factors of consideration. It also encourages positive collaboration and structured thinking.
[bookmark: _Hlk183168540]However, it is quite time consuming and according to Taylor and Woodhams (2022, p.115) not all employees will interpret the issue being considered in the same way which could lead to confusion.  
Another model is Action learning sets, developed Reg Revan’s in the 1950’s, it is about people with an issue to solve, working together to resolve problems. (The Leadership Centre, 2024). Revan’s described people as ‘comrades in adversity working together’ and the method is focused on the importance of asking penetrating questions and problem sharing. 
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In a business setting, this would be carried out by forming small peer groups of employees who would meet regularly to work through and resolve a problem by asking questions, actively listening, providing feedback and putting together an action plan. 
This method is diverse and offers the opportunity to meet either in person or online, it promotes group collaboration and team-work, encourages critical thinking and can be single project action learning where the group bring one issue to the table which they all work together on or it can facilitate multiple project action learning where each participant brings their own project to the table to benefit from the guidance and feedback of others. (The Action Learning Institute, 2018).
A downside of this method is that there may be differing levels of commitment from the group members and conflicting personalities could hinder the effectiveness of the of the collaboration. 
AC 1.5: The CIPD have suggested 8 ethical lenses to help people professionals make effective and moral decisions though suggesting ways of thinking about work so that they can better consider their decisions and the impact they will have on employees. These lenses are:
[image: A list of jobs and duties

Description automatically generated with medium confidence]
(CIPD, 2015). 
Ethical perspectives influence moral decision-making by providing a framework for evaluating actions and their implications. One ethical perspective is Utilitarianism, the belief that the most moral decision is the one that achieves the greatest good for the greatest number. According to Driver (2014), this ‘theory is a form of consequentialism: the right action is understood entirely in terms of consequences produced’, in other words the morality of the decision is judged by what its repercussions are, and it is predominantly outcomes focused. Within HR, this could influence policies or practices that benefit most employees. 

For people management, the focus on the greater good and achieving the best possible outcome for most employees is positive in a pragmatic sense, as it encourages decision making which considers the overall impact on the business and decisions which benefit the greatest number of employees. According to Wooldridge (2019), this theory does not discriminate, as ‘everyone counts for the same, and nobody counts for more than anybody else’, meaning it is regarded as inclusive as it takes a neutral stance and there is no conscious favourable treatment within decision making. It is straight forward in its concept and relies on data and evidence-based practice to make informed choices.

However, Utilitarianism’s impartial stance and focus on maximizing overall happiness and success can overlook personal circumstances and feelings, potentially leading to injustices where individual employees are discriminated against and lead to tribunals. This approach can also justify actions that negatively impact a few employees, as suggested by Winter (1989), Utilitarianism ‘fails to take into account considerations of justice’ and it does not consider individual circumstances or have any compassion for them. In HR, this might involve implementing policies that benefit the majority but disadvantage a few, leading to animosity, a negative culture, and a robotic, data-driven decision-making approach that results in disengagement and resignations.
Deontology in contrast to consequentialism, judges the morality of ‘what people do, not the consequences of their actions’ (BBC, 2014). This theory is about right and wrong and focuses on doing the right thing out of moral duty, even if the result is negative. People professionals may use deontology to guide their decisions by considering their ethical duties to employees, to treat them fairly and without bias. It can also help to shape organisational culture and values. 
Deontology in HR practice is beneficial for making fair and principled decisions by adhering to a clear set of moral standards, which promotes trust and integrity within an organisation with the belief that HR professionals will do the right thing. By treating people fairly and maintaining ethical standards, it also helps to mitigate the risk of tribunals or grievances being raised. 
However, it is rigidly focused on rules and can prioritise policy over context. The approach has been criticised for being inflexible, a fundamental element of ethical decision making (Ethics centre, 2018). Complex cases could not be given the consideration they should, and it could lead to decisions being made which feel unempathetic to employees and create an authoritarian culture. 
Combining both ethical perspectives provides a more balanced framework for fair, pragmatic decisions.
AC 3.1: Organisations measure financial performance in different ways, one of which is Return on Investment (ROI) helping to clarify the profitability of spending or investment (LBTC, 2024). This method calculates ROI by subtracting the initial investment cost from the final value, dividing the result by the investment cost, and multiplying by 100 (Beattie, 2024).
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HR practices are expensive and therefore the department must report on metrics to evaluate efficiency, identify any areas of improvement and to make informed decisions about future investments. Understanding this equation helps people practitioners present cases for new initiatives demonstrating their value and helping the company remain competitive. For business, knowing the return on investment is crucial, enabling them to make data-driven decisions on HR investments. 
HR professionals can use internal data, competitive analysis, and survey feedback to propose changes. One area which may benefit from investment is in employee health and wellbeing programs. According to the British Heart Foundation, ‘Sickness absence costs UK businesses an estimated £29bn each year’ (2016, p.3), and employers who provide employee wellness programmes reduce sickness absence, accidents at work and employee turnover. Investing can reduce OH referrals, medical report costs, and improve retention rates and business reputation.
However, ROI in HR is hard to quantify, especially for initiatives with delayed returns as the benefits sometimes cannot be seen for a while. Combining ROI metrics with qualitative assessment provides a more comprehensive overview of the impact the investment has had. 
Businesses must calculate customer satisfaction alongside financial performance to obtain a holistic view of how the company is performing overall. Satisfaction scoring matrixes can be used to understand customer satisfaction with products or services. Surveys ask the customer to provide their satisfaction with a rating between one and five, following a transaction or interaction. 
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(Flinder, 2024). 
Scores of fours and fives are classified as satisfied, and those scores are then divided by the number of respondents and multiplied by 100 to get a percentage. 
According to Constantinescu (2024), a good customer score for businesses is between 75%-85% and is one of the most popular methods employed by businesses to evaluate customer satisfaction. 
HR professionals can use CSAT for competitive analysis by measuring the scores of the company against another’s in the same sector and implementing targets for improvement.
This method benefits businesses by providing fast feedback, identifying areas for improvement, and being simple to implement. However, the method only obtains short term information on specific things and responses can be biased and based on the customers mood that day. 

Overall, this tool is beneficial for obtaining customer feedback and knowing where improvements are needed, but it is limited in its capability and would benefit from more qualitative feedback to provide a comprehensive view of the customer experience and further data would be required to support more effective decision-making.

AC 3.2: Adding value to a business includes increasing profitability but it also incorporates company culture which is where HR play a vital role shaping ‘brand identity, employee engagement, retention rates and guiding an organisation through industry changes.’ (CIPD, 2021). People practices create value for an organisation in a variety of ways including:
Talent acquisition: HR attracts and recruits’ candidates with the rights skills and values for the organisation. According to Personio (2024), effective talent acquisition leads to less turnover and helps to build a strong company culture that continually attracts great talent to the business. This process creates strong and knowledgeable teams, reduces performance issues and enhances business performance. 
Performance management: HR professionals implement performance systems aligned with organisational objectives and support line managers to improve performance. IMD (2024), state that HR professionals are essential for partnering with managers and employees to convey company initiatives, coordinate training, and provide career development opportunities. They gather quantitative and qualitative data to drive decisions, boost morale, and retain top talent.
Employee development: HR identify learning needs and create training plans to improve performance and productivity. They also identify high performers to prepare them for leadership positions within the organisation, contributing to the businesses’ success and making employees feel supported with career prospects, reducing turnover. (Fuse, 2024).  
To measure the impact of HR practices within an organisation, we can use the following two methods:
Employee surveys: Regular employee engagement and satisfaction surveys can provide insights into how HR initiatives impact employee engagement, satisfaction and how employees view the effectiveness of them. Surveys can also help HR to understand what improvements and to inform strategic direction.  
Performance metrics: With HRM systems, people professionals can monitor turnover rates, absenteeism, productivity levels, training effectiveness which can help assess the impact of HR practices. By comparing this data before and after implementing new people practices, it can demonstrate their effectiveness.
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Section 2
AC 2.1: People professionals regularly use analytics including both quantitative and qualitative data as each type provides different valuable information and insights into employee behaviour, the business environment and are essential for solving problems and understanding a business (CIPD, 2024). Quantitative data is numerical and provides statistics whilst Qualitative is descriptive and helps us to understand behaviours and motivations. Used in conjunction, they provide a fuller picture. 
Table 1 provides quantitative data on employee performance from which we can calculate the following percentages: 
Administration department
Quarter 1

Quarter 2

The department for the first quarter depicts a varied team in terms of performance with 36% either overachieving or meeting their targets. It is also evident that 45% were struggling to meet their targets or were underperforming and there is also one consistent long-term absence across both quarters. By the second quarter, there are some improvements with 46% either delivering outstanding performance or meeting their KPI’s. However, this quarter highlights an even more obvious split in team performance as 45% of employees are struggling to meet performance standards or underperforming. Some employee’s performance from quarter 1 to quarter 2 varies wildly, such as Robin Bird who has gone from ‘outstanding’ to ‘not quite there’. The data does not explain the definitions of each judgment or the reasons behind the performance standards. To address performance concerns, it is important to understand why it is happening, whether this be personal issues, lack of motivation or lack of knowledge and skill. The business should get to the root cause by speaking to individuals to understand what support and training is needed. It must look at the reasons for the long-term absence and whether this is workplace stress related and help the employee to return to work with an OH referral and the implementation of reasonable adjustments.  

Sales department
Quarter 1 & 2

The data depicts that every employee is meeting the basic required standard with no absences or performance concerns. This may seem positive but from a business perspective it is quite concerning as this department drives the sales of the business and will have a direct effect on business performance. The lack of excelling employees suggests complacency, low targets or a lack of motivation in employees who could be just doing the bare minimum. It may also indicate incorrect data recording by the manager. The business should review the KPI’s within this team and look to obtain qualitative data from the employees to understand how they are feeling, what their motivation levels are like, ensure the manager is accurately recording the data and look to implement target driven rewards and incentives. 




Logistics department



The data from this department across the two quarters portrays an optimistic outlook as in the first quarter 60% of the team were either exceeding in performance or meeting their targets and this increased to 70% by the second quarter. However, two employees have gone absent in the second quarter and 20% are still struggling to achieve the required standard. The business should speak with the employees who are struggling to understand what further support is needed and ensure they fully understand the reasons behind the absences and support those people to return to work through reasonable adjustments.  


Research & development department


This team has seen the biggest shift in employee performance between the two quarters with underperforming being reduced from 30% to 0% and 50% of the department now delivering outstanding performance. One employee, Steve Owens has improved from ‘not quite there yet’ to ‘outstanding’. However, one of the previous underperformers is now absent which could be from work related stress and needs to be investigated in order to see what additional support this employee requires to bring them up to the requires standard and ensure their wellbeing is a priority to the organisation. 
AC 2.2: The employees from each department who received ‘outstanding’ performance review judgements are:




Administration Team
	[bookmark: _Hlk182067135][bookmark: _Hlk182067152]Quarter 1
	Quarter 2
	Total to dept

	[bookmark: _Hlk182066791]Employee           
	4% increase on salary
	Employee
	4% increase on salary
	£3180

	Robin Bird
Saffron Finch
	£1260
£960
	
Saffron Finch
	
£960
	


[bookmark: _Hlk182067460]
Logistics Team
	Quarter 1
	Quarter 2
	Total to dept

	Employee           
	4% increase on salary
	Employee
	4% increase on salary
	£7790

	Sally Rigbye
Julie Chisnall
Rick Lovall
Gill Jamieson
	£950
£780
£780
£780
	Ruth Sixsmith
Julie Chisnall
Jean Livesly
Gill Jamieson 
Wendy Boot

	£950
£780
£1040
£780
£950
	



Research & Development Team
	Quarter 1
	Quarter 2
	Total to dept

	Employee           
	4% increase on salary
	Employee
	4% increase on salary
	£9800

	Ethan Briar
Tasha Graham
Jennifer Frost
	£1300
£1180
£1180
	Ethan Briar
Tasha Graham
Jennifer Frost
Harrison Briggs
Steve Owens
	£1300
£1180
£1180
£1300
£1180
	




	Total cost to the business for both quarters 
	£20,770



Performance reviews are good for identifying training needs and providing feedback for improvement. Bonuses can boost morale and motivation; however, the table shows a huge discrepancy amongst different teams’ performance standards. The Research and Development team are paying out huge amounts and the Sales Department are not paying anything. The business needs to review each department to understand how employees are feeling, identify training needs and ensure fairness and consistency. The risks of not doing this, is that some employees may feel undervalued or that they are being treated unfairly resulting in costly resignations or complaints being made.
AC 3.2: Table two reveals that managers have not been given training on conducting appraisals, leading to potential bias, favouritism and opinion-based decisions. According to Gifford (2024), training and ‘well developed people skills’ are crucial for consistency and fairness, developing leadership skills, and effectively communicating feedback which are lacking as the survey states that most managers do not feel comfortable challenging underperforming employees. Most managers feel unconfident conducting appraisals, yet despite this, 41 out of 50 advise that they have no concerns giving out ratings, again suggesting bias or favouritism. 34 out of 50 managers advised they do not feel good at providing employees with feedback and setting targets. The business needs to address this as if they do not feel comfortable setting targets and giving feedback, how can they expect employees to achieve these targets. 
Employees do not feel that managers listen to their feedback and 122 out of 235 stated that the managers do not provide clear guidance or feedback which goes in line with the managers not feeling confident in providing feedback themselves. Most employees stated that the managers do not have good management skills, highlighting an issue of trust within the organisation. According to the CIPD (2023), there is a strong link between the quality of line managers and employee mental health, in table 2 employees highlighted that the business does not give managers enough time to carry out appraisals and listen to staff which will affect how honest employees are and how valued they feel.  
Both tables highlight issues with performance reviews and as a priority, the business should invest in mandatory appraisal training for all managers. Whilst this requires an initial investment, it will save the business money in the long term as it is currently spending thousands in bonuses without a consistent structure in place, making it impossible to assess ROI. The business currently is also losing money through long term absences and potential resignations due to ill feeling and demotivation amongst staff and risk being taken to tribunal with potential discrimination. The business should obtain employee qualitative data for positive changes and implement an employee wellbeing programme. 
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Outstanding	Meet set individuals KPI's	Not quite there yet	Underperforming 	Absent 	0.182	0.182	0.27300000000000002	0.27300000000000002	9.0999999999999998E-2	



Outstanding	Meet set individuals KPI's	Not quite there yet	Underperforming 	Absent 	9.0999999999999998E-2	0.36399999999999999	0.36399999999999999	9.0999999999999998E-2	9.0999999999999998E-2	


Outstanding	Meet set individuals KPI's	Not quite there yet	Underperforming 	Absent 	0	1	0	0	0	



Quarter 1

Logistics department	Quarter 1	
Outstanding	Meet set individuals KPI's	Not quite there yet	Underperforming 	Absent 	0.2	0.4	0.3	0.1	0	

Quarter 2

Logistics department	Quarter 1	
Outstanding	Meet set individuals KPI's	Not quite there yet	Underperforming 	Absent 	0.25	0.45	0.2	0	0.1	


Research 	&	 development department	Quarter 1	
Outstanding	Meet set individuals KPI's	Not quite there yet	Underperforming 	Absent 	0.3	0.3	0.1	0.3	0	

Research & development department Quarter 2

Research 	&	 development department	Quarter 1	
Outstanding	Meet set individuals KPI's	Not quite there yet	Underperforming 	Absent 	0.5	0.3	0.1	0	0.1	


Total cost to department	£9,800

Administration 	Sales	Logistics	Research 	&	 Development	3180	0	7790	9920	


Molly Fletcher, 2309076
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