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Introduction 
This report will explore the concept of Evidence-based practice (EBP) and its relevance to people professionals as well as providing practical examples of types of data analysis used to provide insight into people's practices. 
Section 1. 
Evidence-based practice (AC 1.1) 
Organisational decisions are often based on opinion or what is perceived as ‘best practice’ rather than facts and evidence, which can lead to bias and poor decisions. To minimise risk and make good, justifiable decisions, EBP should be adopted by people professionals (Taylor & Woodhams 2022a). 
Barends and Rousseau (2018) explain that ‘evidence-based practice is about making decisions through the conscientious, explicit and judicious use of the best available evidence from multiple sources… to increase the likelihood of a favourable outcome’.
Essentially, EBP is concerned with understanding issues and making effective decisions, based on the best available evidence. Evidence should be critically appraised and come from four main sources, scientific literature, organisational data, practitioners' expertise and stakeholders, both internal and external (Barends and Rousseau, 2018). Looking at multiple sources helps practitioners understand key issues and influence organisational decisions to overcome complex problems. For example, in 2020 the HR team at the BBC wanted to regenerate their performance management process. By applying the concept of EBP, the team were able to navigate a complex topic and present a new approach to performance management practices, backed up by evidence which influenced the decision to implement the new approach and lead to 91% of employees having performance reviews with their manager (CIPD, 2023a).
Sometimes practitioners can become overwhelmed by the evidence that is available however, EBP isn't about using every piece of evidence available, but being able to differentiate between what is valuable and relevant to the problem you are trying to solve or outcome you are trying to reach (Western, 2019). There is also the notion of bounded rationality, where due to cognitive limitations and time available, practitioners seek satisfactory solutions rather than optimal ones. It’s also common that for practitioners to ‘cherry pick’ evidence to support already existing beliefs, known as confirmation bias which doesn’t necessarily lead to the right decisions. Therefore, critically analysing evidence is an essential part of EBP, to determine relevance, identify facts and eliminate bias’. However, ‘few practitioners have been trained in the skills required to critically evaluate the trustworthiness and relevance of the information they use’ (Barends and Rousseau, 2018). 
To help practitioners make rational decisions, there are six steps that can be applied; Asking, Acquiring, Appraising, Aggregating, Applying and Assessing to eliminate untrustworthy sources and increase the likelihood of a favourable outcome (Barends and Rousseau, 2018). If applied correctly, the process can reduce risk and help practitioners understand and solve complex organisational problems however, ‘some aspects of evidence-based practice are technical, so people professionals may find it useful to work with academics or other research specialists’ (Gifford et al., 2023) to achieve a more favourable outcome.
Analysis tools and methods (AC 1.2) 
There are several analysis tools that people professionals can use to identity and analysis organisational challenges or issues. For example, PESTLE, SWOT or Porters five forces.
PESTLE is an acronym for the external factors that affect an organisation such as Political, Economic, Sociological, Technological, Legal and Environmental. A PESTLE analysis involves auditing each factor to assess risk and identify trends to make better informed decisions (Battista, 2023). This type of analysis is useful for strategic planning as it not only helps understand what’s happening now but also allows practitioners to identify potential future challenges their organisation may face. By constructing scenarios as part of this analysis, it allows organisations to plan for future eventualities and mitigate risk. However, reality often differs to what's predicted, so the tool isn’t always 100% reliable (Marmol & Feys, 2015). To counteract this, PESTLE analysis needs to be repeated on a regular basis to be effective (Battista, 2023). 
Whilst gathering information for all factors enables a ‘bigger picture' to be built, practitioners can become overwhelmed by the amount of information gathered, therefore, it’s important to identify what’s most important and will have most impact or present the most risk to the organisation (Marmol & Feys, 2015). Alongside other analysis tools such as SWOT, PESTLE can also be effective during organisational change to help understand the context for change (Battista, 2023).
Analysis methods include surveys, interviews, and observations amongst others. Interviews are often used as methods of collecting data in comparative or case studies and are ‘predominantly about listening and understanding what the respondent is saying’ (Taylor & Woodhams 2022a). 
Dependant on the type of interview conducted, they can be used to gather either qualitative or quantitative data. Structed interviews provide quantitative data and follow strict question sets to increase reliability and validity of results whereas qualitative interviewing is less structured, and interviewers can ask follow up questions to gather further insight into the interviewees’ perspective (Bells et al., 2019). Whilst this makes unstructured interviews useful for analysing complex topics such as employee engagement, in does mean they can be time consuming to conduct, transcribe and to analyse the results (Taylor & Woodhams, 2022a). In contrast, interviewers have more control of structured interviews which makes them easier to analyse and compare results (Monday, 2019). 
Compared to surveys, interviews can be expensive but can help professional understand topics in more depth. In summary, it’s important to consider the problem practitioners are trying to solve, resources and timescale available before deciding on the analysis method used as there are advantages and disadvantage to each.
Critical thinking (AC 1.3)
Critical thinking is a central skill for people practitioners to think clearly, reason well and independently to make rational decisions however, as mentioned in AC1.1 many practitioners are not equipped with these skills which can be detrimental to the decision-making process.  A study by Lopes De Leao Laguna et al., (2019) found that practitioners actions are often based on intuition or personal experience and there is lack of critical thinking. Whilst practitioners' intuition should not be ignored (Chartered Management Institute, 2020), it is important to validate and support decisions with evidence that’s been critically analysed to eliminate bias and make logical decisions. 
The CIPD (2019) outlines three key parts to critical thinking:
1. Critiquing ideas, opinions and arguments of others 
2. Construct arguments and opinions themselves 
3. Identify when others are using critical thinking techniques
These skills make good critical thinkers and are crucial for practitioners to be able to engage in strategic conversations with experts and form their own logical argument even when they don’t have the subject knowledge themselves, which can be a common situation for HR practitioners to find themselves in (CIPD, 2019).  
Principles of critical thinking include objective rational thinking, well-reasoned arguments, asking good questions and being aware of bias.  When arguments are presented as fact, practitioners need to ask questions and be able to spot misleading arguments. Asking questions isn't about being negative or dismissing evidence but trying to establish whether resources are credible and valid (Gifford, et al., 2023).
Practitioners can also apply critical thinking by reflecting on the evidence they are presented with. For example, a lot of evidence on the internet or social media can be presented as neutral but when looking more closely, it may be based on opinion or fake news and not fact (Taylor &Woodhams, 2022a). To identify this, practitioners should check where the source comes from, look for patterns of bias or consider the tone of the article or evidence they are presented with.
In summary, effective critical thinkers shouldn’t take things at face value, but be reflective, ask good questions, evaluate evidence and look at the bigger picture by considering different points of view, to identify weaknesses in what's presented to them and form sound logical decisions themselves.
Decision making processes (AC 1.4) 
Being able to make good decisions is imperative to achieve effective outcomes. There are many decision-making processes that can be applied to help practitioners evaluate and overcome problems such as, De Bono six thinking hats, best fit, future pacing or action learning approaches.
When thinking about a problem or decisions that are made about it, it’s important to consider different perspectives. De Bono’s six thinking hats technique 'allows the brain to maximize its sensitivity in different directions at different times' (De Bono, 2017) by putting on different coloured hats. The six hats can be used individually or within group discussions with the idea being that when practitioners put on each hat, they consider the problem from a different angle to build a full picture. For example, when practitioners put on the yellow hat, they focus on the benefits of a decision whereas when they put on the black hat, they draw attention to the negative impacts that decision may have. There’s also the green hat for generating ideas, the red hat for considering feelings, blue hat for thinking and managing the process and the white hat for gathering information (De Bono, 2017).
Aside from this method, decisions can also be made by a ‘best fit’ approach. What works for one organisation may not work another, so it’s suggested that best fit can be a more productive approach to decision-making than best practice (Kraaijenbrink, 2019) although, some argue that there are certain practices that will invariably help an organisation achieve competitive advantage (Taylor & Woodhams, 2022a). Best fit is concerned with basing decisions on what fits best with an organisations culture or strategy. This doesn’t mean decision makings a choice between right and wrong but, a choice between alternatives dependant on the key variables of the organisation (Dunker, 1967, cited in Armstrong, 2016).  Organisations are unique, and it will take careful consideration to determine what is ‘best’ fit but a good place to start is ‘identifying the essence of what makes your organisation successful’ (Stratford, 2011).
Action learning is a process concerned with group decision making. Involving teams in decision making means there are more minds to generate more ideas and those involved are more willing to welcome the decision when implemented (Armstrong, 2016). The concept of action learning is that real people are 'resolving and taking action on real problems in real time and learning while doing so' (Marguardt et al., 2018). It involves establishing a small action learning group to identify a problem by asking questions, reflecting and identifying possible solutions before actively acting upon the decision, all overseen by an action leaning coach.  Ideally, individuals involved in the action learning group should be from different areas of the organisation to gain wider perspective from diverse backgrounds and experiences. Not only can action learning groups be established to solve a single problem, but they can also be established as 'multiple problem' groups where individuals bring their own problems to the group for help with solving them (Marguardt et al., 2018).
Ethical perspectives (AC 1.5) 
‘Ethics is concerned with making decisions and judgements about the right course of action to take’ (Armstrong, 2016). Ethical decisions have a lot to do with what’s morally acceptable. Moral judgements are ‘concerned with attitudes and feelings, not facts’ (Armstrong, 2016). Morality relates to the distinction between right and wrong but in some situations, available choices don’t allow for ethical outcome. These situations, known as ethical dilemmas, are unavoidable where different ethical values exist. A common example of an ethical dilemma is truth v loyalty. If a job promotion became available and both internal and external applicants applied, the ethical choice would be to appoint based on integrity and ability however, there may be pressure felt to appoint internally out of loyalty even if not earned (Crowder & Turvey, 2013). 
Different situations highlight different ethical tensions so there’s no universally agreed ethical framework, but the eight lenses summarised in Figure 1, provide ‘ways of seeing and re-imagining our ethical predicament’ (Clark, 2015) to help make decisions. For example, when creating new organisational policies, the lens of democracies important as it says when decisions are made that effect your interests, you should be involved in making them (Clark, 2015). This may mean establishing steering groups of different stakeholders to review and have their say on a policy that will affect them before its introduced. 
Figure 1. Eight ethical lenses (Clark, 2015).
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When making ethical decisions there are different theories that can provide guidance. A utilitarianism approach would mean choices are made based on the outcome. Already this presents limitations with the theory, as the consequences of actions cannot be 100% predicted (Olanipekun & Jayeoba, 2022). To a utilitarian, the most ethical choice is the one that will produce ‘the greatest good for greatest numbers’ (Driver, 2022). Therefore, a utilitarian would make their decision based on the choice that would benefit the most people, sometimes regardless of personal feelings or laws. 
In contrast to utilitarian, a deontologist will always follow the law or obligations to others. The theory states, ‘that people should adhere to their obligations and duties when engaged in decision making when ethics are in play’ (Olanipekun & Jayeoba, 2022). With the ethical dilemma mentioned previously, deontologist would see staying loyal to the internal team member as the most ethical decision.
The Virtue theory gives another perspective and considers an individual's morals and reputation when deciding if an action is right. Unlike other theories, it’s person-based and judges an individual by their character instead of just one action they’ve taken, which may differ to their normal behaviour (BBC, 2014). However, there can be a change in a person's moral character which this theory doesn’t consider (Olanipekun & Jayeoba, 2022) and although the theory provides general guidance, ‘it doesn’t give clear guidance on what to do in moral dilemmas’ (BBC, 2014). 
Performance measures (AC 3.1)
Performance management refers to a group of practices that aims to maintain and improve employees' performance in line with organisational objectives. ‘People are the greatest creators of organisational value, so effectively managing their performance is critical for success’ (Gifford, 2022). Organisations can measure performance in financial terms or non-financial terms.
Financial performance measures include gross and net profit margins, cashflow or return on assets. Profit margins are important key performance indicators to know how well an organisation is performing and how good they are at turning revenue into profit. A decrease in profit margins is a red flag for organisations and helps identify where improvement is needed (Houston, 2021). Gross profit margin measures the percentage of revenue that’s left after subtracting the direct cost of goods. Unlike net profit margins, that measures what percentage of revenue is left after subtracting cost of goods as well as other related expenses, gross profit does not consider other related expenses such as interest or taxes or the effect of them (Stobierski, 2020). Calculating profit as a percentage allows comparison between companies, for example although Amazon generates more revenue than google, if you look at their profit margins, google is more profitable with a gross profit margin of 55.9% compared to Amazon at 45.53% (Sugandh, 2023).
Non-financial measures can include market share, customer satisfaction and employee turnover. These can seem harder to measure but have several benefits and can have positive effects on long-term economic performance. Mauboussin (2012) suggests ‘companies that link nonfinancial measures and value creation stand a better chance of improving results’. 
Using employee turnover as a measure allows employers to track the rate employees leave an organisation. It’s usually measured over a set period and expressed as a percentage of overall employees which can be used for benchmarking or in different areas of the organisation to highlight where turnover is particularly high. For example, an American company, Johnson & Johnson, wanted to improve performance and retention. By monitoring turnover, it highlighted to the people analytics team, that employees with more experience were leaving the organisation sooner than those hired straight from college. Due to this the company hired 20% more new graduates which reduced turnover whilst maintaining performance (Ankum, 2023). If employees are leaving quicker than they are being hired, it may suggest that there's a recruitment issue or problem with the work environment. However, total turnover figures include those who have retired or been dismissed so it’s often more beneficial for HR practitioners to calculate resignation levels to assess the effect of people practices. Conducting exit interviews allows organisations to better understand employees’ reasons for leaving which can identify areas for improvement (Peters, 2023). 
People practices (AC 3.2) 
Adding value to an organisation and its stakeholders is a key objective of people practices that can be developed overtime through effective structural and cultural change management (Taylor & Woodhams, 2022a). Value often refers to worth or importance and in ‘its simplest level can be defined as the excess of benefits or returns relative to the producer’s costs’ (Findlay et al., 2017).
Since the 1960’s Human Resource Management (HRM) has become a widely used term that signifies the shift from traditional personnel management to more strategic people practices, focused on achieving organisational objectives (Taylor & Woodhams, 2022a). Strategic people practices add value to organisations by creating competitive advantage. This can be achieved by investing into people practices such as resourcing, talent management or learning and development to develop intellectual capital intangible assets such human capital or tangible assets such as financial capital (Armstrong, 2016) (Findlay et al., 2017). 
People practices have impact on performance, behaviour, culture, structures and systems (Armstrong, 2016). Methods such as cost-benefit analysis and return on investments (ROI) can be utilised to measure the impact of investing in people practice. Cost benefit analysis compares the benefits of people practices, such as recruiting new employees, with the associated costs. This method is helpful when deciding whether to implement change as it will highlight whether the benefits outweigh the cost to determine if the change is worth implementing (Dili, 2017). 
ROI is a user friendly, proactive approach that can be used to measure different types of investments, including human capital to show the contribution and positive impact of investing in people and people practices (Phillips & Phillips, 2009). This method calculates the percentage return of an investment and is often used to calculate the short-, medium- and long-term impacts of learning and development programmes. A ROI calculation may look like below (Hill & Houghton, 2021): 
Return on investment (%) = realised benefits (£) – costs (£) x 100% costs (£)   
A ROI can be used for any investment regardless of time and scale whereas a cost benefit analysis is more appropriate for small to medium scale investments due to the uncertainty of cash flows (Dill, 2017).











Section 2. 
Introduction 
Collecting data is an important part of EBP. Quantitate data refers to statistics and numbers and is useful to provide a picture of what’s happening whereas qualitative data has more to do with words and can help practitioners understand why something is happening (Taylor & Woodhams, 2022a). 
Analysis and key findings (AC 2.1, AC 2.2)
Figure 2.
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The pie chart in Figure 2 shows there are 9% more males than female within the organisation and 1% are non-binary. 
Figure 2.1 [image: ]
The stacked bar chart in Figure 2.1 shows white British are the majority ethnicity at 91.2% and less than 9% of the organisation are from ethnic minority groups. The most unrepresented groups being Asian- Bangladesh and mixed – other. The most diverse team are Community Engagement and Partnerships with 42.9% from ethnic minority groups. Out of 18 teams, 15 have an ethnicity percentage of <20% and 4 of these teams are represented by 100% white British employees.
Figure 2.2
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The pie chart in Figure 2.2 shows the organisations disability percentage and identifies 8% of the organisation are disabled and 92% aren’t.
Figure 2.3
[image: ]
The stacked bar chart in Figure 2.3 identifies that the IT team have the highest disability percentage of 22%, 7 teams have a disability percentage of 0% and another 5 teams have a disability percentage of 10% or less. 
Figure 2.4
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The bar chart in Figure 2.4 shows that on average, females earn more than male employees and non-binary employees earn £10,000 less annually than the organisational average. The overall pay gap between males and females is negative at –0.28%

Figure 2.5
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The bar chart in Figure 2.5 shows the salary difference across teams and the red line represent the average salary paid by the organisation. It highlights a difference in gender average pay across all teams apart from the all-female regeneration team and the green space team where males and females are paid equally regardless of their role. The Finance team have the biggest gender pay gap of 20.1%. 

Figure 3. 
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Figure 3 shows feedback from an employee survey regarding hybrid working practices in a clustered bar chart. It identifies the percentage of employees that either agree/strongly agree, disagree/strongly disagree or are unsure of the statements shown on the left side of the chart. The chart highlights the following:

· 56% of employees enjoying working from home (WFH) some days of the week and over 80% agree/strongly agree hybrid working supports work-life balance and well-being. 
· 83% of employees don’t miss engaging with colleagues in the workplace.
· 80% of employees don’t feel fully supported when working from home. 
· 60% of employees disagree/strongly disagree that WFH doesn’t affect cross functional communication and team collaboration. 
· 64% of employees either agree/strongly agree that they find it hard to separate work and personal lives when WFH. 
· 49% of employees disagree/strongly disagree that they can access resource easily WFH.

Recommendations (AC 2.3) 

Equality, diversity and inclusion 

The data highlights that those with protected characteristics are underrepresented across the whole organisation, particularly in the facilities team where this is no diversity. Looking closely at the data, non-binary employees are in admin or apprentice type roles which are typically lower paid (Faragher, 2017) and within the Directors team, which is the most senior and highest paid by far, only 20% are represented by ethnic minorities. To promote equal opportunities for underrepresented groups, positive action strategies could be implemented such as mentoring schemes to facilitate development opportunities however, there must be justifiable reason to implement such strategies to avoid the risk of positive discrimination (Taylor & Woodhams, 2022b). Whilst it's important to provide these opportunities, the organisation needs to attract employees from underrepresented groups first by having an inclusive approach to recruitment including standardised application forms with removal of personal details to minimise bias (Taylor & Woodhams, 2022b). 
For teams with positive gender pay gaps, it doesn’t necessarily mean women are paid less for doing the same job but, within certain teams, like finance, it's apparent that males occupy more senior roles than women. Skills-based assessments, structured interviews and including multiple women in the shortlisting process can help close the gender pay gap present amongst these teams (UK Government, 2017). Although reporting gender pay gaps is a requirement under the Equality Act 2010, it doesn’t give context or explain causes so it would be useful to look more closely at occupational segregation within teams or conduct a pay equity audit (CIPD, 2023b).
To create a more inclusive and diverse workplace, the organisation can offer flexible working, which not only attracts new recruits who may otherwise be unemployed but retains employees by enabling work to suit the employees' needs. Legally, employees with at least 26 weeks’ continuous employment have the right to request flexible working (McCartney, 2023) but if it presents costs that will damage the business, then a request can be rejected (UK Government, no datea). Flexibly working practices can have unintended consequences so it’s recommended that training should be provided to managers of hybrid teams as it requires a different set of skills to be managed effectively (CIPD, 2023c).
Teams with a disability percentage of zero, should aim to promote an open workforce culture and gather feedback from employees with disabilities to understand where barriers may exist and how these can be overcome through reasonable adjustments. Some adjustments can have financial implications on the whole organisation however, there’s funding available to most UK employers through Access to Work grants, which can help pay for specialist equipment or assistive software (Miller, 2023) (UK Government, no dateb).  
Although there's some teams with no diversity, this doesn’t mean no equality, but the organisation should have and actively adhere to a written inclusion and diversity policy so if there was a discrimination claim, the organisation may have a defence and it shows ‘legal and moral obligations towards being a diverse and inclusive employer are being taken seriously’ (Miller, 2023).
Hybrid Working 
Hybrid working reduces facility costs for an organisation and offers flexibility and as this data highlights, more than half of employees enjoy WFH some days of the week. However, it’s apparent that staff don’t feel fully supported when WFH. To combat this there should be emphasis on regular 1-2-1's which can also help improve communication (Dale, 2021).
Data suggests there's a need for improved team communication and collaboration. Social connections or team bonding should be encouraged and Kakabadse (2023) suggests ensuring employees work onsite at least two days a week to improve engagement. However, individuals' personal circumstances should be taken into consideration as there’s chance that this isn’t possible for all employees (Dale, 2021) due to the logistics or financial implications of travelling to site which could then present risk, such as exclusion of certain team members (CIPD, 2023c).  
Access to resources could be improved by ensuring everyone has the right technology and systems (CIPD, 2023c) such as Microsoft 365, where files can be shared on One drive. Technolgy is crucial when WFH but providing the right equipment/systems can be costly. There could be other reason employees can't easily access resources from home, so this could be explored further by conducting interviews to understand the barriers employees are experiencing which may help more employees meet their targets.
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