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 (AC 1.1)

A divisional structure and a matrix structure are both common organisational designs that are used by companies and organisations to manage their operations. Each structure has its own challenges and benefits.
Divisional structures focus on semi-autonomous units or divisions. The advantages of this structure include focus and accountability, individual divisions operate independently, with clear responsibility for profits and losses, ensuring accountability and performance. By being closer to specific customers and markets, divisions are able to respond quickly to changes in trends. Another advantage is faster decision making, divisions have their own management teams, which ensures quicker outcomes when it comes to decisions at a local level.
The main disadvantages of a Divisional structure can come down to whether the organisation is operating in silos (multiple offices spread over a country or countries) or having poor communication. Often, some businesses have a duplication of resources, each division may have its own HR, marketing and finance department, leading to inefficiencies and high operational costs. Some of these divisions may also compete against each other instead of working together, and finally there could be a risk of inconsistencies. A decentralised structure may lead to inconsistent policies and practices across all divisions (CIPD, 2023).
A Matrix structure blends elements of a divisional structure and functional. Advantages of this include efficiency of resources, sharing employees with specific skills across multiple projects or departments rather than being assigned to a single division. Improved collaboration and communication encourages employees and teams to share knowledge across divisions. A matrix allows flexibility, where organisations can quickly reallocate resources in response to changes in the business needs.
Disadvantages of the matrix structure include complexity and confusion, by having too many reporting managers. There may also be a conflict in authority and slower decision making. Managing this type of structure requires coordination and high communication as well as consistent meetings on a regular and timely basis, however, this can be expensive over time.

 (AC 1.2)

The strategy of an Organisation is determined by the long term goals and their objectives, as well as adopting of relevant courses of action, along with the allocation of resources needed to achieve these goals (Taylor 2022). The two common approaches to strategy are Planned and emergent strategy. Planned strategy is when goals and objectives have been set in advance, before any main elements of the strategy. An Emergent strategy is based around needs and circumstances. This strategy evolves over time. There are 3 core areas of strategy, Strategic analysis, development and implementation.

The 1st step that Pembrokeshire County Councils Emergent style strategy identified, was how they intend to deliver to its residents and visitors (external customers). This strategic analysis was delivered by senior management, setting out key priorities over short to medium term. They implemented it using a rolling five – year period which is agreed annually by Council. The strategy is reviewed and updated every year, as the climate changes and to adapt to trends. As the local government sits under the Welsh Assembly government, it is imperative that the strategy includes objectives set by the overarching Welsh Government.
Pembrokeshire county council’s strategy includes a core purpose, which is aimed at its employees, residents and visitors of the county. This is highlighted as their Wellbeing plan for Pembrokeshire (PCC 2023-2028). This plan will help improve, economic, environmental, social and cultural well-being of the people and visitors of Pembrokeshire by, supporting the growth locally through jobs and prosperity. Endorsing a sustainable, greener economy. 
One example of this was rolled out in 2019, where a new recycling scheme was implemented. By collaboratively working with neighbouring authorities in order to continue to increase recycling rates whilst making efficiency savings.
To help with step 2 for the strategy development, Senior management at Pembrokeshire County Council identified a strategy to help deliver this by focusing on the internal customer, recruiting 60 extra refuse collectors as well as Heavy Goods Vehicle drivers and transformed the department into Waste Recycling and refuse, HR were at the for front in creating new job descriptions as well as leading the recruitment process, from job adverts, supporting line managers through the interview process, to onboarding. New vehicles were purchased that concentrated on kerbside recycling, these were more fit for purpose than the previous collection lorries. These new vehicles required current mechanics to train on servicing and repairing them, which also gave the opportunity to recruit HGV apprentices. A team of Environmental advisers were also recruited and trained to deliver and raise awareness on recycling in Pembrokeshire. Many residents were resistance to change from the previous waste collection routine, as identified on the Kubler-Ross change curve. The new employees educated communities on the benefits of recycling and the impact it can make on our county and future generations. 
Many departments within the local authority were imperative to the rollout and implementation of the strategy. This included communications, that were published through various media in a timely manner for residents’ information on collection dates etc. Marketing also helped with ensuring social media posts were updated and correct. HR and the Learning and Development department collaborated with recruitment, onboarding and training for new refuse staff. By recruiting the right staff and ensuring communications were clear correct and bilingual, the local authority met its objective and continues to be the highest for recycling in Wales. This strategy aligns with the ongoing organisational strategy over the next 5 rolling years, again being reviewed annually by senior management and council. whilst engaging and consulting with residents and the council taxpayers of Pembrokeshire.
This objective had recently seen a multi-million-pound recycling and collection site constructed and opened in 2024 to help deliver Pembrokeshire’s recycling targets going forward, creating more job opportunities and also the chance for current employees to upskill and develop within the organisation.

 (AC 1.3)
Due to the nature of how Pembrokeshire County council and how the public sector is funded with regards to organisations budgets, there has been a large funding gap projected going forward set by the overarching Welsh Assembly Government. This has been forecasted by the impact of external factors such as the COVID-19 pandemic and also by the cost-of-living crisis.

Recent external factors have had an impact financially also, with storms causing a lot of damage to the surrounding infrastructure. Due to this, many employees had to work around the clock meaning increased payroll costs for emergency call outs and overtime.

The economic impact of a rise in interest rates (Bank of England, 2023) and inflation has affected the local authority in many ways also. Increase in the cost of goods and services, as well as an increase in employee’s wages in line with national minimum wage and the cost-of-living wage, putting a strain on budgets (Martell 2024) and forcing departments to prioritise spending.

Senior management teams have implemented a Medium-Term Financial Plan agreed by Council members covering key areas around increased interest rates and how they have had an impact on borrowing costs. One key area that Pembrokeshire County Council prioritised, was to save money through recruitment, meaning a freeze on non-essential roles was implemented and posts were filled via the re-deployment pool. All potential jobs that were deemed essential, were submitted to Senior leaders on a weekly basis prior to being passed for recruitment or be turned down. The advantage of this would save costs on additional staff and also help by internal staff ‘hitting the ground running’ due to knowing the majority of internal processes within the business. However, a major issue of this is that the local authority misses out on recruiting excellent candidates from outside of the organisation and a big delay in the recruitment process for going out to advertise for jobs. Some managers complaining of a lot of ‘red tape’ in the whole process. Another area this has affected is through redundancies. Each area within the local authority was asked how it could save money over the next financial year. Those departments with staff at risk of redundancies were supported by senior HRBP’s and consultations carried out aligning to the correct policies and procedures for this scenario.

 (AC 1.4)
AI is already established in some aspects of HR within various applications and information systems (CIPD 2025). It is also making an impact in some local government authorities. Slowly being integrated into operating models such as public service delivery. 

Within Pembrokeshire County Council, AI has the potential to be rolled out to various public delivery services, like virtual assistants on webpages to help with basic enquiries, reducing workload on call centre staff. In larger cities, AI is used for public safety, using facial recognition technology within local police forces. This could be utilised in my local authority especially in areas of high security, like the local oil and gas facilities in Pembrokeshire. AI can also be used to support decision making; by using data, it can analyse and make policy decisions. It can help with financial transactions and help combat fraud. 

Within HR, AI can be used to create and compose a host of administrative duties, including letters, contracts etc. Help to screen job applications faster. It can also support senior HR staff with decision making through data collection. As it advances, local government authorities may rely on it for climate monitoring and community engagement. With all this in mind, AI is transforming workplaces by affecting job roles and dynamics. It can support high skilled workers but be a detriment to low skilled jobs by eventually replacing. AI technology has also been used to create job advertisements efficiently. Frissen et al (2022) states that biases and prejudice are present in many AI created vacancy advertisements, and although subtle, this will discourage applicants from minority groups applying for these roles.

AI can support many tasks within an organisation, providing efficiency within various areas of the workforce. However, Organisations and businesses need to consider the accuracy of any data sourced from AI, there are Data Privacy concerns as sensitive information could be inputted into AI software that could lead to risks of misuse or breaches (Masry & Chapman 2023). There is also a concern on the lack of transparency around AI as well as misinformation.


 (AC 2.1)

Charles Handy focuses on four different types of culture that influence organisations or businesses and how they work. The four types include Role culture, Power culture, Person culture and finally Task culture. Role culture or described by Handy as’ The Greek Temple’, is a structured culture, where everyone has clear roles and there are set rules, policies and procedures, common cultures include local government and public sector. This culture although stable and clear, can be slow to adapt and be inflexible. 
According to research (Cacciattolo, 2014) Handy symbolised Power culture as a ‘web’ referring it to spread out like a network from the centre of an organisation to the rest of the business. Power culture is normally found in smaller organisations. Advantages of this culture include fast decision making, as well as clear leadership direction, but also resistant to change and moving with ever changing cultures and trends.
Within the person culture or ‘The Galaxy’, the individual is key to the organisation. Believed to be far more important than the organisation itself. There is no real hierarchy within these cultures, the overall power is based around an individual’s expertise. Individuals in this culture are often difficult to manage but have a very high degree of autonomy and encourage each other to develop within their fields of expertise.
Task culture is orientated all around group work and focuses on the team dynamic. This type of culture is seen in tech companies and project-based work. It encourages innovation between individuals and makes them feel valued, however it can have a detrimental impact by causing teams to compete rather than work together. Many organisations use this framework to identify their dominant culture, some blend different cultures within different departments. Its important to understand cultures within organisations to help in leadership strategies and improve other areas like employee engagement.
The SCARF model helps to explain how 5 different factors affect various behaviours within the workplace. Taken from neuroscientific research The framework is made up of threat and reward (Rock 2009). The first part of that theory is Status, how individuals seek recognition and importance, as well as feeling threatened by being undervalued. Certainty, how people seek stability and job security. Some individuals will feel threatened by blurred job roles and changes within the organisation. The third part of his theory, Autonomy encompasses control and choice, people feel more comfortable when they have control over their work, however micromanagement and unclear policies are a threat. Relatedness is all about how we connect and trust each other. Teamwork is all about strong relationships, bringing strong relationships and inclusive cultures, encouraging team building to help improve morale. Lack of team cohesion and isolation are threats. The final one is Fairness, ensuring everyone is treated fairly and with transparent decision making. Individuals will be threatened by unfair promotions as an example. Open communications and equal opportunities are rewarded. Employees will perform better in their roles when a SCARF theory is put in place and their needs are met.


 (AC 2.2)

Organisational culture is crucial for HR and Learning and Development teams (CIPD, 2024). Within Pembrokeshire County Council employee selection shapes the organisational culture and influences employee behaviour. Every member of staff has a key role to play in achieving the local authority’s vision ‘Working together, improving lives’. As there are so many diverse roles, it is important that the process of selection determines values, people’s skills, and work ethic, which affects overall teamwork.
Poor recruitment can weaken this culture by introducing conflicting values. Well selected employees can help to evolve the culture. By recruiting individuals who share our values, we have grown a more engaged and motivated workforce. Poor recruitment has seen conflicts within various departments. Strong interpersonal skills are something that enhances teamwork and has seen a reduction in workplace conflict. Recruiting managers have adopted this when interviewing candidates. By having a well-structured recruitment process has demonstrated that Pembrokeshire County Council has good engagement, performance as well as low turnover and a cultural acceptance of its values.

(AC 2.3)

John Kotter’s 8 step change model (fig below) was developed for managing organisational change, providing a structured approach to implementing change whilst also minimising resistance.

[image: What is Kotter's 8 Step Change Model? (Explained)]





The Organisation will initially need to explain to the employees the need and reasoning behind the decision to return to the workplace for at least 2 days a week. During this initial consultation its important that the benefits of this are highlighted and to get all the employees involved. The change should be in line with the organisations strategy and incorporate core values throughout each stage in this process.

To help implement this, its important that the organisation have the right people involved, which would include, senior management teams and also HR support.

The Organisation should have a working group to help with promoting the change and working closely with the employees, ensuring that they are kept informed of the relevant changes and up to date information is issued in a timely manner. It is important that it is delivered in a positive way to the effected employees.

At this point there will have been various barriers identified by the working group. Initial stages may have to be revisited taking into account the feedback received. Any future impact needs to be considered at this point. If they are returning to the office, do they have enough desk space for all staff? The organisation will need to evaluate and stagger the days staff return.

Any positive impact at this point is identified as an easy win. If there are no signs of this at this point, an organisation needs to consider whether it should continue with the changes.

By increasing the pace, the organisation will start by phasing staff back into the office for a trial period and getting them to start embracing the change, with the hope that employees yet to return will feel more positive about it also.

When the time arrives for the embedded change and all staff are working within the office on at least 2 days a week, Senior leaders need to continue to support staff to maintain this and keep a positive working environment.

It is advised that in order for this model to be successful, all steps must be followed as they build on each other. Missing a step has an impact on the overall process and will need to be carried out again from step 1.

The first stage would be to create a sense of urgency, there may be an issue with productivity, so using data, staff can be motivated to return to the workplace in order for this to change. To drive this, its important that is lead from the top. Senior leaders and management need to drive it setting goals and a clear vision in place on the need to return to site, with a strategy in place to achieve this. The Vision is then communicated effectively ensuring that all employees understand the change taking place, with senior management leading by example. Any obstacles then need to be removed, this could be by addressing employees’ issues on why there may be resistance, by providing support and training if needed. An updated Hybrid working policy is clearly distributed. Once implemented, they should then share any good news story to create positive news and help employee’s morale. To build on the success, new initiatives can be introduced to reinforce the change. Once change is embedded it can align to other working policies and behaviours that supported the change. This structured approach will help employees focus and reduce resistance, sustaining long term hybrid working.

(AC 2.4)
Originally developed to explain stages of grief, it is now commonly used within organisations to understand how employees experience changes within the workplace (CIPD,2024). It covers what individuals go through when trying to adapt to change and helps senior leaders manage these changes. Employees will typically experience these five key changes.  Initial reactions of change come across by shock and resistance. Individuals may refuse to accept change, resisting and believing it is not needed. Employees may be confused and disbelieve, even assuming that changes will not affect them and be in a state of denial. Individuals may then become angry, frustrated and resistant, even thinking that the change is unfair. Employees will seek alternatives through bargaining; by trying to negotiate no minimize the impact of so-called change, they may even display delay tactics in the hope that change does not happen. Depression will then sink in, through low mood and uncertainty employees become anxious about their future. Some staff may even feel overwhelmed, in turn, creating negativity and demotivation, followed by low productivity. Acceptance is where it becomes more positive, at this point, employees will start to embrace change. Employees start to adapt and become motivated. Embracing the change and gaining new focus. Understanding the work Elizabeth Kubler-Ross has implemented in the Change Curve, can help Senior leaders and organisations to help manage change, improve engagement and reducing any workplace resistance.

 (AC 2.5)

Work takes place in the context of various labour market policies, employment conditions and various working conditions. Overall, these factors contribute to health and wellbeing (Burke, 2017). It is vital that Organisations have a wellbeing policy or action plan in place to support their employees, it is also a legal obligation under Health and Legislation to protect staff from stress at work.

The CIPDs health and wellbeing survey 2023 identifies an average of 7.8 days absent per employee costing organisations by not only having to pay sick pay but also needing extra staff to cover individuals’ duties. This also has a significant impact on efficiency, meaning delays in work and deadlines missed.

The CIPD’s good work index 2024 identifies conflict being experienced within the workplace. By engaging with employees and making them feel heard, as well as training managers and giving them the correct tools to support staff is vital to support staff affected by this. However, Health and wellbeing statistics show an increase in positivity from 2023 to 2024 on Mental health being effective more positively in work, showing the importance of organisations investing in employee wellbeing

Wellbeing within an organisation or workplace is crucial for productivity, employee engagement and the success of the business. Employees that are in good mental and physical health will work more productively ensuring fewer mistakes are made. High levels of poor mental health lead to burn out and sickness absence, therefore organisations that have a wellbeing strategy in place will have lower absenteeism and have employees that feel valued, meaning a more engaged workforce and higher productivity. It is imperative that wellbeing initiatives are integrated throughout an organisation (CIPD, 2024) and form part of the overall strategy. 

Large organisations such as local authorities have encompassed wellbeing into their Occupational health teams, managers then use this support to refer their staff to these health experts, which in turn has seen a big drop in sickness absence. Smaller organisations do not have this luxury, but with social media and smart phone apps, staff can be referred to free services to support them and their wellbeing. Employee wellbeing is now seen as a necessity within any organisation. It helps the business by supporting staff to increase productivity, support employees with better mental health, low staff turnover and creates a more resilient and motivated workforce.

 (AC 3.1)

The employee lifecycle is an important tool for HR Professionals to help understand the different stages an employee goes through from the initial recruitment stage, then through employment until they exit the organisation. HR play a critical role in maintaining fairness, engagement and compliance throughout the employee lifecycle.

The eight different stages of the employee lifecycle help to raise the awareness of the Organisation to potential and current employees through positivity.

At the recruitment stage, managers identify vacancies and agree a job description outlining roles and responsibilities, along with a competitive salary. Job evaluation may also need to be carried out at this point. The post is then advertised ensuring it will reach the best candidates via websites, recruitment agencies and various social media platforms. Interviews take place ensuring a fair and non-bias process. At the onboarding stage, the new employees are inducted into the workplace and are trained on how to undergo their roles and responsibilities within the organisation. 

Line managers help the employee with career pathways and development. The organisation needs to implement training programmes to enhance skills and performance, facilitate career growth through mentorship and leadership development. Management also promotes continuous learning and upskilling. This is identified through employee reviews that should be carried out in a timely manner. Offering good benefit packages, a good working environment and career development opportunities will help retain good talent and a positive workforce.

At the separation stage, employees who leave the organisation must be dealt with professionally and within legal parameters. Armstrong and Taylor (2023) state that the importance of a professional exit process, along with legal and ethical considerations are adhered to. Employees that leave the organisation can be linked to being voluntary, by way of alternative employment or life changes. Retirement or ill health retirement. Redundancy or dismissal.

The last phase is the retain/exit phase. Organisations should support staff that want to progress through continuous career opportunities. Retaining good staff is often learned through exit interviews for staff that leave the organisation. This valuable feedback will help the organisation learn what it needs to do in order to support and retain its existing employees. CIPD (2022) mentions the importance of organisations understanding why employees leave and how to capture that information and use it to learn and help retain staff in the future.


There are six stages of the employee lifecycle, emphasising legal compliance at each stage, from initial recruitment to post employment.  Ensuring that an organisation manages each stage correctly and effectively will lead to better retention, engagement and strong organisational culture. At the recruitment stage, it is imperative that recruiting managers do not discriminate under UK law, ensuring they are compliant with 2010 equality act. Once hired, new employees are introduced to the organisational culture and that there are clear roles and responsibilities lined out. During an employee’s time with the organisation, development and performance reviews are regularly carried out with them, ensuring any needs are identified and realistic goals are set. It is important to engage with staff, various incentives like work life balance initiatives, well being strategy and rewards schemes are available to them. Maintaining a healthy work place boosts morale and retention. When an employee leaves an organisation, exit interviews should be promptly carried out to understand reasons for leaving.

 (AC 3.2)

Human Resources management is integral to an organisations management (Silkyr, 2018).  A best fit approach should ensure that HR strategies align with the organisations business environment, structure and strategy. 

People practices are an essential element when ensuring vertical integration aligns with the organisation’s overall strategy. These influence how new departments, teams and cultures are integrated into the organisation. They are also critical in supporting the business to become more efficient, reduce costs and overall enhancement of the organisation. 

HR plays a key role in work force restructuring by workforce planning, ensuring correct staffing in place, then having clear development and succession plans within the integrated organisation. HR can lead on this with the support of various models like Kotter’s 8 step change (Roberts 2024).

Within HR, when a company integrates vertically, we may require more or new labour with the right skills, and expertise, then expanding the workforce, so a robust recruitment policy and strategy is essential. As well as this, we must ensure that we retain our employees to help with knowledge already acquired from experience within the organisation ensuring continuity thus having an efficient workforce. When a business or department merges, clashes may occur. Within the HR function, by playing a vital role ensuring values and a smooth transition will help deter said clashes. 

Effective communication, leadership development and change management will help individuals adapt. Training and development ensure that employees to develop and overcome any competency and capability issues. All staff at all levels should have regular reviews to help with this and set goals within realistic time periods. Performance and incentive targets can also be set, which in turn will help the employees to contribute to integration success. Learning and development teams within an organisation support senior management in the rollout, and ongoing employee development strategy. These goals should align with the overall strategy. Vertical integration often leads to restructuring within organisations. HR and workforce planning will ensure that there is sufficient staff in correct roles to help drive the organisation to meet its goals and become more efficient. 

When organisations integrate horizontally, HR policies, culture and talent management people practices are crucial in a successful integration. Effective strategies will help to empower employees and drive the business, maintaining continuity.

Some cases of horizontal integration may mean merging with another business. This could result in overlapping roles, requiring specific workforce planning. Where redundancies may may be made, HR must assess talent and create strategies to retain the best employees while managing the whole process effectively. 

Cultures may also be different, which can create conflict and resistance, so initiatives to align and support new employees to accept the new culture needs to be effective through correct communication and leadership, helping employees to embrace the change. Training and development are imperative to adapt to possible new ways of working and new procedures. Correct training programmes ensure employees adapt and move forward. Performance and management incentives need to be standardised and evaluated. Ensuring fairness across the organisation. A good reward scheme and staff benefits must align to the wider people strategy. These incentives will help the workforce to perform and drive the organisation. There may also result in duplication of roles. 

Consistently ensuring HR policies are harmonised along with equity and fairness and being diverse. Strong employee engagement and retention with career development and communication from the top down will improve employee morale and reduce staff turnover. People practices play a crucial role making sure that horizontal integration supports the wider people strategy and long-term organisation success by ensuring HR’s strategic interventions at recruitment, development and training and workforce management is optimised.



(AC 3.3)

When the transition from working a five-day week to a four-day week takes place, it is vital that HR consult and engage with all parties involved in the process, to understand the needs, address concerns and ensure that the transition is a smooth one. Indirect consultation should be carried out in this scenario. Before initial engagement, the HR function must identify the key stakeholders. Initial planning will include discussions with senior management firstly for reasoning and strategic alignment for the business needs. Employees, as they will be directly impacted, there will be concerns and expectations with staff. Trade unions and employee representatives will also be part of the consultation process for legal and fairness implications. Initial surveys are good to use to gather quantitative and qualitive feedback on expectations and concerns as well as benefits of the five to four day working week. These can be in the form of anonymous online surveys or applications. Focus groups and forums are facilitated by HR, where employees have an open discussion around any concerns and insights, the potential changes, how work life balance fits in, alternative working and using current and successful news stories as examples. These forums are conducted in small groups and will be in specific departmental settings.  When helping employees through change, Brown (2018) states that change is always stressful within an organisation, even good change. When consulting with staff one to one consultations can help overcome concerns, on subjects such as workload, role specific challenges, personal preferences and impact on employee’s wellbeing. In some circumstances, organisations could launch a pilot scheme for a short period, to monitor closely the impact of the four-day week. Key topics include the efficiency, real time monitoring of performance and the productivity as well as employee satisfaction and wellbeing outcomes. Once this trial period is complete, constructed feedback can be collected. Throughout the consultation it is important that regular communications and transparency is maintained. Powerful and sustained change is only successful through constant communications at all stages (Aguirre, 2014). Employees must be kept informed to help build trust and keep engaged. Reasons for the change must be communicated, as well as regular updates. These can be communicated through a number of ways like emails, notice boards and social media. To ensure compliance within our UK employment law, contracts of employment, as well as pay and benefit adjustments are compliant, working alongside employees and their union representatives or legal advisors. During the process it is vital that management is supported to help handle employee concerns and addressing the resistance to change. Managers will help make the final change adjustments as well as communicating the end transition plan. This can be delivered through workshops and creating manager toolkits on leadership coaching. At the end of the process, a final review and implementation plan will be rolled out. This will be derived from analysis of feedback and just before the new rollout of the four-day week. This will be driven again from HR strategy meetings with senior leadership having the overall final say and sign off before implementation commences. This effective engagement will ensure that the final transition into a four day week meets all needs of the business and employee. By analysing the surveys, focus groups that were held, one to one meetings and pilot scheme, the HR function can address all concerns, help lead the change, then create a culture of of a good four day working week environment for employees.
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