How evidence-based practice and analytics are used by the people function to inform sound decisions.

Section 1

Q1 - (AC 1.1)
Waite et al. (2021) defines evidence-based practice as the process of making informed decisions by using reliable sources, “Evidence-based practice promotes critical thinking where the reader judges and appraises sources of evidence to determine their relevance to the matter in hand.” Using evidence that is proven from a reliable source will “develop knowledge and understanding to inform practice”. Barends, Rousseau and Briner (2014) define it as “making decisions through the conscientious, explicit and judicious use of the best available evidence from multiple sources” this is key that any evidence used to influence a decision within an organisation must be based on multiple sources, such as “facts or data supporting (or contradicting) a claim, assumption or hypothesis” (CIPD, 2023). A widely used process of evidence-based decision-making is by using the 6-steps outlined by Briner (2019),
1. Asking, realising what the problem is and making it an answerable question; the people function may recognise a trend in absences and ask the question of why there are so many absences on certain days.
2. Acquiring, collecting the evidence from multiple sources; this could be the opportunity to do some research into the absence trends of the company and read books and articles on engaging staff to avoid absences.
3. Appraising, evaluating whether the sources are reliable, this could also be the time to analyse the data collected; it is important to evaluate even internal data, high absence rates might be a trend or it could be a current spike due to external factors.
4. Aggregating, pulling all the evidence together; by collating all the information the people function would be able to make an informed recommendation.
5. Applying, making a recommendation for the organisation based on the evidence; the organisation would then implement the recommendation.
6. Assessing, evaluating whether the implementation was successful; it is crucial to evaluate whether the recommendation was successful, and if not reevaluate what the issue might be.

Q2 - (AC 1.2)
Waite et al. (2021) explains that “accessing and using a wide variety of data helps us to develop factual knowledge and understanding on a wide range of organisational and people issues” which nurtures a positive workplace culture which leads to higher employee performance which in turn leads to a “positive internal and external perception of the organisation”. If an organisation wanted to collect data it is important that the data is reliable and valid some ways of ensuring this is to ensure there is a wide range of different data sources, the way the data is collected is varied and the data is collected over time and different time periods. For example, if an organisation asked employees to complete an employee satisfaction questionnaire but only 25% of employees completed it, this would not give an accurate overview of the satisfaction of all employees. Another example is looking at employee turnover, this alone, may indicate an issue with a certain department, but without further evidence the people function could not provide an appropriate recommendation, the next step may be performing exit interviews this may indicate a specific issue within the department. Having inaccurate data or using unreliable and invalid data to create a recommendation may end up being costly for the organisation. It could mean that the wrong change has been implemented at an unnecessary cost, or that the change has adversely affected the organisation’s reputation. Waite et al. (2021) also explains that certain data may be a result of a specific spike as opposed to a change in the organisation, so it is crucial to check the data is accurate.

Q3 - (AC 1.3)
There are 2 main types of data that can be measured, quantitative and qualitative, which can further be broken down into different types of analytics, descriptive, diagnostic, predictive and prescriptive (Waite et al. 2021).
Quantitative data are the facts and figures, it is especially useful when measuring trends and/or patterns over a certain timescale. Often this data is collected through “surveys or through data held on computerised HR Systems or HR dashboard” Waite et al. (2021). The data could include absences, turnover, diversity and inclusion This data is usually the first step in recognising an issue but would need further evidence in order to make a recommendation for an organisation.
Qualitative data doesn’t tend to include statistics, it is usually based on feedback, this can further explain a trend that has appeared in the quantitative data. This data would usually be collected through interviews, smaller focus groups or sometimes surveys for example interview records, performance reviews or written feedback.
Quantitative data can be collected when looking at the turnover or a certain department for example, this alone would not provide an overall picture of what is going on, but by performing exit interviews, the department would also be able to collect qualitative data, along with looking at evidence-based practice this could lead to a recommendation within the department on certain aspects leading to less turnover of staff and better performance overall.
Analytics of data from both quantitative or qualitative could be descriptive, this usually involves looking at the data in order to describe past results; diagnostic, mainly uses quantitative data to focus on what has happened and work out how to stop it or to ensure it doesn’t happen again, or if it is positive maintain that trend; predictive, this would aim towards predicting future trends by looking at the past ones and potentially building a future business plan based on this; prescriptive, where a recommendation would be made based on the data. 

Q4 - (AC 1.6)
When considering evidence-based practice, therefore collecting, analysing and storing data, it is important to ensure that organisations follow ethical approaches and maintain legal standards (Waite et al. 2021). By ensuring an organisation is implementing agreed policies and procedures, they are ensuring compliance and fairness, there is a risk that without these or if they are not being implemented correctly, the organisation would be working in an unethical way and potentially going against employment law.
The key reasons that Waite et al. (2021) outline as the importance of effective policies and procedures are “so that the organisation safeguards compliance with the necessary legal requirements, demonstrates credibility of the organisation to all stakeholders and maintains sound ethical practice”.
An example of where evidence-based practice may affect a policy could be relating to a disciplinary policy, if an employee’s contract was terminated following a disciplinary but the policy was not detailed enough to include those specific reasons the employee could take the organisation to an employment tribunal leading to financial impact on the business. All policies and procedures should be in place based on evidence-based practice to protect the employees and the employer.
Although data is essential for maintaining and improving any organisation, it is important that the collection and storage complies with legal requirements, such as the Data Protection Act (2018), Freedom of Information Act (2000) and the Human Rights Act (1998).
Q5 - (AC 2.1)
Every department and every aspect of an organisation is intertwined, and the people professionals form part of this, they are all working towards providing the best service for their stakeholders including their customers. Stakeholders may include customers, the board of directors, partners, but also include the employees. As people professionals the role of creating and implementing strong policies and procedures is to ensure that all employees feel safe and supported, in doing so it is important that managers and the organisation ensures a “systematic induction process for new employees, allow employees access to decision-making and job autonomy, gathering employees’ views and opinions on work matters and information sharing, rewarding performance and developing employees” (Waite et al. 2021) this all leads to greater engagement of employees.
If employees feel valued and supported in their workplace this will show through with their work, leading to better performance which will show through in their direct work and effort with customers leading to greater value in stakeholders and the wider organisation.
People professionals support this in an array of ways from recruitment, learning and development, well-being, engagement and many more (Waite et al. 2021). The key part is using the data collected to implement changes within the organisation. Collecting and storing data on performance, for example, is important to ensure all departments are implementing SMART objectives to “meet the organisation’s business strategy” and whether departments and employees are being rewarded accordingly with the policies and procedures in place.

Q6 - (AC 2.2)
Waite et al. (2021) defines creating value as two elements, structural capital and human capital. Over the Covid-19 pandemic the Farmers’ Union of Wales has to make significant changes in structural capital as there was a lockdown, the IT equipment was quickly improved to allow for working from home in a secure way and so were processes such as the use of Zoom for meetings. The Farmers’ Union of Wales is very customer focused therefore the need to communicate and engage with members has always been key.
Human capital has always been an ongoing development which is true for all organisations. Although the development of new skills and knowledge was needed when the structural capital changed in 2020, the Farmers’ Union of Wales is continually changing based on what the Welsh Government is asking of its farmers and therefore the abilities and expertise of the employees are developed concurrently.
Without these structural and human capital, the Union would cease to meet the customer’s needs and would fall below the standards expected of the staff. Ensuring a thriving and supportive workplace ensures that staff can develop with the needs of the organisation.
Collecting data from employees is key to ensuring a thriving workplace culture, but it is also important to collect data from other stakeholders such as customers/members. The CIPD Profession Map notes the importance of creating “a culture that prioritises the understanding of customer needs to enhance customer value”.

Section 2
AC 1.4
 


AC 1.5
In order to continually develop an organisation people professionals must use data to make “decisions through the conscientious, explicit and judicious use of the best available evidence from multiple sources” (Barends, Rousseau and Briner 2014) the key phrase here being multiple sources. Although the above graphs present 2 different sets of information, it has all derived from one source, likely an exportation from a HR system.
This form of data can be extremely useful in targeting issues and improving the organisation but alone there is only so much this information can give people professionals as they are both derived from quantitative data. Although it can show whether there is a trend or a pattern emerging within a Team, these would be descriptive but if we could aggregate this data with other forms of data it would indicate a much wider picture of the organisation in order to make an informed recommendation.
One key piece of data which would be beneficial in this example would be to collect data from exit interviews to gain a greater understanding of the reasons for leaving. There are some reasons for leaving that would appear straightforward, but it is always important to fully understand the situation. For example, there were 6% of employees that retired, this would appear a reasonable leaver, but pairing this with some further information there could be a pattern of employees taking early retirement due to a change in management.
The main reason for leaving was resignation due to pay or was benefits related, this should prompt management to look into the benefits offered to staff, it would also be beneficial for the organisation to conduct a salary benchmarking exercise to ensure that they are comparable to other organisations. It would also be beneficial here to look at the exit interviews as it may be a case of benefits being offered but not given once employment has started. 
If the organisation wanted to evaluate which Team was doing best based on length of service, although this data would give them an idea, the Regeneration Team would appear to be performing lowest. By looking deeper into the data, although the average length of service for the Regeneration Team was 11 months on average compared to the Property Team’s 95.41 months on average, there was only 1 leaver in the Regeneration Team, whereas the Property Team saw 17 leavers this does not make it an effective comparison of how the Teams are performing.
13% of leavers were marked as ‘resignation’, this does not clearly indicate the reason for leaving therefore the exit interviews would be key here. 
There were three leavers due to dismissal, although all three came from different Teams, they were all from a three-month period, people professionals should question whether this was due to a new disciplinary policy and whether the process may be too severe.
Across the Teams, 11% of leavers were because ‘job not as expected’ this should trigger the organisation to reevaluate the onboarding process and possibly look at the quality of their job adverts and job descriptions to ensure they are appropriate for the job in question.
Finally, there were 2 leavers due to ‘end of contract’ this may pose the question whether short term contracts are right for the organisation since the process of onboarding can be expensive.
To conclude it is important to collect as much data from different sources as possible, but also to collate this data to make an informed recommendation (Waite et al. 2021).
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