Development Needs Discussion – Managing Change
My role as a HR Assistant at Mid and West Wales Fire and Rescue Service is primarily focused around the recruitment of On-Call Firefighter into the Service. CareerSmart (2020) suggest that an Independent Development Review (IDR) “assesses an individual’s performance and reinforces the connection to the aims and objectives of the organisation”. Part of my Independent Development Review (IDR) with my line manager, highlighted concerns raised regarding the specialism of the role I am carrying out. 
In line with the 2013 CIPD Profession Map (2020a), for my role, I should be working at Band 1 or 2, however at present, I feel that this is not the case in many of the professional areas due to the narrowness of my current role. 
It has therefore been agreed with line management that within the next 12 months, a review of my role would be carried out to allow for opportunities to experience alternative functions carried out within the department, and to further understand how the Service and department deals with the change process. 
In accordance with the new Profession Map (CIPD, 2020b), I understand how to carry out a SWOT and PESTLE analysis to identify factors which may impact on the organisation, and the potential to make changes. This CIPD course has provided an insight into change models, and therefore I now understand the different approached to change, along with their advantages and disadvantages. 
Arrangements have been made with Human Resources Managers to sit with them to understand the types of statistical data collected within the organisation, how this data is obtained, and why it is required. This should provide the justification for changes being made. I will also sit with the Corporate Communications and Business Development department, to understand the communication methods used within the organisation, and the rationale for using such methods. 
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SWOT Analysis – Change 
In 2016, the Service appointed Eversheds Employment Law Specialists to undertake a review of the HR provision. The subsequent report outlined that the HR team is functioning with reduced skill sets (the norm in most businesses is 1 HR Professional to 100 staff, ratio for Service 1:216) and that there is excessive manual intervention and transactional activities (MAWWFire, 2019).
The proposed change is to move to an alternate service delivery model which could be used within MWWFRS, aligning the attentions of the HR department to strategic matters, rather than transactional activities.

	Strengths
	Weaknesses

	· Delegation of tasks to other departments, frees up HR time
· Singular point of contact for employees
· Simplifying of processes and procedures
· Department resilience 
· Development opportunities
· Clear definition of roles
· Builds relationships & partnerships with other departments 
	· Resistance to change from employees
· Resistance to share knowledge bank 
· Creating time to complete training 
· Hierarchy structure – takes time to get decisions agreed
· Organisational culture 

	Opportunities
	Threats

	· Recruitment opportunities – ensuring department has necessary skill sets
· New technologies – systems 
· Changes in processes 
· Service expansion 
	· BREXIT – Potential for policy/ legislation changes
· Coronavirus pandemic 
· Redundancies 
· Competitors 



It has been highlighted within the department, and external sources, that the functions carried out within the department, do not align with best practice models for Human Resources. In view of this, by delegating the smaller, simpler tasks out to County Command Co-ordinators, more time can be spent on being proactive, rather than reactive. Current practices align individuals to specific roles within the department such as recruitment, contractual issues, and payroll, whereas by taking a business partnering approach, development opportunities arise for these individuals to gain further knowledge on other aspects of HR. 
A business partnering approach to HR, and an understanding of each other’s roles within the department, provides resilience when others are absent. 
Based on the demographic of the department, along with their length of Service, this has been identified as a weakness to the possible change. These individuals are used to current processes and practices, and therefore may show reluctance to change. There is also the possibility that these individuals will be reluctant to share their knowledge with others, and not willing to learn new things. 
Due to the fast-paced working environment, managing one’s own time and meeting set deadlines is already showing signs of being an issue, therefore trying to find the time to learn new things will be difficult.  
Morgan (2015) suggests that there are 5 types of organisational structure, of which, MAWWFRS operates a traditional hierarchy structure with differing levels. Max Weber identified hierarchical structure as a central principle of a bureaucratic organisation (Kew and Stredwick, 2010). Due to the rigid organisational structure, those in higher hierarchical positions such as Directors, give instructions to those further down. MAWWFRS use a ‘top-down’ approach to communication, whereby decisions are made at the highest level and transpired through to those lower down the hierarchy, often leading to reluctance to change, and slow progression of change.
Business partnering helps to identify any potential skills-gaps within the team, and as such, provides an opportunity to recruit to fill in such gaps. Consequently, this will impact on departmental/organisational budgets. For these changes to be made within the department, firstly, the necessary systems will need to be in place to allow for transformation to take place. 
 Changes to organisational procedures may be a possibility, should legislative changes be made as a result of Brexit. As a public sector organisation, there is a high possibility that changes within Government, can impact on the organisation, and as a result, impact on the pending changes. 
The coronavirus pandemic has taken the world by surprise and has dramatically impacted on how the organisation operates. According to Vice, Kirk and Partington (2020), more than 9 million jobs in more than 1 million organisations have been furloughed as a result of the pandemic. As a result, people have become insecure in their work, worrying about whether Government funding will continue or whether redundancies will need to be made. 
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Communication Strategy 
The most important factor when making any changes, is to clearly communication the change to all key stakeholders within the organisation – firstly, the employees, but also external stakeholders such as customers and Trade Unions. 
Communication strategies aim to “help an organisation to communicate effectively and meet core organisational objectives” (NCVO, 2020). 
	Company Profile 
	Mid & West Wales Fire and Rescue Service (MWWFRS) operates 58 fire stations across 12000 square kilometres of Wales, employing around 1,300 employees. MWWFRS’s vision is “to be a World Leader in Emergency Response and Community Safety” (MAWWFire, 2020a). To do this, their role is to deliver proactive and reactive fire and rescue services to the people of Mid and West Wales (MAWWFire, 2020b).

	Issue 
	In 2016, the Service appointed Eversheds Employment Law Specialists to undertake a review of the HR provision. The subsequent report outlined that the HR team is functioning with reduced skill sets (the norm in most businesses is 1 HR Professional to 100 staff, ratio for Service 1:216) and that there is excessive manual intervention and transactional activities (MAWWFire, 2019).
The proposed change is to move to an alternate service delivery model which could be used within MWWFRS, aligning the attentions of the HR department to strategic matters, rather than transactional activities. Changes to a business partnership model, will delegate tasks to other areas of the Service.

	Research 
	Based on the demographic of the department, along with their length of Service, this has been identified as a weakness to the possible change. These individuals are used to current processes and practices, and therefore may show reluctance to change. There is also the possibility that these individuals will be reluctant to share their knowledge with others, and not willing to learn new things. As a line manager to those where changes are most likely to effect, morale is very low, with all being defensive. 

	Communication Objectives
	The aim of communication for this change is to:
· Provide clear justification of the reasons for transformation
· Highlight how transformation will improve working practices
· Highlight how transformation will impact on individuals within the department 
· Address the requirements of department staff throughout the change process 
· Clearly address the timeline for change 

	Audiences
	In the first instance the change should be communicated to all departmental staff that may be affected, in this instance, the Human Resources Team. 

Communication would need to be broadcast to employees Service-wide particularly the County Command staff whom the work from the HR Department will be delegated to, and line managers whom the responsibility will shift to. 

Trade Unions will also need to be informed, as departmental employees may seek their guidance and assistance should they not be happy with the proposed change. 

	Key Messages
	Business partnering will enable HR to provide a valuable opportunity to enhance the services offered, sharing its knowledge with the wider Service. 

Appreciating that some employees have been in their current roles for over 20 years, and that change may seem daunting, however there will be opportunity to raise concerns. Job roles will look different after the change to business partnering. 

The change will bring about new ways of working and opportunities. 

In the long-term, it will allow HR to focus on HR related topics, rather than general admin. 

The change will enable HR to provide better service to its customers (employees), with the back up of professional expertise, support and infrastructure. 

	Tactics/ Channels
	Announcement 
Messages to be delivered by Senior Managers and Staff in local team meetings. (with Commands) 
Departmental bulletin to the wider Service.
Change will impact HR and County Command Headquarters, line managers to arrange time to discuss concerns and gain feedback. 

The transformation will impact dramatically on ways of working, therefore need to ensure announcement of the change does not clash with any other major service event. 

Transitional arrangements – regular briefing notes issued to senior managers on the development of the changes.
Regular updates via memos to the wider Service
@Work – Service intranet
Updates on Service noticeboards
Informal discussions  

	Risk
	Risks include: 
· Staff morale – possibility of employees going on sick
· Annual leave – finding time to get the work completed
· Organisational culture 
· Unable to locate necessary systems to implement change 
· Senior Managers
· Funding 

	Measurement
	Feedback during staff meetings – departmental/ one-on-one 
IDR’s 
Email – Read receipts 
@Work – Service intranet 
Number of tasks delegated to County Command Officers 
KPI’s 

	Review 
	Review regularly to ensure objectives are being met. If not, potential to change objectives as the change progresses. 



In 2016, the Service appointed Eversheds Employment Law Specialists to undertake a review of the HR provision. The subsequent report outlined that the HR team is functioning with reduced skill sets (the norm in most businesses is 1 HR Professional to 100 staff, ratio for Service 1:216) and that there is excessive manual intervention and transactional activities (MAWWFire, 2019).
The proposed change is to move to an alternate service delivery model which could be used within MWWFRS, aligning the attentions of the HR department to strategic matters, rather than transactional activities. 

Discussions with County Command Officers identified that by delegating duties to these individuals, provides for further understanding of processes which they themselves handle in the first instance, and removes HR who are currently acting as the ‘middle-man’. 

The proposed change will impact not only the HR Department and County Command staff, but the whole Service. The business partnering approach will assign individuals within HR to specific departments, who will become a point of contact and responsible for all queries generated, therefore the messages of change need to be communicated to all employees. As such, it has been agreed that the easiest and quickest way of broadcasting communication will be via email. It has been agreed that HR will produce a regular bulletin which will be issued to all staff to keep them updated. 

Concerns have been raised by HR departmental staff regarding the changes, therefore it will be essential throughout the transformation, that these individuals are kept in the loop and first to know of all developments that may impact on them, and their role. This will alleviate the anxiety which may be caused by such changes. 

The department is currently made up of a wide demographic, with some individuals who have only been working within this environment for a couple of months, spanning to those who have carried out 30 years’ Service. Consideration will need to be made to those with a long length of Service, as they may be more reluctant to change, or may not understand the newer technology and systems being implemented. 

Because of this, it has been agreed to conduct fortnightly ‘catch-ups’, where employees can raise any concerns they may have, and provides an opportunity to measure the success of the transformation. At such point, provisions can be put in place to assist those who may require further support in carrying out new roles, or who require further training or development on systems. 

[bookmark: _GoBack]The pandemic has resulted in more people working remotely and increased workloads, therefore consideration will need to be made regarding how to continue with transformation with limited numbers working from the office, personal commitments, and annual leave. Asa result of the pandemic, departmental funding has been re-allocated to other factors, such as ensuring staff have the equipment to work remotely, therefore a potential risk to the process could be lack of funding to see the transformation through from start to finish. 
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