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Part 1: Evaluate your knowledge, skills and ability
Six areas have been defined in the new CIPD Professional Map known as core knowledge to drive change (CIPD, ND).  It is the knowledge and theory underpinning the people profession ensuring understanding of change and how to effectively enable such change.
I have academic knowledge and awareness through my studies on change at an associate level ranging from: how to prepare SWOT and PESTLE analysis’s; the different change management approaches; the advantages and disadvantages; the basic models; how people experience change; levers enabling change; identifying gaps; how to plan; set goals; communicate; celebrate success; identify resources; identify risks; impact on stakeholders; celebrate milestones; listening to feedback; and evaluating the process however, my exposure within my working environment is limited (CIPD, ND).  In the working environment I have assisted with change like Our Future Workplace which focussed on customer/colleague expectations on how we deliver our services reviewing working patterns, roles profiles and Ateb’s agility but have not led a project this is an area for development.  Ateb is going through much change and this is an area my role will be fundamental with.  
It is often recognised that there is a gap between awareness, knowledge and ability (Prosci, ND).   I am therefore initiating the lead on process mapping for recruitment in our department.  I will be organising the focus groups, leading at the sessions and based on the feedback obtained at the sessions identifying processes which can be streamlined or omitted in the future ensuring the recruitment process operates effectively and efficiently.  Depending on the feedback obtained the structure of the department could require re-structuring and investment.  
I will use my knowledge from my recent training, support from my line-manager via coaching, role-modelling from the Director of Housing who has already processed mapped the Housing department’s functions ensuring I gain the skills to run such focus groups.  This will provide me with hands-on practice to ensure the change is successful.
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Part 2: Our Future Workplace SWOT analysis 
	STRENGTHS
	WEAKNESSES

	Already taken place:
· Led by focus groups
· Communicated openly to all workforce through a presentation of the intended vision
· Followed by a formal consultation
· Clearly communicated the vision ensured the continuing direction of the envisaged change empowering people to be committed and engaged to the changes
· Drive organisational effectiveness (ACAS, ND)
· Drive Ateb’s brand and reputation
· Trust clock #InYouWeTrust 
· Self-managed absence management system
· Agile working
· Role Profile clarity
· Achieve – continuous feedback
· Good working environment
· Competitive benefits: 
30 days annual leave 
3 Additional days at Ateb’s discretion
8 Bank Holidays
3 Charity Days
Enhanced sick leave (currently 3 months full pay, 3 months half pay) offering an additional 3 months half pay for critical illness
These benefits have been examined against a competitive market
· Removal of 97.5% probationary salary
· PIPS equal lump sum subject to full time equivalent
· Implementing a wellbeing plan

	· Communication failure
· Lack of time to implement Brightline (2018)
· Lack of readiness Brightline (2018)
· Resistance 
· Removal of flexi and TOIL – people loosing current balances can feel aggrieved
· Removal of attendance bonus
· Feeling of lack of consistency and fairness
· Lack of norms
· Them and us mentality (line-manager and employee differences)
· Being always available and able to work
· Buying software ‘BreatheHR’
· GDPR requirements
· Working Time Breaches
· Risk Assessments
· DSE Assessments
· Onus on employee to check mortgage, insurance implications


	OPPORUNTITIES
	THREATS

	· Change-readiness (Mindtools, ND)
· Communication plan detailing key messages 
· Communicate regularly often repeating the same messages (ACAS, ND)
· Regularly ‘mood check’ how people are feeling throughout the change (ACAS, ND)
· Attracting talent (ACAS, ND)
· Becoming an employer of choice
· Industry trends (CIPD, 2018)
· Building positive working relationships (ACAS, ND)
· Strengthening line-manager and team relationships triggering positive discretionary behaviour (ACAS, ND)
· Listening to feedback gauging peoples’ perspectives and willingness to modify if necessary
· Survey engagement levels
· Review and evaluate
· Training workforce (line-managers, teams and ad hoc individuals) Mindtools (ND)

	· Line-manager support
· Employment relations if badly executed can lead to resentment and distrust (ACAS, ND)
· Role Profile confusion – impact on future remuneration
· Cost of investment (CIPD, 2018)



[bookmark: _GoBack]
It is essential for a smooth transition that everyone has the right mind-set and attitude knowing why change is happening, what it will look like, how it translates with Ateb’s mission and what are the benefits (Mitrefinch, ND).  
Our Future Workplace (OFW) began via focus groups looking at different elements of change from charity, benefits, workspace to our current flexitime arrangements.  The focus groups were briefed on why there was a need to change; to become an agile organisation following rebranding thus to remain competitive in order to improve Ateb’s culture whilst motivating the workforce (ACAS, ND).  Each group proposed various changes which senior management and the Board approved.  To avoid rumours a presentation by senior management highlighted the proposed changes, this was communicated early, explaining the vision and an official statement followed by a formal consultation to the 130 workforce to gauge opinions for its launch clearly defining current benefits being removed, replaced or increased to see what, if any, resistance was likely.  Line-managers were briefed, and it is intended to roll out similar briefing sessions by HR to all teams before implementation.
OFW has finished consultation and is at the point of implementation, the SWOT analysis pinpoints particular strengths, weaknesses, opportunities and threats in the project establishing the current position and assisting in identifying stakeholders with regard to the change (CIPD, 2018).
Strengths
ACAS (ND) reflect change relates to health, work and wellbeing and that by having control over how one does their job is likely to provide a happier healthier workforce.  OFW incorporates wellbeing, trust, agility, competitive benefits, clarity of role and developing positive relationships.  It is important these benefits are promoted regularly supporting a change-ready culture publicising Ateb’s success story of its move towards trust and agility featuring stories of how the new system and benefits have made a real difference to its stakeholders reaffirming buy-in (Wilkinson and Taylor, 2016).
Weaknesses
Brightline (2018) cite the longer an initiative takes the more chances the change will steer of course.  This is relevant with OFW project which was initiated June 2019 with only some of the planned changes effective from November 2019 and the remaining changes effective from January 2020.  OFW started very well delays occurred since the consultation; due to lack of time, digital transformation delay, HR resources, role profiles not updated therefore hindering HR’s rollout plan.  
HR will require to promote and foster fairness, consistency and employee engagement between leaders, line-managers and employees alike in order for the change to be successful (CIPD, 2018).  HR will be required to work with line-managers displaying empathy towards stakeholder reactions, accepting feedback and demonstrating commitment to the changes and how this can impact individuals modifying when necessary (Wilkinson and Taylor, 2016; MSG, ND).
Opportunities
In August 2019 a Communications Assistance was recruited as communication both internally and externally was poor.  Brightline (2018) state for communication to be effective people need to hear the message nine times to understand what it really means and for change to be effective.  HR’s focus will be to convey the message repeatedly to all stakeholders tapping in with the Communication Assistant to ensure the messages are being seen and heard through a variety of commination mediums.  This must be a coordinated and planned process.
Change readiness is essential HR must ensure people have the right information and training in order to adapt to the changes (Mindtools, ND).  Rolling-out training to line-managers and teams on BreatheHR an absence management system and continuing to evaluate the trust clock and how it operates.

Threat
HR need to work with line-managers during and after implementation for effective development to combat reactions of individuals building trust (Mulholland, 2017; CMI, ND; SHRM, 2015).
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Part 3: Communication strategy
	Our Future Workplace Communications Strategy

	Profile
	Ateb Group is based in Haverfordwest, Pembrokeshire working across West Wales ‘creating better living solutions’ for its people and communities.  It employs 126 staff; Ateb is a housing association and is the parent company to Mill Bay Homes, West Wales Care and Repair and Effective Building Solutions.

	Issue
	Ateb Group has revaluated its Main Terms offering better benefits, removing flexi operating on a trust clock treating people as adults.  It focuses on outcomes rather than time spent at your desk recognising the need for flexibility creating an agile working environment.  Achieve has been launched based on continuous feedback linked to outcomes replacing the traditional appraisal system. Traditional job descriptions have been replaced with Role Profiles providing clarity of roles linked to Ateb’s culture, strategy and service areas.

	Research
	Staff surveys have not been utilised within the Group therefore, to date employee engagement has been limited.  Research has been conducted by focus groups who have scanned the market for competitive working conditions.  These were presented to senior management and Board for consideration and approval.

	Communications objectives
	· To raise awareness of the proposed changes.
· Influence behaviours and mind-set.
· To address anxieties, concerns or any potential resistance before, during and after implementation of the planned change.
· Embed the changes.

	Audiences
	All employees across the Group from Cleaners to line-managers to senior management.

	Key messages
	· The leading principle “we must always put the customer, business, team and H&S first when planning and delivering our role profiles responsibilities and service area outcomes”
· Promote agility and flexibility across the Group. 
· This is the beginning not the end we may need to tweak processes and systems.
· We will be known as an employer of choice thus attracting talent.
· Agile working requires different skillset from people hence Role Profiles.
· Trust.
· Ownership and freedom from agile working is a big cultural change.

	Tactics/channels
	· Announcement – ‘big picture’ message delivered by Chief Executive and senior management via a presentation.
· Formal consultation – giving people the opportunity to provide feedback.
· Transitional arrangements – line-managers to deliver a presentation “on what good looks like at Ateb”.
· HR to update line-managers through a presentation on Our Future Workplace.
· HR to update teams at team meetings on Our Future Workplace.
· Information uploaded to Yammer.
· Information on noticeboards and around the office.
· Implementation onwards – feedback given to either HR or line-managers.

	Risks
	· Technology not in place.
· Mind-sets and behaviours of line-managers and teams.
· Potential delays.
· Staff morale.
· Resistance due to losing the attendance bonus and flexitime.
· Anxiety over Role Profile.

	Measurement
	· Acquire feedback at meetings
· At all stages before, during and after implementation ask for feedback.
· Remember real insights, real actions.
· Deliver on feedback show people have been listened to and we have learnt.

	Review
	· Evaluate processes and systems and when necessary modify.
· Line-managers to set up a Yammer group to discuss and start to set norms learning from one another.  For instance, is 6 weeks of special leave too much should they not exceed 3 weeks?
· Line-manager regular meeting to discuss what is working well in their teams and what is not.
· HR to talk to the teams direct; is it making a difference.  



Communicating and consulting the strategy to all stakeholders is fundamental to the initiative’s success along with sponsorship, coaching, proactive resistance management, training and reinforcement (Creasey, ND).

Strong leadership plays an important role in delivering the message along with senior management sponsorship.  Presentations supporting the change is a necessity, energising the changes. Walk the talk and buy-in must be across the Group with line-managers integral to the change as their mind-set, behaviour and attitude drives their own teams’ discretionary behaviour (ACS, ND).

Through discussions with my line-manager the focus on the communications strategy will be:
Readiness assessments: scale of the change, people affected, is the change radical or gradual, how much change is already taking place and types of expected resistance.  Our Future Workplace is a radical change affecting all stakeholders, resistance is unlikely for some of the changes such as the increased benefits however, the removal of flexitime and sick bonus could cause friction.  This needs to be balanced with what the Group is offering in return, the flexibility and agility for the Group and individual going forward.
Communication and its planning: its audience, what and when to communicate.  Communication can be repeated nine times before employees understand the change.  Initially build awareness like the business reason and risks associated with not changing.  Analyse the messages and timing of these and to whom; leaders, supervisors and employees and where possible customise messages to the audience.
Sponsor Roadmaps: the change team must plan how the change will take place; this is the most important factor in its success.  Building a coalition of support from leaders, HR and line-mangers via visible participation and their communication with the workforce.
Training and coaching for managers: managers have the most influence on their teams however managers are known to be the most difficult group and often exhibit resistance.  Management activities should be implemented to gain their support allowing them to coach their employees.  HR will brief lien-managers and their teams.  Making the shift from the way we once did things to the new way will mean embedding the culture, empowering line-managers to decision make generating their own solutions; allowing the continuing momentum for the change and its overall success (Cameron and Green, 2015).
Employee training: this should occur once impacted employees understand the change and have a desire to support the change focussing on skills and behaviours necessary to assist the change.
Resistant management: although this is normal persistent resistance can threaten the project.
Employee feedback: HR and line-managers should work with employees requesting feedback by gathering data and if necessary, implement corrective action ensuring the changes can succeed.
Success and its reinforcement: short and long-term wins should be celebrated as well as individual and group success.  This should be monitored to ensure employees and teams do not slip back into the old norms and behaviours.
Reviewing the process: evaluation is key reviewing the entire project identifying success and failures leading to change competency.
(Prosci, ND)
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