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Personal statement for LO1 (including reference list) 
LO1 – Be able to plan for the implementation of change processes within an organisation.

CIPD (2020a) highlights the need for organisational change and how this is ultimately driven by a number of forces including external factors such as markets, law and technology. Ensuring that managing change is effectively done, is an organisational responsibility. Effectively and appropriately addressing any process through development, promoting employee voice and providing clear communications is pivotal to any change process.

Prosci (2020) refers to a key element of sequences or activities that drive any successful change process – these are referred to as Prosci’s three-phase process:

Phase 1 – Preparing for change
Phase 2 – Managing change
Phase 3 – reinforcing change

Wilkinson & Taylor (2016) argues that change is key in any organisation, being unavoidable with HR playing a vital role in the succession of the change management process. With HR’s involvement concerning both controllable and uncontrollable involvement. Controllable can be summarised as any process that can be designed and implemented with uncontrollable being people and how they react.

Neath Port Talbot County Borough Council (NPTCBC) has implemented a “Management of Change in Partnership Policy” in September 2018 which has been fully supported by key stakeholders including trade unions (appendix 1). The policy outlines that change is recognised and is an inevitable process in order to provide effective and appropriate services. It goes on to promote the value of good working relationships with key stakeholders and praises the most significant and valued asset of the Council is its employees. 

The policy has been developed to provide support and guidance to management as well as HR professional assistance to ensure that any management of change process is completed fairly and consistent throughout.
The current pandemic, COVID-19, has externally driven considerable changes to all our working lives including forced implementation of new working practices such as home working. Many local government organisations are working closely with the NHS and have had to react rapidly with the implementation of a Test, Trace and Protect (TTP) strategy in May 2020 as directed by Welsh Government (2020). This resulted in the creation of a new team within the Environmental Health and Trading Standards Service within NPTCBC. A spike in COVID cases during the autumn period 2020 meant that a mass recruitment drive was required for an additional 90 employees. This was pivotal to sustain service momentum in dealing with an increase in cases.
Further changes were required, including the introduction for new working hours due to the demands placed upon the service. (Appendix 2) Welsh Government (WG) requested that the TTP service should run from 8am to 8pm with current working hours running from 8.10am to 5.15pm. Such changes meant that a management of change exercise was required for those employees who were affected by this. The current working rota of 5 on, 3 off, needed to be revised to take account of this, including amending contractual hours to ensure that service requirements are met going forward.
It was identified that 53 employees would be affected following an internal bi-query report to establish those employees on the current hours/rota (appendix 3). It was identified that those remaining employees within the service were based on a Monday to Friday rota and therefore, their contracts would remain unchanged.
Management and HR met to discuss a suitable working rota with an initial three possible rotas devised for consideration. These were drawn up based on advantage/disadvantages of such a rota. All three proposed rotas would be offered to employees for their review/feedback (appendix 4).
Arrangements were made for management and HR to communicate such proposals. ACAS (2021a) argues that it is important that any consultation is a two-way process where notions are shared and worked on together. 
It was agreed for the development of a working group to commence initial discussions with the employees and their trade union representatives. This was important to establish the employees’ views on the best approach for consultation as well as identifying any concerns and raise ideas. 
ACAS (2021b) refers to a workplace forum approach as a good way for building trust, improving employee engagement and performance as well as well-being through reduced stress levels. Such an approach can promote decision making through all parties involvement.  
At the heart of any successful change process is planning. MindTools (2020) refers to any effective change plan requires consideration for the following:
· Sponsorship
· Involvement
· Buy-in
· Impact
(Appendix 5) outlines the management of change plan drafted and approval was given for the implementation of this plan by a member of the HR management team (appendix 6). 
A Gantt chart was created in order to monitor the progress of the change plan, including time management and such a chart ensures that the process is being monitored and measured efficiently (appendix 7).
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Appendix 2
Email confirming new working hours to TTP service following Welsh Government guidance
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Appendix 3
Internal bi-query report
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Appendix 4
Possible working rotas.
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Appendix 5
Management of change plan
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Appendix 6
Email confirming approval for implementation of change plan from the HR management team
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Appendix 7
Gantt chart
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Personal statement for LO2 (including reference list) 
LO2 – Be able to implement a change plan

Implementing change effectively is important, however, any change process requires significant project management skills in order to monitor and measure any change process. Project management is referred to as an application of several processes which requires appropriate knowledge and skills.

A Gantt chart was drawn (appendix 7) to include any tasks outlined by HR and the TTP management team, in accordance with the council’s management of change in partnership policy. The WG requested that the TTP service instigate the new working hours as soon as feasibly possible due to the increased pressures the service were facing with an unprecedented high rise in COVID cases. This meant that the TTP management team were under direct guidance to prioritise implementation of the services new working hours. HR/TTP management team met to discuss an appropriate and well-organised change plan which included devising a Gantt chart used to assist with planning and monitoring any timeframes set.
APM (2021) refers to a Gantt chart as a project management tool used to assist with the planning and scheduling of projects regardless of their size. It is a way of simplifying and organising projects with identified tasks being easily monitored and reported to show any progress. 
Lewin’s three-stage change model was referred to during the change process. Under the circumstances, change was unavoidable and with WG pressures on the TTP management team, any change process needed to be dealt with urgently. Lewin’s change model was adopted to allow for clear, simplified steps to be taken.
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(MindTools.com)
Regular communication throughout the process was essential in establishing positive engagement with those employees affected by the change. CIPD (2020) refers to communication playing a pivotal role in employee engagement as well as promoting greater performance and well-being. Organisations’ that adopt a good communication strategy can encourage connection through employee voice and trust, with engaged employees being actively open. 
Initial emails were sent to those 53 employees identified inviting them to attend a workplace forum meeting to discuss change proposals, with regional trade unions’ also being invited to attend to raise any queries/concerns from a union perspective (appendix 8). 
ACAS (2021) refers to the need to be informed and consulted on any change that affects 50 employees or more. This related to a formal agreement known as an “ICE agreement (as it's part of the 'Information and Consultation of Employees' regulations)”
Feedback from the meeting was encouraging with 92% of employees in attendance. Employees were fully engaged and provided a positive outlook on the proposed changes. HR and management were fully prepared to address any conflict, should it arise during the process, however, all employees in attendance agreed that current service provisions needed to be addressed with many referring to wellbeing concerns under the current pressures/work demands. They were in agreement that such proposals would take “pressure” off their daily workloads. No 1:1 supportive meetings were requested at this time.
An outcome letter was issued to all employees to reiterate everything that was discussed during the workplace forum meeting (appendix 10). It was agreed to enclose the proposed working rotas (appendix 4) to allow employees the chance to thoroughly review and consider in focus groups being agreed.
Focus groups were identified to hold further meetings, using smaller groups. Four focus groups were arranged with no more than 11 employees in attendance at each meeting. This allowed for greater employee voice and queries in relation to the proposed working rotas already issued to the employees following the workplace forum meeting. 
SHRM (2021) argues that the inclusion of focus groups when relaying organisational changes creates a variety of purpose for any HR professional. These groups can not only be used to gather feedback, but is a way for identifying the pulses within the group. They refer to focus groups as providing vital data as they are considered an addition to an employee survey, therefore, providing quantifiable data.  Such dependable data can be actively used when making decisions. 
All four focus groups were successfully held with all 53 employee responses received in relation to the three possible working rotas with the majority favouring rota 2 (appendix 9). Again, 1:1 supportive meetings were offered with no-one requesting with many employees voicing their satisfaction with current communication strategy in place.
Notes including employee feedback were taken during these groups (Appendix 11)
Employees were offered the opportunity to contact HR/TTP management team during the process should they identify any questions outside of communication meetings.
All employees were wrote to confirming the implementation of new working rota with HR/Payroll processing the administrative changes with effective from 1st January 2021. 
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Appendix 8
Management of change proposal meeting – employee/TU attendance requested
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Appendix 9
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Appendix 10
Employee meeting outcome letter following workplace forum meeting
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Appendix 11
Focus groups meeting notes
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Personal statement for LO3 (including reference list) 
LO3 - Be able to assess the impact of change processes within an organisation:
Measuring change is sometimes bypassed by many professionals referring to change management being about the behaviours, attitudes and emotions of employees, which cannot be measured. The change compass (2019) argues that change management has evolved taking into account areas such as leadership and employee engagement, both of which can be measured. 
Peter Drucker, an influential thinker on management, quoted: “if you can’t measure it you can’t improve it”.
The use of qualitative and quantitative data contributes to measuring change. Prosci (2021), refers to the use of quantitative data for measuring change management through a number of methods, including:
· Participation and attendance numbers
· Communication deliveries
· Progress and adherence to change plan
· Stringent timeline
One way for measuring any change process is to cross reference the initial objectives set within the change plan at the start of the process. The objectives set within my change plan were adopted, with the inclusion of focus groups to contain a small number of employees as a way of encouraging employee voice and feedback on the proposals. This additional communication strategy was effective in maintaining employee engagement throughout the process.  
An efficient communication strategy resulted in attendance levels reaching 92% and above during each consultation meeting. This is another measurement for effective communication throughout the process, with employees fully engaging in the management of change process.
The timeframes set through the creation of a Gantt chart on the commencement of the change process allowed for stringent time management with clear objectives set. This process was followed through in a timely manner.
Managing change effectively includes the need to review the change following completion. Miller (2020) argues that the completion of any change initiative does not necessarily mean that it was successful. She states that conducting an analysis/review can help professionals understand whether the change was successful, a failure or could have been improved. It can be used as a way of learning for future change initiatives. 
Adopting the above, it was agreed to conduct a review meeting with all employees following implementation of the change on 1st January 2021. It was identified that this approach should be taken a month or more after the implementation date to allow employees enough time to adapt to new working practices. This was scheduled for 3rd February 2021 (appendix 12). A review meeting was not initially accounted for within the timeframe, one thing to learn and adapt into future change processes. 

79% of employee were in attendance at the review meeting with the majority responding to my initial email invite.  This was put down to other commitments with many of those respondents emailing to advise that they were satisfied with the process.
Acknowledgement was given to the level of support offered by the TTP management team during difficult working pressures. Many employees were grateful for their approval for flexible working arrangements given the current home schooling enforcement. Holding such a meeting gained a good source of qualitative data through   employee feedback.
Further quantitative data was gathered following previous well-being concerns mentioned by the employees during the initial change process. This data was analysed by gathering absence data on employees during the old working practices with further data gathered following the implementation of new working practices. Although the new data would only provide justification for a month from the period of 1st January to 5th February 2021 (appendix 13). The data indicates that stress related are decreasing within the service, however, this may not reflect a true account due to the data being analysed within a short period of time.
Leadership and initiation of any change process requires excellent skills and knowledge within this field. CIPD (2018) new profession map outlines the importance of leading change in any organisation with “change” included in the core knowledge area of the map (appendix 14).
An evaluation of my involvement in the change process was undertaken using the profession map attributes. As I have had very little involvement in any previous management of change process, it is evident that I need to further develop my knowledge and skills within this area. Following a meeting with my manager to discuss my involvement in future change processes, it was agreed that I would attend management of change meetings/interviews with other HR professionals in an observation/shadowing capability. 
HR management acknowledged their satisfaction in my involvement through the change process (appendix 15). On a personal note, I feel there are definitely areas for improvement in terms of the management of the whole change process with this change being a less complicated, in terms of implementation/no conflict during the process with management acknowledging training through observing other HR professionals on the management of change process within NPTCBC.


Appendix 12
Email communication for attendance at review meeting following implementation of change
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Appendix 13
Absence data














Appendix 14
Change within the 2018 profession map (www.cipd.co.uk)
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Appendix 15
HR Management review email following conclusion of change process
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TTP sickness absence reasons from 1st September to 31st December 2020 

TTP sickness absence reasons from 1st September to 31st December 2020	
Stress related	Joint/muscle related	Cold/flu related symptoms	other	0.36	0.13	0.41	0.1	

TTP sickness absence reasons from 1st January to 5th February 2021

TTP sickness absence reasons from 1st January to 5th February 2021	
Stress related	Joint/muscle related	Cold/flu related symptoms	other	0.28999999999999998	0.09	0.36	0.26	
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% Providing support to employees
4% Ensuring that employees are afforded trade union representation rights at each
Stage of the change process

4. MANAGING CHANGE EFFECTIVELY

Change can seem threatening and may be disruptive. Whilst the approach to how The
Coundil manages change effectively wil be influenced by the specific needs of service:
areas, and every situation s unique, there are common elements to managing most
change.

1. POLICY STATEMENT OF INTENT

Neath Part Talbot County Borough Counci {he Counci ecogrises that change is
cessary and ineuitable art o provicing efective and spproprate sences

The Council values good working relationships between elected members, managers,
employees and recognised trade unions. The Counci encourages all of ts employees.
0 join an approprite Trade Union to promote this aim and is committed to working
together in partnership with recognised trade unions t0 respond effectively o change,
in order to maintain a highly skiled workforce delivering quaty services.

The Council s committed to supporting managers in developing strategies which will
enable them to respond flexibly to the challenges and opportunities they face and to
make the best use of employees and resources.

Change proposals can range from the relatvely sraightforward, with it or no
employment implications, to major transformation, with significant change to
fundamental terms and conditions of employment.

The most signficant and valuable asset of the Counci i fts employees and providing
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3. PRINCIPLES

The Council s committed to the following princples in managing change:

% Working n partnership with rade unions

% Maintaining employment security through pro-active approaches to
safeguarcing employment

% Fair and transparent processes.

% Equality of treatment and ensuring that management of change processes do
not unlawfully discriminate on the grounds of age, disabilty, gender
reassignment, marriage and civi partnership, pregnancy and materniy, race,
religion or belef, sex,sexal orientation, language, trade union membership or
activity

z job securiy is  high prioriy. The Councl recogrises that It s mportant to have the The princiles of eaty consultation, parnership working, involvement an ongoing
S optimum level of siaf wih the ight skls mix and expertise to deliver excellent communication should apply 0 2l ypes of change, but the processes t be followed, and
= services. timescales involed, il be influenced by the scale and nature of the change proposas
. _ Managers should refer to the guidance set out in the procedure documents attached as

= appendices tothis policy and the i necessary, seek furthe advice and support from

= his policy applies to all Council employes with the exception of those employed Human Resources.
o directly by schoots

Corporate
Corporate Directors will ensure that:
% They demonstrate effective and strong leadership for change and the clear
sense of direction that employees need during uncertain times
% The vision and rationale for change is clear and evidenced and that there s no
ambiguity
4 Elected Members are consuited and involved n proposals

Heads of Service and Managers
Heads of Service and Managers will ensure that:
% Advice is sought rom Human Resources at the eariiest opportunity where

# Treating all employees with respect and dignity
% Keeping employees fully informed and supported change s contemplated
& Shanne nfomaton about the need for cange 4% Employment implications that aise from any proposals for change are
% Providing an opportunity for the employees and thelr trade union identified at the carlest opportunity
reprsentatives to make a contribution to the change process and encouraging % Trade unions and employees are mage aware of proposals for change at the
hemiadoss earliest opportunity
4 Proposals are communicated and consulted on effectively
% Communicating and consulting with, and involving employees and their trade
Uhion repteseneatives o the ealest posiole opportUNY 4 They are seen to be visibie and accessible during times of change.
% Opportunities for trade union representatives and employees to make a

% Ensuring that employment implications that aise from any proposals for
change are identified at the earlest opportunity

contribution to the change process are encouraged and provided and there is a
sense of shared decision making

5. RESPONSIBILITIES
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@ You are not responding to the latest message in this conversation. Click here to open it.

From ~ jbarnett1@nptgov.uk

To.
Cc.

Bcc.
Subject FW: Operating hourst
From: @gov.wales

Sent: 06 September 2020 09:59
T

Subject: Operating hours

All - if you have not already done so, please adjust your service operating hours to 8am-8pm Monday to Sunday.

|/ recognise that over the summer the demand may have not been in the system to demand rigid adherence to the PHW operating framework requirement for an 8to8by7 service in all regions, however, we are in
a very different place at the moment.

| recognise that implementing this change may impact existing shift patterns, contract terms, advertised hours for in-flight recruitment and so on, however, such challenges do not out-weigh the need to get more
case handling capacity into the system.

Thanks for your help with this
EMAIL SENDER ON BEHALF OF WELSH GOVERNMENT

Sganiwyd y neges hon am bob feirws hysbys wrth iddi adacl Liywodracth Cymru. Mae Liywodracth Cymru yn cymryd o ddifrif yr angen i ddiogelu eich data. Os cysylltweh & Liywodracth Cymru, mae ein hysbysiad preifatrwydd yn
esbonio sut rydym yn defnyddio eich gwybodacth a sut rydym yn diogelu eich preifatrwydd. Rydym yn croesawu gohebiaeth yn Gymracg. Byddwn yn anfon ateb yn Gymraeg i ohebiaeth a dderbynnir yn Gymraeg ac ni fydd gohebu
yn Gymraeg yn arwain at oedi. On leaving the Welsh Government this email was scanned for all known viruses. The Welsh Government takes the protection of your data seriously. If you contact the Welsh Government then our
Privacy Notice explains how we use your information and the ways in which we protect your privacy. We welcome receiving correspondence in Welsh. Any correspondence received in Welsh will be answered in Welsh and
corresponding in Welsh will not lead to a delay in responding.
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From ~ jbarnett1@nptgov.uk
To.
Send
Cc.
Bcc.
Subject FW: Management of Change proposal - TTP service
attached Gantt chart.docx . Change plan TTP.docx
21KB 29 kB

From: Catherine Lewis <c.lewis3@npt.gov.uk>
Sent: 15 September 2020 10:42

To: Jodie Barnett <.barnettl@npt.gov.uk>
Subject: Change Plan

Dear Jodie
‘With regards to the change plan that you have collated, the various actions and timeline are in line with what needs to be delivered therefore, please proceed with its implementation.
Many thanks for putting this together

Cath Lewis

HR Manager/Rheolwr Adnoddau Dynol
Neath Port Talbot County Borough Council/ y0gaC BUGAEISEL SGaLCastel-DgdihPort Tlbot

The Quays /y Celau

Tel/ g 01639 686267

07805

es6451

‘We welcome correspondence in Welsh and willdeal with Welsh and English correspondence to the same standards and timescales:

Croeseuiceabobiaet. Vo Y Gymrace 2 budkun vo Voo  eabshiseth Gymrace 2 Sa6s0ee L un (AR o€ SCSFRQTL

1f you would lie to use Welsh when dealing with the Coundil please click here
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Hi Cath,

Please see attached drafted Management of Change proposed plan following WG proposals to amend the current working practices within the TTP service.
I plan to commence this process in the coming days due to the immense pressure the service is under following a high increase in COVID related cases.

should you require further information, please do not hesitate to contact me to discuss further.

Kind regards

Jodie Banett

HR Business Manager/ Rheolur Busnes Ad
Neath Port Talbot County Borough Council/ Cyngor Bwrdeisref Sirol Castell-nedd Port Talbot Tel/ Ffén: 01639 763563

‘We welcome correspondence in Welsh and will deal with Welsh and English correspondence to the same standards and timescales.
Croesewir gohebizeth yn y Gymracg a byddwn yn ymdrin & gohebiaeth Gymracg a Saesneg I un safonau ac amserienni.

£ you would lie to use Welsh when dealing with the Council lease clck here
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From ~ jbarnett1@nptgov.uk

=1

To.
Send
Cc.
Bcc.
Subject Management of Change - TTP working practices
Dear All,

1'am writing to inform you that following WG guidance we are proposing to make changes to the TTP service's current working practices In line with the Management of Change in Partnership process, management would like to hold a consultation
meeting with you to discuss our proposals. We will discuss the process, next steps and hopefully answer any queries or questions that you might have.

The meeting will be held on Wednesday 30™ September . | would be grateful if you could please confirm the most appropriate time:

« 9amto10am
¢ 1lamto 12 Noon
« 3pmtodpm

ook forward to hearing from you at your earliest convenience.

Kind regards

Jodie Barnett

HR Business Manager/ Rheolwr Busnes Ad
Neath Port Talbot County Borough Council/ Cyngor Bwideistref Sirol Castell-nedd Port Talbot Tel/ Ffon: 01639 763563

We welcome correspondence in Welsh and will deal with Welsh and English correspondence to the same standards and timescales.
Croesewir gohebiaeth yn y Gymraeg a byddwn yn ymdrin & gohebiaeth Gymraeg a Saesneg i'r un safonau ac amserlenni.
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FOCUS GROUP MEETINGS HELD WEEK COMMENCING 2"
NOVEMBER 2020

1. GROUP VIEWS

Current working practices — under pressure due to service demand, agree change is
required

Possible working rotas discussed — all in favour with rota 2 due to flexibility/sharing
weekend working

Happy with communication strategy in place

HR/TTP management team approachable during process

Some employees wish to be considered for additional hours/ some with childcare
issues looking to reduce hours

8
N

. IDENTIFYING WHAT HELP IS NEEDED

Explore opportunities in working hours / employees have childcare commitments
due to home schooling

Refer employees to well-being resources via NPTCBC intranet due to current work
pressures

3. OBSTACLES
Current lockdown with school closures for those committed to childcare
Some have lesser work-life balance

4. COUNCIL SUPPORT

Provide employees with access to well-being resources

Consider reduced hours / increase in hours where mentioned
Maintain communication strategy in place|
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Subject Review of management of change process - TTP working practices
Dear All,
Following the completion of the Management of Change process, in conjunction with HR and trade unions, management would like to hold a meeting with you to review this process. We would like to discuss any feedback following the implementation of
new working practices in January 2021. This will also give anyone the opportunity to discuss any queries or questions that you might have.
The meeting will be held on Wednesday, 3" February 2021. | would be grateful if you could please confirm the most appropriate time:
e 10.30am to 11.30am
o 2pmto3pm
o 4pmto5pm
Ilook forward to hearing from you at your earliest convenience.
Kind regards
Jodie Barnett
HR Business Manager/ Rheolwr Busnes Ad
Neath Port Talbot County Borough Council/ Cyngor Bwrdeistref Sirol Castell-nedd Port Talbot Tel/ Ffén: 01639 763563
'We welcome correspondence in Welsh and will deal with Welsh and English correspondence to the same standards and timescales.
Croesewir gohebiaeth yn y Gymraeg a byddwn yn ymdrin & gohebiaeth Gymraeg a Saesneg I un safonau ac amserlenni. -
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Catherine Lewis
Management of Change
To M Jodie Barnett ~

The management of change process with regards to changing the working hours of the staff employed in the Test, Trace and Protect teams was delivered by the planned date.

Jodie was the lead in the HR Team in implementing this change which was crucial in ensuring that the Council was able to deliver the strategy of the Welsh Government.

Jodie played a key part in the consultation process with both trade unions and employees and provided sound advice to managers throughout the process.

Jodie also ensured the pay of employees affected was amended and contract of employment letters issued by the planned deadline.

As a result of Jodie’s key role in the process, the change was implemented successfully and all affected staff are now working their new hours and the service is operating smoothly in line with the
Welsh Government'’s requirements.

Cath Lewis

HR Manager/Rheolwr Adnoddau Dynol
Neath Port Talbot County Borough Council/ Cyngor Bwrdeistref Sirol Castell-nedd Port Talbot
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Tel/ Ffén: 01639 686267

07805

666461

We welcome correspondence in Welsh and will deal with Welsh and English correspondence to the same standards and timescales.
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