 PROJECT INITIATION DOCUMENT (PID)

Driving Change and Building Business Cases - 

Investigating a Business Issue from a HR Perspective

Students Name: Rhian Wyn Rowlands
INSTRUCTIONS:

Give as much justification as possible for every question asked.  This means, you must not limit yourself to just stating WHAT you believe is an appropriate response, but WHY.

ALWAYS provide an outline of the financial and cost imperatives associated with your report tasks.  Imagine you must be able to SELL your project idea.

Put effort into the PID and your will benefit from this when it comes to undertaking the research.  Use your skills as a “Thinking Performer” and take the “Business Partner” approach.

PID submission date detailed on the IBI Activity Schedule

	1. Name
	Rhian Rowlands

	2. Organisation name:
	Ceredigion County Council


	3. Type of business:

Nature of business and customer profile:
	Local Authority with stakeholders being the people of Ceredigion


	4. Number employed by organisation:
	Circa 2600

	5. Number employed within human resources (HR) department (if applicable):
	21

	6. List the main HR functions that are undertaken by your organisation:


	Recruitment, Contracts, Absence monitoring, monitoring of leave, Job Evaluation, Structure, DBS, Compliance, Disciplinary, Capability.

	m

	Human Resources Officer

	7. How long have you been in this job?
	3 years

	8. Outline main purpose of your job:


	To work within the Human Resources service to provide advice to managers, officers, headteachers and school governors on a wide range of human resources matters

	9. List the HR responsibilities within your job:


	To provide advice and support on a range of contentious HR issues to, Officers, Head Teachers, School Governors eg workforce planning, safe recruitment, redundancy, disciplinary matters, grievance, sickness absence etc

To be responsible for one or more HR functions including but not exclusive to Absence, Contract Management, Performance Management, Quality Assurance, Job Evaluation, Structure Integrity in the Council’s HR system, Collaboration Working, inductions, IIAs

Develop & review HR policies, procedures and guidance documents

Contract management – assist in the management of contracts, ensuring accuracy and timely information at all times,

To ensure safeguarding processes are followed eg attend multi agency strategy meetings, ensure pre-employment checks are completed satisfactorily 

Training – develop, plan and deliver a suite of training events to managers, head teachers and school governors which could be on a one to one basis or in a formal classroom environment on a range of Human Resources related topics.

Negotiate with staff and their representatives (for example, trade union officials) on significant issues relating to pay and conditions; 

Managing, developing and implementing HR procedures eg restructuring.

Analyse and measure the impact of your work using business metrics and feedback.

Work with Line Managers to determine appropriate “ALTE” levels for posts and also determine the identity of politically restricted posts.
Line manage a team within the function, i.e. Contracts, Structure, Absence etc
Co-ordinate and arrange for minuting of Human Resources team meetings.

Maintain excellent working relationships with managers, staff, governors and trade unions and other external organisations such as EWC, Social Care Wales, CSSIW, Health Boards,

Promote equality and diversity in the Services and in the Schools

Ensure that the staffing structure is up to date and correct

Ensure the Council is compliant in all areas i.e correct accreditations for staff, DBS, EWC etc

	10. Who is the person mainly supporting your report (Sponsor)?  State their job title and their relationship to you:


	Name: Catherine Hutton
Job title: Principal Human Resources Officer (on Secondment)
Relationship to you: Line Manager



	11. Aim of report:

In no more than twenty words, state the overall aim of the report.  Here you need to compile a sentence that communicates clearly what you intend the report idea to achieve.

Aim: 
To review the current Managing Performance policy and to suggest improvements to the policy and aligned process that would aid stakeholders and increase the policy’s utilisation.


	12. Objectives of report:

List four objectives that are each directly related to the report aim.  Here you must ensure the objectives are SMART (specific, measurable, achievable, realistic, time bound).  Essentially, objectives are steps you need to take to achieve the report aim.  Each objective must begin with a verb that states clearly how the objective is to be undertaken.  

Objectives:

1. Collect feedback from stakeholders on the current policy.
2. Investigate whether additional tools to be used in conjunction with the policy would be beneficial for stakeholders
3. Investigate the feasibility of simplifying the process to increase uptake
4.  To make recommendations on how to increase stakeholder utilisation of the policy. 
TOP TIP:  KEEP OBJECTIVES SIMPLE AND ADHERE TO SMART PRINCIPLES.  THE OBJECTIVES ARE THE STEPS YOU WILL TAKE TO DELIVER ON THE AIM OF YOUR report.  AGAIN, THESE ARE MEASURABLE PARAMETERS AND SERVE TO DEMONSTRATE A LOGICAL AND EASILY UNDERSTANDABLE APPROACH TO SUCCESSFULLY COMPLETING THE report.  OBJECTIVES ARE ALWAYS AGREED AND “SIGNED OFF” BY YOUR PAYMASTER SO THAT BOTH PARTIES KNOW WHAT IS BEING CARRIED OUT AND IN THE END, PAID FOR.


	13. Give an outline of the sorts of tasks and questions you want to undertake and ask that will allow you to deliver on your objectives and ultimately achieve your aim.

Questions relevant to objective one: 
Have read the Managing Performance Policy?
Have you had to follow the policy to address concerns regarding the performance of a staff member?
Tasks relevant to objective one: 
Get sign off on questions

Create questionnaire
Collect and analyse the data collected from the questionnaire
Ensure the right questions are asked
Questions relevant to objective two: Investigate whether additional tools to be used in conjunction with the policy would be beneficial for stakeholders
Did you follow the process outlined in the policy? 

How easy was the process to follow? 

If you read the policy and didn’t follow the guidance, why not? 

Did you think that the policy was clear enough in what you had to do as a Line Manager?

Would having pre-prepared resources as part of the policy i.e a template action plan be beneficial?  
Tasks relevant to objective two:

Review other Council’s Managing Performance Policies content

Look at some Private sector companies to see what their policy is like
Research to see what would be needed on the Action Plan to make it a success
Questions relevant to objective three: 
Is the language of the policy easy to follow? 

Would simplifying the language encourage you to utilise and follow the policy in future? 

What other barriers are there to utilise the policy in your view? 

Can you suggest anything else that would assist you to follow and implement the policy?
Tasks relevant to objective three:

Review other Council’s Managing Performance Policies content
Look at some Private sector companies to see what their policy is like
Questions relevant to objective four: 
All of the above
Tasks relevant to objective four:

Analyse the date and create recommendations
TOP TIP!  THE MORE TIME YOU TAKE EARLY ON IN YOUR REPORT TO WORK OUT WHAT YOU ARE GOING TO ASK AND WHAT YOU HAVE TO DO, THE MORE TIME YOU WILL SAVE LATER ON.


	14. What is the business case for considering undertaking the report?  Here you need to justify how achieving the report aim will advantage and benefit the business and its stakeholders. For example, savings, gaining intelligence of competitors, promoting innovation, and return on investment.  

The Managing change policy has not been reviewed for a considerable length of time and for an organisation of our size, we do not have many staff that have been taken through the Capability process. Reviewing the process and gaining feedback on how easy it is to follow the steps outlined, and how it could be improved to maximise its usefulness will hopefully lead to a more user-friendly policy that utilised more. 
Managers raise staff performance issues with HR, however they rarely complete the informal process or they choose to tolerate the underperformance of individuals. 
Asking stakeholders for their input on reviewing the policy and asking how it could be improved will hopefully improve buy in for Managers and make the policy more user-friendly. This will then ensure that all our employees have the tools and ability to undertake their roles fully and effectively leading to increased morale, lower turnover of staff, increased job satisfaction and a return on investment in the individual.

Reviewing the policy and ensuring that its content is in line with current employment law guidance and practices will also go same way to ensuring that the Council is legally compliant in treating its workforce correctly and fairly which should minimise the legal risk of employment tribunals. 


	15. Identify the risks associated with the report and how these could be overcome.

The risks include not having any/enough responses to the questionnaire to take forward to the focus group. This will have to be managed and reminders will need to be sent to managers of the deadline to try and drive and maximise participation.
Line Managers not having enough time to complete the questionnaire given the short turnaround time. This is a difficult risk to manage, and I am relying on managers goodwill to complete the questionnaire when they already have a high workload. Sending reminders or 
Line Managers not willing to take part in the focus group. I won’t know if Managers are not willing or unable to due to workload, but hopefully by reassuring everyone of their anonymity and putting a note on the email to contact me if they have any concerns – hopefully there won’t be Managers who are not willing. 
The Group Interview questions are the same as the Questionnaire but allow for a more comprehensive answer to be given. Responders will not be named in the report but if the group is small, an individual may be identifiable which is a risk.   

Employees are not being approached directly in case it triggers a reaction due to a negative experience of the managing performance process and policy. 
Not enough time to get responses. Again, this will need to be managed and we a week will be a long enough period to get responses. 
Line Managers thinking that the policy is fit for purpose as it is. If so, then this will need to be shared in the findings.  



	16. List the resources you will need to make your report a success.  State why such resources are needed.  These may include, people, time, cash, technology, data.  Identify any constraints that you may encounter and explain how you would overcome these.

The resources I will need will include people who are willing to and partake in the survey, without this it will fail as I will not have data to interpret. 
People’s time is limited, as is mine by now.
I will need to ask other teams within the Council for assistance i.e. Systems for the email addresses for all Managers.

I will need to learn how to create eforms and may need assistance from the Systems team with this as well.



	17. State what method you intend to use to collect your primary data.  For example, questionnaire, interviews, telephone surveys, focus groups etc.  Outline why a particular research method was chosen over alternatives.

I intend to utilise an online questionnaire to collect the primary data and then hold a focus group to gain further understanding of what was answered in the questionnaire. I plan to use closed and open questions in the questionnaire which will hopefully give both quantitative and qualitative data. 
TOP TIP: CHOOSE AN APPROPRIATE METHOD AND THEN, USING THIS METHOD, ENSURE YOU WILL ACTUALLY BE ABLE TO COLLECT THE DATA YOU REQUIRE.  AGAIN, KEEP IT SIMPLE AND TAKE ADVICE FROM RESEARCH METHODOLOGY TEXT BOOKS AVAILABLE IN THE LIBRARY.


	18. State HOW you plan to collect primary data and justify the appropriateness of your chosen research method.  Consider whether or not you will be given or denied access to personnel and why.

I plan to send an eforms questionnaire out to all Line Managers within the Council bar ones within Schools. This is due to Schools having a different managing performance policy and process to the corporate staff.
I have had authorisation from my Line Manager already to contact systems and ask for the email addresses for all Line Managers within the organisation bar schools.
I may need to review the eforms method due to time constraints and me not having the skills in place already and may need to only do the questionnaire and drop the focus group element.
TOP TIP:  BE SURE THAT THE METHODOLOGY YOU USE TO COLLECT YOUR DATA IS APPROPRIATE AND AFFORDABLE IN TERMS OF YOUR TIME.  KEEP IT SIMPLE!  DO NOT MAKE YOUR LIFE DIFFICULT.

	19. State from WHOM you plan to collect primary data and detail any challenges you anticipate.  Outline how you plan to approach people to take part in your research and why you have chosen such individuals.  State why individuals may agree to take part in your report or indeed, refuse.

I plan to collect Primary Data from Line Managers within Ceredigion County Council. I have chosen Line Managers as they would be the ones to consult the policy in the first instance if they had an employee who was having performance problems. 
I may have challenges getting the Managers to take part due to time and workload constraints.
It is in the Line Managers interest to make the policy as user friendly as possible s they will be the ones using it – therefore an investment of their time now will be beneficial in the future should they ever need to follow the process.
I would then like to hold a focus group with some managers, HR Officers and Trade Union representatives. The TU reps would give input on behalf of the employees within the organisation.
TOP TIP:  BE SURE THAT THE PERSONS YOU WANT TO PARTICIPATE IN YOUR REPORT ARE THE APPROPRIATE PERSONS.


	20. State from where you plan to collect secondary data.  This means providing an early list of alphabetised websites and a bibliography that details (using Harvard method) the books, journals, research and magazines that you intend to use.

Website addresses:

www.cipd.co.uk
www.acas.co.uk 

www.peoplemanagement.co.uk 

www.cerinet.ceredigion.gov.uk 
Books (on topic area and associated subjects):

Human Resource Management in a Business Context. John Kew and John Stredwick 
Human Resource Management A Contemporary Approach. Julie Beardwell and Tim Claydon

Human Resource Management in context. Strategy, insights and solutions. David Farnham

The Psychology of behaviour at work. The individual in the Organization. Adrian Furnham
A handbook of Human Resource Management Practice. Michael Armstrong
Human Resource Management Theory and Practice Bratton and Gold

Personnel Practice. Malcolm Martin and Tricia Jackson

Employment Law. The Essentials. David Lewis Malcolm Sargeant

Leading, Managing and Developing People. Gary Rees and Ray French.

Managing employee performance and reward concepts, practices strategies. Shields, J. 2007 Cambridge University Press
Managing under austerity, delivering under pressure: performance and productivity in public service. Australia and New Zealand School of Government 2015 ANU Press

Books (on research methodology):

Approximately 3

Business Research Methodology Sachdeva. J.K. 2009 Himalaya Pub.House
Essentials of research design and methodology DeMatteo D; Festinger D; Marczyk G R. 2005 John Wiley & Sons

Case study methodology in business research Hak T; Dul J. 2008 Butterworth-Heinemann
Peer reviewed research papers:

https://journals.sagepub.com/doi/full/10.1177/2158244019859957 
Managing performance in quality management: A two level study of employee perceptions and workplace performance
Managing performance at Local Government Level: The Cases of the City of Brisbane and the City of Melbourne

Managing strategic performance: understanding internal and external capabilities

Managing performance through employee attributes: implications for employee engagement
Managing performance Through the Manager-Employee Relationship
Managing adaptive performance in teams: Guiding principles and behavioural markers for measurement
Managing performance in Global Crisis
Managing performance & Strategy: Managerial practices in German Local Governments
TOP TIP:  REFERENCES TO APPROPRIATE LITERATURE AND OTHER RESOURCES GIVE CREDIBILITY TO ANY PIECE OF WORK – BEWARE OF CUTTING AND PASTING INTERNET MATERIAL AND CLAIMING IT AS YOUR OWN – THIS IS PLAGIARISM IN THE REAL WORLD TOO!


	21. Design a time plan for the lifetime of the report. Begin by breaking down all tasks that need to be undertaken and assess the duration of time you need to devote to each task.  Be sure to show tasks in a logical sequence.  Be further sure that you plan well enough to enable you submit your report on the deadline date.  Include any meetings that you plan to have with your report supervisor at UWTSD.  Be realistic and make your report manageable, account for holidays and other “off-days”.  

Task

Date to be completed

Start work
23/07/22
Annual leave including Eisteddfod & family wedding
1-8/8/22
Draft the PID
24/8/22
Annual leave
24-30/8/22
Questionnaire out 
31/8/22
TOP TIP:  IMAGINE YOU ARE SELF-EMPLOYED AND WANT TO DEMONSTRATE TO YOUR PAYMASTER EXACTLY WHAT YOU HAVE TO DO TO SUCCESSFULLY COMPLETE YOUR REPORT.  MOREOVER, DATES PROVIDE A TIMELINE TO WHICH WE HOLD OURSELVES (AND OTHERS) ACCOUNTABLE.


	22.  Make a list of questions here that you wish to ask your supervisor about your report.  Such questions could be about:  meeting dates and venues; any forthcoming events that you may have interfere with you completing your report; relevant books, journals, websites, research papers; research methodology; etc etc etc.

Given the delays etc – can I realistically hit the deadline dates?
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