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Learning Area: 
[bookmark: _Toc139031926]Change Management – To implement a realignment within the Environment and Communities departments to deliver a new strategic vision and associated objectives.

1. Establish a cross departmental governance board for the management and monitoring of realignment implementation.

2. Critically lead in the design and development of the disaggregation process to support the cross departmental realignment.

3. Critically introduce and facilitate the consultation, communication, and engagement of the implementation of the cross departmental realignment following the outcome of the disaggregation process. 

4. [bookmark: _Hlk138152576]Critically review and evaluate the implementation of the cross departmental realignment, analyse responses, and propose recommendations.


Background and Context

In October 2021, a strategic decision was taken to realign key service functions and respective staff within the Environment, Communities and Chief Executive’s Departments (Appendix 1).  The purpose of the realignment was to implement previously announced changes at a corporate level in relation to three key themes which included performance, policy priorities and service delivery.  

[bookmark: _Toc139035079]Performance
The current economic climate coupled with predictions of tougher times ahead meant that services needed to work much more effectively and efficiently.  The realignment of services was required to meet future demands in a clear way, focused on who does what for staff and the general public, which is particularly important at the first point of contact.  In addition, the alignment of key services will ultimately need to contribute to the corporate performance framework to better understand the Council’s performance in the new world.  

[bookmark: _Toc139035080]Policy Priorities
Over the past 5 years, the Environment and Communities Departments have seen significant changes to improve service delivery structures that will allow them both to meet key organisational priorities and deliver first class services to the public. The commitment of the Council to be a Net Zero Carbon Authority by 2030 required a review of the alignment of resources to deliver this objective, ensuring a united approach with contributing service areas delivering key functions for this agenda. These changes have, and will continue to bring about new energy and strong leadership to this critical agenda.  

[bookmark: _Toc139035081]Service Delivery
The opportunity to realign functions to improve delivery of startegic objectives with certain functions better delivered in different directorates with new management configurations.  Thus enabling departments to better address the emerging priority of the Better Ways of Working strategy, as a reponse to the recovery from Covid-19,  both realigning and redefining functions.
The structure charts below provide a high-level overview of the diverse divisional services associated within each directorate following the successful realignment.  The service functions and respective staff were disaggregated from the Environment Department across to the Communities Department situated within the newly established Housing Property and Strategic Projects Division outlined in figure 2 below:

Figure 1: Environment Department






Figure 2: Communities Department






In my role as Project and Programmes Officer, I was tasked to lead this strategic change management project, which provided an opportunity to further enhance my learning, development, and experience.  The scale of this project had significant impact and potential risk associated in relation to staff and service delivery.   The key divisional services impacted Property Maintenance and Place and Infrastructure divisions within the Environment Department as well as Housing and Public Protection and Housing Property and Strategic Projects within the Communities Department.   
Bullock and Batten (1985) outline four stages that ought to be taken into consideration when undertaking planned change. The four stages of the model include Exploration, Planning, Action and Integration. 
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Figure 3: 2023 SlideShare from Scribd

Although the initial step to verify the change had already been undertaken by the two Directors and their management teams, the remaining steps were clearly within my remit as Project Lead to take forward.
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Description automatically generated]To critically analyse my contributions to this piece of work, and identify the associated learning I have yielded, I will utilise Gibbs' (1998) Reflective Cycle Model to effectively support the critical reflection process of Learning Outcome 1-4.  I feel this model is the most straightforward and easiest to follow, as it systematically outlines the six stages to reflective practice.  Equally, within that, this model considers thoughts and feelings in comparison to alternatives such as the Driscoll (1994, 2000) model “What? So What? Now What?”  Figure 4 provides an illustration of Gibbs’ model.








Figure 4: 2023 SlideShare from Scribd

I will be reflecting on how I as the Project Lead successfully implemented the realignment of service functions and disaggregation of respective staff within the Communities and Environment departments.  In addition, I will continually reflect upon my role as the Project Lead taking account of previous projects as well as the support provided.  These opportunities have provided me with extensive learning that has informed my current practice as Project Lead.
This learning area will critically analyse my work-based practice to identify learning and through the course of this learning area, will reflect on this learning and its impact on my practice.
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Learning Outcome 1: 
[bookmark: _Toc139031929]Establish a cross departmental governance board for the management and monitoring of realignment implementation.

[bookmark: _Toc139035084]Description:
I developed and implemented a Governance Board and respective Terms of Reference to ensure the purpose of the project was clearly defined, respective stakeholders were identified, frequency of meetings were agreed and programmed in, agreed governance structure and escalation process established to successfully implement the cross departmental realignment.
The Governance Board consisted of divisional pillars which provided equity in terms of representation.  The board convened on a fortnightly basis, ensuring key decisions, ideas, considerations, concerns, and items for escalation were addressed collectively, within a timely manner.  Where core members were unable to attend, a representative would go in their place to ensure momentum.

[bookmark: _Toc139035085]Feelings:
Prior to the allocation of this project, I had minimal experience in delivering a project of this scale.  This project required me to work on multiple fronts to address the deterioration in service performance, removal of duplication at both a management and functional level, such as enforcement to deliver efficiences without compromising quality of service, clarifying lines of accountability between departments, assist the corporate response to New Ways Of Working and modernise service delivery to improve customer experience, as well as strengthen and profile the Authority’s response to the Net Zero Carbon Agenda.
As a result, I felt extremely anxious, as I was not confident in my ability to effectively establish buy-in from key stakeholders, which would consequently limit the resources available to support the project.  
Equally, I had concerns with my own abilities to confidently lead such a diverse group of individuals.  Although, this was a daunting prospect, I was able to draw upon my previous experiences and transfer my skills from my former role as a Business Support Team Leader managing a team.  Drawing upon much of the soft skills learnt enabled me to effectively negotiate and influence individuals.  I also utilised tools and techniques I had learnt from attending an internal course on how to effectively conduct candid conversations (Appendix 2).  The learning from this session was instrumental in preparing me to approach these types of conversations.  This facilitated my effective management of individuals whilst maintaining good interpersonal relationships, inclusions, and continuous buy-in to the project vision.  As a result, this garnered my personal growth, as these conversations allowed me to refine current techniques whilst learning new ones.
Gravenhorst et al. (1999) suggested that at least more than half of all the organisational change programs fail, reach a deadlock, or do not achieve the results of which they initially were aiming for.
Through undertaking the master’s in professional practice qualification, I have identified and am familiar with numerous organisational change management models such as Lewin, K. (1951) and Kotter, J. (1995) for example, who have introduced appropriate key stages for consideration to account for, leadership, communication and engagement, awareness, transparency, motivation and defining the vision, which are all integral contributions to success. 
Having reflected upon a similar experience where I was directly affected by a whole scale restructure of the Business Support Unit in 2016, myself, my team and the unit as a whole, felt the emotional impact.  From my previous experience as a Business Support Team Leader going through significant change, it was evident that multiple failings had occurred from a management level which revolved around the communication of the proposed vision of the new unit.  As a direct consequence, the concept of the restructure created confusion, lack of motivation, as well as lack of focus.  On a personal level, this heightened my worry and anxiety, and generated additional questions, which perpetuated the issue and ultimately delayed the whole process whilst resulting in potential missed opportunities.
However, by taking the time to critically reflect on the whole event, it allowed me to avoid replicating previous poor practice, thereby limiting the impact on individuals and enabling a smoother transition to change for all.

[bookmark: _Toc139035086]Evaluation:
Upon reflection of this process, I learnt that the initial investment of time to establish a robust cross departmental governance board had resulted in the most effective way to deliver positive change.  This experience allowed me to be part of a wider group of individuals which promoted excellent collaboration between departments.  It also highlighted different ways of working and instigated the sharing of good practices.  I felt that the board served its purpose by effectively managing and monitoring the implementation of the realignment.  This multi-disciplinary team provided a key resource, departmental knowledge, experience, and oversight which ensured the realignment aligned with the wider strategic vision and objectives.  I have adopted this good practice and will employ it as part of future projects.  
However, I entered the project with a number of concerns and upon reflection, I believe I did have the associated abilities required, it was rather my lack of confidence which became the barrier.  This aspect improved through chairing meetings and increased participation.  This took me out of my comfort zone, into unfamiliar territory, which I did not like.  Through critically reflecting on my behaviour, feelings, thoughts and listening to others, I can recognise a trend in my continuous to self-doubt, which my research has led me to understand as imposter syndrome.  Hutchins & Rainbolt (2016) described this as overwhelming “persistent thoughts of intellectual phoniness”.  This is reinforced by Woolston (2016) who describes the imposter syndrome as anxiety and stress provoking and can lead people to give up their academic careers because they feel they are not good enough.
The following diagram provides a cycle in which I can completely relate to in relation to most tasks I undertake both in the workplace and personal life.  The feeling of being a fraud, heightened self-doubt, worry and anxiety, failing to meet expectations, lack of confidence and inability to accept positive praise due to a constant dwelling on my mistakes and areas I felt I had underperformed.  Although, this seems to be a curse that is shared with Albert Einstein who once said “The exaggerated esteem in which my lifework is held makes me very ill at ease”.  I feel compelled to think of myself as an involuntary swindler” (Holt, 2018).
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Figure 5: The Imposter Phenomenon Cycle (Clance et al, 1995)

I am glad I took the opportunity to chair meetings on a regular basis and contribute to other meetings.  I believe this has allowed me to grow in confidence and put aside the continuous worry when mind blanks occurred or when I fail to instantly articulate some of my thoughts and ideas. Having the support of a critical friend (not my line manager) at these meetings was beneficial for me.  The constructive feedback was simply provided over several cups of coffee and was instrumental in the development of my personal growth throughout the project.

By way of measuring the success of the implementation, I felt this first step offered assurances to enact appropriate scrutiny, monitoring, and review of the realignment, which was continuously undertaken to develop and nurture resources and skills required to meet existing and new demands.

[bookmark: _Toc139035087]Analysis: 
Having to work across different departments was not a new challenge for me as I assisted in the creation of Delta Wellbeing Ltd.  Delta Wellbeing Ltd was established to initially support residents across the county of Carmarthenshire and is now operating across the UK delivering the latest innovative technology and monitoring centre to prolong the independence of residents within their own homes.  Through the success of Delta Wellbeing Ltd promoting and implementing preventative measures including hospital admissions and discharges decrease, existing pressures within the care sector are alleviated, and peace of mind for family and friends is provided. This arms-length trading company was established by having a robust governance board which spanned across multiple Council departments as well as third party companies; all of which had a vested interest in the success of the company.  

Although my role was in an assistive capacity, it created opportunities to coordinate and attend meetings, prepare documents such as action logs, minutes, equality impact assessments, service level agreements and risk logs.  This provided an insight into how to develop formal and strategic documents. I felt that the experience and knowledge I harvested over that 18-month period gave valuable insight into how to approach future projects.

To successfully implement change, I adopted the good practice acquired previously to support the development of this governance board. Throughout the project, I utilised my existing knowledge of templates, and my awareness of the resources available to me for guidance on policies and procedures should I need it. The departments I called upon for guidance and updated monthly during this period of change included the Corporate HR department for advice on people management, the Accountancy team for the disaggregation of budgets, and Trade Union Forums to consult them on proposed changes.  I was able to transfer previously acquired skills to support the successful implementation of the cross departmental governance board.  This success can be evidenced by the full participation of this newly established board, which was reflected in success of the project. This increased participation, in contrast to the previous board I was party to assisting with, was a result of my identification of new individuals I believed would be effective board members from the initial stage of the project. 

Despite the general resistance to change, I was able to utilise previously acquired learning and new learning to support an easier transition into the new world.  However, I do recognise that investing time in developing a core group of stakeholders as well as the setting of terms of reference at the offset would have provided a quicker start to the project.  By allocating the time and effort, provided a forum for decision-making as well as ensuring accountability of which was collectively owned.  

On reflection, I successfully developed a governance board through seeking advice and guidance of my line manager.  Through a series of scheduled catchups which acted as informal coaching sessions, I was given the opportunity to discuss the scope of my role and how to best implement change.  The frequency of these catchups occurred on a weekly basis for the first month and then reverted to a fortnightly basis.  Over time, this did reduce as I had established a robust way forward as well as a broader understanding of the realignment, but the mechanism of support was always available as and when required (Appendix 3).

[bookmark: _Hlk132396691]As a mechanism for support, these sessions allowed for open discussions, allowing me to extrapolate advice from the experiences of my line manager as to how best to instigate meaningful conversations with the right individuals at a cross departmental level to support the development of a Governance Board.  This opportunity inspired some initial ideas and laid a good foundation on how to proceed.  In terms of constructive ideas and as a starter for ten, I needed to review and fully understand the following:

[bookmark: _Toc139035088]Strategic Objectives:
I tasked myself to link with respective directors and divisional Heads of Services to fully understand and review how the implementation of a realignment would align with the delivery of a more cohesive, integrated, and effective approach to service delivery, whilst addressing deficits in current service provision.  
Although the majority of the detail had been outlined within the report, I felt I needed further clarity which these conversations shed light upon and gave insight to expectations and aspirations.  In addition to this, the feedback and suggestions on the information shared on previous restructurings undertaken in various other jobs were useful to support me in my role.  

[bookmark: _Toc139035089]Staffing Implications:
This prompted me to locate on the internal intranet the Authority’s literature on restructuring principles (Appendix 4) which I thoroughly researched and reviewed as a benchmark going forward.  These set-out clear guidelines which supported me to navigate the processes of realignment, ensuring clear objectives, fairness, communication and engagement and flexibility.  From critically analysing these documents, I could identify that I needed to share information with key stakeholders in order to inform their participation in strategic governance of this project.

[bookmark: _Toc139035090]Timescale of Change Management:
The tools acquired from supporting and leading previous projects enabled me to devise a project plan to promote and instigate a phased approach to change.  Although, previous projects varied in relation to nature, scope, and complexity, it has been consistently evident that most key factors such as action, RAG rating, accountability, dates and milestones applied immaterial of the type of project.  The learning previously acquired enabled me to confidently develop a working document integral to the delivery of the project in terms of success, timescale, risk, etc.  By modifying a core document to support a communication and engagement plan enabled me to track and monitor progress of staff 1:2:1’s, Trade Union updates and responses which factored in embargoes to comply with policies and procedures as well as escalating issues appropriately to the Governance Board.  This experience has further developed my learning in relation to adapting a good foundation of knowledge and skills to adapt and improve, which I have taken forward into various other projects.

With guidance provided by my line manager, I was able to source the relevant information, templates, etc. from the Council’s intranet.  The HR Restructure section within the intranet provided the tools to enable me to have a more holistic and strategic approach to implementation.  However, the guidance provided was very much textbook, but as we were dealing with people, the style needed to be adapted to reflect different situations as I have learnt throughout my role as Project Officer and Business Support Team Leader, we cannot shoehorn people into one box. 
Upon reflection, I now realise how instrumental these sessions were as a source of learning for me.  The advice and guidance provided by my line manager coupled with prior learning and the opportunity to observe best practice gave an underpinning foundation to adopt and develop the best format to take forward.  This enabled me to effectively establish and formalise a Governance Board consisting of the right individuals and identified roles and responsibilities of each member.  This then allowed me to formalise a term of reference (Appendix 5).  This agreed governance arrangement supported in the most efficient and effective way to implement the realignment. 

I have also learnt that by establishing the Governance Board at the early onset and by enrolling such a multi-disciplined team provided the key knowledge, experience, and technical abilities to effectively support this project.  This approach also highlighted that early engagement, sharing of the project vision and objectives, as well as raising awareness encouraged good working relationships, improved networking, and opened communication channels.  I felt that by promoting a united approach allowed me to learn from others, not only the technical elements, but through considering other thought processes.  The level of contact with others for the scale of this project was vast and enabled me to cross paths with many personalities across different services, divisions, and departments within the Authority.  I have taken this learning approach into other projects I have undertaken and has proven successful.  

Despite the fact that one size does not fit all, there is still value in sharing good practice across the Authority.   I believe that the sharing of all new learning is beneficial to someone at some stage in life.  I am glad I took the opportunity to share the good practice achieved through the establishment of the board with the HR Advisor.  The Corporate HR department acts as a central hub that works across the Authority which places the key information in a prime position to be promoted and shared.

[bookmark: _Toc139035091]Conclusion:
The use of Gibbs’ 1998 reflective model enabled me to thoroughly analyse the event and allowed me to explore associated feelings.  I have learnt through my research of the imposter phenomenon, that it has the ability to negatively impact one’s sense of autonomy, social relations, professional goal-directedness, and self-esteem (Leary et al., 2000).  Although this is not classed as a mental disorder, it does create a sense of understanding, as the term imposter syndrome provides a sense of justification as to why I feel the way I do.  I have since developed a programme to help enable me to cope with these feelings.  Through work, I have been allocated a coach to support with personal growth and to help break down barriers by exposing me to new situations and environments, and to be the person that provides feedback by way of a critical friend.  This approach is reinforced by Mount & Tardanico (2016) who encourages the need to ask a person to confide in to help you acknowledge your strengths and objectively evaluate whether your limitations are as crippling as you think they are.

I have found throughout this exercise that by transferring across previously acquired skills and investing time into the research element has successfully enabled me to formalise a Governance Board and a respective Terms of Reference.  It was clear to me that there is a definite requirement to establish a board to provide clear strategic direction.  This forum provided the resource and control to manage associated project risks and escalation process.  It also ensured that the actioning of tasks had been carried out in compliance with internal policies and procedures, as well as external legislation and regulations.  Although representatives were nominated to attend in the event of any apologies due to sickness absence, annual leave, further consideration should have been given to factor in the communicating of updates to those nominees.  Having this mechanism in place would have omitted additional delays which impacted on the momentum of the project.

[bookmark: _Toc139035092]Action Plan:
When we do not take the time to reflect, we run the danger of skipping past the learning.  To ensure future personal growth, I will take a more proactive approach to personal self-reflection by taking stock of where I am now and where I want to be in the future.  Kitchener (1983). described critical self-reflection as a way to monitor our own learning progress to become aware of the limits of our own knowledge and values, assumptions and expectations.  In support of this Schon (1983:102-104). also believes that the capacity to reflect on action so as to engage in a process of continuous learning.  To support my continuous learning, I have developed an action plan to map out good practice and new learning that can help inform future projects.

To support this process, I will take the time to share my reflective findings with my line manager to support in my personal development.  In addition, the same approach will be applied to work-based projects and tasks.

The table below provides a summary of what I did and the learning acquired and actions as part of leading in the establishment of a cross departmental governance board for the management and monitoring of realignment implementation.

	What I Did
	Learning Acquired and Action


	Stakeholders

Identified and engaged with key stakeholders for buy-in into the governance arrangements in relation to the realignment.
	This reinforced that the learning acquired from previous projects and experiences provided a good foundation to be able to engage and collaborate with diverse groups of individuals to maximise buy-in and provide an opportunity to understand individual aspirations and expectations.

The learning acquired from this activity has encouraged me to take forward as an action into future projects an early approach to promoting, identifying, and engaging with individuals thus ensuring effective support to meet the project plan timeline and a smoother transition of the change management process.

	Standardised Governance Guidance

Sourced templates to support the relevant documentation.

	The ability to exploit learning and templates used in other projects previously involved in was key to ensuring the establishment of a robust Governance Board.

By applying the knowledge and tools I have acquired highlighted the significance of sharing good practice across the organisation.  I will continue to routinely share good practice and encourage others to adopt the same approach. 

In addition, I have learned the importance of ensuring documents are reviewed on a regular basis to maintain relevance.

	Frequency of Governance Board Meetings

Programmed in fortnightly meetings into respective calendars to maximise attendance.
	A significant piece of learning identified as part of this project for the future is to ensure suitable representatives attend on behalf of core members in the event of unforeseen circumstances. 

The learning I have gained from this experience highlighted the importance of cascading key information to representatives enabling the continuity of decision-making and project momentum.  

	Escalation Process

Developed an escalation process to overcome blockages and delays in the implementation.

	To further support improvements in my workplace practice, I will ensure a process for escalation including the provision of an agenda to enable the throughput of issues, blockages, concerns to be raised, resolved, and monitored.

Having experienced the lack of progress updates within this project to maintain awareness, I have applied this learning to future projects which has proven successful, and allows a greater appreciation of the work being undertaken. 



On a personal note, and to maintain my Continuous Professional Development, I updated my training needs analysis to capture the additional training I have needed to acquire as the Project Lead (Appendix 6).


















Learning Outcome 2: 
[bookmark: _Toc139031931]Lead in the design and development of a disaggregation process to critically support the cross departmental realignment.


[bookmark: _Toc139035095]Description:
The insufficient detail outlined within the Authority’s disaggregation policy failed to provide clear guidance on how to successfully disaggregate staff as well as service functions.   To successfully disaggregate staff in a fair and equitable manner, I developed and implemented a robust disaggregation process in compliance with HR.  Accompanying the newly developed process was a template for completion by staff.  To supplement the data captured within the staff templates, service reports were developed to further support the process of which included the financial recharges and time analysis for three financial years.  

To maintain the fairness and equitable aspects, an establishment of a panel comprising of the Business Transformation & Programmes Manager, Projects & Programmes Officer (Communities Department), Business Improvement Manager (Environment Department), and HR Leads (from both departments) who were tasked with collating the data from staff submissions into a disaggregation matrix for analysis.  The outcome of the analysis was used to develop a detailed implementation update document (Phases 3 & 4) (Appendix 7) to support the consultation with staff.

 
[bookmark: _Toc139035096]Feelings:
Leading on the disaggregation of staff was a completely new area of work for me.  My initial observations emphasised the sheer lack of corporate guidance available to managers.  As a result, I felt a sense of discomfort and worry which prompted the review of the process.   Although, having developed a much more robust process alleviated some of my concerns and associated feelings, there remained an overwhelming feeling that the process was clinical in its approach and lacked empathy.  

The sole purpose of the disaggregation process was to identify who (staff) and what (service function) went where.  In this instance, individuals were categorised based on the percentage of Housing and Non-housing related activities undertaken over a 3 year period.  

This was also a relatively new area of work for my line manager, so there was a heavy reliance on our HR department.  However, despite the fact that disaggregation’s have occurred within the Council over the years, there was no policy to support managers or staff undertaking this type of change management.

After a period of researching the Authority’s intranet for policy documents and holding verbal discussions with HR colleagues and individuals who had implemented it previously, I concluded that guidance was non-existent, different methods and approaches had been adopted depending on the individual and service area.  In addition, I was disappointed that no collective approach was undertaken to develop a robust process to support managers and the Authority from allegations unfair treatment, should staff want to submit a formal grievance.  From previous learning, I was well versed in the importance of having a clear process (Appendix 8) which would be paramount in justifying the rationale of the disaggregation outcome and clear guidance for escalation from both perspectives should the outcome be challenged.

Having had the opportunity to be part of the development of the content I knew this could potentially support others across the Council henceforth, which gave me a sense of accomplishment (Appendix 9).  To supplement the above, I developed a disaggregation template (Appendix 10) to provide staff with an opportunity to outline their main duties which formed part of their role and whether they were Housing or Non-Housing related.  Scarlett asserts that sensitivity to fairness is heightened during change which is why it was instrumental to ensure the process was robust enough to justify the decisions made (Neuroscience for Organisational Change, 2019).  The significance of the activity as well as the learning acquired has re-enforced my belief that fairness builds trust, which builds certainty and as a result starts to form a positive culture.  From acquiring this learning, I have ensured I have taken this approach forward in to all aspects of my work.


[bookmark: _Toc139035097]Evaluation:
This was a new and positive experience for me, which provided the opportunity to be involved and allowed me to support in the development of a process that would potentially go on to support others across the Council.  Upon reflection, having this opportunity allowed me to identify gaps in guidance and processes.  Sharing this good practice can only strengthen processes, enable access to key information and build relationships.  I have taken this approach in all areas of my work to support continuous improvement and collaboration.  I will further enhance this by engaging with third party organisations to help share and learn good practice as well as foster good relationships.  Sharing of knowledge and experiences is an essential part of my continuous professional development. 

Reflectively, my decision to incorporate key individuals as part of the panel resulted in a fair and well-balanced approach to the disaggregation process.  This ensured that staff were apportioned correctly based on the percentage of Housing and Non-housing related activities undertaken (Appendix 11).  An element of negotiating and influencing skills needed to be utilised to ensure there was an equitable split in resource to account for part time staff.  These skills had previously been developed and nurtured as part of undertaking previous projects and had proven valuable in supporting this element.  I realised that the significance of this panel enabled decisions to be made quickly to support momentum.  I will ensure I adopt the learning approach for future projects.  Although, in retrospect I would take the time to identify key individuals to sit on the panel earlier in the project to ensure calendars and existing commitments permit.  I will also consider incorporating individuals outside of the service area to support such projects to promote impartiality and provide them with an insight of how these types of projects have been conducted to support collaboration, sharing of information, identifying gaps in policies and procedures, and removing the need for departments, divisions and services from working in isolation from each other.  In support of this, I have since contacted the Transformation Innovation and Change (TIC)Team to look at a review of the newly developed disaggregation process to see if it could be further evolved and shared at a corporate level to enable and encourage better awareness.

[bookmark: _Toc139035098]Analysis:
I learnt that developing a robust process, matrix and staff template enabled effective and efficient capturing and analysis of data.  This in conjunction with a multi-disciplinary panel ensured governance of all submissions and accuracy of data analysis.

I have acknowledged from this unique experience that having access to robust processes facilitates a fair and justified rationale to undertaking small and large-scale change.  It also provides quality assurance, helps to mitigate risk, and importantly offers consistency and continuity to all staff working within the Authority.

Critically reflecting on this area of work has facilitated my identification of new learning that I have acquired, such as the importance of having robust processes in place.  Having up to date processes available provides a more standardised and clear approach to all individuals concerned.  I have learned that processes play a significant role in achieving successful objectives and outcomes.  I have further recognised how this particular process contributed to the effectiveness of the project through having a structured approach, and key principles to guide and reference, to ensure the process was on the right trajectory.

It was important for me to realise that although this process was very much a desktop exercise, the process incorporated clear objectives and how to achieve them.  In formulating the process, the key component was to identify the percentage level which dictated where staff would be allocated to in terms of a department.  Upon reflection, the 51% threshold worked well in terms of achieving and maintaining fairness and equity for all involved.  I now acknowledge the importance of identifying a clear rationale to support the process and to clearly communicate to staff.  I have since concluded that the significance of this activity resulted in a successful process and enabled a proposal to be submitted to the Directors. 

Upon reflection, collating and analysing as part of a panel provided me with the reassurance and confidence that the process, I developed in conjunction with HR had worked and achieved the optimal outcome.  I have concluded that this element of the project is an example of excellent collaboration as this opportunity enabled me to link with HR colleagues to learn the importance of compliance and legal requirements and how this process needed to align to those areas as well as the Authority’s aims and objectives.  I have a heightened awareness of the benefits of a holistic approach, and involving the right individuals with the right expertise and skillsets will help in achieving a robust, consistent, effective and resilient process.  I have also identified as part of my continuous learning that processes are only as good as their review date.  

Previous experience had taught me that change is not always welcomed by the masses and that there will always be those that are resistant to it, which is human nature.  I can personally relate to this as I have been in a position of change which has directly impacted on me, and I have implemented change.  I have learnt aspects of implementing change the right and wrong way, and key to implementing positive change is through gaining advice and support from HR colleagues as well as involving them as an impartial representative to explain key processes, and to critically advise those implementing and impacted by the processes.  In addition, I have previously undertaken an internal training session on Leading Positive Change.  This session provided valuable insight along with tools and techniques to understand and support the process of change, people’s response as well as practical steps to help lead the change (Appendix 12). 

Keeping to tradition there was an element of resistance to change as part of this process, which affected a small cohort of staff.  The issue related to the fact that already well-established teams which contained the knowledge, expertise and experience was fundamentally being broken up thus reducing the resilience of the team.  In addition, culture played a part in the resistance to change which is always harder to overcome and sometimes providing an abundance of information and rationale cannot persuade individuals who have maintained a certain culture for a number of years.  Utilising Lewin’s force field analysis model below, I have captured some of the reasons and associated actions taken within the table below.
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	Driving Forces
Cross Departmental Realignment
	Restraining Forces
Cross Departmental Realignment
	Action Taken

	Realign key service functions and respective staff within the Environment, Communities and Chief Executive’s Departments.
	Staff felt dis-advantaged in terms of grades, roles and working conditions as part of the disaggregation process.  Staff much preferred to remain as the status quo.
	I recognised this was the main area of concern for staff.  As part of developing the FAQ’s, I tried to reassure staff with the known facts.  I felt that providing clarity on this element would help reduce the resistance to change. In this case, all terms and conditions remained the same pending future re-alignments where posts would be reviewed. Future realignments in both Environment and Communities would seek to ensure that no staff are disadvantaged.

	Ability to meet future demands in a clear way that is focused on who does what, for staff and the general public.
	Staff felt there were ongoing skill shortages within this sector and were concerned how this will be overcome to meet demands going forward.
	Upon reflection, there was a recognition across all sectors in relation to recruitment and retention.  Through my previous involvement with the Domiciliary Care and Residential Care Services, I was able to adopt and adapt elements of the Workforce Retention report (Appendix 13) that I had previously developed in order to provide an update on how we look to recruit in the future and more importantly how we retain staff.
As part of the update to staff, I included the following:

Online Recruitment Process
TIC Team supported the implementation of a new system to improve the recruiting officer and applicant’s experience.  Running in parallel to this, current working practices and processes are being reviewed to strip out built in delays to create a more efficient method of recruitment.

‘Grow our own’
We have invested in our existing staff by focusing on learning and development work programmes to improve skills and build in resilience as well as to increase in-sourcing. A new property-related post is being proposed in the Communities Department to work jointly with Environment to develop an increased focus on 
· helping with the administration of recruitment
· developing and supporting work placement, apprenticeship, and graduate programmes 
· linking with schools, colleges, and apprenticeship programmes such as Cyfle 
· Arranging regular job fayres within schools, colleges, etc to promote awareness and opportunities within the sector.  

Graduate / Apprenticeship Schemes
We have re-introduced graduate/apprenticeships schemes to promote a pathway into services.  


	Contributing to the corporate performance framework to better understand our performance in the new world.
	Staff felt there’s already existing pressure and increasing demands within current teams and were concerned that this change will be at the detriment of the staff.
	Reflecting on a similar process within the Homes and Safer Communities division, it was important to reassure staff of the positive changes to come and provide regular updates. 



	Making sure similar type functions are aligned together and management posts are clear in terms of what they do and are responsible for.

	A minority of staff wanted to retain the pool of resources to support with delivery as opposed to watering down resources/skills.
	My previous experience has taught me that retaining the status quo is the preferred option.  I have learned as part of the consultation sessions to reiterate the importance of understanding their core roles and skillsets and how these transferrable skills can be utilised differently to make a positive impact and that overtime staff will learn and develop new skills and become more adaptable and flexible as a result. 

On reflection, I felt staff thought that the skills, expertise and relationships acquired over the years would have been lost through the disaggregation process.  I now understood that the resilience built over time could potentially diminish having gone through the Housing and Non-housing split.


	To provide equity of support and service delivery across the departments.
	Staff were concerned if the current workplace would be relocated to an alternative building and locality and could potentially have an impact on staff.
	I learnt that by providing regular updates to the Trade Unions and at staff consultation sessions kept the momentum of the project.  Upon reflection, the importance of having clear and regular communication channels open was key (e.g. verbal, FAQ’s, etc). I have continued to adopt this approach as it provides transparency, better collaboration, promotes effective, meaningful interaction and shows that we are all actively listening and engaging.






[bookmark: _Toc139035099]Conclusion:
From this experience, I am now more aware of the lack of guidance available within the Council to support such changes.  The insight I have gained from this will allow me to ask the right questions earlier on in the process to ensure guidance is readily available in order to streamline a potentially difficult process.

On reflection, I have also learned that the need to communicate and engage with people is paramount for any project to succeed which is supported by Lewin, K. (1951) and Kotter, J. (1995) for example, who have introduced appropriate key stages for consideration to account for, leadership, communication and engagement, awareness, transparency, motivation and defining the vision, which are all integral contributions to success.  However, from previous experiences, I have also learned that poor communication can result in staff becoming blockers, resistant and challenging which can sometimes result in a withdrawal of a project.


[bookmark: _Toc139035100]Action Plan:
I have developed an action plan to map out good practice and new learning that can help inform future projects.

To support this process, I will take the time to share my reflective findings with my line manager to support my personal development.  Additionally, the same approach will be applied to work-based projects and tasks.

The table below provides a summary of what I did and the learning acquired and actions as part of leading in the design and development of the disaggregation process to support the cross departmental realignment.

	What I Did
	Learning Acquired and Action


	Disaggregation Process / Staff Template and Matrix

Developed a robust disaggregation process in conjunction with HR, along with accompanying documents.
	On reflection, the project highlighted gaps in a key process which was detrimental to achieving the project.  The learning acquired through undertaking this process enabled me to further improve my collaboration and networking skills which supported the effective development a robust process.  In addition, I have acquired a greater understanding of HR compliance and legislation which will support my future work-based practice.

The significance of sourcing a dedicated HR Advisor ensured the process took priority and was allocated the time to develop.

I have learned to take the lead in promoting good practice such as sharing of which the new process allowed me the opportunity to identify how to raise awareness across the organisation. 

As the Project Lead I have learned firsthand the importance of periodically reviewing processes as well as others ensuring content is up to date, fit for purpose, accessible for all and ultimately identify what gaps there are.

The learning I acquired enabled me to initiate action to ensure the most referred to processes across the Authority are identified and for HR to provide small bite-sized sessions to managers to create further awareness of their content and to promote positive challenge.

	Disaggregation Outcomes

Development of a summary email to include individual outcomes following the process.

	I am more aware now of the need for all staff to have access to a work’s email account.  The ability to email individuals as they were in the Authority’s active directory made it a quicker way to update staff and to receive the one message at the same time.

Upon reflection, I should have given consideration much sooner in the project of the staff that were not in work due to absences.  I initially overlooked this cohort of staff which meant the information sent to their work emails wasn’t received.  As a learning action moving forward, I will give consideration to absentee members of staff and ask for a report to be produced in order for a letter to be sent in the post.  This will maximise staff communication and ensure full involvement in the process.

	Resistance to Change

Provided effective communication and maintained transparency throughout the process.
	The learning acquired from this area is to take the time to understand what staff think works well and what does not and allow them to offer suggestions and possible options to feed into the wider vision.

I will further improve my learning by offering opportunities to individuals to form part of the decision-making process, ensuring their contributions are considered as part of the initial phase to implement change.

	New Department and Division

Provided a high-level structural overview and summary of functions.
	On reflection, the high-level overview was positively received and gave an opportunity to put names to faces, which was an informal way to join the dots.

Although, the significance of this activity has highlighted that the provision of a more comprehensive structure as well as a breakdown of the individual teams and their functions would have enabled staff to visually see where they fitted in.



Learning Outcome 3: 
[bookmark: _Toc139031933]Critically introduce and facilitate the consultation, communication, and engagement of the implementation of the cross departmental realignment following the outcome of the disaggregation process. 


[bookmark: _Toc139035103]Description:
I led on the consultation programme to support the implementation of the cross departmental realignment.  This included the development of a communication and engagement plan, as well as formulating key consultation documentations to both formalise and finalise the cross departmental realignment.  Lewis (2019) believed that communicating about change is to engage people with the change.

This area of work included the consultation with staff on a 1:2:1 basis, seminar, roadshows as well as collaborating with the Trade Unions.  In addition, this consultation would include wider scale approach to integrate the disaggregated staff into their new teams.

[bookmark: _Toc139035104]Feelings:
I felt nervous in the design of such formal documentation as my ability to confidently articulate was still developing.  Upon reflection, the experience and learning taken from leading on the establishment of the Governance Board and disaggregation process gave me the unique opportunity to understand the strategic intention which helped to develop the documents. 

Fundamental to the success of this project was to ensure the language used was coherent, concise, and meaningful, to enable the recipient to understand the need for change and to encourage buy-in.  Failure to develop these documents in a way that serves its purpose correctly would have been to the detriment of staff and may have resulted in misinterpretation, further scrutiny, unnecessary questioning, and mistrust.  In addition to the preparation of the documentation, I was concerned that given the span of directorates, it was imperative that everyone received the information at the same time.  From critically reflecting on the ability to share information on such a widescale, I have learnt to identify in advance key individuals that have influence over the co-ordination and release of information.  This learning is a foundation for future projects, as it will mitigate the risk of delays in the process. 

However, on this occasion the balance of information met the needs of individuals which helped in reducing the resistance to change.  The learning taken from a previous project within the Residential Care Service enabled me to produce a series of communication content to support staff through the change (Appendix 14).  The Governance Board were party to the development and approval of all documents before issuing to staff and the Trade Unions.  I felt that this mechanism provided a level of assurance, as well as decisions being collectively owned as opposed to individually owned.  From previous experiences I have taken on some of this responsibility on a smaller scale which has been at my personal detriment as I have owned all the risk and additional pressure.  Moving forward, I will ensure the risk is delegated and collectively owned.

In addition to the consultation documents, I researched the Authority’s internal intranet which provided key documents followed by conversations with HR colleagues that enabled me to capture previous good practices undertaken, as well as linking with a respective Head of Service that had recently undertaken a similar exercise.  The significance of this activity highlighted the importance of completing and reviewing an Equality Impact Assessment (EIA).  Having invested time into researching this document, I learnt that under the equality legislation, public Authorities have legal duties to pay ‘due regard’ to the need to eliminate discrimination and promote equality regarding race, disability, and gender, including gender reassignment, as well as to promote good race relations. 

This document was regularly reviewed within the Governance Board to ensure any changes were updated.  Although this was a supernumerary task, it allowed me to take onboard the needs of people as opposed to just imposing change and overlooking the impact such change can generate.  As a new learning for future projects, I will ensure an EIA is completed as well as monitored and reviewed throughout the Lifecyle of the project.


[bookmark: _Toc139035105]Evaluation:
Utilising previous experience on smaller change management initiatives enabled me to facilitate in the development of meaningful consultation at an early stage which helped to pave the way.  Johnson and Scholes (1993) state that managing change starts with an understanding of three main considerations; the type of change required, the wider context of change, and forces facilitating and blocking change.  From personal experiences of change management, I would agree with this statement.  However, I recognise that I needed to further develop my ability to articulate consultation content to ensure that I was striking the right balance without providing too much information which can sometimes over complicate the message that I am trying to convey.  As Armstrong (2012) states, communication counts. I also believe poor communication triggers the brain to try even harder to predict if there is not any certainty provided. Fowler (2005) suggests that failure to understand your audience that you are communicating to will result in delivering messages that are misunderstood.  I know from a personal perspective that it is possible for people to go to the same meeting, seminar and roadshow and leave having heard different things.  Upon reflection, this was an initial concern of mine which is why I always followed up with all staff a summary document reiterating key information.  This process negated any opportunity for confusion, misunderstanding and primarily helped alleviate any concerns.  In hindsight, the ability to present at the Governance Board provided me with the reassurance and guidance before submitting to the wider domain.  


[bookmark: _Toc139035106]Analysis:
Upon reflection, I believe my involvement with the cross departmental realignment reassured both departments as I was an outsider looking in with no allegiance to either one or the other.  In retrospect, I believe my approach was fair and all responses were fully considered the without bias.  

The learning acquired during this time, heightened my personal quality of integrity, allowing me to show fairness and equity of which I believe was a contributing factor to achieving successful outcomes.  This in conjunction with the Governance Board arrangements which too had an element of detachment which enabled the project to progress without delay.

Upon reflection, agreeing to incrementally phase in the realignment was the right approach.  This was scoped out in four phases.  This saw elements being agreed and implemented as part of Phase 1 through to Phase 4.  Johnson, Scholes and Whittington (2008) illustrated change on two axis which included nature and scope.  The nature aspect outlines if the change is to have an incremental approach which sees change gradually phased as the report recommended as this would limit the impact on service delivery to the customers, as opposed to a big bang approach where change happens quickly.
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The report outlined each phase which consisted of the following:

[bookmark: _Toc139035107]Phase 1:
Transfer the Head of Property, Building Cleaning, Facilities Management, Property Design, Property Maintenance and Business Support transfer across from the Environment department to the Communities Department which was completed on the 1st October 2021.  

[bookmark: _Toc139035108]Phase 2:
Transfer of the New Homes, Home Improvement and Transforming Places Teams disaggregate from the Housing and Public Protection division into the newly established Housing Property and Strategic Projects division on the 4th January 2022.  

On reflection of Phase 1-2, additional time should have been allocated to consider the realignment of the budgetary implications (e.g. staff salaries, income streams, etc).  There was a requirement to postpone the transfer of respective budgets until the new financial year (April 2022).

[bookmark: _Toc139035109]Phase 3: 
Review current resource and develop a series of Service Level Agreements (SLA’s) to ensure service delivery was maintained across both departments effective from the 1st April 2022.   

Having had previous experience in developing SLA’s from my time spent in assisting the development of Delta Wellbeing Ltd, these were necessary documents to ensure continued and uninterrupted delivery of services.  In addition, they were key to ensuring payroll and HR functions continued to operate effectively.  Like the transfer of budgets, I didn’t anticipate the volume of time that should have been considered as part of the planning process.  As these documents required input from a variety of individuals, it was difficult manoeuvring calendars to align with set timeframes.

[bookmark: _Toc139035110]Phase 4:
Implement remaining elements of the restructure.  Although, the Housing Property and Strategic Projects division was established on the 1st October 2021 from elements of the former Property Division and Homes and Safer Communities division, there was a need to restructure within this new division.  This division employs over 200 staff which covers housing repairs and maintenance, void properties, disabled facilities grants and adaptations, stock condition surveys to inform future investment and improvement programmes in the 30-year housing business plan and a team which focuses on implementing transformational plan in support of a sustainable future from a housing, environment, community safety and regeneration perspective.  This restructure was completed in March 2023.

On reflection, I felt the report clearly articulated the need for change and the recommendations supported how the changes would be carried out.   However, there were a number of restraining forces that needed addressing in order to be able to successfully implement the new structures.

Lewin (1947) argues that there are three aspects to include in order to successfully implement change management initiatives.  These three steps involve: 
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[bookmark: _Toc139035111]Step 1: Unfreeze
At this step, the two directorates took the opportunity to unfreeze and thoroughly examine high-level critical aspects to warrant the need for change which included policies and procedures, performance, financial climate which was clearly articulated within the report.  However, upon reflection in conjunction with the high-level drivers for change, it was the Governance Board’s role to reflect on current processes, structures, past behaviours, and perceptions to support the necessity for change. 

Retrospectively, I feel earlier engagement with a small cohort of staff could have been adopted as part of the decisions used to develop the report.  This could have provided an opportunity to understand pressures at 4th and 5th tier levels and incorporate those views in the need for change.

[bookmark: _Toc139035112]Step 2: Change
In retrospect, this step had the most impact on staff as it affected them both on a professional and personal level.  This element instigated the changes where staff needed to learn new behaviour, processes, and ways of thinking.  It was critical at this point to ensure the flow of clear and regular communication and engagement was conducted.  

Upon reflection, I felt I had maintained an appropriate level of communication which enabled a successful implementation.  

[bookmark: _Toc139035113]Step 3: Refreeze
The learning acquired from implementing step 3, reinforced the need to implement soon after step 2, ensuring all new behaviour, processes and structures that had been adopted, accepted, and implemented could bed in. By undertaking the refreeze element, this ensured all past habits, and the old way of working were not reverted back to, thereby promoting encouragement of lasting change.  As this element is a gradual process, I have learned that it is vital to monitor and review on a regular basis to maintain the new status quo.


[bookmark: _Toc139035114][bookmark: _Hlk137872742]Conclusion:
In hindsight, providing such information in support of the above was a daunting challenge. However, the communication that was provided did generate questions and in hindsight, I felt the questions asked helped enhance the process, allowing me to think outside of the box and consider elements that were not in my line of sight.  

Drawing on previous experience, I had been able to develop skills to successfully collate questions and formulate answers and present within a FAQs document (Appendix 15).  Upon reflection, this document was updated throughout the lifecycle of the project but was not carried out on a regular basis which may have impacted staff.  However, I utilised the same approach in a previous project and found it to be helpful during the roll-out of mobile devices within the Domiciliary Care Service.  As a result of previous good practice, the ability to manage the message, overcome concerns enabling a better project implementation especially when it involved over 400 staff who had not seen a change of that scale since the review of in-house care over 15 years ago.  In hindsight, I should have delegated the task to an individual who would have been accountable for the prioritisation of the communication method.


[bookmark: _Toc139035115]Action Plan:
This RAL module has given me the ability to understand the benefits of taking time out to reflect.  Although, I am still not confident in producing pieces of reflective writing, I will apply this process to both my job role and personal life.  The skills acquired as part of the module re-enforces me to take the time to reflect on my current practices and that it is essential to take the time to reflect on past learning to reduce the replication of poor practice.  

This is my opportunity to improve and refine my learning which then feeds into my Continuous Professional Development (CPD).  Harris and Ramos (2013), Friedman and Woodhead (2008) and Megginson and Whitaker (2007) define CPD as the process whereby an individual assumes the responsibility of their own development through acquiring new knowledge and skills, applying these to actions and employing reflection throughout this process to further increase their development. Therefore, CPD is a never-ending process to which current skill levels are built upon through gained experiences and knowledge. 

I have developed an action plan to map out good practice and new learning that can help inform future projects.

To support this process, I will allocate time to share my reflective findings with my line manager to support in my personal development.  In addition, the same approach will be applied to work-based projects and tasks.

The table below provides a summary of what I did and the learning acquired and actions as part of leading in the design and development of the disaggregation process to support the cross departmental realignment.

	What I Did
	Learning Acquired and Action


	Corporate HR Department

Early engagement to identify a dedicated HR resource to support the process.
	Upon reflection, this realignment spanned a considerable timescale and as the learning acquired from this process, I would in future ensure respective resources are nominated and fully allocated.  In addition, the added value of identifying a second HR representative to cover for absences would build resilience in this area of expertise.


	Communication and Engagement

Development of a communication and engagement plan supported with identifying key milestones.

	In hindsight, I would invest the time to factor in and take account of existing pressures placed other departments.  As a key learning for the future, I will endeavor to enact early engagement in particular with the Translation Unit ensuring that key individuals are appraised of future projects and indicative times frames in order support the translation of documents to comply with the Welsh Language Standards.  

The benefits of adopting this new learning has benefitted other project as early engagement has helped overcome potential project delays as well as teams having to re-prioritise work already planned in thus creating additional pressure and widening the unnecessary impact on other service areas.

	Phased Approach

Phased approach to implementing the realignment (Phase 1-4)

	A key learning taken from this element is to ensure there are contingencies in place for future projects to build in slippage time into the project plan should it be required given demand of Directors time, absences, etc.  

Upon reflection, allowing additional time to be built into the plan omits the potential opportunity for disappointment and increased low morale.  However, on the other hand, if elements are completed before the agreed deadline this can provide a positive effect on the implementation timescales for the project team and stakeholders.

	Frequently Asked Questions

Development of a document to ensure questions are captured and answered. 

	Upon reflection, I would ensure in future that a dedicated resource is nominated to collate and respond on a regular basis to maintain communication and continuity.

One of the key learning taken here would be to ensure the shared mailbox which was implemented to act as a gateway to receive staff correspondence was made redundant following completion of the project and communication sent to staff advising on next steps.  This approach would overcome any missed responses.

























[bookmark: _Toc139031934]Learning Outcome 4: 

[bookmark: _Toc139031935]Critically Review and evaluate the implementation of the cross departmental realignment, analyse responses, and propose recommendations and share good practice.



[bookmark: _Toc139035118]Description:
I developed and implemented a mechanism to evaluate the process undertaken to achieve the implementation of the cross departmental realignment.  This final element considered and analysed responses, proposed recommendations, and the ability to share good practice.  Evaluation is either about proving something is working or needed or improving practice (Rogers and Smith, 2006).

Upon reflection, the evaluation process was critical to the success of the cross departmental realignment as it provided the opportunity to identify good practice, to share this knowledge and experience to help inform others and improve on poor practice to avoid its future repetition. 


[bookmark: _Toc139035119]Feelings:
As this was the final stage of the process, I felt comfortable conducting the evaluation process as I had previously undertaken the same process within the Residential Care Service on the implementation of mobile phones and a new system (Appendix 16).  As part of the project within the Residential Care Service, I produced and delivered an evaluation for each care home (7).  The outcome of each care home was slightly different given the level of digital skills within the workforce, demographic, culture, etc.  I provided evaluation updates on each care home initially at the Departmental Management Team as it was such a high-level transformational project and subsequently at Senior Management Team meetings.  In addition, the same process was undertaken within the Domiciliary Care Service and as the result of the success of the project and scale of transformational change the project group won a Transformation Innovation Change award in 2019 as the project for implementation of mobile phones and IT system was one of its kind.  I delivered a presentation and supported the development of a short video clip to support our segment of the ceremony (Appendix 17). This was a familiar concept to me in relation to collating, analysing, and producing a document to reflect the accurate account of each of the staff’s journey through the process.  I was also confident in my ability to present a concise update at Senior Management and Departmental Management team meetings on outcomes, actions, and recommendations.  

However, I did feel slightly anxious about receiving the feedback as this was a large-scale change which impacted over 400 staff, and there is always room for improvement.  I felt that it was important to take on board constructive feedback that was meaningful and would then help to inform future projects.  In contrast to previous projects, it is easier to obtain the data required to support an evaluation where questions were relatively compact and structured similar to a survey I developed recently for the induction of newly recruited staff (Appendix 18).  I concur with Agee (2009) who asserts that good research questions do not necessarily produce good research, but poorly constructed questions will likely create problems that affect all subsequent stages of study.


[bookmark: _Toc139035120]Evaluation:
Upon reflection, I realised that I should have captured key feedback from staff at the start of the project to compare against the end result which would have enabled me to track, monitor and measure from start to finish.  In addition, promote future evaluation of the realignment on a regular basis would ensure the structure is still fit for purpose in terms of staff and service delivery.  Shadish, Cook, and Leviton (1991) argue that the fundamental purpose of an evaluation is to specify feasible practices that evaluators can use to construct knowledge about the value of social programs.

Through critically reflecting on the evaluation process, I have further improved my knowledge and understanding of evaluation theory and models.  Kubler-Ross’ (1969) change commitment curve is a simple yet effective way to both introduce at the start of any change management project and at the end to evaluate the outcome of the change.

Kubler-Ross’ (1969) model below provides four stages in which individuals react to change. 
1. Awareness: Ensure staff know what the changes are, and their associated timeframes.
2. Understanding: Build understanding of the potential benefits for staff in relation to why the change is needed.
3. Adoption: Create ownership of the change for staff to feel included in the journey. 
4. Commitment: Generate higher morale and increased commitment from all staff by providing consistent approach to the implementation of change.
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[bookmark: _Toc139035121]Analysis: 

Upon reflection, the introduction of a basic questionnaire at the end of the project was critical in capturing feedback, in relation to what went well and what did not, which was a useful exercise to improve understanding of the process.  The learning I have acquired in developing a specific and tailored questionnaire document based on generic questions will be useful to support in similar projects in the future.  This opportunity has also improved my ability to analyse non-standardised responses and make sense of the information thus developing it into actions for improvement.  My previous experiences with analysing data were comparatively easier, as the questions were closed producing Yes/No answers, or a sliding scale of 1-10 with free text for suggestions.  Dedicating time to research ways in which to tailor questions helped to formulate an evaluation questionnaire.  The research consisted of internet searches, discussions with HR colleagues as well as service areas who have undertaken similar projects.  

Through critically reflecting the evaluation process and the results, the overall response was positive but included several improvements which thankfully did not relate to communication and engagement, but to timescales.  The learning acquired from previous projects enabled me to make improvements and adjustments to ensure communication and engagement was a central component of the project in ensuring staff felt valued.  I will take previous and new learning forward to enhance this element to further support in future roles as well as the sharing of this good practice.

To further enhance the qualitative data, I believe additional evaluation questionnaires ought to be circulated periodically to ensure the realignment is still fit for purpose and any further improvements required to support staff within the workplace and improve service provision.  The ability to gather feedback will help identify and execute opportunities for improvements through robustly monitoring, reviewing, and measuring the effects of these efforts over time.  I have learnt that capturing this information on a regular basis and by implementing improvement actions ultimately supports workforce morale and customer satisfaction.  In addition, it enables the services to showcase excellent performance management updates to senior management, Directors, and Executive Board Members.




[bookmark: _Toc139035122]Conclusion:

I have developed my understanding further in relation to analysing and interrupting non-traditional data relating to open ended questions.  These open-ended questions allow the user the flexibility to enter text in an open format using their own words rather than enforcing predetermined set of options.  I have learned that although open-ended questions are slow and cumbersome to dissect with the possibility of running the risk of misinterpretation, I feel these are beneficial in the sense that they enable me to have a better understanding of individuals thoughts and feelings thus providing more insightful qualitative data.

After allocating time to research how best to analyse the data via the internet, I had learned that the most logical way was to identify key words to develop a thematic approach to analysis.  After acquiring a small amount of knowledge from my research, I applied a Word Cloud to quickly help identify key words to support an unbiased thematic analysis.  Initially I did not realise the benefit of using the Word Cloud method, however, this experience has taught me that there are useful tools available to support my job role which just require a little research and support of self-help videos on YouTube.  To support this further, the excel skills acquired in my previous role gave me the ability to effectively and efficiently collate and present data in constructive and user-friendly way.

In contrast to previous evaluations this has been more of a challenge and has enabled me to learn new skills in relation to effectively composing open-ended questions to yield the best response from staff to support continuous service improvement.  However, I believe communication is key to ensuring the responses are kept specific and relevant to the questions, as I have learned that staff can stray from the subject matter, compromising the relevance of the answers. After acquiring this experience and a new skill, I have since applied this to a recent project.


[bookmark: _Toc139035123]Action Plan:

I have developed an action plan to map out good practice and new learning that can help inform future projects.

To support this process, I will take the time to share my reflective findings with my line manager to support my personal development.  Additionally, the same approach will be applied to work-based projects and tasks.

The table below provides a summary of what I did and the learning acquired and actions as part of leading on the critical review and evaluation of the implementation of the cross departmental realignment. 

	What I Did
	Improvements Going Forward


	Evaluation Questions

Developed open ended questions to support an effective evaluation method.
	This was a new area of learning for me and looking back helped me to develop additional skills which gave me a greater understanding of how to formulate questions that would in turn support continuous service improvement.  However, to support future opportunities, I would like to further improve this area and to promote the benefits of an evaluation process to help inform better action planning.


	Feedback Analysis

Development of a communication and engagement plan supported with identifying key milestones.

	From this experience, I have learned how to analysis feedback in a way that is constructive and meaningful that helps inform an action plan of improvement.  

On reflection, the time spent researching methods to collate meaningful data was invaluable as I have identified and learned new skills and electronic packages to support the process.  I have taken this new learning and shared with colleagues which was very much welcome.  I have also encouraged with colleagues of the two-way sharing of skills to promote awareness and remove the siloed approach to operating.

In addition, I have further improved my Power BI reporting skills which I have lightly used in other roles to perform very basic tasks but have pushed boundaries as part of this project.  As an action, I have asked to be considered for the PowerBI training course when it is next available.  This opportunity can only further enhance my skills and will be an asset going forward.

	Action Plan

Action plan developed to address analysis of the evaluation.

	From my previous learning, the key to developing an effective action plan is to carry out the actions within it.  Past experiences have taught me that action plans are developed with good intention but are then 
parked as though they were a tick box exercise. 

As this isn’t the most effective use of an action plan, I maintained this element as part of the project and organised operational group meetings to monitor and review the plan thus ensuring actions are being addressed.  Although, the presence of the initial project group was not required, the programmed meetings continue to maintain a key focus on service improvement.
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A highly motivated and enthusiastic Project and Programmes Officer, proactively leading continuous service improvement and implementing business transformation across various services.  I enjoy being part of, as well as leading a team to drive through change successfully, ensuring everyone is taken on the journey together.  Ability to adapt to create and promote a culture that is positive and flexible to change, as well as being innovative and collaborative to drive services forward.

[bookmark: _Toc106005727][bookmark: _Toc106006114][bookmark: _Toc106012948]Career summary

June 2018 – Present 
Project and Programmes Officer
Carmarthenshire County Council

Full management responsibilities of a team inclusive of graduate scheme staff supporting the following key functions.  These include:

Significant experience of managing and leading a team, responsible for undertaking a full range of management functions.  These include:

· Setting individual staff objectives on a personal level and a team and service level.
· Undertaking supervisions and 1:2:1’s, ensuring discussions are captured and where necessary actions are completed, feedback provided and monitored going forward.
· Developing, agreeing, and monitoring learning and development programmes.
· Undertaking team meetings, setting agendas, maintaining action logs to support outcomes and feedback.
· Undertaking sickness absence interviews in accordance with policies and procedures.
· Conducting disciplinary and grievance interviews.
· Recruitment of staff as well as undertaking full induction programmes.

I have drawn on my previous experience working as a Business Support Team Leader for 10 years managing a large team as well as an Administrative Officer within the DVLA.  Over that time, I have refined and improved learnt skills and techniques to assist with getting the best from a team through clear communication, setting clear objectives, providing autonomy and support.  These are on the job skills that I have I learnt, which have resulted in a successful and productive team to date.
In addition, through undertaking professional learning via the Institute of Leadership and Management (ILM) both ILM 3 and 5, these opportunities have provided the skills, techniques and tools to best support staff in achieving objectives individually and collectively and has supported with the development of staff, gaining relevant skills to support career progression.

Responsible for driving business transformation and service improvements across the Communities Department. 

Departmental and Service Restructures/Re-alignments

Significant experience supporting the Director and Heads of Service to implement restructures of services within a division and across the department.  Leading on the cross-cutting restructure of Homes and Safer Communities and Environment Department which consists of approximately 1,500 staff of which included:
· Development of an Officers Decision Report (ODR) to commence the restructure and act as a governance mechanism for change (changes required outside of the ODR could not be implemented).  The ODR captured the following:
· Purpose (what is to be achieved)
· Reasons for Decision (drivers for change)
· Implications (e.g. Policy, Crime & Disorder and Equalities, Legal, Finance, Risk Management, Staffing Implications and Physical Assets)
· Consultations (e.g. Scrutiny Committee, Local Members and Relevant Members)
· Executive Summary (background, current situation, proposal and recommendations)
·  
· Development of a detailed implementation consultation document outlining the following:
· Purpose
· Context
· Our Values
· Restructuring Principles
· What areas are covered within each phase
· Overview of New Division
· Proposed Structure
· Timeframes and Next Steps

· Co-ordinated a series of group and individual meetings with respective key stakeholders.  Presented the consultation document to relevant staffing group and Trade Unions, ensuring feedback was accurately captured and where appropriate consideration of feedback to be included within the revised consultation document.

· Co-ordinated all associated work relating to the disaggregation process, ensuring a robust database of staff affected by the process was monitored and maintained.  Issuing of confirm in post letters with transfer forms completed to inform HR and Payroll.

As a project resource, I was able to lead and support in many areas of the restructure and the disaggregation of two large departments.  I enabled continuity of processes as well has maintained momentum to support smooth and quick process for staff that were directly involved.  Both the skills learnt and developed through leading on various other projects as well as utilising elements of the Effective Project Management course, ensured key milestones were met, communication and engagement maintained throughout the consultation process and progress updates consistently available and presented at both divisional and departmental management team meetings.


Service Improvement

I am responsible for leading and supporting service managers to introduce improvements to enhance both quality of services and customer experience. These improvements have been made through identifying a number of avenues such as customer feedback, performance information and staff suggestions. 

I am responsible for leading on the realignment of the Emergency Response Pendants (ENS handsets) of which phase 1 is well underway within the extra care schemes.  Phase 1 has seen the emergency response activations transfer from the Domiciliary Care Service over to Delta Wellbeing and as a result, releasing care staff to have more flexibility to undertake additional care visits.  Phase 2 of this project will see the transfer of smoke and fire alarms over to Delta Wellbeing which is currently being worked on with the relevant stakeholders including the Partnership Board, Delta Wellbeing, Executive Board Cabinet Members, staff, tenants and external contractors.  

For Phase 1, I have chaired all meetings throughout the implementation stage of the pilot and I currently chair the ongoing monthly Operational Reporting Group meetings to robustly monitor progress of the new way of responding to emergency responses.  This Phase has already increased capacity within the Domiciliary Care Service to support with additional care packages and Delta Wellbeing has enhanced the service provided to tenants within each scheme (e.g., wellbeing calls, preventative measures through early intervention and instant referral for support due to a decline in health).  Phase 2 will generate additional capacity to support the most vulnerable residents within the county and to support them with living independently and longer in their own homes, as well as support the throughput of hospital discharges.

It’s not only the tools gained whilst undertaking the Effective Project Management course that enabled me to effectively manage the transition of the above from the project planning phase, the identifying of grant funding as well as consultation with external companies and tenants.  I believe the 2 years spent supporting the Domiciliary Care Service to deliver its services through the Covid-19 Pandemic to the most vulnerable residents of Carmarthenshire has provided that added value.  During the 2 years, I rolled out the new IT system and directly managed the Service Support Team (x11 staff) with the rostering of service user visits across the county 7 days a week.   This would entail contacting service users and staff to ensure all care visits were delivered drawing upon my organising and negotiating skills, empathy, and commitment.

Transformation and Change Projects

Responsible for leading and supporting Heads of Service and Senior Managers to introduce significant transformative changes to the way services are delivered.  Supporting service areas to make changes to the way teams work and services are delivered in the post-Covid-19 era as part of the better ways of working initiative. 

I am currently supporting the Better Ways of Working Group (BWOW) with identifying principles for the new world of hybrid working, utilising designated office spaces for collaborative meetings, training sessions as well as integrating the shared space with the Police, Fire Brigade and Health Board.  I am assisting with identifying the use of new technology to allow more flexible working arrangements allowing staff to work remotely and customers to undertake more transactional activities electronically.  

Having to co-ordinate staff within the Domiciliary Care Service to have the right equipment to work from home (e.g. laptops, IP phones, mobile phones, Microsoft Teams, chairs, desks), this has given great insight as to what equipment is required and how best to accommodate needs.

The benefit of this project is to release authority owned accommodation to reduce revenue costs and re-purpose buildings into more useful and cost-effective spaces.   


Digital Transformation through the implementation of new IT systems.

Project Lead on the introduction of the new IT system (Electronic Rostering and Management System) within the Domiciliary and Residential Care Services.  I was responsible for undertaking the following:

· Development of a system specification for both IT system and smartphone devices.
· Undertaking a procurement exercise.
· Key link with the external IT System Project Manager.
· Developing a Terms of Reference and Governance Structure.
· Chairing of all project group meetings.
· Development of a project plan with key milestones. 
· Development of a communication and engagement plan, including the creation of newsletters and FAQs.
· Developed and presented monthly update reports to divisional Senior Management meetings and Departmental Management meetings.
· Designed and developed a mobile phone training programme and guidance for approximately 600 staff across both services.
· Delivery of training of both the system and mobile phones across both services.
· Development of staff surveys and providing feedback on results, ensuring key learning was identified and improvements made as well as continuation of good practice. 
· Developed an evaluation document (e.g. Key Drivers for Change, Communication and Engagement, Staff and Management Feedback, Project Aims, Outcomes & Evidence, Conclusion and Next Steps) and presented to the Director and management team.

I have used the learning acquired in previous roles to support with the implementation of the new IT system, along with the ILM 5, which assisted with understanding and overcoming resistance to change through culture and successfully promoting innovation and change.  To support this, I arranged multiple meetings to gain staff thoughts, feelings, and ideas to help identify a common ground to support with resistance and management of expectations. 

The introduction of the new system has removed the posting of paper rotas staff home addresses, reduced errors such as missed care visits and has improved reporting functions.  The system generates rotas electronically to an app on a staff members mobile phone and allows any changes and updated to be undertaken in real time.  This has reduced the number of errors and more importantly removed the risk of missed visits.  The system also provides a suite of reports to support the business management of the service.

This project won the Digital Business Transformation, Innovation and Change award in 2019.

Lead and facilitate the sharing of best practice, knowledge and experience across the department and wider.

Responsible for the roll-out programme of mobile phones to over 600 staff of which was the first of its kind within the Authority.  I played a significant part with sourcing grant funding to enable the service to purchase handsets as well as assisting with the procurement of the appropriate model of phone.  

To ensure the mobile networks were fit for purpose, I devised a heat map of areas within the county to establish if EE or Vodafone sims were required to ensure service capability.  In addition, I was also able to identify those areas where there was limited signal.  

To prepare for the roll-out to staff, I developed a digital skills matrix to identify current skill levels.  This was a necessity as the care sector is predominately an older workforce who have very little to no digital skills.  I played an instrumental part in developing, analysing, and monitoring the following:
· Demographics of staff within both services.
· Training programme.
· Mobile Handbook (included relevant policies to support GDPR, social media, Breach of information and handling electronic information).
· Training refresher sessions.

Following the successful rollout of mobile phones, I supported the Environment Department at the request of the TIC team (Transformation Innovation and Change Team) to share my experience in terms of associated costs, available funding streams, training programmes, handbook, user guides, newsletters, and FAQs to support with the introduction of phones within the cleaning service consisting of 400 staff and in addition 100 property and maintenance staff.  This suite of information has to date supported the successful rollout within another department simply by sharing good knowledge and practice.

The experience gained from a previous project where I assisted the creation of Delta Wellbeing an arms-length company of the Authority.  From this project, I gained an insight as to how to properly consult and engage with staff, other teams, Trade unions to support buy in whilst at the same time being challenged to ensure all avenues are thoroughly explored to ensure successful implementation.

Provide additional capacity to support innovation and sustainable change.   

Process Reviews

Experience of leading and supporting Senior Managers to introduce improvements to procedures and processes that they operate within their service areas. 

I was instrumental in supporting the development of the Housing HWB homelessness prevention guide handbook which was made up of various processes relating to domestic abuse, section 21 notice, relationship breakdown.  This handbook now also forms part of the training programme for new staff into the role.

To develop this document, I arranged a series of focus groups involving key staff to help understand current practice, undertake a gap analysis and to agree the content.  The focus group meetings supported with agreeing a common approach to undertake a homeless case from start to finish, although every case is uniquely different, it offers a good foundation, especially for new staff joining the team.  To maintain the Housing Hwb handbook, I developed a reviewing tool to ensure the content is updated following any policy changes, allowing for one master copy and removing any risk of duplication and inaccurate data being circulated. 

January 2008 – 2018
Business Support Team Leader
Carmarthenshire County Council

Managed a team of 8 staff within the Homes and Safer Communities Division providing administrative support functions across Housing, Trading Standards, Home Improvement, Public Protection and Environmental Health services.

Instrumental in managing a team of staff to proactively deliver administrative functions to support the running of key services within the Homes and Safer Communities division.  Continuously implementing a coordinated approach to meet demand and priorities.  The role required me to encourage and promote the following:
· Team building exercises to work as a team to reduce any conflict
· Identify strengths and weakness and utilise skills and expertise to full potential
· Open door approach to encourage ideas and positive challenge
· Develop and monitor individual learning programmes to support self-development and support the needs of the service
· Appraisals to identify what has gone well and what can be improved upon through undertaking conversations for growth, recognising and discussing strengths, positive framing, coaching questions and undertaking candid conversations.
· Undertaking monthly supervisions to ensure any issues, concerns are resolved and monitored, and good practice is promoted.
· Organising and completing return to work sickness absences and stage 1 & 2 absences and where appropriate grievances and dismissals.
· Coached and supported staff with mental health issues.
· Facilitated in changing culture within the team and to the teams I supported through regular catch ups to discuss what works, what doesn’t work and how can we improve together.
· Developed and introduced a Team Charter through a series of away days to identify key core values of the team and how we can work towards them and reflect going forward.
· Developed lean processes to support with the reduction of wasted resources and increase output to enable the team to support with additional functions.

I completed both ILM 3 and 5 during my time as a Business Support Team Leader, which allowed me to reflect on my abilities and enabled me to adapt positively in certain areas to get the best out of me.  The tools and techniques really helped me to put into practice and improve current practices and support with getting the best out of me and the team.

January 2006 – 2008
Business Support Assistant
Carmarthenshire County Council

I worked as part of the Business Support Unit providing administrative functions to Trading Standards, Public Protection, Housing and Environmental Health Services.  I supported the implementation of info@work which saw the transfer of 9,500 council property hardcopy files into a digitised format to allow ease of access from multiple locations and ultimately increased capacity within teams.  I developed a range of skills whilst supporting the project through working with a multitude of teams.  I supported with the review small internal processes to ensure files adhered to record retention guidelines including financial procedures before transferring like for like into the digital system.  This also involved linking with internal audit and external companies to ensure they would accept copies of documents (e.g., court orders for rent arrears).  I also used these transferrable skills to support in other teams within the Homes and Safer Communities which also streamlined processes and enabled quicker turnaround.

January 2000 – 2006
[bookmark: _Hlk101700786]Administrative Officer (Non-Fee-Paying Enquiries)
DVLA

I managed a team of around 6 staff that provided a range of services to both the Police and Border Control.  The role entailed checking chassis numbers of vehicles that have been reported stolen, cut and shut, uninsured.  I had full management responsibilities of the team, including appraisals, supervisions, sickness absences, disciplinaries and grievances.  These skills are transferrable and been carried over into my current role.

[bookmark: _Toc106005728][bookmark: _Toc106006115][bookmark: _Toc106012949]Education and Qualifications

2022		Masters in Professional Practice – currently studying at University of Wales Saint David
2012		ILM level 5 – Leadership and Management
2011		ILM level 3 – Introduction to Management
1996		5 GCSEs in English Language, English Literature, Welsh, Art, Geology
[bookmark: _Toc106005729][bookmark: _Toc106006116][bookmark: _Toc106012950]
Professional Development

2023               Rent Smart Wales (Renting Homes (Wales) Act)
2022               Leading Positive Change
2022               Candid Conversations
2021		Behavioural Agility 
2021		Effective Project Management
2020               Recognise. Grow. Together
2017		Project Management Toolkit
2017		Rent Smart Wales registered letting agent
2016		Value of using Plain English
2014		Academi Wales – Influencing through Understanding
2014		Academi Wales – Release your Teams Potential
2014		Academi Wales – Building Effective Relationships
2013		Attendance Management
2009		Inanimate Object Foundation
2009		Interview Skills and Techniques
2008		Disability Discrimination Act and Equalities

Personal Details

Driving Licence	Full/Clean
Health			Excellent
Languages		English and Welsh competency level 2

[bookmark: _Toc106005731][bookmark: _Toc106006118][bookmark: _Toc106012952]Interests and Activities

Walking the dog, spending time with the family and gardening.
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Gareth Miller, Business Transformation and Programmes Manager
Carmarthenshire County Council
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Jonathan Morgan, Head of Housing and Public Protection
Carmarthenshire County Council
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	JOB PROFILE

	POST TITLE:
	PROJECT and PROGRAMMES OFFICER  
	POST NO: 
	077150

	DEPARTMENT:
	COMMUNITIES
	GRADE:
	I

	DIVISION / SECTION:
	HOUSING AND PUBLIC PROTECTION  
Homes and Safer Communities

	ACCOUNTABLE TO:
	BUSINESS TRANSFORMATION AND PROGRAMMES MANAGER 
 
	ACCOUNTABLE FOR:
	NOT APPLICABLE
Project and Programmes Assistant
Graduate Project Assistant


	

	

	Organisational Chart
Cross Departmental Project team
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	MAIN PURPOSE OF JOB: 

	To work as part of a team supporting the Department’s Director and Heads of Service to lead and drive transformational change ensuring innovative solutions are implemented which improve the way in which services are delivered. 

I am responsible for leading, co-ordinating, and assisting in the following:
· Driving business transformation and service improvements across the Communities Department. 
· Departmental and Service Restructures/Re-alignments (including disaggregation of services).
· Service Improvement.
· Transformation and Change Projects.
· Digital Transformation through the implementation of new IT Systems.
· Lead and facilitate the sharing of best practice, knowledge, and experience across the department and wider. 
· Provide additional capacity to support innovation and sustainable change.   
· Workforce Planning - supporting Heads of Service and Senior Managers to plan and manage their workforce following analysis and forecasting of workforce supply provided by the department’s Performance, Analysis and System’s team. This work involves the development of succession plans and talent management strategies to ensure that each division has the right people with the right skills in the right place at the right time to deliver their business objectives.  
· An example of this will be supporting the workforce planning process in Homes and Safer Communities.

To lead specific reviews and projects as requested, aimed at providing sustainable change and transformation in accordance with the leadership and strategic direction of the departmental management team. 

Responsible for the management of the Project and Programmes Assistant and Graduate Project Assistant in all aspects of programme and project work.
  
The remit includes:
· Setting individual staff objectives on a personal level and a team and service level.
· Undertaking supervisions and 1:2:1’s, ensuring discussions are captured and where necessary actions are completed, feedback provided and monitored going forward.
· Developing, agreeing, and monitoring learning and development programmes.
· Undertaking team meetings, setting agendas, maintaining action logs to support outcomes and feedback.
· Undertaking sickness absence interviews in accordance with policies and procedures.
· Conducting disciplinary and grievance interviews.
· Recruitment of staff as well as undertaking full induction programmes.
To support the Business Transformation and Programmes Manager in all aspects of programme and project work.  

	PRINCIPAL ACCOUNTABILITIES:

	Aims and Priorities:
To manage improvement projects as directed by the Business Transformation and Programmes Manager and Heads of Service acting professionally at all times in accordance with the Authority’s policies and procedures, as well as any relevant statutory and regulatory requirements.
To assist Senior Managers and other key officers to identify the department’s service areas that could benefit from the project management support in order to meet departmental aims and objectives through improved service delivery to stakeholders. 

Responsible for leading and supporting the Director and Heads of Service to implement restructures of services within the division and across the department. This includes supporting the consultation process, development and evaluation of job profiles and any associated work relating to a disaggregation process. 
Examples of this include the current cross cutting restructure of the Homes and Safer Communities division and Environment department which involves over 1,500 staff.    
Project Management and Methodology:

To work across the department, encouraging a cross divisional approach by working with all relevant professionals and sources of expertise at the appropriate point in transformational work to support change management and implementation programmes.

I am responsible for promoting collaborative working as the Business Transformation and Programmes core team’s capacity to deliver on key projects can be supplemented through additional resources being provided from across the department. This is done through sourcing staff from the relevant service area working on the project in addition to undertaking their regular duties or by staff being seconded from service areas where improvement initiatives are taking place and being allowed by their Head of Service or Senior Service Manager to work full time on the project. Graduate scheme placements are incorporated into the team to broaden their knowledge and experience by working across the department on specific projects. 

To facilitate, support and motivate project teams across all services to challenge and question every aspect of the area they work in to explore ways to identify and eliminate waste and inefficiency in all its forms and seek to challenge the way services are delivered.

I am currently supporting the Better Ways of Working Group (BWOW) with identifying principles for the new world of hybrid working, utilising designated office spaces for collaborative meetings, training sessions as well as integrating the shared space with the Police, Fire Brigade and Health Board.  I am assisting with identifying the use of new technology to allow more flexible working arrangements allowing staff to work remotely and customers to undertake more transactional activities electronically.  Having worked full time in the office and at home, I am able to bring some of my experiences in for discussion. This forum enables me to challenge current practices and encourage different ways of thinking. 
I am leading and supporting Senior Managers to introduce improvements to procedures and processes that they operate within their service areas. Reviews are focused on paper-based processes and systems which could be improved by digitisation. 
An example of this is the removal of timesheets through the integration of the electronic management system in Domiciliary Care and Residential Care with Payroll. 
Supporting Senior Managers to change the way their services are configured and delivered. Introducing improvements to the way the service is delivered, reducing waste and costs as a consequence.  
An example of this could be supporting the forthcoming review of the Domiciliary Care service and the way the service is configured.  
Project Governance 
Support the development, implementation and monitoring of effective project governance arrangements which ensures that the delivery of agreed objectives and robust decision making.    

Ensure the agreed project management methods, standards and processes are maintained throughout the project. Ensuring that project initiation documentation, business cases and terms of reference are established for each project and are maintained throughout the project. 

I am responsible for the following:
· Strengthening of governance arrangements for complex projects or service improvement initiatives. The enhancement of governance arrangements will ensure that risks are effectively managed, and the decision-making process is transparent and properly communicated and takes place in a timely manner.    
· Preparing project initiation documents, business cases, terms of reference, governance structures and officer decision reports to support all projects.  These processes support from small to large scale projects, including the implementation of the Electronic Rostering and Management system within Domiciliary and Residential Care, creation of Delta Wellbeing (arm’s length trading company of the Authority).  These processes ensure roles and responsibilities are identified at an early onset, clear escalation route to project board as well as identifying key aims and outcomes, which allow the projects to stay on track.
· Development, production and maintenance of project and programme plans for project and programme boards. Ensuring that these are updated and presented to project and programme board throughout the lifecycle of the project.  This includes providing support, advice and guidance in relation to relevant project areas together with the updating and maintenance of project plans.
· Maintaining risk and issue logs and change control records for projects, ensuring that corrective action is taken where appropriate to mitigate risk and that this is reported to project board on a regular basis.
· Co-ordinating and organising Project Board meetings and project documentation are prepared and administrative support is provided as well as monitor implementation of agreed actions.     
· Development and maintenance of filing structures on the Council File Plan and Microsoft Teams Channels for all digital project filing, ensuring project governance arrangements are adhered to. 
· Quality check information used to ensure that it is accurate and robust and informs the decision-making process in relation to all projects, including the verification and confirmation of data prior to use.   

Project Reporting 
To compile regular formal reports in writing and adhere to consistent and agreed standards in relation to project management documentation for submission to the Programme Team and Programme Board detailing the progress in delivering projects and programmes.

I am responsible for developing and delivering verbal presentations to Programme Board and respond to related challenges presented by the Programme Sponsor and other Programme Board Members in order to facilitate discussion and resolution of key issues, risks or barriers which may be impacting on progress in delivering projects or reviews within defined timescales.  I also deliver high level updates to Local Members and Cabinet members and trade unions to ensure they are kept informed of relevant changes.  Latest examples would be the development and presentation of the Mobile Phone Training Programme to the Trade Unions, Evaluation document to Cabinet Members (e.g. roll out of the new IT system, Domiciliary Care Service Annual Report for Cabinet Members).

Project Consultation and Engagement
Lead on specific aspects of projects such as consultation, engagement, analysis, and prepare presentations and reports in relation to these aspects. 

Develop and apply evaluation criteria and gather formal and informal feedback from all stakeholders to assess the outcomes from individual reviews and projects and ensure that the approach and methods deployed are subject to continuous improvement.

I am responsible for the following:
· Undertaking stakeholder analysis and preparing of communication and engagement plans, ensuring that all stakeholders are actively engaged and prepare feedback reports in relation to these events.
· Developing and sustaining constructive working relationships with project teams, ensuring that projects are developed effectively and that there is support for the agreed project outcomes. This requires tact and diplomacy in order to generate support for projects where outcomes may be contentious.

· Developing and supporting effective communication mechanisms between staff involved in project teams, programme board and other stakeholders. This is undertaken through a combination of project newsletters, consultation documents, meetings, surveys.

· Develop and monitor Equality Impact Assessments for each project, ensuring that any engagement and consultation programmes are informed by the Equality Impact Assessments.

Financial Monitoring
Establish and maintain systems for recording costs and monitoring financial information which will be used as to inform business cases and project recommendations.

I am responsible for sourcing and applying for grant funding to support with ongoing projects and new initiatives.  This requires a completion of a business plan to evidence the request, monitor spend and ensure full spend is undertaken before allocated deadlines.  I would source equipment following the Authority’s current frameworks, raise purchase order requests and monitor delivery of goods and invoices.   Ensure information is reported to project and programme board on a regular basis and that any potential overspends are identified, discussed and agreed corrective action taken.     

Project Evaluation  
Develop evaluation methodology so that after each project, outcomes are evaluated and measured to ensure that they meet project outcomes. Project evaluations will also be used to inform learning and improve the way future projects are managed  
I am responsible for developing surveys as well as collating feedback.  Analysing all feedback and preparing feedback documents highlighting key areas of good practice and where improvements can be made followed by an action plan and monitoring of that plan.  Evaluation documents are required for all projects undertaken and presented at divisional and departmental management team meetings. Ensure best practice identified is shared across the department and forms part of future project methodology and governance arrangements. 

Identifying and Sharing Best Practice 
Undertake research and development work in order to support the development and implementation of agreed outcomes for the project. This will include internet research and the arrangement of “best practice” visits which will inform project recommendations   
Attendance at national project management groups and seminars which will facilitate learning and the sharing of best practice.    
Responsible for the roll-out programme of mobile phones to over 600 staff of which was the first of its kind within the Authority.  I played a significant part with sourcing grant funding to enable the service to purchase handsets as well as assisting with the procurement of the appropriate model of phone.  
To ensure the mobile networks were fit for purpose, I devised a heat map of areas within the county to establish if EE or Vodafone sims were required to ensure service capability.  In addition, I was also able to identify those areas where there was limited signal.  
To prepare for the roll-out to staff, I developed a digital skills matrix to identify current skill levels.  This was a necessity as the care sector is predominately an older workforce who have very little to no digital skills.  I played an instrumental part in developing, analysing, and monitoring the following:
· Demographics of staff within both services.
· Training programme.
· Mobile Handbook (included relevant policies to support GDPR, social media, Breach of information and handling electronic information).
· Training refresher sessions.
Following the successful rollout of mobile phones, I supported the Environment Department at the request of the TIC team (Transformation Innovation and Change Team) to share my experience in terms of associated costs, available funding streams, training programmes, handbook, user guides, newsletters, and FAQs to support with the introduction of phones within the cleaning service consisting of 400 staff and in addition 100 property and maintenance staff.  This suite of information has to date supported the successful rollout within another department simply by sharing good knowledge and practice.


	PREPARED BY:
	Gareth Miller, Business Transformation and Programmes Manager 
	DATE PREPARED:
	10.01.17
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[bookmark: _Toc106005735][bookmark: _Toc106006122][bookmark: _Toc106012956]PERSON SPECIFICATION

	POST TITLE:
	PROJECT and PRORGAMMES OFFICER  
	POST NO:
	
077150

	DEPARTMENT:
	COMMUNITIES
	GRADE:
	I

	DIVISION / SECTION:
	HOUSING AND PUBLIC PROTECTION  

	QUALIFICATIONS / VOCATIONAL TRAINING / COMPETENCIES
	[bookmark: _Toc106005736][bookmark: _Toc106006123][bookmark: _Toc106012957]ESSENTIAL
	DESIRABLE
	METHOD OF ASSESSMENT

	Relevant professional qualification relevant to the role project (e.g., project management, change management, or equivalent work experience that can be demonstrated)
	
	
	
	
	
	
	Job applications and certificates

	Evidence of further professional development – or equivalent experience 
Commitment to continuing professional and personal development
	
	
	
	
	
	
	Job applications and certificates

	Educated to degree level/ equivalent qualification or through work experience in the role

	
	
	
	
	
	
	

	
KNOWLEDGE

	Current knowledge of Local Government: legislative, political, social, strategic and financial context within which it operates. 

	
	
	
	
	
	
	Job application / interview

	Knowledge of Carmarthenshire’s key aims and priorities, its culture, diverse service delivery and key stakeholders.
	
	
	
	
	
	
	Job application / interview

	Good understanding of the broad spectrum of key components required to lead and deliver successful improvement and transformation projects.
	
	
	
	
	
	
	Job application / interview/ Test

	Knowledge of change management theory and the impact of transformational change on an organisation and its people.
	
	
	
	
	
	
	Job application / interview/ Test

	Knowledge of the various Project Management tools, techniques and methodology and their application in transformational work (Lean, Systems Thinking, Business Process Re-engineering, Prince 2)
Knowledge of change management theories and transformation strategies  
	
	
	
	
	
	
	

	[bookmark: _Toc106005737][bookmark: _Toc106006124][bookmark: _Toc106012958]
EXPERIENCE

	Experience of working in a large and complex organisation.
	
	
	
	
	
	
	Job application / interview

	Experience of working within a change management framework, interpreting and applying theory and methodology to deliver transformation.
	
	
	
	
	
	
	Job application / interview

	Broad experience and proven track record of consulting, negotiating with, challenging and advising people at all levels within and outside the organisations, fostering excellent working relationships, minimising opposition and maximising acceptance.
	
	
	
	
	
	
	Job application / interview

	Experience of project management and the requirement to: lead, plan, develop, manage, facilitate and report on service reviews and improvements, bringing them to successful outcomes.
	
	
	
	
	
	
	Job application / interview / Test

	Experience of partnership / collaborative working.
Experience of effective working through collaborative and partnership arrangements
Co-ordinated and attended site visits across parts of Wales to look at new IT systems
	
	
	
	
	
	
	

	

[bookmark: _Toc106005738][bookmark: _Toc106006125][bookmark: _Toc106012959]JOB RELATED SKILLS

	Ability to work with, motivate and support managers and project teams across the organisation, deploy resources successfully and promote a continuous improvement and learning culture.
	
	
	
	
	
	
	Job application / interview

	Research skills / Report writing: ability to identify, analyse compose and convey technical and performance information and formulate supporting action plans.
	
	
	
	
	
	
	Job application / interview / Test

	Excellent IT skills / Ability to collate, present and analyse statistical information and evidence which is key to delivering and managing service improvement and transformation.
	
	
	
	
	
	
	Job application / interview

	
Credible oral presentation skills with the ability to clearly communicate project aims and objectives   

	
	
	
	
	
	
	Job application / interview

	Excellent organisational skills / ability to prioritise own workload and respond to changing priorities and conflicting demands whilst balancing a significant and diverse workload.
	
	
	
	
	
	
	Job application / interview

	Innovation and creative thinking, logical problem solving and decision making – ability to fulfil an integral role within a range of projects and programmes.
	
	

	
	
	
	
	Job application / interview

	
PERSONAL SKILLS
	
	
	

	Ability to present professional credibility, personal integrity and decorum and be able to deal appropriately and effectively with difficult / delicate / confidential situations

	
	
	
	
	
	
	Job application / interview

	Enthusiasm to serve as an ambassador for a range of projects and programmes, demonstrating drive, flexibility and commitment towards managing change, achieving organisational objectives and improving customer experience.
	
	
	
	
	
	
	Job application / interview

	Emotional intelligence and excellent inter-personal and communication skills with the ability to deal effectively with a range of individuals / groups and cultivate and manage effective working relationships.
	
	
	
	
	
	
	Job application / interview

	Self motivated with a willingness to undertake a diverse workload and an ability to influence and motivate others to embrace changes in working practices and achieve high standards.
	
	
	
	
	
	
	

	Commitment to continuing professional and personal development and enthusiastic approach to enhancing team performance by improving own knowledge, skills and competencies. 

Currently undertaking a Master’s in Professional Practice.
	
	
	
	
	
	
	

	

	Core Values / Equality and Diversity
Every employee is expected to uphold the authority’s core values and maintain the principles of the authority’s Equality and Diversity Policy or, if employed within a school, the school’s Equality and Diversity Policy, as appropriate to the accountabilities and seniority of the post within the organisation. 

Demonstrate the following personal qualities, which align with our core values:
One Team
· Having a positive attitude and being able to get the best out of people by providing support and encouragement to meet priorities, objectives, and expectations.
Excellence
· Confidently engage and communicate with stakeholders and colleagues at all levels to generate commitment to continuous improvement.
Integrity
· Encourage contributions and involvement from a broad and diverse range of staff by being visible and accessible, promoting a culture of trust. 
Take Responsibility by:
· Identifying capability requirements needed to deliver future team objectives whilst being adaptable and resilient to change.
· Provide dynamic leadership and energy to support staff to succeed.
Customer First
· To be ambitious, promoting a culture where customers come first, to deliver a quality service where expectations are exceeded. 
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	[bookmark: _Toc106005744][bookmark: _Toc106006131][bookmark: _Toc106012965]3
	[bookmark: _Toc106005745][bookmark: _Toc106006132][bookmark: _Toc106012966]2

	[bookmark: _Toc106005746][bookmark: _Toc106006133][bookmark: _Toc106012967]English
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	SPECIAL CIRCUMSTANCES
Ability to undertake travel across the County
To deputise for the Business Transformation and Programmes Manager.
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	Gareth Miller, Business Transformation and Programmes Manager
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