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5AMOC Contributing to the 
management of change 

1.4 Shareholder map E9   

5AMOC Contributing to the 
management of change 

1.4 GANTT Chart E10   

5AMOC Contributing to the 
management of change 

1.5 Communication to employees on 19.12.2020 E11   

5AMOC Contributing to the 
management of change 

1.5 Email from my director delegating tasks E12   
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5AMOC Contributing to the 
management of change 

1.5 Screenshot of a furlough spreadsheet  E13   

5AMOC Contributing to the 
management of change 

1.5 Example furlough letter emailed to employees E14   

5AMOC Contributing to the 
management of change 

2.1 Email from me providing update on tasks to my 
manager & director 
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5AMOC Contributing to the 
management of change 

2.1 Email to employee answering query regarding 
furlough 
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5AMOC Contributing to the 
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2.2 Email to employee offering support resources E17   

5AMOC Contributing to the 
management of change 

2.2 Screenshot of Bluestone website with guidelines 
for guests 

E18   

5AMOC Contributing to the 
management of change 

2.2 Examples of information that could be found on 
bluestone website for guests 

E19   

5AMOC Contributing to the 
management of change 

2.2 Email from Director of PS to employees on 
08.01.2021 

E20   

5AMOC Contributing to the 
management of change 

2.4 Screenshot of survey system previously used to 
gather data 

E21   

5AMOC Contributing to the 
management of change 

2.5 Screenshot of Bluestones ‘xdrive’ where we store 
data and personnel files 

E22   

5AMOC Contributing to the 
management of change 

2.5 Master copy of furlough spreadsheet  E23   

5AMOC Contributing to the 
management of change 

2.5 Data protection & GDPR policy E24   

5AMOC Contributing to the 
management of change 

3.1 Updated GANTT chart E25   

5AMOC Contributing to the 
management of change 

3.1 Screenshot of social media post from employee E26   

5AMOC Contributing to the 
management of change 

3.4 Screenshot of CIPD profession map change 
section for ‘associate’ 

E27   
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Contributing to the Management of Change 
 
 
Personal Statement LO1 
 
Change is constantly happening within organisations and there are many different factors that effect change and how it is dealt with and 
perceived. The Covid-19 pandemic has created a situation of rapid change and disruption for organisations in 2020: changing their focus, 
expanding or contracting their activities and rethinking their platforms, products, and services (CIPD, 2020).  
 
In December 2020 the covid cases were on the rise and there had been talk of another lockdown taking place, similar to the one in March. A 
potential closure due to coronavirus is an external factor as it is out of our control. We can only act to minimize the potential damage another 
closure may cause for all stakeholders. The stakeholders are the employees, guests and shareholders; each of these groups of people will 
need different support and resources from Bluestone as staff will be furloughed or laid off.  
 
In preparation for another lockdown and closure of the resort I was involved with planning and implementing this change of operation. This 
would mean that once again Bluestone would need to go from operating normally to being closed. As this had already been done in March, 
guests and staff were more used to and aware of the process meaning the freezing > unfreezing > refreezing stages would be easier. Handling 
this change process well is a necessity for guests and staff in order to feel that they are safe and have confidence that we are doing the right 
thing and doing it well. It is vitally important to maintain good relationships throughout the process (Lewin's Change Management Model: 
Understanding the Three Stages of Change, n.d.).  
 
The plan is to go from being open and operational to being closed with minimal staff working in order to comply with the law and reserve cash. 
A closure will be communicated to employees using any email, social media or training platforms to allow as many staff to see the 
communication and have the opportunity to respond or raise queries. Guests will receive an email from the Sales team regarding their affected 
breaks.  
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1.1 Establish the need, objectives and potential benefits in relation to a specific change requirement.  

In E1 you can see an email from our Director of Operations regarding the potential lockdown and a list of priorities to take place. This email was 
circulated in order to prepare for another closure and to protect staff and guests; if another lockdown was officially announced by the PM it 
would also be legality. The objectives for this closure were to protect staff and guests’ health and welfare, save jobs and preserve cash. The 
potential benefits of acting on this information sooner is that it gives us time to action tasks to ensure the smooth transition from being open and 
operating as normal to being fully closed and with minimal staff. Acting sooner also protects Bluestones reputation and a respectable business 
and employer. Although some change comes out of the blue it is better to have to review a plan then to have no plan at all (Managing change | 
Acas, n.d.). 
 
To confirm: 
 

 The needs: to protect staff, guests and comply with the law. 

 The objectives: to protect staff and guests’ health and welfare, save jobs and preserve cash. 

 The potential benefits: acting sooner provides time to prepare to close the resort without rushing. Acting sooner and on our own initiative 

protects Bluestones reputation. Staff and Guests want to see Bluestone acting from a moral point of view with regards to covid and not 

acting only because the government have forced us to close.  
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E1 
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1.2 Analyse who will be affected by the changes and their potential information and support needs. 

The main people who will be affected by other closure will also be the same people affected in the closure in March; the guests, staff, traders 
and investors. Guests will be affected as they will be unable to attend their breaks. Staff will be affected as they may be placed on furlough 
again, laid off if they are not entitled to furlough or asked to remain working. These affect staff as being on furlough or laid off means that they 
will receive less or no pay for that period of time they are not in work. The staffs that are required to work are doing so in a situation where the 
pandemic has worsened and they may have their own concerns about attending work.  
 
In order to alleviate some of the stress and to provide support to employees, guests and stakeholders Bluestone have a range of support 
services in place that can be used. These are detailed in E2 where Bluestone has also made a decision to close the resort after the Christmas 
break, but to summaries they are:  
 

 Use of Bluestone free employee assistance programme 

 Health Assured via helpline or app 

 Emailing the HR team on the email address provided 

Each of the above are support resources we already use and have for employees. There is a cost that we pay annually for the EAP & HA but 
this premium hasn’t increased due to the pandemic. Bluestone also sent an email to guests who would have been staying over that period with 
information and an FAQ link to help answer some of their questions. This is shown in E3. 
 
The people who would be most affected were identified and communicated with. It is important to put people at the top of the agenda and 
ensure they are being included in the decision making process, or at least being kept informed about the actions the organization is hoping to 
take (McCarthy, 2004).   
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E2 
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E3 
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1.3 Identify the resources required for the change process and how these will be made available. 

The main resources required from a HR point of view are to be able to provide accurate advice and assistance to managers and employees. 
Most of my information would be found on the GOV website or communicated to me from my manager. Below (E4) is an email from my 
manager asking for me to complete certain tasks to assist with the closure process. These would include ensuring that employees have all 
been previously communicated to and to submit a report once a day to keep track of employee absences (E5).  
 
These tasks take time and will continue until after the resort has closed. The cost of these recourses is mainly due to HR continuing to work as 
opposed to being furloughed and other tasks that would have been usually carried out such as employee relation issues are being paused. 
Other resources include the continued utilization of the furlough scheme, making employees aware of the supports in place via email, the 
Bluestone Newsletter (E6), Flow (online training platform – E7) and through their managers.   
 
 
 
 
E4  
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E5 
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E6 
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E7 
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1.4 Devise a plan, including objectives, actions and timescales for implementing the required change. 

As I do not have a copy of the actual change plan for this process I have added E8 to demonstrate what should take place, E9 which 
demonstrates stakeholders and E10 which is a GANTT chart displaying the time scales for each task. Change is always happening so a 
change that is planned with care and implemented well will add to the success of the outcome, unless it isn’t handled well in which case it can 
do more damage than good (The Four Principles of Change Management: How to Support Change in Your Organization, n.d.).  
HR plays an important role in planning, implementing and measuring a change initiative. Often business fail to embed a change due to 
employee resistance, failure to prepare and poor or miscommunication about the change. HR is often involved with the process and 
communication of the change so it is important that this is done well to maximize the desired outcome (Cadman, n.d.). 
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E8 
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E9 
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E10 
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1.5 Communicate the change plan, and gain agreement for its implementation, from decision makers. 
 

A couple of days after the initial announcement of the resort closing, Mark Drakeford announced that Wales would be going into a full 

lockdown from midnight on the 19 December 2020. This meant that we had a matter of hours to then prepare for a closure. E11 shows the 

email that was sent following the new announcement to all employees. It is good to communicate the change using narratives and 

storytelling where appropriate as this allows the individuals to understand the reason for the change and translate this into meaningful 

actions for themselves (CIPD, 2020). 

 

Communication can be distributed through a range of technology channels, which is good considering the current situation and the need for 

social distancing. Communication should ideally also be two way so that it comes from the top (directors), down to employees who can also 

feedback to the top. The level of breadth, depth and frequency to the communication needs to be effective.  

 

E12 shows an email from my Director with the agreement of the closure happening sooner than planned and our roles for each task that 

then needed to be completed. My role was to continue to respond to queries that were being emailed into the HR admin inbox and support 

my manager with her workload. Carla was requested to review the current vacancies and decide which ones needed to be paused and 

which needed to continue. The reason that only some were paused and not others was due to department needs. Housekeeping for 

example, would be closed and all staff furloughed for the duration of the lockdown so recruitment for this department would not need to 

continue until the resort re-opened. Pausing this alongside the lockdown also reserves cash as managers are not being paid to carry out 

interviews or train potential new employees who would not actually start their jobs for weeks or months. Other departments such as Security 

would need to continue their recruitment process as they are always working. To pause their recruitment could cause burn-out and stress 

due to a lack of staff. 

    

Jess was requested to collate the spreadsheets from managers which would be added to a master copy spreadsheet to keep track of all 

furloughed employees (E13). This spreadsheet contains various information such as their contracted hours to allow payroll to place staff on 

furlough or flexi furlough. Once employees were placed on furlough/flexi furlough or laid off they would be emailed a relevant letter to 

confirm this. An example of the full furlough letter is shown in E14.  
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E11 
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E12 
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E13 
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E14 
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Personal Statement LO2 
 
The planning has been carried out for the closure of Bluestone, departure of any remaining guests and furlough of employees. There has been 
ongoing communication between HR, Managers, Payroll and Directs who are predominantly involved with this process. The vision is for this 
change to run as smoothly as possible with minimal mistakes or obstacles. The benefit of having closed the entire resort once before is that 
now we know what to expect, hurdles that we overcame in the previous lockdown and anything that went well so we can do it again. Other than 
the closure in March, the resort had never once closed and so many guests and employees did not know what this process entailed.  
 
When I spoke to my director about the change he explained the process and referred to Lewis change model in regards to unfreezing and re-
freezing. I also thought about the Kubler-Ross change model and considered things I had witnessed with other employees I work with and how 
they reacted to the closure. It was clear that certain employees were going through the five stages of grief curve. Understanding employees’ 
reactions helps me to respond to them as I recognize their reactions and behaviors. This enables managers & HR to deal with individuals more 
effectively and help them move through the stages (Models, 2020). 
 
The closure of Bluestone for a national lockdown is enforced by law so this part of the change is something no one at Bluestone has control 
over. What we do have control over is how we respond and our actions in the meantime. It is equally as important to treat this change in the 
same way that we would treat a change that we had decided to instill trust and demonstrate competence to our stakeholders. We would not 
treat our stakeholders less favorably just because the change was not our choice. Any conflict will be dealt with reasonably and with empathy in 
order to find a solution. If our stakeholders have trust that we will act with integrity and competence this will make the process much easier for 
all (CIPD, 2020).  
 
The closure’s success will be monitored through surveys and general feedback through the HR admin email. This will take place between the 
resort closing and a period of time once the resort has re-opened and all staff has returned from furlough. Adoptions may be made as we go 
along depending on the response type and numbers.   
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2.1 Follow the agreed plan to implement change processes. 
 
 
E15 below is an email screenshot of an update from me to my manager & Director regarding the tasks I was set as part of the closure plan. It is 
important to keep those who are in charge of the change up to date with any progress or concerns. Within this email I listed the tasks I had 
completed or nearly completed and asked if I could help with anything else. I prioritized the tasks that were given to me over other work I had 
as I knew the importance of this, despite the tasks given to me being relatively minor in comparison to tasks given to others. Everyone involved 
had an important role to play even though some tasks were more of a priority than others. E16 is an email trail between me and an employee 
regarding furlough (this email has had the surname and email address of the employee redacted to comply with GDPR).  

 
 
E15 
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E16 
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2.2 Provide information and support to stakeholders in line with their identified requirements. 
 
Different stakeholders will need different means of support. There are some examples below of the different types of support Bluestone has 
offered to various stakeholders due to the announcement of the third lockdown. As I wouldn’t normally deal with traders or investors I cannot 
demonstrate the communication and support that they would have received specifically. I have included all types of support that I am aware of 
for guests and staff.  
 
 
E17 shows an email that has been sent to an employee who is not entitled to furlough pay and my response to her regarding this. Within my 
response I include resources for her to look at due to her situation. E14 also includes support for employees who are entitled to furlough. Both 
of these employee types may need to seek financial support, mental health support or general support regarding homeschooling for example.  
   
E18 is a screen shot of the Bluestone website where guests can go to find out info on staying and updates from the Welsh government. 
Examples of advice on the link are shown in E19 but also include: 
 

 Future bookings 

 The guest charter 

 Getting in touch 

 Welsh government guidelines 

 
E20 is an email from the Director of People Services on the 8 January 2021 regarding the latest update from the government. This 
communication was circulated via Flow (our online training platform which notifies employee via email of an update). Within this communication 
it details support for employees and what communication they can expect from HR. 
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E17 
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E18 
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E19 
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E20 
 

 



33 | P a g e  
 

2.3 Apply techniques for maintaining positive working relationships throughout the change processes. 
 
Trust and confidence in the competence of the employer from employees is vital in order to maintain a positive working relationship. 
Techniques that can be used to maintain a positive relationship between employer and employees includes: 
 

 good communication – shown in E2, E3, E6, E7, E11, E14 & E20 – communication is clear and easy to understand 

 employee voice – shown in E17 & E16 – employee is confident & comfortable to ask questions 

 transparency – shown in E1, E2, E6 & E20 – these communications are clear and not vague about what we know and  need to do 

 competence – shown in E1, E2, E3, E7, E11, E14 & E20 – it is clear that we know what to do and how to do it 

 HR & L&D systems that are well designed – shown in E4, E5, E7 & E13 – HR have a good system to gather and distribute data 

including using L&D system such as ‘Flow’.  

 Empathy – shown in E2, E3, E6, E11, E14 & E20 – from each communication to staff and guest is a clear understanding of how the 

situation affects the individuals and support in place.   

As HR are a service that the employees and managers depend on it is important to show that we and the wider business care, especially in 
these circumstances (Ulrich, 2015).  
 
Another way to maintain relationships during change is to use the four building blocks of change by McKinsey. These are: 
 

 Fostering understanding and conviction 

 Reinforcing with formal mechanisms  

 Develop talent and skills 

 Role modelling 

It is important that stakeholders understand the ‘why’ in a change process and the reason is must take place. To communicate the change 
using a storyline or narrative allows stakeholders to understand why the change must happen, where the company is going and how the 
change affects them. Often money can be used as a method of reinforcement, such as a pay-rise. However, in this situation it is unlikely that 
Bluestone can offer employees a pay-rise in relation to covid-19 but what Bluestone can try to offer is job security through reserving cash where 
possible (furloughing employees for example). The pandemic has also given opportunities to employees to step up and do something they 
wouldn’t normally do which allows them to develop their skills. Some employees have been assisting in different departments or taking on 
different roles recently. Role modeling is also important to maintain good relationships as this helps to align the thinking pattern and behaviors 
with others to learn and determine what is right (Winning hearts and minds in the 21s centuary, 2016).   
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2.4 Monitor the effectiveness of the implementation, agreeing and making justified adaptations where required. 
 
E21 is an example of the survey system we have been using to track how employees have been feeling about the resort reopening (after the 
previous closure), their general wellbeing and how safe they feel at work. There has currently not been a survey created to measure how 
employees are feeling about the most recent closure but I have screen shot the most recent results of how employees were feeling at work 
before the resort closed. You can see that most employees are satisfied about their safety at work however; there are some who are not. 
 
Currently the effectiveness of the implementation of the closure of resort is unknown as there is no active survey. Ideally what we would have 
done to ensure we can effectively measure the change would be to create a new survey. This would be based on the previous survey but with 
added questions such as ‘How do you feel the closure of resort has been managed in comparison to the closure in March 2020?’ This would 
allow us to measure if we are improving each time a lockdown is announced or not. It also allows employees to provide feedback and suggest 
measures that may have not yet been considered. Adapting the survey would be important as the circumstances are slightly different from the 
previous lockdown.  
 
The importance of collecting and measuring data is to: 
 

 improve on our current processes 

 make informed decisions which enable us to be proactive rather than reactive  

 get the results we want and find solutions 

 back up arguments through trends and patterns 

 keep us informed 

 have strategic approaches 

 know what we are doing well 

 keep track 

 access the resources around us 

 
Without data we resort to guessing and assuming which is neither helpful nor accurate. Data keeps us informed allows us to make decision 
based on what we know that we otherwise would not be able to make (12 Reasons Why Data Is Important - The Council on Quality and 
Leadership, n.d.). 
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E21 

 
 

 
 
 
 



36 | P a g e  
 

2.5 Maintain records of the change process in line with organisational requirements. 
 
It is essential to maintain records and to keep them in the same place. Bluestone uses an xdrive where we can store various documents that 
others can access. Some files are locked so that only HR can access that information so this makes a good place to store sensitive data in line 
with GDPR as it often contains information on employees.  
 
E22 is a screen shot of this locked file on the Bluestone xdrive. This file and its contents are only accessible by HR & Payroll as it contains 
information such as furlough arrangements, vulnerable employees, letter templates, communications and returning to work information. This file 
contains all information since the first lockdown at the start of the pandemic in March.  
 
E23 is an example of the most recently updated furlough spreadsheet for January 2021. This has been edited to redact the names of 
employees in line with GDPR. It details, their name, department, pay type, furlough length and employee number. There are also tabs on this 
spreadsheet to include employees who are not eligible for furlough, leavers and those on statutory pay.  
 
E24 is a screen shot of the first pages of Bluestone data protection and GDPR policy which details what we will and will not do in order to 
comply with the law and how we store this type of data.  
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E22 
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E23 
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E24 
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Personal Statement LO3 
 
The success of a change can be measured in different ways. One way to measure it is to look at the organisational performance, individual 
performance and change management performance. This will allow us to assess the change management activities we were tasked with 
completing and the outcomes of those activities at both individual and organisational levels (Metrics for Measuring Change Management, n.d.). 
 
What we want to find out is if the closure of the resort had the desired outcome at organisational level, for example, if the process allowed us to 
fully close down each outlet and evict all remaining guests by the time specified in order to comply with the law. At individual level we want to 
assess whether the change had the desired effect or outcome for compliance and adherence, for example. We also need to assess the change 
management performance and the actual activities carried out to make the change happen by tracking whether the closure activities went to 
plan.  
 
Usually we could measure change by holding employee consultative meetings or receiving customer reviews to gather qualitative feedback; 
hold reviews of the change process; and analyse data from employee surveys for quantitative feedback. However, at this time due to the 
circumstances that covid-19 has created, some of these methods may be difficult as staff are furloughed and some methods have no yet been 
implemented (employee survey).  
 
I will be looking at what factors contributed to the success of the closure, if there were any pitfalls and analyse our methods to determine if 
there was anything we could have improved on or done differently. This can normally be done through consultation, analysis and assessments. 
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3.1 Measure the effectiveness of the change process in meeting the required objectives. 
 
E8 & E10 shows the tasks that needed to be carried out in order to successfully close the resort. An updated version of the GANTT chart used 
(E24) that was circulated after the resort closed shows what was completed by the time specified or not. Some tasks are marked at 100% as 
they were fully completed but some are not at 100% either because the task is ongoing or because there was an issue with completing the 
task. As I was placed on furlough from the 23 December 2020, I am unaware why some tasks were not fully completed.  
 
Things that contributed to the success of the closure were that it had been done before so most staff knew what to expect or what they needed 
to do. Another factor that contributed to the success is that we acted as soon as we had heard of a potential lockdown (as shown in E1). This 
gave us advantage by allowing us to plan a closure without having to take action immediately. Clear instructions were given to those who were 
involved and tasks were distributed between those involved (E1, E4, E10 & E12).  
 
The pitfalls were that from the 23 December until early January there was no HR staff working (apart from the Director) due to annual leave or 
furlough. This meant that some employees who had emailed the HR admin inbox had no response for some time and caused them to become 
frustrated. One employee wrote a frustrated comment about their wages on the Bluestone Housekeeping Facebook page as shown in E26 
below. Whilst pay issues are usually dealt with by the Payroll department, they often get emailed to HR admin and someone will forward any 
pay related emails onto the right person. Issues like this result in employees losing trust if that happen frequently and so are best to be resolved 
quickly.  
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E25 
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E26 
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3.2 Identify further work required to embed changes and/or further developments required. 
 
As this type of change isn’t one that benefits the business financially it is not something we want to sustain as the resort being closed isn’t 
doing us any good. However, to embed being change ready into the culture of the organisation is what we should continue to develop. 
Bluestone’s employees have demonstrated resilience and perseverance in dealing with closing and reopening the resort for the third time; 
something that initially seemed daunting and difficult almost seems like the norm now.  
 
In order to maintain a change ready culture within Bluestone we must see the benefits and celebrate the success of being resilient, flexible and 
able to take on new knowledge and roles to make the change happen.  
 
The journey may have been rocky. Certainly, it will have been at least a little uncomfortable for some of the people involved. But everyone 
deserves to share the success. What's more, by celebrating the achievement, you establish a track record of success, and that will make things 
easier the next time change is needed (The Change Curve: Accelerating Change, and Improving Its Likelihood of Success, n.d.). 
 
The next challenge of this change hasn’t happened yet as the resort remains closed. Whilst the closure seemed generally to be a success, 
there will come a time soon where we will need to reverse the process in order to get everything operational again and bring all furloughed 
employees back.  
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3.3 Communicate the key outcomes and the impact of change to stakeholders. 
 
As the change has not been fully completed I can only comment on what should happen.  
 
Once the resort has re-opened and we have been able to gather data to determine how successful the change was, we can communicate this 
to stakeholders. The communications may vary depending on the type of stakeholder so if we consider what communication may go to 
employees it will include: 
 

 A reminder of why we closed the resort and a thank you to those who were involved and the understanding of other affected 

 What happened and how. How successful this was and what data we have analysed to determine this (employee survey for example) 

 Support that was used for the business, employees and stakeholders and any that continues to be in place (such as the Health 

Assured App) 

 A thank you again for all the hard work and to look towards a brighter future  

Other communications will be similar but catered to the right people (guests, investors, traders, etc…) and will be communicated via social 
media pages, emails, and letters.  
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3.4 Evaluate the effectiveness of own performance in contributing to the management of change. 
 
During this process and with the tasks I was given I feel that I have generally done well. The tasks I was given as part of the team of people 
who were assisting with the resort closure were reasonable. Whilst responding to employee queries and assisting with emailing furlough letters 
was a reasonable request from my Director/manager, I was very busy doing it and it took up all of my time before I was placed on furlough.  
 
I have compared my performance in this situation to an associate level on the CIPD’s 2018 profession map (E27).  
 
In regards to completing a SWOT/PESTLE analysis, I did not complete one for this task however I have used both in previous situations. If I 
had completed a SWOT for this change it may have given me a better understanding of where my skills could have been utilized more or 
obstacles to consider. I understand different change management methods and their advantages/disadvantages by going through this process 
and comparing it to the previous lockdowns. I have a good understanding of people experience change (from when I reviewed Kubler-Ross 5 
stages of grief model). I feel that I don’t fully know how to complete a skills or capability audit as this is not something I have done during this 
process. It is something that may happen once the resort is back open where I can request to have involvement to gain experience. I also lack 
experience in using levers to enable change. This is something I could discuss with my manager and gain experience in the future. I feel that I 
do have a basic understanding on how to deliver a project; this could be strengthened by having feedback and gaining more experience.   
 
In future I plan on gaining more experience and becoming more involved with change initiatives. This will help me fully understand the process 
and be more prepared for unexpected change. I will specifically look into the parts I was not involved in during this change to get a better 
understanding of the full process.  
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