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1. Be able to plan for the implementation of change processes within an organisation.

Bluestone (Wales) National Park Resort is a family-run private sector business with nearly 800
employees based in Pembrokeshire (Business Wales 2016). As we have a large number of employees
and over 3,000 individuals visiting us every week, change is crucial and encouraged. As a business it
improves processes, develops company culture, encourages technological advances, and gives
employees the ability to overcome obstacles (Smith 2019). For customers, change guarantees
Bluestone’s survival as it ensures that we keep up with customer’s demands and desires.

In September, Bluestone conducted an employee survey. After receiving the results of the survey,
one of the main take-aways from it was that communication needed to be improved both within
departments and as an organisation as a whole (EV1). It became evident that change was needed to
improve this lack of communication as it was contributing to frustration and turnover within
departments. The objectives of this change are to:

e Improve communication within departments and the whole organisation to minimise frustration
and confusion amongst employees. It was decided that the most user friendly, quick, and cost-
effective way to communicate between 795 employees was to implement a Bluestone Employee
App. This would replace all old ways of communicating including Facebook and WhatsApp
groups, Bluestone @Work&Home bi-weekly newsletters and SMS to ensure all employees are
issued with communication in a timely manner.

e Implement a new method of communication which is accessible for all employees. We are
planning that this app will be accessible on mobile phones, desktops and screens placed in
designated Back of House areas for those employees who haven’t got access to technology.

e The implementation of a Bluestone Employee App falls in line with Bluestone’s digital
transformation plan. It also ensures we are open and honest with all our employees in
recognition of the Bluestone company culture and values.

e Measure the impact of this change by running engagement reports.

This specific change has numerous potential benefits for our employees including:

e Improved employee engagement contributing to increased employee satisfaction and a
healthier company culture.

e Increased productivity as all employees will have a clear understanding of what is expected of
them, the organisational goals and how to achieve these.

e Decreased frustration boosting job satisfaction.

e Improved teamwork between departments {(Indeed Career Guide 2021).

All employees will be affected by the move away from the organisation’s current methods of
communicating to the proposed employee app. To understand this better, | created a stakeholder
map (EV2). Customers will not be directly affected by this change; however, they will benefit from
the implementation of an app used for communication. This is because all information can be
accessed easily at any time by any employee, meaning guests can be provided with accurate
information which is communicated in a timely manner.

Employees will need timely information regarding the app prior to launch. This includes the aim and
objectives of the Bluestone Employee App, how to access it and its Terms and Conditions. | plan on
communicating this using the SMS system and Bluestone @Work&Home newsletter. To ensure all
employees can access the app, a user guide with FAQs will be distributed to all employees before
launch. To support the needs of employees, | will organise a training session for directors and Heads
of Departments. This will give them the opportunity to provide feedback, suggestions and ask



questions. These individuals will then act as change champions within their departments.and the
business. According to Airiodion (2021) change champions are individuals who ‘supports and
champions a change that is impacting their organisation’. They are responsible for:

e Gaining commitment and interest to the communication change.

e Engaging all employees.

e Discuss the change with their department, bringing the vision to life and gathering sugges’uons
e Ernbed the change, encouraging employees to engage (Pickering 2009).

To successful implement this communication change, there are several resources needed. | will
need:

Time is the higgest resource required- this includes time to develop and implement the app to
achieve the set objectives. At this stage, time would be required from the app developers, the
People Services director, myself, and the People Services Marketing representative to ensure we are
utilising the employee app to maximum potential.

Time is also needed to upload all 795 employees manually to the app along with Bluestone content
to ensure the app is working for all and is kept constantly updated. This will keep employees
engaged.

To manage my time, | plan on using my calendar (EV3).

When managing this change, | will require guidance from the app developers to understand how the
app works and how we can use it to achieve the change objectives set (EV4). Additionally, | will need
guidance and advice from the People Services Director (EV5).

To implement this communication change, | will need access to Teams and Zoom to meet with the
app developers.

A computer to access the desktop version of the app and CMS Dashboard which will be used to
manage it (EV6). I also plan on using my online calendar to plan my time and ensure deadlines are
met (EV3).

Although | have been involved with implementing and managing this change, in Bluestone only
Directors and Heads of Departments can submit a business case. Although this isn’t something | can
do currently, | created a change plan to monitor and understand the process of implementing the
change (EV7). Although he is the one to submit a business case and present this to the board- |
understand the process of proposing a change, communicating it, and gaining agreement. The
employee survey demonstrated that a lack of communication was causing frustration potentially
contributing to increased employee turnover- therefore change needs to be implemented to prevent
this happening. The board agreed that communication needs to be improved and streamlined and
approved the use of a Bluestone Employee App to do this.

Before the communication change was passed to me, the board had approxed the business case and
authorised the spend. | am aware that there was a project budget which must be adhered to, this
includes the expense of purchasing the app, implementation, and roll-out costs.
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Evidence

EV1- Results of the 2021 Employee Survey specifically focusing On._-communication.--'

b - d .

insight® Communication  bluestone |

Combined Communication scores

Strongly dis. 7%
Disagree [N
Agree
Strongly Agree

EV2- Stakeholder Map

Influence Level of

Stakeholder Name Stakeholder Grouping

- Level Interest
People Services High High Key players
Marketing High High Key players
PR & Comms High High Key players
Directors High High Key players
Heads of Department High High Key players
Maintenance Low High Keep informed
Leisure Low High Keep informed
F&B Low High Keep informed
CSR Low High Keep informed
IT Low High Keep informed




EV3- Calendar used to plan time.
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EV4- An example of guidance which I received from the app developers.

From: Carys Ratcliffe <crajcliffe@bluestonewsies com>

Date: Thurse Nove: Hi Natasha,
To: Natas|
Cc: Fras Is there any feasibility of this schedule of works being completed sooner?
Subject: RE: Mandatory Groups
Best Regards,

Morning botk, -

I hope you are weli 7 | am just wondering if we have an estimated timescale from the development team to restructure
mandatory groups?

On 11 Nov 2021, at 17:29, Natasha w wrote:
Thank you,
Carys

Good Afternoon Cary'’s,

P Areaaabs Yakasasa ©

We have scheduled the work in to be done on Monday. This will take around half a day and may require for us to submit
to app stores but | can confirm that on Monday. As soon as the change is available | will let you know.

Kind Regards,

<image001 jpg> ?
<image002.png>



EV5- An email from my director to schedule a meeting. In this meeting | received guidance from
Stuart.

1B 0 SendRacsive * 33 M Seact scoie ook - o,

Engaged
| Stuart Jaynes

Mon UB/11/2021 1000

Hi AY,

Are you available for a quick catch up at 11:00 to discuss Engage 4 this morning?
Thanks,
Stuart

Bes: Regards,
Stuart Jaynes

Director of People Services
Fel: +44 (0) 1834 865900 ext 541

bluestone

national park resort

E‘:,‘ Mental Health
A First Aider
' MHFA Wales

EV6- Desktop version of the employee app and CMS dashboard.
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EV7- The change plan | submitted to my director.

Created by Carys Ratcliffe
Date 01 October 2021
Version 1

Vision and Objectives

To use a Bluestone Employee App to improve organisational communication, replacing the
current SMS system and bi-weekly newsletter.

Activities to achieve objectives.

Work with the app developers to create an app designed to improve organisational
communication. Once this has been composed all employees will need to be given access with
each department having their own separate group only visible for employees in that department.
A whole Bluestone group with all employees in also needs to be created. Change champions are
vital in this process to represent their department’s communication needs and suggestions. All
employees need to have access and be using this employee app before the end of 2021.

Business case.

Employee survey results showed that communication is contributing to frustration and turnover
within departments. Therefore, this needs to be improved (EV1).

People affected (stakeholders — employees, particular employees, customers, shareholders)

All employees.

Departmental HoDs and Directors will have additional responsibilities to update their
departmental groups with communication regularly. The People Services, PR, Comms and
Marketing groups will be responsible for updating the main Bluestone group with communication
in a timely manner. This is shown in the Stakeholder Map (EV2).

Scope of change

This change involves all employees, teams, and departments within the organisation.

Roles (project manager, sponsor, team members)

Carys & Stuart- Project Managers
Eirian & Michael- Responsible for the IT / App store side of the project.
Beth, Yvonne and Kial- Team members.

Communication strategy

List of change champions (EV8)

Communication with app developers will take place via Zoom and email.
Employees involved with the project will communicate via email and Teams.
Employees will be communicated with via SMS and Newsletter.

Support to be offered.

Employees will be provided with the aim and objectives of the Bluestone Employee App, how to
access it and its Terms and Conditions. This will be communicated using the SMS system and
Bluestone @Work&Home newsletter.

A user guide with FAQs will be distributed to employees.

| will organise a training session for directors and Heads of Departments. This will give them the
opportunity to provide feedback, suggestions and ask questions.

Timings and milestones

Desired app launch- before end of December 2021.
Employees will be communicated detailed information regarding the app two weeks before
launch.

Resources required.

Project budget.
Access to Zoom/Teams.




Online calendar.

Computer/s to access the desktop version of app and the CMS dashboard.

Time from app developers, myself, People Services director, and People Services marketing
representative. '

Guidance is required from app developers and my director.

Monitering activities

The change will be monitored using reports- | will produce weekly reports detailing employee
engagement- focusing on the number of users on the app each day, how many times the app is
looked at each day, group analytics and other available statistics. This will be presented to
Directors and Heads of Departments once a month.

Success Measures

If the change is implemented and the objectives are achieved whilst sticking to the allocated
budget, the project will be considered a success.

The change wili also be considered a success if employees engage with the app over a prolonged
period of time and use it as the main method of communication.




2. Be abie to impiement a change plan.

This change follows Lewih’s Three Stages Model krown as the ‘Unfreeze, Change, Refreeze’. This is

hecause:
Stage One- Unfreeze.

The crganisation and our employees are aware of the need for change (Juneja ?015) thus is
reinforced by the results of the Employee Survey (EV1).

Stage Two- Change.
After planning the organisational communication change, it was time to implement it.

The team began by meeting with app developers to discuss our requirements, aims, objectives and
timescales (EV3). The developers did some work behind the scenes to get the technical side of the
app built. Once this work was complete, we re-met (EV3). '

During these regular catch ups, we discussed progress and re-distributed tasks where and when
needed.

Once all the behind-the-scenes work had been completed, | created a team of change champions
(EV8) who are involved in designing and delivering change (CMI 2014). They represented the views
of their departments and put their ideas and suggestions forward. To do this, | used email (EV9) and
Zoom (EV10). | ensured that | listened and acted upon these to ensure maximum success. Some
suggestions and feedback included creating separate groups for teams within departments, for all
employees to have the ability to post notices/polls/high fives to the whole Bluestone group for real-
time recognition and implementation of private messaging between employees- similar to Teams.

Following this discussion with stakeholders, | communicated this with the developers to see if these
suggestions could be implemented (EV11).

The next step of the change plan is to gain our employee’s support. We are aware that this
communication change can be not effective without this. To gain employee’s support, we are being
open and honest communicating the app’s aims and objectives as well as desired timescales. To do
this, | used the current method of communication- the Bluestone @WorkandHome newsletter
(EV12) and SMS system as this is accessible for all employees (EV13).

Once myself and my director had agreed a launch date. | proposed offering a reward for the first
employees to engage with the app as we have listened, acted upon their feedback, and
implemented this to improve communication across resort (EV14).

I ensured that when implementing the change plan, | was both aware and followed best practice. It
is important that organisations do this when implementing changes to improve the chance of
success and minimise the impact this has on employees. Best practice states that it is important for
managers/organisations to:

e Define clear goals- these can be used as a reference for employees and managers (EV7).
e Be honest/transparent.

e Train and reassure teams ensuring they are ready to adapt new practices (EV10).

e Communicate regularly (EV13) through the right channels (MBA and PMP 2020).

e Listen.



¢ Recognise and reward (EV14) is great motivation for employees to adopt:new behaviours
during the chang@ process, {S*narp 2020).
» Setupa team of change champ'om (E\JS‘

Stage 3- Refreeze.

To encourage cmployees to refreeze and embrace the new way of commumcatmg, i progos sed
offering reward and recogniu,on for those who engaged. My director agreed wsth th-s a 5d ut Wda

- mutually decided that we would offer £25 M&S vouchers to employees who engagfﬁ and regularly

-rincorporated this throughout their department and the business (EV12). To ensure.efployees feel
- confident, comfortabie, and competent a user vmde (tVlS) will be distributed b fo re Iraunch (Mm&
Tools 2009). .

| updated the “Social Media, Telephone and Radio Us age Policy’ to include the Bluesfane Ras
Employee App (EV16). This is contmuaily monitored with an in-depth review being compiotcd every
six months. | will monitor this using our policy register.

< The on-going effectiveness of this communication c'hénge will be monitored. To 'd'oithis,' lcreate 3
report monthly which focuses on the number of employees who engage with the app, how many

‘times the app is accessed each day, the most interacted posts, and top users (EV17). This highlights
the success of the app and areas which need improvement, | submit this report to my manager, as

- this forms part of the monthly People Services report which is distributed to team leaders and Heads
of Departments.

" Feedback regarding the employee app will be gathered by talking to employees, ésking the guestion
using, and discussing it in the Employee Consultation Group (ECG). Any feedback (EV18) is acted
upon with adaptions being made where and when needed (EV19). '

All records which have been generated as part of this change will be retained for a period of two
years. These will be considered confidential and will be stored via electronic media- only available to
those employees with the access to view this (Biswas, P 2020).
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EV10- Zoom training for change champions.

Engage 4 CMS Training
Zoom
Carys Ratdliffe




EV11- A sample of some communications | had with the app developers to implement suggestions

proposed by change champions.

. Re: Help!
 Natasha SRR SRS Seseeren)
Folliow ap Completed &0 10 Noverriber 202°
Wi ropind) et 1T TERL
Wed 100172621 0950
Canyt Ratedtre

Good Morning Carys,

That s expected behaviour, the mandalory groups will not allow comments from any users, that was the original requested
behaviaur so to allow comments we will need to do some development work which we are just estimating at the moment,

By updating the HOD's to super users they are able to postin the Bluestone all group and the mandatory groups.

Can you confirm if you received my email after our call yesterday please? | have had o few instances where my emails are not
delivered 501 just want to ensure it was received as | had detalied out the options for mandatory groups but haven't heard back.

Kind Repards,
Tosha

From: Carys Ratcliffe <gratcliffe @bluestonewales.com>
Date: Wednesday, 10 November 2021 at 09:24

To: Natasha dehgmomapinhesronduisningponn >
Subject: Help|

Good morning,

To increase engagement on the app, we have made our Heads of Departments super users. However, they ace still unable to
comment [even after refreshing the 3pp). Can you advise on what's going wrong please?

Fhank you.

Carys Ratchtte

People Services Assitant
Bluestanc National Park

. Re: Engaged App
Fraser \agpasule\iARmIotiisGuiimgafin

Mo 15/11/2021 09:52
whkeatsbimas; Nafsha Johnsion

4074 214 e WTh ¥Ou 32 1he oA

ATE y0u st you really wanl T 10 be swched

COmAF Thadisgh 1t main dhuesione §oud?

Chaers,
Fraser

F
Data: Monday, 15 November 2021 at 08:36
To: Natash,

W have Completed 1he work and both apgs ae naw updated snd swalable in the app stores. The deskiop version hes 340 Been Updated.

1 harvs chected wih The deveiopmen feam agasn this morning and due 10 the fme conytrants, the 0BTan 07 users Lo Wke and tamment inthe mam bhuestons group i st posticle 107 averyone
trow.

45 150 3G CORCe1ns Mot € mployees not bemg sbie fo engage with the content

=Next wlost

Subject: Engaged App

Good Morming,

Hope you had a goad weekend

v to 300f ous
‘sopicatis 01 dasktop and mobie.
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EV12- Communicating the app to employees using Bluestone @ WorkandHome Newsletter.
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Key Employee App
benefits:

Ine

EV13- Communicating the app to employees using SMS.

10:46 + “w T

Bostons

Download the new Engaged FREE
Communication Employee App. To
log in enier your empioyee ID number
then your date of birth. Dewnload
links wifl follow.Thank You.

Apple Users: hilos./iapple cof
3wMOKE6 Android Users hilps:lf
b.hf3aCacat

Download the new Engaged FREE
Communication Employec App. To
tog in enter your employee ID number
than your date of birth, Download
Jinks will fotiow Thank You.

Appie Users: Wil //apgle cof
3496 Android Users hilps.Jf
b hi3aCradH

Downioad the new Engaged FREE
Communication Emplayee App. To
1og in enter your empioyes ID number
then your dale of birth, Download
Enks will follow.Thank You.

oY




EV14- Myself and Stuart deciding how to reward employees who download the app.

N Moy Tt - A
Be Ed1 Yow Go Ioch boom Mep : >
silies v o UK cazewy Afesy oW e towsd o ¥ Chisedtaee 5 W g

- Inbox (Sear..  RE: Emplayse App SMS

0 Stuant Jaypes
o e
e G P &
et =
bopdolsns
b ey
Wit a8 S
5 ettt
Zoumn
R FL ER— i - D aSNG ® irhe S RS € 1S MO By B rabe! g e
e U
2 et optae 4 Sabora o
B 5
G B S ey =
e 1
2+ Sl 3 P
5 SiFaman J
4 awveeat *
& Snirnees e
SR Sl 8 e W54
3 it Vo
Lot Y
& rwrda 4.4 B MR (N T B B
i Vi
Do e
AU Lrwhare.. s
PRI e T——
Ve o e
e G e o e SR "

254 Pewm Al odrs aer v dlatn [ Cnnnecivad e Mirserrh $rhangye ©

[ — OEICEN KEETTIEY R

EV15- User guide.
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EV16- Social Media, Telephone and Radio Usage Policy.
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EV17-Employee App engagement report.
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EV18- Feedback from ECG.

Employee App

Interested in your team’s feedback.
also to drive activity,

S1-Any feedback?

post.
JP- Ability to private message colleagues?

JP- Will the app replace Teams?

S1- Any other ideas?

CD- Can't add a profile picture.

Launch has been successful, first day had 246 employees download the app. We need
to continue to push this as we are moving away from Facebook Groups etc.

Main Bluestone page, gone back to developers so everyone can post, like and
comment- departmental and organizational recognition.

Launched competition for first 50, Going to launch a 12 Days of Christmas competition

CL- Can't edit if you make a spelling mistake.

SW- Notifications, if you click nothing happens.
HJ- Click on the bold bit of the notification and it will take you through to the relevant
SI- We can ask the developers, similar 1o Teams.
Si- Teams will stay, Facebook, Wattsapp groups for broader communication will go.

GB- Is there o way of seeing a way to see those who heven’t downloaded?
SJ- Not at the moment. Can ask the developers to look at this functionality.

S e

EV19- How I acted upon
feedback gathered from ECG.
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3. Be able to assess the impact of change processes within an organisation.

The implementation of the Bluestone Employee App was met with open arms hy most employees.
As an organisation, it is important that we listen and act on all forms of employee feedback
gathered. We hope that the implementation of the Bluestone Employee App begins to improve
communication within departments and the organisation as a whole. At the time of writing this

“assignment, the communication change has only been implemented for a week, this means that the
true extent of the change is yet to be discovered.

Although the long-term effectiveness of the change process is yet to be discovered, | can confirm
that the change has met the objectives set during the planning stage. The objectives originally set for
this change were to:

e [mprove communication within departments and the organisation as a whole and ensure all
communication is issued in a timely manner.

e Replace the old and time-consuming methods of communicating (SMS and Bluestone
@Work&Home).

* Ensure the change falls in line with Bluestone’s digital transformation plan and company
values/cultures.

e Run engagement reports to understand the uptake of employees using the app.

This communication change has replaced Facebook and WhatsApp groups, the Bluestone

. Newsletter- Bluestone @Work&Home but not the SMS system because it is a quick, cheap, and easy
way to convey key information to all employees. Once all employees have downloaded and engaged
with the app, | plan on reviewing the use of SMS in conveying information and replacing this with the
Employee App. Although this change has not yet replaced all old and time-consuming methods of
communication, it has improved overall communication within the organisation (EV20). All of
Bluestone’s employees have access to the Bluestone Employee App and have the access to post,
comment and like information. This falls in line with our company cultures and values.

There was no individual or departmental resistance to change. | believe this is because most
employees wanted organisational communication to be improved- this was highlighted in the annual
staff survey (EV1).

The app launched successfully with a high percentage of our employees engaging with it regularly
(EV20). | communicate the success and the impact of this change to stakeholders using a report
(EV17). This forms part of the monthly People Services report which is distributed to Team Leaders
and Heads of Departments.

Although the app launched successfully with a high percentage of our employees engaging with it
regularly (EV20), further developments are required to make the app a one stop shop for all things
Bluestone’s employees could need. In January, | am planning to implement further changes on the
Bluestone Employee App including implementing our payroll system onto the app along with a live-
chat function with People Services and a private messaging function. These further changes will
need to be communicated to employees. To do this, | plan on using and distributing user guides,
Toolbox Talks and policies. | will also run optional online training sessions for those employees who
wish to attend.

How effective was my own performance in contributing to the management of change?

The CIPD (2020) Profession Map states that understanding how to effectively enable change is a core
knowledge area meaning it is necessary for people professionals to understand. There are ‘4 levels’



to each area on the:CIPD Profession Map, these are foundational level, associate level, Chartered -
Member and Chartered Fe!iow level.

for this specific change, :.‘.“am working at Associate level. This is because | not only understand.the
importance of planning and'managing change, but how change can also impact people in different
ways and the key elements of a.good project plan (CIPD 2019). o
Specifically, | planned, deiivered; and implemented the communication change in Bluestona. This is

. evidenced throughout thisassignment. | am also able to explain to stakeholders why this change is

" important and happenmg and evidence this (EV1). However, the CIPD Profession Map show that for
some elements of this Lhange Lk am stlii worklng at foundatlon level. For example, | know what a '
business case is, the purpose of it and how to raise it (CIPD 2019). However, in Bluestone only
Directors and Heads of Departments can submit a business case. To demonstrate my knowledge of
this, | created a change plan (EV7) and presented this to my director.

Now the initial change has been implemented, | had a chance to review the effectiveness of my own
performance in terms of contnbutmg to the management of this change.

‘I believe that | communicated well across the organisation. This included explaining why the change
is happening, conveying estimated timelines, communicating updates and work with an external
company to design the employee app to achieve all the objectives set in the planning stage. This is
evidenced throughout this assignment. | communicated using several platforms, ensuring each was
suitable for the audience. For example, when conversing with the external company based in
Scotland, | used Zoom and Teams (EV3/EV10) as this allowed myself and them to use the share
screen function and show app developments and progress. Other platforms | used was phone, email,
and the Bluestone @Work&Home newsletter, evidenced throughout. '

Personal drive, motivation, and time management {Team Enterprises 2006) ensured that the app

was successfully launched ahead of the desired launch date which was the end of 2021. Planning my -
time (EV3) allowed me to balance the launch as well as continue with my day-to-day role and
responsibilities!

Finally, | believe that innovation and vision (Team Enterprises 2006) was another strength. When the
developers had finished designing the app, | was left with a blank shell which | had to create into an
engaging Bluestone branded app with everything employees may need. Problem solving was also a
useful skill during this!

My director and other employees involved in the change have also provided me with feedback
(EV21/EV22/EV23/EV24/EV25/EV26).

To improve, | would have liked to be more involved in the initial conversations regarding the app
including building a business case and costing exercises. However, | am aware that isn’t possible until
| progress within the People Services department.
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Evidence

EV20- Report showing how many employees regularly engage with the app. .
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EV21-Feedback | received from my director on the employee app.

& Public group

Bluestone 5 daysgge & ‘

Stuart J.to CarysR.
Great work!

Put your hands together for Carys who works in the

Poople Services team ., Carys has been working

hard behind the scenes getting this app ready for

launch today! We could not have done this without
you! You ROCK!!

53 likes + 15 Commeonts

Q uKE {O COMMENT

EV22-Feedback | received from my manager.

People Services 9days ago
A

Jessica R.toCarysR.
Great work!

Amazing work with the app set up! Well done! £+, 7}

Jlikes » 2Comments

O LIKE (O COMMENT



EV23-Feedback i received from employees once the change was implemented. . -
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great, well done Cary's and

look , looks exciting .
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Waell dene Carys you have been amazing
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E Well done
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EV24-Feedback I received from employees once the change was implemented.
ﬂ Yvonno RmiSiwersrorn -

well dene Carys you have been amazing

thank you! &
Like » 1Like
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!a Nooh Remisy
Well done

Like « Iliko
s
well done Carys!!
Like - 2likos
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ﬂ Ellen Hemmme -

Top effort!!

Like » Ilike
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Amando Omslise -
Well done %
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EVZ5-Feedback | received from employees once the change was implemented.
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EV26-Feedback | received from Stuart once the change was implemented.
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