


   


BMSK6003 Leading and Implementing workplace change




During the last 18 months there has been a need to change the way we go about our daily lives due to the outbreak of COVID-19 in 2019. In March of 2020 the decision was made by the government to impose lockdown measures to help stop the spread of the virus and to protect the public. In his statement the Health Secretary Matt Hancock announced that the public had to stay at home and were only allowed to travel for essentials such as grocery shopping, travel to and from a place of employment unless your work can be done from home, care for a vulnerable person or to exercise alone which had to start from your home. This decision was also challenged by the opposition, Shadow Health Minister Jonathan Ashworth, calling for further clarification on which workers still need to attend work as employment which is classed as non- essential businesses will be closed and what support measures will be introduced for mental health, those at risk of domestic abuse and the most vulnerable. (Anon, 2020). However, for the employees that could work remotely how has this impacted their working and personal lives. Looking at the impact that the pandemic has had on organisational change, employee’s health and well-being and life/work balance and support that has been implemented because of remote working. 
                   
1. Critically analyse the current forces for change in the organisations micro and macro environment that can impact workplace culture and capability.
 

Most of the time change can be minimal and have a small impact on your day to day working life but due to the pandemic there was a need to implement greater changes. When adopting significant change in an organisation it can have an adverse effect on employee’s performance and wellbeing. The Coronavirus pandemic quickly spread organisations, governments and people had to transition to remote working. The impact that the virus had on people within an organisation, internally and externally, the need for safe systems of work and safeguarding the wellbeing of employees was essential. The pandemic required multiple transformations and having a change management strategy in place which focuses on communication, coaching, training, and adopting to the new ways of working needed to be put in place. (Kumar, 2019). The effect the pandemic had on employees can be compared to the Kubler Ross Change Curve which was originally developed to understand the grieving process but is now widely used in change management. It is used to assess where a person is on the curve and can help you to determine when to communicate information, what support may be required and how best to implement the changes. A person when dealing with change goes through the stages of the curve, during the pandemic we all experienced various stages from shock and denial on the seriousness of Covid-19, anger at others who refused to observe social distancing and lock down rules, depression from being isolated from others and not being able to see loved ones or being part of a team environment, anxiety when having to leave the house for fear of contracting the virus, to acceptance that this is how things are at present and hope that we will eventually return to how things were. Although everyone’s reactions may be different at certain times, we all predominantly display the emotions and have these feelings (2021). Through the lockdown phase I can empathise as I also felt times of anxiety and isolation from having to work from home and missed the team working element of my role. As managers it is important that we maintain regular contact with the team and use emotional intelligence through support and coaching. As at times we need to read between the lines and listen to what is not being said when speaking with individuals who may say they are feeling fine and coping with their workload but their work or attitude is not at the usual standard for the individual. 



PESTLE and SWOT


Pestle or SWOT analysis is used to determine the effects that these may have on an organisations ability to adapt to changes (Appendix A) (Appendix B) is an example completed on my organisation. There are some elements of the Pestle analysis that may not have a direct impact to certain roles such as the political and economic aspect as this would be dealt with by higher management and communicated to us via email or conference calls via Teams and public/government funding tutors are encouraged to run sessions via Teams and continue to maximise attendance of learners as this generates funding through completion of timesheets. Sociological impact is essential as we are then able to check on learner welfare and ensure that they are supported. Running engaging sessions enables the learner to have some normality, structure and to engage with their peers. Although most learners do stay in contact with each other through social media, phone and video calls these sessions also provide a social platform. Technology lets us keep in contact and to provide the learning and support to our learners through the pandemic. Learners have been able to complete work, engage with each other, contact the tutor for personal support needs and for the staff team we have been able to support each other and share our own lockdown issues with line managers through completion of 1-1 meetings or any general queries or concerns we have. As a business we were also given permission to order extra IT equipment for learners who did not have use of equipment at home, tutors used resources for online safety to ensure that learners understood how to say safe, what they were sharing and how to keep personal information secure. This is also embedded into the sessions that we deliver as part of Safeguarding. Through this they were able to access the relevant teaching and learning resources, so they were not disadvantaged. Legal implications were taken care of at a higher level through the purchase of licences by the organisation this allowed access to sites such as Microsoft Office 365 to enables us to complete our roles. Tutors were also encouraged to use resources but were also made aware of copyright regulations and to be aware when downloading resource materials. Health and Safety management was also taken into consideration as some learners remained in their work placements such as retail, construction, and care. Regular learner health checks were completed on a to ensure that they were remaining safe completing twice weekly lateral flow tests and keeping tutors up to date on their general welfare. The environmental impact that lockdown has had on the organisation is that it has moved us to work more as a paperless organisation and that all travel was limited unless permission from your manager was given, such as travel to the office.



Macro and Micro environmental effects 

The effect on the micro and macro environment that the pandemic has had is that it has changed the way we operate in our work and home lives. The macro effect is that it changed how we operate as an organisation thus changing the performance of roles, decision making and having strategies in place to ensure that we continue to provide a service to our clients and that internal/external stakeholders are aware of the decision-making processes and consulted. The decisions made by the government to impose lockdowns placed additional demands on educational organisations and evidence suggests that additional investment will be required to ensure that all young people’s education will not be interrupted (Foster ,2021). The micro effects are more toward how it effects the organisation operationally and the individuals within it. This will influence how we perform, processes we use, can we meet the need for clients/customers and are we capable of achieving this with the resources we have. In education the micro effects also take into consideration employee and student well-being, evidence suggests that during the lockdown period there was an increase in mental health issues. A survey conducted by Young Minds showed the negative impact that lockdown had and the concerns that teachers had on student well-being. “74% of respondents agreed that schools being closed to most students over the period of lockdown has had a negative impact on the mental health of young people. 88% of respondents agreed that a lack of structure and routine has influenced student wellbeing, while79% thought that increased anxiety stemming from the pandemic has had an effect.” (YoungMinds, 2020). A survey completed by the Office of National Statistics (ONS) highlights that during the lockdown there were also increases in anxiety and loneliness within the adult population (Stickland, 2020). The effect of employee wellbeing also has an impact on their capability to perform their roles and employers need to evaluate the support that they can offer and embed the support into their workplace culture, although this may already be embedded within the work environment when remote working it can highlight barriers to performance in achieving the company’s vision and objectives. When managing a team remotely it is advised that as the leader that you should agree ways of working through regular structured meetings, remind them how the work they are doing has an impact on achieving results for the organisation and supporting the clients they work with, promote trust in their capabilities and provide support when required, communicate effectively when sharing information and ensure understanding and make time for each employee through promoting open wellbeing platforms to discuss wellbeing and inclusion. (CIPD, 2021). 


Within my organisation, work-based learning, we had to move to remote working and change how we interacted with our learners as well as working together. This was challenging due to ensuring being able to deliver our services to all learners who had access to technology, their own or loaned from us, the appropriate support and if they were continuing in their work placed environments that they had regular contact for well-being and safety. Employees also attended focus groups and webinars to up skill their knowledge on systems, apps, websites to be able to educate learners through remote delivery. Regular staff meetings were scheduled to keep us updated on any changes to provision or government updates. As a line manager I had to ensure that I was continuing with staff 1-1 meetings and general health checks to make sure that they were coping with the workload or if any support was required. Evidence suggests that the change to home working or “hybrid working” employees would need to adapt their skill sets to use collaborative tools to stay connected with colleagues and clients. Communications would now be in the form of email, phone, or internet. Strong leadership skills are required to lead and oversee employees for accountability of workload but to also mentor them using emotional intelligence. (2020) A proposal of a change of work pattern during the pandemic was made to support the work/life balance and to also incorporate those with dependants suggested as some were also completing blended learning with their children and needed to support them. It was agreed that there could be a change in working hours for example some staff members wanted to start earlier and finish later so that they could incorporate the home learning, this was also open to other staff members for equal opportunities. This was fed back to higher management, and it was agreed that staff were able to work between the hours of 7.30am and 6.30pm to complete their daily hours. By agreeing this it demonstrated the organisation was flexible in its approach to changes in working hours, promoting a culture of trust in their staff to manage their own workload and complete company objectives through self-management. 

When remote working during the pandemic employees and managers will develop their hard and soft skills to complete their roles. Evidence suggests that soft skills includes good communication, accountability for workload, collaboration, and teamwork through working effectively in a team and sharing of resources, being creative in ways of working, changing perspectives through sharing knowledge and experiences and providing counsel when required to learners and colleagues, being productive to ensure goals and objectives are met and results achieved, social awareness being able to relate to others and support the needs of others. (Perna, 2021). According to Alex Bouaziz CEO of DEEL agrees and suggest that as well as having good communication skills both written and verbal, workers also need to ensure that they prioritise and organise their working days to ensure that they stay focused, consistent in their work and have the relevant equipment. He also highlights that home working can be difficult as there are many distractions, and some had opted to return to the office. He also suggests that the hard skills come down to the company’s ability to provide employees with the use of technology which will enable them to perform their roles. (Bouaziz, n.d.) For managers to manage remote teams they must ensure that they are providing clear and direct communications on how the work will be conducted through expectations and the achievement of results. Promoting a culture of self-direction and personal responsibility will provide the right structure, resources and processes will need to be in place with clear clarity of expectations. If this is in place managers can the work on the trust element for employees to fulfil their roles. Managers also need to ensure that they do not micromanage their employees as this will be non-productive. Moving from face to face to a culture of remote working will provide other challenges when dealing with staff advancement, training, mentoring/coaching, creativity, and innovation managers will need to have a performance management process in place which incorporates the new conditions. According to Niall Eyre “Written communication is a key skill for remote working leaders. Precise, concise, effective language is imperative. It needs to be open, honest, and authentic. That is what’s required to lead successfully in a remote working world. “(Eyre, 2020). To implement this process of change you can use McKinsey’s 7 model due to its flexible approach it focuses both on people and process within the organisation. It also focuses on the organisations shared values, employee skills and knowledge, organisational strategy and structure, management style and systems to implement the change to remote working and factors that need to be considered (Appendix C). (Airiodion (AGS), 2019). Within my organisation as we were already working as a paperless organisation all resources that we needed were saved to our databases, so we were able to access them remotely which made the transition to home working easier. The use of Microsoft packages enabled us to stay in contact with each other through Teams for well-being and support and regular meetings were scheduled to keep communication channels open for team meetings with line managers or wider management meetings to keep informed of any updates or changes to policies. It was challenging to begin with to get learners to interact this way and continue with their learning but with support from tutors they began to embrace the new way of delivery.



2.Evaluate how organisational stakeholders can be efficiently led through complex workplace change   

Stakeholders within an organisation need to be kept aware of workplace changes as they have a vested interest within the organisation. Stakeholders are categorised as internal and external. Internal stakeholders are employees, managers, and directors. External stakeholders are customers, suppliers, shareholders, governments, society, and creditors.  Within my organisation our key stakeholders internally are employees, managers, directors and externally are our learners, employers who provide work placements, support agencies, Careers Wales, Department of Work and Pensions, local authorities, and governments. During the pandemic it was essential that we kept all stakeholders informed of how services would be delivered, and support given to customers and learners. With wider management liaising with local authorities and government for information and guidance around funding, expectations of delivery of programmes and barriers that this may present communicated the information to managers and employees. Government guidelines for educational facilities to follow were put in place and that the learner needed to be at the centre of all decisions being made. Multiagency working and keeping parents/guardians/carers informed of the process and access to additional funding for learning support was available for vulnerable and disadvantaged learners who needed further support. (GOV.WALES, 2020). Kotter’s 8 step model of change would be implemented to manage the change due to the pandemic requiring an urgent reaction requiring the support of stakeholders and communications with the staff for ideas on the best way to work remotely. Developing a strategy to ensure success and engagement of our learners and supporting the employers we work with. Communicating information to internal and external stakeholders so they are aware of changes to provision and how the changes in service will affect them and to reassure them that we will work to elevate barriers, where possible, so the learners can continue their learner journey and the organisations values and beliefs in supporting them to reach this will continue. The advantage of using this model is that it has a step-by-step guide to the process of change but does require that there is employee involvement and that support mechanisms are in place from higher management. The disadvantages of the model are that the steps need to be followed consistently to ensure success of its implementation. (Kotter's 8 step Model of Change, 2021) The model, however, does provide a structured approach and would require planning beforehand but due to the situation of lockdown and being placed in a situation that there was no real plan for but due to the commitment and resilience of the team we were able to pull together to continue to support our learners although there were barriers that we faced but worked together to find solutions to overcome them.

Communication with Stakeholders Internal/External

At the start of the lockdown in March all staff were instructed to work from home and to contact all learners, employers, and parents that the centres were closed and any learners that were on work placement were to stay at home to safeguard their well-being. All learners were contacted via phone and emails were also sent out to reassure them on why the decision to close centres was made and how going forward that we would continue to support them and continue with their learning using online delivery. Tutors stayed in contact withy learners and arranged online session through Teams, if a learner did not have access to a laptop or had issues with internet connectivity it was arranged that resources would be posted out to their home address and tutors would arrange regular contact via telephone to support them. Chromebooks were made available to learners and were delivered to their home by staff observing Covid protocols such as wearing masks and observing social distancing. Staff completed weekly logs to document contact with learners and the information was collated and communicated to stakeholders as evidence of contact and work being completed for attainment. Employers who offer work placements were also contacted by engagement officers to discuss learner access to placements, due to some businesses being classed as non-essential and having to close due to lockdown this did not cause disruption and the learner would complete work to upskill their literacy and numeracy skills. Some businesses classed as essential such as retail, construction and health and social care remained open and asked if it would be possible for the learner to stay on with them. In this instance permission was needed from higher management and risk assessments needed to be completed to assess the learner safety. Parents were also contacted regarding the safety and welfare of their children and if under the age of 18 would they give consent for them to continue with their work placement. Risk assessments were discussed, and copies were issued to them for them to understand that their child’s welfare and safety was important to us and contact telephone numbers were given to them so if they had any concerns, they would be able to discuss them with a tutor or engagement officer. All employers provided their own risk assessments and received copies of government guidelines which needed to be followed (Annex A: health and safety risk assessment, 2020). As we are responsible for their safety as an organisation, we provided personal and protective equipment to them this consisted of face coverings, lateral flow tests and hand sanitisers which were given out by engagement officers maintaining Covid protocols when meeting with them. Contact was consistent with learners, and they were encouraged to complete twice weekly lateral flow tests and inform us of the results to update on any cases of positive Covid tests or cases of isolation if they had been in contact with anyone testing positive, specifically those working in a care setting where there was a greater likelihood that they would meet a person who may have the virus.  Learners were asked to report results of tests and the information is passed onto management which is then collated by area into a report for the Welsh Government statistics. 



Remote/blended learning Challenges

Working remotely had its challenges at the start due to not being in a traditional classroom setting to completing remote or blended learning using digital platforms such as Zoom and Teams. Tutors had to rise to the challenge and go above and beyond to ensure that opportunities for education is given to all learners and that they felt supported and reassured through online delivery. Evidence suggests that all teachers, tutors, and lecturers felt the same as the pandemic had placed us in a position that we had not encountered in a blog by Loise Ross at Aberdeen University she highlights some of her thoughts that in the beginning of remote learning it felt like looking at a black screen with names on and few were reluctant to engage and wondered if students were paying attention. As time went on students started to grow in confidence and used the chat option to communicate and then slowly started to turn their cameras on and unmute their microphones. This in her opinion made the sessions more interactive as they started to ask and answer questions like they did in lectures. (Ross, 2021). I can empathise with this as online learning can be difficult and some people do not feel comfortable with being on camera and having a microphone on. The chat function is a good tool to use in this instance. Although, it can be difficult to motivate students to attend sessions and participate as at home there is other distractions around you unlike when you are in a classroom setting. Surveys completed by Oxford University with students and teachers suggested that students preferred to learn in the classroom rather than on-line as they found that they were not feeling motivated, isolated from others, and felt that there were high workloads. Teaching staff felt that they found it difficult to connect with students as a negative of online learning but did see an advantage to teaching this way and enhancing the student experience. (Polat, Van Dam and Bakker, 2021). YouGov also argued that that some teachers felt that a lack of investment in technology left them unprepared for remote learning. Although, some foresaw the effect the pandemic would have and put provision in place prior to the lockdown, had a plan and communication in place on how they would deliver remotely. Others felt that overloading staff, parents, and pupils would add to confusion with too many learning platforms. The conclusion was that only a few schools/colleges/universities were prepared and that more should have been done in preparation for this. (Remote education research, 2021). Although the transition to blended/remote learning proved challenging in the beginning teachers and students overcame barriers such as technology, new ways of delivering subjects through new resources or adapting ones that were already being used. Educational platforms were available via BBC Bitesize and DfE Online Education Resources (National learning platforms and tools, n.d.). Some of these challenges we also came up against through some learners being less motivated to engage due to having less structure than when attending centres, but others were happy to continue and found that remote learning was beneficial. Learners also opted to stay in their work environments during the lockdown as this gave them a sense of normality as they did not want to let down their employers where they had potential job opportunities waiting for them. Parental consent was given for them to stay in placement as their parents did not want their children to lose out on gaining employment or apprenticeships due to the pandemic. Again this was showing that with open communication was beneficial as parents had gained trust in us as a provider and knew that the service we were providing had been beneficial to their children in securing meaningful employment and providing opportunities and work skills that they may not have had without support.

Return to Learning

Lockdown measures have now eased, and we have now returned to more face-to-face learning, this has been welcomed by staff and learners as we now seem to be returning to the new normal. Although there are still measures in place and guidelines that must be followed to ensure that we are still trying to control the spread of the virus and if there is a rise in cases locally decisions can be made on whether to return to remote learning to protect staff and learners or to limit numbers in the classroom (GOV.WALES, 2021). This can be looked at a centre-by-centre basis and if there is a need to close wider management will be consulted. Blended learning is still being used in some instances where some learners are still anxious about returning to the classroom or if they are isolating after a positive test or been in contact with someone who has. The Welsh government has liaised with providers and set up working groups which are attended by wider management in the organisation. Welsh government want to hear what concerns teaching staff have on returning to face-to-face learning and what our learners and parents think and feel about returning to the classroom. Monthly meetings with wider management to enable them to communicate what is discussed with the Welsh government and allows us to complete surveys or speak with learners and parents/guardians/carers to see what concerns they may have on returning to face-to-face learning. This information can then be collated, and feedback can be given on how the pandemic and blended learning has affected them. Some of the issues that has been communicated through meetings is that evidence suggests that there has been a rise in the mental health and well-being of young people, referred to earlier in this report, that due to a disruption of routine, lack of contact with peers and loss of pastoral support or contact with trained professionals due to lockdown. The government expectation is that as providers that we continue to provide as much support as possible and to keep sign posting learners to professional services. Regular well-being checks continue with the most vulnerable and provide support where necessary (2020). Although the government have highlighted their expectations of providers to provide pastoral support to learners and sign post them to relevant agencies many of our staff have good working relationships with external agency partners and continue to have regular contact with them regarding vulnerable learners and are able to air any concerns that they have on the well-being of individuals and are able to put support plans in place through collaborative working. Working in this way supports the work we do with external stakeholders and the benefit it has to our learners. We highlight stakeholders we work with in our self-assessment report (SAR) that is completed on a yearly basis this analysis of provision allows us to evaluate the work we do and how we can improve on results and is also shared with ESTYN in Wales and Ofsted in England. A quality improvement plan is put in place to highlight the strengths and weaknesses in provision and what can be done to improve statistics a SWOT (Appendix B) analysis can highlight findings but is generally less in depth than a SAR. (2016). The SAR will form a platform for improvement for the upcoming year and employees are asked for their input on how changes to provision can be made to ensure success and achievement of the plan. To conclude, the importance of having support from internal and external stakeholders is essential for any business and to keep all parties with a vested interest in an organisation informed through good communication and collaborative working can only support the success of an organisation. Involving internal stakeholders in decision making benefits productivity, morale, teamwork and employees are useful resources as they are the people who are working in the roles and to use their knowledge and expertise in decision making as they understand the business well and all processes that are used and have a greater understanding of the day to day work completed.




