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LO1: Management of Change– Development Needs

Using the new CIPD Profession Map, I am going to evaluate my knowledge, skills and ability within this remit and discuss any development needs with my line manager.

Introduction

CIPD define this area as “taking a structured and planned approach to change in order to ensure that change happens in a considered way” (Change, CIPD Profession Map, 2020).

Having looked at the four levels of ‘change standards’ it was agreed that day to day I fall within the foundation level; I understand the basics along with the underlying principles for planning for change, however, certain areas could do with development.

Planning Change

I understand the importance of planning change within our organisation by ensuring employees are involved at the initial stage of change. This is achieved by ensuring employee’s voice is heard from the very beginning to obtain feedback and iron out issues or concerns to ensure a smoother process. This is normally achieved via a focus group.

To develop my skills further, I need to look at other approaches, along with their advantages and disadvantages, to meet the specific needs of the stakeholder and consider the whole workforce. 

Support People

It is evident people are key to change so looking at how change impacts people as individuals is an area that requires development. 

Researching models of change would be of great benefit. It would enable me to identify areas employees are in and look at how to steer them to the acceptance stage. For instance, models such as Kotter, McKinsey 7-S or ADKAR.  

Tools and Techniques

An understanding of different techniques that could be used to communicate change. The development of a communication strategy and what should be included would be of benefit as it will capture all stages / stakeholders.
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LO2: SWOT Analysis of Business Partnering

	Strengths
	Weaknesses

	
· Easier flow of information: Each manager would have a designated HR Advisor to assist with any queries 

· Strategic: HR will be in a prime position to evaluate, influence and develop solutions to assist the leadership team achieve their objectives and vision.

· Development opportunities for staff – splitting the workload will provide opportunities for staff to develop their knowledge in different areas of HR such as Employee Relations, Establishment & Occupational Health.


	
· Hierarchy Structure: This can be quite time consuming for decisions to be made and delay the implementation process.

· Lack of clarity regarding what new roles will look like in the new structure.

· Lack of autonomy.


	Opportunities
	Threats

	
· Connected: Effective business partnering builds productive relationships that improve collaboration. 

· Potential of implementing new technology.

· Redesign processes to become more efficient: Look at the policies and procedures in place and identify improvements. 



	
· Resistance to change by members of staff within the department.

· Line managers unwilling to take on additional responsibilities as they may feel its “not their bag”; its HR issue.










Analysis

MAWWFRS is in the process of undergoing a series of changes whereby the aim is to develop a ‘business partnering approach’ to the ways of working.

In view of the above I have completed a SWOT analysis that the impending change poses on MAWWFRS.

HR Implications

Agreement by Senior Management to Department Restructure 

For any change initiative to be successful it is vital that Senior Management are seen to be on board:

“Successful change management requires a large commitment from executives and senior managers. Leadership from the senior team is the most significant factor in helping employees to buy into and support needed changes” (How to Provide Executive Support and Leadership in Change Management, 2020).

Therefore, due to the structure of the Service, a detailed proposal report will be prepared for the Strategic Workforce Group initially, followed by presentation to the Executive Level Team. The report will include an explanation of the proposed structure and Service Level Agreement. It will clearly outline the benefits to the restructure and the set the commitment standards to support Line Managers. 

Gaining their approval will ease the roll out of business partnering. 

Engagement

Prior to making any changes, it is critical that HR interact with ‘customers’ throughout the Service in order to establish what the current baseline is in order to identify areas we are doing well and those that need more attention. Therefore, in the future HR can measure how the changes implemented are impacting on the service over time.

To achieve this, HR can formulate questions covering most areas that we deal with and issue a survey via Survey Monkey. The survey will be anonymous which will provide honest answers and enable HR to provide a Service that supports the ‘customer’ within their role. After all, the number one driver of employee engagement during times of change is the ability to be involved in decision making ((Understanding Change and Its Impact on Engagement, Engage Blog, 2017). A survey would achieve this as it would involve the workforce and ensure their voice is heard and potentially impact the way decisions are made.

. 

Change of Roles and Responsibilities

The proposed business partnering model will introduce a new team role within the new structure, for example the introduction of a ‘Support Team’. This will alter the roles and responsibilities of members of staff within the department. 

In view of the above, the HR Management team will need to draft job descriptions to reflect the new arrangements and meet with individuals to provide them with a copy for consultation prior to implementing the structure. 

Communication

CIPD advise that communications should be effectively addressed as part of a change process (Change Management, Factsheets, CIPD, 2020). 

Due to the nature of the change, the following implications were identified for HR:

· Arrange Line Manager briefing sessions regarding the HR transformation to present to commands to show how it will work in practice and provide an opportunity for Q&A sessions.

· Issue monthly Staff Communication to keep the entire workforce up to date regarding progress.

· Create a designated ‘Teams’ page on the @Work intranet under the ‘Human Resources’ section for staff to join should they be interested and want to keep up to date on developments.

Training

Business partnering will be a learning curve for members within the HR department along with line managers out in Command as more responsibility will be placed on them to deal with certain HR issues / queries. HR will have a duty to ensure that the appropriate training is provided to the workforce by means of training sessions out in commands, toolkits, refresher training of policies / procedures. The creation of a team upskilling schedule in preparation for the new structure will ensure individuals feel confident as a ‘multi-skilled’ member. 

“To increase managers’ skills, HR should provide training that is tailored to the specific change initiative and the competencies necessary to lead successful change” (Managing Organizational Change, 2018).





Bibliography

· CIPD. 2020. Change Management | Factsheets | CIPD. [online] Available at: <https://www.cipd.co.uk/knowledge/strategy/change/management-factsheet> [Accessed 19 December 2020].

· The Balance Careers. 2020. How To Provide Executive Support And Leadership In Change Management. [online] Available at: <https://www.thebalancecareers.com/executive-support-and-leadership-in-change-management-1917803> [Accessed 18 December 2020].

· SHRM. 2018. Managing Organizational Change. [online] Available at: <https://www.shrm.org/resourcesandtools/tools-and-samples/toolkits/pages/managingorganizationalchange.aspx> [Accessed 19 December 2020].

· Engage Blog. 2017. Understanding Change And Its Impact On Engagement. Engage Blog. [online] Available at: <https://www.achievers.com/blog/understanding-change-impact-engagement/#:~:text=Employee%20participation%20in%20decision%20making,be%20involved%20in%20decision%20making.&text=Particularly%2C%20in%20times%20of%20change.> [Accessed 18 December 2020].























Mid and West Wales Fire and Rescue Service

Business Partnering Communication Strategy

1.	Introduction

Mid and West Wales Fire and Rescue Service employ over 1,300 members of staff and cover about 12,000 square kilometres – almost two thirds of Wales.  

The Executive Board is the highest management function within the Service and is comprised of the Chief Fire Officer, supported by three other Principal Officers responsible for the Service Delivery Directorate, Resources Directorate and the Operational Support and Improvement Directorate. 

Each of the four management Directorates within the Service is comprised of separate Departments. The roles of these departments are varied addressing functions such as Business Fire Safety, Front-Line Operations, Control Room Activities and Finance for instance. 

2.	Issue

Mid and West Wales Fire and Rescue Service is in the process of undergoing a series of changes, whereby the aim is to develop a ‘Business Partnering’ approach to the ways of working. 

This approach has created a hierarchy within the department, for whom employees are to contact: Service Support, Advisors, Managers all of which is over seen by the Head of Human Resources. 

For the change to be successful HR Managers will need to ensure that: -

· Key Policies and Procedures are accessible and communicated to Line Managers.

· Toolkits are designed and readily available for Line Managers to use.

· Training is provided. 

· Engage with Staff

The aim of this Strategy is to support the achievement of business partnering; to give clear direction in relation to HR management practices; to improve the employee experience; and to concentrate employee efforts to improve service delivery and the customer experience.


3.	Research

In developing this Strategy, consideration has been given to the profile of our employees across the organisation and their preferences for communication based on previous exercises undertaken. 

This Strategy will set out how Human Resources aims to meet employee expectations during the transition of Business Partnering. 

4.	Objectives

1. Reduce the fear of change throughout the Service

· Show transparency; Pro-actively consult with Commands, Departments and Employees at an early stage by seeking their views through surveys and focus groups and act on the findings. 

2. Empower Line Managers

· Provide managers with a framework to manage their staff; provide toolkits to ensure consistent application of procedures.

· Upskill managers to allow for creation of a devolved HR service by providing training and briefing sessions.

3. Modernise Approach to Communication

· Tailor the communication to meet the needs of the audience; it is not a one size fits all approach. For example, create a designated page on @Work for users to view at their own leisure, design and issue a HR transformation bulletin electronically and create short videos to provide a verbal update.

5.	Review

This Strategy will be reviewed annually to ensure it remains fully relevant.












Summary of Discussion with Line Manager

“A communication strategy is designed to help you and your organisation communicate effectively and meet core organisational objectives” (Developing a communications strategy — NCVO Knowhow, 2017).

With the above definition in mind, I developed a communication strategy in preparation for the roll out of Business Partnering with three key points in mind:

· Reducing Fear: Staff fear the unknown. Consultation is key throughout the role out of Business Partnering with departments/commands to demonstrate what it looks like for them and how it will benefit the workforce. 

· Empowerment: Provide all the appropriate training / toolkits for line managers to use so they are fully aware of what is going to be expected of them. Iron out issues before the “handover” commences. 

· Tailor Communications: Age profile varies throughout the workforce therefore identifying various methods to use to communicate to the workforce with will ensure consistent engagement.

To achieve the above, my Line Manager and I briefly highlighted the following points:

Reducing Fear

Resistance to change is a natural reaction and requires new ways of thinking and doing. Employees don’t fear change, though, they fear the unknown (How to Reduce Employee Resistance to Change in the Workplace, 2019).

Therefore, to achieve this objective we discussed:

· Providing in-house workshops to the background of business partnering and what it means for employees. Clearly demonstrate a comparison between the old way of working to the proposed new way of working to show transparency.  
· Arrange consultation meetings with individuals in the HR department to advise of what their new role may look like within the new structure and resolve issues prior to the change. 
· Hold focus groups for an open question and answer session to identify areas that perhaps staff require more information on. This will also provide an opportunity for networking informally and to potentially share ideas they may have.




Training

As a direct impact of ‘HR’ elements being devolved back to line managers, a comprehensive training package will be required, so line managers feel confident of what is expected of them, and it will provide them with the confidence to ensure correct decisions are made without the continuous reliant on HR. 

To achieve the objective, we discussed:

· Schedule Line Manager briefings in each Command for Line Managers with a view to adding the details on how it might work in practice.
· Create a HR Team upskilling schedule for when we move to the new structure, so individuals feel confident as a ‘multi’ skilled team member.
· Arrange training sessions on individual topics along with toolkits so line managers all have the same training and familiar with how processes work, for example, discipline and grievance.

Tailor Communications

MAWWFRS employ over 1,300 members of staff and cover about 12,000 square kilometres – almost two thirds of Wales (English - Mid and West Wales Fire and Rescue Service, 2020). The age profile varies and there is no “one size” fits all approach to communication. 

To achieve the objective, we discussed:

· Issue of a monthly newsletter with set headings to provide updates to staff on where the “transformation” process is, and this will continually engage with staff to avoid “rumours” which may arise.
· Create a designated page on @Work for business partnering for employees to join should they wish to do so.
· Upload short videos to appeal to the younger generation to keep them interested and feel involved throughout the process. 
· Publicising milestones of the transformation to the business partnering method.
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