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Chloe Tickle
On the job training:
1) Evaluate your knowledge, skills and ability in relation to this area, using definitions from the Profession Map and discuss any development needs with your manager. Record your discussion (300 words max).
Driving change for the good of the organisation is one of the ley aspects of my position at Elliots Hill & Pembrokeshire Care. We have introduced many new ways of working over the last couple of years, coupled with new technology which has streamlined many of our processes. Successfully driving change should improve the workplace culture and enhance inclusivity within the workplace.
As a HR professional, I am involved in all stages of change, right from building a case for change to facilitating the implementation.
I discussed my knowledge, skills and ability in relation to business change with my Director. We agreed that as an organisation we have seen vast amounts of change within a short space of time. Drivers for these changes varied but were primarily driven by external drivers such as Covid-19, which forced us to review our rates of pay and offers of employment to enhance our Company profile within the tight labour market. 
We discussed large scale changes, such as the acquisition of new business and TUPE transfers of which I have supported with the acquisition of one new business and two TUPE transfers. I will soon be supporting the Company directors with another business acquisition in the next few months.
Further to a review of the profession map in relation to ‘Change’, we agreed that I am currently working between Associate level and Chartered Member level and that I was competent at the following change areas within the Chartered Member level:
“How to use a broad range of evidence (e.g. external insight, benchmarking) to develop a costed business case” – evidenced in my implementation of the ‘Employee of the Month’ scheme where I utilised feedback from employee surveys, benchmarking figures for employee turnover etc to proposed a costed business case. This has now been successfully implemented across both Companies.
“How to assess the best ways to achieve and sustain change” – evidenced through the successful implementation and adaption of the above and the implementation of new IT systems within the Company.
We also discussed areas for development and we both agreed that I need to build on the following capability:
“How to listen to, engage and mobilise a range of stakeholders to enable change and build capability”. We discussed the ongoing difficulties with engaging other members of the senior management team with new initiatives and projects and agreed that I would try and develop on inclusivity when rolling out business change to try and enhance buy-in from managers.

2) SWOT analysis of an impending change.
Change: Utilisation of foreign workers under the skilled workers Visa application scheme – Carers.

	Strengths
	Weaknesses
	Opportunities
	Threats

	With many teams and the overall Company significantly understaffed, the utilisation of foreign workers will fill in the current vacant positions which we have that we cannot fill.
	There may be language barriers which will impede the ability of the workers to support our customers to a certain extent. 
	The additional staffing availability will support us to grow our business by allowing us to pick up additional packages.
	As an alternative way of recruitment which we have not trialled previously, failure to achieve the outcomes required could have a financial risk to the Company.

	Service continuity will be maintained as we will have adequate staffing numbers to service calls.
	Some customers may prefer to have ‘local’ carers support them on a day-to-day basis. There have been instances where complaints have been made with regards to language barriers between the customer and staff member.
	We will be able to build ‘teams’ in new geographical market areas which we have not yet accessed.
	An inability to embrace foreign nationals by our current staffing team due to ‘language barriers’ could stifle the success of the change.

	The addition of new staff members will create a more stable environment for the current workforce and support with the reduction of hours.
	The cost of employing international staff is a lot greater than traditional recruitment techniques and therefore this is potentially an unattractive financial option.
	The opportunity to expand the business to include a ‘companionship’ service.
	To utilise foreign nationals, strict government guidelines apply, and therefore we must ensure that we are not in breach of any visa regulations or home office guidance.

	The addition of new staff members will support us in the transition to ‘shift-based pay’, which will significantly reduce the availability of the current staffing team. Transitioning to shift based pay should reduce staff turn over and enhance the work life balance of all of our staff.
	
	
	There is the possibility that foreign staff may leave our employment after they have received sponsorship, if an alternative Company offers them better terms and conditions. We would still be required to pay the agency a significant amount of money but with no pay back.

	We will be able to agree to more flexible working requests, as the enhanced staffing availability will support a reduction or change from other staff.
	
	
	



Having discussed the HR implications of the change with my Directors, here is a summary of the project over view, drivers for change, what we hope to achieve and why, and how we will achieve this along with implications of this change.
Overview
The last 24 months have been particularly challenging for the social care industry, particularly the Dom care sector. I have been monitoring our KPI’s for recruitment, attrition and application rates for 24 months, and I have highlighted these to my directors at regular intervals. I have also had to make difficult decisions to hand back care packages to the Local Authority as a result of an insufficiency of staffing hours in comparison to the package hours. 
Further to our most recent financial review, we agreed that the business would soon become unviable should a change not occur. In order to remedy this, we agreed that the only solution would be to access more staff otherwise further packages would need to be handed back.
We discussed the difficulties that we currently face, with staff working well over contracted hours and often picking up at short notice, causing an influx in flexible working requests which were subsequently declined due to an “inability to reorganise work among existing staff” and “an inability to recruit additional staff”. As a result of this we received more resignations which resulted on more pressure on existing staff and more packages handed back. This has become a vicious cycle.
In addition to the above, there are also difficulties with the pay structure which means staff are only being paid for contact time rather than shift based pay, contributing to a poor work life balance.

To summarise the changes, we agreed the following:

· Make steps towards transitioning to ‘shift-based pay’
· Commence the recruitment of international workers to enhance our current staffing capacity
· Consult with the current workforce to transition to shift based pay and consult regarding availability
We discussed the implications of the above:

Transitioning to shift based pay
· The current contract from the Local Authority does not allow for an enhanced payment for shift-based pay at present. There is a possibility that this will come in to force in September, therefore any changes that are made to enhance the travel time portion would need to come from the April uplift, resulting in a smaller increase to the hourly rate, thus leaving the potential for us to look less competitive than other Dom care companies, but with a view to transitioning to shift based pay in the next few months which would outweigh the benefit of a slightly increased hourly rate.
· This would significantly reduce the availability of staff as they would no longer be paid on contact time. As we are already short staffed we would be unable to service calls
· We would need to consult with the entire staffing team which would be time consuming, although the prospect of opposition is slim

Recruitment of International Workers

· This is a costly and time-consuming process
· There are a great deal of home office guidelines
· We are required to source 6 months of accommodation which is proving extremely difficult
· There is a risk that the international employee would move to a different company after we have sponsored them, and we would be unable to get our money back
· Contract considerations to factor in the Certificate of Sponsorship and Visa/right to work etc.

To summarise, we have agreed that change needs to happen ASAP to ensure that the Company can begin to make a profit. In order to achieve this we have agreed the following steps will be taken:

· We are in the process of applying for our Certificate of sponsorship
· We have reviewed the current staffing availability V proposed availability after consultation and conducted a gap analysis. Thishas enabled us to identify an area for the international employees to work in. 
· We will then commence consultation with the current staff.


Stakeholder Mapping Worksheet
Stakeholder Influence/Interest Matrix
For each key stakeholder, characterize them using the following stakeholder influence grid.

	Influence
	High
	Keep Satisfied
	Key Players

	
	Low
	Minimal Effort
	Keep Informed

	Low
	High

	Level of Interest



Stakeholder Grouping
Project: Change: Utilisation of foreign workers under the skilled workers Visa application scheme – Carers.

	Stakeholder Name
	Influence Level
	Level of Interest
	Stakeholder Grouping

	Marketing
	Low
	High
	Keep Informed

	International recruitment agency
	High
	High
	Key players

	Company Directors
	High
	High
	Key players

	Current staff members
	Low
	High
	Keep informed

	International staff
	Low
	High
	Keep informed

	Accounts department
	Low
	Low
	Minimal Effort

	HR Department
	High
	High
	Key players

	Pembrokeshire County Council - Brokerage
	High
	Low
	Keep Satisfied
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