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1.	Evaluate your knowledge, skills and abilities in relation to this area, using the definitions from the Profession Map and discuss any development needs with your Line Manager.  Record your discussion.
Having discussed change management with my Line Manager I explained that on occasion I felt I was not always provided with the necessary information or consulted with in a timely manner to enable me to implement a ‘’structured and planned’’ approach to change. (CIPD, 2019)  I also highlighted that prior to the CIPD course I had not been aware of the variety of change management models in existence to assist with the process, although had subconsciously followed some of the models adopting a contingency approach. (ACAS, 2014)   My line manager outlined that I had always expressed the importance of people when implementing change (Hemerling, 2016) and was people focused considering how change may affect people in order to anticipate any areas of resistance. (Geraghty, 2019)   We both agreed that one of my areas of strength was supporting people in general and that this was also evident when supporting individuals through change, (Hemerling, 2016) although at the same time I was mindful of the business need for change (CIPD, 2019) and could communicate this well displaying a collaborative and participative style. (Mindtools, nd b)
It was evident from our discussions and from the knowledge I had learnt on the CIPD course that although I had been utilising many of the change models and tools subconsciously and had managed change successfully, it had not been carried out necessarily with a systematic approach. (SHRM, 2019)  I have to consider that going forward more focus should be made on utilising models, tools and data (CIPD, 2019)in order to fully understand the implications of change and to produce a plan which can be shared with all necessary stakeholders in order to ensure more effective change and further reduce the risks.  (CIPD, 2019)  My line manager acknowledged that on the larger scale change projects he would endeavour to communicate and consult (CIPD, 2018) with me in a more timely manner to ensure that this considered planning could be undertaken.  I also feel that I need to monitor the effects of change more effectively, (CIPD, 2019) in order to consider these outcomes in future change planning. 












2. Complete a SWOT analysis of an impending change in your organisation.  Clearly list the strengths, weaknesses, opportunities and threats represented by the change.
Discuss the HR implications of the change with your Line Manager and submit a summary of your discussions plus SWOT. 

Impending Change
[bookmark: _GoBack]Due to Christmas our volumes packed will increase from circa 800 tonnes per week to an average of 1450 tonnes per week for a period of three weeks. 
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The major HR implication discussed with my line manager was the change of shift to accommodate the increased capacity resulting in a necessity to increase headcount for a fixed period.  The current shift is 7.30am and 4.00pm but to increase capacity with the number of packing lines we would need to add a further shift/s operating after 4.00pm. 
We discussed two suggested options, both of which would require additional staff and existing staff to move from a purely day shift to alternating to and/or late or evening shift.  I anticipated this would cause some resistance (Geraghty, 2019) as the hours would be considered anti-social and also the shift length was considerably longer over a week.
It was discussed that I needed to do a financial analysis of the proposed shift changes so that the business could understand the financial implications. (ACAS, 2014) I discussed with my manager that we needed to communicate effectively (ACAS, 2014) with the workforce to see if they had any ideas in how we could restructure the current system in order to satisfy the increased capacity, this would enhance the level of participation and the likelihood of acceptance. (Mullins & Christy, 2013)  I also raised that I had concerns in recruiting for a short fixed term contract locally and it was agreed that I contact an EU recruitment agency to understand their staffing availability and costs. 
Given that any new employees would require a period of training prior to the peak period we agreed that I would communicate with the Head of Operations as to the length of contract.  I identified that whilst we would be overstaff for a period of time we increased the risk of inefficiency, poor morale and increased turnover if we did not train staff effectively which would all have a cost implication.  It was agreed that the cost of training time would be absorbed. 
We discussed the need to communicate the change to the wider business to ensure that anyone affected was aware of the situation and the needed to ensure that the managers maintained levels of communication and support to the teams as we entered the new shift pattern, monitoring performance recognising any achievements and celebrating successes. (Hall & Rees , 2016)	

3. Using the ACAS guidance on page 33 of the above guide, develop a communications strategy for the above change.  Discuss this with your line manager and submit a summary of your discussion plus the strategy.
Communication Strategy
	Company Profile
	Puffin Produce Ltd is based in West Wales  and provides welsh fresh produce to major supermarkets within Wales.  Currently employing 162 people the company has invested £7.5m in new packing technology although there is still significant dependence on human capital. 

	Issue
	Christmas volumes for all supermarkets increase which results in an average 55% uplift per week over a period of three weeks.  The current shift pattern within the packing area does not allow for the increased capacity so additional packing time will result in a requirement for additional shift capacity due to a limited number of packing lines.  This will mean that an additional late/evening shift will be necessary.  This in turn will lead to a need for additional staff.

	Research
	Packing staff have only recently moved to a pure day shift which they were very happy with as it provided more work life balance.  We also saw a reduction in the number of people absence as the day shift bedded in.  At the time that we moved to a day shift staff were advised that over the Christmas period it was likely that this could not be sustained and that we would need to introduce a later shift. Whilst the staff may resist the change they have been informed of the possibility. 

	Communications Objectives
	- The reason for changing shift times and why it is important for the business and workforce.
- What the shift patterns will be and how it will achieve the capacity
- To address concerns and provide opportunity for two way communications

	Audiences
	- Senior Management Team
- Pack Hall Managers and other departmental  Managers
- Pack Hall Line Leaders
- Production Operatives
- Training supervisor
- Office/Payroll Administrator
- Health and Safety Manager
-HR

	Key Messages
	Puffin Produce Ltd has successfully delivered Christmas to all of our customers and this is something that we need to achieve again this year.  

The average tonnage packed outside of peak periods is 800 tonnes per week and in the three weeks up to Christmas this is predicted to increase to 1450 average per week.   As you are aware we have four packing lines and in order to utilise these and met the necessary capacity we need to extend the packing time and consequent shift time as this capacity cannot be achieved on the current day shift.  As a result and as previously outlined we need to implement additional shifts to operate from 4pm onwards.  

To enable this we will be recruiting additional staff who will join the team on a temporary basis.

Whilst we appreciate that many people preferred working a day shift, the delivery of Christmas is vital for good future relations with our customers which in turn provides job security for all of us.   During this busy period you will all have the support of the management team and we will succeed together in delivering the first Christmas from the new facility. 


 

	Tactics/Channels
	July – Advise that current shift pattern would need to be reviewed to accommodate the Christmas capacity in team briefings.

First week of October - High level meeting with senior managers and departmental managers to understand capacity and look at possible options and implications for all departments.

First week of November – Team briefings for all staff regarding the implementation of the revised roster encouraging feedback, questions and suggestions to be made on proposals.

Mid November – Communication to Senior Management team and departmental Managers on the final agreed shift pattern.  Email.

Mid November – Issuing of revised rota and teams. Displayed on staff noticeboards, sent by email and issued individually by Line Leaders reinforcing the reason for the change.

Last week of  November – Reminder to packing staff of new shift commencing first week in December – email and also morning briefing. Reinforce the reason for change and thank in advance for hard work.

December – Walk the floor and communicate success in team briefings.  Feedback should be passed  to HR and Head of Operations by email or morning briefings.

	Risks
	Staff morale could be affected by loss of pure day shift and also with increase in hours

Introduction of new staff may dilute knowledge per operational team causing frustration.  

Delays in communication particularly of final rota as staff members may need to reschedule appointments/childcare plans.  The potential knock on effect for the business is that people will be absent. 

Lack of opportunity for two way communication



	Measurement
	Staff feedback at team briefings 

Management feedback at  morning meetings

Review of packing data/hours worked

	Review
	Review week on week - capacity v hours worked

Through team briefings with staff and walking the floor managers are to report on morale and feedback any issues/positive points raised by staff.

Review timing of introduction of new staff – gauge from new starters and line leaders if they were prepared and received adequate training prior to the increase in capacity. 

Review of levels of communication throughout process.  




Whilst the change was only for a short period the failure to implement it successfully could have serious financial and reputational consequences for the business due to none delivery of stock.   From past experience both myself and my line manager were aware that there would be a significant workload placed on the packing staff and that the hours worked would need to be increased significantly to satisfy demand resulting in a potential for poor levels of staff morale if communication was not satisfactory and support and encouragement was not given throughout the busy period. (Geraghty, 2019)  It was decided that in order to show our appreciation and support, in addition to face to face praise and support,  we would arrange for free food to be delivered to site on the busy weekends and also the office based management staff  would assist with the packing on the busy days to boost morale and build positive relationships between themselves and staff. (Baggio, et al., 2019)
I highlighted that although staff had been aware since July that we would need to introduce a late/night shift and increase the hours for Christmas we needed to re communicate the reason for the change and the risk of not changing.  As the success of the change relied very much on the discretionary effort of the workforce it was key to put them first,  (Hemerling, 2016) ensuring that they had the correct skills and were engaged and informed throughout the implementation.
Initially discussions would be held at Senior Manager and Departmental Manager level to understand the current capacity, forecast requirements and projected increase in production time. This would provide information to assist in the development of a revised shift pattern and involve HR.
It was decided that initially we would propose some shift patterns based on the findings and present this to the workforce giving the opportunity to comment or suggest other options.  It was agreed that as much of the initial communication as possible would be carried out face to face briefings in order to ensure understanding and the ability to participate, consult (CIPD, 2018) and to an extent, collaborate. However, the workforce would also be offered other means of communication such as email if they felt more comfortable voicing their opinion in that way. (ACAS, 2014) It was agreed that the final shift pattern needed to be decided and communicated out by mid November in order to give the workforce and other stakeholders a two week lead time. 
During the implementation period we agreed that there would not be sufficient time to hold long meetings and it was not feasible to remove staff from the packing line to discuss how the change had been managed so feedback would be gained from sense checks in the team briefings and also by managers and senior managers walking the floor. (ACAS, 2014)  This feedback would then be reported to HR and the Head of Operations for collation to understand how effective the change had been from a business perspective and also how it had effected the workforce.  This would enable us to adapt our approach to change management in future if necessary. (ACAS, 2014)
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- Established processes and practises
- Highly efficient processing machinery

- Team of managers with prior experience of
Christmas production

- Good quality crop

- Good team spirit with office teams assisting
packing process

- Increased focus on engagement initiatives to
increase motivation and morale

‘Weaknesses

- Current shift patterns will not accommodate
increased packing capacity

- Insufficient staff to create addition shift cover

- Introduction of new staff with limited
knowledge and skills

- Recruitment will only need to be for a short
period over Christmas. Difficult to recruit
reliable local staff.

- Increased working hours in order to
accommodate capacity could result in
increased absence and turnover

- First Christmas with the new machinery —
potential mechanical problems could impact
efficiency and output
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- Successful supply will strengthen our position
with the Supermarkets.

-~ Increased packing capacity will enable us to
fulfil last minute increase in orders

- Increase market share and scope within
supermarkets

- Last minute supermarket cost cutting
promotions puts strain on capacity, machinery
and staff

- Disruption with hauliers could result in loads
not being delivered on time or tranist
packaging not being delivered to site

- Lack of tranist packaging - due to stock
control shortages

- Weather — poor weather could prevent timely
delivery to customers





