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Abstract


Change within organisations is an inevitable process, and if not managed appropriately can have detrimental effects on all involved, and runs the risk of failing (Barron, 2013). Literature reviewed demonstrates support for consultation and engagement throughout change process can produce more successful results. This research is concerned in understanding change management within a Secure Children’s Home, which is a local authority public sector organisation. 

The research focuses on a particular case study within the Home, concerned with the change management process that took place through implementing a new staff rota for employees to work on. Analysis of existing Literature established the value of inclusiveness, and explored the strategies and types of change with consideration given to economic approach, organisational development and combined approach. Importantly, as Hillside is a public sector organisation the research identified the most traditional approach in public sector organisation is the top-down economic approach through a strategic management process (Ferlie et al (1996). However the way that this change project was managed demonstrated qualities of a combined approach as it utilised traits from both the top down and bottom up approaches (Hayes, 2015). Although research on change management in secure settlings proved limited, this research adopted Lewin’s (1951) force field analysis and three-step model, and through the planned combined approach.  

Exploratory research was conducted through using mixed methods of both qualitative and quantitative techniques combining questionnaires, focus groups and secondary data, and demonstrated clear evidence of consultation and engagement with internal and external stakeholders throughout. Findings presented that the change process was considered successful by recipients who took part in the change process. Critically the research identified that the process for managing the changes adopted focus groups sessions and voting procedure in order to drive the changes forward with inclusion from employees and external stakeholders. Importantly the research correlated strongly with employees feeling that they adapt well to change and that their work-life balance had improved since the new rota had been implemented. The research also indicate that employees felt that leadership to the change project was strong and felt that the objectives had been set out clearly from the beginning. 

Conclusively, this research gives strength to suggestions that a planned combined approach can be adopted successfully within a rule-bound public sector organisation, although acknowledges the importance of inclusiveness from wider departments who are affected by change processes. 








Chapter 1: 			Introduction

1.1	Introduction

Hillside Secure Children’s Home (HSCH) was purpose built in 1996 and is part of the public sector, owned by Neath Port Talbot Local Authority, and falls under the children’s services department. HSCH accommodates up to 22 young people aged between 11-17 years old, who are placed in secure accommodation under two potential criteria. Young people are either placed at HSCH under the Youth Justice Board (YJB) direction, where young people have been remanded to secure accommodation or found guilty of a criminal offence and have been sentenced by the courts to serve their time in a secure unit (HillsideSecureCentre, 2015).  In contrast, young people can be accommodated at HSCH through a Section 25, court order (ChildrensAct, 1989), where young people place themselves at significant risk within the community by absconding, self-harming, substance use or sexual exploitation. These young people often present as highly complex individuals who present challenging behaviours and staff are required to manage and respond to on a daily basis.

1.2	Rationale

HSCH is an organisation that embarked on a repurposing programme in 2014, following changes within the senior management team, where a new Centre Manager was appointed. The intention of the repurposing programme was to revaluate HSCH’s position in the market place, and key aspects of services were reviewed to establish their value and identify room for improvements. 

One aspect of the repurposing programme was the staffing rota that care staff and middle managers operated on. Some of the key concerns highlighted by both senior management and operational employees in respect of the rota were the high levels of staff sickness absence, lack of training being facilitated due to staff shortages and needing to attend training on rota’d days off, and also the structure of the rota. The structure of the rota operated on a three week rolling cycle, and staff worked two out of three weekends, which was always an issue represented by care staff due to issues raised of work-life balance.   

As a direct result of concerns highlighted in respect of the staff rota, a change management programme was set up in order to improve the situation and find an alternative rota that would improve the identified areas of concern. Particular attention being paid to improving the staff sickness absence, access to training and development and improved staff morale as a result of improved work-life balance due to less weekend working. In order to lead this change project the management team recognised the importance of stakeholder involvement, which is supported by Haggroth (2013) who suggests that that the key to achieving success in making substantial changes of inclusion within the workforce. 

The management programme within HSCH set out clear objectives at the beginning of the change programme and involved employees and other relevant stakeholders in the process from beginning to end. This was done with the view of allowing the relevant employees to decide through a voting procedure whether they wanted to swap to a new operating rota, or whether they wanted to remain on the old one. As part of the consultation process a focus group was set up with a cross-section of stakeholders (both internally and externally) which acted as the voice of the workforce who contributed significantly and led the direction of the the change project, with avenues for communication that cascaded messages to the rest of the workforce. This approach is supported by Petitfor (2013) who emphasised the importance of identifying key stakeholders as change agents who communicate messages up and down.      

For the purpose of this research, consideration was given to change strategies, including economic, Organisational Development (OD) and the combined approach, along with clarification on types of changes considered pertinent, including planned and emergent approaches, with the early work of Lewin (1951) around Force Field Analysis and three-step process being considered. This provided a platform for understanding of both the driving and restraining forces around the change project, and thus clarity on some of the wider matters that may have impacted on the programme.  

In addition to understanding and applying theories to the change processes, consideration was also be given to other similar change management projects that occurred in similar clinical/residential settings along with the management and leadership of the project, along with applications of key theories around transactional and transformational leadership (Northouse, 2013). 

1.3	Aims and Objectives

This dissertation will look to critically evaluate the effectiveness of involvement of stakeholders within a change management project of the care staff rota within HSCH. In support of this, the critical themes considered relevant to consider within the objectives were, understanding readiness to change, work-life balance, sickness absence and impact of training on practice. Within these chosen topic’s the specific aims and objectives of this dissertation were as outlined below. 

1. To conduct an extensive literature review on both theory and other change management project with similar clinical and residential settings with consideration being given to leadership, and consultation and engagement within change management. 

2. To critically analyse the application of the change management project, with particular consideration given to the effectiveness of stakeholder involvement.

3. To provide understanding of best practise outcomes in terms of managing a change project in a secure setting.

4. To draw conclusions and make further recommendations to HSCH based on the findings.  

1.4	Limitations

The limitations of this research were the time constraints of the research timing, and that the dissertation was narrow in topic. However wider consideration were given to leadership, perceptions of readiness to change, work-life balance and impact of new training days as a direct impact from the change programme which formed wider learning. There were some ethical issues considered, as some of the stakeholders that had been affected by the rota change were the young people being accommodated at HSCH. It was considered important to explore their views of the change programme and the new rota, however there were some constraints due the complexities of the young people being accommodated at HSCH.

1.5	Research Paradigm and Method

When considering the research methods that were suitable for this dissertation it was helpful to consider Johnson et al (2014) suggestion, that by utilising both quantitative and qualitative techniques within the same framework, mixed methods research can incorporate the strengths of both methodologies. Bramble et al (2008) further asserts the benefits of this with the support of the Triangulation Method, which was the method considered most appropriate to use in this case as it relies on factual information as well as considering motives leading to causal effects. 

The use of mixed method research will be used in this dissertation with use of both qualitative and quantitative approaches which will be used to avoid bias. The quantitative research with the use of questionnaires and focus groups. The cross section of participants provide individual perspective and helped build a pictures of different stakeholder perspectives on the change project programme, which were compared and contrasted against each other.  

Secondary data was also collated through undertaking a sickness analysis to establish any organisational differences between two set time frames of sickness absence on the old rota, and sickness absence on the current rota. This provides evidence of the changes to the rota that may have impacted on the organisation which incorporated a further business case in critically analysing the change project. Other secondary data that was analysed was the report produced from the voting process that was held as part of the consultation of the rota.

A potential bias that was considered was that the lead researcher was employed by HSCH as a senior manager, and had involvement in the implementation of the programme. It was therefore important to outline that some participant responses may be biased in responses to what they thought the researcher wanted to here, rather than a true reflection of their actual perspective. This concern was addressed with participants prior to them taking part, and were reminded of the importance of being honest about how they felt it was managed.

1.6             Dissertation Structure

The structure of this dissertation was set out as follows:

Chapter One: Explained the background of why this research was completed along with clarity on the aims and objectives of this research.  

Chapter Two: A critical literature review of change management which considered different strategies including Economic, OD and combined approach, and which was most relevant in this case. Followed by a review of the types and frequencies of change that were considered appropriate. This chapter then broke down into themes considered pertinent, and were critically evaluated through use of relevant literature and case studies on work-life balance, training requirements to improve practice, readiness to change, and finally consultation and engagement with stakeholders. 

Chapter Three: Provided an explanation of the methodological approach to achieve the aims and objectives of this research. 

Chapter Four: Was the results of the primary research for HSCH, and was formulated around objective two and three of this research.  This research therefore critically analysed the application of the change management project, with particular consideration given to the stakeholder involvement, and provided understanding of best practice outcomes in terms of managing a change project in a secure setting

Chapter Five: Drew conclusions of the application of the change management programme for the implementation of the rota, and to provided recommendations on how HSCH may improve change management in the future. This evaluation was be achieved by synthesizing and drawing conclusions from the theoretical evidence produced in chapter two and from the findings from the results of the case study in chapter four.  


The following Chapter will be the literature review, and will review and critically evaluate all relevant theories and case studies considered pertinent to this research on change management.  





Chapter 2			Literature review

2.1 Introduction

This chapter will define and evaluate literature relevant to this dissertation by exploring relevant research papers, academic journals, theories, models and case studies considered applicable to the history of change management. Specific consideration will be given to leadership and engagement from employees and other stakeholders. This literature review will review case studies in related settings and will consider how transferrable the key principles identified are. 

2.2 Strategies for managing change

For many, managing change has become a way of life. Barron (2013) proposed that businesses are in a continual state of change, and people who succeed are ‘masters of regeneration’, and businesses must react to external forces. Indeed, those embracing change as a force for good will flourish, and those who do not decline. 

Change strategies have been acknowledged as an important function within businesses and organisations throughout the twentieth century, although dramatic changes have occurred with strategies evolving over time. With earlier work dominated around Taylorist top- down approaches, allowing managers to impose their own working knowledge and solutions with little or no consultation. However the 1930’s -1940’s saw the development of autocratic and democratic leadership, which led to findings that participation and involvement led to better outcomes. (Hayes, 2014). These studies paved the way for advances in approaches to managing change strategies which included the Economic Strategies, Organisational Development (OD) and a third which combines the best of both (Beer, 2001).  

The priority for the economic strategy as highlighted by Hayes (2014) is the drive for economic value through the top down results driven actions, which encompass business challenges which impact upon efficiency or effectiveness. This approach often requires more radical outcomes such as restructuring or layoffs, with the view that the measures taken are necessary to reform the business. This approach often has the capability of destroying commitment of others within the business, and is more geared toward a short term delivery on results with little guarantee of longer term success. Ferlie et al (1996) suggested that public sector organisations tend to favour this option as there is a greater tendency to adopt a strategic-management inspired approach. Conger (2000) supported this proposal as he argued that the top management team are in the best position to initiate and implement purposeful change. Furthermore, Sminia and Nistelrooij (2006) acknowledge that as public accountability and tax payer’s money is at stake, public sector organisations are defined by a multitude of decision makers, with a greater diversity of stakeholders and more intense organisation dynamics thus consequently a more bureaucratic design. 

This is pertinent to this literature review as the change programme being considered is within a public sector organisation. It is however helpful to consider strategies from other sectors.

In contrast to economic, OD strategies are more focused with creating the capabilities required to sustain the competitive advantage. Beer (2001) recognises some key capabilities associated, which include commitment and trust, open communication, coordination and teamwork, competence, creativity, learning and the capacity for constructive conflict. The contrasting difference with OD is the emphasis on shared purpose, strong culture and bottom up approach to change (Hayes, 2014). Sminia and Nistelrooij (2006) acknowledge this approach is more favourably used in private sector organisations. However a criticisms for this bottom up approach is that it takes too long and is indirect, which makes urgent changes difficult to implement. This would not be a concern for HSCH in this case as there was a luxury of time to undertake the change process. 

The combined approach that Beer (2001) proposes utilises the best qualities of both economic and OD strategies with the top down, results-driven change along with a supporting slower bottom up development of organisational capabilities. This is supported by Hayes (2014) who acknowledges that the most significant factor for those who lead change is to implement a combined strategy simultaneously.

Sminia and Nistelrooij (2006), researched a public sector organisation who traditionally used a top down approach, and adopted a combined approach of top down and bottom up simultaneously for the first time within a change programme due to recognition of the need for employee participation in the merging of multiple departments. Findings supported the combined approach by acknowledging participation of employees as critical in the success of the programme. They also acknowledged that top management roles as pivotal, particularly with regard to creating the circumstances under which sufficient participation took place. Whilst it highlighted that employees were encouraged to fully participate at the beginning of the project, the direction that the project evolved into did not allow full participation throughout, consequently resulting in commitment of employees being underdeveloped. It could therefore be argued that it was not necessarily a meaningful engagement, and served as more tokenistic for employee’s involvement.  

This case is of relevance as is adopts a combined approach with top down strategic management and OD inspired bottom up approach with emphasis on stakeholder participation.     







2.3 Need for Change
Figure 2.1
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When considering the need for change, Burnes (2014) acknowledges the importance of considering the external environmental factors and internal influences that shape the design of the change approach depending on how they are interpreted. Hayes (2014) acknowledges the benefits of applying macro-analysis (See Figure 2.1) specifically considering the influential factors around political, economic, social and technical matters (PEST) that may directly or indirectly influence the organisation. Whilst Johnson et al (2014) acknowledge the importance of the micro-analysis, they focus more directly on both internal and external matters associated with strengths, weaknesses, opportunities and threats (SWOT) which in turn allow managers to focus on areas where they need to make choices, and helps identify some of the constraints and risks involves (See Figure 2.2). 

Irrespective of how clearly the need for change is established, Burnes (2014) suggests organisational change involves moving from the known to the unknown, along with the threat of losses and gains. Therefore it is those who fear loss are often the most opposed to the transition of change, while those who anticipate gain may remain quiet for fear of antagonising those who may be at a loss. 
 





2.4 Types of change
Figure 2.3
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There are many different types of change management approaches, however the two pertinent in this case are the Planned and Emergent approach. 

Much of the process to change management that have been acknowledged so far have focused primarily on the planned approach which was coined by Kurt Lewin, supporting the idea that change was consciously embarked upon by the organisation, as opposed to unplanned changes that may have occurred by accident, impulse or misunderstanding (Marrow, 1969). Burnes (2014) builds on this, suggesting it is more associated with identifying the need for change and undertakes a process to evaluate and where appropriate bring about necessary changes. French and Bell (1995) support this, asserting that planned change relies on collaborative efforts and systemic goal-orientated approaches which apply diligently over time. However Cumming and Huse (1989) argue there must be appreciation of the different states that organisations must pass through in order to move from the current state to the desired state, thus giving strength to the early work of Kurt Lewin (1947, 1951), with the use of the force field analysis and the three step process. 

The force field analysis assists in the understanding of creating a willingness and readiness for change, outlining positive aspects of proposed changes (the driving forces) which must be greater than the retraining forces for the status quo to change, by achieving this Lewin (1951) proposed it would more likely increase commitment thus resulting in more permanent change. Figure 2.3 illustrates the force-field analysis for HSCH for the change programme.

Additionally, Lewin (1951) proposed successful change requires a three-step process which involves unfreezing, moving and refreezing. Hayes (2014) supports this by asserting that the unfreezing stage is achieved by unlocking existing behaviours, thus identifying the restraining forces. Whereas the ‘moving’ stage may be associated to methods used driving down those restraining forces, which in turn shifts the equilibrium to new levels. Thus, shifting attitudes and beliefs which ultimately lead to changes in processes, systems and structures and in turn shaping behaviours. Once completed the next stage of refreezing occurs, which reinforces the new behaviours in order to maintain new levels of performance and avoid regression. 
However, Burnes (2014) criticises this approach proposing that once change is implemented it must be self-sustaining, thus safe from regression and falling back into the old way of working. Wilson (1992) argues that the planned approach is steeped in the reinforcement of the management role, and Dunphy and Stace (1993) suggest that it is not capable of dealing with larger scale projects, with suggestions that the approach is better suited to local, incremental changes at a group or individual level.  It could also be argued that that this approach is linear, and ignores power and politics. 

Daditch et al (2015) undertook research on reacting to and managing change within the juvenile justice system in Australia through use of new public management (NPM), with emphasis on the implementation of Detainee Behaviour Implementation Framework. Daitch et al (2015) argued that for practitioners, organisational change requires understanding of complex terrains where they work, including the need to consistently collect robust data within, and beyond their workplace. For researchers, it casted doubt on whether NPM as an organisational theory was capable of offering practical solutions to operating problems confronting governments (Simonet, 2015). 

The emergent approach has become an increasingly popular approach in managing change (Burnes, 2014). Organisations today view themselves as less stable and consequently view themselves as working progress subjected to continuous change. Falconer (2002) identified that the emergent approach assumes change is not a linear process or a single event, but is a continuous, open-ended, cumulative and unpredictable process that has to align and re-align depending on the changing environmental factors. Following a series of studies of change management following the emergent approach Weick (2000. P126) commented that:

“The reoccurring story is one of autonomous initiatives that bubble up internally; continuous emergent change: steady learning from both failure and success; strategy making; the appearance of innovations that are unplanned, unforeseen and unexpected; and small actions that have surprisingly large consequences”.  

In support of this Caldwell (2006:77, cited Burnes 2014) suggests that emergent change is ‘a long term complex and incremental process for shaping how change unfolds over time’, however Brown and Eisenhardt (1997:28) suggest that change is not radical nor incremental, but somewhere in between. Despite the disagreement on the size of change, there is a consensus that change occurs continuously and synergistically, whereby each initiative around change closely link to critical pathways of organisations, as opposed rare isolated events. Burnes (2014) also acknowledges that although not all supporters of the emergent approach are in agreement with one another, there is a consensus on the importance on organisational structure, learning and culture and their perspective on managerial behaviour along with roles of power and politics in their change process.       

Although the emergent approach demonstrates diversity within its approach criticisms are that it assumes the environment in which an organisation operates is that of a continuously rapid and unpredictable change, so does not consider the environments that aren’t necessarily exposed to those rapid changes that are discussed within the planned approach (Burnes, 2014). 

Similarly, although advocates of the emergent approach do have common bonds, there do however have differing objectives and perspectives (as highlighted in earlier discussions), which consequently brings into question the coherence of their approach.   

It could be argued that HSCH demonstrate emergent approach in the repurposing programme, where they respond to external factors and continuously evolving and changing in responses in order to align with political and economic changes.	

2. 4. 1 	Frequency of Change

As part of the planned approach, there is a recognition of different frequencies of change, which consist of incremental, punctuated equilibrium and continuous transformational change (Burnes, 2014). Importantly there are various frequencies that may be applied depending on type of change that an organisation is experiencing. 

In respect to the incremental change, the process may be applied whereby individual parts of organisations handle change incrementally and separately where each change is managed one at a time. Importantly, Pettigrew et al (1992: p.14) summarised this process respectfully in that ‘the received wisdom therefore will take place through successive, limited and negotiated shifts’. However, Mintzberg (1978) argued that although organisations may go through periods of incremental change, there are often periods of rapid and revolutionary change. It may be argued that this assertion ties in with the punctuated equilibrium, whereby Hayes (2014) acknowledges the gradual shift through incremental change, with short revolutionary changes that are felt through the deeper structure. Gersick (1991) proposes that the model of punctuated equilibrium is made of three components, thus the deep structure (main activities/ units ensuring existence of the organisation), the equilibrium (elements of the structure and processes that don’t change) and the revolutionary periods (when the organisation experiences temporary yet dramatic discontinuous change). 

The critics of the incremental and punctuated equilibrium highlighted the preferred state for both is stability within an organisation, and so the supporters of the continuous transformation which falls in line with the emergent approach, propose that for any business to survive turbulent times, they must be capable of continuous change (Burnes 2014). Macbeth (2002) takes this argument a step further and asserts that organisations are complex systems and for them to survive, they must operate at the edge of chaos and respond continuously to changing environments. Similarly Mason (2008) postulates that from a management perspective, they must demonstrate leadership and continuously force employees to challenge themselves. It can therefore be argued that in today’s turbulent business environment, although there is a need for adapting and evolving with change, there needs to be a balance with achieving stability because without the stability and strong leadership businesses are in danger of losing their way, thus impacting on workforce commitment and trust.  
Figure 2.3 illustrated the driving and restraining forces in managing change. The following themes are identified in line with key themes considered pertinent to this research.

2.5	Theme One		 Employee perceptions of ‘readiness to change’
Figure 2.4
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This research seeks evidence of employee readiness to change, and gaining understanding of the cycle of accepting and responding to change programmes. 

Oreg et al (2011) acknowledge that the greater commitment employees have to an organisation, the better chance there is of accepting change. It is therefore helpful to consider the psychological contract that was defined by Argyris (1960), as it helps form understanding of the perceptions of both the parties within the employment relationship, and thus associated obligations on both parts. Guest et al (1996) acknowledge some critical requirements that organisations may have, by expecting employees to be loyal and hardworking, and in return employees may expect to be treated fairly, with dignity and to be given some level of security of employment and autonomy and have opportunities to learn and develop. By achieving mutually agreeable expectations Guest et al (1996) suggest that by sticking to agreements a greater level of commitment to the organisation will be achieved, and consequently are better likelihood to respond to organisational changes.  

Regardless of how well any change process is planned it can take time for those involved and affected to adapt. Consequently, when supporting others through change it is helpful to consider the personal transition process which was coined by Bridges (1980, 1981) where there is a three step process of, beginning with and ending and then stepping into a new beginning via the neutral zone. It is helpful to draw upon links that Fink et al (1971) made with the earlier discussion from Lewin (1947) with the force field analysis and associate that with the human system. The forces for maintaining the status quo equate to the ending phase, thus manifesting in resistance to change, whereas the beginning phase is closely associated with the driving forces. Similarly, the neutral zone maybe associated with the in-between state, and thus recognising the need for change, which within this stage may hold feelings of disorientation, self-doubt and anxiety, but also has the potential for feels of growth, creativity and a time for new opportunities to be identified.

In order to further support others through change processes it is helpful to consider the psychological reactions that Hayes and Hyde (1996) developed in order to understand the typical transitions that occur throughout each phase of the cycle.

The seven phases highlighted in Figure 2.5 represent the stages that those experiencing transition must go through to progress and for transitions to be successfully completed (Hayes and Hyde, 1996). In saying that, the manner in how people react varies individually, in magnitude, timing, and is dependent of a serious of factors including, the importance of the transition, perceived gains or losses, intensity of the impact, individual resilience and an existence of other significant events that may be on going and individual that that person.  

Marks (2007) acknowledges the difficulties of the different transition stages, and proposes a series of methods that maybe adopted to assist through change processes. These include weakening the forces for the resistance to change that were previously mentioned within Lewin’s (1947) force field analysis. Suggestions by Mark (2007) include conveying empathy and understanding to those affected, create an understanding that change is necessary and importantly to involve relevant people in designing elements that will affect them so that a sense of control is developed. 
2.6	Theme Two	 Understanding the impact of the rota on work-life balance

This research explores importance on work-life balance for shift workers, and understanding the impact on employees.

Work-life balance is a self-defined, self-determined state that is reached by a person who is capable of effectively managing multiple responsibilities at home, work, and in the community. It supports physical, emotional and family health and does so without grief, stress or negative impact (HSRDC, 2005).

Williams (2008) acknowledges the challenges of work-life balance for anyone working full time, especially those with children. However Halpern (2005) identified that for those who work regular shift work, or have some control over their shifts it is easier to reduce the conflicts relating to family and work. This is further supported by Williams (2005) who acknowledged that work-life balance varies by types of shifts, and is often individual to worker’s needs, for example what might suit one worker might create more challenges with someone with child care concerns, however they found regular day workers were most satisfied, followed by regular evening workers. Williams (2005) also found that 73% of rotating shift workers were satisfied with the work-life balance that they had, with the least satisfied being made up of casual workers or those who had less control of their shifts. Interestingly, Parkes and Langford (2008) looked at work-life balance and employee engagement, and although they found a positive correlation in respect of the two, they found that of the 28 organisational climate factors considered within the research, work-life balance was the least related to employee engagement and intention to stay with the organisation. In contrast the most significantly related factors were effective change management and belief in the mission and values of the organisation were strongly correlated with engagement. The most significantly related factors that Parker and Langford (2008) related to work-life balance included the management of workloads to reduce stress and supportive supervisor and priority placed on safety within the workforce.   

Although there is a significant amount of research demonstrating importance of work-life balance for the health, wellbeing of individuals and families (Frone et al, 1992, Pocock, 2003), there is also an argument that any organisation looking to increase their competitive advantage, must ‘develop the capability to attract motivate and retain highly skilled, flexible and adaptive workforce’ which caters for the diverse needs of the workforce (DeCieiri et al, 2005 p. 92).
  
This research is interested in understanding employee’s perception of the work-life balance and the impact on work load in comparison to the previous rota that they operated on, to establish if there is an improvement on these factor under the new rota.
 



2.7	Theme Three	 Perceptions of improved quality of practice from the new training days on the current rota

This research considers the whether the introduction of the new training days as part of the current rota improved quality of practice of employees within HSCH. 

The Social Council for Wales, are the governing body for all persons working directly with young people, and a critical requirement is adherence to ‘The Code of Professional Practice for Social Care’ (SCW, 2017. P 15), which identifies that they ‘must be accountable for the quality of your work and take responsibility for maintaining and developing knowledge and skills’. Care staff at Hillside are required to register with the care council, and a regulation requirement is for them to complete a Qualification and Credit Framework (QCF) level 3 in health a social care along with continual training and development, and are required to evidence 90 hours of learning every three years (SocialCareWales, 2017).   

This requirement of continual learning and development is acknowledged by McKellar and Kendrick (2013) as critical, as Gibbs and Sinclair (1998) identify critical aspects of the role of care officer’s is to be confident, knowledgeable, and skilled in order to provide a consistent approach to young people who present as the most vulnerable and often violent young people of society (Cameron and Maginn, 2008). Harris and Timms (1993) acknowledge that secure accommodation occupies a very unique position encompasses both the youth justice system and the welfare child, thus combining young people who display significant levels of social, emotional, and behavioural difficulties (Walker et al, 2005). Matthew (2016) acknowledged these challenges, and suggested that people who care for others often tend to be neglectful of themselves, and that working with other people’s problems often has an impact. Matthew (2016) also acknowledges the importance of reflection being one of the greatest assets a practitioner can have when working with troubled children, and identifies the importance of the duty of care of management to develop a culture of support and awareness to investing time in staff to allow them to reflect on practices and needs of young people. 

The need for improved quality of training is further compounded by the Harris Review (2015) which undertook a review of care for young people in custody, and identified that in order effectively to manage, rehabilitate and keep vulnerable people safe in custody, including but not limited to young adults, then the workforce needs to be trained and developed to a higher professional standard.

Due to the complexities of the types of young people that are accommodated within HSCH, there is significant evidence highlighting the importance and awareness of ensuring that care workers are provided with adequate training associated with maintaining best practice in supporting and understanding the complexities of the young people that they accommodate.  

This research is interested in understanding whether the employees feel that the new rota has made a difference in the quality of care and improved their practice when working within HSCH.
2.8	Theme Four		Perceptions of consultation around management of care staff rota

This research seeks to determine the change management style adopted with consideration to leadership, consultation, communication and engagement, and compare it with theory, and consider its effectiveness in practical terms.

It is accepted by Haggroth, (2013), Northouse, (2012) and O’Toole, (1999) that in order to enable change within an organisation, strong leadership is critical throughout the entire process. O’Toole (1999) suggests that change fails when leaders with a poor philosophy and attitude about the relationship between themselves and their followers, and without trust and respect they cannot lead. Northouse (2012) recognised that within change management, leadership is a process of influencing others to achieve desired goals. It is therefore helpful to consider the role of leaders also as a change agent, which supports Kotter’s (1990) idea where he describes the leadership role as creating a vision, communicating and aligning people to achieve the vision, and in turn motivating and inspiring others by appealing to their needs, values and emotions. 

Northouse (2013) proposed two key theories for leadership styles which consist of transactional and transformational leadership. In respect of the transactional theories, it is best applied in stable environments where the focus is on following procedures, working to rules, and optimising performance through incremental changes. Whereas the transformational leadership style relates more to the change processes that considers wider implications of leading and creating strategic vision in an organisation that is divergent in its states (Northouse, 2012). Transformational leaders are perceived as more charismatic, seeking to gain trust and emotional commitment by appealing to followers through higher moral and ethical values. This is achieved by using their personality to lead vision, thus, inspiring those who are ‘followers’ to have confidence and expectations in themselves (Bryman, 1992). It can be argued that HSCH’s situation mirrors a blend of both approaches, by giving strength the transactional leadership by following strict processes and working to rule, but additionally using transformational leadership skills in their approach of consultation and engagement, thus gaining trust and influencing moral. 
     
A study conducted by Tafvelin et al (2014) specifically around leadership and impact upon employee’s clarity of roles and commitment within the social work field highlighted that with more anticipated changes in the future of the social work field, good leadership is key to retention of employees and to handle the rapid pace of change in today’s social work organisations. Tafvelin et al (2014) subsequently found that when employees spent longer periods of time with the leader, the effect of transformational leadership was stronger on both clarity of role and commitment, which is a well-known predictor of performance according to Meyer et al (2002).   

Contrastingly, Alimo-Metcalfe and Alban-Metcalfe (2000:27, cited Burnes 2014 p506.) looked explicitly at roles of both transactional and transformational leaders within the UK National Health Service (NHS) and found that possessing traits of a transactional leader was simply not enough, as they argued that that if someone is purely transactional in their approach they would struggle to deal effectively with the many organisational changes. However they also found that being just transformational led one would not be able to deal with day-to-day routine activities even when any radical change did take place. Consequently, Alimo-Metcalfe and Alban-Metcalfe (2000) hold the belief that the key is to identify the optimum balance though a blend of both the transactional-transformational skills in any given circumstance. These ideas give strength to the suggestion that HSCH lends itself to both approaches. 

2.8.1	 Managing Change through consultation and engagement

Throughout the change management process, Hayes (2014) acknowledges the importance of stakeholder and employee engagement. This section considers these aspects in order to understand the best practise in managing the change process.

Grundy (1998) and Haggroth (2013) argue that when managing organisational change, it is crucial to enlist support from key stakeholders both internally, and externally from the organisation as they can often prove to be very influential in the outcome of change. The term stakeholder is defined by Freeman (1984) as any group or individual that can affect or is affected by the achievement of the organisation objectives. 

McNulty and Ferlie (2002) highlighted failings of a change management project within a hospital accident and emergency department, whereby external leads managed the change process and criticisms came from a lack of consultation and communication with internal staff who were affected by a particular change that took place. They also proposed that a lack of understanding of the department by the change leads led to core problems not being addressed, which led to issues of mistrust and lack of ownership. These findings support the idea that in order to successfully manage a change process employee engagement is critical as these stakeholders are perceived as significantly influential, and without their buy in, change projects may be less likely to succeed and are more likely to face a resistance to change. 

Grundy (1998) acknowledges the benefits of the stakeholder analysis as a tool for assessing stakeholder’s power and predisposition to support the change. Once established assessments of supporters and blockers to the change process may be understood, which in turn may lead to understanding on how best to tackle blockers to change, and develop a coalition to support the change process. 

Similarly, Haggroth (2013) proposed that in order to gain support of employees through engagement three basic question must be answered by leaders, thus, ‘why are we doing it? What is the final goal of the changes and how will employees be involved in the changes, and will they be able to influence what will be done?’ (Haggroth, 2013. p. 550) This view and approach supports the importance of engagement of employees, and so is importance to consider. Marino (2007) further asserted that the best way to achieve the most successful improvement plan is to include everyone in the improvement efforts, through inclusion and participation, it is then that organizational change success is realised when every employee, stakeholder, and student understands how his or her work contributed to improving the life of students. 

Clayton and Gregory (2000) undertook research on change management within a rule-bound prison system, with emphasis on prison culture. Finding suggested a possible suppression of cultural variety, with reluctance from stakeholders to engage or change ideas due to perceptions that changes occurred in spheres and were out of participant’s control, and concerns that it would lead to further changes. Clayton and Gregory (2000) highlighted potential concerns that in some cases when participants are provided with opportunities to be involved in making decisions it may not always be the change management panacea that is portrayed. 

(This is of particular concern for this dissertation, as it is concerned with if consultation in change management can be achieved in a meaningful way for stakeholders). 

2.9	Summary

This chapter has examined the theoretical evidence associated with change management, and looked specifically as economic, OD and combined approaches that have been applied in similar settings. By comparing and contrasting these approaches it was found that traditionally the economic approach was most frequently adopted within public sector organisations with a preferred approach of using a top down strategic approach, contrasting to private sector organisations who often adopted an OD slower bottom up approach. Importantly the combined approach identified quality traits from both approach, and it is argued that for HSCH this presents as the most significant approach in understanding their change management process. 
Importantly, the emergent and planned approaches were also viewed as significant as they considered different terrains associated with the type of change considered. The planned approach presented important traits considered most pertinent to this research associated with Lewin’s (1951) force field analysis and three-step model. 

Wider consideration was also given to key themes developed from the driving forces for change adapted through the force field analysis, looking at readiness to change, impact on work life balance, improved quality of practice, and consultation and engagement with stakeholders. Although case studies demonstrated difficulties in successful inclusiveness, strong evidence indicated that in order for change to be successful it is critical that employees are engaged and consulted with during change processes.  
    
The next chapter with consider the methodological approaches most appropriately suited to this research.






Chapter 3 			Research Methodology

3.1	Introduction

The previous chapter of the literature review looked specifically at different case studies of change management within similar settings and various theoretical concepts surrounding change management approaches. 

This chapter outlines the research methods that have been considered most appropriate for this study, and discusses why methods were selected and rejected and how those that were used were employed. Research is defined by Saunders et al (2015) as a process that people go through in a systematic way in order to find things out, which in turn increase their knowledge. It is helpful to consider Ghauri and Gronhaugs (2010) belief of systemic where they propose that research derives from logical relationships, and are not just sets of beliefs.  

3.2 	Aims and Objectives

This chapter outlines the methodological approach identified as most appropriate to achieve the aims and objectives of the research. This relates specifically to Objective 2 (See Chapter 1.3) which is to:

Critically analyse the application of a change management project, with particular consideration given to stakeholder involvement. 

The literature review identified four key themes to address within the research and are broken down as follows:

1. Employee perceptions of ‘readiness to change’
2. Understanding the impact of the rota on work/life balance and sickness absence
3. Perceptions of improved quality of practice from the new training days and personal development days
4. Perceptions of consultation around care staff rota


Data was collated and findings were analysed to establish change methods applied to key themes. Information was further analysed along with conclusions drawn from results which led to recommendations around best practice in terms of change management in a secure setting. This was achieved through using the applied approach (Easterby-Smith et al, 2012), and allowed management within HSCH to understand the intricacies associated with change management, and provided clear findings and recommendations of the research which may influence future change programmes.



3.3 	Research Philosophy

Figure 3.1
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When considering the methodology, the research onion as coined by Saunders et al (2015) was adapted (See Figure 3.1), as provided clarity on how each element of the research design was set out, allowing consideration for the most appropriate methods and how they should be applied. 

3.3.1	Mixed Method

The first critical factors considered in this evaluative study were the qualitative and quantitative paradigms appropriate for the research. As the research was specifically concerned with understanding stakeholder interpretations of the change management process, there was an awareness that how people interpret and understand the world is affected by individual social conditioning (Saunders et al, 2015). Consequently, the method selected for this research was the mixed method approach, which made up of both qualitative and quantitative methods, enabling application of multiple methods of data collection techniques and analytical procedures. Bryman (2006) acknowledged multiple methods and strongly advocated within management and business research as it is likely to overcome any weaknesses associated with mono methods which enabled the researcher to provide richer approaches to data collection, analysis and interpretation. 

Qualitative and Quantitative methods are associated with philosophical perspectives i.e. positivists and interpretivists (Bryman, 2006; Onwuegbuzie and Leech, 2005). Quantitative data is perceived by Collis and Hussey (2009) as dealing with numerical data, and was originally developed in the social sciences in order to aid researchers to study social phenomena through using ‘hard’ positive analysis by statistical methods and qualitative data for ‘soft’ analysis conducted by a researcher. Saunders et al (2015) acknowledge quantitative data through both primary and secondary data collection, which enables analysis of relationships between identified variables. A common methods for quantitative research is through the use of questionnaires, which was adopted for the purpose of this research.   

Contrastingly, qualitative research is more associated more interpretation of philosophy, due to the need for researchers to develop an understanding subjective and socially constructed meanings surrounding the topic area of interest (Denzin and Lincoln, 2005). Saunders et al 2015, take this a step further and suggest that this approach is often referred to as naturalistic and interactive, as researches tend to undertake their work in natural settings, with desire to gain trust and participation, thus enabling access to meaningful detailed understanding. That being said, Collis and Hussey (2009) acknowledge the struggle of interpreting qualitative data due to the large volume that maybe be collated. 

By combining both qualitative and quantitative methods of design, Saunders et al (2015) acknowledge a shared view that this is often preferred amongst many business and management research designs to combine elements of both. In this research design, it is considered appropriate to adopt questionnaires in conjunction with possibility of a follow up focus group based on any key findings from the questionnaires, In addition a focus group was held with young people as they were seen as key stakeholders who were directly affected by the changes to the rota.

3.3.2	Critical Realists

As a result of choosing mixed methods, the supporting philosophy that was considered most appropriate was critical realists, as it focuses on understanding and explaining what is seen and experienced. The critical realism view claims a two-step understanding of the world, made up of the sensation and events we experience, and the mental processing that occurs after the experience. (Reed, 2005). This was considered relevant as it is closely linked to the change process that occurred, and the interpretations of how different people involved in the change process experienced it based upon their individual beliefs and social conditions. 


3.3.3	Deductive Approach

Collis and Hussey (2009) propose that deductive research is a theory that is developed and then tested by empirical observation, in contrast to inductive research where a theory is developed from the observation of empirical reality. This research was considered as deductive approach as it used the foundations of theories from within the literature review to test them to establish validity of the theories.  

3.3.4	Cross-sectional 

Collis and Hussey (2009) acknowledge that cross-sectional studies are designed in a manner to collate and obtain research data in different contexts over the same period of time. This approach is often used when there are time constraints, and thus provides a snapshot of the research phenomena. 

By adopting the mixed method approach through cross sectional study, this research followed a concurrent mixed method research adopting both quantitative and qualitative methods within a single phase. This method allowed both sets of results to be interpreted alongside each other in order to gather richer data and responses, also known as concurrent triangulation. In addition, the assumption of epistemology was important as it considers the assumptions about knowledge, what constitutes acceptable legitimate and valid knowledge and the manner in how we communicate knowledge to others (Burrell and Morgan, 1979). 


3.4	Case study

The aim of this research was not to build on the change management theories identified from the purely mixed method data collected as is necessary in a grounded theory study, (Corbin & Strauss, 2008) but to evaluate the change management programme at HSCH as a case study.  Therefore, the case study approach was considered appropriate as it develops an in-depth analysis of a single case in a real-life context, and uses a variety of methods to obtain the knowledge (Collis & Hussey, 2009).  Yin (2009) suggests that use of qualitative and quantitative analysis of a single case is justified by the desire to understand a process in its real context, thus allowing the exploration of real-life events in business and management which supports the direction and phenomena of this study which is to investigate a change management project in a real-life situation.

Eisenhardt & Graebner (2007) suggest that the case study strategy is of relevance if there is a desire to gain a rich understanding of the context being researched, and the process being enacted. Yin (2009), distinguishes four types of case study strategies from two different dimensions, and for the purpose of this research, the single and embedded case dimensions are considered most appropriate, as Saunders et al (2015) acknowledges singe case appropriateness for unique cases and Bell (1993, p.8) suggests that it “allows the researcher to concentrate on a specific instance or situation and to identify, or attempt to identify, the various interactive processes at work”. In respect of the embedded case, it is relevant as it considers sub-units within an organisation which will involve more than one unit analysis. 
 
Importantly, Collis and Hussey (2009) highlight the weaknesses with using this approach in that it can be very time consuming and difficult to set boundaries on the study as it may be difficult to understand current events without knowledge of what went on before and what may follow. Some of these limitations are overcome as the researcher has prior knowledge of the environment, due to them being employed by the organisation, so have working knowledge and experience of occurrences prior to the research taking place. 

3.4.1	Questionnaires

Collis and Hussey (2009) defined questionnaires as a method for collecting primary data whereby a sample of respondents are asked a series of carefully considered questions which are chosen after a rigorous testing, with the intention of eliciting reliable responses, aiming to establish thoughts and feelings to assist in addressing the research questions. 

Although questionnaires are one of the most widely used tools in data collections (Saunders et al, 2015), it is firmly believed by Robson (2011), that there is a need to have a robust set of questions that are interpreted in the same way by all respondents. It is of equal importance to understand the type of questionnaire that is necessary, with clear differences falling between a descriptive and exploratory research Gill and Johnson, 2010). In this case it is considered appropriate to adopt a descriptive questionnaire as a way of gaining to understand attitudes and opinions in relation to the change management process. 

This research adopted a self-completed hardcopy questionnaire, as many of the respondents were employees within the organisation, and so arguably may have found it easier to complete the questionnaires through written responses rather than on-line due to limited access to computers. 

In order to ensure that accurate data was provided in preparation for analysing, it was critical to ensure the content of the questionnaires had been given careful consideration, as it was important to pay attention to the design, focus, length, presentation and wording of the questions whilst ensuring efforts of minimising any bias (Gill and Johnson, 2010). The researcher recognised the need to develop different versions of the same questionnaire in order to ensure that the questions were relevant to the target groups of respondents. As this research was interested in understanding the application of the change management of a specific project, with specific consideration around stakeholder involvement, impact on work-life balance, readiness to change and access to training and sickness absence, it was important that the questions were associated with gathering meaningful data to these areas in order to ensure quantifiable analysis. In addition to this, Dillman et al (2014) identified a series of data variables that maybe collated through questionnaires. The pertinent areas considered here were variables associated with factual information (age, length of service and role), attitude and opinions and behaviours.  The desired outcome of this research was to provide better understanding and added value to HSCH around best practice of change management within the workforce for HSCH.

3.4.2		Pilot Study 

Figure 3.2 Volume of recipients invited to participate in completing the questionnaire



Figure 3.3 Actual breakdown of participants that took part in the research


Figure 3.4 Breakdown of gender of participants that took part in the research




A pilot study of the draft questionnaires was done using colleagues at the work place who were not participants in the research so not part of the final sample group.  Following this exercise, changes were made to both the layout and content of the questionnaire prior to its circulation. Changes included clarity on wording, with more emphasis on asking open questions, and was broken down into two sections, making it easier to separate the participants to those who were employed at HSCH during the change management process, and those who had employed since the new rota have been implemented (See Appendix 1). 

Theme 1 - Employee perceptions of ‘readiness to change’. Grouped questions 6 and 7 examining personal perceptions of how well recipients responded to change, along with perceptions on how well colleagues responded to change.

Theme 2 - Understanding the impact of the rota on work/life balance and sickness absence? Questions 4 and 5 explored perceptions of work-life balance and likes/dislikes about the rota, along with questions 11 and 12 which looked at personal sickness and that of colleagues.

Theme 3 - Perceptions of improved quality of practice from the new training days and personal development days. Questions 2 explored impact of training of improved practice with the young people, and question 4 examined the time to complete tasks.

Theme 4 - Perceptions of consultation around care staff rota. Questions 1, 8, 9, 10, 13, 14, 15 and 16 related to this area, exploring perceptions of rota, understanding of aims and objectives, consultation, communication, leadership and any areas that could be improved.

Finally, basic information was moved to the back as it was considered as off putting by placing them at the front.

Questionnaires were typed up, and hard copies were printed onto white paper and were distributed to all participants. The researcher is a senior manager at HSCH, and due to concerns of bias, where recipients may have felt obliged to answer the questions in a way to that supported management at HSCH. Consequently, the researcher met with all staff teams during development days and explained the nature of the research, emphasising importance of capturing their own personal views in respect of their experiences and beliefs. A sealed box was then left in the room, so that all those completing the questionnaire could place their responses into the sealed box. All participants were thanked by the researcher, and were advised that the findings of the research would be made available to all staff. 


The total number of respondents that were invited to take part in the research was 64 with a response from 52 respondents. Recipients were made up of employees at HSCH, young people and external stakeholders, thus a response rate of 81% (See Figure 3.2 and 3.3)
Figure 3.2 demonstrates a breakdown of participant groups invited to participate in the research. Figures 3.3 and 3.4 demonstrate a breakdown of the participants that actually took part in the research, along with a breakdown of participant’s gender.  

3.4.3	 Focus Groups

The term focus group (Carson et al, 2001; Krueger and Casey, 2009) refers to a group of people interviewed where topics are clearly defined and used precisely, with a focus on enabling and recording the interactions and discussions between the participants. Collis and Hussey (2009) define focus groups as a method whereby data is collected from selected participants discussing feelings and reactions regarding services, situations or concepts under the supervision and guidance of the leader. 

When choosing a focus group Krueger and Casey (2015) acknowledge the importance of selecting participants because they have certain characteristics which relate to the research area, sharing opinions and reactions without any pressure from facilitators. Additionally, Saunders et al (2015) acknowledge the duel-role of the facilitator by keeping within boundaries of research topics, and generating interest for the research area by encouraging discussion, whilst ensuring that the group isn’t led towards a certain opinion.

The researcher had originally considered using two focus groups, one with employees at HSCH, and the other for young people accommodated at HSCH. The employee focus group was dependent on outcomes of the questionnaires, however the researcher felt the use of qualitative and quantitative questions within the questionnaire covered responses comprehensively, so a focus group would not add additional information. The young person’s focus group was recorded using a Dictaphone, and all participants were informed prior and during the session that it would be used in order to ensure accuracy of recording of the sessions.   


3.4.4	Young People’s Focus group

The purpose of this focus group was to establish the perceptions of how the new rota impacted upon the lifestyle of the young people accommodated at Hillside, and if they felt the rota sufficiently met the needs of young people. Key areas identified for the session included

1. Perceptions of the current rota, in comparison to the previous rota
2. What they liked/disliked about the rota
3. Any thoughts on how it could be improved


Although the majority of young people had not experienced the old rota, there were two young people who had experience of both, so it was important to include them in the focus group to draw upon comparisons of the two rotas. The focus group was set up in a quiet safe room away from units. 

Importantly the researcher created a safe relaxed atmosphere for young people, with a risk assessment in place to ensure young people were kept safe with consideration to additional staffing to attend the session (all of whom carried personal alarms), due to known information relating to violence and challenging behaviour. Therefore safety of all attending was paramount. Additionally, other movements within the centre were considered, where the group session was timed in accordance with ensuring minimal visits and appointments coinciding with the timing of the session. This was done to ensure sufficient responders were available to respond if alarms were activated.

During the focus groups, the researcher outlined the research topic along with confidentiality and risks of bias, as previously mentioned (See 3.4.2). 


3.4.5	Documentary evidence

Yin (2009) suggests that documentary evidence is key in most case study projects, and are most helpful when corroborating evidence from other sources. However he argued that although documents are useful, they may not always be accurate, and not necessarily lacking in bias. 

The secondary data gathered for this research looked at comparisons of the time frames before the new rota was implemented, and the time frames since the new rota was implemented, and were specific around staff sickness absence. Data was made available from the administration department within HSCH. 

Secondary data on the feedback from the voting process that occurred during the pilot period for the rota was also considered relevant in this case.

By analysing this data, the researcher believed that it would give further depth to the research topic and further validated findings, as per the concurrent triangulation design.

3.5     Ethics

Coolican (1992, p.249) acknowledged challenges of undertaking research without running into some matters of ethical concern. The researcher was mindful that all participants had protected anonymity throughout each stage of the research.  Consequently, recipients were advised from the outset that no names would be published.

Ethical concerns arose for young people involvement, however authorization was granted through the ethics committee at the University, with permission to involve the young people within the research with anonymity and age restrictions for young people over the age of 16 years old with consent forms received by next of kin and young people to ensure protection was a priority.  

As highlighted by Gomm (2008), it is imperative that research is truthful and transparent and accessible to others for scrutiny, which will be achieved through close working relationship with dissertation supervisor and other senior managers at HSCH.

3.5.1 Limitations

The researcher identified two main areas of limitations within this research dissertation. 

Time management - The researcher worked full time and a mother of two young children, so there was concerns of demands of time. Although the researcher is employed at HSCH, the work was completed outside of working hours as per council policies. Therefore close working with the dissertation supervisor was crucial to remain on track with working with deadlines.

Survey / research data - There was a risk of having biased or incomplete data, so triangulation was used so that multiple methods could be cross-analysed to improve the reliability and validity of the research.

3.5.2	Validity and Reliability

Denzin (1978) acknowledges that the use of mixed methods when researching the same phenomenon should lead to greater reliability and validity than a single method approach. Therefore the use of triangulation, whereby the use of multiple sources of data and different methods of research can lead to reduced bias (Jick, 1979). 

Reliability was defined by Collis and Hussey (2009) as the absence of differences in the results if the research were repeated. Gomm (2008) proposed that reliability is achieved through ensuring maintenance of a consistent approach. Importantly the researcher maintained the same approach when introducing the questionnaire to participants and the focus group which created greater reliability of the research data. In addition the secondary data analysis further validated the reliability of the research phenomenon.
 
Collis and Hussey (2009) identify validity as the extent to which research findings accurately reflects the topic of the research under study. Coolican (1992) acknowledged that research errors, for example, faulty research procedures, inaccurate or misleading measurements and poor sampling can undermine validity. Furthermore, Gomm (2008) suggested validity can be associated to the intentions and assumptions of the researcher, and in cases where participants may refuse to answer questions, data may be interpreted inaccurately. It is important to mention the potential for acquaintance bias, whereby participants may provide answers that they think the researcher wants to hear, rather than it being an accurate reflection on their experiences, thoughts and feelings. These bias issues were addressed throughout the methodology, and the measures placed should have alleviated the concerns, and as Yin (2009) suggests, researchers used multiple sources of evidence to ensure validity including questionnaires, focus groups and secondary data to validate the data collected.  In addition, the validity was also be tested against the theories discussed within the literature review.
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Chapter 4: 			Results – Presentation of Findings

4.1 Introduction

The aim of this research was to critically analyse the application of a change management project, with particular consideration given to stakeholder involvement within a Secure Children’s Home. HSCH underwent a significant change to the care staff rota through consultation with relevant stakeholders. Consequently, an analysis of how the change process was managed with consideration to a planned and combined approach, in order to identify any areas for improvement. The results from this research form the basis for recommendations on how best to improve future change management programmes within secure facilities, and in addition any change management programmes that are implemented within other areas of the organisation. 

This intention of this chapter is to provide structured breakdown of the results from objective two and three of this research which was to; 

1. To critically analyse the application of the change management project, with particular consideration given to the effectiveness of stakeholder involvement.

2. To provide understanding of best practise outcomes in terms of managing a change project in a secure setting.

A total of 52 recipients were involved in this research (See Chapter 3.4.2) which included 4 young people who were all males and were residents at HSCH who were involved a focus group. The remaining 48 recipients responded through questionnaires, and were made up of 22 males and 26 females. 

Of the 31 RCCOs, 10 had only been employed at HSCH whilst the new rota had been implemented, so were only able to complete section one of the questionnaire (See Appendix 1). 64 recipients were invited to participate in the research with 52 recipients who actually took part, thus 81% response rate. 


4.2	Theme One:  Employee perceptions of ‘readiness to change’

From the questionnaire distributed to recipients, questions 6 and 7 were considered pertinent (See Appendix 1 Questions 6 and 7)







Question 6	‘As an individual you respond well to change’

 
Figure 4.1
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Figure 4.2
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46 of the 48 recipients were asked this question, as it only related to HSCH employees. The age variable was analysed establishing differences with how recipients respond to change depending on their age (See Appendix 4). 

Four recipients did not provide personal information about their age, so their data could not be cross-referenced to their age, and only analysed on their response to the question.

The findings presented in Figure 4.1 demonstrate:
- 89% of recipients believe that as individuals they are accepting of change. 
- 24 (52%) recipients scored between 9-10 
- 17 (37%) recipients scored between 7-9
- 5 scored as ‘indifferent’ or ‘negatively’. 
   
Analysis with the consideration of age as a variable (See Figure 4.2):
· No clear differentiation between the ages of those resistant to change. 
· Of the age range 26-35 years olds 68% of recipients who identified themselves as ‘very accepting’ of change 
· Those scoring ‘accepting 6-8’ range are higher in the age range of 46-55 years old, making up 53% of total responses of this category. 
Question 7. ‘In your opinion, how accepting of change are your colleagues?’ 


Figure 4.3
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Figure 4.4
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47 responded as one recipient failed to answer the question. The variable considered here was operational staff and non-operational (See Appendix 4) 

Figure 4.3 illustrates the following findings:
· 77% of recipients perceive colleagues as accepting of change
· 64% perceived colleagues as scoring between 6-8
· 13% scored between 9-10
· 23% of responses scored a 5 or below on the scale, indicating they felt that colleagues responded less positive to change.   

The variable of operational and non-operational recipients, Figure 4.4 demonstrates a difference of perceptions:
· 100% of non-operational recipients scored 8 
· 73% of operational recipients perceived colleagues as accepting of change.

Summary 
Findings evidenced that within HSCH there was significant support that recipients perceived themselves and colleagues as positively responsive in accepting change. 

The data evidences that 89% of individual believed they personally respond positively to change. Importantly, data demonstrated a trend with the ages of recipients, with a significant majority of those within the age range of 26-25 perceiving themselves as very accepting of change, and as the age categories increased or decreased by age there were less recipients identifying themselves as very accepting.

Contrastingly, data evidenced 77% of recipient’s perceived colleagues as positively accepting to change, but the scoring level of perceived acceptance fell within the majority scaling between 6-8 on the scale. Thus suggesting that although acceptance to change is significant, individual perceptions scored higher than perceptions of colleagues. 


4.3. Theme Two:  Understanding the impact of the rota on work/life balance and sickness absence?

Questions 4, 5, 11 and 12 of the questionnaire were relevant here (See Appendix 1)  
Question 4. ‘Which of the following statements best represents any changes you have experienced to your home-work life balance since working on the current rota?’ 







Figure 4.5
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Figure 4.6
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42 operational recipients responded to Question 4, with 43 responses as one recipient provided a double response to the question. Explanation boxes were also provided to gather qualitative response to the question (See Appendix 5). 
Findings are illustrated in Figure 4.5 are as follow:

· 34 recipients (79%) identified that the current rota impacted more positively on their home-work life balance.  
· 3 of the 43 (7%) identified that they felt it was worse.
· 6 (14%) identified ‘no change to previous rota’.
· Many new staff who hadn’t experienced the old rota circled ‘no change’ as they had not experienced the old rota. 

Upon reflection, this question is somewhat inappropriately worded to suit the newer staff who have only experience working the new rota. Consequently this raises some validity concerns to the question. Regardless, there remains a high response rate in favour of an improved work life balance. 

   
Findings in consideration to the age variable are as follow (See Figure 4.6):
· 100% of 26-35 years olds identified the current rota as better for work-life balance. 
· 7 recipients did not disclose their age, of these 6 identified with the current rota being better, with only 1 recipient identifying no change to old rota.   
· 
The qualitative element of question 4 revealed common themes for responses: 
Positive responses 
· More time with family 
· Every other weekend off 
· Set days off in work 
· Feeling ‘more motivated to work to the best of my ability’, 
· ‘My stress levels are considerably lower due to having more time to unwind and distress’ (R16)

Critical responses
· ‘It clashes with my partner’s shifts, so I need more child care’ (R25)
· It has raised issues over other staff practice issues (R17). 
Question 5. ‘What do you like/dislike about the current rota?’ 



All 48 recipients responded to this open question. Although many of the points highlighted within the ‘likes’ section overlapped with responses to question 4. 

Table 4.1	Common themes liked:
Operational recipients
Non-Operational recipients
Training and development days 
Staff friendly
Better work-life balance
Staff were involved in working out the rota.   
Set days of working and good length of time off
More time off
Early starts on set days allows time to catch on paperwork and get time with other shift pattern 
Staff seem happier
’11 days off a month instead of 8’ and lower stress levels. 
Staff seem happier

More Flexibility 










Operational recipients
Non-operational recipients
Floating shift
Timesheets are complicated due to different rotas 

Difficult to park on training days 
Too much flexibility
Handovers are more difficult due to length of time off 
Too complex to understand
Financial loss due to working less weekends 
Lack of leadership amongst AULs on the units
Not seeing other shift pattern 
A lot of new staff, need to spread experience across all shifts patterns
‘Young people struggle not seeing us for longer lengths of time’ (R17)

Some longer 10 hour shift falling back to back for some staff, and others on a weekend

Not seeing some of the clinical team due to set days of working 



Table 4.2	Common themes disliked: 










Table 4.3	Common likes/dislikes from young people
Likes
Dislikes
Set days, so that they got to see staff they liked (RYP1) 
Staff shortages due to sickness and annual leave
‘You’ve got good staff from this’ (RYP4) 

‘I’ve got people on every team that I can speak to now’ (RYP4) 

‘I see enough of my keyworker’ 

Staff don’t have to take as much annual leave to take time off. 








Question 11. ‘Generally, sickness absence of staff has improved since the implementation of the current rota’. 



Figure 4.7
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37 recipients responded who experienced the old rota and made up of operational and non-operational recipients.

Figure 4.7 provides a breakdown of responses from recipients, thus: 
· 44% of operational recipients responded in a neutral capacity
· 34% of operational recipients who agree or strongly agree that sickness absence has improved 
· 22% who disagree or strongly disagree.  
· Responses of the non-operational differs in that an equal amount of recipients 40% either strongly agree or disagree, with 20% remaining neural.  
Question 12. Has your personal sickness absence improved since the new rota has been implemented?


Figure 4.8
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Figure 4.8 illustrated the findings and demonstrates:  
· 38% of responses indicating that their personal sickness has improved 
· 31% highlighted that theirs had not
· 10 recipients responded with an N/A response.

Many ‘No’ responses commented alongside indicating that it had not improved due to not having any sickness. The researcher therefore had concerns about the validity of this question, as it did not provide an accurate reflection of what the researcher wanted to establish. 

Secondary data was collated from the administration department within HSCH, who record and log all employee sickness absence. A break down was provided for a two year period to compare sickness on the old rota compared to sickness on the current rota. The dates considered were:
· 1st February, 2015 to 31st January, 2016 - year prior on the old rota
· 1st of February 2016 to 31st of January, 2017 - year the current rota became operational.

The finding (See Appendix 5) identify: 
· A drop of 108 days for long term sickness over the two different time frames, with 505 days in 2015, and 397 in 2016.  
· An increase by 9 days in 2016 in short term sickness absence

Summary
Finding from question 4 and 5 highlight a significant majority (79%) of the recipients identify the current rota as providing a better work-life balance, with 100% of the age range from of 26-35 years old, who had the largest amount of recipients within a group range all identifying with this. It is difficult to be clear on the additional 14% of those who respond to the no change, as many of them recorded that they had not worked the old one, so could not compare. Had the question been worded differently, it is possible that a more accurate response from these 14% might have been received. 

Question 5 supported these findings, where many of the ‘likes’ were duplications of explanations in question 4, although the young people expressed that they like the set days that staff work as its easier to know when they are in work. However, there were many areas that were highlighted in respect of dislikes, but none of them directly associated with the work-life balance. Many of the dislikes were associated with operational concerns, such as complexity of time sheets, handover issues and not seeing other shift patterns, aside from the issue highlighted around the longer 10 hour shifts. This concerns were raised around having to do longer back to back shifts which could be perceived as more of a concern in respect of work-life balance. The young people highlighted staff shortages as a dislike, expressing that they struggle to do activities due to staffing shortages.    

In support of these findings both questions 4 and 5 identified similar responses for reasons that recipients found the current rota to be better. The most frequently identified were more quality time with family, set day in work and off, every other weekend off, better access to training and development days, improved learning opportunities which impact of performance. In contrast to these findings, recipients dislikes that were reported were ‘it clashes with my partners shifts, so I need more child care’, and another identified that it raised issues over other staff practice issues. Many of the other matters identified were more operational concerns, for example, floating shift, parking, complexity of timesheets, and although highlighted as dislikes, a significant amount of recipients highlighted the current rota as better in respect of work-life balance.   

In respect of sickness absence, the researcher acknowledged some concerns in respect of the validity of these questions, as responses were open to interpretation, however the secondary data evidenced (See Appendix .. for summary table) a significant drop of 108 days in long term sickness absence. At this point it is difficult to know where this directly relates to the rota change. 

4.4.	Theme Three: Perceptions of improved quality of practice from the new training days and personal development days

Question 2 and 3 of the questionnaire were relevant for this section (See Appendix 1). 
Question 2. ‘Have the training days that you attended since the new rota has been implemented had any impact on your working practices at Hillside SCH?’ 










Figure 4.9
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Figure 4.9 breaks down newer recipients who had not experienced the rota compared with the recipients who worked the old rota. 

Results indicated (See Appendix 6):
· 88% of those who worked the old rota indicated that their working practice had improved with the new training days implemented, with 63% identifying a significant difference. 
· 80% of the newer recipients felt that the training days impacted on their practice, with 60% indicating they had made a significant impact.   



Common themes for newer recipient responses were:
· Development days allowed more time to do QCF qualifications, and in turn improved practice. 
· Greater learning of the units and managing the young people 
· Shift team meetings were helpful, providing opportunity to discuss unit topics (R4). 

Common themes for recipients who had worked the old rota were:
· ‘Being able to put theory into practice and allow time for reflective practice’ (R30) 
· Refresher training and time to develop in areas of interest to me’ (R45)
· ‘Attending training doesn’t impact on rest days like the old rota’ (R17).









Question 3. ‘Tick all statements that best represent the time that you have to undertake the tasks within your role since the new rota has been implemented’. 


Figure 4.10
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Three newer recipients wrote N/A to this question thus indicating that the wording of the question did not suit all recipients as they had not worked the previous rota. From the responses given, 11 AULs gave 19 responses, and 31 RCCOs gave 65 responses. 

Figure 4.10 illustrates the following findings (See Appendix 6); 
· 83% of total participants felt they had enough time to undertake tasks 
· 91% of RCCOs found the current rota allowed then more time to undertake tasks 
· 37% of AULs found the old rota gave them more time that the current one. 
 Summary

A significant majority of recipients feel the training and development days have had a positive impact on their working practices within HSCH, with more time to attend training and reflect on their practice. In respect of the time to complete tasks, 83% felt that they have enough time to complete tasks on the current rota, however a noted difference from AULs who identified that 34% continue to struggle with time to complete necessary tasks. 
 
4.5. 	Theme Four:  Perceptions of consultation around care staff rota

Eight questions (1, 8, 9, 10, 13,14,15 &16) related to this theme. Questions 1 and 8 were done on a 10 point scale for all 48 recipients to respond to. 
Question 1. ‘How do you feel about the current rota? 



The findings identified:
· 94% of recipients scored between a 6-10 with 10 meaning ‘very positive’. 
· Of the 94%, 54% scored it between 9-10, thus indicating that a significant majority of the recipients feel positively about the rota (See Appendix 7).
· 100% of RCCOs that worked both the old and new rota scored this question between a 6 and 10.

Young people focus group 

100% of young people identified a preference for the current rota over the old one, with comments like ‘yes, this one is much better’ (RYP4) reasons given included: 

· ‘There are four teams now, and there were only three on the old one’(RYP1)
· ‘Yes, I like the rota, because I get to see the staff I like on the set days that I now they come in’ (RYP1)
Question 8. ‘Was the decision to change to the current rota a good decision in your opinion? 



Figure 4.11
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Findings were illustrated in Figure 4.11 and highlighted:
· 93% of the recipients scored 6-10 indicating they felt the decision was a good one (See Appendix 7)
· 61% of recipients scored their response between a 9 and 10.  

The following questions part 2 of the questionnaire (See Appendix 1) were only given to recipients that had been employed at HSCH whilst the old rota was in operation.
Question 9. ‘The aims and objectives of the change project were explained to you from the outset’ 



Figure 4.12
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This was presented on a 5 point scale with response 1 being ‘strongly agree’, and 5 being ‘. The findings illustrated in Figure 4.12, indicated: 
· 90% scored a 1 or 2 indicating they agreed or strongly agreed with the statement
· 44% of the 90% scored as strongly agreeing
Question 10. ‘You were appropriately consulted with throughout the change programme of the rota?’ 



Was presented on a 5 point scale with response 1 being ‘strongly agree’, and 5 being ‘strongly disagree’. Finding evidenced:
· 90% of recipients agreeing and strongly agreeing with this statement (see Appendix 8). 
· Two recipients disagreed with this question, and through further analysis one RCCO who strongly disagreed was off sick at the time of the consultation of the rota process, and so was not consulted (R44) and the other recipient was (R25), expressed that they disliked the new rota. 





Question 13. ‘How was communication throughout the rota change process managed?’ 



From the 38 responses, finding for this question identified: (See Appendix 8).
· 84% responded with good, or very good, of which 37% indicated communication was very good 
· 11% thought more could have been done 
· 3% as poor 
· 3% as very poor 
· Closer analyses (R24) identified as poor, the explanation that was provided was highlighting communication issues during handovers on the unit, and not to do with the rota change project. 
· The recipient that responded to very poor was (R44) and was off sick
 
Common themes that arose from the explanation element were:
· ‘Focus group consultation was with HR Officer, Trade Union, Senior Management and staff across different teams to feedback to staff, gave regular feedback’
· Staff were able to vote for the rota so consultation was good
· Management listened to staff
· Good time scale for consultation
· Consulted with and made aware of pros and cons

In contrast the areas that highlighted that more could have been done were: 
· ‘Misinformation even though a working group was formed’ (R39) 
· ‘Unions could have informed us about losing annual leave days’ (R19). 

Question 14. ‘In your opinion, how well did leadership of Hillside manage the change process to the current rota?’ 


Figure 4.13
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From the responses received Figure 4.13 illustrates that: 
· One recipient identified as a 5
· 97% felt that leadership was good for the rota change process (See Appendix 9). 
· 55% of AUL scored between a 9-10
· 29% of RCCOs scored a 9-10

These findings suggest that there were varying degrees of leadership with AULs feeling there was a greater level of leadership.  
Question 15. ‘Do you feel that any aspects of the rota could have been managed differently?’ 



Figure 4.14
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Key findings were as illustrated in Figure 4.14 were (See Appendix 9):
· 60% identified either ‘none’, or ‘none it was very well handles’  
· 35% indicated that ‘more could have been done’ 
· Two recipients highlighted ‘a lot could have been done differently’.
· Of the 21 RCCOs that responded, 43% indicated that they felt that some things could have been managed differently

The common themes that arose by operational staff included:
· Discrepancies with allocation of shifts in the initial implementation
· A written format to the process would have been helpful
· Better clarity of floating shifts 
· All staff should have attended focus groups to discuss concerns and questions
· More leadership – better explaining from AULs. 
· Democratic voting process done to decide rota
· Could have delayed until we had a full complement of AULs. 

For non-operational recipients, themes included:
· More consideration of impact on admin
· Hours converted to days 
· It has had a big impact on calculation timesheets
· ‘Senior management in some areas tried to undermine the processes’ (R11) -This point was further clarified with the recipient, and it was their view from the feedback that was received following the voting ballet which took place, where two senior managers voted against the rota being permanently implemented (See Appendix 10 for report)     
Question 16. ‘In which way could the change management process for implementing the current rota have been improved?’ 



Responses were limited, but of the responses given, there is a clear duplication for most in responses to question 15, and upon reflection the researcher understood that the two questions were closely linked. 

 Summary

In summary, there is significant evidence to support the suggestion that the change management process for the staff rota was well managed, and that staff felt involved and engaged in the consultation process. Although there were findings that highlighted some areas of the consultation process could have been managed differently in order to gain a more holistic approach to managing the operational changes to the rota. 

These findings are supported by evidence from the questionnaires whereby, 94% of recipients that engaged in the rota change process felt positively towards the current rota, and 93% felt that it was a good decision to change the rota. In respect of the actual consultation process, 90% of recipients felt that the aims and objectives of the change project were explained at the outset, with only one person disagreeing with this.  Through further inspection this recipient presented as having continual issues with elements of the structure of the rota and the impact on their work-life balance as it created more issues for them due to additional child care issues as his clashed with their partners work shifts. 97% of recipients felt the leadership of how HSCH managed the change of the current rota positively, and 90% of the recipient group felt that they had been appropriately consulted with throughout the change programme. In relation to communication, 84% the felt that the communication throughout the change process was managed well with a contrasting 16% who felt it could have been managed better or was handled poorly. 

Key findings from this help understand concerns where is was felt that information was unclear at times, and there was a concern that Trade Union could have provided greater clarity on understanding financial loss and annual leave changes. That being said, recipients expressed that the focus groups throughout the consultation were good as it included a range of care staff, senior management, HR officer and Union representation, and the voting system was also viewed as a helpful process so that staff had their say as to whether they wanted the rota to change. 

The final areas relevant to consultation were understanding if recipients felt that any areas could have been managed differently. Importantly, 35% indicated that there were elements of the process that could have been managed differently including suggestions of poor timing due to inexperience of new staff, and lack of certain positions filled at the time the rota became operational. A common theme that arose was the dislike for the floating shift, and views that this had not been made clear to staff at the time. The admin department also highlighted the impact the new rota had on them, and suggested that greater input should have been given throughout the consultation period. The final critical area identified was that some senior managers were viewed as trying to undermine the processes, however this was only noted by one recipient.    
     















Chapter 5			Conclusion and Recommendations

5.1	Introduction 

The aim of this research was to critically evaluate the effectiveness of involvement of stakeholders within a change management project of the care staff rota within HSCH.  This evaluation will be achieved by synthesizing and drawing conclusions from theoretical evidence produced in chapter two and findings from results of the case study in chapter four.  From the conclusions drawn, recommendations will be made any future change management processes within HSCH.

The layout of this chapter is structured by demonstrating achievement of each of the aims and objectives of this study, before making recommendations for HSCH to improve processes.  

5.2	Objective One and Two: 

2)	An extensive literature review on both theory and other change management project with similar clinical and residential settings with consideration being given to leadership, and consultation and engagement within change management. 
3)	To critically analyse the application of the change management project, with particular consideration given to the effectiveness of stakeholder involvement.

In order to understand the change within organisations there needs to be a critical understanding of organisational strategies, and approaches to change as it can be argued that what works for one organisation is not always transferable to other organisations. HSCH is a rule bound organisation, and with limited research undertaken in this type of environment it is critical to have understanding of the terrain in how it functions. 
    
When considering the different strategies, the literature review identified three critical strategies for managing change which included economic, OD and combined approach. As the change processes within HSCH has been driven from both a top down, results driven change along with a slower bottom up approach (Beer, 2001), it could be argued that the most pertinent strategic method is the combined approach as it uses the best qualities of both simultaneously.  This is evidenced by the decision to change the rota which came from a top down decision by management, following issues of retention of employees and requests from bottom up that the old rota was tiring particularly as training days often fell on rest days, which employees were expected to attend. Consequently, the change process began with consultation and involvement from the bottom up with employees actively involved. 

Critically, the literature review defined two types of changes, and acknowledged the use of both the planned and emergent approaches to managing change, both of which can be argued are relevant in the process for managing the changes within HSCH. In response to the planned approach, which Marrow (1969) identifies as a consciously embarked upon change, which is associated with identifying a need for change and undertakes a process to evaluate where changes are necessary (Burnes, 2014). It is argued that HSCH applied this approach through a punctuated equilibrium frequency, and identified with the use of Lewin’s (1947, 1951) force field analysis and three step process, but identifying the driving forces and restraining forces in order for the status quo to change (as illustrated in Chapter 2.4). In respect of the three-step process, the unfreezing directly related to the change process whereby the new rota was agreed to be tested for pilot, and the moving and re-freezing was associated with the implementation of the current rota. Although Burnes (2014) warned of the risk of it being self-sustaining without risk of regression, the focus groups and consultation acted as drivers for ensuring the rota was not derailed, and any issues that arose were dealt with promptly to avoid a pull on the restraining forces.

In respect of the emergent approach, whereby Falconer (2002) identifies that change is not a linear process, or single event, but more continuous and open-ended. As mentioned in Chapter 1, the repurposing programme set about through a top down approach, has introduced a series of changes beyond the rota change within HSCH, as a result of the changing external climate, and changes to the top management structure. This gives strength to Caldwell (2006) who proposed that change is long term, complex and incremental in stages and unfolds over time, which supports the continuous transformation of change, where Burnes (2014) acknowledges that for any business to survive, they must be capable of surviving turbulent times through continuous change.

By applying a combined and planned approach to this change programme, the literature review was broken down into four themes in order to understand the different elements that were considered relevant to the change programme outside of the stakeholder consultation. These themes were introduced from the force field analysis as key drivers or potential retraining forces, and consisted of understanding of employee’s readiness to change, importance of work-life balance and sickness absence and training days as a means to improve practice. 

5.2.1	Theme One	 	Readiness to change

In understanding readiness to change, chapter 2 identifies the importance of understanding the psychological reactions that Hayes and Hyde (1996) identified when experiencing the cycle of change (See Chapter 2.5), and although they identify that all of these must be experienced in order to fully accept a change process, there is an important understanding that people react differently based on individual experiences. It is therefore critical to understand that with greater commitment to an organisation there is a better chance of accepting change (Oreg et al 2011), which can be achieved through having a strong psychological contract (Argyris, 1960: Guest et al 1996). Although the research within HSCH did not test specifically around psychological contracts or commitment, it did explore the perceptions of how well change was received, both individually and amongst colleagues. Results showed favourably that people were receptive to change both individually as colleagues, which could then lead to suggestion that employees were engaged and accepting of the change.

5.2.2	Theme Two		Work-life balance
 	  
The consideration for work-life balance was a key factor in the driving forces for the change programme (See Chapter 2.6), and the literature review demonstrated critical evidence supporting the importance of work-life balance for health, well-being and families (Frone et al 1992). Importantly, Halpern (2005) identified that those with control over their shifts find it easier to reduce any conflicts between work and family, with Williams (2005) finding that 73% of rotating shift-workers were satisfied with their work-life balance. It is difficult to compare this figure with Hillside, as employees have continued with rotating shift-work, but the shift pattern altered to create a more work-life friendly pattern which allowed every other weekend off work. The research indicated that 79% of participants felt that the current rota had impacted positively on their work-home life balance in comparison to the old rota. Importantly, of the 26-35 years age range, 100% of participants indicated a better work-life balance. It could therefore be argued that this age group is most widely affected with having younger families, which was a common theme in the responses for many of the participants, along with having every other weekend off.  

Parker and Langford (2008) found that the most significantly related factors to work-life balance included management of workloads to reduce, supportive supervisor and safety in the workplace. The findings from Chapter 3 (Question 3. P 81) discussed perceptions on time that employees had to undertake tasks within role since the new rota was implemented. Findings support Parker and Langford (2008) as 80% of responses indicated they now had more time to undertake tasks. This finding is further supported by the reported sickness absence from the secondary data collated, at there was a reduction of 108 days for long term sickness in comparison to the year before the rota went live. 
       
5.2.3	Theme Three	New training days, and perceived impact on quality of practice 

When considering the environment of a secure children’s home, Walker et al (2005) acknowledged challenges of supporting young people displaying significant levels of social, emotional and behavioural difficulties, who are proposed by Cameron and Maginn (2008) as the most vulnerable and violent young people of society. That being said, it is argued that the need for training and development is critical for staff working directly with the young people (HarrisReview, 2015). The new rota system built in two non-operational training and personal development days per month for staff with the view of providing time for staff to develop and improve standards of practice, and to support the continual learning as part of regulation requirements of the Social Care for Wales (SocialCareWales, 2017). 

Findings of the research demonstrated 86% of participants felt that training days had improved the quality of their practice, with common reasons given as time with teams to discuss issues and training improving practice with young people. This gives support to Matthew (2016) who proposed the importance of having time to reflect on practice, and having management acknowledge the importance of time needed to reflect, which was set out as one of the key driving forces for change.     

5.2.4	Theme Four 	Consultation around implementation of the new rota 
  
When considering the consultation process for the new rota, there were four aspects considered critical, including, leadership, consultation, communication and what could have been done differently.

Arguably, strong leadership along with the ability to influence others to achieve desired goals is necessary when managing change (Northouse, 2012). The research evidenced that 94% of participants felt positively towards the new rota, along with 93% indicating that they felt that the decision to change the rota was a good thing. Similarly, 100% of young people indicated that they felt the change to the rota was a good move due to consistency and wider variety of staff. Consequently, this indicates a significant majority were in favour of the change, and arguably were influenced by leaders to achieve the desired goal as set out by Northouse (2012). 

Importantly, Northouse (2013) distinguished between both transactional, and transformational leadership, and from considering the scope of this research, it is argued that both styles were applied by focusing on following procedure and working to rule with optimising performance through incremental stages, and on the other hand demonstrating commitment and gaining trust of followers. This is supported by the focus group meetings held throughout the consultation period, following procedures by including external stakeholders (HR Officer and Union representative), joint working and listening to what employees wanted, and responding to these needs when able to. The combination of the two styles was supported by Alimo-Metcalfe and Alban-Metcalfe (2000) who argued that the key was to identify the optimum balance through a blend of both transactional-transformational skills at any given circumstance. 

In acknowledging the stakeholder and employee engagement in respect of the consultation, Hayes (2014) argues this is a critical element when managing change processes. McNulty and Ferlie (2002) evidenced failings within a change programme, which identified lack of consultation and communication, along with limited environmental understanding by those leading the change. This change process was managed contrasting different to HSCH, as it was led by senior management and invited relevant external stakeholders and employees working the rota to engage in the consultation process. 

Similarly, Clayton and Gregory (2000) undertook research on change management within a similar rule bound facility, with findings identifying an overall suppression of cultural variety, with participants seemingly uninterested in being involved in the processes of change as it would lead to further unnecessary change in their view. It is argued that there are vast difference between the two change programmes, where the one in HSCH impacted significantly on employees. Evidence suggested that the support for the new rota, so it was in their interest to engage in the consultation. This was demonstrated through the voting systems held at the beginning and end of the pilot period, and had employees not engaged then the new rota may not have been introduced. This suggests that engagement and consultation is greater in circumstances where employees are directly impacted upon. 

This suggestions gives further strength to Haggroth’s (2013) argument that support will be gained by employees if three basic questions are answered by leaders, thus ‘why are we doing this? What is the final goal of the changes and how will employees be involved in the changes?’ The research demonstrates clear evidence that employees were clear of these objectives as question 9, 10 and 13 (Chapter 4.5) evidenced that 90% of participants felt the aims and objectives were made clear to them, and also felt they were appropriately consulted throughout the change programme. In addition, 84% felt that communication was good throughout the change process.       

Although the evidence to date indicates the engagement and participation was meaningful and responsive, the research also highlighted that not all departments participated in the consultation process, and that critically the administration department were only included in the consultation after the new rota had been implemented. Question 15 (Chapter 4.5) highlighted responses from the administration employees who highlighted the increase in workload that the new rota had created for them. Importantly Marino (2007) highlighted importance of including everyone in improvement plans for them to be successful. HSCH did not do this from the beginning of the programme, and arguably missed the opportunity of gaining meaningful insight into resources, and impact on other department workloads, which created a divide in the workforce. That being said although the administration department acknowledged challenges, they also highlighted that they accepted and understood the benefits for employees who had shifted to the new rota. 

Although there were many successes to this change programme, it is critical to highlight the final stage of the findings which highlight that 35% of response indicated that aspects of the rota change could have been managed differently (Chapter 4.5. Question 15 p.88), and although many of the suggestions were relating to errors in the operational rota, there was also suggestions that some senior management were not supportive of the rota, which throws into question the cohesiveness of the senior management team. However what this does indicate is that the final voting decision around keeping the new rota was heavily driven by employees supporting the rota change rather than top management. This gives strength to Brown and Cregan’s (2008) argument that involvement in decision making and questioning motives of management to understand and influence the final change.


The research conducted gives strong indication that the involvement of stakeholders within this change management programme was successful, with overall findings indicating that those involved in the research liked the new rota, and felt they were well consulted throughout the change programme. There is clear support of the use of the combined approach, which followed Lewin’s (1947, 1951) model of change with the three-step process and the force field analysis. 

5.3   Objective Three 	To provide understanding of best practice outcomes in terms of managing a change project in a secure setting.

Importantly, the best practice identified as part of the change programme was the use of two-way processes for consulting and engaging employees and external stakeholders throughout the change programme proved critical. Thus, demonstrated through the use of focus groups and voting procedures with a clear opportunity for employees to be heard, with evidence that the supports the belief that the change process was heavily guided by the employees. As identified within Chapter 2, historically change within public sector organisations has predominantly been led through a top down economic approach, and this study builds on evidence that supports the view that that this combined, planned approach can be very effective in using within this type of setting.  

Similarly, the change programme evidenced strong leadership throughout, and demonstrated traits of both transactional and transformational approaches, by following systems and processes and demonstrating staff empowerment. By adopting this approach, is argued that staff were more trusted and more committed to the change process.   

It is worth noting that the processes for communication could have been further enhanced through management providing written feedback and responses to any frequently asked questions along with clarity of the advantages and disadvantages of the new rota. 

The research also draws upon the finding that more could have been done to include other departments who were significantly impacted upon at the beginning of the change programme, with the view that Marino (2007) argued that the most successful improvement plan must include everyone in the improvements efforts.  

5.4  Objective Four	 To draw conclusions and make further recommendations to HSCH based on the findings.  

This research demonstrated strong leadership through use of the combined, planned approach, which followed Lewin’s (1947, 1951) model of change with the three-step process and the force field analysis. The outcomes of this research gives strong indication that involvement of stakeholders within this change management programme was critical in its success, with overall findings suggesting that those involved in the research liked the new rota, and felt that they were well consulted with and engaged throughout the change programme. The application of the change programme was clearly outlined from the offset, and external stakeholder involvement from HR and Union representatives demonstrated that the change programmes was managed fairly and without bias, with the view of improving practice, and creating a better work-life balance for employees thus creating better retention of employees and ultimately better outcomes for the young people accommodated within the home. 

5.5	Recommendations

The recommendations made from this dissertation are associated with managing any future change programmes within a secure setting, or a similar environment.  

1. To provide a more holistic approach of consultation, and identifying wider departments that are likely to be impacted upon, so that they can be involved in the change programme right from the outset.

2. To provide more written information sheets to those involved, including question and answer sheets with detail of progress of change programme along with the identified advantages and disadvantages 
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Appendix 1
[image: ][image: ]Staff Rota - Evaluation Questionnaire for employees

Thank you for taking the time to fill in this questionnaire around leadership and change management in relation to the staff rota. 

This questionnaire has been designed with the intention of 1) understanding how the management of change process for the new rota was delivered within Hillside, and 2) understanding about how staff felt the consultation process was managed. Your responses will help the management team and researchers understand learning and best practice around the process of change.

 All information will be treated confidentially, and will only be used for research purposes.

Researcher; Angela Wellington	a.wellington@npt.gov.uk 	01639 641648

This questionnaire will take approximately 15 minutes for you to complete


Section 1

(This section is to be complete by all employees)







1. How do you feel about the current rota? (Please circle which best represents your feelings about the new rota)


	Very
Negative
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	Very 
Positive
	
	N/A




2. Have the training days you attended since the new rota has been implemented had any impact of your working practices at Hillside SCH?
(Please circle the comment that best applies to you)

a. None whatsoever		b.   A little		

c.   Yes				d.   Yes, very much so


Please explain why_________________________________________________
________________________________________________________________________________________________________________________________
________________________________________________________________

3. From the following list, please tick all the statements that best represents the time that you have to undertake the tasks within your role since the current rota has been implemented? 


Factor									Importance


I don’t have enough time to complete all of my tasks now			[   ]
The old rota gave me more time to complete my tasks				[   ]
I have a fair amount of time to complete the tasks within my role   		[   ]
The new rota gives me a more time to complete my tasks			[   ]
I get a lot more time on this rota to complete all of my tasks			[   ]




4. Which of the following statements best represents any changes you have experienced to your home-work life balance since working on the current rota? (Please circle the comment that best applies to you) 


a. Better		b.   Worse		c.  No change than previous rota



Please explain why_________________________________________________
________________________________________________________________________________________________________________________________
________________________________________________________________


 

5. What do you like/dislike about the current rota? Please list up to three things 

Things I like about the current rota

a. ______________________________________________________
b. ______________________________________________________
c. ______________________________________________________


Things I don’t like about the current rota

a. _______________________________________________________
b. _______________________________________________________
c. _______________________________________________________


Please rate the following statements:



6. As an individual, you respond well to change

	Not at all
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	Very accepting
	
	N/A






7.  In your opinion, how accepting of the change are your colleagues? 

	Not at all
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	Very accepting
	
	N/A




8. Was the decision to change to the current rota a good decision in your opinion?

	Very poor
decision
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	Great decision 
	
	N/A


Section 2

Only complete this section if you were employed at Hillside before or while the changes in the rota were taking place. For those not completing this section, please go to question 19.


	
To what extent do you agree/disagree with the following statements? 
	Strongly Agree
	Agree
	Neutral
	Disagree
	Strongly Disagree

	
9. The aims and objectives of the change project were explained to you at the outset

	
1
	
2
	
3
	
4
	
5

	
10. You were appropriately consulted with throughout the change programme of the rota?

	
1
	
2
	
3
	
4
	
5

	
11. Generally sickness absence of staff has improved since the implementation of the current rota

	
1
	
2
	
3
	
4
	
5






12. Has your personal sickness absence improved since the current rota has been implemented?


Yes  [   ]		No  [   ]



13. How was communication throughout the rota change process managed? (Please circle the comment that best applies to you)


a. Very Good 				b. Good		

c.	Could have done more 		d. Poor		e. Very Poor




Please explain why_________________________________________________
________________________________________________________________________________________________________________________________
________________________________________________________________


14.  In your opinions, how well did the leadership of Hillside manage the change to the current rota?


	Very
Poorly
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	Very well
	
	N/A





15. Do you feel that any aspects of the rota change process could have been managed differently? (Please circle the comment that best applies to you)


a. Yes, a lot			b. 	Some 

c. None 				d. None, It was handled very well


Please explain why_________________________________________________
________________________________________________________________________________________________________________________________
________________________________________________________________


16. In which way could the change management process for implementing the current rota have been improved?
_________________________________________________________________________________________________________________________________________________________________________________________________________
___________________________________________________________________
___________________________________________________________________



Any other comments you would like to make: _________________________________________________________________________________________________________________________________________________________________________________________________________
___________________________________________________________________



Additional information


Age _________ 		Position ________________________________

Gender (please tick) 	  Male 	[   ]		Female 	[   ]  

How long have you been employed at Hillside SCH? ____________________

Did you work the old rota while it was in place?  Yes 	[   ]  	No 	[   ]  

Were you part of the focus group for the consultation of the rota?  

Yes 	[   ] 		No 	[   ]

Opportunity for further involvement


We may look to gather additional information as part of the research, and so are looking for employees who may be interested in being part of a focus group session to help with the research outcomes. 

Please indicate if you would be interested in being involved in this process. 

As this research is time bound, please note we may not get the opportunity to call upon all employees that agree to this process. 


I’m happy to attend the focus group  [   ]	      

I do not wish to take part in the focus group session  [   ]

If you would like to take part in the interview please provide your name.

Name (Optional)________________________________________

Thank you for your time and co-operation in providing this information


Researcher; Angela Wellington	a.wellington@npt.gov.uk 	01639 641648
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Thank you for taking the time to fill in this questionnaire around leadership and change management in relation to the staff rota. 

This questionnaire has been designed with the intention of 1) understanding how the management of change process for the new rota was delivered within Hillside, and 2) understanding about how staff felt the consultation process was managed. Your responses will help the management team and researchers understand learning and best practice around the process of change.

 All information will be treated confidentially, and will only be used for research purposes.

Researcher; Angela Wellington	a.wellington@npt.gov.uk 	01639 641648

This questionnaire will take approximately 15 minutes for you to complete




17. How do you feel about the current rota? (Please circle which best represents your feelings about the new rota)


	Very
Negative
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	Very 
Positive
	
	N/A






18. What do you like/dislike about the current rota? Please list up to three things 

Things I like about the current rota

a. ______________________________________________________
b. ______________________________________________________
c. ______________________________________________________




Things I don’t like about the current rota

d. _______________________________________________________
e. _______________________________________________________
f. _______________________________________________________


Please rate the following statements:



19. As an individual, you respond well to change


	Not at all
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	Very accepting
	
	N/A






20.  In your opinion, how accepting of the change are the employees involved in the change process? 


	Not at all
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	Very accepting
	
	N/A




21. Was the decision to change to the current rota a good decision in your opinion?


	Very poor
decision
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	Great decision 
	
	N/A









	

To what extent do you agree/disagree with the following statements? 
	Strongly Agree
	Agree
	Neutral
	Disagree
	Strongly Disagree

	
22. The aims and objectives of the change project were explained to you at the outset

	
1
	
2
	
3
	
4
	
5

	
23. You were appropriately consulted with throughout the change programme of the rota?

	
1
	
2
	
3
	
4
	
5

	
24. Generally sickness absence of staff has improved since the implementation of the current rota

	
1
	
2
	
3
	
4
	
5




25. How was communication throughout the rota change process managed? (Please circle the comment that best applies to you)


b. Very Good 				b. Good		

c.	Could have done more 		d. Poor		e. Very Poor




Please explain why_________________________________________________
________________________________________________________________________________________________________________________________
________________________________________________________________




26.  In your opinions, how well did the leadership of Hillside manage the change to the current rota?


	Very
Poorly
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	Very well
	
	N/A





27. Do you feel that any aspects of the rota change process could have been managed differently? (Please circle the comment that best applies to you)


b. Yes, a lot			b. 	Some 

c. None 				d. None, It was handled very well


Please explain why_________________________________________________
________________________________________________________________________________________________________________________________
________________________________________________________________


28. In which way could the change management process for implementing the current rota have been improved?
_________________________________________________________________________________________________________________________________________________________________________________________________________
___________________________________________________________________
___________________________________________________________________

Any other comments you would like to make: _________________________________________________________________________________________________________________________________________________________________________________________________________
___________________________________________________________________


Additional information


Age _________ 		Position ________________________________

Gender (please tick) 	  Male 	[   ]		Female 	[   ]  
How long have you been employed at Hillside SCH? ____________________
Did you work the old rota while it was in place?  Yes 	[   ]  	No 	[   ]  
Were you part of the focus group for the consultation of the rota?  

Yes 	[   ] 		No 	[   ]

Opportunity for further involvement


We may look to gather additional information as part of the research, and so are looking for employees who may be interested in being part of a focus group session to help with the research outcomes. 

Please indicate if you would be interested in being involved in this process. 

As this research is time bound, please note we may not get the opportunity to call upon all employees that agree to this process. 


I’m happy to attend the focus group  [   ]	      
I do not wish to take part in the focus group session  [   ]

If you would like to take part in the interview please provide your name.

Name (Optional)________________________________________

Thank you for your time and co-operation in providing this information

Researcher; Angela Wellington	a.wellington@npt.gov.uk 	01639 641648
Appendix 3
STAFF SICKNESS 1ST FEBRUARY 2015 to 31ST JANUARY 2016

	Number of Absence Working Days

	Long Term Days
	Number of Staff
	Short Term Days
	Number of Staff

	Care Staff/AULs
	505
	10
	386
	38

	Industrial Injuries
	130
	2
	32
	4

	Totals
	635
	12
	418
	42






STAFF SICKNESS 1ST FEBRUARY 2016 to 31ST JANUARY 2017

	Number of Absence Working Days

	Long Term Days
	Number of Staff
	Short Term Days
	Number of Staff

	Care Staff/AULs
	397
	6
	395
	45

	Industrial Injuries
	154
	2
	30
	2

	Totals
	551
	8
	425
	47
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	Question 6
	
	
	
	
	

	As an individual, you respond well to change
	

	
	Not at all 1-2
	Negatively 3-4 
	Indifferent 5
	Accepting 6-8
	Very Accepting 9-10

	21-25 years
	0
	1
	0
	2
	0

	26-35 years
	0
	0
	1
	1
	16

	36-45 years
	0
	1
	0
	2
	5

	46- 55 years
	0
	1
	1
	9
	3

	56 +
	0
	0
	0
	0
	0

	No age
	0
	0
	0
	3
	1

	Total
	0
	3
	2
	17
	25





	Question 7
	
	
	
	
	
	

	In your opinion, how accepting of change are your colleagues?

	
	Not at all 1-2
	Negatively 3-4 
	Indifferent 5
	Accepting 6-8
	Very Accepting 9-10
	

	Operational 
	0
	2
	9
	24
	6
	

	Non operational
	0
	0
	0
	5
	0
	

	Total
	0
	2
	9
	29
	6
	

	1=recipiant did not answer question
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Question 4
Which of the following statements best represents any changes you have experienced to your work-life balance since working on the current rota?

	
	21-25 years
	26-35 years
	36-45 years old
	46-55 years old
	No Age
	

	A. Better
	2
	15
	4
	7
	6
	

	B. Worse
	0
	0
	2
	1
	0
	

	C. No Change
	1
	0
	1
	3
	1
	

	
	
	
	
	
	
	

	Total
	3
	15
	7
	11
	7
	

	% no change or better
	7%
	35%
	12%
	23%
	16%
	

	Worse
	0%
	0%
	5%
	2%
	0%
	

	Total scored is 43 - one recipient double scored
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	Old staff
	New staff
	Non operational

	AGE
	Male
	Female
	Male
	Female
	Male
	Female

	21-25
	1
	1
	1
	0
	0
	0

	26-35
	8
	7
	2
	1
	0
	0

	36-45
	2
	3
	1
	1
	1
	0

	46-55
	4
	3
	1
	1
	1
	2

	56+
	0
	0
	0
	0
	0
	1

	No Age
	0
	2
	1
	0
	0
	0








Question 11
	Question 11
	
	
	
	
	

	Generally sickness absence of staff has improved since the implementation of the current rota

	
	
	
	
	
	

	
	1 - Strongly Agree
	2 - Agree
	3 - Neutral
	4 - Disagree
	5 - Strongly Disagree

	Non-operational
	2
	0
	1
	2
	0

	Total Ops
	3
	8
	14
	4
	3

	Total
	5
	8
	15
	6
	3





Question 12
Has your personal sickness absence improved since the current rota has been implemented?

	
	Yes
	No
	N/A

	AUL
	2
	5
	4

	RCCO
	10
	5
	6

	Total
	12
	10
	10









Appendix 6
Question 2
	
Question 2. Have the training days you attended since the new rota has been implemented had any impact on your working practices at Hillside SCH? 

	
	
	
	Total
	
	
	
	
	
	

	
	New operational staff -less than 2 years service
	Operational 
staff - more 
than 2 
years service
	New %
	Old %
	total %
	New C & D
	Old C & D
	

	A. None whatsoever
	1
	1
	2
	10
	3
	5%
	80%
	88%
	

	B. A little
	1
	3
	4
	10
	9
	9%
	
	
	

	C. Yes
	2
	8
	10
	20
	25
	24%
	
	
	

	D. Yes, Very much so
	6
	20
	26
	60
	63
	62%
	
	
	

	
	
	
	
	
	
	
	
	
	

	Total
	10
	32
	42
	
	
	100%
	
	
	




Question 3
	
Question 3. From the following list, please tick all relevant statements that best represent the time that you have to undertake the tasks within your role since the current rota has been implemented

	
	
	

	
	AUL
	RCCO

	A. I don’t have enough time to complete all of my tasks now
	4
	0

	B. The old rota gave me more time to complete my tasks 
	3
	1

	C. I have a fair amount of time to complete the tasks within my role
	5
	14

	D. The new rota gives me more time to complete my tasks
	4
	18

	E. I get a lot more on this rota to complete all of my tasks
	3
	10

	N/A
	0
	3

	Total recipients 
	11
	31

	Total responses
	19
	46



	Question 1. How do you feel about the current rota?
	
	
	
	

	
	Very Negative 1-2
	Negative 3 - 4
	Indifferent 5
	Positive 6 - 7 - 8
	Very positive 9 - 10
	Total
	% 6-10
	% 9-10

	New operational staff -less than 2 years service
	0
	0
	1
	3
	6
	10
	90
	60

	Operational RCCO - more than 2 years service
	0
	0
	0
	9
	12
	21
	100
	57

	Operational AUL - more than 2 years service 
	0
	1
	0
	4
	6
	11
	91
	55

	Non-operational staff
	0
	1
	0
	3
	2
	5
	80
	20

	Total
	0
	2
	1
	19
	26
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Question 8. Was the decision to change the rota a good decision in your opinion?

	
	
	
	
	
	
	

	
	Not at all 1-2
	Negatively 3-4 
	Indifferent 5
	Accepting 6-8
	Very Accepting 9-10
	

	Operational 
	0
	1
	2
	9
	27
	

	Non operational
	0
	0
	0
	5
	0
	

	Total
	0
	1
	2
	14
	27
	

	Recipients not answered = 3
	
	
	
	
	












Question 9

	
Question 9. The aims and objectives of the change project were explained at the outset

	
	1 - Strongly Agree
	2 - Agree
	3 - Neutral
	4 - Disagree
	5 - Strongly Disagree
	
	Total

	RCCO
	5
	14
	3
	0
	0
	
	21

	AUL
	7
	3
	0
	1
	0
	
	11

	
	
	
	
	
	
	
	

	Non-operational
	5
	1
	0
	0
	0
	
	

	Total Ops
	12
	17
	3
	1
	0
	
	

	Total
	16
	18
	3
	1
	0
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	Question 10. You were appropriately consulted with throughout the change programme of the rota
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	1 - Strongly Agree
	2 - Agree
	3 - Neutral
	4 - Disagree
	5 - Strongly Disagree

	RCCO 1-5 yrs service
	2
	6
	2
	0
	1

	RCCO 5-9 yrs service
	0
	1
	0
	0
	0

	RCCO 10 + service
	5
	2
	1
	1
	0

	RCCO total
	7
	9
	3
	1
	1

	
	
	
	
	
	

	AUL 1-5 yrs service
	1
	0
	0
	0
	0

	AUL 6-9 yrs service
	2
	2
	0
	1
	0

	AUL 10 + yrs service
	4
	0
	1
	0
	0

	AUL Total
	7
	2
	1
	1
	0

	
	
	
	
	
	

	Non-operational
	4
	2
	0
	0
	0

	Total Ops
	12
	17
	3
	1
	0

	Total
	16
	18
	3
	1
	0





	
Question 13. How was communication throughout the rota change process managed?

	
	
	
	
	

	
	RCCO
	AUL
	Non-operational
	Total

	A. Very Good
	4
	7
	3
	14

	B. Good
	14
	1
	3
	18

	C. Could have done more
	2
	2
	0
	4

	D. Poor 
	0
	1
	0
	1

	E. Very poor
	1
	0
	0
	1
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Question 14. In your opinion, how well did the leadership of Hillside manage the change to the current rota?
	

	
	
	
	
	
	

	
	Very Poorly 1-2
	Poorly 3-4 
	Indifferent 5
	Well 6-7-8
	Very Well 9-10

	AUL
	0
	0
	0
	5
	6

	RCCO
	0
	0
	1
	14
	6

	Total Operational
	0
	0
	1
	19
	12

	Non operational
	0
	0
	0
	6
	0

	Total
	0
	0
	1
	24
	12

















Appendix 10
Rota consultation feedback from staff at Hillside Secure Children’s Home
Date of focus group feedback meeting: 14th September, 2016

This report is a summary of the findings from the consultation process that has taken place in respect of the rota changes that were implemented from the 31st January, 2016. The new rota has been operational for approximately 7 months, and this consultation process has been implemented in order to establish the benefits and concerns that the new rota has experienced since its implementation. It has also been devised to establish if staff within Hillside would prefer to return to the old rota, or whether the consensus is to remain operating on the new rota.
The consultation process invited all staff that are impacted to participate in the process, in order to provide a clear understanding of the preference to the old and new rotas, and also to highlight the benefits and concerns that have been experienced along the way. Staff were also invited to provide suggestions as to how the rota could be improved in line with any concerns that have been highlighted.
This report provides a breakdown of the findings, along with a clear plan on the next stages that need to be considered in line with the suggestions that have been made.

Breakdown of Findings
A total number of 54 staff have provided responses to the consultation process. Forty-four of which have indicated that they would prefer to remain operating on the new rota, in comparison to ten who voted to return to the old rota. Within the number of staff that voted, Table 1. illustrates that a total of eight Unit Leaders and Senior Managers voted, with two Senior Managers opting to remain with the new rota and two opting to revert back to the old rota. Of the four Unit Leader votes, three opted to return to the old rota in comparison to one opting for the new rota to remain. There were three other votes received from other supporting departments including, Education and Night-staff who provided two votes in favour of remaining on the new rota, and one vote from Admin to return to the old rota.
The remaining 43 votes that were submitted were provided from the staff who actually work the rota, with eight submitted from the Assistant Unit Leaders (AULs) and 35 from the Residential Child Care Officers (RCCOs). Of these votes seven of the eight AULs opted to remain on the new rota with one voting to return to the old rota. Of the 35 RCCOs that voted, 32 opted to remain in on the new rota in comparison to three opting to revert to the old rota (Figure 1 and 2 illustrates a breakdown on the finding).   

Table 1.    
	Role
	Total number of votes
	New rota
	Old rota

	SMT
	4
	2
	2

	Unit Leaders
	4
	1
	3

	AUL
	8
	7
	1

	RCCO
	35
	32
	3

	NCO
	1
	1
	0

	Support Services
	0
	0
	0

	Education
	1
	1
	0

	Admin
	1
	0
	1

	TOTAL
	54
	44
	10



Figure 1.


Figure 2

The findings produced (See Figure 3) demonstrate that 82% are in favour of the new rota remaining, in comparison to 18% who would prefer to revert back to the old rota.  

Figure 3.


Breakdown of Benefits and Concerns of the New Rota
All staff were invited to provide feedback on the benefits and concerns of the new rota. This information has been broken down, into segments for each departments that voted, in order to simply the findings.

Senior Management Team
Benefits of New Rota
· Wednesday training has increased training needs for staff
· Less weekends for staff to work, which means more time to spend with family/friends
· Better staffing between 12-5pm on a daily basis which is the busiest part of the day
· Recovery time improved due to amount of time off
· Improved staff morale

Concerns with the New Rota
· Care planning has suffered
· Staff numbers were increased to accommodate new rota however we continue to be overstretched
· Quality of Handovers between periods where staff had had longer stretches off work
· Supervisions not being carried out as frequently as they should be
· Some staff attending the Wednesday development days have not made full use of their time off the unit, and not taking responsibility for managing all aspects of their duties  
· Not so many staff available if needed in education

Unit Leaders
Benefits of New Rota
· Staff can recharge batteries
· More weekends off for staff
· Wednesday training days
· 12pm start and 5pm finish cover key areas and help with mobilities 

Concerns with the New Rota

· Difficult to book meetings due to 5x consecutive days off
· Care planning struggles
· Things being missed due to some shifts not doubling back
· Old rota would spread experience more effectively and to make teams stronger and build experience
· Staff shortages
· Big turnover of staff which has led to lots of inexperience
· Misuse of Wednesday training days by some
· YP’s playing teams off each other (team 1 vs team 2) as they don’t see each other
· Debriefs often done by people who were not involved in incident originally
· Plan co-ordinator’s miss emails/tel calls due to chunks of days off. These are then dealt with by people who are not aware of the case

Assistant Unit Leaders
Benefits of New Rota
· More time off to recover and spend with family 
· Morale boost due to time off
· Better work/life balance
· More likely to take up overtime
· Wednesday training days useful
· Cross over of staff during busy periods is really helpful

Concerns with the New Rota

· Handover after four days off is difficult and often insufficient
· Lots of catching up needed in order to compete reports
· Being expected to attend centre briefing early on a Wed am after not being in for a few days
· Communication difficulties between teams
· Floating shifts
· Lack of time to complete AUL tasks

Night Care Officer
Benefits of New Rota
· Lower stress and more time off

Residential Childcare Officers
Benefits of New Rota
· Four days off in a row
· Wednesday training days
· Every other weekend off
· Better work life balance
· More time off
· Rarely have training on days off anymore
· Feel less stressed and more refreshed coming in to work
· Get more done in a 10 hour shift
· Busy periods are well covered with early starts/late finishes 
· Training days are a good opportunity to catch up on files/SONARs/supervisions/team meetings
· Suits part time RCCOs
· Better consistency for yps due to longer shifts and chunks of shifts 
Concerns with the New Rota

· Communication between teams
· Some people do nothing on Wednesday training days
· Floating shifts
· People who take floating shift off are included in number of annual leave for rest of the shift pattern so less people on the shift pattern can take leave
· Only work alongside/opposite one shift pattern
· Floating shift on a Sat is always 10hrs for some people
· Handover after being of for five days is hard
· Don’t like 10xhr shifts
· Liked old rota
· Total hours worked on new rota per week too high
· Staff overkill at certain times
· Not enough staff at certain times
· Extra shift is on day off
· Not knowing your hours
· A long day for those who are sleeping in then not finishing until 5pm the next day
· Handovers can be disorganised

Admin
Concerns with the New Rota
· It was easy to identify am/pm shifts before as they were 7.75/8 hour shifts. This made it easier when checking overtime for double shifts. Checking overtime is now more time consuming as first we have to identify what shift the staff member was due to work before we can check if the hours they are claiming as overtime is correct.
· Every staff member now has an individual rota to each other, ie. even staff on the same team have different times to come in so not as easy to check for errors.
· Lots of confusion over the correct Rota with some staff not following the correct one even now, 6 months later. This has resulted in staff putting down rest days when they were actually clocked in and vice versa. 
· Problems experienced by Reception – no detail provided




Pupil Council feedback
A pupil council meeting was held on the 8th of September, 2016 whereby young people were asked to give their opinions on the new rota. Five young people were present for the meeting, and two of the five were able to provide opinions on the old rota and new rota. Both young people expressed how much they prefer the new rota as staff get more time off and seem happier and less stressed, plus they get to see their key team for a full four days and get to discuss any issues and do work with them which was really good for them.  


Suggestions by staff
Below is the summary of all of the suggestions that have been made by staff (see Table 2). Responses have been provided to all suggestions made, some of which are too difficult to implement, and others which have been identified as key areas for further thoughts on how to improve the rota as we move forward. These suggestions will form part of the next stage of recommendations as Hillside moves forward.


Table 2.
	Suggestions from staff
	Responses


	AULs to use their floating shifts as a supernumerary day to catch up on care planning stuff
	Suggestion to be considered in next stage of review of the rota

	Different rota for AULs
	Unable to facilitate a completely different rota for AULs as a key role of the AUL is to manage their staff team which wouldn’t be possible if they are working a different rota

	Revert back to old rota
	Outcome based on consultation process

	Spread floating shift over other days when already in work (popular)
	This is not a consensus of all staff. This option has already been considered within the focus group, but as many staff are not in agreement it would not be possible to implement.

	Formalise Wednesday development days so people can’t abuse them
	Suggestion to be considered in next stage of review of the rota

	Implement old rota but include the Wed training day
	Unable to achieve as not enough staff to cover training days, and consensus is to remain on new rota

	Review the length of shifts
	If shifts were made shorter (to 6/8 hour shifts) it would mean that staff would be required to work a further 2 full shifts throughout the 1 month rota cycle

	Three members of staff to sleep in (one from each unit) on dead afternoon shift to provide a handover in the morning (popular)
	Suggestion to be considered in next stage of review of the rota

	Staff caught ‘shirking’ on a development day to be included in the staff numbers the following week
	This option maybe viewed as a punishment, and therefore not considered the most appropriate option is to review the supervision process and for staff and supervisors to plan ahead for work, mobility and file updates etc.  This can then be reviewed at the following supervision and staff made more accountable for their own performance.

	Three care plan leads to oversee care planning for the three units (popular)
	Suggestion to be considered in next stage of review of the rota

	Restructure staff roles
	Suggestion to be considered in next stage of review of the rota

	Provide fitness sessions on Wednesdays training days for shift patterns
	Suggestion to be considered in next stage of review of the rota

	Split teams so half come in at 12 or finish at 5pm so it is consistent rather than three on one team for example
	Suggestion to be considered in next stage of review of the rota

	Purchase more mobility cars
	This is already something that is being explored further with SMT

	Provide flexibility for floating shift e.g. working 12-9pm/1-10pm
	Already something that was considered as part of the focus group, but not sufficient support by care staff of this option was provided

	Get rid of floating shift, work 07:15-17:15 on Wednesday and make up the rest with more 10xhr shifts
	Not meeting the needs of the service and it would mean that we would operate on 12 staff in the evenings instead of the 14 that is currently allocated

	Make floating shift an am shift
	Not meeting the needs of the service

	When staff end up on the unit for a full shift on a Wed training day – can be counted as their floating shift
	This would mean that staff wouldn’t have worked enough hours, and would impact on the numbers that are required for the pm shifts

	To make the first 3 shifts after the weekend off to be 10 hours as you are more refreshed
	Unable to support this as it would mean we wouldn’t have additional staff working the 10 hour shifts on the weekend.

	Review AUL role as it is too much to care plan and run unit due to complexities of yp’s and increase in welfare beds
	Suggestion to be considered in next stage of review of the rota

	If floating shift is taken off as annual leave it shouldn’t affect the number of staff on shift who can take annual leave
	This shift is counted within the numbers as it is important that numbers of staff on shift are higher in order to meet the demands of the service during the evening time.  

	No floating shifts on weekend.
	Unable to facilitate as staff number are continuously difficult to cover on weekends, and this would be depleted if the floating shifts were removed from the weekend working 

	Overstaff education by 1 TA to cover all periods of absence
	Suggestion to be considered in the next stage of the rota

	Annual leave hours need to be checked by Unit Leaders – not sure if this happens, eg. If a staff member books a 8hr shift off as annual leave this should be checked to ensure it is not a 10hr shift being taken. Is this happening?

	Suggestion to be considered in the next stage of the rota






Recommendations

Based on the findings outlined in this report, whereby 44 of the 54 staff voted in favour of remaining on the new rota, it is evident that a strong majority of staff within Hillside would prefer to remain operating under the new rota (thus 82% of overall vote, and 91% of staff that are working the new care staff rota).  As a result of these findings the recommendations of this report are that the new rota should remain in place. 

Further to these findings, a plan has also been compiled of all of the achievable suggestions that have been highlighted within this report (see attached Appendix 1). This plan will form the basis for improving elements of the current rota where possible. 

















Appendix 1

Next Stage…

Now that all information has been collated it is important that all suggestions that have been made that are realistic and achievable are considered further. In order to do this the respective ideas and suggestions have been formatted into a plan which will enable to opportunity to give further consideration to the suggestions, along with actions and timeframes. It is hoped that if these suggestions can be implemented then it will improve the rota so that it is operating to the best of its capacity.     

	Suggestion to be considered

	Action and By Whom
	Timescale

	AULs to use their floating shifts as a supernumerary day to catch up on care planning stuff 
	ML, AW & Unit Leaders to consider the impact of this on the current operational rota, and to implement changes if achievable 
	14/10/16

	Formalise Wednesday development days so people can’t abuse them
	Unit Leaders and AULs to consider a robust plan for ensuring that staff are maximizing the time allocated to development days accordingly. UL/AULs to ensure that development day schedules are key agenda items for staff within monthly supervisions so that plans are made for staff ahead of their development days 
	14/10/16

	Three members of staff to sleep in (one from each unit) on dead afternoon shift to provide a handover in the morning (popular)
	AW to discuss with ML and CR to explore financial implications.  
	14/10/16

	Three care plan leads to oversee care planning for the three units (popular)
	Senior Management Team to discuss further as part of initial discussions around options of re-structuring.
	14/11/16

	Restructure staff roles
	Senior Management Team to discuss further as part of initial discussions around options of re-structuring.
	14/11/16

	Provide fitness sessions on Wednesdays training days for shift patterns
	KD, SB, LP and AW to explore this option further with NPT health and safety officer
	14/10/16

	Split teams so half come in at 12 or finish at 5pm so it is consistent rather than three on one team for example
	Unit Leaders to meet with AW to explore this suggestion so that a more equal balance of team starting/ finishing times.
	14/11/16

	Review AUL role as it is too much to care plan and run unit due to complexities of yps and increase in welfare beds
	Senior Management Team to discuss further as part of initial discussions around options of re-structuring.
	14/11/16

	Annual leave hours need to be checked by Unit Leaders – not sure if this happens, eg. If a staff member books a 8hr shift off as annual leave this should be checked to ensure it is not a 10hr shift being taken. Is this happening?

	Unit leader to ensure that this process is followed
	immediately

	Overstaff education by 1 TA to cover all periods of absence
	To be discussed within SMT
	14/10/16









Invited to participate	
AULs	RCCOs	UL	SM	Admin	HR	Trade Union	Young People	12	41	2	1	1	1	1	6	Recipients engaged	
AULs	RCCOs	UL	SM	Admin	HR	Trade Union	Young People	11	31	2	1	1	1	1	4	

Recipients that took part
Recipients engaged	
AULs	RCCOs	UL	SM	Admin	HR	Trade Union	Young People	11	31	2	1	1	1	1	4	Invited to participate	
AULs	RCCOs	UL	SM	Admin	HR	Trade Union	Young People	12	41	2	1	1	1	1	6	

Male and female ratio
Male 	
AULs	RCCOs	UL	SM	Admin	HR	Trade Union	Young People	6	15	1	0	0	1	1	4	Female	
AULs	RCCOs	UL	SM	Admin	HR	Trade Union	Young People	5	16	1	1	1	0	0	0	Invited to participate	
AULs	RCCOs	UL	SM	Admin	HR	Trade Union	Young People	12	41	2	1	1	1	1	6	Recipients engaged	
AULs	RCCOs	UL	SM	Admin	HR	Trade Union	Young People	11	31	2	1	1	1	1	4	



Total number of votes for each department
SMT 	UL 	AUL 	RCCO 	NCO 	Eds	SS 	ADMIN 	4	4	8	35	1	1	0	1	Preference for each department
New rota	SMT 	UL 	AUL 	RCCO 	NCO 	Eds	SS 	ADMIN 	2	1	7	32	1	1	0	0	Old rota	SMT 	UL 	AUL 	RCCO 	NCO 	Eds	SS 	ADMIN 	2	3	1	3	0	0	0	1	Staff rota preference shown in percentages
New rota	Old rota 	0.82	0.18		Ms Angela Wellington	P143469
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