Elisabeth Guglielmoni - 2319307
	 
   Word Count: 2662


	1. Examination of external influences 

Three external influences impacting the Welsh Government are; political factors, economic factors and environmental factors. These impact how Ministerial polices and decisions are made. 

Political – The Welsh Government (WG) is devolved from UK Government (UKG). The 1998 Government of Wales Act gave Wales its own legislative powers on certain areas including education, health and transportation.  
Changes in the UKG, such as a new Prime Minister or new party, can be an external influence which could impact WG decision making. International trade is not devolved and WG is not able to conduct its own negotiations on international trade. This means that UKG had full control over decisions and policies around Brexit. This negatively affected WG as they were bound to follow decisions and policies that they were not party to. 

Economic – The WG receives its budget from the UKG and the WG allocates the budget within its workstreams. 

An external factor that has negatively impacted the economic status of WG is the Cost-of-Living crisis. This has put financial strain on the WG, which has led to delays on Ministerial commitments and some programmes ending early.  For example, the WG has committed to building affordable housing. With the increased costs of building materials, each house costs more to build. This has put a strain on the commitment meaning fewer homes are being built. The project is therefore taking longer to complete. 

Social – The economic and political issues affecting the WG influence the perception of the WG in society. Negative news headlines can foster negative feeling or disillusionment towards the WG, which can lead to a lack of engagement from potential voters. This social factor should not be underestimated, as unlike other organisations the make-up of WG is decided by public opinion in the form of elections. 



	2. Business goals and important to plan 

Academi Wales is a learning platform providing programmes, courses and learning resources to leaders and managers within the Welsh Public Service. In 2022, they appointed a new Director, Alex Walters. When Alex joined, she saw it as an opportunity to update their strategy and set some new goals. 

In April 2023, Academi Wales launched their 3 year strategy ‘Transforming Wales through Excellence in Leadership’.  

Two of the key business goals from the strategy are ‘Modelling Excellence’ and ‘Fostering Collaboration’.  

1. Modelling Excellence – deliver by investing in the development of Academi Wales colleagues; ‘provide exceptional support, advice, coaching and learning to participants and partners’ and supporting the wellbeing and growth of Academi Wales staff. 

2. Fostering Collaboration – Academi Wales aims to be the ‘gateway to leadership development and excellence in Wales’ by collaborating across the Welsh Public Sector. Academi Wales want to ‘build networks, joining people and ideas together’. 

When planning for the new strategy, SMART Objectives were used to ensure the success of the change. It was important for team leaders to provide a specific and clear vision. They considered the following factors; 

· Effective planning. This led to a clear vision being established, leading to greater longevity of change.
· Engagement. By maintaining engagement with staff, everyone was able to understand what was being delivered. This included collaboration days, regular communication and training, and support for staff members. This also included events to host external stakeholders. This was to give them an understanding of the progress of planned changes. 
· Setting deadlines. Giving staff a strong understanding of when the changes would be implemented and when implementation would be complete. This allowed the project to keep moving forward.
· Identifying risks. – Encouraging staff to understand the challenges associated with change. 





	3. Organisations services and main customers 

The prime function of the WG is to provide support to the people of Wales. 

· Education – WG gives all children in Wales access to free education, via schools and colleges. In 2024, all children in school will be provided with free school meals; therefore students will not go hungry in school, creating better retention in classes. Students are the main customer of the education system. Although University is not free in Wales, WG do offer Student Finance Wales which can support students with their studies and allow then to gain qualifications. 

· Health Care and Social Services – the National Health Service (NHS) is free to everyone in Wales. Its functions relate predominantly to Public Health and emergency services. The NHS supports the health and well-being of patients. Social Services’ function is to protect and safeguard children, the elderly, vulnerable people, and those with disabilities against harm, neglect, and abuse. These people are the key service users of the NHS and Social Services.

· Transportation – The Welsh Government is responsible for transportation services, and creating connectivity throughout Wales via motorways, trains, and buses. They are accountable for creating and maintaining road networks throughout Wales and into England.  Health and safety is a key element of their services. A safety framework is established by ensuring everyone who drives a vehicle is tested equally and holds a UK Driving License. Speed limits and safe transportation are enforced via policing and MOT testing. Everyone in Wales is a user of this service in some way, as transport not only affects those driving but pedestrians too. 


	4. A short review of information and communication technologies available to people professionals and how these can be, or are used to improve working practices and collaborations 

Information and communication technology changed within WG during COVID-19. Many procedures and ways of working adopted during this time and have continued, such as working from home. 

In 2019, there was a roll out of new laptops to all staff. Previously, each employee had a PC on their desk. This helped collaboration and communication during the pandemic as every staff member already had a laptop at home. 

Some employees did not have Wi-Fi in their homes before COVID-19. During the pandemic, WG had to adapt quickly and purchase Wi-Fi on their behalf to allow staff to work effectively from home. It was important this was done quickly to prevent barriers to communication.

Some changes have been beneficial for employees, especially those with a disability. WG’s internal Disability Network conducted a report on the effects of working from home (WFH) on disabled staff and many employees noted the benefits, stating that it made them feel more included and part of their teams.

Some older employees have struggled with the change in technology, especially working with Microsoft Teams. This has been a negative side to collaboration and in fact hinders collaborative working and conversations. 

WG’s IT team have put on training sessions to support staff and help them adapt to the news ways of working. The organisation also has a tech support volunteer in each team who is training to help anyone with issues. 

As a result of technology being so available to staff this has created an ‘always on’ culture meaning that employees are struggling to disconnect from work. This can lead to stress and well-being issues if not managed effectively. 

To support staff there are many resources available. These include; well-being check-ins, Wellness Plans, and a 24hour phone line to Mental Health Allies. Allowing staff to have time off work to deal with burnout can improve working practices and employees can be more honest about their needs. 


	5. Organisation culture and why effective workplace culture 


Organisational culture can be described as ‘The set of beliefs, values, and norms that represent the unique character of an organization and provide the context for its actions’ (Fincham & Rhodes, 2005).

The Welsh Government has large workforce of over 5,000 members of staff working within Wales and globally.  It operates as one big network but on very different workstreams. These means that some employees’ work will never cross over. 

One commitment all employees have in common is ‘supporting ministers to build a better Wales’. This is a commitment that employees are regularly reminded of, as this can foster a culture of unity. 

There are various ways that HR works to keep employees connected. 

From small things like laptop wallpapers displaying the commitment to build a better Wales and the key Civil Service values, to the Intranet page, where employees see internal news about different teams. 

Employees are encouraged to join the various workplace Diversity networks including; Disability Awareness Network, Minority Ethnic Staff Network (MESN), PRISM (LGBTQ awareness) and the Women Together Network.  These Networks are a welcome space for all and create a culture of supporting colleagues. 

Networks help to build social connections between different teams. This is beneficial for future projects as employees may learn of a team that could link to a project they are currently working on. 

Change is also possible from these groups as issues can be discussed and raised with HR and action can happen. 


	6. An explanation of how organisations are whole systems, within which aspects such as structure, systems and culture, are all inter-related, and how people professionals work and actions could impact elsewhere in the organisation. 

Welsh Government is a Public Sector organisation. It’s structure is divided up into Divisions that are dedicated to different areas of work. The First Minister leads the WG, followed by the Ministers. The Permanent Secretly leads the civil service, followed by the Director Generals of each group, and then the civil servants. 
 
Each division specialises within a different ministerial area. This system is effective as employees clearly understand the goals of their area within the Government. There are defined roles and consistent HR policies which cover all areas consistently. These policies mean that differing areas have shared values. 

Some of the negative sides are; a lack of communication between different divisions, and top-down only communication from senior staff. There is a notable divide between most of the senior staff and the lower grades. There are a number of privately educated senior leaders within government, who have never worked at lower grades and therefore have a lack of understanding of these roles.  This has created a cultural divide between grades.

To improve this situation, HR have create job shadowing, step opportunities and a monthly newsletter from Senior Civil Service (SCS) to keep lower grades informed about SCS operations. An annual People Survey is conducted to gather employees’ view on various HR policies. This gives HR an idea of where to focus their attention. 


	7. An explanation of why it is important that organisational change is planned and effectively managed 


The role of people professionals is key in the implementation of change.  People professionals can incorporate change effectively by supporting and engage with staff, creating an environment where communication is encouraged, and providing training. 

 Kotter’s 8 Step Model was developed to help introduce and manage change.  There are 3 phases to this model; creating change, engaging with the organisation, and implementing and sustaining. 

There are some disadvantages to this model if the steps are not properly followed. This can lead to long-term problems for organisations. 

Lewin’s model is a 3 step model; unfreeze, change and refreeze. Designed by behavioural psychologist, it was created with the understanding that people inherently resist change. Some critics have said that the model is too simple for rapid, modern change as it takes people a long time to settle into change, meaning the refreezing stage is not effective.  

The Government is unique as an organisation; an election can completely change the cabinet overnight.  Separate to elections there can also be ministerial reshuffles, and changes to policy at very short notice. 
Although we may not know the outcome of an election beforehand, elements of change can be foreseen and prepared for by HR.

One way of maintaining consistency in this organisation is to keep the head of the civil service consistent, even through a change of government. This is the Permanent Secretary. Their job does not change based on political change. 



	8. An explanation of the importance and role that can be played by people professional within change. You might consider roles such as; gatekepwer, champion, facilitator, critical friend or record-keeper 

People professionals play a critical role in managing and supporting the Welsh Government. 

The WG we have Diversity Champions, who act as role models to motivate and show visible change.  They are advocates for change they want to promote and are available to support staff throughout periods of change. Staff can join their newsletter and talk to them and find advice on developing polices. 

When there are changes in ICT, the WG has Tech Facilitators who are trained in new processes. Their role is to provide training and support to staff. They help teams adapt to new ways of working. 
Tech Facilitators are visible in offices and online to help and allow for a smooth transition to new ways of working.   

Mentors and Coaches are available to all staff who need support, they can been see as a Critical friend. They can provide an objective and critical perspective to challenge individuals. This system can help to create innovative ideas. 

Within change we need to document the processes and outcomes. Here, the Record-keeper role is important to keep the trail of a process. This audit trail follows the change journey, creates accountability and is a useful tool in learning for future projects, as we can learn from past experiences. 



	9. A discussion of how organisation change can impact people in different ways, such as changing their role or status or financial situations 

Within the Welsh Government, we have a Temporary Promotion Assignments (TPA) programme in place, which are short-term promotions for 12 months. The goal of them is to create an opportunity for staff to develop new skills at the next grade up so that they are more equipped to go for a promotion. The previous role is left vacant for the member of staff for the 12-month period. 

Results found from the 2020 People Survey ‘I feel that change is managed well in the organisation’ only 36% of staff felt this, which is fairly low number.    

In the 2021 report, the same question got a response of only 32% agreement from staff. 

This could be attributed backlash against a lack of opportunity. There are often promotional freezes within WG, which mean that staff don’t progress. Often, the only option available is a less secure TPA. 

While on a TPA, the staff member’s grade is moved up and they receive increased salary for the period of the role. Once the role has ended, they are moved back down to the lower pay and grade. 

This can be frustrating for staff who are used to the extra money, and it can be a point of contention once they are placed back in the previous role.  

In some cases, the TPA is extended over the 12-month period, this means that HR can recruit for the staff member’s previous role. This can then leave staff members without a role to return to once their TPA has ended. This means that they can then be placed in any role at their previous grade.  This can leave staff in a difficult situation and often lead to stress because of unwanted change. Returning from a higher grade can also lead to well-being issues as staff members feel their level of status and respect given to them changes. 

TPAs can, however, be extremely beneficial and work well, with many staff members returning from TPA having acquired new skills and undertaken personal growth which can be applied to their previous role. The staff member will also often have developed a good network with colleagues in another team – leading to increased collaboration between teams.  

There are cases where, usually due to a lack of funding, Programmes come to an end. This can lead to a great deal of stress. Staff are then asked to apply for any role that is available internally. This transition can be difficult and staff can feel that their existing skills are not relevant to the new role. This could lead to employees feeling dissatisfied with the role and subsequently move jobs. 
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