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Purpose

The CIPD Professional Map aims to add sustained value to an organisation (CIPD 2009, 2012). On Monday 28/11/20 I met with my line manager to discuss my understanding of how to effectively enable change along with my Change Management development needs. We used the CIPD Profession Map as a basis for our discussion (CIPD, 2020). 
We discussed my development needs in relation to change within my current role and linked them to HEIW 3-year Integrated Medium Long-Term Plan (IMTP) through identifying organisational and individual capability requirements and aligning strategy, people and processes to optimise effectiveness and achieve the organisational goals (Taylor & Woodhams, 2016). We also discussed my learning regarding a structured and planned approach to change in order to ensure that change happens in a considered way within HEIW. My learning to date has ensured that I understand how people experience change and mechanisms that can support them through it. My learning has also allowed me to understand the link between the tools and techniques for effective change i.e. an effective business cases, change readiness, methodologies, levers of change whilst applying them in a way which ensures that projects are managed effectively, and risks are mitigated. 

I have undertaken a self-assessment at a HR Technician level, whilst linking core knowledge and behaviours, all of which I currently apply to my area of work:
Insight, strategy and solutions (core): Since commencing my CIPD I have developed an understanding of Health Education Improvement Wales and its context and use these insights to tailor strategy and solutions to meet the organisations needs now and, in the future. 
I am currently working at Associate level. I’m aware of the importance of a business case and its purpose along with the importance of planning and managing change. 
I understand how to undertake a SWOT and PESTLE analysis, which has been demonstrated within my current role and within many assignments to date. I also understand that I can use data i.e. HR analytics, to create a case for change. 
I am aware of the many change management approaches and their advantages and disadvantages. People are an important part of any change, and change can impact people in different ways. Effective communication is essential when explaining why change is happening within an organisation, the basic models for how people experience changed is acknowledged and will be consistently adopted when undertaking change management within my future career roles.
Skills and capability are assessed within a PADR process within HEIW. Within my current role I have conducted skills and capability audits along with gap analyses in my area of work. 
I am aware of the different leavers I can use to enable change within my area of work. 
I’m aware of what a good project plan looks like within HEIW. I have experience of planning and delivering projects within the organisation, including goals, milestones, resources, risks, costs and interdependencies and understand their importance within the process. 
I am currently working proficiently between a Band 1 & 2 within Health Education and Improvement Wales (HEIW) however, I would like to work proficiently at Band 2 at the end of this course in May 2021.  In order to reach this aspiration, I need to increase and widen my HR knowledge experience by obtaining management experience individually or within a HR team, linking it to HR strategy and policies. 
I will continue to use the 2013 Professional Map in conjunction with the 2015 map to build on my current knowledge and skills and continue to use the professional map as a developmental self-assessment tool whilst undertaking this course and during my future career within HR. The map has helped me to recognise my professional areas for development and allow me to plan my own learning. I plan to continuously undertake and seek new learning. If HR professionals develop these skills and demonstrate that they can apply their understanding of an organisations business and context, they will have the ability to meet organisational need and tailor its current and future strategies (Perkins et al 2016; CIPD, 2019).

I will continuously seek opportunities and assess my level of knowledge in relation to practices and behaviours that will make me more effective within my role. I will always adhere to the CIPD Codes of Practice and work ethically. 

SWOT analysis of Change from 100% home working to 1 day a week office working

	Strengths
	Weaknesses


	HEIW has a clear set of values. “Together as a team, Respect for all & ideas that improve”
The organisational values form part of all HEIW policies and processes

	Possible need for staff to transport office equipment between home and office

	Increase staff confidence 
	Inability to have entire teams in the office at once

	Prepare staff for greater office presence in future
	Requirement for blended approach to meetings

	Enable new starters to meet other staff
	Loneliness 

	Reintroduce the human element to work
	Effect on home life routine/responsibilities 

	Line manager & team led   
	Not one size fits all

	Sense of belonging 
	

	Access to mobile equipment 
	

	Opportunities
	Threats


	Embed compassionate leadership principles across the organisation to support individual circumstances 
	Budget constraints due to Welsh Government funding – potential for staff to require office and home working equipment (duplication)


	Collaborative working with NHS organisations
Opportunity to share best practice, network and work collaboratively to reach shared aims.
	COVID-19 pandemic and future associated lockdowns.

	Identify a set of working from home principles, supported by the Exec Team, to support health and wellbeing when working from home.  
	Negative impact on performance, relationships, health and wellbeing and engagement.  

	Measure employee engagement levels across demographics to identify pockets of concern.  
	Manager competence/confidence 

	
	Resistance to change 

	Implementation of initiatives to encourage face to face interactions (safely)  
	Higher stress levels 


	
	Inter-team silos/inter-team conflict – needs trust and honesty 

	Use learning to develop policies and procedures to support future 60:40 blended model 
	Break down of teams, leading to 
· lack of trust 
· poor performance
· Inter-team conflict
· Lack of commitment 
· Poor communication

	Measure success via sign in logs, pulse surveys, team meetings & line manager 1:1s 
	

	Promote change-ready culture 
	

	Use results of NHS Wales staff survey to inform future plans and start conversations.  
	Increased COVID- related sickness levels 




Complete a SWOT analysis of an impending change in your organisation. Clearly list the strengths, weaknesses, opportunities and threats represented by the change. Discuss the HR implications of the change with your line manager and submit a summary of your discussion plus SWOT. (Total word count: 500-750 words approximately

HEIW has a clear set of strategic objectives and values that are linked to its business plan. The organisational values are engaging and  form part of all HEIW’s policies and the People & OD plan is built on this foundation “Respect for all: in every contact we have with others; Together as a team: we will work with colleagues across NHS Wales and with partner organisations; Ideas that improve: harnessing creativity, and continuously innovating and evaluating (HEIW, 2018). Engagement levels across HEIW are evident and generally high, supported by delivery of organisation objectives, general observations and positive pulse survey results (Hemp, 2004; Baker-McClearn et al, 2010; Aronsson and Gustafsson, 2005). These are a proactive method of engaging and consulting with employees, giving them a voice and as a mechanism of check-in with the workforce regularly (Ellis, 2016; CIPD 2020). The 2020 mini HNA also demonstrated employee job satisfaction has increased by 10% since 2018. HEIW will continue to monitor feedback through out the change using this mechanism. 

Nevertheless, since the start of the pandemic HEIW has become fragmented. Large team meeting is reducing, and silo working is evident virtually. The together as a team value is becoming fragmented, demonstrating the need for safe change. However, there is a risk of an inability to have entire teams in the office at once, which could impact further on future team dynamics, lack of trust, poor performance, inter-team commitment, poor communication.  

HEIW have increased staff confidence and trust, which is imperative during the change process. This is evident by further engagement progress which links to organisational objective 1.3 of the IMTP: Lead, develop and embed a range of actions to support workforce and workplace wellbeing and colleague experience: During the pandemic, HEIW have continued to add to the health and wellbeing resources available for the NHS workforce. Together with national staff side partners, we have made progress in training and engaging colleagues across NHS Wales in the new Health Working Relationships programme, approach and policy. Nevertheless, there is further opportunity to measure employee engagement levels across demographics to identify pockets of concern. 
It is also demonstrated within engagement metrics and analytics; HEIW’s sickness rate has improved since the start of the pandemic (2.1% compared with 4.1% of wider NHS Wales). Demonstrating engaged colleagues typically experience greater job satisfaction and greater wellbeing and engagement activities within HEIW which are universally beneficial to an employee at work and the organisational brand.  (MacLeod, 2009, p6; Schaufeli et al 2008, 2010; Alfes et al, 2010). However, upon returning to the office there is an increased risk of higher sickness rates both (COVID and non COVID related). It’s therefore imperative employees are engaged and assured of the safety aspects through effective communication, to relieve anxiety, negative impacts on performance, relationships, health and wellbeing and resistance.  
HEIW are currently working with Professor Michael West to embed compassionate leadership. Its ethos is to pay close attention to people and the challenges they are facing (i.e. change) both inside and outside work, responding with empathy by taking thoughtful and appropriate actions. The aim is for leaders to have stronger connection between people, better collaboration, more trust, strong commitment to the organisation and lower turnover (WEST, Houards; Deeny & Hardy, 2018; West & Baily, 2019, 2020; Roffey Park Institute, 2016; McKinsey, 2020). HEIW recognises without employees that are well at work the NHS can’t perform or deliver quality and effective care to patients. HEIW advocate that all employees are provided with an environment and opportunities that encourage and enable them to make choices that support their well-being and lead healthy lives, which is supported by a staff health and wellbeing charter (Caring for People who Care, 2018; Caring to change, 2017). The NHS Wales Charter (2019)  highlights the joint responsibility of managers and individual employees to work together, encourage healthier life style and choices, support each other in the workplace and promote effective management of sickness when employees cannot work through ill health or are at the risk of having to take sick. 
Several tools have been created via the HEIW Health and Wellbeing portal (HEIW, 2020) nevertheless, there is an opportunity to identify a set of working from home principles, supported by the Exec Team, to support and enhance health and wellbeing when working from home (HEIW COVID-19, Toolkit; Headspace; Silvercloud).   

There is an opportunity to promote change-ready culture. HEIWS culture is based on a strongly held and widely shared set of beliefs’ that are supported by strategy and culture (Wilkinson & Taylor, 2016; Bersin, 2015). This is reflected in policies such as the Communication and Engagement Strategy which is based on the organisation’s IMTP (business case), vision, purpose, strategic objectives, values and behaviours, plus feedback from staff and stakeholders. It recapitulates how HEIW communicate and engage effectively with staff, stakeholders and partners to build on existing and establish new working relationships, and outlines HEIWs approach to communications and engagement, and how this will align with the organisation’s vision, purpose, strategic objectives, values and behaviours (Taylor, 2016; CIPD, 2019; 2020 MacLeod and Clarke 2009, p33; Holbeche and Matthews, 2012). 

It is important to be mindful there is a treat of resistance to change within HEIW. Resistance to change aligns with culture i.e., when cultural aspects of a change project are not aligned there is greater resistance to change being implemented. Senge (1992) suggests this arises from treats to and way of working and traditional norms i.e. the treat of power on an individual level and organisational level may cause resistance within an organisation is a manager may resist change if it decreases their power and is transferred to their subordinates within the organisation. In contrast the change may result in some groups, departments or sectors becoming more powerful, consequently an affected individual may oppose the idea as they will lose their power. It is therefore important that cultural aspects of the impending change project are aligned to mitigate the risk of resistance (Schein,1990). 

Success within the change process can also be measured via sign in logs, pulse surveys, team meetings & line manager 1:1s. 



























HEIW Change Communication Strategy

	Communication Profile 
	HEIW is a Special Health Authority and is the 11th member of the NHS Wales family.  It has a leading role in the education, training, development and shaping of the healthcare workforce in Wales, supporting the healthcare needs of the Welsh population. It employs 450 staff, the majority of which work from their main offices in Cardiff with the remainder working remotely across Wales.   


	Issue
	The COVID-19 pandemic necessitated the move to 100% home working.  This has proved successful for most staff, reporting improved wellbeing, work life balance and flexibility.  However, with the imminent arrival of a COVID-19 vaccine on the horizon, the organisation needs to begin to move towards a return to normal, with staff attending the office for 1 day a week in the first instance, with the intention to ultimately move to a blended, agile model involving a 60:40 split between office and home working.  This will allow a steady return to normal over the coming months, allowing for social distancing and adherence with COVID guidelines.  


	Research 
	Staff pulse surveys and a mini health needs assessment (HNA) carried out during the pandemic revealed that staff had adapted well to working from home with recognised benefits to the model, including improved flexibility, agile ways of working and improved health and wellbeing.  The most recent Performance Management report shared with the Executive Board demonstrated that the organisation continued to consistently meet its objectives, demonstrating no significant impact on organisation performance levels.  Sickness and turnover levels have dropped considerably since this time last year, demonstrating a happy, healthy employee experience at the current time.  However, pulse surveys have also demonstrated that staff are missing in-person interaction and communication between teams has decreased, causing a move towards the siloed working seen when HEIW was originally formed.


	Communication objectives
	Promote the achievements of staff working from home over the preceding 9 months and how the approach has benefited individuals with little impact on organisation performance.  The organisation wants to build on this model but recognises that 100% working from home is not sustainable long term, recognising the benefits that come with in-person interactions.  Celebrate success over this time and promote how HEIW is becoming an employer of choice, demonstrated by the high levels of recruitment seen over the pandemic period, coupled with the increased retention rates.  

Highlight the positive steps being taken with regard the COVID pandemic and that a vaccine is on the horizon and a return to more normal working practices will be inevitable over the coming months.  This is an opportunity to take a staggered approach.

Communication objectives 
· Communicate rationale for change and benefits associated with it
· Who will it effect? – All those who previously worked in Ty Dysgu
· Promote staff involvement, e.g. consultation involving surveys, focus groups and 1:1s to ensure employees feel included and engaged throughout the change process. 
· Promote support services and tools available to address individual anxieties and concerns 
·  Timing of implementation – Mid January 2021
· Process will be reviewed and adapted as necessary

	Audience
	Executive Team
Senior Leadership Team
Line managers 
Employees

	Key Messages 
	· Working from home has brought many benefits to the organisation and its staff, however, is not sustainable and is having a negative impact on the health and wellbeing of some staff and cross-team working and communication.   
· A return to near-normal working practices is on the horizon and this will offer a phased approach to return to office working
· Roles and responsibilities will not change
· There will be no cost incurred by the employee 
· Employees will be involved and have an opportunity to have their say via consultation activities.  
· Individuals with concerns will be looked at on an individual basis
· Impact of change will be monitored regularly via employee engagement activities – surveys, focus groups and line manager discussions
· Ongoing support will be available for all during and after implementation.  
· Policies will be amended, in consultation with staff, to reflect the new model

	Tactics/channels
	· CEO staff open forum 
· Intranet article
· Directorate meetings 
· Team meetings 
· 1:1 meetings 
· People Team available to support

	Risks 
	· Staff becoming aware of change prior to main CEO announcement
· Resistance

	Measurement 
	Frequent staff engagement to measure effectiveness of change and the impact it is having on individuals, teams and the organisation as a whole.  Make use of quantitative metrics – sickness, retention and qualitative measures, including pulse surveys, directorate/team/1:1 meeting to capture feedback.

	Review
	Review after 1 month to measure success and impact and inform future decisions about returning to office on a more frequent basis



Using the ACAS guidance on page 33 of the above guide, develop a communications strategy for the above change. Discuss this with your line manager and submit a summary of your discussion plus the strategy (Total word count: 500-750 approximately).
I met with my line manger on Thursday 3rd December to discuss changes that are currently happening within HEIW. At the start of the pandemic in March 2020, HEIW moved to a 100% working from home model. Since Welsh restrictions were lifted by the WG, employees have had the opportunity to return to the office on a voluntary basis. However, with the imminent arrival of a COVID-19 vaccine it was agreed that I should put a change communication plan (ACAS, 2020) in place, as HEIW needs to begin to move towards a return to normal. 
Based on staff feedback, the CEO is intending on announcing that employees will be asked to attend the office for at least 1 day a week in the first instance, with the intention to ultimately move to a blended, agile model involving a 60:40 split between office and home working. This will allow a steady return to normal over the coming months, allowing for social distancing and adherence with COVID guidelines. It’s imperative this is not a top-down approach and employees have a voice, do not feel anxious and have trust in the change process. Trade Unions will be consulted from the start and throughout the process (Rosseau, Sitkin & Camerer, 1998; pp. 395; Zak, 2017; Meinert, 2017; Great PlaceTo Work, 2016; Trust Edge, 2002; SHRM, 2018; Accenture, 2020; Gallup, 2002; Kramer, 1999; Lewicki & Bunker, 1996; Global CEO Survey, 2016;  Brockner et al.,1997; Mishra, 1996; Smarp, 2020; Stanford, 2017; Great Places to Work 2020; Smollan, 2013; Cai W.J., Loon, M. and Wong, P.H.K., 2018; CIPD, 2013; Silverman, 2014; Engage for Success, 2020; Acas, 2014). 

As mentioned above staff engagement and metrics during the pandemic such as staff pulse surveys and a mini COVID-19 health needs assessment (HNA) revealed that staff adapted well to working from home with recognised benefits to the model. They also informed key decisions; however, pulse surveys have also demonstrated that staff are missing in-person interaction and communication between teams has decreased, causing a move towards the silo working that was evident when HEIW was originally formed (merge of three organisations). The Working from home survey indicated 70% of staff would like a hybrid approach (HEIW Flexible Working Survey; HEIW Homeworking Survey; HEIW HNA, 2019; HEIW mini Covid-19 HNA; NHS Wales Staff Survey, 2018/20). 
It is imperative that the vision, rationale for change and benefits associated with it are  continuously clearly communicated as it details the aspirations of the change at the end of the change effort, improves knowledge sharing, employee engagement, innovation, organisational culture and team spirit (Smarp, 2020; Holbeche & Matthews, G., 2012). It will also reduce employee fears, anxiety and resistance. 

The change will need to be done early as it will be easier for those affected to be able to understand and adapt to the change, whilst also reducing resistance (Adkins 2015; Rees & French; Taylor & Woodham). Managers will achieve this by highlighting benefits and the impacts of change and promoting the achievements of staff working from home over the preceding 9 months and how the approach has benefited individuals with little impact on organisation performance. Employees will be informed that HEIW is keen to build on this model but recognises that 100% working from home is not sustainable long term, recognising the benefits that come with in-person interactions i.e. reduce silo working, improve relationships along with the importance for health and wellbeing and organisational reasons. 

Leaders of HEIW will continuously and dynamically communicate throughout the entire process of change. Both senior manager and middle managers will convey how important the change is and they must reflect their personal and visible commitment towards the entire process of change as this will send a powerful message to employees and key stakeholders about how seriously the organisations is committed towards the implementation of change. 

There is an opportunity to promote change-ready culture. HEIWS culture is based on a strongly held and widely shared set of beliefs’ that are supported by strategy and culture (Wilkinson & Taylor, 2016; Bersin, 2015). However, individual cultures need to be recognised and considered i.e. what fits with one employee’s expectations may not fit well with another, due to reasons such as family commitments, caring responsibilities and health and wellbeing. Some employees have already been conditioned to work 9-5 in an office setting and therefore consideration must be made for employees’ life-style change (Silva, 2018). However, this change may be an advantage to Millennials want to work more flexibly. 
Different mechanisms of communication will be considered for different groups i.e. visual learners, documented materials may best appeal and help them in understanding the change vision i.e. document uploaded on to staff intranet. For effective listeners, importance should be given to the presentation style and selection of words for impressing such category of stakeholders at a staff event / consultation. Communication will be repeated consistently, care will be taken and acknowledged in understanding how employees learn about change from different mediums of communication. The message of change will be repeated periodically (Mindtools, 2020; Barnard, 2017) and leaders will providing facilitate opportunities for  a two way exchange of dialogue or conversation with employees that creates a sense of ownership and fosters a sense of responsibility among employees (Smarp, 2020; MSG, 2020; McKinsey, 2020; Robinson, et al 2004). 

HEIW will celebrate success over this time and promote how HEIW is becoming an employer of choice, demonstrated by the high levels of recruitment seen over the pandemic period, coupled with the increased retention rates.  
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