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1.1 Establish the need, objectives and potential benefits in relation to a specific change requirement 

There can be many different drivers for change within an organisation, either internal or external (Chron, 2019). Changes needed to be implemented within the organisation due to the impact of coronavirus on the workplace and it was essential at this stage to implement the changes using planning tools and a project plan. In order to reduce the risk of exposure to the virus and adhere to restrictions imposed by the government, office space had to be closed and administration staff were instructed to work from home where possible. Working from home is not an option for the care staff due to the nature of their work, providing 1:1 care and support to vulnerable adults in their home setting. However, the staff providing this care still needed to be coordinated by a team of administration staff. 

The care provided could not be compromised in any way and it was essential that the changes made would not have a detrimental impact on care and the running of the business had to carry on as normal despite the pandemic. This was a time that the stakeholders (patients in the community) would have to rely on their paid carers more than in normal circumstances, due to the impact the virus could potentially have on any family members that may have been a source of support and comfort. Accurate documentation, continuity and high standards of care had to be maintained whilst also safeguarding staff.    

Implementing home working allowed the organisation to protect staff as much as possible. Most staff were also able to see the benefits, such as the work-life balance, reduced cost of travel to work, and less disturbances at home. 

1.2 Analyse who will be affected by the changes and their potential information and support needs 

Staff affected included administration staff, consisting of: HR manager, responsible individual, finance manager, accounts assistant, training manager, and recruitment administrator. Working from home removes the face-to-face contact with support staff, they are only able to access key personnel via telephone communication, email, or Microsoft teams if they have access to this.   It was essential to support staff during this transition period. They needed help to find new ways of working whilst continuing to manage their schedules as normally as possible.  Standards and deadlines needed to be maintained.  Staff still had to provide management and mentoring, help them avoid distractions, practical ways to avoid distractions including having a dedicated work space, get into good habits, e.g. set timescales and encourage breaks as normal, keeping to a normal routine such us working between the hours of 9-5 and then switching off until the next working day. Staff had to encourage well-being and support amongst the administration team by encouraging regular team meetings remotely with peers and management for guidance and direction.  The impact of Covid-19 had a negative effect on almost everyone, however, we found that the staff adopted this change with a positive attitude. (Woodhams, 2016).    

Service users in the community were least affected by this change as they were still receiving their normal care from their care staff. However, it was still important that they were kept informed of the change taking place. 


1.3  Identify the resources required for the change process and how these will be made available

Practical resources needed include laptops, adapting space at home, work mobile phones with internet data, VPN, remote access to work desktops, additional policies and procedures, and Microsoft Teams. Ensuring adherence to GDPR, confidentiality and data protection.  One member of staff was responsible for organising regular meetings, including weekly Microsoft Teams meetings. 

Fortunately, the materials that were needed were readily available within the office and we were able to hand these out to staff members so that they were prepared to work from home immediately. 

1.4 Devise a plan, including objectives, actions and timescales for implementing the required change 

Views and objectives of the plan were devised to ensure continuity of care in the community in a safe and timely manner in line with the lockdown restrictions of working from home where possible. It was essential to ensure the safety and well-being of staff during this time as they were key figures in coordinating community care for vulnerable adults living in their own homes.

In order to achieve the objectives of the plan, communication was key and it was important to create a ‘change plan’ (EV 1) which included practical ways of working identified the need to review current policies and practice and implement safe systems for working from home. The main objective was to work from home during the pandemic to ensure safety of staff.  All risks needed to be identified and additional resources put in place to support home working, including IT equipment to enable remote working. (Woodhams, 2016). 

During the planning stage, the following risks were identified: feelings of isolation amongst staff working from home, resistance to change, and access to certain equipment at home may be a challenge (such as a printer). 

A Gantt chart (EV 4) was produced to enable us to keep records of milestones and activities, it kept us on track and prevented us from missing deadlines. Although, due to the change being a matter of urgency most of the deadlines for the activities were immediate. 

Office staff were mainly affected by the change, with supervisions, appraisals, and other staff meetings needing to be done remotely instead of face-to-face. It was essential that the necessary equipment was introduced to enable this to work successfully. 

1.5 Communicate the change plan, and gain agreement for its implementation, from decision makers

The responsible individual of the organisation was satisfied that the change plan and communications strategy included all relevant information and gave me permission to arrange an emergency meeting with the necessary employees. 
The emergency meeting was held with the manager, all administration staff and team leaders to discuss the new government instructions on 23.03.20 to work from home where possible. An agenda (EV 5) was produced to include the impact of lockdown on services; the need to reduce exposure of the virus and reduce transmission rates; all staff to coordinate business from home with immediate effect; the need to review and monitor communication methods and safe systems of work during this time; how to provide support, including regular team meetings over Microsoft teams, review of policies and procedures on-line; office phones to be diverted to mobiles and any questions or concerns to be raised and discussed. The meeting was communicated via email to the team leaders in the community who communicated the changes to the carers in the community.  The changes implemented needed to have minimal impact on the carers as their first line of contact was with their team leader. The administration staff communicated with the team leaders who then cascaded information to the carers. The chain of communication included: - Managing director and administration team; team leaders; community care staff.  
Regular feedback was sought from the team leaders via Microsoft Team meetings, emails, and telephone calls. This allowed us to deal with any concerns or uncertainty at an early stage.  




















EV 1 

Change Plan

	Created by
	Carys Francis (HR Manager)

	Date
	23rd March 2020

	Version
	1



	Vision and Objectives

	To ensure the organisation is able to deliver care in the community in a safe and timely manner and in line with restrictions imposed in relation to the coronavirus pandemic. The health, safety and wellbeing of staff delivering the care is paramount and changes need to be implemented to facilitate the delivery of care. 

Office staff are an integral part of the organisation and help support and coordinate the delivery of care amongst the care staff. A decision has been made to close office space to facilitate home working during the height of the pandemic. 


	Activities to achieve objectives (attach Gantt chart)

	Implement home working policies and procedures 
Communicate the changes to the relevant staff 
Identify the benefits of working from home during the pandemic 
Identify the risks 
Identify any additional resources required 
Ensure office phones are diverted to mobiles 
Measure and review the outcomes 


	Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)

	Benefits – reduce the risk of exposure to Covid-19 amongst office staff, reduced cost of travel, reduced cost of opening the office (utility bills, etc.), less disturbances at home, impacts on a small proportion of staff within the organisation

Risks – office staff may feel isolated, could become distracted whilst working, may not have access to a printer/scanner at home, 




	People affected (stakeholders – employees, particular employees, customers, shareholders)

	Employees (office staff)
Care staff – supervisions and appraisals are being completed remotely on a temporary basis 
No effect on service users 



	Scope of change (eg one site, one product group)

	The plan is to close the office during the pandemic and implement home working. All office staff are to work from home safely. They must ensure continuity of care, adhere to timelines and budgets, and maintain productivity. 



	Roles (project manager, sponsor, team members)

	Project Manager – Carys Francis, G G (Responsible Individual)
Team members – Finance manager, accounts assistants x 2, training manager, recruitment administrator


	Communication strategy (attach communication plan, list of change champions)

	Change champions – Carys Francis, G G (Responsible Individual)



	Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)

	Regular catch up meetings over Microsoft Teams 



	Timings and milestones

	Gantt chart attached 



	Resources required, including cost (equipment, time, people, materials, guidance)

	Laptop, work mobile phones, VPN and remote access to work desktops, additional policies and procedures, Microsoft Teams, 



	Monitoring activities

	Evaluate work productivity, feedback, performance assessments, monitor HR statistics
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Communications strategy

	Company profile
	CDA Care Limited is a domiciliary care provider and employs approximately 150 staff members. The 150 staff members are made up of support workers, senior support workers, support coordinators, team leaders, registered managers, and administration staff (including HR and payroll).

	Issue
	CDA Care has made the decision to temporarily close the office due to Covid-19 social distancing restrictions 

	Research
	Best practice for home working 

	Communications objectives
	· Ensure staff are aware of the opportunities this presents for them (flexibility, work-life balance, etc.)
· The reasons why this will benefit the organisation (protection from exposure to Covid-19 within the workplace)
· What the expectations are 
· When the change will take place
· What support will be in place whilst working from home 
· Home working policies and procedures have been implemented 

	Audiences 
	· Office staff
· Care staff need to be made aware that the office will be closed
· Stakeholders such as local authorities, care inspectorate wales, social care wales 
· Service users and their families need to be informed of the temporary change 

	Tactics / channels 
	· Employees will be made aware during team meetings 
· Stakeholders will be informed via email 
· Service users will be informed via letter 

	Risks
	Resistance to change - staff may be reluctant at first, however, it’s important they clearly understand the reason for this decision. 

Staff may feel isolated at home and become easily distracted from their work. 

Staff may not have access to certain equipment at home (printer). 


	Measurement 
	Regular team meetings over Microsoft Teams will allow the staff members affected by this change to give feedback and discuss any concerns they may have about working from home. 

Continuously monitor HR statistics and work productivity. 


	Review
	Adaptations can be made where necessary. 







































EV 3 

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

	Influence
	High
	Keep Satisfied
	Key Players

	
	Low
	Minimal Effort
	Keep Informed

	Low
	High

	Level of Interest



Stakeholder Grouping
Using the Stakeholder Influence/Interest Matrix, complete the table below. This will help determine stakeholder’s grouping for change communications. 

	Stakeholder Name
	Influence Level
	Level of Interest
	Stakeholder Grouping

	Care Inspectorate Wales
	High
	High
	Key Players 

	Social Care Wales
	High
	High
	Key Players

	Local Authority 
	High
	High
	Key Players 

	Service Users and family members 
	Low
	High
	Keep Informed 

	Care staff 
	Low
	High 
	Keep Informed 
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EV 5 




Emergency meeting (Covid-19 pandemic contingency planning)

Agenda

1. Lockdown announced from 23rd march. Government guidance and instruction is to work from home where possible.
2. We need to reduce exposure to Covid-19 and reduce transmission rate of the virus 
3. To safeguard staff we will be implementing home working and closing the office on a temporary basis. All office staff will be coordinating the business from home immediately 
4. Review monitoring and communication methods and systems 
5. Support in place – regular team meetings over Microsoft Teams, new home working policies and procedures are available on the QCS system (online portal)
6. Office phones to be diverted to mobiles 
7. Any questions or concerns? 
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2.1 follow the agreed plan to implement change processes 

The change was put in place at very short notice due to the urgency of the pandemic. When collaborating with colleagues on how to implement this urgent change it was evident that we would need to follow a clear project plan by using models and tools to underpin the plan. This way we could use a format for monitoring our milestones and using appropriate charts and evidencing the work we were doing. This revealed what was working well and what would need to be reviewed and adjusted. By plotting significant dates on the Gantt chart it enabled us to identify at a glance important milestones and deadlines.  

We utilised John Kotter’s 8 step process for leading change model, this was a useful tool, and helped prepare and break down changes into stages, making it easy to follow. As per the model, the pandemic created the sense of urgency (Kotter, 2020). Our vision was to ensure continuity of care and ensure staff were able to coordinate this safely. We ‘enabled’ by removing barriers including adapting space at home to work from and we sustained these changes for the duration of the pandemic (Management study guide, 2020). 


2.2 Provide information and support to stakeholders in line with their identifies requirements 

During this period there was constant need for support for staff involved in the change.  Support consisted of reassurance, soft mentoring, coaching, guidance and direction on how to keep focused on the task whilst working from home.  It was important not to blur the boundaries of home life and work time as feedback from staff included how cut off they felt at times from their peers and found it hard to focus.  This showed the need to increase communications and more meetings held via Microsoft teams instead of email communication when possible.  It was evident that staff were experiencing thoughts and feelings included in the Kubler Ross change curve, and it was important to acknowledge this as there was no end date for this change and different way of working. (Connelly 2020).


2.3 Apply techniques for maintaining positive working relationships throughout the change processes 

The staff worked well together despite being physically separated from their team and working from home.  It was important to encourage positive relationships throughout the process and this was done by ensuring regularly speaking to the staff on the mobile phone, this promoted support on both a personal and professional level.  This helped the staff maintain trust and productivity. It was important to encourage positive work relationships at this stage as each individual needed support from one another, not just their managers. The team leaders led by example and all staff followed this lead, promoting trust, reassurance and feeling safe. (Harbour, 2019). 
  
 
Regular communication ensured meetings held via Microsoft teams promoted feelings of confidence and helped staff feel comfortable to share their thoughts and ideas at the meetings. There was a need for constant review in order to identify what was working well and to implement changes sooner rather than later if needed. Everyone had an important role to play and they needed to understand what was expected of each other and roles delegated appropriately. Direction from the management team was key at this stage to ensure everyone was keeping on track and felt supported to do the task.  This was a time to draw on people’s strengths and it gave the staff a sense of pride and purpose as all were working towards the same goal and vision during the pandemic. This was also a time where new skills were learned and new ways of working were adopted.  This helped the staff gain confidence in their skills and showed them how adept they were at change. (Indeed, 2020)

The organisation also has a robust grievance procedure in place to enable any issues to be resolved promptly and efficiently. This procedure is easily accessible to all staff through the QCS online portal (EV 9). 


2.4 Monitor the effectiveness of the implementation, agreeing and making justified adaptations where required and 2.5 Maintain records of the change process in line with organisational requirements 

Due to the nature of the change, data analysis is not an option for monitoring this change. The process is still ongoing and so far we have received positive feedback from employees. Regular monitoring has ensured that any necessary changes were identified and changed early on. The main reason for the change was to protect staff from the exposure to covid-19.  Working from home had a beneficial impact on the office staff in relation to safety as there has been multiple outbreaks of covid-19 amongst care staff which did not impact on the office staff, allowing them to continue with their work from home.    

The role of HR staff included feeding back to the line manager on regular basis information provided by staff who were working from home. Information sought included, any issues with equipment, any additional equipment needed; communication with other members of staff; disruptions at home and how to overcome these; clarification on their roles and responsibilities.  This allowed the line manager to identify areas for improvement and also kept him up to date with progress and opportunities to provide more guidance and direction to enable the staff to meet the organisational vision and goals. 
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EV 10 


Change Champions 



C F – HR Manager / Project Leader

G G – Responsible Individual / Project Leader

S H – Finance Manager

V H – Accounts Assistant 

C J – Training Manager

Z E – Recruitment Administrator 
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3.1 Measure the effectiveness of the change process in meeting the required objectives 

There are plans now to survey the staff involved in the change and ask them how they feel about continuing to work from home in the future, after the pandemic. This is because during this time of change to their working environment, the change on the whole has been a success.  Positive factors for the organisation included reduced running costs and overheads by not accessing the facilities in the office space. It is likely that office space will still be required however it has been suggested to reduce the office space by downsizing. Less costs for travelling to the office and for meetings that are usually held further away. Less time spent travelling, which improves a healthier work life balance, less time commuting to and from work. Less disruptions during the working day.  More time to reflect and come up with fresh ideas through experiences gained during the lockdown, i.e. what has worked well and what has not been beneficial and needed to be changed. We were able to review how we were progressing with the changes and referred to the project plan and Gantt charts to ensure we were meeting the targets by the deadlines and reviewed this process regularly to keep on track.  

3.2 Identify further work required to embed changes and/or further developments required 

Further work needed to continue with the changes included issues around health and safety and the need to ensure any improvements needed within the home environment to make it a suitable and safe workspace were completed. Risk assessments are to be reviewed regularly in the future. Health and safety requirements would still be the responsibility of the organisation and adaptions would need to be supported by them as well as changes to safe working policies to work from home. Issues of a suitable environment including areas such as appropriate lighting conditions, the need to look at reduce any chance of incidents/accidents; create an appropriate workspace for long term use including appropriate seating and desk for posture, cyber security  - ensuring sites you are using are secure and have up to date antivirus software on your PC.  Responsibilities by employer and employee to set up and follow all safe working practices to prevent any risks to health and well-being.  The need to devise and implement contingency plans when needed, such as ensuring a buddy system should a staff member take sickness absence or annual leave, whereby the next staff member would prioritise the task accordingly and delegate work to ensure that performance continues and targets are met. Plans to be put in place to ensure that training and supervision can take place at regular intervals.  Other areas for improvement included peer support to ensure ways to stay productive and focused on work - due to possible distractions at home and finding strategies to keep engaged and motivated in a solitary environment. Investment in further IT equipment is essential including laptops and desktop equipment.


3.3 Communicate the key outcomes and the impact of change to stakeholders 

Office staff working from home have kept in close contact with the team leaders who have been the first point of contact for carers in the community and the service users. The service users were not affected in any way as they still had lines of communication with office staff if needed as all telephone lines were diverted to work mobiles of the office staff who were working from home. All calls were monitored and passed on appropriately to team leaders and carers. Stakeholders including the community carers also had direct access to office staff if needed even thought their first point of contact was their team leader. There were no communication issues identified during this period and telephone communication and email communication was always available which ensured the continuity of care.   


3.4 Evaluate the effectiveness of own performance in contributing to the management of change 

When I reviewed my performance during this period of change, in collaboration with my manager and all admin staff we were able to plan and deliver a project which included the goals, milestones resources and risks.  We were able to explain why the change is happening and understand basic models for how people experience change. There was little time to plan this change due to the pandemic however, we adapted and worked well as a team to implement changes as a matter of urgency.    
 
Using the new CIPD profession map, I evaluated my own performance in relation to the change process. I found that areas for improvement included how to conduct skills and capability audits and gap analysis in my area of work.  On reflection, the urgent changes implemented were efficient and beneficial however, had we had more time to plan the change, more issues would have been taken into account including the costings of equipment and we would have liked to have had more time to gain feedback before the change from major stakeholders. (CIPD, 2018).















EV 12 

Date: Monday June 1st 2020. 
Time: 11:30

Present at the meeting: C F (HR Manager), D H (Managing Director), G G (Responsible Individual) 



· Working from home has been successful 
· Positive feedback from staff gained 
· Reduced running costs of office space 
· Continuity of care has not been impacted 
· Work productivity and staff morale is satisfactory 
· Deadlines and targets have been met 
· The plan is to continue home working during the pandemic, with the view to long-term changes
· After the pandemic we will look at issuing staff questionnaire’s to gain further feedback on people’s opinions about continuing to work from home
· Health and safety to be reviewed – work stations at home. 
· Review whether there is a need to upgrade any equipment 
· Care Inspectorate Wales, and Social Care Wales have been kept informed throughout the whole process and are satisfied with the outcomes so far. Happy for us to consider home working long term
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+ The Health Protection (Coronavirus Restrictions) (Wales) Regulations 2020
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+ Health and Safety at Work etc. Act 1974

+ Data Protection Act 2018

+ Coronavirus Act 2020

+ Author: Health and Safety Executive, (2011), Protect home workers. [Online] Available
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« Encourage sharing the policy through the use of the QCS App

« Establish process to check and confirm staff understanding of the policy
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« Ensure policy is on the agenda for all supervisions

+ Hold specific meetings to discuss impact

+ Ensure relevant staff are empowered to develop specific and individualised processes to
share policy changes

+ Share information quickly and widely

« Ensure all staff know about the policy changes

QCS have undertaken an equality analysis during the review of this policy. This statement is
a written record that demonstrates that we have shown due regard to the need to eliminate
unlawful discrimination, advance equality of opportunity and foster good relations with
respect to the characteristics protected by equality law.
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Good Afternoon,

Following on from our meeting this morning, | am writing to confirm that we will be commencing home
working for administration staff immediately. The reason for this is to ensure we can protect staff from
exposure to Covid-19 as much as possible.

The new home working policy and procedure is available through the QCS portal, please read and ensure
you are familiar with this.

We will be arranging regular virtual team meetings where we can discuss and review any concerns that you
may have.

By now, you should have all received a work laptop and mobile phone, if you experience any problems with
these please contact either myself or the IT helpdesk. All desk phones have been diverted to your mobiles.

I would like to take the opportunity to thank you all for your support and understanding during this difficult
time. Please don't hesitate to contact me should you need any support.

Kind Regards
Carys Francis
HR Manager
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Morning all,

I've attached the application form, DBS form and consent for references — all in word documents so if you need to
send them to the applicant to complete electronically you can use these.

Where signatures are required, please can you ask the applicant to type their initials or C Francis for example.

They can either email these back to you or print and bring into the office.

Kind regards

Carys Francis
Human Resource Manager

44

CDA Care
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MEDIUM IMPACT
Scheduled review

Yes

This policy is one of the main policies governing the relationship between employees and
their employers. It sets out a formal process that an employer is obliged to deal with. It has
been reviewed with no significant changes and references have been checked to ensure
they remain current. One extra further reading reference has been included.

+ Equality Act 2010

Equality Act 2010: Chapter 1 (Protected Characteristics) Chapter 2 (Prohibited Conduct)
and Chapter 3 (Services and Public Functions)

+ General Data Protection Regulation 2016

Data Protection Act 2018

+ Regulation and Inspection of Social Care (Wales) Act 2016
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procedures. [Online] Available from: https:/acas.org.uk/media/1047/Acas-Code-of-
Practice-on-Discipline-and-
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17/6/2020]

« Encourage sharing the policy through the use of the QCS App

QCS have undertaken an equality analysis during the review of this policy. This statement is
a written record that demonstrates that we have shown due regard to the need to eliminate
unlawful discrimination, advance equality of opportunity and foster good relations with
respect to the characteristics protected by equality law.
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Hi Carys,

As discussed earlier on the phone, just reflecting some feedback via email. I just want to confirm that all of my equipment is
working ok. I'm really greatly for the regular communication, especially the Teams meetings. It's good to have these
opportunities to discuss with everyone how things are progressing and it gives us the chance to explore solutions to any issues.

‘Working from home has worked out well to date but I will let you know if I have any concerns in the coming weeks.
Many Thanks|

Accounts Assistant
CDA CARE LIMITED
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Hi all,
I hope this email finds you well.

I'm writing to update you on the feedback received since we have been working from home. So far the
majority of the feedback has been positive, with the odd minor issue that has been easily resolved.

Myself, Grant, and Dave recently had a meeting where we reviewed the feedback and analysed the
benefits/negatives of this new way of working. | will send you the minutes of the meeting and you can let
me know if this is a true reflection of how things are. This will continue to be reviewed. In due course we
would like to formalise your feedback in the form of a staff survey and questionnaire, and your participation
will be greatly appreciated.

The main goal of the survey will be to find out your thoughts on working from home long-term, after the
pandemic. All feedback will be taken into consideration before a final decision is made.

If you have any queries please don't hesitate to contact me.
Kind Regards

Carys Francis
HR Manager
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