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Introduction
In 2018 Pembrokeshire County Council embarked on a whole organisation Transformation Programme instigated by the newly appointed Elected Members.
PCC has approximately 6000 employees working across five diverse directorates in both vocational and corporate roles.
The programme included a number of changes to the organisation encompassing different work streams that would align to deliver the overall desire of ‘delivering a modern and digitally competent organisation’ that met the needs of Pembrokeshire.
These work streams include but are not limited to:-
· Access to services – an audit of PCC buildings, their uses and potential or possible sale.
· Agile working – introduction of agile working.
· Culture Change/People Behaviour – review the organisational vision to see if it is still fit for purpose.
· I.T. – review of systems used. Intention to streamline services and become more digitally focused e.g. online appraisal process, use of A.I.in the contact centre. 
· Performance Management review – this would include appraisals, wellbeing, policies etc.

The original timescale for completion was two years, however the Covid pandemic has affected some of the delivery and it is likely that the programme will not be completed until the middle of 2021.

As an advisor in the Learning & Development team, one of our roles was to ‘lead’ on the Culture Change/People Behaviour work stream. The following assignment is based on the process we followed and activities we undertook. I will use the ‘we’ terminology since this was a team project and I was involved at differing levels, in all stages of the process.


1.1 Establish the need, objectives and potential benefits in relation to a specific change requirement.
1.2 Analyse who will be affected by the changes and their potential information and support needs.
1.3 Identify the resources required for the change process and how these will be made available.
1.4 Devise a plan, including objectives, actions and timescales for implementing the required change.
1.5 Communicate the change plan, gain agreement for its implementation, from decision makers.

Although the Elected Members were keen to push for a culture change the Learning & Development (L&D) team, politely pushed back highlighting the need to take a structured approach, firstly proving the need for a culture change and not just the ‘whim’ of a new political group. We undertook a range of research (example Appendix 1/2) this included a whole organisation employee survey (Appendix 3). Alongside this we delivered a senior management team and cabinet workshop which challenged them to discover their desired organisational culture (Appendix 5/6/7).

According to the CIPD (2020) there are many drivers of organisational change. From research and the above workshops it became clear that the main drivers for change within PCC were linked to organisational strategic objectives. As a local authority our systems and approaches were antiquated and didn’t meet the needs or expectations of our citizens/customers. Likewise our employee standards have been in place for ten years and no longer fully reflect the demands of the organisation.

As a result of the above workshop, a gap analysis was completed to ascertain how ‘we; move from the current culture to the new desired culture (Appendix 8).
Following this a presentation was made to the Transformation Board to seek approval (Appendix 8a).

As highlighted by the Mayfield (2014), the key to successful change is stakeholder engagement. As a hierarchal organisation, past approaches have been ‘do as we say rather than as we do’. To influence employees to embrace a new culture then we needed to bring them with us. I think one of the biggest challenges sat with the senior leaders and elected members. They needed to recognise that employees were also stakeholders and they had to lead by example, culture change also applied to them. Employees are used to being ‘done to’ thus effective employee engagement was paramount. 

As a whole organisation ‘programme’ all employees from the ‘top’ down would be impacted along with elected members. It was negotiated to include as many employees as possible in the decision making process, allowing them an opportunity to influence changes that would impact them. This would encourage buy-in and ownership.
Due to the diversity in roles within the organisation a range of engagement methods would be used to reach as many employees as possible. These included:-
“Moving Ahead” Together Sessions – All employees were invited and encouraged to take part. These were delivered on a face to face basis at different locations and time to meet the needs of employees. (Appendix 10)
Transformation newsletter – Monthly electronic newsletters would highlight progress and include stories/case studies. 
Café session – PCC hold monthly ‘café’ sessions. All staff are invited, each has a different host and they support any changes or new technology, processes, systems that are being introduced. It is an opportunity for staff to meet the ‘deliverers’ and ask questions or just find out about the changes particularly if they affect them. These sessions are informal. (Appendix 16)
As a local authority approval and reporting follows a formal approach. Further resources were needed including the recruitment of an extra Learning & Development Officer. (Appendix 9 &9a)
 A key deliverable update using a Gant chart has been used to support the monitoring of the change along with a culture timeline document. (Appendix 11&11a)
A further full report was taken to Cabinet to seek approval of the new behaviour standards and implementation. (Appendix 12)

2.1 Follow the agreed plan to implement change processes
2.2 Provide information and support to stakeholders in line with their identified      requirements.
2.3 Apply techniques for maintaining positive working relationships throughout the change process.
2.4 Monitor the effectiveness of the implementation, agreeing and making justified adaptations where required.
2.5 Maintain records of the change process in line with organisational requirements.
Implementing the programme was structured and carefully planned out, closely matching Kotters (2014) stepped approach. A communication was sent out to all employees and elected members inviting them to take part in a ‘Moving Ahead Together’ session (Appendix 13). These sessions were face to face sessions and were arranged at different venues to allow for all employees to be included. 
These sessions provided an overview of the findings from the employee survey and allowed us to openly engage and educate employees why and how the change would happen as described by Geraghty (2019) in the 4Es model.
It was an opportunity for staff to openly question and challenge the change. The sessions allowed for small groups to work together with a facilitator to discuss and inform on how they wanted the behaviours for the new proposed culture to ‘look’. (Appendix 14/14a/14b)
During this roll out we realised that certain groups of employees were unable to attend sessions due to working patterns. To manage this we introduced breakfast sessions for refuse workers and those in outreach centers. Face to face sessions were really important to allow for individuals from all roles regardless of ability to take part. Roles in the organisation are diverse and inclusivity is vital. 
During these sessions some employees challenged how much ‘say’ employees would have to develop the behaviour standards. It was decided that a focus group of volunteers would be formed. Their role was to inform on the design, wording and roll out approach. 
There was some nervousness about this focus group because these volunteers were vocal and challenging, however on reflection if we could influence this group of individuals then they would also act as ambassadors. The focus group workshops were structured to ensure that they had purpose and didn’t become whinging sessions. (Appendix 17)
Throughout this process, each work stream was asked to update and feedback on a regular basis to the senior team and elected members. (Update examples - Appendix 15/15a)
Undertaking this assignment I recognise that all of our approaches were ‘dotted and crossed’ to the extreme. This is possibly due to the nature of the organisation, local government and its political influences. I believe we could have done more to maintain and improve positive relationships. As a team we worked well together, our communications to the organisation were engaging but I personally believe the process replaced the purpose. This has been bourne out in some of the more recent comments from Line Managers who still lack clarity on what the new culture is and what it means. A solution for this would have been to do regular temperature checks within the organisation using short brief questionnaires and potential ‘champion’ roles within each directorate.

3.1 Measure the effectiveness of the change process in meeting the required objectives.
3.2 Identify further work required to embed changes and/or further developments required.
3.3 Communicate the key outcomes and the impact of change to stakeholders.
3.4 Evaluate the effectiveness of own performance in contributing to the management of change.
The effectiveness of the change process has been mixed. Unfortunately, hit by the pandemic towards the end of the delivery we have been unable to undertake some of the practices planned to help embed the process. These included visual ‘nudges’ and skills workshops.
As would be expected the organisation reverted to ‘type’ where it feels most comfortable with a command and control approach thus losing the ideals behind the new behaviours. We have recently attempted a relaunch but amidst the chaos of ‘lockdowns’ this is proving difficult. (Appendix 18)
A stakeholder discussion on how the organisation chooses to move forward will need to take place post the pandemic.
From a personal perspective I believe we should pause the relaunch. Employee sickness levels are high, furlough is in place and general employee morale is low. I do think there is an opportunity to use the new behaviours in a positive way and ‘tell stories’ that have taken place during the pandemic under the headings of ‘purpose, learning and results’, highlighting that these behaviours already exist within the organisation, how staff have adapted, changed roles to meet needs, learnt new skills and worked to together to make a difference. I think this approach would be very powerful.
Peter Drucker (2007) highlights how stories and what we tell each other are how culture is formed. He goes on to stress that culture eats strategy for breakfast…dinner and tea!
Update reporting was taking place on a regular basis (Appendix 15/15a) however this has now stalled amidst the need to manage other priorities and senior stakeholders have recognised this. The L&D teams concern is that this change management programme has gone on too long and it has been lost amongst other priorities. 
Once 
In evaluating the effectiveness of my own performance I have referred to the CIPD (2018). The profession map highlights change as a core knowledge need.
As an associate they identify a number of standards, I have briefly reviewed myself against the following ones:-
· Different change management approaches and their advantages and disadvantages.
· How to explain why change is happening and basic models for how people experience change.
· The different levers you can use to enable change in your current work.
It was really interesting to understand why change frequently fails. I am a logical person who considered the research and comparisons of this project and the impact within the organisation. 
This module has highlighted the different model approaches that can underpin change, for example Lewins (Mind Tools 2009) model is easy to understand and is visual however it is does not highlight how managers can ‘manage’ those who are resistant to change. It presumes that individuals will eventually accept change. It is perhaps too rational.
Kotters (2014) model is also a favourite of mine appealing to my rational and organised preference. A structured model that can be followed to support planning and communicating. It would work in my organisation because we are hierarchal in approach however I think attention to employee opinion and feedback needs more attention particularly with employees in vocational roles e.g. refuse, cooks etc. with whom senior stakeholders seem to struggle to communicate.
In the project that I have talked about in this assignment I felt I was confident and comfortable to explain why change was happening and was necessary. Probably because I understood the research that sat behind the decision for change and personally believed in its purpose. I am happy to explain Kotters model and the Kubler Ross (Mind Tools 2009) change curve. I am familiar with both through my role in learning and development. 
The change curve reflects how individuals react emotionally, which is often overlooked but the impact on performance and productivity can be significant. Its downside is that it is often used in a clinical way and its pattern does not match everyone’s response in the same order.
I think the importance of using theory and models in change management is remembering that you can adapt them to your needs and that they are a tool rather than to be used verbatim.
In my current role the strongest lever that I could use as according to Prosci (2014) sits with coaching. I am currently coaching a number of internal and external coachees who are finding the current pandemic changes challenging. As a coach in a one to one setting we can identify the barriers and plan a way forward. This support is bespoke but can be time consuming and therefore best targeted at those who have a high resistance to change.
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