Change Management on job training.

1.
Looking at the Profession map CIPD (2018) Change is one of the four core behaviour areas. It is broken down into 4 standards:
1. Foundation level
2. Associate Level
3. Charted member
4. Charted fellow Member.
There are specific levels that are for each of the 4 standards. The idea is you can evaluate yourself against each standard to identify the level that you are working at. Also, it gives you areas of improvement to move to the next level.
Looking at the standards for change. I believe I am working mostly in the associate level. Even though I am now only currently studying level 5, I have worked in HR for many years and am able to use that experience to work at associate level. During a conversation with my Director of people, it was agreed that I was working at an associate level. For my development I was giving the lead on a change management project. My director suggested I take the lead on the next Change project and work towards the standard of:
· How to plan and deliver a project, and manage risk, resources, and interdependencies to deliver outcomes.
This project led into major change of terms and conditions for the employees contracted hours. The change involved planning, consultation with the effected employees, controlling the issues and delivering an outcome that both the organisation and the employees found acceptable. 













2.


	
Strengths
· A reduction in hours for full time contracts would save the company £112,000 a year. 
· If pre pandemic levels of business return, we could employ further staff using the money saved further increasing a flexible workforce.
· Having a relationship built on previous trust with the employees will assist the change.
· The pandemic has made employees fearful about job security. I believe a drop in hours will be accepted and understood
	
Weaknesses
· Because of the pandemic and the business has just closed again, the employees are struggling financially, a loss of contracted hours only increases this.
· As the business is closed, and because of current restrictions, The change must be negotiated over the phone. This is always difficult.
· Refusal to accept the new terms and conditions could lead to lengthy consultation.

	
Opportunities
· The current financial climate has forced the organisation to make cuts. This cut will enable us to retain our experienced employee and make the savings that are required.
· Upon a return to normal trading, the cost saving will increase profit due to a reduced wage cost.
	
Threats
· The employee not accepting the new terms and conditions.
· Having to dismiss and rehire on the new terms and conditions.
· Employment tribunal claims.
· Costs associated with employment tribunal claims.
· Reputation damage due to dismiss and rehire. Asda is a perfect example of this.



Discussing the change with the Director of people, it was easy to see the benefits of this change for the organisation. The wage costs would be decreased upon reponing. The wage cost is the largest line on our expenses. It was also discussed that due to the pandemic it was likely that a change was going to be expected by the employees, and as we were reducing contracted hours and not making any further redundancies that it would be accepted by the majority.
The fear as always when a change of this nature is made will be non-acceptance of the new terms and conditions. What would be the next step was decided and how we would implement that next step. Dismiss and rehire is always risky. Especially after watching ASDA being dragged through the media recently. But this risk was worth the reward to the organisation, and we had to move forward with the change.


The implication for the HR function would include:
· The planning of the change, when would the change happen. How would it happen and what were the legal requirements of the change?
· Implementing the change, It would fall to the Director and myself to discuss the change with each employee. We would need to explain why and how the change will affect each employee. We would at this stage try to gain acceptance of the change of terms and conditions. I would need to issue new contracts of employment to each employee that will accept the changes, get them signed and uploaded to their cascade accounts.
· For the employees that may not accept the change, further discussions will be required before the final step.
· If acceptance is still not agreed, dismissal letters will need to be sent. 
· Offer support to the employees throughout the change.
· Answer any questions and concerns.
· Document all conversations as they may be required at a later stage.
































	Communication strategy

	Organisation profile
	Castle Leisure is a private sector organisation. Its primary sector is gambling. The organisation also owns Cadwallader ice cream and Castle lofts building contractors. The organisation employs 429 in the gambling sector, 122 at Cadwalladers and 216 at Castle lofts. 

	Issue – what is situation that is need of communication support?
	The company wanted to reduce contracted hours in the gambling sector by 5 hours per employee. This was need due to the financial constraints on the business because of the ongoing global pandemic.

	Research
	Castle Leisure run a staff survey every year. Past surveys have informed us that in general employees trust the organisaton and the way it runs its business. Staff morale is low at present due to the pandemic, and we believe that this change will have a negative impact on the employees. Looking at our competitors we believe that a reduction in hours will be accepted easier that large scale redundancies.

	Communication objectives – what do you want to achieve? Do you want to raise awareness of an issue, influence behaviour or form a particular attitude on an issue?
	Due to the pandemic and current restrictions, our communication will have to be tailored to the circumstances. All communications will need to be by email or telephone. Our objectives will be to gain support for the change through an explanation of why the organisation needs to make a change and what the alternatives would be if it is not made. The communication will need to answer all questions as we cannot complete face to face. It will need to address any anxieties and maximise acceptance of the change.

	
Audiences	–	who	do	you	want	to communicate with?
	The change is only for the Castle Bingo employees. This will include general employee, supervisors, managers and head office staff.

	Key messages - 
	Our Company have had to take some difficult decisions in the last few months, and it has been the first time in the Company’s history that we have unfortunately had to suffer job losses to protect the business for the long-term sustainability of our clubs and for the staff who are left.
We believe that Bingo is not going to recover quickly, and it is no secret that the country is expecting further waves of the Corona virus in the coming months as the winter approaches.            
Our competitor clubs that have already opened are reporting a 70% loss of afternoon trade which is a significant loss of volume, without taking into account reduced evening trade.
Castle do not wish to incur any further job losses, but we recognise that we do not have the need for the volume of hours that we have had historically with our remaining staff.
Therefore, our aim is to avoid any further job losses and with your agreement, the Company wish to reduce all contracts by 5 hours across all of our clubs.
I would like to ask you whether you will accept this change to your current contract as we aim to avoid any further redundancies?

	Tactics/channels - how are you going to communicate your key messages to staff?
	We will use the big picture. We do not want to make further redundancies, but we will need to if this change is not accepted.
Timing is key, the pandemic has people fearful for their jobs, so a reduction in hours is better option than redundancies.

	Risks – what could potentially stop you
achieving your objectives?
	Non acceptance of the change to terms and conditions. Staff morale could decrease further. Employees may choose to leave due to job security concerns leaving the organisation vulnerable upon reopening.



I discussed the communication strategy with the director of people, and she accepted and agreed the plan. We both understood that there maybe changes required during the change programme as it develops and that we would need to be fluid in our approach, but we had a start. The organisation required this change to happen as soon as possible, and a timescale was then agreed.
We both discussed our hesitations with the dismiss and re hire approach and discussed at length the pitfalls of this. The director went back to the board to discuss our concerns. The board decided that the risk was worth the reward and wanted us to press on with the change. I believe that the timing of the change may enable us to complete the programme with minimal issues. People are fearful for their jobs and may accept the reduction in hours.
Personally, I think the dismiss and re hire approach will hurt the organisation in the future, that maybe reputation based or a trust issue with the employees.
