On the Job Tasks 

1. Evaluate your knowledge, skills and ability in relation to this area, using the definitions from the Profession Map and discuss any development needs with your Manager 

Prior to undertaking this CIPD qualification I had no knowledge of the different change models/theories and simply undertook change within my role based on a common sense approach. However, I am confident to say that throughout my learning in this particular module, I covered off the majority of the best practise elements of change management. E.g., planning, communication and participation.  (CMI, 2014)  

In relation to the CIPD Profession Map (2020a) I would assess my skills in this area as currently sitting at associate level, however there are elements that I intend to work on. For example, from previous change initiatives I have not used a SWOT or PESTLE tool to gather data for my case, I have usually used qualitative descriptions for the rationale behind the change. Using a SWOT analysis would allow me to have more of a broad and simple perspective of my case for change (CIPD, 2020b). However, this decision would be based on the significance level of the change, as CIPD also note that a SWOT tool can be timely and require significant resource. 
Going forward, I would also make use of a change plan template to ensure I have considered all of the elements within the change process, that way I am able to anticipate reactions to change and have relevant support mechanisms in place ready. 
My current Organisation are very averse to change, therefore I need to work on Manager capability and strong procedures in relation to the elements of a change ready culture, such as: 
· Encouraging employees to question the status quo
· Influence the idea that mistakes should be utilised as learning opportunities 
· Provide praise and recognition for ideas
· Encourage open and honest communication 
(Macpherson, n.d.) 
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2. 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.  


SWOT analysis of the proposed new organisation attendance policy 


Weaknesses
Not written in conjunction with trade unions or employees 
Absence management process is driven by Manager discretion not absence triggers, allowing for inconsistency 
Opportunities 	
Introduce SLAs for parts of the process 
Move responsibility of Occupational Health referrals from HR Team to Line Managers
New training opportunity 
Threats
Trade union agreement 
Line Manager feedback 
Line Manager capability for new processes
Resistance to change 

Strengths			
More user friendly 
Introduction of accompanying line manager support documents
Clear, open and honest process for managing sickness absences 




















The Organisations current attendance policy was due for review in April 2020, I have taken the opportunity to use attendance data, feedback from Managers, and personal experiences within the HR Team to rewrite the policy, adding and amending processes as I see fit and in line with current legislation. Although the procedure and accompanying documentations have been written, the change is still pending as it has not yet been implemented. 

As this will be a change driven by the HR Team, there are a number of implications to consider: 

Impact assessment – how will the changes impact the different stakeholders and what can we put in place to support the most negatively impacted. For example, it is likely that line managers will be impacted the most as the change will drive more responsibility and accountability from them. Therefore, I need to ensure they have the tools and resources to enable them to take on the new responsibility. 

Buy in – Having early buy in will support successful transformation, therefore I need to consider holding focus groups with stakeholders to share the proposed changes and encourage feedback. 

Be open to change – Utilise feedback and be open to making adjustments to the change plan. (Forbes, 2017)

Reaction to change – Anticipate the different reactions to the change, potentially using a model such as Kubler-Ross and plan in support mechanisms, such as FAQs, drop-in sessions. (Mindtools, n.d.) 

Communication – Consider the best way to communicate the changes to each of the stakeholders. Does the content need to be different depending on the impact assessment? What method of communication will be most effective and how frequent? (CIPD, 2020) This will require collaborating with the communications team to produce the most effective result. 

Evaluation – Consider how I will measure the success of the new procedure. (Prosci, n.d) 

Specific implications to HR in relation to the SWOT findings 

Strengths
The policy has been rewritten in a clearer and user-friendly tone with the end user in mind, this should allow for a better understanding of the procedures resulting in less queries to the HR team. The same result should be achieved by the introduction of accompanying Line Manager guidance documents as these provide step by step guidance on each of the processes within the overall policy. 

Weaknesses
The policy was written within the Organisational Development Team without any initial input from trade unions or employees. Although the draft will be shared with a working team to gain feedback before being implemented, time could have been saved if I had consulted with a working group at the start of the change initiative. 

Within the current policy, absence management is not related to absence triggers, all absences are treated on an individual basis. Although I considered adding triggers, on analysis of absence data, I found all employees with 3 or more absences within a 12-month period were on the absence management process, highlighting that triggers were not needed. However, it does still pose the threat of major inconsistency with some Managers avoiding difficult conversations. This means the HR team are needed to ensure consistency. 

Opportunities 
The review will provide the opportunity to change some of the responsibilities within the process. For example, SLAs can be added in which Managers can then be measured against.  Also, the responsibility for Occupational Health referrals can be moved to line managers, which will make the process more streamlined and accurate as it is the line manager managing the absence, not the HR Team. 

Threats  
As with any change initiative, there is always the chance that people will react negative to the imposed changes. The initial threat to the change will be if there is any resistance from the trade unions or senior leaders following review of the draft policy. If that is the case, work will need to be done to collaborate and agree. 

As the biggest impact is on Line Managers, they need to have the capability to be able to carry out the new responsibilities. For best results they will need to be trained and supported throughout by the HR team. 

Conclusion
The implications of the change will initially have a big impact on the HR team as time will need to be spent communicating effectively, training managers on the changes, as well as providing ongoing support and advice while the change is being imbedded into the Organisation. I see the change as being short term pain for a long-term gain, where eventually Managers have the capability and support documents to manage the process themselves with less input needed from HR.  Employees will be clear on the process and receive more support, especially through any long-term absences. 

Wordcount: 800 (including SWOT)
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3. 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). 

	Communication Strategy 

	Company Profile 
	Tai Tarian are one of the largest social landlords in Wales, based in Neath Port Talbot, they provide quality housing to thousands of people within the community. They employ over 500 members of staff in a range of different roles, including trades and housing officers. 

	Issue
	The current attendance policy is due for review, a new draft has been written, however this includes changes to the current process which will have an impact on all stakeholders, albeit at different levels.  

	Research 
	Previous focus groups have identified that employees feel they are left with lack of contact and support when on a long-term absence. Managers have fed back that they are unsure of certain parts of the absence management process and look to HR to advise. 

	Communication Objectives
	All stakeholders will want to understand how the changes impact them and any changes to their daily work routine. 
1. Understand the reason for the changes
2. What the changes mean 
3. When/How the changes will be implemented
4. What support mechanisms are in place for those impacted


	Audiences 
	Board Members 
Senior Management Team 
Management Team 
All other employees

	Key messages 
	The message between front line staff and Management will be different. 

Board – Focus will be on what we hope to achieve by the changes. 

Management – Focus on communication will be the reason for the change and the support that will be put in place to implement. 

Front line staff – Focus will be on the fact the changes have been made to further support staff when on sickness absence, and to provide clear guidance on how the process works and their responsibility when on sickness related absence. 


	Tactics/channels
	Board 
Presentation in the monthly board meeting. 

Senior Management Meeting 
Presentation in the weekly SMT meeting

Management
HR & Manager 121s
All Manager email 
Training sessions 

Front Line Staff
Team Meetings
Internal intranet
Docusign email – to read new policy and confirm by signature  


	Risk 
	Line Manager morale in terms of more responsibility

Line Managers will be responsible for communicating changes to staff in team meetings so need them to be onboard and motivated with the changes. 


	Measurement
	Review timescale and quality of completed documents, e.g. return to work interviews, occupational health referrals. 

Hold focus groups to capture feedback from Managers and employees. 

Review absence data – are people on long term sick returning to work earlier with support adjustments. 

Any changes to the number of queries to the HR team in relation to the process. 

	Review
	Continually gain feedback once the new policy and accompanying documents are in place and being used. Open to make amendments when required and potentially hold further training sessions if/when needed.  




This specific change initiative is small in contrast to other large-scale changes, however, do have an impact specifically on front line managers and the way they manage and enforce the organisations attendance policy. Therefore, the communication objectives will differ between the stakeholder groups. 
The initial communication will be to the Board and Senior Management Team to gain approval and buy in from leadership. (HBR, 2008) It is interesting to note that this top-level approval for such a small change would not necessarily be required in all organisations, however like most public sector organisations, there is a very hierarchal structure in Tai Tarian. (Bizfluent, 2019)
The method and frequency of communication to the line managers is key for successful implementation. The strategy is to start feeding the change plans in during HRBP and Manager 121s, focusing on the reasons behind the changes, e.g. feedback from the managers themselves, and the future benefits of the change, (Hall & Rees, 2013, P.113) including detailed guidance documents and increased support for long term sick cases. Following this, an email will go to all Managers inviting them to a training session to discuss the new policy and talk through in detail the changes to the process, allowing for feedback. As this is a planned change, HR can add value by utilising prior knowledge of line manager capability to plan in training sessions, anticipating where the skill gap is likely to be. (Wilkinson & Taylor, 2016) 
In terms of communicating the changes to the front-line workforce, as the anticipated impact will be small, initially Managers will have the responsibility to communicate through team meetings, following this an email with the new policy and description of the changes will go to all employees to acknowledge. At this point they will have the opportunity to book a meeting with HR to discuss any concerns they may have. 
Preferably all communication and training would be face to face as this has been identified as the most effective way (Prosci, n.d.), however due to the current COVID pandemic and restrictions, this is not possible, therefore virtual communication will need to be used as an alternative. The pandemic has already caused major unplanned change for many organisations, which is another element that needs to be considered when communicating this change. I appreciate that Managers are slowly getting used to trying to manage their teams virtually, therefore changing an important process such as attendance management at this point may attract some negativity, however, I will be making sure that relevant support mechanisms are in place throughout planning, implementation and monitoring. 
Wordcount: 800 (including strategy)
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