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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.
Looking at the new CIPD Profession Map (CIPD, 2018), I can see that change is about having a structured/planned approach, understanding how people experience change, support them through the process. How to use tools/techniques for effective change management to ensure projects are managed effectively and risks mitigated.
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Source: CIPD, 2018
My line manager and myself discussed that I understand how to undertake a SWOT/PESTLE analysis and use this data to create a case for change. Through my undertaking of CIPD Level 5, I now have a good understanding of change management approaches and the advantages/disadvantages of these, as well as an understanding of the change models identified by Lewin, Kotter, Kubler-Ross (Mindtools, 2020). 
I understand that change is unavoidable for all organisations and must happen in order to future-proof organisations (Wilkinson and Taylor, 2016). I can see through the research and in my workplace how people react differently to change and why different approaches are required. I understand how important communication is when dealing with any kind of change. 
However, I would like to understand more of how to deal with major changes to people’s roles as I don’t tend to have much involvement with this, if roles are changing how do you communicate this properly to employees, how do you deal with unions, how is job evaluation undertaken, how to deal with resistance, how do you support individuals through the process of change.
As a public sector organisation, it is very rare that redundancies occur, but I would like to understand more about this and the legal responsibilities of organisations. Changes in the Fire Service tend to be more about roles changing and I would like to understand more about this on a larger scale and more about the support required.
We discussed that I can identify skill gaps/audit of my work area and use this information as a driver to enable change. We also discussed that through my work on previous Core projects and implementation that I can plan and deliver projects successfully. I can identify goals, milestones, mitigate risks, identify resources as well as understand how a project has interdependencies of many individuals and teams that the project covers (CIPD, 2018).
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 – Core Development (Digitalising MAWWFRS) 
	Strengths

· A fully digital Service
· Streamlined processes
· Access to information/remote working
· Development Opportunities
	Weaknesses

· Hierarchy structure – takes time to get decisions agreed
· Budget constraints – Government funded organisation 
· Resistance to change


	Opportunities

· Increase in Government funding
· Apprenticeship schemes – Government funded
· Collaborative working with partner agencies
· New technologies
	Threats 

· Decrease in Government funding – cuts/redundancies
· Ageing demographic 
· Brexit 
· Coronavirus
· Terrorism
· Adverse weather



I undertook a SWOT analysis (CIPD, 2020c) of an impending change to systems/processes in MAWWFRS. My line manager and myself met to discuss a forthcoming change that was being introduced in which I would be part of, reasons why, implications and timing of the change. 
MAWWFRS utilises the Core HR/Payroll system, introduced in 2015 in collaboration with SWFRS with the plan of NWFRS joining at a later date. This was in line with the government’s plan to have an all Wales Fire Service. However, over the last few years this plan has changed, and Services will remain operating separately.
Currently MAWWFRS and SWFRS share a database on the system, however both Service’s work very differently which causes limitations in developing the system in the way that it could be used to its full potential. 
Due to various issues SWFRS pushed ahead with developing the system for online recruitment, online expense/rostering/time, whilst this was paused for MAWWFRS. Plans have now changed, and MAWWFRS now wishes to push ahead with developing Core as its main system but in order to do so, must split away from SWFRS.
The database split as well as an upgrade to the platform/system was planned to start in March 2020 however, the global pandemic has caused a delay in the project. The project is now starting at the end of November 2020 until February 2021. Following this the Service will be able to fully implement and develop online recruitment/expenses and time management before moving onto introducing other modules.
We discussed that this development work will allow the Service to become more digital as it does tend to be very paper based. This will benefit many, by streamlining processes in HR as well as line mangers across the Service, freeing up their time to be spent on other matters. The data will also all be held on one system rather than multiple systems/paper.
Online expense: will allow individuals to submit their claims via their Portal direct to their line manager for approval/rejection, approvals will be directed into the current payroll period. Currently paper claims are completed, submitted to line managers/Command, arrive in payroll for calculating and inputting. This development will benefit the payroll team, line managers/commands as well as employees. All concerned will be able to see where the claim is in the approval process.
Time management: will allow absence to directly feed into the system rather than having to be downloaded from the current system and input manually by the payroll team. Overtime, additional hours for on-call will be able to be claimed via the module, going through the workflow to the appropriate persons and directed into the current payroll period when approved.
Online recruitment: will allow managers to complete the job adverts for roles, then feed to HR for approval. All applicants will be able to apply online and the data will the directly in the system. Appropriate communications can be issued, successful candidates’ details can be selected and will feed across to the payroll.
We discussed the introduction of these modules will allow the Service to become more agile. There are many benefits for stakeholders such as the amount of time saved for HR/payroll staff, line managers/heads of departments, employees as well as long-term budget savings. Reduction in paperwork produced, which currently needs to be scanned/stored for the relevant timescales. Being held online will reduce the need of printing/filing/scanning/storing this paperwork. It will be more environmentally friendly and reduce the carbon footprint of the Service.
This change also aligns with the business partnering model that has been introduced recently in the HR department (CIPD, 2019). Roles in the HR department will change to incorporate this technology development. 
When any change is introduced there will be some that are resistant but we discussed that the change process/need for the change is communicated to all concerned, any issues are dealt with, individuals are given a chance to raise any concerns/issues and feel part of the process then the development work should be seen as a benefit.
We also discussed how coronavirus has shown that if the Service had been more agile/digital beforehand, it would have been much easier to adapt to remote working (CIPD, 2020b).
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.
Communication Strategy for Core Development
	Company Profile
	MAWWFRS is a fire and rescue emergency service, covering two thirds of the geographical area of Wales, 12000 km². It is the third largest Service in the UK, employing 1300 staff, comprising of 58 stations and numerous departments with both operational firefighters and support staff. 

	Issue
	MAWWFRS has secured the development of the Core system for online recruitment, online expense, time management, which will allow MAWWFRS to become more digital/agile. This will allow processes to be streamlined and access to information from anywhere and anytime.

	Research
	Many surveys/discussions undertaken previously have indicated that this change is required to assist with the pressures that the huge administration burdens places on individuals.

	Communication Objectives
	To raise awareness of the Core development
To address anxieties or concerns
To maximise acceptance and understanding from all staff following announcement and, in the lead up to implementation

	Audiences
	Senior management
Line managers
HR staff / Finance staff / IT staff
Employees
Fire Authority Members

	Key Messages
	This technology development will provide a valuable opportunity to enhance the Service provided by MAWWFRS and enable the organisation to become more agile.

We appreciate you will have concerns about this will work and some roles may look different in future. The increased use of technology will bring about new ways of working and opportunities for developing specialist services.

In the longer term it will provide an opportunity to invest in staff development and share good practice.

	Tactics/Channels
	Current communication channels used: webinars, emails, intranet, weekly drill nights, team briefings

Announcement – Senior management will make an announcement of the development to line managers to feed down to their teams and provide an opportunity for any concerns to be raised.
Transitional – regular updates at various stages will be issued to individuals via email, intranet, Teams and feedback will be requested from individuals on any concerns.

	Risks
	Organisational culture 
Hierarchy structure
Joint project with SWFRS
Access to IT hardware/software
Delays in implementation
Current pandemic absence pressure

	Measurement
	Workflows will determine if process is successful
Payment of claims through the process will determine if working
Feedback through intranet
Survey / questionnaire to measure employee feedback

	Review
	Regular reviews will help identify what worked well/what hasn’t and determine whether anything needs changing. 
New opportunities identified following implementation will need to be communicated.



Based on ACAS (2020) guidelines I put together a communication strategy for the development work on Core and forthcoming introduction of various modules to utilise the system fully in order to meet the needs of MAWWFRS. My line manager and myself then met to discuss this strategy.
We discussed that staff needed to be communicated to, to understand the reason for the change and the benefit that an agile organisation has (ACAS, 2020). We also discussed how research from past surveys/discussions indicated that line managers and the payroll team were overwhelmed with the amount of administration work involved in processing the high volume of claims received (MAWWFRS, 2020).
Other research has shown that line managers want more involved in the recruitment process and the process to ensure the correct person is selected. This would help reduce the time HR advisers spend on the recruitment process as well as the time the HR support desk take in collating the information (MAWWFRS, 2020).
Online expenses, recruitment and time management would help reduce streamline these important processes and reduce time spent in competing, calculating, processing, scanning, storing these for the relevant time frames. Therefore, roles in the HR department as well as line managers would be changing and it is important that key messages were communicated to all concerned to raise awareness of the development, as well providing opportunities for those involved to raise concerns and for these to be addressed (ACAS, 2020).
The best way to communicate would be through a variety of methods following the initial announcement from senior management such as emails, intranet as well as line managers giving team briefings. Line managers would play an important role in assuring staff on any changes, identifying and providing relevant training. 
Risks would be identified before/during the project. The service has a hierarchy structure, which occasionally causes issues/delays when implementing changes due to the process that must be undertaken beforehand/during the project (CIPD, 2020a). It is also a joint project with SWFRS at the beginning which could cause delays due to having to fit in with both Services resources/timescales. Other issues we discussed were people’s reluctance to change, IT issues (hardware/software), geographically are covered as well as the added pressures the current global pandemic has caused (absence/remote working/increased workloads) (CIPD, 2020b).
We then discussed that the success of the project could be measured through feedback from employees, line managers, colleagues as well as identifying if the modules are working successfully. Feedback could be gained either from team meetings or surveys/questionnaires.
The project could then be reviewed on a regular basis to identify what went well, what hasn’t, what further opportunities have been identified, what changes need to be made (APM, 2017).
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Associate level

At this level you'll understand:

How to do a SWOT and PESTLE
analysis, and use data to create a
case for change

Different change management
approaches and their advantages
and disadvantages

How to explain why change is
happening, and basic models for
how people experience change
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inclu
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resources, risks, costs and
interdependencies





