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Reflection 1: Culture change is hard
By Hannah Botes February 2022 (Learning outcome 3,4 &7)

As part of a new team within Hywel Dda Health Board, my new role is to create, enable and drive
forward a change in culture that exists within the organisation. Through the pandemicthere has
been a seismicshiftinthe way this NHS trust has operated, moving from acommand-and-control
type structure to one of compassion, empowerment, and wellbeing. The teamfocusisinitially on
gatheringemployee voice; what they liked/loved and what they would like to see change. Only by
askingthe staff will we get a true reflection of the corporate behaviours (CIPD 2021)). Staff have



neverbene engaged within in this way before, our primary goals was to ask about experiences face
to face.

Emmett)J et al (September2021) research talks about employee moments beingenlisted to be
includedin culture change, along with digitalisation and digital toolkits playing a key part to changing
the way we work. E.g., Paperfiling, virtualfocus groups, MS teams, using online apps and platforms.

The pandemichas made a shiftlthe way people view and wantto work. Simply putall the NHS are
underpressure. Managementare under pressure for planning/executing waiting list times, pressures
from press and (Welsh Government 2022).

Our People Culture Plan

The new framework we have developed belowis called branded as “a Good day at work” and has 7
key themes we will be supporting all teams and individuals with throughout the organisation to
develop people culture plans. Ourevidence-based research on what supports people post pandemic,
as well as collection of the voices of staff through face-to-face interactions, surveys, and insights
data (turnover, exitinterview) as well as co -creating the concept with the trade unions has led us to
finalise this concept. The next part of the ‘jigsaw’ will be around the engagementside and
messaging.

My role still involves me building relationships and as more staff stories are shared, the environment
isstartingto change where itis safe to speak up. Our roleisto signthe light on what's great butalso



bringto the surface the hard topicsto encourage themto resolve. Those leaders who are on board
are the easy to feedbackto. Those who aren’tonboard yet, are the oneswho | will be supporting,
coaching, and influencing. Through team meetings, reinforcing the cultural behaviours we are
striving to have, attending team away days as well as having one to one conversation with those
leaders. Providing evidence-based research to back up what | am saying and supporting our well
reached framework that we are working towards.

The approach we have taken has allowed the teamand | to tweak and change wording, language
and adaptas feedbackis received from the different groups we have interacted with. The initial
intel and data we had was based in surveys from 2020/2021 and so thisinformation may be skewed
as we were mid pandemic. Hence why ourengagement piece issocritical. Culture changeis
iterative and doesn’t stand still. Initially | thought having a static framework to work towards would
help us, however, due to the numerous professional groups, sheer number of staff and teams, |
realised thatagenericframework with flexibility is the best way to drive change in a direction
without a specificend point. A blended approach to feedback will be key and to change my approach
with each leaderto ensure we get good outcomes and nudge (Thaler, R. H., & Sunstein, C. R. (2008)
the systemas we needto. The CIPDrecognises both Culture and change as core knowledge and
thereiseverevolving studies and academiabeing released. Toremainleadingand up to date we
must ensure as a team that we are continuously developing and sharing the learning we are gaining.
The leaderships voices are just asimportant, remembering culture change isnoteasy, infactit’s
hard to influence 14,000 staff to change the way they have done things. Its ok that itis difficult, its

important for my team to support managersinrecognising thisand moving forward to make a
difference.

Celebrating the small successes, gainingmomentum, and listening to feedback are our key three
principalsforthisyear, as we navigate and test the waters on what we have created. We have taken
an Agile approach to this projectand that is what will make it more human and for staff to come
alongon the journey (Forsberg, K., Mooz, H., & Cotterman, H. (2005).). It’s a marathon not a sprint



and | am comfortable with being uncomfortable in the uncomfortable as we navigate this strategic
journey.
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Reflection 2: Coaching is Hard
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By Hannah Botes March 2022 (Learning Outcome 4)

As someone who neverhas any form of coachingin my 16-year career, the concept of coaching was

slightly aliento me. So, when | started my new role, | was enrolled onto the ILMlevel 5coaching
qualification as part of my developmentinto the Organisational Design space.

“Coachingis unlockingaperson’s potential to maximise theirown performance” (Whitmore
(1996). When firstsaw thins quote, | believed that this what | had been doing anyway throughout
my HR career. | enable greatdialogue, make impacts, and enable outcomes to be achieved.

However, as| movedthroughthe course, | realised there isalot more to a great conversationanda
coaching conversationis different.



Develop & plan
for ratumning and

The structure thatthe OSCAR Model ( whichis the pure coaching model we are adoptingin Hywel
Dda) provides, really does drive conversations to be meaningful with actions and accountability
behindthem. For me the biggestlearning curve has beenthe listening complaint. Did you know
there are seven levels of listening! I think when | commenced the course, | was on about level 2. The
course and enabled me toreally develop my active listening skillsand | think | have improved to
around level 4/5now. Through paraphrasing and not listeningtoreply, | have developed my skills.
Small distractions such bas holding a pen, making notes whilst someone is speakingisinherited form
years of disciplinary proceeding and note taking forrecords. Coachingdoesn’tneedthisandby
workingtoremove these two distractions my listening hasimproved massively. This has notbeen an
easy journey for me, whofrom an operational background has been ‘trained’into solutions first, fix
the problem quickly but giving the answers. Coachingisthe belief and the mindset, thatthe
coachee has the answerwithin themselves. Thisis a totally different mindsettowhat| have been
practicing. The notion that the answer lies with the individual does seem like logic, in practice
through | am sure we have all looked forthe perceived ‘quickest solution’. My role as coach is to
facilitate the individual to find solutions, unlock their true potential and options that they can take
forward.

Having undergone the formal training ( 8 sessionin total) it was now time for me to be unleased on
my coaches. As part of coaching, we are to document out reflections.

After myfirstsession I feltthat| wenttotally off script, my ‘structured’ approach was all over the
shop, not inrefined orderas my normal Virgo self would have liked. My questionswere inthe main
nondirective, butthere were afew timesaleading question popped up, where I knew, | was trying
to satisfy my own curiosity and not for the benefit of the coachee exploring theirsituation. On
reflection these sorts of questions were being used when I wastryingtofill the dreadedsilence. Asa
self-proclaimed chatterbox, | feel uncomfortable when the roomissilent. Thatawkward tumble
weed moment, usually gets filled with me asking questions, subject changing ortryingto just make
the otherpersonfeel atease. Coachingisaboutself-discovery, silenceisinfactkeyto helpyou
process, formyourresponse and answer. It allowsthe cogsto turnand look at different, thought
through perspectives instead of instantaneous responses of what you think you should respond.
Covery (1989) said, “Between stimulus and response man has the freedomto choose”



Silence speaks
when words
cant

| enjoyed usingthe OSCAR modelas | feel it provides and systemicapproach to the situation an
individualis experience. Whilstldidn’t followitinits exactorderin my first coaching session, | did
reach the outcome of actions for the coachee. The ability to explore consequences was powerful for
thisindividualand meant certain blockages were acknowledged, understood more and their thought
process was widerthan it would have been should we have not explored those options.

| have since had further coaching sessions, and each time | find | learn something about myself. My
new focusis now on my micro expressions which seem to be much more obvious when on MS teams.
Reflection asatool has supported me identifying great aspects of my coaching style butalsowhere |
needtoimprove to ensure my coachee experiences abettersession. If | could change some aspects,
it would be to have more face-to-face sessions and not just on MS teams. Due to restrictions we had
to coachingthrough MS teams, which has made repour building different to the norm. Whilstlam
still developing theseskills, they are already seepinginto my everyday conversations, in and out of
work. | enjoy the solution/action focus it gives me and thisis a skill that will support my career.
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Reflection 3: Writing the IBI Report

By Hannah Botes March 2022 (Learning outcome 5,6,7,8)

The IBI module of my studiesinitially seemed like a straightforward and exciting projectas | felt | had
alot of the skills needed to complete the task. Irelay enjoyedthe research element of the taskand
feltthat my report would provide my previous employer Chwarae teg with some valuableinsights,
evidence-based research, and recommendations. The topicl chose was on a critical evaluation of job
design at Chwarae teg as my own role was due to be affected with arestructure onthe horizon from



the withdrawal of EU funds from the UK. | was enthusiasticatthe beginningas| wasthe Employee
Forum Chairperson and saw the impact that role design was having on morale, staff sickness and
turnover.

| had a lot of difficulties during this part of the course, as | was working full time, running my own
business as well as raising my family. Time management lapsed during this time, as | was havingto
care of my 3-year-old son as well my husband who was dealing with depression. In addition to this|
resigned from Chwarae tegin August 2021 and was working my notice period when the peak of the

research finding was comingin. Following this | also had Covid when the assighment was due,
resultingin havingto submitlate as| had no access to upload.

Secondary research was challenging. Some of the financial evidence forreporting | was not able to

really getintothe detail due to lack of my own skills set. The HR data was confidential, and | was not
allowed toshare or have limited access to this

Writing effective questions was difficult to really gain the essence of the information | was trying to
get. Not writing leading questions was a challenge. | have defiantly improved on this since starting
my ILM level 5 coaching course which has given me a much better understanding of questioning
techniques. Onreflection | should have taken the time toreally research these questioning
techniques better and this would have helped me in producing a better project. | would also have
put more effortinto my PID, and looked at the availability of secondary resources, financial
information interpretation and ensured | would have developed this skill.

Ifl wasto run the research again, it would be fora longer period and not over the summer holidays
when a lot of staff were leaving. | would have also planned out my time betterand allow forsome
contingencies. Using the Eisenhower Matrix would help me focus and prioritise tasks by urgency and

importance. The fact| was sick twice and had other challenges did impact on my performance
ability.
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The process was valuable, and | did learn to pull togetherthe researchinareportthat could
influencethe board. During this process | progressedin my careerand secureda newrole as an
Organisational Development Relationship Manager, which is focussed on a conduitto the wider
workforce team within an NHS trust. The experience from this report has allowed me to progressin
my career, which will involve evidence-based interventions as well as building people culture plans
for different areas of the organisation.

My own self awareness was developed as part of this course as a whole, developing different
aspects of my own behaviourand feelings. Allowing me to reflect has been key to supporting my
journey of development. | now keep aweekly reflection diary utilising Gibbs (1988) reflection circle
to help me close off the week and review how | can improve .
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Linking back these skills to the CIPD professional map, | can see that| have improved my abilities to
think critically and bring together evidence-based arguments to persuade and influence leaders. The
IBI module allowed me to develop my analytical skills as well as embrace new technology to present
my work and gatherdata. The ethical considerations forthe data collection GDPR compliance were
very detailed and this was something | had notdone in such detail before and has shown me the
best practice approach to this. Whilstinimproved my evaluation skills, | could have developed this
much furtherif | had more time planned and different circumstances. Business acumen at Chartered



Levelisan areal have improved butthere are still elements on this core knowledge | need to
continue todevelop, and my new role will help me move from operational to more strategicfocus
Toulmin model (1979)has supported the way | structure arguments for persuasion. | also need to
develop my understanding financialimplications, particularly around Return on Investment

(ROI). My new role will require financial implications to be assessed within my report writing to the
board. Overall, Ifeel | have learned more about my project planning, and thisis already being use
within mynew role.
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"People are like puzzles, they take time and patience to understand" is a quote | heard many years
ago and has stuck with me throughout my HR career. This ishow | feel about my new role.

Leaping from a Human Resources (HR) management postinto the world of Organisational
Development (OD) has been awhirlwind I did not expect. Having 15 years generalist experience, ata
variety of levels, inafew different counties, | thought my skills set and knowledge was well prepared
for the jumpinto OD. The move from private sectorto the huge publicbodythatis the NHS has been
a culture shock, some of it great, some of it frustratingand some generally confusing. My role isan
Assistant Organisational Development Relationship Manager withthe NHSin Wales. It isnot onlya
new role to me, butalsoto the whole NHS (UK Wide) and will impact around 14,300 employees
(HDHB Jan 2022) . | am part of a new pioneeringteamthatistakingon a strategicculture change
programme within and strivingto make it a better place to be and have more good days at work.
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With a new team comes the different phases as per Tuckman (1965) picture shows. My Team 7
monthsinis still inthe storming phase of this cycle as some of the teams are in constant conflict
with our manager.. The team also has some generational differences which hasimpacted on digital
capabilities, ways we communicate, and work can conflict.

Theroleitself hasbeenarollercoaster of emotions. My previous organisation was aninnovative
forward-thinking team, who switched to digital solutions during 2020 due to the Welsh government
guidance of work from home. [Welsh Government 2020)]2 . My new team have notworkedina
hybrid way before, thisis somethingthey struggle with. | however have adapted well, taking control
of my workload, boundaries, and wellbeing strategies fromthe start

2https://nhswales365-my.sharepoint.com/personal/hannah_botes wales nhs_uk/Documents/Hannah
Personal/DSBL.docx# ftn2
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| have been able to cement part of my value in myrole by developing digital platforms, workstreams
and templates. | have developed agreat sense of self-awareness ( (Sutton, 20163; Williams, 2008%))
during my careerand particularin my previous role inan equality charity, butin the firstfew months
| was questioning this. Knowingthatthisisa key part of my leadership capabilities (Axelrod,

2012%; Collins, 2001%) . One of the aspects related to self-awareness considers awarenessin relation
to the feelings of those and considers the impact | can have on other. This was something | have
beenveryaware of, due to my role being focussed on relationship building. (Beck et al.,

20047). There are things abut my selfthatare ‘unknown’ to me, as thisisa newrole and theyare
things | am waiting to discoveras depicted inJohari’s window framework ( Luft, J., Ingham, H 1955).

The CIPD professionalmap (CIPD 2021) allows me to map across my behavioursandvaluesinterms
of principlesled, evidence based, and outcomes driven. A core knowledge elementis digital working
whichissomethinglknow | can demonstrate and bringto the team. | have shared my knowledge
through developingvideos, but | maybe could support my team with more one to one supportto
gainunderstanding. The generational differences are something| need to appreciate more.

On reflection we did have awell-planned outinduction, issued reflection diaries to use as part of our
journey, made key links and objectives set. We did planto do more team building, butdue to

3https://journals.sagepub.com/doi/full/10.1177/1052562921990065
“https://journals.sagepub.com/doi/full/10.1177/1052562921990065
Shttps://journals.sagepub.com/doi/full/10.1177/1052562921990065
6https://journals.sagepub.com/doi/full/10.1177/1052562921990065
"https://journals.sagepub.com/doi/full/10.1177/105256292 1990065




pressuresfrom The Board and needingto start engaging this has gone onthe back foot. We
completedthe Belbinteamroles survey (Belbin 1981) but have not come back togethertoreview
and reflectasteam on where we sit.

As a team | think we would benefit from group reflection spaces more Ashby, C. (2006) to enable us
to take stock of the work we have done, were we fitand iron out some of the conflicts. | think t he
conflict challenges not resolved but following this time to reflect | have some actions | can take

forwardto ensure a real resolution that willbe created within the teamand notjustmeinsilo
(Gibbs 1988).

Linking back our roles to the professional framework I think will support all the team realign with our
professionalvalues and impacts we wantto make as StrategicOD changer makers. By carryingout
team buildingand reflectand actsection, hopefully we reach better understanding of how we all
work, and where we all fitinthe teamand in turn improve communication. . As| am striving for
Chartered membership I should be working and at the strategiclevel toinfluence change.
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