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CHANGE MANAGEMENT PRINCIPLES 
Purpose
· The current political and economic climate has seen a dramatic increase in the amount and extent of change required within local authorities. This has led to more complex change that needs managing in a planned manner to ensure the objectives of a change are delivered. This document is intended to assist school leaders and governing bodies in considering a holistic approach to managing change. 

· The Service Redesign and Change and Improvement teams, within the City Council’s HR & Transformation Directorate, can advise and support with managing change. This is available as part of the HR Advisory buy back service and can also be purchased on an ad hoc basis by contacting the HR Advice Line on 0115 876 2000.
1.
Identify driver for change (scope of review and rationale)

School leaders and governing bodies will have clear drivers for the changes they wish to make, so it is important that these are identified early on and a robust rationale is clearly identified.  These may be linked to a number of drivers such as:

· National Policy

· Budget/Funding issues

· Partnership working

· Legislative requirement

· School organisation  
· Feedback from stakeholders 
2.
Identify key deliverables (project management approach - outputs and outcomes)

It is important to consider what will be delivered as a result of the proposed change, for example, what will success look like? Using project management methodology, these deliverables are referred to as ‘outputs’ and ‘outcomes’. Outputs are usually tangible items that are delivered by a project (for example, a customer care course delivered to all employees). The outcome is generally achieved as a result of the change activities (e.g. an increase in customer satisfaction). These outputs and outcomes should be measured throughout the change process, and afterwards to evaluate the success of the project. 

When planning a change, it is crucial to consider the impact of the change on other stakeholders (e.g. parents/carers, pupils, other schools in the vicinity).

3.
Timescales, Costs & Resources (project management approach)

The appropriate project management disciplines should be observed when delivering change to ensure that that the parameters of time, cost and quality are managed. Further guidance can be obtained from the City Council’s HR Advisory Service by contacting 0115 876 2000. 
4.
Communication & Engagement (formal & informal)

As well as collective (with the trade unions) and individual consultation (where appropriate), it is recommended that school leaders and governing bodies consider how they communicate with, and engage affected employees about the proposed changes, at the earliest opportunity. They should aim to keep trade unions, team members and stakeholders informed as the planning develops and the process unfolds, as well as giving them the opportunity to contribute their ideas and comments and query the proposals. It is important to ensure that accurate and timely information is circulated to ensure that rumours do not destabilise or complicate the process. It is also vital to involve all employees, where possible, to ensure the proposals considered will deliver a sustainable solution. A communication and engagement strategy could include any of the following:

· Group/team briefings 

· Collective and individual consultation 

· Formal letters confirming individual situations

· Informal letters and email communication

· Newsletters and briefing notes

· Focus groups to consider the change and its impact

· Engaging with any of the Council’s relevant forums or networks (e.g. the Black Minority Ethnic (BME) Forum, Disabled Employees Support Network and the Lesbian, Gay, Bisexual and Transgender (LGBT) Network) 
· Schools Extranet Site

The HR Service Redesign team can support managers to develop these interventions and to formulate responses to queries. These queries should be raised with the relevant management team in the first instance to ensure colleagues are supported appropriately by their line managers.   
5.
Equality Impact Assessment (EIA)

There is a statutory duty for public sector organisations to ensure they have considered the impact on different groups of people when changing policies, services or functions. This consideration must occur at the early stages of decision-making and continue as proposals develop, and should be documented on an equality impact assessment form, including any decision making reports and/or relevant minutes of governing body meetings. It is possible (depending on the change) that two equality impact assessments need to be carried out; one external facing to determine the impact on service users (e.g. pupils and parents/carers), and one internal facing to consider the impact on colleagues employees. 
The EIA needs to consider opportunities to promote equality as well as possible adverse impacts, and address both service and employment issues.

Draft equality impact assessments should be published as part of consultation to gain the views of trade union colleagues and other stakeholders, in time to allow proposals to be adjusted if needed. Further guidance can be obtained from the Equality and Community Relations team via the HR Advice Line on 0115 876 2000. 
6.
Creative change solutions (see the appropriate guidance where available)
There are many different options available in order to achieve change within schools. These could include:

· Change in line management structure/hierarchy (see Restructuring Guidance available to buy back customers or as an ad hoc purchase)  
· Outsourcing or Insourcing by application of Transfer of Undertaking (Protection of Employment) TUPE
· Introducing new ways of working (doing a job in a different way e.g. using new or different technology)

· Changes in internal procedures or processes

· Change in work environment (e.g. due to new building) 
· Partnership working with other schools
· Varying terms and conditions of service – adding, removing or changing conditions including hours and pay (see below):
Any proposed changes to contractual terms and conditions must be reasonable and seek to gain the employee’s consent for changes either personally or via a collective agreement with the trade unions. Where agreement is not reached, and as a last resort, the school may use a process known as ‘dismissal and re-engagement’ (D&R) which involves the dismissal of the employee on the old terms and conditions and the school issuing the new terms of conditions immediately without a break in employment.  When implementing any such changes, schools must ensure that the employee is provided with their full statutory or contractual notice period entitlement (whichever is the greatest) on their old terms and conditions. For further advice on implementing any changes, please consult the school’s HR advisor.
7.
Approval processes 
The correct approval processes need to be followed before embarking on any change interventions. This is to ensure there is a consideration of the financial, political and organisational impacts that may result from implementation of the change and that any decisions made are both constitutional and lawful. 
School leaders and governing bodies should liaise with the relevant Governing Body, Finance, Legal and HR advisors to ensure they comply with appropriate decision making requirements,. Schools should also ensure that consultation is carried out and recorded, with the relevant trade unions.  

Examples of Consultation Forums are: 
· Schools’ Joint Consultative and Negotiating Committee (JCNC) – for formal consultation with the trade unions on local issues affecting employees in schools. 
· Corporate Health and Safety and Welfare Joint Panel (and departmental Health and Safety Committees) – for consultation with the trade unions on matters relating to health and safety at the Council

· Central Panel – for consultation with the trade unions on Council wide issues affecting employees. Attended on a monthly basis by management and trade unions UNISON, GMB and UNITE. 
8.
Employee support

School leaders and governing bodies should ensure that employees exposed to any change programmes are made aware of relevant support available to them and how they can access these provisions.  Support is available through the Employee Assistance Programme (PAM Assist). Enquiries about the service can be made via the HR Advice Line on 0115 876 2000. Members of trade unions recognised by the City Council, can also seek support from their trade union representatives.
9.
Workforce planning
Workforce planning is the process of ensuring that schools have the right number of employees, with the right qualifications, knowledge, skills and behaviours, in the right place, at the right time and at the right cost.  

When planning a change, schools need to ensure they include this process to recognise their requirements before and after the change and consider how any gaps between the two can be resolved. Through workforce planning, school leaders and governing bodies should, as far as possible, support the development of employees, enabling them to work to their full potential, keeping them engaged, increasing job satisfaction and aiding workforce retention.

10.
Job evaluation

New posts created as a result of a change programme in maintained schools should be submitted for grading through the standard job evaluation processes.  Where the roles and responsibilities of existing posts change, new job descriptions should be drafted and submitted for review, regardless of how minor these changes may be (this includes changes to post titles).  This is to ensure that the school complies with equal pay legislation by maintaining a robust and equitable pay and grading structure. 

The Job Evaluation Team is available to provide managers with advice on the grading of posts and process to be followed. The team can be contacted through the HR Advice Line on 0115 876 2000.
11.
Development plans

When a school is subject to change, it is highly likely that there will be development needs for the new team and/or individuals so that the team is effective and efficient. It is therefore important that this development is considered and reviewed during the change process and a plan for implementing the appropriate development is addressed. This should be incorporated into performance appraisal reviews and consideration should be given in setting realistic and achievable objectives for individuals whilst on development plans.  
12.
Review & Evaluation of Change (project management approach)

After a change has been implemented it is important to review the change and evaluate the success against the original business case. The benefits to be delivered by the change should be tracked by the school to ensure that the project has been a success. Lessons learned from the delivery of the project should be shared and used to inform future projects. 
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