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1. Management of change policy 

1.1. Introduction
Becta is the Government’s lead partner in the strategic development and delivery of its e-strategy for the schools and the learning and skills sectors.  Becta provides strategic leadership in the innovative and effective use of ICT to enable the transformation of learning, teaching and educational organisations for the benefit of every learner.

The approved and funded staffing levels for Becta will depend on changing Government and/or Department for Education and Skills’ priorities, goals and targets; the number and size of projects on going in any given period and financial allocations and/or constraints. These will constantly be reviewed and changed, necessitating changes or modifications to organisational arrangements. These changes may be minor in nature and simple to implement or there may also be occasions when a more radical re-organisation/restructuring becomes necessary.

In common with most public and commercial organisations, Becta is expected to meet the many, divergent and competing demands placed upon it, in an environment where change is the only constant.
Regardless of the nature of that change, it is often characterised by one or more the following:
· it is frequently perceived as a single act or event, rather than a process that needs carefully managing
· it invariably, if not always, takes longer than anticipated
· it may involve a series of minor changes that amount to a major change for those involved
· a change in one department, system or process invariably has repercussions for other departments, systems and processes
· increased levels of anxiety, uncertainty, insecurity and stress, which in turn adversely affect motivation, morale and performance
· ineffective communication breeds misunderstanding and distrust unless counteracted by effective communication processes and channels.
The effective management of change is crucial to both the short-term support of the business and the long term viability and success of Becta.

Effective management of change is also the opportunity to:

· create shared understanding
· create a common objective - ensuring common goals are developed and understood
· create a climate of creativity - generating ideas and creative solutions through direct involvement and participation
· create the capacity for change - ensuring that appropriate systems, processes and resources are in place 
· develop competence for change - ensuring that people (particularly managers) are able to handle change competently and confidently.

It is acknowledged and accepted however that not every change which takes place in regard to procedures, systems or practices, in a directorate, department or office will necessitate a major plan being developed or formal consultation with trade union representatives. However, significant organisational change must, and will, be initiated and effected on a planned systematic basis.
1.2. Scope
This policy and related procedures apply to all substantive staffing posts within Becta.

1.3. Duties and responsibilities
All those persons referred to within the scope of this policy are required to adhere to its terms and conditions and should act in accordance with the principles set out in it. 

Individual Managers are responsible for ensuring this policy is applied within their own area. Any queries on the application or interpretation of this policy must be discussed with a Human Resources Adviser prior to taking any action. 

The Head of Human Resources is responsible for the maintenance, regular review and updating of this policy ensuring it reflects the letter and the spirit of current employment legislation.

Becta’s Chief Executive has overall responsibility, working to the Becta Board, for propriety in a broad sense, including ensuring fair selection processes are adopted within Becta.

PCS will be consulted on any changes, which can only be implemented after approval by Becta SMT.

If an individual takes any action that is not consistent with these rules or the standards of behaviour reflected by the Code of Conduct, Becta has the responsibility to act to correct the matter.  In every case the findings from an investigation and/or conduct hearing will be subject to the procedure contained within the Conduct Policy and any decision will take into account all the available evidence and any mitigating circumstances. 

It is Becta policy that in managing change, managers will:
· involve staff, wherever possible, and at the earliest opportunity both in determining the change(s) to take place, and in its/their implementation
· consult with trade union representatives in accordance with the Recognition Agreement where a 'significant' change is contemplated. At the request of staff, representatives should be involved in discussions and on all occasions where staff are ‘at risk’
· consult with colleagues in other Directorates who may be affected directly or indirectly by the proposed change(s)
· ensure that staff elsewhere in the organisation are properly briefed, especially when directly affected by the change(s)
· identify training needs resulting from change(s) and take action to provide/secure appropriate training
· examine every opportunity to avoid redundancies, when reductions in the workforce are foreseen or are a possibility
· develop an implementation plan encompassing:
· briefing of staff directly affected
· notification(s) of the change(s) to staff e.g. personal letters; staff notices; intranet bulletins 
· arrangements for the provision of training/re-training where feasible.
1.4. Policy statement
The purpose of this policy therefore is to set out a framework and outline the principles for the management of organisational change within the Becta, which reflects current legislation, codes of practice and good people management practice. This will ensure a consistent and equitable approach to managing such change across the organisation.
The policy and framework outlined below therefore relates to changes that patently affect substantive employees of Becta in a significant way. Managers, with advice from the Human Resources Department and together with staff representatives will be expected to use their discretion in deciding whether or not a particular change(s) is/are 'significant' and must seek advice from the Human Resources Department in all circumstances.
Becta will ensure that the application of any part of this policy does not have the effect of discriminating, directly or indirectly, against staff on grounds of race, religion or religious belief, age, nationality, ethnic (or national) origin, sex, sexual orientation, marital status or disability.

1.5. Policy principles

a) The overriding principle of this policy is to maximise the opportunities for Becta employees whose jobs are at risk to secure an alternative substantive post within Becta.
b) Every endeavour will be made to minimise the impact of change on individuals. 
c) When individuals are displaced, appropriate consultation with the union and affected individuals will occur within legislative guidelines.
d) Suitable alternative employment options will be explored to ensure continuity of employment.
e) Any notices of redundancy will only be issued after full consultation with relevant parties and once the consultation period has expired.
2. Management of change procedure
2.1. Consultation
Consultation will, as a matter of principle, provide an opportunity to have a meaningful discussion about decisions being made as part of the change and their application.  It will be initiated when some attention has already been given to alternatives, but sufficiently in advance of final decisions being made to permit modifications/adjustments.

The formal and recognised forum for joint consultation is the Joint Negotiating Committee (JNC), but this shall not prevent management consulting directly with staff and their representatives on any changes, where these are confined to an individual department or part of the organisation.

The statutory processes for disclosure of information and notification to trade unions and the Department of Employment will apply, where an organisational change may result in job losses.  The date on which consultation will be deemed to have started is the date on which staff are informed in writing that an organisation change is proposed.

2.2. Protocol for handling job losses/major reallocation of duties
This protocol relates to Becta as an organisation and/or to any department within it, which it is proposed will be either partly or wholly reorganised/restructured.  
The Human Resources Department will be responsible for the overall co-ordination of all  ‘appointments’ made as a result of reorganising/restructuring and must be consulted and involved in the process at the earliest possible opportunity.

2.3. Ring fencing
For any organisation change, the principle of ring fencing will be applied (ie a post or group of posts in one or more specific departments or directorates which are reserved initially for filling by displaced employees within a specific tier or department). The number and nature of ring fences will be agreed through consultation, in accordance with principle a) at 1.5 above. Ring fenced posts will be filled on a cascade basis meaning that highest tier posts will be dealt with first.
2.4. Confirming structures and posts
When a new structure has been finalised following consultation, the manager, assisted by human resources will write to all employees affected by the change confirming the posts within the new structure.

The letter will:

a) specify any ring fencing which will apply to the restructuring/reorganisation
b) specify the total number of, and which, posts where the duties and the ‘Tier’ remain substantially the same and into which individuals will be matched and slotted. Members of staff who are to be 'matched and slotted ‘ will not be required to apply for their post

OR

c) advise those staff whose extant posts will disappear or change substantially, and those staff will be declared 'at risk'
OR

d) advise on those posts where the numbers in a particular ‘Tier’ will be reduced.  These staff will be advised in writing of the posts for which they are eligible to apply.
It will be made clear in the letter into which category the member of staff is deemed by Becta to fall but will also refer to the appeals process.

2.5. Matching and slotting
For each ring fence, staff will be matched and slotted where the following criteria are met:

a)
the scope of a person’s duties remain unchanged or are broadly comparable (ie 70% + comparability old job to new) and
b)
the member of staff meets the essential requirements of the person specification and
c)
there is only one person eligible for the post, or the number of eligible persons and number of posts equate and
d)
slotting an individual into a post does not involve ‘Tier’ uplift or promotion or demotion.
2.6. Filling ‘unfilled’ posts in the new structure
Those staff whose extant posts will disappear or change substantially, or those staff in posts where the number of posts in a particular ‘Tier’ will be reduced, will be required to apply for posts for which they possess the appropriate competence in another ring fence as and when the cascade process permits, or in any other directorate where there are suitable vacancies. At management’s discretion, it may be appropriate to consider inviting volunteers for redundancy or early retirement at this stage.

All 'at risk' staff, working in a department undergoing change, will be required to apply for any unfilled posts in the new structure for which they are eligible. This may or may not involve a competitive selection process . Job descriptions, person specifications, forward work plans and application forms will be available for these posts from the Human Resources Department. Applicants will be short listed and interviewed by the appropriate manager and a human resources adviser, against the job description and person specification for a post.

All remaining unfilled posts will then be:

a) opened to competition from eligible 'at risk' staff from other ring fences (if appropriate) 
b) opened to competition from substantive employees in Becta who have not been affected by the reorganisation/restructuring elsewhere
c) released to open, public competition.

Applications will be evaluated by the appropriate manager and a human resources adviser against the person specification for a post.

If more than one person expresses an interest in a particular post, those who are judged to meet the job and person specification criteria will be interviewed via a formal selection process.

Interviews will include the prospective immediate manager, and a human resources adviser, and in certain circumstances another officer acting as an impartial adviser.

2.7. Support for displaced staff
Staff who are unsuccessful following interview, will be given a personal explanation of the reasons, both verbally and in writing, together with the courses of action available to them which will include feedback and next steps.
Every possible effort will be made to avoid compulsory redundancies.  Staff who are displaced will be considered for and/or offered support as follows:
a) redeployment to suitable alternative vacant posts, with protection of salary as appropriate
b) retraining where appropriate to enable staff to be successful in applying for vacant posts 
c) career counselling supported by the HR department, which will include, if required, assistance with preparation of CVs, completion of application forms and development of interviewing skills.
Where, despite all reasonable efforts, it proves impossible to find suitable employment within Becta for one or more employees, the provisions of a Redundancy Agreement (to be agreed with PCS) will apply.
The Human Resources Department will hold a record of staff who are displaced, and will arrange for displaced staff to be given ‘prior consideration’ for all suitable vacancies that arise.  A human resources adviser will provide advice at the short listing stage. In doing so the need for retraining or development of existing skills will be taken into account, and appropriate support will be given. The JNC will be informed and updated monthly as to the number and status of displaced staff.

Feedback will always be provided on any unsuccessful application. However, any individual who feels that the selection process has been unfairly applied in his/her case may raise a grievance through the Becta’s Grievance Procedure.  In these circumstances, the request must be made in writing to the Head of Human Resources, within 14 working days of the individual receiving notification of that selection decision.

To minimise the impact of potential redundancies, Becta will employ effective and sensitive recruitment and manpower controls to ensure that staff are not recruited from outside Becta into posts which could be filled by displaced local staff. Additionally, restrictions on the use of agency or other contract staff will be instituted in order to protect the interests of displaced substantive staff.

2.8. Other issues
Irrespective of the means used for filling a post (eg matching and slotting, internal interview etc) the manager will produce and make available to any interested parties, a Job Description, Person Specification and Forward Work Plan for each post.

Given the obvious uncertainty and stress created by restructuring/reorganising, additional counselling, advice and support will be provided by managers and/or by human resources advisors and ICAS.

The Human Resources Department will be responsible for monitoring this protocol to ensure consistency across the organisation.
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