CABINET
15TH FEBRUARY 2005

ITEM NO. ....... 18..cee.

MANAGEMENT OF CHANGE POLICY

Responsible Cabinet Member (s) - Councillor Don Bristow,
Resour ce M anagement Portfolio

Responsible Director (s) - Paul Wildsmith, Director of Cor porate Services

Pur pose of Report

1

This report presents a Management of Change Policy (attached at Appendix 1) for Cabinet
approval.

This new padlicy has been devel oped by the Human Resource Management (HRM) Division
to asgst in the management of organisational change in relation to its impact on employees.
It is considered that it is particularly relevant to progress this palicy as soon as possible in
preparation for the significant change programme that the Council faces in terms of creding
the new Children’s Services Department.

The padlicy has been written in line with upto-date employment legislation and best pradice
guidance from the Department of Trade and Industry, ACAS and the Employers
Organisation.

The padlicy aimsto document the principles that the Council will use when managing
organisational change and any resulting redundancy situations that may ensue, so that the
process can be seen to be open and fair. These principles are not new; rather the palicy
aims to formalise the principles that have aready been used to manage organisational
change aaossthe Council in the past. The Council feelsthat it would be a proactive
measure if the palicy could be agreed with the trade unions and communicaed to all
employees before the Council starts to develop the Children’s Services Department, so that
the change @n be managed as effedively as posshble.

The basic principles for managing change are the same, irrespedive of the size or scope of
the dhange concerned. As such, the pdlicy can be used as a basis for managing any other
change processs in the Courcil (such as the development of the Customer Contact Centre
in Corporate Services).

Management guidance isin the processof being produced to accompany the palicy. This
will reflect the principles and procedures contained in this palicy, but give more practical
and detailed guidance to managers involved in implementing the dhange process

The palicy would apply to all Darlington Borough Council employees, with the exception
of employees in schodswho are gppanted directly by schod governing bodes, who will
be encouraged to adopt asimilar palicy.
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Information and Analysis

8.

10.

11

12,

13.

14.

15.

The Courcil appointed its Diredor of Children’s Services from 1st December 2004 and
now needs to plan the structure of the new Department, how it isto operate and how the
change processwill be managed and implemented.

Creating the new Department will naturally have a significant impact on the Socia Services
and Educdion Departments. It may also have an impact in Corporate Servicesin terms of
how it suppats the new Department, as opposed to the two former Departments. There
may also be an impad in other Departments, dependant upan the decision taken regarding
adult services.

As services transfer to the new Department or move to a diff erent Department or partner
organisation, there will be asignificant impad on those employees concerned. It is
therefore important that the Council manages these change dfectively, as failing to do so
could have an adverse impact on loth the Courcil’ s businessand employeerelations.

The Courxil recognises that people read differently to change. Somefind it exciting and
stimulating, whereas others may worry and feel threaened abou the impact it will have on
them and their families. The Courrcil also recognises that feelings of job inseaurity can lead
to deaeased motivation and morale, which can in turn impact on employee eff ectiveness
and sickness absencelevels. The Courril naturally wishes to avoid any adverse impact on
employees wherever possible and feels that having aformal padlicy could help the process to
be managed more effedively for the benefit of all concerned.

Some anployees may simply continue in their current roles but transfer to the new
Department. However, as there may be some dugdication in services currently offered, the
Courcil may need to consider a programme of preference exercises and ring-fenced
recruitment to ascertain which employees will continue in post or move to revised posts.
New posts will need to be devel oped, evaluated, advertised and fill ed. Some eamployees may
need to transfer to a different Courcil Department, or partner organisation under the
Transfer of Undertakings (Protedion of Employment) or TUPE Regulations, depending on
where adult services transfer.

Existing employees who are not accommodated via the ébove processes may subsequently
face aredundancy situation (although the Courcil will seek to avoid this wherever
possble). If this applies, the relevant consultation processes will need to be adhered to,
selection criteria established and applied and the gppropriate natice given (up to 12 weeks,
depending on length of service). The Council may need to request and process requests for
voluntary redundancies/ early retirements. Those enployees under natice of redundancy
will neal to be placeal on the redeployment register throughout the natice period so as to
maximise the chance of securing alternative employment.

In summary, the forming of the new Department will be asignificant and complex exercise
that will require careful planning, consultation and communication at al stages. It is
particularly important that the Council works to the statutory requirements in terms of
TUPE and redundancy legislation.

This padlicy provides aframework for managing such changes and incorporates the
following principles:-
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@

(b)

(©)
(d)

(€)

(f)

(9)

(h)

(i)

the Council is operating in constantly changing environment and needs to be able to
respord to national/external initi atives and internal demands to deliver continuows
improvement to services in away that achieves best value;

it isinevitable that the Courcil will need to make changes to or restructure services
from time-to-time to facili tate this;

the Council will seek to maintain seaurity of employment wherever possible;

where organisational change is necessary, the Council will seek to minimise the impact
on employees and service delivery wherever possible

the Council will consult with employees at the earliest possble stage to enable them to
influence the shape of the reorganisation or proposed new working practices where
possble;

consultation will be made on a @lledive and/or individual basis; whichever is
appropriate in line with employment legislation and best practice;

in significant restructuring exercises, the Courcil will appant a project team to pan
and implement the restructure;

the projed team will agree a general timetable for implementing the change & the start
of the process

realistic resources and timescales will be allocated to the processand the Courcil will
communicate with those concerned regularly throughou the change process.

16. The pdlicy covers the procedure that the Courcil will follow in the areas below:-

@
(b)

(©
(d)
(€)
(f)
(9)
(h)

changes to working pradices,

revised posts (slotting individuals into posts, ring fenced reauitment and selection and
preference eercises);

New posts;

moving to ather teams or Council Departments,
moves to partner organisations;

redundancies,

voluntary redundancy/early retirement, and

redeployment.

17. The padlicy makes linkswith ather existing Council palicies and management guidance
where relevant (e.g. the Redeployment and Early Retirement Policies).
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I mplementation
18. Aspart of the implementation programme for the pdlicy, it is recommended that: -

(@ an article be placel in the Flyer to promote the new padlicy and coincide with its
distribution to employees;

(b) training be made avail able to guide managers through the processof managing change.

Outcome of Consultation

19. This pdicy has been to the Corporate Management Team and the Joint Consultative
Committeeand the suggested amendments have been incorporated into the palicy attached
at Appendix 1.

Legal Implications

20. Thisreport has been considered by the Borough Solicitor for legal implicationsin
acordance with the Courcil's approved procedures. There are no issues which the Borough
Soli citor considers need to be brouglt to the specific dtention of Members, other than those
highlighted in the report.

Section 17 of the Crime and Disorder Act 1998

21. The oontents of this report have been considered in the context of the requirements placed
onthe Council by Sedion 17 of the Crime and Disorder Act 1998, namely, the duty on the
Courril to exerciseits functions with due regard to the likely eff ect of the exercise of those
functions on, and the need to do all that it reasonably can to prevent, crime and disorder in
itsarea. Itisnot considered that the contents of this report have any such effect.

Council Policy Framework

22. Theissues contained within this report do not represent change to Courcil palicy or the
Courxil’s pdlicy framework; rather the policy ams to formali se the principles that have
already been used to manage organisational change acoss the Courcil

Decision Deadline

23. For the purpose of the ‘cdl-in’ procedure this does nat represent an urgent matter.

Recommendation

24. 1t isrecommended that Cabinet:-
(@) approve the Management of Change Policy attached at Appendix 1,

(b) approve the implementation programme ouitlined in paragraph 18 above.
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Reasons
25. The recommendations are suppated by the foll owing reasons:-

(@) the pdicy will help the Courcil to manage organisational change in relation to its
impact on employees effedively and in line with employment legislation and best
practice

(b) the pdicy will help the Courcil with the significant change programme involved in
creding the new Children’s Services Department.

Paul Wildsmith
Director of Corporate Services

Background Papers

(i) Fadsheet — Redurdancy — The Employers' Organisation for Locd Government.
(if) Advisory BooKet — Redundancy Handling — ACAS.
(iif) Redundancy — Xpert HR.
(iv) The Courcil’s Corporate Procurement Strategy.
(v) The Courril’s Early Retirement Policy.
(vi) The Courcil’s Redeployment Policy.
(vii) Managing Redurdancy, Alan Fowler.
(viii) Redundancy Consultation and Notification — Department of Trade and Industry (DTI).
(ix) Dismissal —Fair and Unfair: A Guide for Employers—DTI.
(x) Redundancy Entitlement — Statutory Rights — a guide for employees (PL808 Rev6) —
(DTI).
(xi) Transfersof Undertakings (PL699 Rev6) — DTI.
(xii) Redundancy — Chartered Institute of Personrel and Development (CIPD).
(xiii) HR and Reorganisation — Managing the Challenge of Change — (CIPD).

Maggie Swinden : Extension 2218
Sw
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