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1.0

INTRODUCTION
Change is inevitable in any organisation and especially so in the NHS. To
achieve the best possible outcomes from the planned change, the
organisation must pro-actively support staff.
These guidelines are intended to support the management of change within
the Sussex Partnership NHS Trust by a process of staff involvement and
careful planning at the earliest possible stage within the change process. They
should be read in conjunction with the Trust policy on the Management of
Organisational Change which deals with Reorganisation, Redeployment and
Redundancy.

2.0

UNDERSTANDING CHANGE
There are different types of change. Some are temporary, some permanent,
some are instigated from ideas from within the Trust; others are dictated from
external sources. Many changes are unclear, particularly as the NHS is a
complicated organisation. The fundamental nature of many changes, though,
means it is best to treat all change as potentially permanent because even
when it is temporary in nature as it would be unlikely to revert to exactly the
original position.

3.0

WHAT IS ORGANISATIONAL CHANGE AND ORGANISATIONAL CHANGE
MANAGEMENT?
Organisational Change typically encompasses the introduction of new or
unfamiliar team structures, processes, procedures and technologies, or new
ways of working which represent a departure from what staff generally view as
the established and familiar ways of doing their work. At the individual staff
level change can engender emotions and reactions that range from optimism,
motivation, energy, enthusiasm and excitement to fear, anxiety, challenge,
resistance, ambiguity, dread, and pessimism in any number of combinations.
Organisational Change Management is the process for introducing the change
in a planned and organised manner and for recognising, guiding and
managing these human emotions and reactions in a way that minimises the
affect they may present to the staff or delivery of service to service users and
their carers.

4.0

WHY CHANGE MANAGEMENT FAILS
More often than not, change efforts fail because organisations do not
recognise and manage the human components of change. Most change
requires involvement by individuals throughout an organisation who are willing
to alter their behaviour and ways of thinking. Accomplishing that takes time,
motivation, skills and practice. Yet because the change in behaviour can be
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difficult to achieve or measure, the human elements often don’t receive the
attention they need. Managing the human elements of change is one of the
most important roles for any line manager/leader responsible for introducing
change.
It is also important for the Trust to ensure that the demands created by its
change initiatives do not exceed its capacity for executing the changes. When
change demands exceed the capacity for change key resources can become
overwhelmed.
5.0

MANAGEMENT CHANGE PROCESS

5.1

Planning/Timescale
It is important to accept that organisational change of any type will typically
create temporary reductions in performance measurements such as activity,
as people absorb and adjust to the change. Therefore it is important to plan
the timetable for change, providing sufficient time to introduce the change
properly, allow for the initial loss in performance and the amount of time it will
take for the change to have the desired impact on service delivery.

5.2

Clarification/Rationale
Development of a comprehensive vision and measurable outcomes, which are
wholly shared, wherever possible, by key staff, affected by the change.
Explaining why the change is needed is vital.

5.3

Communication & Involvement
Development and execution of a detailed communication consultation plan
see section 7.

5.4

Risk Assessment
Assessment of critical risks associated with the change (e.g. those at risk or
redeployment; substantial change to job content; change of location; change
in ways of working that may be alien to people and may evoke negative
reactions etc.).

5.5

Implementation
Design an implementation plan and timeframe that takes the impact of
changes into account. Determine current capacity to implement changes.

5.6

Monitoring
Continuous assessment and evaluation of the project.
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5.7

Evaluation
Were the benefits of the change realised?

6.0

RESISTANCE TO CHANGE
Even the best planned change will attract a certain amount of resistance and it
is important to accept that change can be a very uncertain and difficult time for
all staff. Generally speaking, the earlier staff are involved in the process the
less any resistance will be.
There are four main stages of resistance to change. These are shown in the
table below along with suggestions to address them.

7.0

Four Stages

Characterised by

Action

Refusal

Withdrawal
Denial
Nothing happens

Encourage staff to air their feelings
Tell staff that the change is going to
happen
Give them time to think things over

Resistance

Anger
Blame
Anxiety
Depression
Unrest
Betrayal

Listen
Acknowledge feelings
Show empathy
Accept their response - it’s not
personal

Discovery

Enthusiasm
Confusion
Chaos
Energy
Ideas
Lack of Structure

Prioritise
Training
Set short-term goals
Planning
Brain-storming

Commitment

Working together
Co-operation
Co-ordination
Commitment

Set long-term goals
Team-building
Rewards
Forward planning

COMMUNICATION & CONSULTATION
Effective consultation and communication is an essential requirement of
change. If staff are not kept informed and do not feel involved in the process
then dissatisfaction will grow, resistance will develop, effectiveness will drop
and ultimately the change will probably not succeed.
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7.1

Announcing the Change
If possible, the change is best announced to all those involved simultaneously.
This reinforces the team feeling and allows for questions and discussions.
It is important to ensure that the local union representative is present and has
received information on the proposals prior to the meeting.
Plan thoroughly for the meeting. Describe the history of the situation, the
reasons for the change and the desired effects the change will have on the
people involved. Allow time for discussion and questions, agree a plan of
action and involve staff in the implementation of the change.

7.2

Make it Personal
Inform people about changes in person. Do not use emails, newsletters etc.
Face-to-face communication allows you to assess reaction and ask for
comments and help. Written or recorded communications avoid reaction.
However, follow-up in the shape of written communication can serve to
reinforce messages given, and in any change situation, a consultation
document, as outlined in the Management of Organisational Change
(including Redundancy) policy and procedure, should be produced.
Communication should be a two-way process. If you wish to encourage cooperation, responsibility and shared decision-making, make the
communication face-face. Memos and newsletters should act as support and
follow-up not as a substitute. You may not agree with what staff are saying but
it is important that you understand their views.

7.3

Honesty
Always be honest, be as open as you can be. If you do not have the answer,
say that you do not know. If possible, promise to find out and get back to
them.
Set a deadline by which time you will find out and stick to it. Whenever new
information becomes available share it with your staff. Delay will cause gossip
and rumour.
Ensure that the local union representative is kept fully informed as he/she is
integral to the successful implementation of the change.

7.4

Express your feelings (as the Manager)
People will want to know what you think. The more open you are with them
the more open they will be with you. Expressing feelings is not to be confused
with moaning. Even if you are unhappy about the change yourself, emphasise
that it has to be made for genuine organisational reasons and that you will
achieve it as a team. Remind everyone that resistance and denial are a
normal stage of the change cycle.
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Remember that as a manager in the Trust you will be involved as appropriate
with service planning. You will have the opportunity to express your own
views and opinions about potential change. Once the decision to change has
been made, however, even if you have not achieved the objective you wanted,
you must not announce the change to your staff by blaming someone else
e.g. “well if it was up to me we would do this, but they say we have to do this”.
Once the decision is made, your role as manager is to help facilitate your staff
through the change and you can only do that by accepting it yourself and
supporting your staff through their own reactions.
7.5

Meetings
Hold them frequently, keep them short.

7.6

Interviews
Set aside additional time for staff that you believe have particular difficulties
with the change or who ask to see you. This can be a good method of
reducing resistance and allaying fears.

7.7

Listening
It is vitally important to listen to your staff, not only what they are saying but
what their body language communicates to you. There is no point in steam
rolling change through at the expense of employee relations. We need the
staff to make the change successful and therefore should listen to them and
take their views and feedback on board.

8.0

CHECKLIST FOR MANAGING CHANGE

8.1

Readiness


Before the change, make sure that you have the commitment of the
sponsors of the change and that you carefully put together a plan, which
includes the following: -



Why the change is necessary?



Do not make changes for the sake of change. Why is this change being
made? Is there any other way it could be handled?



Inform Staff



Let them know what is happening in advance, but recognise that staff will
worry and be anxious about what might happen. Advice should be sought
from the HR Department who will liaise with the Staff Side in advising at
what point staff should be informed.



Think through the change

Change Management – Good Practice Guidelines

Page 7 of 9

8.2



How is the change going to affect individual staff and the organisation as a
whole? Identify those who will be most affected and support them first.



Investigate and learn from previous organisational changes. Have there
been problems in the past?



Find out as much as you can about what happened last time there was a
similar change, and how the organisation and members of staff reacted.

Planning


Paths
Anticipate probable paths the change may take. Do not assume there is
only one path the change can follow. Effective change management is fluid
and adaptable to meet changing demands and needs.



Reactions
Do not expect people to carry on working either as if nothing has happened
or more effectively than before. Improvements will not be instantaneous.



Discuss
Discuss each stage with team members, encourage suggestions and allow
them a role in decision-making.



Training
Does the change require new attitudes, skills? If so have you planned
appropriate training to develop these?



Timetable
Set a timetable for the implementation of the change. Set realistic timeconstrained objectives. Tell staff about them and adhere to them, agreeing
changes if necessary. Follow up regularly to review objectives. See what is
working well and what adjustments may be needed to meet agreed
deadlines.

8.3

Transition


Project Group
If necessary, establish a group to manage the change. Make it a group
which is meaningful for the project, which means that the group does not
have to follow traditional lines of authority. Empower your people to really
get them on board with the change.
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Flexibility
It is important to involve staff and really listen to their opinions and views;
this will need a flexible approach by managers and an ability to loosen
control.



Communication
Open up new channels of communication to aid rapid dissemination of
information and to avoid damaging gossip.



Meetings
Hold regular meetings where progress can be reviewed and problems
discussed and resolved.

8.4

8.5

Implementation


Encourage people to be responsible for their own actions and work.



Allow for constant feedback and evaluation



Do not expect instant success



Allow for resistance and the time to overcome it.



Take advantage of opportunities that present themselves



Constantly monitor and evaluate progress



Keep open channels of communication

Rewards


Praise people – use internal communications media such as the Trust’s
intranet, internal publications or the Senior Managers Briefing



Celebrate successes even minor ones!



Use successes to inform new groups embarking on change – having ‘coal
face’ survivors telling others about their experiences will be a positive.
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