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Policy on a page

Summary & Aim

Key Requirements

The policy has been developed in
partnership and approved by the Area
Partnership Forum and sets out the
principles of managing organisational
change within NHS Dumfries & Galloway
in line with the necessary circulars,
national policy and legislation.

The aim of this policy is ensure that those
staff affected by organisational change
and employed by the Board receive the
support, guidance, training and

Staff affected by organisational change are
supported and provided with the
appropriate advice and guidance. As well
as training and development.

All processes should be carried out in
partnership with Trade Union and HR
representative involvement.

All those involved in organisational change
processes adhere to the responsibilities as
laid out in the policy.

development opportunities.

This Policy is required to ensure that a
sound Policy framework is in place which
helps to support the achievement of the
organisation’s aims and objectives in a
safe and consistent manner.

In line with Scottish Government guidance,
it is the aim of this policy to prevent all
compulsory redundancies, which could
potentially occur as a result of
organisational change.

Target Audience Previous Names

This policy applies to all staff within NHS
Dumfries & Galloway.

Equality and Diversity Statement

NHS Dumfries and Galloway recognise that some communities within society are more
likely than others to experience discrimination, prejudice and inequalities. The Equality
Act 2010 specifically recognises the protected characteristics of age, disability, sex,
race, religion or belief, sexual orientation, gender reassignment, pregnancy and
maternity, and marriage and civil partnership. The Fairer Scotland Duty, also
requires NHS Dumfries and Galloway to actively consider how socio-economic
disadvantage can be reduced when making strategic decisions.
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NHS Dumfries and Galloway is committed to:

e promoting and advancing equality,
e removing and reducing discrimination and harassment and

o fostering good relations between people that hold a protected characteristic and
those who do not.

This applies both in the provision of services and as our role as a major employer. NHS
Dumfries and Galloway believe that all people have the right to be treated with dignity
and respect and is committed to the elimination of unfair and unlawful discrimination
practice.
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1. PURPOSE AND RATIONALE

The purpose of this policy is to set out the arrangements under which staff employed by
NHS Dumfries and Galloway will be treated if their current substantive post ceases to
exist or significantly changes as a direct result of organisational change.

The policy has been developed in partnership within NHS Dumfries and Galloway and is
managed in line with the following Scottish Executive Health Department circulars :-
PCS(AFC) 2022/1 which updates the circular published PCS(AFC) 2019/5, MEL
(1997)7, MEL (2000)22 and HDL (2001)38. The policy is intended to provide a local
application of national policy and is not intended to replace any existing or future
national agreements or policies.

This Policy is required to ensure that a sound Policy framework is in place for the
management of organisational change which helps to support the achievement of the
organisation’s aims and objectives in a safe, consistent and effective manner.

2. POLICY AIMS

In the application of this policy all employees will be treated with dignity and respect and
in accordance with equality and human rights legislation. No individual will be treated
less favourably on the basis of age, disability, gender, race, religion and belief and non-
belief, sexual orientation, pregnancy and maternity or because they are transgender,
married or in a civil partnership (also known as “protected characteristics”). No
employee should be treated less favourably due to the hours worked (full-time or part-
time) or membership of a Trade Union.

It is the aim of this policy to prevent all compulsory redundancies, which could
potentially occur as a result of organisational change. This is in line with Scottish
Government guidance.

NHS Dumfries & Galloway aims to retain the valuable knowledge, skills and experience
of its workforce, by utilising a number of strategies to assist displaced employees to find
suitable alternative employment and / or retraining opportunities, which will enable them
to continue to contribute to the service.

The policy aims to:

= Assist the organisation in forward planning any significant changes to service
delivery ensuring that the impact upon staff who may be affected is minimised.
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= Ensure openness, equity and fairness for all involved in the process and that a
consistent approach is adhered to throughout the organisation.

» Encourage managers and those in leadership roles to adopt a supportive and
sensitive approach when dealing with staff who are affected by organisational
change.

» Encourage all staff involved in organisational processes to engage fully in the
process.

= Ensure that all contractual and statutory obligations are met.
3. POLICY SCOPE

The Organisational Change Policy applies to all employees of the Board subject to
organisational/service change.

Line Managers should make appropriate arrangements to ensure that all staff affected
by the change are informed and considered at each stage of the process and are not
disadvantaged. Those staff might include those on maternity leave, parental leave, long
term sickness absence, adoption leave and secondment. This list is not exhaustive.

Throughout all stages of the Policy staff have the right to be represented by an
accredited Trade Union/Professional Organisation Representative. Or accompanied by
a work colleague, not acting in a legal capacity.

4, DEFINITIONS

Organisational Change — Any substantial change to the way in which a service or job
role is designed and/or is delivered, which has an impact on the staff within that area.
This includes major changes to structures within departments and / or services.

Staff Consultation — Advanced notification, discussion and exchanging of information,
as well as providing advice to staff affected by organisational change.

Displaced — A member of staff who holds a substantive permanent post (or holds one of
several broadly similar posts) which significantly changes or ceases to exist as a result
of organisational change.

Significant Change — Where the job role is substantially altered and two thirds or more
of the job description and person specification have been changed or where there is a
significant change to working hours or work base.
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Redeployment - The process of securing alternative employment for employees
displaced as a result of organisational/service change.

No Detriment Protection - Staff will not be worse off, but not any better off with regards
to salary changes as a result of organisational change. They will continue to receive the
benefit of annual pay uplifts and increments.

Alternative Post — A post of the same grade, or fulfiling similar duties and
responsibilities to the existing post held by those staff affected by organisational
change. This can be identified through a job description, person specification, or Skills
Analysis Form being matched to the equivalent post.

Mark Time Protection — The element of pay that is still subject to protection following
promotion to a higher level post and will not attract any future cost of living increases.

5. DUTIES/RESPONSIBILITIES

Area Partnership Forum will be responsible for approving and reviewing this policy and
associated documents to ensure that they are fit for use prior to implementation. This
group will also be responsible for overseeing the monitoring of this policy.

Line Managers:

e Engage in relevant training in organisational change processes.

e Involve Trade Union/Professional Organisation Representatives at the
formulation stage of the process.
Engage with Human Resources (HR) and Staff Side Representatives as soon as
proposed organisational change is identified and prior to any staff engagement.
e Develop written proposals, implementation plans and monitoring/evaluation tools,
as well as any additional documentation that may be needed as part of the
proposed organisational change e.g. job descriptions, person specifications and
organisational charts
Work with HR to minimise the adverse impact on staff
Work with HR/ ODL to assess training needs
Maintain regular communication with all staff involved
Engage in consultation process
Inform all relevant stakeholders of the intended changes, which may include
Occupational Health Services
e Carry out review on changes implemented at an appropriate timescale

Human Resources (HR) Department:
e Ensure compliance with the agreed policy and procedure
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Maintain associated workforce documentation

Support the co-ordination of relevant aspects of the process e.g. matching,
slotting in, interviews, redeployment and the evaluation of outcomes

Provide advice, support and guidance to staff

Provide, advice, support and guidance to line managers involved in the process
of organisational change

Organisational Learning & Development:

Provide training for line management undertaking organisational change
processes

Deliver appropriate training and development for those staff affected by
organisational change

Support staff to work in new ways and in new teams, should a large scale,
transformational change take place

Trade Union Representatives:

Participate and work in partnership in the formulation of proposals

Be involved in the consultation of any proposed changes

Contribute to the development of implementation plans and relevant
documentation

Advise and support staff as appropriate through the various stages of the
organisational change process

All Staff Affected by Organisational Change:

Contribute and engage constructively to the operational delivery of their service,
both old and new

Demonstrate commitment and participate in the completion of agreed training
and development plans

Participate in any training and development required

Consider temporary work placements, when offered

Embrace changes that will support the organisation to evolve and improve
services

Occupational Health Service:

Provide advice, support, signposting and counselling to staff
Provide, advice, support, signposting and guidance to line managers involved in
the process of organisational change
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6. PROCESS/PROCEDURES

This policy will be referred to in all cases of where an organisational change occurs.
Examples of significant organisational change are: Significant rota changes; service
changes including restructuring, changes to the role of the service, amalgamation of
services. This list is not exhaustive.

A scope of the affected staff must be clearly determined at an early stage in the process
with all affected staff formally written to by the appropriate Executive Director or
designated deputy®, in order to confirm that their existing post may be affected by
organisational change.

* The Executive Director or designated deputy will be referred to throughout this policy
as the ‘Executive Director’.

A suitable implementation plan, will then be developed and all those impacted, as well
as stakeholders, advised of the proposed changes.

Displaced staff will be notified formally in writing of any vacancies by an appropriate
Executive Director and will be consulted with so as to determine what post(s), either
new, or current vacancies may be classified as alternative employment.

Where there is a large group of staff involved in the organisational change process and
it is difficult to conduct individual meetings, arrangements must be agreed with staff side
at the beginning of the process to determine what will replace the initial meeting i.e.
group meetings and / or letters. However every effort will be made to hold individual
meetings where possible.

An initial meeting will be organised by the substantive manager as soon as a member of
staff or group of staff is identified as being displaced and requiring redeployment. This
meeting will enable an open discussion regarding the planned changes and to enable
staff to provide any mitigation or suggestion on how it can be managed. Part of this
meeting will also discuss what will happen if the individual secures a post which attracts
protection. This meeting would involve the displaced staff member and their Trade
Union/Professional Organisation representative or workplace colleague as well as the
relevant HR representative and the substantive line manager. There will be a full
consultation and communication with staff who may be affected by organisational
change either individually or collectively.

NHS Dumfries & Galloway acknowledges that the staff have the right to be involved in
decisions that affect them, particularly during periods of organisational change.
Accordingly, Trade Union and Professional Organisational Representatives will be
involved at all stages of the process.
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Consultation on Options for Service/Departmental Restructuring or Redesign

If organisational change is being considered then an options appraisal should take
place, which should be undertaken in partnership with all relevant staff and
stakeholders.

For those staff with flexible working arrangements in place reasonable consideration
and/or adjustments should be made to accommodate these arrangements, wherever
possible, so as to avoid these employees being disadvantaged by the process.

Staff who have reasonable adjustments or accommodations in place, due to the
Equality Act, should have these reviewed as part of the organisational change process.
This will ensure that the necessary adjustments are made to any new role, or to the
environment and they continue to be supported to obtain suitable alternative
employment.

We understand that this is a difficult process and it is accepted that some staff may
struggle to accept change and therefore all staff will be provided with all options
available to them and opportunities to discuss what these mean to them will be
arranged. Please note: at the time of publishing this policy the legal position of those
staff who decide not to transfer is that they will voluntarily leave their employment
without entitlement to notice, or redundancy payment. It is advisable that staff are
treated sympathetically and arrange to be met with to fully explore their reasons for
refusal.

7. CONSULTATION

This policy has been developed with the involvement of key stakeholders, which
included line managers, staff side and HR representatives and has undergone
appropriate consultation on content prior to seeking approval.

Consultation on the Organisational Change Policy was led by the Lead Author and
included:

Representatives from Health and Social Care Senior Management
Human Resources Representatives

Trade Union Representatives

Area Partnership Forum

Board Management Team

Representatives from Staff Networks
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8. TRAINING AND SUPPORT

Where organisational change impacts on an employee, reasonable opportunities to
retrain or gain additional skills will be made available. It is incumbent on staff to
participate in all training deemed necessary.

Opportunities for any temporary work placements or job shadowing to assist this
process should be considered by both employee and receiving department/team.

Please refer to the NHS D&G Redeployment Policy regarding details of trial periods for
redeployment roles.

Where an employee is successfully redeployed all identified training for their new role
will be provided within reasonable timescales.

It is recognised that this process may be a stressful experience and therefore support
from Occupational Health and other relevant agencies is available for any employee(s)
undertaking this process.

There are no specific training requirements associated with the implementation of this
document but any staff member requiring to initiate an Organisational Change process
should refer to the supporting documents detailed in Appendices 1-5. They must also
seek support and guidance from the Human Resources Team before any action is
taken.

9. GRIEVANCES REGARDING ORGANISATIONAL CHANGE PROCESS

Individuals who are aggrieved at any stage of an organisational change process, may
lodge a grievance, in accordance with the Once for Scotland Grievance Policy.

10. MONITORING

This policy will be subject to ongoing monitoring and evaluation to ensure that it is being
implemented fairly, consistently, effectively and in line with the policy's stated principles
and values. The policy will be subject to regular review, in partnership, to ensure that
any new standards and/or structures are incorporated when necessary and that it
remains fit for purpose.
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Element to be | Monitoring Reporting

monitored Methodology Presented by | Committee Frequency
Number of HR data HR Manager/ Staff Annual
organisational Workforce Governance

change Director

processes by

directorate

Number of ER Data HR Manager/ Staff Annual
grievances Workforce Governance

submitted Director

regarding

organisational

change

processes

Diversity HR data E&D Lead Staff Annual
monitoring of Governance

staff involved in
organisational
change
processes

11 EQUALITY IMPACT ASSESSMENT

As part of the process for reviewing and developing this policy an Equality Impact
Assessment was undertaken, which did not highlight any issues or actions that had to

be progressed.

All Equality Impact Assessments are published on our external website, which can be
accessed by clicking here.

12 DATA PROTECTION AND CONFIDENTIALITY IMPACT ASSESSMENT

A Data Protection Impact Assessment was not undertaken when reviewing this policy
as the document did not review or handle confidential or personal information.

Title: Organisational Change Policy

Date: October 2024

Version: 4.0

Lead Author: Senior Workforce Business Partner - CHSC

The only current version of this policy is on the intranet

12



https://www.nhsdg.co.uk/equality-impact-assessment-eqia/#:%7E:text=To%20do%20this%20NHS%20Dumfries,lead%20to%20identifying%20realistic%20actions

13. DOCUMENT CONTROL SHEET

Document Amendment History

Version Section(s) Reason for update
1 Full policy Scheduled review and updating of the policy
2 Full policy Scheduled review and updating of the policy
3 Full policy Scheduled review and updating of the policy
4 Full Policy Reviewed in line with legislation and improvements in
process
Distribution
Name Responsibility Version number
Corporate Business Place on policy register 4.0
Manager
Communications Team | Place on internet and in 4.0
‘latest news’

Associated documents

e Organisational Change - Employee Guide
e Organisational Change - Manager Guide

Action Plan for Implementation

Action Lead Officer Timeframe
Raise awareness and | All line managers November 2024
inform staff

Use policy All staff November 2024
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APPENDICES
Appendix 1 — Guidance on Suitable Alternative Employment

NHS Dumfries & Galloway’s Redeployment Policy provides full details of the
redeployment process. Staff who are redeployed through an organisational change
process will have their salary fully protected (as per Appendix X — Policy on the
Management of Organisational Change.) The aim should always be to retain staff in a
post at a comparable grade and earnings level in a post which utilises their knowledge,
skills and experience.

Should a staff member be redeployed into a post that entitles them to protection of
earnings, management should proactively continue to identify future suitable alternative
employment, which would remove the need for protection of earnings.

Should staff unreasonably refuse the offer of a post, they will no longer be entitled to
protection of earnings and will remain on the salary commensurate with the post they
occupy.

A staff member may determine that a post is not suitable upon initial matching,
following discussion with the manager recruiting to the vacancy, during any subsequent
selection process (if applicable), and/or during any subsequent trial period. If it is
considered that the redeployee has unreasonably refused suitable alternative
employment opportunities to which they have been matched, a decision may need to be
taken to convene a meeting to consider termination of employment in line with NHS
Dumfries & Galloway’s relevant policy.

When there is a compulsory change of base, as a result of organisational change,
either permanent or temporary, excess travel expenses will be paid for a period of four
years, from the date of transfer, in line with Agenda for Change Terms & Conditions.

The arrangements for Medical and Dental staff for excess travel are covered in the
Medical & Dental Terms and Conditions of Service.
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Appendix 2 — Guidance on Selection Process

A suitable implementation plan will be developed and agreed and all relevant staff and
stakeholders advised of the proposed changes.

Scoping Exercise

A scoping exercise requires to be undertaken to identify the staff within scope. An
agreed systematic approach should be taken when appointing people to posts within
the new structure. It is recommended that consideration of a “top-down” approach is
used working from the highest grade, to the next level and so on, until the lowest grade
is reached.

This exercise should compare posts within the new and old structures and review
current and new job descriptions and person specifications that will identify those within
the current structure and who will be affected by the change as well as identify those
posts that they may potentially move into. When undertaking a scoping exercise,
those affected should be identified initially through salary band, department and/or
service and location.

Where a member of staff is known to have a disability, reasonable adjustments to the
role must be considered, as part of the selection process. The Occupational Health
Service can provide support to managers who may need to consider reasonable
adjustments.

Migration to the new structure should be carried out through slotting in, matching or
ring-fenced recruitment as appropriate.

Where posts or groups of posts are considered not to have altered substantially, the
principles of slotting in or matching may apply.

Slotting In Process

Slotting in, will apply where a post is substantially unchanged and there is only one
candidate, or equal number of candidates to posts. The post(s) would not be advertised
and those who met the criteria would be slotted in to their new roles.

Matching Process

If staff could not be slotted into posts then matching should be considered. A matching
panel should be established to consider the criteria by which staff will be matched. The
panel should consist of management, Trade Unions and an HR representative and a
partnership approach should be used. It is recommended that the Employee Skills &
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Experience Form (Appendix 3) is utilised in order to record relevant personal details,
circumstances, knowledge, skills and experience, as well as qualifications and training.
A deadline for submissions of forms should be set. Appropriate advice and support
should be sought when staff are completing forms. The panel selection process should
adopt the principles of NHS Dumfries & Galloway’s Recruitment Policy. Interviews
would only take place, if more than one staff member is matched to a post, to avoid the
need for affected staff to be interviewed on more than one occasion.

When the matching process is concluded, a representative from the panel will contact
the staff member on an individual basis to inform them of the outcome of the process
i.e. matched, progress to interview (if more than one staff member has been matched),
or not matched and what the next steps in the process will be.

In some cases the matching panel may decide the staff member can be matched by
implementing a development plan, based on the criteria they have used to assess the
individual for the role. The plan should include Specific, Measurable, Achievable,
Realistic and Timeous (SMART) objectives with regular reviews and a timescale in
which to complete.

It is advised that a letter, or email should be forwarded to the staff member confirming
the outcome of the matching process and/or appointment to post.

Ring-Fenced Recruitment

Ring fenced recruitment may apply where the post is new or substantially changed
and should be filled in the first instance through ring-fenced recruitment to employees
directly affected by organisational change. The staff affected are likely to have
comparable knowledge, skills and experience to fullfl the main duties and
responsibilities of the role.

Ring-fenced vacancies will be identified by the HR Redeployment/Vacancy Huddle and
the line manager responsible for the organisational change process will be notified.
Standard recruitment and interview processes will apply. Once interviews have taken
place a representative from the panel will contact a staff member on an individual basis
to inform them of the outcome of the process i.e. successful, or unsuccessful and what
the next steps will be.

Where vacant post or hours remain in the new structure consideration should be given
to those staff remaining and a review of posts and hours should take place.
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Where affected staff have not been slotted in, matched or successful through ring-
fenced recruitment, the manager will arrange a meeting to discuss alternative options
and to place them on the Redeployment Register, as per the Redeployment Policy.
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Appendix 3 — Employee Skills & Experience Form
EMPLOYEE SKILLS & EXPERIENCE FORM

EMPLOYEE GUIDANCE
This guidance is provided to help you to complete your Employee Skills & Experience
Form.

Carefully read the job description and person specification for the role that you are
being considered for. If you are in a matching pool for different roles, or you wish
to be considered for more than one post, you must complete and submit a form for
each post.

When completing the form you should describe how you meet the core job requirements
of the post and set out the skills/competencies you have to support this. Remember to
include examples and/or evidence to back up any statements you make.

Finally, sign the declaration and ensure you present your submission before the
deadline, as indicated in your letter.

Further help and advice - If you require further guidance on making your submission
please contact your line manager in the first instance. Alternatively colleagues from
Human Resources are available to provide general guidance by emailing
dg.HRenquiries@nhs.scot.

SECTION 1:- PERSONAL DETAILS

Employee Pay Number
Name

Home Contact Tel:
Address Home
Mobile

Full Driving Y/N
licence

Access to Car Y/N

Email Address

Do you have a disability Y/N
which may need to be

considered in relation to the

Matching process?

If yes- please provide details

of disability and reasonable
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adjustments required for
consideration.

Do you have a flexible work Y/N
pattern/location which may
need to be considered in
relation to the Matching
process?

If yes, please provide details
of the current pattern/location
and any flexibility able to be
considered in regards to this
Do you have a significant
caring role outwith work?
Please detail any restrictions
this may cause at Section 7 of

this form.

SECTION 2:- CURRENT POST DETAILS

Current Post Service
Title

Current Base/Work Hours per
Location Week

Pay Band Increment

Point
Is your current Post a Secondment
Y/N
(*) If you have marked yes please complete section below in relation to your
substantive post

Substantive Post Dept

Title

Substantive Pay Hours Per
Band / Increment Week
point

SECTION 3:- EDUCATION. TRAINING, VQ, PROFESSIONAL MEMBERSHIPS
Education e.g. National 1-5, Standard Grade, Higher, Degree
Qualification Title Result Date
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Training & Vocational e.g. Manual Handling, Forklift, First Aid
Title Date

Professional Membership e.g. NMC, HCPC, GMC, SSSC
Title & Level Date

SECTION 4:- CURRENT POST/EMPLOYMENT HISTORY
Please provide details of your employment (most recent first)
Post Title Employer Date Summary of Main Duties
From To

SECTION 5:— JOB REQUIREMENTS

Using the Job Description and Person Specification for the post you are applying for,
describe how you meet the core job requirements of the post you wish to be
considered for. Include examples and/or evidence to back up any statements you
make.
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SECTION 6:- SKILLS, ABILITIES & KNOWLEDGE

Describe the skills/competencies you possess which are appropriate to the post you
wish to be considered for (e.g. PC/keyboard skills, communication skills etc).

SECTION 7:- SPECIFIC CONSIDERATIONS

Use this area of the form to highlight any further information that you feel is relevant to
you being considered for the post.

SECTION 8:- EMPLOYEE DECLARATION

| declare that the information | have given on this form is true and accurate.
Employee
Signature Date
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Appendix 4 - Policy on the Management of Organisational Change Protection.
(As per PCS (AFC) 2022/1 which updates PCS (AFC) 2019/5)

Please refer to PCA(AFC)(2022)01 -- Organisational change pay protection
(scot.nhs.uk)

(Link includes Q&A on New Arrangements for the Protection of Earnings)
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APPENDIX 5

\'.q.!-l,:.s_a Organisational

Dumfries Change Flow
& Galloway

Significant change
identified which
may affect staffing

Senior Management approval for organisational
change process to commence with appointment
of lead

Initial contact made with relevant TU
representatives

Lead identifies, with HR Support, List of
affected staff

Formal letter written by the lead
informing staff of possible impact on
existing post and commencement of

consultation process

Once confirmed list of displaced staff is
identified, individual meetings set up with
management, HR, Staff member and their
representative/work colleague to discuss

aptions available ie matched infredeployment
etc. And consideration of any existing work
arrangements in place.

Letter confirming outcome of
individual meeting with options
available and timescale for next

steps to be sent within 7 calendar
days of meeting

If employee

Confirm in writing If substantive post no refuses options

change to T&C's if longer exists commence provided confirm
matched in redeployment process as board position
per Redeployment regarding
process using Appendix 1
Expression of Interest
form

resignation

Provide training/job
shadowing as
required/favailable

for employee to
assist redeployment
process
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Appendix 6 - Guidance on Redundancy / Voluntary Early Retirement

NHS Scotland currently has a no compulsory redundancy policy and voluntary
redundancy will only be considered once all other options have been exhausted.

Should requests for Voluntary Early Retirement with Employer’s Consent be received
they will be considered in the light of all the circumstances in each particular case.

Should staff be considering this option they will need to ascertain which Superannuation
Scheme they are a member of in order to identify the age at which they can apply for
voluntary early retirement.

Further information on pensions can be found at www.sppa.gov.uk.
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