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Summary This policy recognises that NHSScotland is, 
and will continue to be a constantly changing 
organisation. As services change, the skills 
needed to deliver these may also change. It 
states how NHS Health Scotland (HS) will 
maintain the commitment of employees at 
times of change by managing organisational 
change in a way that achieves the aims of 
the organisation, minimises the disruption to 
employees and is consistent with national 
NHSScotland organisational change policy. 
It is the intention of NHS HS, not only to 
provide a secure future for employees 
affected by change, but also to create 
opportunities for employees to develop their 
potential at times of change. 
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Policy 

1. This policy recognises that NHSScotland is, and will continue to be a 
constantly changing organisation. As services change, the skills needed 
to deliver these may also change. HS recognises that its success as an 
organisation depends on the commitment and performance of its 
employees. Although change is increasingly a normal part of working life 
HS acknowledges that organisational change, such as internal or team 
restructuring, can create uncertainty and can be an unsettling time for 
employees.  

2. The policy of NHS HS, therefore, is to maintain the commitment of 
employees at times of change by managing organisational change in a 
way that achieves the aims of the organisation, minimises the disruption 
to employees and is consistent with national NHSScotland 
organisational change policy. It is the intention of NHS HS not only to 
provide a secure future for employees affected by change but also to 
create opportunities for employees to develop their potential at times of 
change. This can be by taking on new roles, by developing new skills or 
by moving into new areas of work. NHS HS will take account of the 
impact of organisational change on individuals and seek to involve them 
in planning and implementing change with a view to meeting their 
reasonable aspirations. 
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3. Organisational change is a structural or managerial change in the way 
services within HS are organised or provided which then affects the 
employment, pay and conditions of service, or roles and responsibilities 
of staff. 

4. EFQM (European Foundation for Quality Management) defines change 
management as “An approach for leading the transition of individuals, 
teams and organisations from their current state to a defined, desired 
future state. It is an organisational process aimed at helping 
stakeholders affected to accept and embrace changes in their business 
environment.” 

5. In order to set out a clear and transparent partnership approach to 
change, the approach to be by NHS Health Scotland is set out in more 
detail in Appendix 1. 

Purpose 

6. The purpose of this policy is to outline potential implications of 
organisational change and to encourage employees to see change as an 
opportunity rather than a threat, to enable all employees within HS who 
are affected by internal change to have a secure working future, and to 
ensure that NHS HS retains valuable skills knowledge and expertise 
wherever possible.  

Definitions 

7. The Partnership Information Network (PIN) policy defines ‘redeployment’ 
and ‘displaced’ as follows: 

a) ‘Redeployment’ is the process of securing suitable alternative 
employment for staff who are displaced from their substantive role as a 
result of organisational change, capability, ill health or other 
circumstances. The process by which staff access different forms of 
redeployment may vary and individual staff entitlements within this may 
differ. 

b) ‘Displaced’ means that there is no longer a need for a substantive post 
within the organisation’s structure; or that the particular skills and/or 
experience of a post holder are no longer required (e.g. changes to a 
post due to the introduction of new technology, approaches or areas of 
delivery); or the employee is unable to undertake the duties of the 
substantive post as a result of organisational change, capability, ill 
health or other circumstances.  

c) ‘Redeployee’ is an employee who has been identified as being 
displaced and who has been registered on the Redeployment Register. 

 

Principles 
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8. The principles upon which this policy is based are that it: 

a) Will meet and exceed statutory requirements, including the Equality 
Act 2010, Equal Opportunities and Agenda for Change.  

b) Will be consistent with the NHS in Scotland HR Strategy “Towards a 
New Way of Working” and Health Department Letters MEL 1999 (7), 
MEL 1999 (59), MEL(2000)22 and HDL(2001)38 which state all 
NHSScotland organisations will seek to avoid compulsory 
redundancies; and subsequent PCS & CELs including 
PCS(OCP)(2009)01, PCS(OCP)(2008)01, MEL(2000)25.  

 
c) Will confirm that every effort will be made to ensure continued 

employment of staff within HS subject to their acceptance of any 
agreed contractual changes, e.g. in duties, responsibilities and/or 
team or office location – in line with the principles of the Scottish 
Government’s Scottish Spending Review and Annual Budgets 
statements. 

 
d) Will be consistent with the Organisational Change Policy statement 

agreed by the Scottish Partnership Forum. 
 

e) Will be consistent with the principles of partnership working. 

f) Will be consistent with the NHSScotland Staff Governance Standards 
and the Quality Strategy.  

g) Will ensure that change is managed with openness, fairness and 
equity, ensuring that employees affected by organisational change 
are not discriminated against either directly or indirectly in line with the 
Equality Act (2010).  

h) Will apply equally to all staff within the NHS family. In order to 
facilitate this process a designated co-ordinator will be identified 
within the HS HR team. 

i) Will ensure no detriment in terms and conditions of employment for 
staff affected by change. 

j) Will ensure early and meaningful consultation with staff and their 
representatives, thus ensuring that staff are fully involved in the 
decisions that affect them. 

k) Will provide support to employees affected by organisational change. 

l) Will seek to avoid compulsory redundancies by taking all reasonable 
measures outlined in the organisational change policy. 
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m) Will ensure that approaches to redeployment will be innovative, 
making full use of the skills and experience of staff at all levels to 
respond to these challenges. 

n) Will consider opportunities to share skills and experience across 
NHSScotland. 

o) Will be the aim of NHSScotland to achieve the best use of skilled 
staff, while offering learning opportunities for all. 

Roles and Responsibilities 

Managers 

9. Directors, line and Senior Managers will: 

a) Refer to this policy and the Partnership Working Policy/Model when 
proposing and managing organisational change in partnership. 

b) Seek advice from HR in relation to the interpretation of this policy. 

HR Team 

10. The HR team will: 

a) Provide support and advice to ensure consistent implementation of 
this policy. 

b) Provide redeployment co-ordination services to support displaced 
staff in line with the HS Redeployment Policy. 

Employees 

11. Employees will: 

a) Adopt a flexible approach to taking on new roles, developing new 
skills or moving into new areas of work, including accepting 
reasonable offers of suitable alternative employment in line with the 
NHS HS Redeployment Policy and as co-ordinated by the HS 
Redeployment Officer. 

b) Actively engage in staff consultation and meetings in relation to 
organisational change proposals.  

Partnership Forum 

12. The Partnership Forum will: 

a) Agree the detailed processes to be applied in any specific 
organisational change. 

b) Monitor the effectiveness of the policy.  
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c) Assess whether the purpose of the policy is being achieved and 
report their conclusions to the Board.  
 

Corporate Management Team (CMT) and NHS Health Scotland’s Board 

13. NHS Health Scotland’s CMT and Board will: 

a) Be accountable for ensuring this policy is implemented fairly, robustly 
and effectively. 

b) Ensure that effective mechanisms are in place to monitor the 
effectiveness of this policy. 

Procedures 

Communication & Consultation 

14. In the spirit of partnership working, the Joint Chairs of the Partnership 
Forum, namely the CEO and Employee Director,  will be responsible for 
ensuring that all staff and Staff Side Representatives are kept closely 
involved in change issues from as early a time as is possible.  

15. Agreement should be reached in the Partnership Forum as to: how best 
to engage with and involve all staff affected by an organisational change; 
who has responsibility for what; the timetable for change and which 
groups will potentially be affected by the change. This should be done at 
a time that allows staff and their representatives the opportunity to be 
meaningfully involved from the very early stages in planning for change. 

16. In addition the Partnership Forum should agree the means of 
communication to ensure that all staff are kept up to date with progress 
on changes which might affect them as individuals or as groups.  This 
may include Intranet briefings, staff briefings, drop-in sessions, team 
meetings and/or individual discussion. 

17. NHS HS will also ensure that individual members of staff have all the 
relevant information to inform their decision making (for example, 
redeployment and retraining opportunities, estimates of redundancy 
entitlement, early retirement benefits).  

Employee Support 

18. NHS HS will provide support to all staff directly affected by change 
throughout any period of change including giving appropriate time off to 
take union or legal advice, attend interviews or to discuss and explore 
options as necessary. The support may include access to managers 
(who themselves will be offered training and guidance on managing 
change effectively), staff representatives, HR staff, Occupational Health 
Services and, where appropriate, external organisations. The purpose of 
this support is to ensure that each employee is fully aware of all options 
and opportunities during the change, understands how the process is 
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being managed, and is able to decide the best way forward in their own 
circumstances. 

19. Training, including interview skills training and or/training that would help 
staff recognise and develop their skill set with a view to seeking suitable 
alternative employment (i.e. redeployment) can be provided. Current 
PDP records will be used to address training needs on an individual 
basis and staff on the redeployment register will be encouraged to attend 
internal training courses. 

Displaced Staff 

20. When a change carries the risk of a reduction in the number of jobs 
available, this will be identified and communicated as soon as possible 
via CMT and PF. Affected employees will have individual meetings set 
up with management and HR to discuss what it will mean for them and 
to explore their options and preferences. Staff will be entitled to be 
accompanied by a HS colleague or Trade Union Representative, if they 
are a member of a HS recognised Trade Union. 

21. NHS Health Scotland will seek to avoid compulsory redundancy. All 
measures will be taken to avoid compulsory redundancy and to assist 
this, the following options will be actively pursued/considered in the 
Partnership Forum: 

a) Delaying recruitment to vacancies to allow redeployment internally. 

b) Reducing or stopping overtime working. 

c) Stopping use of temporary staff.  

d) Seeking alternative employment for displaced HS staff in other NHS 
organisations in line with the NHS HS Redeployment policy and 
subject to local arrangements being put in place between HS and 
other NHS boards. 

e) Use of secondments internally or to other NHS Boards, where 
available. 

f) Seeking volunteers for early retirement. 

g) Seeking volunteers for redundancy. 

Redeployment 

22. Whenever possible, staff whose posts are to disappear will, following an 
appropriate selection process, be offered suitable alternative posts. 
Where this is not possible, NHS HS will make every effort to identify any 
suitable internal vacancies as redeployment opportunities and displaced 
staff who meet the minimum criteria for the post or who could do so after 
a period of retraining will be redeployed, under the terms of the NHS HS 
redeployment policy.  
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Retraining 

23. Where it is identified that with additional training or retraining an 
individual would meet the minimum criteria for a vacant post, NHS HS 
will make arrangement to offer such training. It is normally expected that 
such training could normally be completed within twelve weeks for 
redeployment to be considered a viable option, accepting that annual 
leave and public holiday entitlements may extend this period.  

Redeployment Trial Period 

24. Where displaced staff are redeployed into a new post, they will be 
entitled to a trial period in which to see whether or not the post is 
suitable. This trial period, which will be agreed at point of offer, will 
normally be between four to six weeks in the redeployed post (this 
period would follow any agreed retraining requirements (normally to 12 
weeks maximum). During this trial period all parties will work together to 
try to ensure this becomes a successful transition. Trial periods may be 
extended subject to the In-year Workforce Review Group process 
outlined in the HS Redeployment Policy which requires the authority of 
the Director and the In year Workforce Review Group and will not extend 
beyond three months in total.  

25. If however, the redeployment does not prove suitable; either party can 
bring the redeployment trial to an end. Written, substantiated and 
defensible reasons must be provided to HR by both parties. This 
information will be reviewed by the In-year Workforce Review Group. 

Selection Criteria 

26. Where there is more than one redeployee identified as a match for any 
one vacancy, the matched redeployees will be interviewed in line with 
the recruitment policy. Selection criteria will be identified for these by the 
line manager and HR. 

27. In the case that redundancy is a potential outcome, in line with our 
Partnership Working approach, staff representatives and the In-year 
Workforce Review Group will be involved in determining the criteria to be 
used. This may include job performance; approach to work; relevant 
experience; absence record; disciplinary record. Employees selected for 
redundancy as a result of the application of such criteria have the right to 
appeal against the decision in accordance with the Management of 
Employee Concerns (Grievance) procedure.  

28. In all circumstances the In-year Workforce Review Group [the 
membership of which will be agreed by the Partnership Forum] will 
monitor redeployment procedures to ensure fairness, transparency and 
equality of access to redeployment within NHS HS in line with the HS 
Redeployment Policy.  
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Displaced staff, i.e. redeployees, can be matched and placed in a fixed 
term post. This will not affect their permanent employee status and in 
these situations redeployees will remain on the Redeployment Register.  

Terms & Conditions  

29. When an offer of suitable alternative employment is made, the terms and 
conditions of employment will be confirmed in writing prior to the 
employee taking up post. Where, exceptionally, alternative employment 
is on a grade lower than the employee’s current grade, organisational 
change ‘no detriment’ salary protection will apply in line with MEL (1999) 
7, MEL(2000)22 and HDL(2001)38 which state that employees will 
suffer no detriment as a result of organisational change associated with 
NHS/Trust reconfiguration and in accordance with Agenda for Change 
terms and conditions of service. However, in these circumstances, staff 
will remain on the Redeployment Register with a view to placement in a 
suitable post at the grade occupied prior to redeployment to the lower 
graded post with protected salary. 

30. Where suitable alternative employment is made at a grade higher than 
the employee’s current grade, salary will be at the current rate of pay.  

Redundancy 

31. Where, having exhausted all available alternatives (see section 20), staff 
are eligible for a redundancy payment, or early payment of pension 
benefits this will be in accordance with the arrangements specified in 
section 16 of Agenda for Change. A package of support will be available 
to employees in this position which will be subject to the approval of 
Scottish Government. 

Raising Concerns and Appeals 

32. Employees may appeal if they feel disadvantaged or are likely to be 
disadvantaged on the application of this policy. The procedure to be 
followed is via the normal process as outlined in the Dealing with 
Employee Concerns policy. 

Monitoring & Evaluation 

33. NHS HS will ensure that effective mechanisms are in place to monitor 
the effectiveness of this policy. In practice the Partnership Forum will 
assess whether the purpose of the policy is being achieved and report 
their conclusions to the Staff Governance Committee and Board (see 
previous points 10 and 11) 

Review Date 

34. This policy will be reviewed no later than December 2017 to ensure that 
arrangements put in place are appropriate to the operating requirements 
of NHS HS. 
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Agreed by ……………………………………Chief Executive 
 

 
Agreed by …………………………………….Staff Side Chair 

       Partnership Forum 
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Appendix 1 

NHS Health Scotland’s Approach to Change Management 
 

Background 
 
Organisational change is a structural or managerial change in the way 
services within HS are organised or provided which then affects the 
employment, pay and conditions of service, or roles and responsibilities of 
staff. 
 
HS will take account of the impact of organisational change on staff, seeking 
to involve them in planning and implementing change with a view to meeting 
their reasonable aspirations.   
 
European Foundation for Quality Management (EFQM) 
 
EFQM defines change management as “An approach for leading the 
transition of individuals, teams and organisations from their current state to a 
defined, desired future state. It is an organisational process aimed at helping 
stakeholders affected to accept and embrace changes in their business 
environment.” 
 
Criterion part 1e says that “Leaders ensure that the organisation is flexible 
and manages change effectively”.  For example, leaders in excellent 
organisations: 

 Involve and seek support and contributions from all relevant 
stakeholders for changes necessary to ensure the sustainable success 
of the organisation. 

 Effectively manage change through structured project management 
and focused process improvement. 

 
When would this approach be implemented 
Change is constant and occurs at different levels within the organisation.  
Most changes would be categorised as minor changes, i.e. the introduction of 
new training courses or policies.  However, this process would be 
implemented when a 'major' change occurs.  Such changes could include (but 
are not limited to) change of strategic direction, mergers, re-structuring or new 
working practices. 
 
Why we need an approach to change management 
 
Staff Governance Standards 
There are five Staff Governance Standards, one of which states that staff 
should be involved in the decisions that affect them.  NHS Health Scotland is 
required to report activity and performance against each of these five 
standards. 
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HS Staff Survey Findings 
Our 2010 staff survey found that: 

 57% of staff do not feel they are listened to or involved in decisions. 

 36% of people in NHS Health Scotland do not feel well informed about 
what is happening in the Board. 

 61% are not clear about how changes made at work will work out in 
practice. 

 58% of staff are not always consulted about change at work. 
 
Our 2013 staff survey found that:  

 66% of staff do not feel they are listened to or involved in decisions. 

 51% of people in NHS Health Scotland do not feel well informed about 
what is happening in the Board.  

 70% are not clear about how changes made at work will work out in 
practice. 

 64% of staff are not always consulted about change at work. 
 
This approach to change management is based on evidence gathered in the 
audits carried out as part of the improvement objective led by the Director of 
Equality, People & Performance and HS’ Employee Director, which included 
audits on the consultation on our Estates Strategy and staff’s engagement in 
developing A Fairer Healthier Scotland (AFHS).  A final audit will be 
conducted on staff’s engagement in refreshing and developing our policy 
around staff responding to consultations, taking part in public activity such as 
parliamentary committees.  
 
Excellence Health Check (2013) 
The health check was NHS Health Scotland’s self-assessment against the 
EFQM excellence model.  It involved 120 staff.  The findings (correct at the 
time of writing the report) indicated that NHS Health Scotland’s approach to 
organisational change: 

 Was not well deployed because staff were not aware of what CMT’s 
approach was (communicating the plan for implementation of AFHS). 

 Resulted in staff feeling unsettled due to not understanding future plans 
or the boundaries of organisational change. 

 Tended to be iterative rather than through planned and structured 
processes. 

 Did not generate staff empowerment or their trust in the plan due to 
lack of communication.  

 
Result 
As a result of the proposed approach, staff will feel more involved in the 
decisions that affect them than they reported in the previous staff surveys.  
This guidance sets out a structured approach to effectively managing change.  
It aims to deliver change in a way that: 

 Is focused on the needs of all our stakeholders. 

 Supports AFHS. 

 Is effectively planned and deployed in a structured way. 
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It will ensure that NHS Health Scotland staff are: 

 Well informed about changes. 

 Clear about the purpose of proposed changes.  

 Appropriately involved in shaping the changes.  

 Understand what the proposed changes will mean in practice as early 
as reasonably possible. 

 
Approach 
To deliver the result above, the following approach is proposed: 

 Assess the risks and benefits of keeping the status quo or making the 
change. 

 Make the business case. 

 Assess the potential impact on stakeholders and staff. 

 Set objectives for successful change for (1) the organisation and (2) 
the staff. 

 Agree a lead who should be appointed by and accountable to the 
Partnership Forum.  The lead should be supported by a group, 
representing relevant parts of the organisation and including staff side 
as a default. 

 Agree a terms of reference for the group.  

 Involve staff side throughout the organisational change, as early as 
possible. 

 Develop a formulation plan of the process, policy and plans, including a 
timeline, involving staff and their representatives from the start. 

 Plan what should happen, when it should happen and who’s 
responsible for each aspect (e.g. key decisions, staff engagement at 
what points, etc.). 

 Develop a communications strategy.  This should: 
o Ensure regular staff communication is maintained even when 

there is nothing to tell them. 
o Develop a vision and an ‘elevator speech’ (a clear overview of 

your change project, which could be delivered to a key 
stakeholder in 90 seconds), to say what is changing, why it’s 
important, what success looks like and what they need from you. 

o Inform staff how often and in what way (e.g. The Source, 
workshops, team meetings, presentation/briefing, email) they’ll 
receive an update. 

o Ensure initial face-to-face communications for handling sensitive 
aspects of the organisational change, or where the change is 
significant. 

o Advise what the milestones are towards achieving the change. 

 The Partnership Forum agree the detailed processes to be applied for 
the organisational change. 

 Consult with staff affected by the change, encouraging their feedback 
and concerns to be raised on the change which affects them.  Tell 
them how their feedback will be used, what the boundaries are, i.e. 
what can they influence.   
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 Implement the organisational change. 

 Check that staff affected by the change agree with it, or at least 
understand it and have a chance to influence how it will be managed 
(e.g. workshops to capture and prioritise issues, then capture and 
prioritise solutions, to develop an action plan). 

 Set milestones so it’s clear what’s happening and when. 

 Report on progress: say what’s been achieved so far and what the next 
milestones are. 

 Evaluate the organisational change following implementation, to check 
the extent to which staff felt they were involved, lessons learnt and 
report back. 

 Assess successful achievement of the objectives. 
 
Roles & Responsibilities 
The CMT will: 

 Make decisions associated with organisational change. i.e. a decision 
to change a structure. 

 Be accountable for the organisational change (but ultimately the CEO). 
 
The Partnership Forum is responsible for: 

 Agreeing how staff affected should be involved, who is responsible for 
what; the timelines and which groups they think will be affected. 

 Ensuring that staff and their representatives are involved throughout 
the organisational change as early as possible. 

 Considering staff feedback at the Partnership Forum, to inform future 
plans. 

 Monitor and review effective use of policy. 
 
The lead person/group of the organisational change is responsible for: 

 Ensuring staff and their representatives are involved throughout the 
organisational change as early as possible. 

 Communicating regular updates to staff. 

 Working with managers and senior management, to ensure they are on 
board, understand the changes and are equipped to facilitate the 
change and support staff. 

 Reporting any issues as they arise, particularly in relation to staff 
concerns. 

 
Deployment 
For this to work, it is proposed that this approach will be: 

 Reviewed by staff side, so that it ensures staff will feel fully involved in 
organisational changes that affect them. 

 Incorporated into the Organisational Change Policy in December and 
attached as guidance. 

 Signed off by the Partnership Forum as part of the revised 
Organisational Change Policy in December 2014 

 Communicated to staff as part of the Organisational Change Policy in 
January 2015. 
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Assess & Refine 
We will be assured that this approach has been successful if staff report 
feeling more involved in decisions that affect them than they did in the 2010 & 
2013 staff surveys. 
 
The effectiveness of this approach will be measured in the next staff survey 
(2016), which will tell us to what extent staff felt: 
 

 Well informed about changes. 

 Clear about the purpose of proposed changes.  

 Appropriately involved in shaping the changes.  

 Understand what the proposed changes will mean in practice as early 
as reasonably possible. 

 
This approach and its deployment will also be reviewed no later than 
December 2016. It will also be improved through ongoing learning from any 
other organisational change processes that may take place between now and 
then. 
 
Nicola Thomson, Policy Officer 
April 2014 
 

 


