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[bookmark: _Toc84611043][bookmark: _Toc89326544][bookmark: _Toc211953335]Introduction
Mid and South Essex Integrated Care Board (ICB) has sought to adopt one universal Organisational Change policy which is consistent in principle and application across the organisation.
The ICB actively manage its services to ensure the provision of the most effective health care for patients and customers within its resources.  It recognises that as a result, changes may need to be made to the ICB organisational requirements. The policy will guide managers who are leading change which may or may not include potential redundancies as well as colleagues who are affected by the proposed changes. 
[bookmark: _Toc89326545]Ongoing minor changes that reflect a team’s responses to evolving needs may not require formal consultation. Changes that will substantially change the roles within a team, the pay or the responsibilities associated with these roles, or will result in a reduction of the number of people doing particular roles will require formal consultation. 
[bookmark: _Toc211953336]Policy Statement
Change within the organisation can take many forms. Understanding the level and scope of the change will help you determine the process that you will need to take. All changes fall within two categories – ongoing changes or substantial changes.
Ongoing changes are where roles and teams change over time and there may be changing technology or a change to ways of working or because we need to respond to the changing needs of the people who come to us for help. These types of changes can usually be managed informally, through open communication and team collaboration and will not typically need formal consultation or union involvement. 
[bookmark: _Toc89326546]Substantial changes have more of a substantial impact on the team experiencing them. It may be necessary to completely restructure a team, reduce headcount, make significant changes to roles, meet new or changing needs or to reduce the costs associated with the team or service. When this happens a formal process should be followed.   
[bookmark: _Toc211953337]Scope
This policy applies to all ICB employees, whether permanent or employed on fixed term contracts. It does not apply to agency staff, bank staff, Independent Contractors or Office Holders or staff on employment breaks of over 12 months in duration. It is non-contractual and may be amended at any time in the ICB’s sole discretion. 
[bookmark: _Toc89326547][bookmark: _Toc211953338][bookmark: _Toc84611047]Roles and Responsibilities
Chief Executive Officer/ Executive Team
The Chief Executive and Executive Team – have ultimate responsibility for ensuring that mechanisms are in place for the overall implementation, monitoring and revision of this policy.
Managers 
Managers should be transparent about change and the process being followed. They should be open to challenges and willing to consider the views and suggestions of the people affected. 
Employees 
Employees are expected to cooperate with and contribute to change management processes that affect them, even if they disagree with the reasons for change. 
Human Resources
Human Resources are responsible for ensuring this policy and procedure is understood and followed consistently and for keeping the policy and procedure up to date. 
They are also responsible for informing the relevant department (currently NHS England) in writing of the proposal to make any employee redundant. 
They are also responsible for notifying the relevant Department (currently the Department for Business, Innovation and Skills (BIS)) in writing if the ICB proposes to make 20 or more employees redundant, within the terms of the legislation in force at the time. Advance notification to the relevant Department does not bind the ICB to make the employees redundant.
[bookmark: _Toc211953339][bookmark: _Hlk97556779]Procedure
Planning for Organisational Change
Before undertaking any change process, managers must ensure that there is a clear rationale for change. Where appropriate, this should be underpinned by data collection and analysis of information relevant to the business need triggering proposed change. Before commencing any major change process, a consultation paper should be written by the manager and submitted to the relevant committee/meeting for approval. HR advice should be sought in advance of this stage to ensure that the consultation paper comprehensively covers all workforce implications and that the proposals have been shaped in line with best practice, legal and other national requirements.
Consultation Procedure
Once the consultation paper has been approved, the consultation process can begin. All affected colleagues and relevant representatives should be invited to a formal announcement meeting, where the consultation paper will be presented and issued. There will generally be two methods of consultation: 
· Ongoing collective consultation via representatives throughout the
         consultation period (where the law requires); and 
· One or more individual consultation meetings with those at risk of 
redundancy 
The consultation document will include the details relating to the consultation. 
[bookmark: _Toc84611059][bookmark: _Toc89326549]Meaningful consultation
The purpose of consultation is to attempt to reach an understanding between colleagues and managers about the best way to meet the organisations future needs. This means that during consultation, colleagues may ask questions or make suggestions about the proposed changes and the way these changes are implemented. 
Consultation topics may include, amongst other things: 
· Clarification questions about the proposed changes 
· Suggestions about the proposed changes or alternative job titles 
· Questions about individual circumstances or effects of the change 
· Suggestions about other ways the organisational need can be met 
· Questions about the possibility of voluntary redundancy 
· Suggestions or questions about the proposed selection process 
· Questions about new roles or other suitable alternative roles. 
5.4       Responding to Consultation 
As the consultation period reaches the end, managers will seek any final responses from representatives and once the consultation period has closed, managers will review what has been raised during the consultation period and make a decision about the way forward. They will usually then prepare a consultation outcome paper which summarises the process and confirms the final decision about the proposed changes. 


[bookmark: _Toc19521734]5.5       Time periods for consultation
[bookmark: _Toc207116925][bookmark: _Toc211947922][bookmark: _Toc211953340]Where collective consultation obligations arise, consultation will continue for a period of no less that the statutory timescales:
· Where between 20-99 redundancies are proposed consultation should  
commence at least 30 days before the proposed redundancy takes place.
· Where 100 or more redundancies are proposed consultation should
commence at least 45 days before the proposed redundancy takes place. 
It is open for the parties to agree to shorten these periods provided the affected employees’ consent. 
In some circumstances it may be necessary to increase the duration of the consultation period. This may happen where it has not been possible to meet key milestones in the consultation process or where there is a possible change in finances or available work which could affect the proposal itself. Managers should let everyone affected by the change know as early as possible if this happens. 
[bookmark: _Toc207116926][bookmark: _Toc211947923][bookmark: _Toc211953341]5.6        Selection Processes
The type of change proposed will be a determining factor in the decision made about any selection processes that may be needed. 
Where there is no effect on the number of people in a particular role, it may be considered that the existing job duties and responsibilities can be easily incorporated into the new structure without significant changes. This will be determined by a role mapping exercise comparing the existing role to the new role. Once a role has been matched this will be shared with a representative for comment, however the final decision for matching will be the responsibility of the management team with support from the HR team. 
In certain circumstances, it may be appropriate to use scoring against a selection matrix to identify the best way to resource the team in the future. In some circumstances, where new roles will combine a mix of existing and new skill sets, it may be appropriate to run a competitive interview process to find the people who best meet the new requirements. 
The consultation paper may outline which selection process will be used for each role affected including an explanation of any mapping and matching process that has been followed. When deciding which section process to use, managers should work with HR to test the overall fairness of the preferred selection process. 

[bookmark: _Toc19521741]5.7        Voluntary Redundancy
In order to reduce the need for compulsory redundancies, the option of voluntary redundancy may be considered where it is clear that the number of current employees is greater than the number of jobs available in the new structure.
Where such a scheme is available, details will be set out and employees given the opportunity to indicate that they wish to take voluntary redundancy.  Employees would be advised of their entitlements in order that they can make an informed decision. 
The ICB may target or restrict the application of voluntary redundancy opportunities, depending on the organisational change agenda at any point in time and taking into account the make-up of the workforce and other local circumstances. The decision to accept or reject an application for voluntary redundancy from an individual remains with the ICB and the rationale for any decisions reached will be communicated to the individual employee(s) prior to the process commencing.  
5.8 [bookmark: _Toc19521742]       Employees at Risk of Redundancy
Once the selection process has been completed, individuals will be invited to a formal meeting to discuss outcomes. Colleagues will be given their statutory right to be accompanied to such a meeting. Colleagues will be informed of the selection decisions and provisional outcomes. At this meeting they will have the opportunity to ask questions or bring evidence-based challenges to the managers’ attention. Once the consultation process is complete, any employee to be dismissed by reason of redundancy, will receive a written notice of redundancy, with a right to appeal the decision. 
Employees given notice of redundancy will normally be placed on the ICB’s redeployment register at this point. Employees on the Redeployment Register will be given priority consideration for all posts that are or become vacant in the ICB whilst they are at risk and up until the last day of their notice. Employees on the Redeployment Register will be required to register with NHS Jobs and apply for posts via that medium. In addition, the HR team will notify employees of potential opportunities and posts which are considered to be suitable alternative employment. 
Managers may decide, in consultation with employees and their representatives, to place employees on the redeployment register at an earlier stage in the process. For example, where there are very few posts available in the new structure and to maximise opportunities for redeployment.

5.9 [bookmark: _Toc19521743]       Suitable alternative employment
A reasonable search should be conducted for any potential suitable alternative roles for any employee who is selected for redundancy. 
An employee who unreasonably refuses to apply for or accept an offer of suitable alternative employment will lose their right to a redundancy payment.
5.10 [bookmark: _Toc19521744]Trial periods and training
A trial period will apply where a formal offer of suitable alternative employment has been made. The purpose of a trial period is for both the manager and the individual to assess the suitability of the post as alternative employment.
The trial period will normally last for four weeks but may be extended by mutual agreement where an employee requires additional training and development or where reasonable adjustments are required, in line with the Equality Act 2010.
If the trial period is unsuccessful, other than for a reason of misconduct on the part of the employee, redundancy arrangements will apply as from the date when the original contract of employment will terminate. Until the end of their notice period employees will be considered for other suitable alternative employment if available which will be subject to the same arrangements including a trial period.
[bookmark: _Toc19521745]5.11      Absent employees
With the exception of staff on employment breaks for more than 12 months, all staff absent from work for any reason should be included in the consultation process and any subsequent selection process in the same way as other affected staff and should be kept updated throughout the consultation process.
[bookmark: _Toc19521746]5.12     Redundancy arrangements
The terms under which a redundancy payment is payable are set out in the Agenda for Change: NHS Terms and Conditions of Service Handbook, Section 16. 

5.13     TUPE 

Where a service transfers to a new organisation, or into the organisation, employees employed in that service will transfer to the new organisation under a transfer order or the Transfer of Undertakings (Protection of Employment) Regulations 2006 (as amended).
These regulations protect the existing terms and conditions of employment for staff and ensure that continuity of service is protected.
[bookmark: _Toc19521748]5.14     Pay protection
The ICBs’ pay protection policy may apply in an organisational change situation.  The policy is in place in order to support employees who, as a result of organisational change, are required to move to a new post which would entail a reduction of earnings and certain terms and conditions of employment.
[bookmark: _Toc19521749]5.15     Change of location
If, as a result of organisational change, there is a requirement to move employees from their normal place of work to another location within the ICB and this results in increased travel costs to and from work, employees may be reimbursed their extra daily travelling expenses in accordance with the Agenda for Change Handbook provisions.
[bookmark: _Toc19521750]5.16     Temporary/urgent redeployment of resource to meet a business need
In exceptional circumstances, there may be a requirement to temporarily redeploy / second employees to suitable alternative roles to meet an immediate need.  This could be in relation to a shortfall in capacity within the organisation, for example, or if a specific urgent task or project required delivery at short notice.  In any such cases, the affected employee would not suffer any financial detriment because of the temporary redeployment/secondment and their substantive role would be held open for their return at the end of the placement (subject to any organisational change processes that occurs during that period).  The terms of the redeployment / secondment would be confirmed to the employee in writing at the outset and would be facilitated with their agreement. 
By agreeing to such a temporary change, the employee would not affect their substantive position or their entitlement to a redundancy payment in the future.
[bookmark: _Toc19521751]5.17      Personal and professional support
All employees affected by the organisational change will be encouraged to seek the advice and support of their trade union.
             Relevant support will be provided by the ICB and may include:

· help with preparation for interviews.
· help with the production of CVs/application forms (including assistance
         with NHS Jobs).
· careers advice.
· support in developing coping strategies and stress management, 
	through the EAP service.
· time to meet with recognised trade union representatives to discuss
	the change.
· further assistance to employees who are at risk of redundancy will
	include reasonable paid or unpaid time off to seek other employment or undertake training.
· Even after the change has taken place, the ICB acknowledges that employees may take some time to adjust to the change itself. Managers should remain available to employees to manage any issues that arise and support employees through the transition.
5.18 [bookmark: _Toc19521752]Complaints 
If employees wish to raise an issue relating to any aspect of the proposed reorganisation (including, without limitation, their own selection for redundancy), that issue will ordinarily be addressed under the consultation process (including, without limitation, any right to appeal).  It will not ordinarily be addressed as a separate grievance and/or under the ICB’s Grievance Procedure.  
[bookmark: _Toc211953342]6.      Monitoring Compliance
The monitoring of compliance to this policy and procedure will be the responsibility of the Human Resources Team.  A confidential log will be kept which will enable statistical analysis for reporting purposes.
[bookmark: _Toc84611060][bookmark: _Toc89326550][bookmark: _Toc211953343]7.      Employee Training
[bookmark: _Toc84611061][bookmark: _Toc89326551]There are no specific training requirements to implement this policy. However, managers will be able to access advice from the HR Department on the implementation and interpretation of this policy.
[bookmark: _Toc211953344]8.      Arrangements for Review
[bookmark: _Toc207116930][bookmark: _Toc211947927][bookmark: _Toc211953345]This policy will be reviewed no less frequently than every two years.  An earlier review will be carried out in the event of any relevant changes in legislation, national or local policy/guidance, organisational change or other circumstances which mean the policy needs to be reviewed.
[bookmark: _Toc207116931][bookmark: _Toc211947928][bookmark: _Toc211953346][bookmark: _Toc84611062]If only minor changes are required, the sponsoring Committee has authority to make these changes without referral to the Integrated Care Board. If more significant or substantial changes are required, the policy will need to be ratified by the relevant committee before final approval by the Integrated Care Board.
[bookmark: _Toc89326552][bookmark: _Toc211953347]9.      Associated Policies, Guidance and Documents
Associated Policies and Procedures:
· ICB Pay Protection Policy 
· ICB Grievance Policy 
·  ICB Disciplinary Policy 
[bookmark: _Toc89326553][bookmark: _Toc211953348]10.    References
· [bookmark: _Toc89326554]Agenda for Change Handbook
· Protection from Redundancy (Pregnancy and Family Leave) Act 2023 
[bookmark: _Toc211953349]11.    Equality Impact Assessment (EIA)
   The EIA, at Appendix A, identified no equality issues with this policy.
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[bookmark: _Toc89326557][bookmark: _Toc89326561]INITIAL INFORMATION
	Name of policy: Organisational Change Policy
	

Version number (if relevant):  3.0
	Directorate/Service: People Directorate


	Assessor’s Name and Job Title: 
Rachel Stinson, HR Business Partner/ Transactional HR


	Date: 
29/07/2025



	OUTCOMES

	Briefly describe the aim of the policy and state the intended outcomes for employees 

	The organisation will not tolerate bullying and harassment of any kind. 
ICBs have a duty to deliver their services in the most appropriate and cost-effective way possible and to remain responsive and flexible as an organisation. In order to achieve that, there are times when the organisational structure needs to be amended, and redundancy considered. The policy ensures that these changes are managed in a fair and consistent manner.

	EVIDENCE

	What data / information have you used to assess how this policy might impact on protected groups?

	The ICBs monitor the composition of their workforce under the nine protected equality characteristics and report on this annually.  This information helps ICBs to assess the potential impact of its policies upon employee.

	Who have you consulted with to assess possible impact on protected groups?  If you have not consulted other people, please explain why? 

	Trade Unions (RCN and MiP) have been involved in the development of this policy and any comments will be taken into consideration


ANALYSIS OF IMPACT ON EQUALITY 
The Public Sector Equality Duty requires us to eliminate discrimination, advance equality of opportunity and foster good relations with protected groups.   Consider how this policy / service will achieve these aims.  

N.B. In some cases it is legal to treat people differently (objective justification).

· Positive outcome – the policy/service eliminates discrimination, advances equality of opportunity and fosters good relations with protected groups.
· Negative outcome – protected group(s) could be disadvantaged or discriminated against.
· Neutral outcome – there is no effect currently on protected groups.
Please tick to show if outcome is likely to be positive, negative, or neutral.  Consider direct and indirect discrimination, harassment, and victimisation.
	Protected
Group
	Positive
outcome
	Negative
outcome
	Neutral
outcome
	Reason(s) for outcome

	Age
	
	
	√
	No impact identified

	Disability
(Physical and Mental/Learning)
	√
	
	
	Trial periods in line with Equality Act 2010, including reasonable adjustments.

	Religion or belief
	
	
	√
	No impact identified

	Sex (Gender)
	
	
	√
	No impact identified

	Sexual 
Orientation
	
	
	√
	No impact identified

	Transgender / Gender Reassignment
	
	
	√
	No impact identified

	Race and ethnicity
	
	
	√
	No impact identified

	Pregnancy and maternity (including breastfeeding mothers)
	√
	
	
	Protection from Redundancy (Pregnancy and Family Leave) Act 2023 

	Marriage or Civil  Partnership
	
	
	√
	No impact identified



	MONITORING OUTCOMES

	Monitoring is an ongoing process to check outcomes.  It is different from a formal review which takes place at pre-agreed intervals.

	What methods will you use to monitor outcomes on protected groups?

	It is expected that any issues in respect of the implementation of the policy will be identified as a result of employees exercising their right to request an individual meeting with their manager and trade union representative or work colleague.  
All organisational change is also discussed with union representatives and, at a time of significant change affecting the whole organisation we would expect to have regular meetings with union representation in which the impact of the policy in practice on individuals will be reviewed.
There is also a right of appeal against the decision to dismiss an employee by reason of redundancy. 



	REVIEW

	How often will you review this policy / service? 

	Every 2 years as a minimum and earlier if there are any significant changes in legislation, policy or good practice.

	If a review process is not in place, what plans do you have to establish one?

	
N/A
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