Managing change in the workplace 

To begin the critical analysis of how a change of event in the work place reflects upon, not only the management of the change process but also the impact that change can have upon the organisation and the quality of the service provided. Firstly it may be worth nothing the definition of ‘change’ is quoted in Webster’s English Dictionary as …. 

“Change (transitive verb) to make different, to alter; to transform; to exchange; to put fresh clothes on. (2006 p73) 

As a manager of a setting one’s personal experience would tell that there are many different types of ‘change’ that can arise in a private day nursery, one example has recently occurred where two qualified members of the team, who both worked together in the baby room, terminated their contract of employment within weeks of each other. This became a problem as it only gave the company four weeks to: advertise the position, interview candidates and compare them to the person specification required for the job, then upon occupying the positions the new recruits needed to learn the everyday practices and bond with the children and of course the parents, who maybe understandably concerned with the issue. Therefore the process of change has to be organised to make the transition a smooth one. 

However as people we exist within contradiction. On the one hand, we need stability and security to perform well but on the other hand we can become stagnant, complacent and uncreative when we shy away from change or even when we find we simply cannot cope with it. It seems that we are more interested in the process of change and what the implications of change actually are. As there is no way of predicting when change will happen, as a manager it is better to be equipped to deal with it when it does. Any manager will tell you that in the nursery world staff turnover can be high. Therefore being better equipped will also create an environment where change is a natural and exciting 'organic' process. (Cole 2006 p.111) 

Consequently a manager needs to begin looking at the limitations they unconsciously place upon themselves. The greater our own understanding of how we are affected by change and how we react to it, the better prepared we will be to deal with it - whether that change is by our own choice or someone else's. (Mabey and Mayon-White, 1993 p8) 

Before looking at change management, it is important to mention that some people thrive on change. They can not stay in one job, in one relationship or in one country for very long. They need to shake up their own status quo. They sometimes create change just for the sake of it (Cannon. 1994 p 246) 

This on the other hand can cause problems to other people within the setting; people are pattern-making mechanisms. In general, our systems are more comfortable with pattern and routine than with change. Once a pattern is established, the left side of our brains (the logical, analytical, pattern-making sphere) will quite happily keep marching along that path. (Veccio1988 p 34) 

Any type of change that occurs asks us to change a point of view and adopt a way of seeing the world that is at odds with the way we are used to seeing it, thus causing us to tap into our insecurities. We can develop a feeling of unsure-ness, a sense of not quite knowing what the is ‘right’ thing to do. There is no longer a predictable, reliable pattern to follow, and where children are concerned, parents have to deal with these insecurities and worries immediately, simply being a voice for their children. 

One of the challenges with ‘Change Management’ is to maintain the current business operations while the changes are being implemented. A framework needs to be created and maintained within a positive environment, this will help people accept the changes leaving them prepared and committed to assist with implementing them. Employees need to feel empowered rather than feeling they are being manipulated or coerced, and focus needs to be on the long-term goals rather than on a quick-fix to the situation. 

John P Kotter says … 

“Change must involve the people - change must not be imposed upon the people” (Kotter 1996 p.88) 

However the process of managing change needs to be proactively managed, rather than reactively as ‘change’ can be scary for employees when it is imposed on them. Another reason being is that employees know what their current job entails and how to do it, after the change employees may think they will be incapable of fulfilling the role. Therefore communication is key to all ‘Change Management’ activities. As a manager one needs to be experienced and confident with their leadership skills, commitment, responsibility, and authority, these are all the attributes needed for Change Management. (Oden. 1999 p9) 

Rodd identified ten aspects of what change is: 
1. Is inevitable; 
2. Is necessary; 
3. Is a process; 
4. Occurs in individuals, organisation and societies; 
5. Can be anticipated and planned for 
6. Is highly emotional and can cause tension and stress; 
7. Is resisted by many people ; 
8. Can be adjusted by individuals and groups; 
9. Entails developmental growth in attitudes and skills, policies, procedures; 
10. Is best facilitated on the basis of diagnostic needs; (Moyles 2006 p11) 

Such lists can facilitate leaders in thinking about the needs of others during a process of change. Therefore the manager may want to take on a ‘Democratic Management’ style as it may be a beneficial approach to dealing with staff effectively. 

A democratic manager delegate’s authority to their staff, giving them responsibility to complete the task given to them, this can also be known as empowerment. Staff will complete the tasks using their own work methods. However, the task must be completed on time. Employees are involved in decision making giving them a sense of belonging and motivating individuals. Because staff feel a sense of belonging and is motivated, the quality of decision making and work also improves. Although popular in business today, a democratic management style can also have an adverse effect, by slowing down decision making because staff need to be consulted. Also some employees may take advantage of the fact that their manager is democratic by not working to their full potential and allowing other group members to 'carry' them. (Weightman 1999 p 145) 

It must also be acknowledged that the advantages of nursery’s are that they offer a structured environment. All nurseries in England are inspected by Ofsted regularly for registration purposes, nursery staff work closely together especially in rooms with more than one practitioner, and the manager oversees the running of the nursery. 

As a manager of a setting one would find it beneficial to occasionally move staff from room to room, not only to keep enthusiasm but also offering a change of ‘scenery’, this also enables the staff to obtain experience in all rooms. Therefore when there is a staff shortage due to annual leave, training or sickness the room would meet the ratios and the routines that are already established are maintained. Also by doing this a relationship has been formed with the children and their parents, therefore keeping clients happy. This method played a huge part in the transition of staff departure as the standard of care and continuity remained within the setting. This method also allowed the manager to interview and recruit suitable candidates at a steady pace and without hastily hiring the first person that comes along. It also saves the company from repeatedly spending large amounts of money on recruitment by finding a suitable candidate immediately and not one who is unsuitable therefore causing the recruitment and selection process to start again. 

Further support can be found in the work of Jim Givens who said… 

“Change is often forced upon an organisation by external sources such as a loss of a major customer. Good management will ensure that such an event has been considered and plans are in place to ensure a ‘knee jerk’ solution is avoided” (Givens 2004 p22) 

As a manager one found the initial process of maintaining high quality provision is to encourage practitioners to be confident enough to undertake detailed self-examination and formative assessments to identify areas for their own development, as well as the nurseries. This can be achieved by working towards and achieving the quality assurance scheme, also known as ‘Quality Counts’ that was set up by the National Day Nurseries Association (NDNA). It can be used by any day care setting to help improve quality through a rigorous self-assessment process. It is a national scheme, and is popular with both parents and nurseries as it is a ‘kite mark of quality,’ the head of the workforce development at NDNA Stella Ziolkowski, explains … 

‘It is about creating a real culture of continuous improvement so that nursery staff work together and in partnership with parents and other services to ensure each child receives the best possible care.’ (July 2006 p4) 
Being awarded the status brings a host of benefits, including increased staff motivation, which in turn helps to improve care and education for children and encourages staff to reflect on practice and advance the quality of care. Working towards Quality Counts, and then working to maintain the kite mark after the award is given will encourage staff to reflect on their practice and their professional skills, again advancing the quality of the care they offer to the children. 
Quality Counts modules consist of: 
• Management 
• Staff 
• Care and education 
• Environment 
• Visits and visitors 
• Children with special educational needs and disabilities 
• Child protection 
• Partnerships with parents/carers 
• Nutrition, serving food and oral health 
• Health and safety 
• Babies (optional) 
• School escort service (optional) 
• Out-of-school care (optional) 
• Work experience students (optional) (Ziolkowski July 2006 p5) 

The scheme is a special achievement and illustrates that the nursery is working above and beyond the government requirements. 
There are three levels awarded under Quality Counts: 
Level one – indicates a level of quality above the National Standards 
Level two – indicates a high level of quality. 
Level three – indicates an exceptional level of quality. (Ziolkowski July 2006 p5) 

The ‘Quality counts’ process involves all staff and includes making observations, portfolio building, self-assessment and independent assessment, with a site visit from an external Quality Counts assessor. It is a comprehensive programme and a nursery may keep a diary and include photographs of various projects that illustrate how it is meeting the Quality Counts requirements. 

The portfolio is also beneficial to new staff as by looking at the evidence that’s been built up they will have a clearer picture of the nursery, as well as the aims and objectives we follow in order to understand and improve on the quality of their own development and the progress of the setting. It also enforces the importance for team work and professionalism. Parents are also reassured that their child’s nursery is committed to continuously improving the provision regardless of any changes that occur. 

Initially although there was no major impact on the organisation of the nursery or the provision it provided, there was a slight disruption in regards to the key worker system. The key worker role is to tailor their group's curriculum to the unique needs of each individual child.  The key worker liaises with parents/ carers and outside agencies through shared record keeping ensuring that all children are supported in reaching their full potential. With the high adult to child ratio in the group, we were able to implement an excellent record keeping system, in which child observations were used as a basis for drawing up a curriculum that included differentiation for each individual child.  (DCSF 2008 P15) 

Consequently it took sometime for both new and existing staff to study each child’s records and to learn or familiarise themselves with the stages of development each child was at. Although it was a long process and the staff were aware that it was not going to be simple, they did however show lots of eagerness and enthusiasm to complete the task so that the children were receiving the quality of care they were used to. 

To bring to a close this analysis it proved that the nursery and staff within it were very capable of dealing with change and not crumble at the seams. It also showed their attitudes to change was not as narrow as One initially concluded, they all showed the understanding that Change is inevitable; and mostly change is for the good. When discussed with them the event that was going to happen in regards to the two staff leaving, they were all in harmony with the opinion that no one lives a life free of change. 

From a managers point of view it is important to understand how groups develop through stages of maturity, ability and how relationships are established, and as the group develops the manager may need to change their style, beginning with a directing style, moving through to coaching, then participating, finishing with delegating and becoming detached. This tactic helped with another concern, which was wide of the mark. There was the possibility of the other staff leaving because their colleagues had, almost causing a ricochet effect. Bruce Tuckman suggested a four-stage Model of progression. 

These four stages are commonly known as Forming, Storming, Norming and Performing: 

• Forming -is when the team have a high dependence on the leader for guidance and direction. At this stage socialising and team discussions are useful and usually productive. 
• Storming - team may have conflicts due to personality clashes, the goals of the individuals and the team’s availability or usage of the resources. This is where the manager will have to assert some authority to ensure things do not get out of hand. 
• Norming - systems are set up, working styles and methodologies are established and agreed. The manager should now start encouraging the staff to be creative and begin building their faith in their collective skills and abilities. 
• Performing – the team is working positively, creatively and productively together. The manager should allow the team now to work in their sub-groups and/or work on their own initiatives. (Tuckman 1965 bulletin 63) 

When the last stage has been accomplished One can begin to manage more effectively and be less operational. 

Therefore using the forming stage enabled the workers to feel more of a kinship with their workplace as they were able to have some kind of input instead of simply being told what to do. One calls this a suggestion scheme, which enabled workers to come up with ideas that might improve the way in which a nursery does something, which as the manager may have been overlooked. 

Therefore One can safely suggest that there was little if not any negative impact in the two members of staff leaving, it simply showed that the nursery is running with a high standard of organisation and competent staff. 

Also it revealed that the staff are purely considering the children at all times, applying the principles that all early years practitioners have to guide them. For example: 

• A Unique Child 
• Positive Relationships 
• Enabling Environments 
• Learning and Development (DCSF 2008 p 4) 

These four guiding themes work together to underpin effective practice in the delivery of the Early Years Foundation Stage. This is why after all we do what we do! 
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