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Summary  
 

 

The Organisational Change Policy supports the implementation of change 
management programmes within the Trust.  
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Data Protection Act 2018 (General Data Protection Regulation – GDPR) Legislation 

The Trust has a duty under the DPA18 to ensure that there is a valid legal basis to process 
personal and sensitive data. The legal basis for processing must be identified and 
documented before the processing begins. In many cases we may need consent; this must 
be explicit, informed and documented. We cannot rely on opt out, it must be opt in. 

DPA18 is applicable to all staff; this includes those working as contractors and providers of 
services. 

For more information about your obligations under the DPA18 please see the Information Use 
Framework Policy or contact the Information Governance Team rch-tr.infogov@nhs.net 
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1. Introduction 
1.1. The Royal Cornwall Hospitals Trust (the Trust) is committed to ensuring the 
impact of change and reconfiguration on staff is handled fairly, effectively and in 
line with the agreed process. 
 
1.2. Change within the Trust is an inevitable consequence of continually striving 
to improve services to patients and/or in response to external factors such as 
legislative or policy changes. 

 

1.3. The Trust will seek to manage all change programmes in a planned, open 
and honest way in order to maximise the potential benefits and minimise any 
adverse implications for staff. 
 
1.4. A key objective will be to minimise disruption and uncertainty to staff and 
services.  Whenever possible, if staff are displaced they will be slotted in to 
existing or new posts. 
 
1.5. The Trust is committed to supporting staff throughout the process of 
organisational change by consulting and communicating appropriately with the 
staff members involved, listening carefully to their views and taking into account 
their first-hand knowledge.  In addition it will support individuals and/or teams, for 
example, via the Learning and Development department and Occupational 
Health and Wellbeing service. 

 

1.6. Throughout the process every attempt will be made to use the ability, 
qualifications and competencies of staff to best effect. 
 
1.7. The Flexible Working and Work-life Balance Policy will be applied whenever 
possible to minimise the impact of organisational change.  This might apply, for 
example, to start and finish times. 

 

1.8. This version supersedes any previous versions of this document.  

2. Purpose of this Policy/Procedure 
The aim of the policy is to: 

▪ provide clear guidance to managers to enable the fair and effective 
implementation of major organisational change 

▪ ensure that all change programmes are managed in a planned, open 
and honest way in order to maximise the potential benefits and minimise 
any adverse implications for all staff.  These include: 

❖ maximising redeployment and training opportunities 

❖ minimising the need for any redundancies 

❖ retaining knowledge, skills and experience competencies, and  

❖ using the ability, qualifications and competencies of staff to best 
effect. 
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3. Scope 
The policy applies to all employees of the Trust affected by organisational 
change.  

4. Definitions / Glossary 
4.1. For the purpose of this policy ‘a change management programme’ is 
defined as a major or significant organisational change, which may include, 
for example: 

▪ the closure, transfer or reconfiguration of a specific service or facility 

▪ a decision to accept a tender for a service previously provided in-
house (ie TUPE Regulations) 

▪ a specific programme designed to achieve quality and/or productivity 
improvements 

▪ a response to statutory requirements 

▪ changes to the way in which services are organised or managed. 
 

4.2. A list and description of the meaning of the terms used in the context 
of the document should be provided. 

5. Ownership and Responsibilities  

5.1. Role of Director of People and Organisational Development 
The Director of People and Organisational Development (OD) is responsible for 
ensuring the policy is applied fairly and consistently across the Trust.    
 

5.2. Role of General Managers, Clinical Directors and Heads of 
Service 

General Managers, Clinical Directors and Heads of Service are responsible for:  

▪ overseeing the dissemination and implementation of this policy across 
their service/ care group  

▪ considering the impact the policy may have on their teams and service, 
ensuring it is fairly  and consistently applied.    
 

5.3. Role of Managers  

Managers are responsible for:  

▪ providing information about potential organisational change in a timely, 
open way  

▪ wherever possible anticipating the need for change and seeking early 
involvement from their People Partner and Trade Union/Professional 
Organisation Staff-Side representatives 

▪ ensuring all affected staff are offered the opportunity of 1:1 support as 
appropriate including any affected staff that may be on long-term absence 
eg long-term sick leave, maternity, adoption, shared parental leave, 
secondment and employment break 
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▪ ensuring the full participation of Staff-Side representatives in the process, 
agreeing facility time off as appropriate 

▪ where a change could result in job losses, making every effort to avoid 
compulsory redundancies.    
 

5.4. Role of Individual Staff 

All staff members are responsible for:  

▪ engaging  with the opportunities  for communication offered to them 

▪ being proactive for their own future career direction 

▪ engaging in all efforts  to secure an alternative role 

▪ being as flexible as possible in their employment options considered.  
 

5.5. Role of People Partners 

People Partners will: 

▪ support and advise managers  who are responsible for managing  
organisational change 

▪ work to ensure fairness in the application of this policy  

▪ ensure the requirements of employment legislation are applied.   
 

5.6. Role of Trade Union / Professional Organisation 
Representatives   

Trade Union and Professional Organisation representatives will: 

▪ engage with managers and People Partners in the change management 
process and advise and support their members.   
 

5.7. Role of Occupational Health and Wellbeing  

Occupational Health and Wellbeing will: 

▪ provide support for staff affected by organisational change.  

6. Standards and Practice 

6.1. Consultation, communication and engagement procedure  

6.1.1. When organisational or service change is being considered 
this should be discussed at the earliest opportunity with Joint 
Consultative Negotiating Committee (JCNC) Staff-Side 
representatives, at least one of whom should be a trade 
union/professional organisation representative of the staff group 
affected by the changes under consideration.  In the first instance this 
is the responsibility of the lead/responsible manager or director and 
People Partner.  Following this, proposals for changes to services and 
potential impact on staff will be brought to the attention of the full JCNC 
at the earliest opportunity.  This will include a copy of the consultation 
document being circulated to the JCNC and discussed at the JCNC 
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management meeting prior to the start of the consultation. Each 
consultation document will be accompanied by an initial Equality 
Impact Assessment (EIA). 
 
6.1.2. Open, timely and meaningful consultation and discussion will 
take place with affected staff and the Trust’s recognised staff 
representatives at the earliest opportunity when change or 
reconfiguration is anticipated.  Information regarding the proposed 
change, how it is proposed to implement the plan and its implications, 
will be communicated to all staff affected through group and one to one 
meetings and/or in writing as appropriate. 

 
6.1.3. The Manager/Director will be responsible for leading the 
process by setting out a proposal or proposals.  They will be supported 
by a People Partner.  Consultation regarding any change will typically 
be held for a period of between 14 and 30 calendar days, to be agreed 
with the Staff-Side representative(s).  The consultation period may be 
extended where major changes are proposed e.g. to meet statutory 
consultation periods. 
 
6.1.4. The consultation and discussion meetings will aim to: 

▪ ensure staff and their representatives have an opportunity to 
consider the impact of the proposals upon their personal 
circumstances, working practices, service outcomes and/or 
working environment 

▪ discuss the organisational reasons and benefits for the proposed 
change 

▪ invite staff to discuss their concerns and respond to the proposals 
either at the meeting or subsequently within a given time-frame 

▪ discuss and explore, in a meaningful way, any alternative 
proposals for change. 

 
6.1.5. Affected employees will be provided with comprehensive 
information regarding proposed changes as part of the consultation, 
using the framework set out in Appendix 3.  Managers must ensure that 
staff temporarily absent from work are provided with documentation and 
information relating to the consultation process and are invited and 
encouraged to contribute to this process. 
 
6.1.6. Individuals will have the right to be accompanied by their staff 
representative or workplace colleague at all consultation meetings. 

 
6.1.7. In some circumstances, for example, where there is a statutory or 
NHS policy requirement or where there is an over-riding strategic or 
operational need, it may not be possible to consult about the change 
because there is only one practical option available.  In these circumstances 
trade union representatives will be informed of the specific circumstances at 
the earliest opportunity.  In these exceptional circumstances the consultation 
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will concentrate on the impact and the implications of the change. 
 

6.1.8. A record of discussions and actions arising will be made and 
circulated to staff for information. 

 
6.1.9. Staff are encouraged, but are not obliged, to attend 
consultation meetings.  However, managers must demonstrate efforts 
have been made to invite attendance, particularly for staff who are 
temporarily absent from work (e.g. maternity leave, secondment, 
employment break, sick leave etc, where home visits may be more 
suitable) and that all follow up correspondence is circulated. 

 
6.1.10. Following the end of the consultation period a careful review of 
the comments, ideas and views received from staff affected, as well as 
Trade Union representatives, will be made with a view to reaching an 
agreement on the proposed changes. 

 
6.1.11. The final changes will be put in place and the process and 
timescale for implementation to be followed will be confirmed in writing 
to staff and their representatives promptly, including a final EIA. 

 

6.2. Pay protection  

Where an employee is redeployed, as a result of organisational 
change, to an alternative post where the basis pay is less than that in 
the current post, the Trust’s Pay Protection policy will apply. 
  

6.3. Measures to minimise the impact on staff  

6.3.1. Where a change could or will result in job losses, the Trust will 
make every effort to avoid compulsory redundancies.  
 
6.3.2.  It is the responsibility of the manager to meet with the affected 
post holders at the earliest opportunity to clearly explain the reasons 
for the relevant changes and to answer any questions the post holders 
may have. 

 
6.3.3. Additional Measures 

Where redundancies could occur the following measures will 
be applied:  

▪ vacant posts will be ‘frozen’  

▪ overtime will be eliminated or reduced 

▪ external recruitment will only take place when the 'at 
risk' internal procedure has been completed (see 
Section 6.4 below) 

▪ bank/agency use will be reduced to a minimum 
compatible with maintaining services.  Agency staff will 
be only used in exceptional safety situations 
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▪ all temporary and short-term appointments will be 
reviewed to ensure that redeployment opportunities are 
maximised 

▪ consideration will be given to staff who wish to 
voluntarily reduce hours subject to the needs of the 
service/department 

▪ consideration for voluntary redundancy or voluntary 
retirement (see Section 6.3.4 below). 

 

6.3.4. Voluntary Redundancy and Voluntary Early Retirement  

6.3.4.1 The Trust will consider, at its sole discretion, 
applications for voluntary redundancy and voluntary early 
retirement.  This is likely to be agreed only in the 
circumstances where: 

▪ there is a clear over supply of staff and skills 

▪ the redeployment process is unlikely to bring about the 
necessary savings in the timescale required 

▪ redundancy, pension and notice costs are compatible 
with the any savings target. 
 

6.3.4.2 Staff who wish to be considered for voluntary 
redundancy or voluntary early retirement should speak to their 
senior manager in the first instance. He/she will then discuss 
the application with the appropriate Director to request 
agreement in principle so that costings can be considered and 
a decision made.  

 
6.3.4.3 Expressions of interest in voluntary redundancy or 
voluntary early retirement will be received and discussed 
without prejudice to an employee’s contractual position.  

 

6.4. Identification of staff who may be ‘at risk’ of redundancy  

6.4.1. Where job losses could occur, staff will be identified as ‘at risk’ 
by their manager. 
 
6.4.2. It is the responsibility of the current manager to identify staff 
who are 'at risk'.  Where possible, staff 'at risk' will be slotted into 
suitable vacancies within the same or an associated department as 
soon as possible.  Selection must be based upon clear, objective and 
justifiable reasons. 

 
6.4.3. Eligibility for slotting-in to a post in a new structure will be 
based on the following criteria: 

▪ the job content and range of responsibilities will be the same or 
substantially the same 
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▪ the new post comprises 60% or more of the current 
responsibilities, content and scope of the employee’s role 

▪ the employee is judged to meet the minimum essential 
requirements of the new role 

▪ the number of posts is the same or exceeds the number of current 
post holders 

▪ the pay band is the same or where the pay band is one band 
below but all other criteria have been met, an employee may be 
slotted into the post with pay protection. 

 
6.4.4. Where more than one employee is considered to be eligible for 
slotting in to a post, the new post will be ring-fenced and the employees will 
undertake a selection process of limited competition. 
 
6.4.5. If no suitable posts are available within the new structure then 
suitable alternative employment should be sought.  This will involve an 
employee being identified as being ‘at risk’ of redundancy and registering 
on the redeployment register (see Appendix 4). 

 
6.4.6. The Trust will provide a list of posts and number of post holders 
‘at risk’ to the JCNC and Joint Local Negotiating Committee (JLNC).  The 
JCNC and JLNC reserve the right to challenge staff identified as ‘at risk’ 
where they believe a decision by management is unfair or ill judged.  Such 
issues will be progressed through the Grievance and Disputes Policy and 
Procedure. 

 
6.4.7. All employees will be offered local support and advice to help 
them in their efforts to secure a suitable alternative post, eg: establishing 
transferable skills, interview skills. 
 

6.5. Redeployment of ‘at risk’ staff  

6.5.1. Vacancies will not be advertised externally or internally unless 
it is clear that there are no staff ‘at risk’ who should be given priority 
consideration.  The People Partner(s) will retain a staff 'at risk' register 
and, together with the appropriate Executive Director, will agree to 
release jobs for advertising where there are no 'at risk' candidates 
within the Trust. 
 
6.5.2. For staff at Band 8a or above, redeployment will be reviewed 
with partners in the system throughout Cornwall and Isles of Scilly. 
 
6.5.3.  Staff 'at risk' will be considered for a vacancy if they meet the 
basic requirements of the person specification or where they will be 
able to meet these requirements within a reasonable time period given 
training and familiarisation. 

 
6.5.4. Subject to interview a redeployment post will be offered on a 
four-week trial period (longer, where appropriate).  An assessment, 
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based on objectives and standards to be met during the trial, will take 
place between the appropriate manager, the member of staff and, if 
necessary, People Partner during the third week of the trial to assess 
the potential for the post to be made permanent.  Alternatively, the trial 
will be extended for an agreed period. Should the trial be deemed 
unsuccessful, the trial will cease at the point of assessment. If the trial 
is successful the appointment will be confirmed. 

 

6.5.5. If the member of staff is unsuccessful at the interview or the first 
trial is unsuccessful they will, wherever possible, be offered a second trial 
period in a different post. The second trial period will be on the same terms 
as the first trial period. 

 

6.5.6. If a second trial is unsuccessful the options available to the 
employee are likely to be: 

▪ a third trial if a suitable trial is available 

▪ dismissal with or without a redundancy payment. 
 

6.5.7. The member of staff will remain on the redeployment register 
until either:  

▪ the end of their notice period, or  

▪ they are redeployed, whichever is the earliest.  
 
The Director of People and Organisational Development may, in 
exceptional circumstances, extend this period. 
 
6.5.8. Suitable alternative employment should be determined by 
reference to Sections 138 and 141 of the Employment Rights Act 1996.  
In considering whether a post is suitable alternative employment, 
regard should be had for the personal circumstances of the employee.  
Employees will, however, be expected to show some flexibility. 
 
6.5.9. All offers of suitable alternative employment will be made in 
writing. 

 
6.5.10. A member of staff who unreasonably refuses an offer of 
suitable alternative employment, or who resigns during the trial period, 
may lose their entitlement to a redundancy payment. A meeting will be 
held with the employee, to discuss the reasons for the refusal, at which 
they are entitled to be accompanied by a work colleague or a trade 
union/professional organisation representative or official. 

 
6.5.11. Termination of employment - if redeployment is not secured 
during the redundancy notice period, the employee will be notified and 
informed of the terms of the redundancy payment scheme. 

 
6.5.12. Employees under formal notice who are offered alternative 
employment, either within or outside of the NHS, to commence prior to 
the end of the redundancy period, may be released early depending on 
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the needs of the department.  However, any redundancy payment that 
would have been payable may be affected and amended accordingly. 

 
6.5.13. The appropriate People Partner will meet with individual 
members of staff on request to discuss their preferences and any 
personal circumstances that affect the positions that they are suitable 
for. 

 
6.5.14. Training - where suitable alternative employment is identified 
but the employee requires some further training, this will be discussed 
in full and a Performance Development Plan (PDP) developed.  This 
may involve induction training, on the job training, internal and/or 
external courses or refresher training. 

 
6.5.15. Excess Travel - an employee whose place of work changes 
because of organisational change will be entitled to claim excess 
mileage in accordance with the Trust policy on excess mileage. 
 

6.6. Right of appeal  

6.6.1. Any individual or collective grievances or disputes arising from 
the operation of this policy will be addressed through the Trust 
Grievance and Disputes Policy and Procedure.  
 
6.6.2. The Trust would not normally offer a right of appeal against any 
decision to dismiss for redundancy.  This is because there has to be finality 
as other people (who have been told their jobs are secure) may be affected 
if the redundancy process is reopened.  However, if an individual believes 
there has been a serious failure in the redundancy process, they should 
write to the Director of People and OD, within three calendar days of being 
notified of their selection for dismissal, explaining the reasons why so the 
Trust may consider the points put forward. 
 

7. Dissemination and Implementation 

7.1. A copy of the policy will be stored electronically in the Human 
Resources section of the Trust’s document library.  
 
7.2. A copy of the policy will be circulated to key stakeholders within People 
and OD Services to enable them to support the implementation of the policy. 

 

7.3. The Chair of the JCNC (and JLNC) will be advised of the issuing of the 
reformatted policy. 

8. Monitoring compliance and effectiveness  

Element to be 
monitored 

▪ Number of staff made redundant/staff redeployed 
as a result of organisational change, including 
equality data.  

▪ Number of grievances received in respect of the 
organisational change process. 
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Lead ▪ Director of People and OD 

Tool ▪ At risk register/redeployment register  
▪ Employee Relations database. 

Frequency Annually 

Reporting 
arrangements 

To the People and OD Services senior management 
Team and POD. 

Acting on 
recommendations  
and Lead(s) 

Director of People and OD will ensure subsequent 
recommendations are undertaken, including the 
development of an action plan for any deficiencies, 
within an agreed time-frame. 

Change in 
practice and 
lessons to be 
shared 

Any system improvements agreed via the action 
planning process will be actioned in partnership with 
Staff-Side within three months. 
 
Lessons will be shared with all the relevant stake-
holders.  Any revision to policy will be communicated 
to staff. 

9. Updating and Review 
9.1. This policy will be reviewed no less than every three years or earlier in 
view of any developments which may include legislative changes, national 
policy instruction (NHS or Department of Health), Trust Board decision, or 
request by either party.  

 
9.2. Where the revisions are significant and the overall policy is changed, 
the revised document should be taken through the standard consultation, 
approval and dissemination processes.  

 
9.3. Where the revisions are minor, approval can be sought from the 
Executive Director responsible for signatory approval, and can be re-
published accordingly without having gone through the full consultation and 
ratification process.  

10. Equality and Diversity  
10.1.  The Royal Cornwall Hospitals NHS Trust is committed to a policy of 
equal opportunities in employment.  The aim of this policy is to ensure that 
no job applicant or employee receives less favourable treatment because of 
their race, colour, nationality, ethnic or national origin, or on the grounds of 
their age, gender, gender reassignment, marital status, domestic 
circumstances, disability, HIV status, sexual orientation, religion, belief, 
political affiliation or trade union membership, social or employment status 
or is disadvantaged by conditions or requirements which are not justified by 
the job to be done. This policy concerns all aspects of employment for 
existing staff and potential employees. 
  
10.2.   The Initial Equality Impact Assessment Form is at Appendix 2. 

 
10.3.   Provision is made in the policy for staff to have the opportunity as 
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appropriate to apply for voluntary redundancy and voluntary early retirement. 
 

10.4.   In accordance with the Disability Confident Employer Scheme, the Trust 
will work to ensure the continued employment of disabled staff and staff with 
health-related conditions.  This will be achieved by managers making reasonable 
adjustments to ensure these staff will not be placed at a disadvantage in a 
redundancy situation and when seeking redeployment.   

 

10.5.   Employees who are on maternity leave are entitled to receive priority in 
respect of being offered suitable alternative employment. Employees on adoption 
leave and shared parental leave have the same right.   
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Appendix 2. Initial Equality Impact Assessment  
 

 
  

Section 1: Equality Impact Assessment Form 

Name of the strategy / policy /proposal / service function to be assessed 
Organisational Change Policy V3.1 

Directorate and service area: 
Human Resources 

Is this a new or existing Policy? 
Existing 

Name of individual/group completing EIA 
Helen Strickland 

Contact details: 
01872 258594 

1. Policy Aim 
Who is the 
strategy / policy / 
proposal / service 
function aimed at? 

The policy aims to ensure that all change programmes are managed 
in a planned, open and honest way in order to maximise the 
potential benefits and minimise any adverse implications for all staff. 

2. Policy Objectives To ensure the impact of any change and reconfiguration on staff is 
handled fairly, effectively and in line with the processes outlined in 
the policy. 

3. Policy Intended 
Outcomes 

▪ Maximum redeployment and training opportunities. 
▪ Avoid or minimise the need for any redundancies. 
▪ Retention of knowledge, skills and experience, using the ability, 

qualifications and competencies of staff to best effect.   
 

4. How will 
you measure 
the outcome? 

▪ Analysing the redeployment data. 
▪ Monitoring and analysing any grievances received in respect of 

the application of the policy.  
▪ Monitoring equality data.  
▪ Qualitative feedback from staff, managers and HR practitioners 

who have been involved in the implementation of the policy. 

5. Who is intended 
to benefit from the 
policy? 

Managers and staff 

6a). Who did you 
consult with? 

 
 
b). Please list any 
groups who have 
been consulted 
about this procedure. 

Workforce  Patients  
Local 
groups 

External 
organisations 

Other  

✓     

Please record specific names of groups: 
 
JCNC (original policy) 
Policy Review Group 

c). What was the 
outcome of the 
consultation? 

 No issues of concern identified. 
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7. The Impact 
Please complete the following table.  If you are unsure/don’t know if there is a negative impact 
you need to repeat the consultation step. 
Are there concerns that the policy could have a positive/negative impact on: 

Protected 
Characteristic 

Yes No Unsure Rationale for Assessment / Existing Evidence 

Age 

 

✓ 

 

Provision is made in the policy for staff to apply 
for voluntary redundancy and voluntary early 
retirement (section 10.3). 

 

Sex (male, female 
non-binary, asexual 
etc.)   

✓ 

 

The policy, applicable to all employees who are 
affected by organisational change, states the Trust 
will work to ensure that the policy does not 
discriminate against employees on the grounds of 
sex, trans-gender or gender assignment. 

Gender 
reassignment  

✓ 
  

Race/ethnic 
communities 
/groups  

✓ 

 

The policy, applicable to all employees who are 
affected by organisational change, states the Trust 
will work to ensure that the policy does not 
discriminate against employees on the grounds of 
race. 

Disability  
(learning disability, 
physical disability, 
sensory impairment, 
mental health 
problems and some 
long term health 
conditions) 

 

✓ 

 

The policy refers to the need for managers to make 
reasonable adjustments to ensure that any staff 
affected by redundancy with a disability or health-
related condition are not placed at a disadvantage 
because of their condition (section 10.4).   

Religion/ 
other beliefs 

 

✓ 

 

The policy, applicable to all employees who are 
affected by organisational change, states the Trust 
will work to ensure that the policy does not 
discriminate against employees on the grounds of 
religion or belief. 

Marriage and civil 
partnership 

 

✓ 

 

The policy, applicable to all employees who are 
affected by organisational change, states the Trust 
will work to ensure that the policy does not 
discriminate against employees on the grounds of 
marriage or civil partnership. 

Pregnancy and 
maternity 

 

✓ 

 

Employees who are on maternity leave are entitled 
to priority in respect of being offered suitable 
alternative employment as are employees who are 
on adoption leave/or shared parental leave 
(section 10.5). 

Sexual orientation 
(bisexual, gay, 

heterosexual, lesbian)  

✓ 

 

The policy, applicable to all employees who are 
affected by organisational change, states the Trust 
will work to ensure that the policy does not 
discriminate against employees on the grounds of 
sexual orientation. 
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If all characteristics are ticked ‘no’, and this is not a major working or service 
change, you can end the assessment here as long as you have a robust rationale 
in place. 

I am confident that section 2 of this EIA does not need completing as there are no highlighted 
risks of negative impact occurring because of this policy. 
 

Name of person confirming result of initial 
impact assessment: 

Helen Strickland 

If you have ticked ‘yes’ to any characteristic above OR this is a major working or 
service change, you will need to complete section 2 of the EIA form available here: 
Section 2. Full Equality Analysis 
 
For guidance please refer to the Equality Impact Assessments Policy (available from 
the document library) or contact the Human Rights, Equality and Inclusion Lead 
debby.lewis@nhs.net 

 
 
 
 
 
 
 
 
 
 
 
 
 

 

 
  

 

 

 

 
 

 

 
 
 
 

 
 

  

http://doclibrary-rcht-intranet.cornwall.nhs.uk/DocumentsLibrary/RoyalCornwallHospitalsTrust/ChiefExecutive/Templates/Section2FullEqualityAnalysis.docx
mailto:debby.lewis@nhs.net
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Appendix 3. Organisational Change - consultation document 
template  
 
1. Introduction  
 
The purpose of this paper is to provide information to those staff employed by the Trust 
affected by the proposed implementation of…. (detail the specific project description and the 
reason for the paper). 
 
2. Background 
 

• Detail relating to the project, including: reason for the change national or/and local 
drivers, detail of the changes proposed and associated benefits, when the change is 
proposed to take effect from, how staff will be affected (legal, economic, social 
changes), options for the proposed changes, the rationale for the proposed changes 
etc 

• Attach the new structure chart/workforce plans (where they are changing) 
 
3. Scope 
 
The post and number of staff who will/maybe affected by the change are/or are likely to be: 
 

Post Band WTE 

   

   

   

 
4. The Consultation Process 
 
The consultation process will be undertaken in accordance with the principles set out in the 
Trust’s Organisational Change policy, a copy of which is accessible via the Trust’s document 
library.  
 
The consultation process is designed to ensure that all staff affected by the change(s) 
outlined in this paper have the opportunity to express their views, comments and ideas in 
accordance with Section 6.1.4 of the policy. 
 
The Trust is keen to ensure that it is as flexible as possible during the consultation process.  
The consultation will be for a period of <<enter number of days>>, commencing from 
<<date>> and will conclude on <<date>>.   
 
The consultation will take the form of group meetings for all staff to attend, ask questions 
and raise issues or concerns they may have.  Consultation will then move to individual 
consultation on a one-to-one basis between staff and their manager to discuss more 
confidential or personal matters. 
 
At any time throughout the consultation period an individual may raise comments or 
questions by contacting the consultation leads as follows: -  
 
Enter lead manager, contact details 
Enter People Partner, contact details 
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5. Timescale for Consultation 
 
Table 1 - sets out the key consultation dates and timetable: 
 
 

Start Date End Date Action 
 Dates of each 
action to be 
entered here 

 For example: 

Meeting with staff representatives  

Start of consultation process 

Group consultation meeting date(s)  

1:1 meetings   

Consultation period ends   

Information and comments collated from the  
consultation process  

Meet with staff to confirm outcome and final 
proposal and next steps 

 
 
6. Representation 
 
Staff may be accompanied throughout the consultation process, including group and 1:1 
meetings by a Trade Union/Professional Organisation representative or work colleague.  
The Staff-Side Chair has also been given a copy of this consultation document for 
information. 
 
7. Excess mileage (If applicable) 
 
Additional (excess) mileage incurred by staff members who, as part of the changes, are 
required to move reporting location to another site will be paid in line with the Trust’s Staff 
Travel and Expenses Policy, a copy of which is accessible via the Trust’s document library.   
 
8. After the consultation period 
 
Confirmation will be given to staff affected by the changes that the consultation period has 
finished and written details provided setting out the next steps in terms of implementation 
and completion of the project plan. 
 
 
 
Signed by manager leading the consultation 
Job Title  
 
Date 
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Appendix 4. Redeployment Scheme 
 

 
1. Introduction 
 

The aim of the Redeployment Scheme is to assist staff ‘at risk’ of redundancy find 
alternative employment.     

 
 2. Scope 
 

2.1.  The scheme applies to all employees in all staff categories who are identified 
formally as being ‘at risk’ of redundancy. 
 
2.2. Staff who are seeking redeployment under another formal Trust policy, eg 
capability, but are not ‘at risk’ of redundancy will not be excluded from the principles 
of the process. 

 
3. Key Principles 
 

3.1. The scheme details processes and principles to govern both the placement of 
staff on the redeployment register and their subsequent recruitment into suitable 
alternative employment. 

 
3.2. The objectives of the scheme will be to: 

▪ fill posts with the most suitably qualified and experienced people 
▪ retain valuable talent, knowledge, skills and experience 
▪ minimise or avoid redundancy   
▪ maintain effective care and services for patients 
▪ avoid unnecessary costs 
▪ act fairly and lawfully. 

 
3.3. The Trust will make every effort to ensure the scheme does not have the effect 
of discriminating, either directly or indirectly, against employees on the grounds of 
age, race, colour, nationality, ethnicity, disability, religion or belief, sex, gender 
reassignment, transgender, marriage or civil partnership, pregnancy or maternity, 
sexual orientation or trade union membership or non-membership. 

 
4. Redeployment Process  
 

4.1. The scheme is a process through which vacancies are registered and 
advertised on a restricted basis in the first instance, to enable staff who have been 
declared ‘at risk’ and placed on the Trust Redeployment Register to be given priority 
consideration to any vacancies that arise in the Trust.  

 
4.2 An individual is deemed to be ‘at risk’ if they have been formally issued with 
an ‘at risk ‘letter as a result of organisational change.    

  
4.3. A high level process for placing staff on the redeployment register is outlined 
in Figure 1 below. 
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4.4. A vacancy will not be advertised externally until it is confirmed that no suitable 
matches can be made from the ‘at risk’ register.  
 
4.5. A full process will be written for at risk staff and they will be given a nominated 
point of contact in the People and OD Service. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  

Organisational and/or 
service change 

Fig 1 - Placing staff on the redeployment register 

Identify staff as potentially 
‘at risk’ of redundancy 

Place on redeployment register 

Fig 2 – Recruitment process for the redeployment procedure 

Vacancy identified 

Is vacancy still 
required? Close vacancy No 

Consider staff listed on the 
‘at risk’ register 

Recruit from 
register? Process closed Yes 

Proceed to open 
recruitment unless subject 

to county or national 
redeployment arrangements 

Process closed 

Yes 

No 

Stage One 

Stage Two 
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Appendix 5. Extract from the NHS Terms and Conditions of 
Service Handbook 

 

Amendment 40, 1 April 2019  

Section 16 - Redundancy Pay (England) 
Introduction 
 
16.1  This Section sets out the arrangements for redundancy pay for employees dismissed by 

reason of redundancy who, at the date of termination of their contract, have at least 2 years 
of continuous full-time or part-time service. These take effect from 1 April 2015. It also sets 
out the arrangements for early retirement on grounds of redundancy and in the interests of 
the service, for those who are members of the NHS Pension Scheme and have at least two 
years of continuous full-time or part-time service and two years of qualifying membership in 
the NHS Pension Scheme.  NHS contractual redundancy is an enhancement to an 
employee’s statutory redundancy entitlement, the statutory payment being offset against any 
contractual payment.  

 
Definition of redundancy 
 

16.2  A dismissal will be by reason of redundancy if it is mainly or wholly attributable to: 
 

▪ the fact that the employer has ceased, or intends to cease to carry on the business for 
the purposes of which the employee was employed; or to carry on the business in the 
place where the employee was so employed; or  

 
▪ the fact that the requirements of the business for employees to carry out work of a 

particular kind; or the requirements of the business for employees to carry out work of a 
particular kind in the place where they were so employed, have ceased or diminished or 
are expected to cease or diminish.  

 
Qualification for a redundancy payment 
 
16.3  To qualify for a redundancy payment the member of staff must be an employee, working 

under a contract of employment for an NHS employer. ’NHS employer’ means any of the 
organisations listed at Annex 1 in this Handbook and any predecessor or successor body. 
Non-executive directors of NHS organisations do not qualify. Contracts of employment may 
be written or verbal, and can be for a fixed period or be continuous. In law, employees have 
a contract as soon as they start work and in accepting and undertaking the work required 
they accept the terms and conditions offered by the employer. To qualify for a redundancy 
payment the employee must also have at least 2 years of continuous full-time or part-time 
service.  A redundancy payment will only be paid where the employee is dismissed by reason 
of redundancy. 

 
Definition of continuous service 
 
16.4  “Continuous service” is calculated in accordance with Part XIV, Chapter 1, of the Employment 

Rights Act 1996, “Continuous Employment.” For the purpose of determining whether service 
has been continuous it does not matter whether an employee works on a full-time or part-
time basis. For the purpose of determining eligibility for redundancy pay, previous continuous 
employment with different NHS employers may be counted as long as there has not been a 
break of a week or more (measured Sunday to Saturday) between any periods of 
employment. 
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Definition of reckonable service 
 
16.5  “Reckonable service” for the purposes of an NHS redundancy payment, which is calculated 

on the basis of the service up to the date of termination of the contract, means continuous 
full-time or part-time employment with the present or any previous NHS employer but with 
the following additions: 
 
▪ subject to paragraph 16.6 below, where there has been a break in service of 12 months 

or less, the period of employment prior to the break will count as reckonable service; 
▪ periods of employment as a trainee with a general medical practitioner, in accordance 

with the provisions of the Trainee Practitioner Scheme, will count as reckonable service; 
▪ at employer discretion, any period or periods of employment with employers outside the 

NHS, where these are judged to be relevant to NHS employment, can be included in 
reckonable service – see Section 12 of the handbook. 

 
16.6 The following employment will not count as reckonable service: 

▪ employment that has been taken into account for the purposes of a previous redundancy, 
or loss of office payment by an NHS employer; 

▪ where the employee has previously been given pension benefits, any employment that 
has been taken into account for the purposes of those pension benefits. 

 
Definition of a month’s pay 
 
16.7  “Month’s pay” means whichever is the more beneficial of the following calculations: 

 
▪ 4.35 times a week’s pay, calculated in accordance with the provisions of Section 221 to 

224 of the Employment Rights Act 1996; 
 

▪ an amount equal to 1/12th of the annual salary in payment at the date of termination of 
employment. 

 
Calculation of redundancy payment 
 
16.8  The redundancy payment will take the form of a lump sum, dependent on the employee’s 

reckonable service at the date of termination of employment. The lump sum will be calculated 
on the basis of one month’s pay for each complete year of reckonable service, subject to a 
minimum of two years’ (104 weeks’) continuous service and a maximum of 24 years’ 
reckonable service being counted. 

 
▪ For those earning less than £23,000 per year (full time equivalent), the redundancy 

payment will be calculated using notional full-time annual earnings of £23,000, pro-rated 
for employees working less than full time.  

 
▪ For those earning over £80,000 per year (full time equivalent) the redundancy payment 

will be calculated using notional full-time annual earnings of £80,000, pro-rated for 
employees working less than full time. No redundancy payment will exceed £160,000 
(pro-rata).  

 
16.9 Fractions of a year of reckonable service will not be taken into account. 

 
Early retirement on grounds of redundancy for employees entitled to pension benefits 
 
Qualification criteria 
 
16.10  Members of the NHS Pension Scheme who are made redundant and meet the conditions set 

out below may choose to retire early and use the redundancy payment, set out in paragraphs 
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16.12 to 16.15 to buy out all or part of the pension benefits reduction. To qualify for early 
retirement the member of staff must: 
 
▪ be an active member of the NHS Pension Scheme in respect of the employment that is 

being terminated; 
▪ have at least two years’ continuous service and two years’ qualifying membership of the 

NHS Pension Scheme; 
▪ have reached the minimum pension age. The Finance Act 2004 allows for protection of 

a minimum pension age of 50, for members who had the right to take reduced benefits 
at that age on 5 April 2006.  This protection may continue as long as members retiring 
early after 6 April 2010 take all their benefits payable under scheme rules. In the NHS 
Pension Scheme, for those without this protection, members who first joined and some 
who returned to the scheme after 6 April 2006, minimum pension age is 55.   

 
Definition of qualifying membership 
 
16.11  ‘Qualifying membership’ is membership that counts towards establishing entitlement 

for benefits. Pensionable membership is service that counts when calculating the value of 
pension benefits. This may be different from reckonable service for the purposes of a 
redundancy payment as it can include pensionable service from previous periods of 
employment with the NHS or another employer, and periods of part-time working. 

 
Use of redundancy payment to pay for early retirement 
 
16.12  Pension benefits that are paid earlier than a member’s normal pension age are usually 

reduced to cover the cost of paying the pension early.  The amount of reduction is calculated 
by the scheme actuary and depends on how early the pension has been taken. 

 
16.13  Subject to meeting eligibility criteria, the redundant member of staff can choose to exchange 

their redundancy lump sum payment in return for immediate payment of their qualifying 
pension benefits at the point of redundancy, with such actuarial reduction applied that has 
not been bought-out. The employer will use the employee redundancy lump sum payment to 
pay a contribution to the relevant NHS pension scheme in order to buy-out as much of the 
actuarial reduction as the value of the redundancy lump sum payment permits. 

 
16.14  If the value of the redundancy lump sum payment that would otherwise have been payable 

under paragraph 16.8 exceeds the cost of buying out the reduction, the redundant individual 
will receive a redundancy lump sum payment that is equivalent to the difference between the 
two amounts. If the value of the redundancy lump sum payment is not sufficient to buy-out 
the full reduction, the pension benefits are proportionally reduced by the remainder. Where 
this is the case, members have the further option to make an additional contribution to the 
relevant NHS pension scheme in order to buy-out the remaining reduction using their own 
personal funds. The additional contribution option may only be exercised before the pension 
is paid. 

 
16.15  If the redundant member of staff does not wish to take unreduced or partly reduced pensions 

benefits early, they can opt to keep their redundancy lump sum payment and either preserve 
their pension benefits for payment at a later date or take those benefits immediately but with 
a reduction applied in the same way as if the member had opted to take voluntary early 
retirement. 

 
Repayment 
 
16.16  If, before the date of termination, an employee is offered suitable alternative employment with 

their own employer or with another NHS employer and that employment starts within 4 weeks 
of the termination date, they will not be entitled to a redundancy payment. 
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Treatment of concurrent pensionable employment 
 
16.17 Where there is concurrent pensionable employment, members may choose between: 
 

▪ ceasing all pensionable employment and taking all pension benefits. For members of the 
1995 section of the NHS Pension Scheme, this means that they cannot be pensionable 
again in the scheme. (An employment may continue if it is not more than 16 hours a 
week, without affecting the payment of enhanced benefits, but it will not be pensionable 
in the scheme); and 
 

▪ taking benefits only in respect of the employment that is being terminated on redundancy 
grounds, in which case they can continue being pensionable in other employments. 

 
16.18 Members with concurrent practitioner and non-practitioner employments (as defined by the 

relevant NHS pension scheme), who choose to cease all pensionable employments, will 
receive only their non-practitioner benefits on redundancy grounds. Where appropriate, 
benefits for practitioner membership may be taken on an early retirement basis with an 
actuarial reduction or preserved for payment normal pension age. (1) (2) 

 
(1) Where practitioner membership ended 12 months or more before the date of non-practitioner retirement 

on redundancy grounds, and all other posts have ceased, pension benefits accruing from practitioner 
service will be paid at the same time, reduced to the extent that the actuarial reduction which would 
otherwise apply is bought out in accordance with paragraphs [16.12 to 16.15]. 

 
(2) Practitioners are general medical and general dental practitioners. 

 

16.19 The member can exchange their redundancy lump payment and use other personal funds (if 
required) to buy-out the cost of paying benefits early, including the pension costs accruing 
from other terminating employment. 

 
Exclusion from eligibility 
 
16.20  Employees shall not be entitled to redundancy payments or early retirement on  

grounds of redundancy if: 
 
▪ they are dismissed for reasons of misconduct, with or without notice; or 

 
▪ at the date of the termination of the contract have obtained without a break, or with a 

break not exceeding four weeks, suitable alternative employment with the same or 
another NHS employer; or 

 
▪ unreasonably refuse to accept or apply for suitable alternative employment with the same 

or another NHS employer; or 
 
▪ leave their employment before expiry of notice, except if they are being released early 

(see Paragraphs 20 to 21 below); or 
 
▪ they are offered a renewal of contract (with the substitution of the new employer for the 

previous NHS one); or 
 
▪ where their employment is transferred to another public service employer who is not an 

NHS employer. 
 
Suitable alternative employment 
 
16.21 Employers have a responsibility, before making a member of staff redundant or agreeing 

early retirement on grounds of redundancy, to seek suitable alternative employment for that 
person, either in their own organisation or through arrangements with another NHS employer.  



 

Organisational Change Policy V3.1 
Page 33 of 36 

Employers should avoid the loss of staff through redundancy wherever possible, to retain 
valuable skills and experience where appropriate within the local health economy. 
 

16.22  ‘Suitable alternative employment’, for the purposes of paragraph 16.20, should be 
determined by reference to Sections 138 and 141 of the Employment Rights Act 1996. In 
considering whether a post is suitable alternative employment, regard should be had to the 
personal circumstances of the employee. Employees will, however, be expected to show 
some flexibility. 

 
16.23  For the purposes of this scheme any suitable alternative employment must be brought to the 

employee’s notice in writing or by electronic means agreed with the employee, before the 
date of termination of contract and with reasonable time for the employee to consider it. The 
employment should be available not later than four weeks from that date. Where this is done, 
but the employee fails to make any necessary application, the employee shall be deemed to 
have refused suitable alternative employment. Where an employee accepts suitable 
alternative employment the ‘trial period’ provisions in Section 138 (3) of the Employment 
Rights Act 1996 will apply. 

 
Early release of redundant employees 
 
16.24  Employees who have been notified of the termination of their employment on grounds of 

redundancy, and for whom no suitable alternative employment in the NHS is available, may, 
during the period of notice, obtain other employment outside the NHS. 
 

16.25 If they wish to take this up before the period of notice of redundancy expires the employer 
will, unless there are compelling reasons to the contrary, release such employees at their 
request on a mutually agreeable date. That date will become the revised date of redundancy 
for the purpose of calculating any entitlement to a redundancy payment under this 
agreement. 
 

Claim for redundancy payment 
 
16.26  Claims for redundancy payment or retirement on grounds of redundancy 

must be submitted within six months of the date of termination of 
employment. Before payment is made the employee will certify that: 
 
▪ they had not obtained, been offered or unreasonably refused to apply for or accept, 

suitable alternative health service employment within four weeks of the termination date 
and they understand that payment is made only on this condition and undertake to refund 
it if this condition is not satisfied. 

 
Retrospective pay awards 
 
16.27  If a retrospective pay award is notified after the date of termination of employment, then the 

redundancy payment and/or pension will be recalculated, and any arrears due paid. 
 
Disputes 
 
16.28 An employee who disagrees with the employer’s calculation of the amount of redundancy 

payment or the rejection of a claim for redundancy payment, should make representations to 
the employer via local grievance procedures. See also paragraph 16.25 about making a claim 
for a redundancy payment. 
 

 
 
 
Early retirement in the interests of the efficiency of the service 
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16.29  Members of the NHS Pension Scheme will receive payment of benefits without reduction if 

they retire early in the interests of the efficiency of the service, and they satisfy the qualifying 
conditions set out in paragraph 16.10.  Retiring early in the interests of the service is a 
flexibility available at employer discretion. In these cases, no redundancy payment is due. In 
agreeing to retirement in the interests of the service, the employer undertakes to pay the 
costs of paying the pension and lump sum early.  Employers will need to ensure that they 
exercise this discretion appropriately and will be conscious of the implications of any potential 
discrimination on grounds of age, gender, gender identity or gender expression, pregnancy 
or maternity, marriage or civil partnership, race, religion or belief, disability, or sexual 
orientation. 
 

16.30  These arrangements are aimed at employees who have given valuable NHS service in the 
past but are no longer capable of doing so. This might be because of new or expanded duties 
or a decline in the ability to perform existing duties efficiently but not so as to qualify them for 
ill health retirement. Employers would be expected to consider alternatives before agreeing 
to early retirement, including reasonable adjustments to an existing role or potential suitable 
alternatives. 
 

16.31  The relevant NHS pension scheme certifies the grounds on which early retirement is taking 
place. The scheme does so on the basis of the information provided by the employer. In each 
case, therefore, an appropriate senior manager should authorise the early retirement, 
ensuring that the relevant criteria have been met. 

 
Employer responsibilities 
 
16.32  The cost of redundancy early retirement to the employer is limited to the value of the 

redundancy lump sum payment. However, employer contributions to the NHS Pension 
Scheme do not cover the costs of early retirement benefits in the interests of the service. 
There is a requirement for NHS employers to pay these costs if they retire staff early in the 
interests of the service. 
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Appendix 6. Short guide outlining the main points of the 
Organisational Change Policy 

 
1. Consultation, Communication and Engagement procedure 

       The main stages in the process to consider and progress are:  

• Early engagement with Staff-Side - set out the details of the change, process to be 
followed and timeframe; invite comments, views and ideas. This can be taken forward 
by arranging for the Joint Negotiating Committees (JCNC and JLNC) to be briefed, 
so that staff representatives can be nominated. 

• Preparation of a consultation paper - by the lead manager which details the 
proposals for the redesign/reconfiguration using the template set out in Appendix 3 
of the policy. Include an initial EIA.   

• Communication and distribution of the consultation paper - and other related 
information regarding the change and its possible implications to affected staff and 
their representatives through group and one to one meetings. Remember to involve 
staff who are on maternity/sick leave/ secondment/employment break or are absent 
due to other reasons.  

• Consultation period with staff - regarding the changes, typically for a period of 
between 14 and 30 calendar days, although this may be extended where major 
change is proposed to meet statutory consultation periods. Notes of each meeting 
must be kept and circulated to those affected. Set a clear time frame. 

• Review and careful consideration of all responses received - either being sent to 
individuals or a summary compiled for response to all staff. The final changes to be 
made along with process and timescale for implementation should be confirmed to 
staff and their representatives promptly.  

• Right to be accompanied - by all staff by their staff representative or work colleague 
during the consultation period. 

 
2. Measures to minimise the impact on staff 

• Redeployment - where a change could result in job losses/changes, every effort will 
be made to avoid compulsory redundancies by seeking suitable redeployment 
opportunities.  

• Measures to minimise the impact on posts include: freezing vacancies; 
elimination or reduction in overtime;  reduced bank and agency to a minimum 
compatible with maintaining safe services; reviewing temporary and short term 
appointments; applications for reduced working (subject to the needs of the service) 
and applications for voluntary redundancy (to be considered at the Trust’s sole 
discretion).  
 

3. Identification of staff who may be or at risk of redeployment or redundancy (‘at 
risk’) 

• Where possible, staff identified as being ‘at risk’ by their manager should be 
appointed into suitable vacancies within the same or associated department using 
the methodology and principles contained in the policy (‘slotting in’ or through ‘closed 
competition’ as appropriate).  Additional support and guidance for individuals involved 
in competitive selection can be sought from Learning and Development.  
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• If no suitable posts are available within the new departmental structure, suitable 
alternative employment should be sought across the Trust. This can be achieved by 
registering the individual on the at risk register. 

 
4. Redeployment of staff ‘at risk’  

• Staff ‘at risk’ will be considered for any suitable vacancy if they meet the basic 
requirements of the person specification. Subject to interview, they will be offered the 
post subject to a four-week trial. If the individual is unsuccessful at interview or the 
trial is unsuccessful (based on an assessment of objectives and standards to be 
achieved) they will remain on the redeployment register until the end of the notice 
period or until they are redeployed, whichever is the earliest.   

• In considering alternative employment staff will be expected to show some flexibility. 
A member of staff who unreasonably refuses an offer of suitable alternative 
employment or who resigns during a trial period may lose their entitlement to a 
redundancy payment. 

• Managers are expected to support the redeployment of staff into their team by e.g. 
offering flexible working patterns, including job share to fill a vacancy, where 
appropriate to service need.  

• Where suitable alternative employment is found but the employee requires some 
training, this will be fully discussed and a Performance Development Plan should be 
developed.    

• Where an employee is redeployed to an alternative post where the basic pay is less 
than that of the current post the Trust Pay Protection policy will apply.  

• Where, as a result of redeployment, the distance from home to work increases, then 
additional cost (excess mileage) may be claimable in accordance with the Staff Travel 
and Expenses policy.      

 
5. Right of appeal  

• Any grievance or disputes arising from the operation of the policy should be 
addressed by using the Trust Grievance and Disputes Policy. 

• The Trust would not normally offer a right of appeal against any decision to dismiss 
for redundancy.  However, if an individual believes there has been a serious failure 
in the redundancy process, they should write to the Director of People and OD, within 
three calendar days of being notified of their selection for dismissal, explaining the 
reasons why so the Trust may consider the points put forward. 
 

 


