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THE CHALLENGE

Birmingham City Councils
HR department which
consisted of 450 individuals
needed to be reshaped and
restructured to align itself
to a HR Business Partner
model. Rialto was
appointment by BCC as its
changes management
specialist. Since BCC’s HR
restructure they have gone
on to win number of
awards, including most
recently ‘Excellence in
public sector HR' by
Personnel Today.

The new structure and new ways
of working would require HR
staff to work across directorates
on a project by project basis and
mean adopting new skills.

In parallel to the structure
change, SAP was also being
implemented. The new system
would increase day to day HR
responsibilities for Line
Managers and reduce
dependence on a central HR
function.

The changes within the HR
department were happening at
the same time as nine other
business transformation projects
and prior to a pay and grading
review which had not been well
received by the wider workforce.

The HR department was well
aware that the way they
transformed themselves would
send out a clear message to the
directorates about their ability to
implement and embrace change.

Creating the right impression
among the workforce was key if
HR were to be actively included
in the changes within
directorates.

Issues with the pay and grading
review were still very much in
the minds of employees who
would be impacted by the
structure changes. Therefore
achieving change was essential if
employees were to be re-
engaged with the organisation.
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There was also recognition that
some of the organisational
change processes and policies
were not people centric. For
example, drawing out the change
process by asking people to re-
apply for their job or assuming
that redeployment was the
preferred option for everyone
who were displaced without
asking the employee what they
wanted.

This is common of many
organisations were the belief
exists that job security should be
provided through redeployment
even if it means an individual
undertaking a job they are only
60% suited for.
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THE SOLUTION

Rialto recommended its best
practice change management
solution - Transforming the
Performance Culture.

Rialto advocated an approach
for Birmingham City Council
which allowed individuals to
develop self-shaped options
and to feel comfortable with a
choice not to redeploy.

Rialto advised the council that
when redeployment is the only
option and individuals end up
in a job which doesn’t suit
them and their self confidence
is damaged and this inevitably
leads to disengaged
employees.

The Rialto recommendation
was a process which actively
engaged the whole HR team
and created an opportunity for
everyone to have a one to one
conversation with their Line
Manager to discuss how the
change impacted them as an
individual and their current
ability of fitting into the
revitalised organisation.

Depending on an individual’s
likelihood of success in the
newly changed organisation
and their genuine appetite to
be part of it, one of three
options were positioned:

v" Change self
v" Change situation
v' Leave the organisation

Each of these options were
fully supported with a
programme tailored to the
individual which, clarified how
career risks would be
mitigated.

This ground breaking approach
gave individuals an opportunity
to actively choose not to be
part of the new world
organisation which, for various
reasons, no longer appealed to
the individual.

Rialto provided outplacement
and career transition support
to any individual who wanted
to exit the organisation.

Quite often as organisations
change shape, an employee’s
reason for wanting to be part
of it disappears and they no
longer fit.

This can be especially true in
public sector organisations
which are increasingly driven
by commercial objectives.

Individuals suddenly or
gradually find that the
organisation they initially
joined no longer exists and the
new shape of the organisation
doesn’t fit with their individual
values and drivers system.

THE RESULTS

The project highlighted a
number of difficult individual
employee circumstances. We
were able to tackle these head
on in a conservative manner,
reducing litigation liability for
the organisation.
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The project also identified a
vacancy for a HR Business
Partner for Schools.
Traditionally this is a difficult
role to fill with many types of
council forced to rely on
interim support.. Rialto was
able to use its Executive Search
capability to source a suitable
candidate.

As a result of the programme
individuals were not lost in a
‘one size fits all’ approach to
change. Those with the largest
appetite for the new world
were supported to deliver their
potential within it, without
having to expend unnecessary
time on re-applying for their
role.

Instead time and energy was
spent supporting them. Those
employees, who felt that their
potential for the new world
was low, they were provided
with alternative life choices.

This ensured the protection of
Birmingham City Council’s
employer brand in change -
something which had been
damaged by previous change
initiatives. It also meant that
the new structure arrived more
smoothly and delivered results
quicker.

Our Transforming the
Performance Culture
methodology has now been
recognised as a ‘change
partner’ in a strategy business
case to support the people
element of change for the
whole council.
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