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[bookmark: _Toc113168161]Introduction:
Every organisation wants to have strong leaders as they are essential to the success of the organisation and the accomplishment of its goals. Leader and leadership are two of the terms that are most frequently used in research on management and education. The correct type of leader with accurate traits can lead a company towards profitability and help bring about necessary changes. Keeping this in mind, one other term that we need to consider in a managerial and organisational perspective is the concept of change. Whether it is personal or professional, change is inescapable. To advance, especially in your professional career, change is also necessary. Change may not always be accepted positively or may even at times face some resistance from the employees or other stake holders. As Galli (2018) mentions in his work, ‘…Maintaining the same position ten to fifteen years later usually means that change has been limited. However, we as individuals and organizations are creatures of habit, so change is not always easy…’
Changes that are made within organisations may affect the people within organizations differently at different levels. However, to remain profitable and to keep up the pace of the company with the fast-paced changing world, organizations it is important to change constantly and proficiently. There are various factors involved, both micro and macro, in the environment that assist and push towards the constant change in a company which may not always be accepted positively or may take time to accept.
This report looks at and analyses the current forces for change in the organisations micro and macro environment that can impact workplace culture and capability. We will be looking at certain tools such as the SWOT and PESTEL analysis to understand the micro and macro environments. It then further will evaluate how organisational stakeholders can be efficiently led through complex workplace change while drawing upon a model and effectively applying it to a workplace. We will be looking at some of the theories and models of change management such as Kotter’s 8 Step Model for Change and Lewin’s Change Management Model. The report will also take the opportunity to discuss why there might be at times issues in smoothly implement change in an organization and what approaches can be taken by leaders or organisations to help smooth out the process. Moreover, a brief look at the kind of leadership that can help bring about change smoothly will also be touched upon.
[bookmark: _Toc113168162]What is Change Management?
"The process of continually renewing an organization's direction, structure, and capabilities to serve the ever-changing needs of external and internal customers," according to the definition of change management (Moran and Brightman, 2001). Change has been studied and researched over for years with many different theories and models brought up to understand the need for change and what change really constitutes in order to achieve sustainable, growing and profitable organisations. Burnes (2004) claims that both at the operational and strategic levels of an organisation, change is a constant aspect of life. There should be no question about how crucial it is for any organisation to be able to see where it needs to go and how to manage the changes necessary to get there (Todnem By, 2005).
The process of change has been growing rapidly within a fast-paced world and it will continue this way. Managers, leaders, and organisations will constantly be judged by how they lead the company towards change and its future. They will be checked on how efficient or effective they are at managing and bringing about the change. The challenge is not only to bring the change but also to face the adversities the change may face, to look at any issues that might arise both internally and externally in face of the change, helping their teams cope with and understand the change and its necessity. Businesses and managers are faced with more complex and dynamic operating environments (Paton and McCalman 2008). 
Different media sources, technologies and products are submerging, and it makes one realize that there needs to be a holistic approach taken to bring about change and to keep up with that pace. Almost all organizations—public and private, big, and small—now view change as their biggest challenge. This is especially true of large, well-established "complex adaptive" organisations. Change is pervasive, and it is almost universally believed that it is accelerating in both rate and pace.
[bookmark: _Toc113168163]Analysing the relationship between environmental change and organisational capability
Numerous factors have an impact on every type of business. In other words, a specific type of organisation can never exist or function "in a vacuum" (Summer, 2021). It is a component of the business environment, a bigger thing. This environment can be broadly divided into two types. The microenvironment is the first one. This category affects how a specific business operates on its own. The latter is the macro-environment, which has an impact on how all currently operating commercial entities operate. The executives in charge of the organisations need to understand the environment in which they operate (Edwards, n.d.). This is due to a number of factors. First, the environment offers the resources that a company needs to produce its services and goods. Secondly, change provides a set of opportunities and threats to the organisation which help shape the future of the company. The environment further shapes the numerous strategic decisions companies take as the leaders try and take their companies towards positive change and success.
All of this is a part of the change management process. To lead the people side of change and achieve a desired business outcome, change management is "the application of a structured process and set of tools; it is both a process and a competency" (Creasy, 2018). An organisation, project team, or individual must recognise the need for change in this circumstance. Additionally, it strives to change from its current state in order to achieve the desired state. When something is referred to as a process, it can be used repeatedly once it has been put into place, whereas when something is referred to as a competency, it should typically produce an effective result.
Before creating a workable change management plan, an organisation should be aware of the various change models available and determine which is most appropriate for their project or organisation. However, understanding what the micro and macro environment consists of first is most important.
[bookmark: _Toc113168164]Micro-Environment:
The environment that directly affects your business is known as the micro-environment (Summer, 2021). It is associated with the specific region in which your business operates and has the potential to directly impact all of your business procedures. In other words, it includes all the elements that have a particular impact on your company. They have the power to affect the daily operations of your business and its overall performance. However, they don't have a particularly lasting impact. These include:
1. Customers – these stakeholders bring about some changes to your company through certain factors that are part of their influence and lifestyle. These factors related to customers include: stability of demand of a product or service, prospects of sale growth, relative profitability, and intensity of competition (Summer, 2021).
2. Suppliers – in a market where the supplier is the only available on or has high demand from companies, they will definitely influence the decisions made at any managerial level. Such as the price of a product due to the supply of raw materials, and insurance that the business is getting the necessary number of supplies and resources to provide further.
3. Competitors - Your competition on the market is any company that sells a product that is identical to or similar to the one you do such as taking the example of NIKE and Addidas or Coca Cola and Pepsi. Thus, their sales and marketing strategies are very important to you. You need to provide answers to a variety of questions, such as how their product and price affect yours and how you can use that to your advantage. Moreover, you may need to come up with strategies to tell customers how and why your product is better than the competitors. And this can be done through constant change and improvisation by leaders and organisations.
4. Resellers – these people affect your sales and marketing all the time, especially if a product or service is sold through a third party. The way the promotions are led, distribution is done and marketing is handled all affect change.
5. and the public in general – the general public does influence the market through its opinion or through the media. These factors further assist in bringing about change.
[bookmark: _Toc113168165]Macro-environment
The macroenvironment, that is more encompassing, is the atmosphere within the economy itself (Summer 2021). It affects how all businesses function, perform, decide, and develop strategies all at once. It is quite dynamic, so a company must constantly monitor its changes. It consists of outside variables that the business cannot control but that unquestionably have an impact. Economic factors, demographic forces, technological factors, natural forces, political and legal forces, and socio-cultural forces are part of the macro-environment.
[bookmark: _Toc113168166]SWOT and PESTLE Analysis for understanding the environment for effective change
To understand the environmental factors that affect an organisation one can conduct a SWOT analysis to assess the internal environment, while a PESTLE analysis would help assess the external macro factors impacting a company. PESTLE helps access and understand the complexity of the situation and why change is needed, whether the change is urgent, immediate, or transformational and gradual. SWOT on the other end helps understand why the change is needed and looks at the internal and external threats and opportunities to grow and adapt to change.
[bookmark: _Toc113168167]PESTEL:
This is a checklist for analysing an organization's or a division's environment (Critical evaluation of a range of principles and frameworks for managing change, Health Knowledge, 2017). PESTEL was eventually chosen as the abbreviation instead of the original PEST:
P - Political forces and influences, both large and small 'p', that may have an impact on the organization's performance or its options
E - Economic factors include the type of competition the organisation or its services face and the financial resources that are available in the economy.
S - Demographic shifts, shifts in how people live, work, and think are examples of sociological trends.
T - Technological innovations can be new ways of thinking or organising as well as new ways of doing both old and new things, as well as new ways of addressing both old and new problems.
E - The definition of the organization's larger ecological system and consideration of how the organisation interacts with it are ecological factors.
L - Legislative requirements—originally categorised under "political"—now call for a separate heading.
[bookmark: _Toc113168168]SWOT:
SWOT stands for strengths, weaknesses, opportunities, and threats (Williams, n.d.).
S – Strengths are the skills you excel at. The knowledge and experience your company have, the technology it employs, or a characteristic that gives you a competitive advantage.
W – Weaknesses are the activities that your organisation performs poorly in or that you are not very good at. Poor systems, for instance, might make you less competitive than your rivals.
O – These are the risks a company is willing to take or can take for positive change. Such as export taxes being removed or import tariffs being reduced for a company to gain more profits from their business.
T - These are risky scenarios or negative situations. For example, they might obstruct business or put-up barriers to change, such as rising taxes and prices, a scarcity of goods, shifting regulations, etc.
Utilising these two tools can help assess the environment more easily and help the teams and organisation understand why change is necessary. This could also help reduce the risk of any issues that may be faced in the organisation while implementing the change as it gives a clearer outlook at the micro and macro factors involved within the change process. To implement and carry these forward it is however, important to understand the process of change management which we will look into next.
[bookmark: _Toc113168169]Understanding the Process of Change Management:
The change management process takes part over various steps and need to be carried out very carefully to implement properly (Galli, 2018). The first step involves understanding why change is necessary and important. This would mean that there are some factors that are pushing for a change either internally or externally. These need to be properly identified – is it a cultural shift or a political shift? Or could it be because of an internal factor within the company, such as change in management or staff? The management and leadership need to look at how it will affect the organization.
In the next step the team and organisation need to look into the details of the necessary changes. This means how the tasks will be carried out and change be implemented. Any cost or feasibility will be carried out at this stage to see for any financial risks to the company when implementing change.
The third step is the crucial one where a good change management model needs to be applied. The leadership needs to understand here that the different stakeholders may have varying responses and emotions towards the change being implemented and not all change is accepted positively. So waying in the emotions and feelings of the stakeholders is also a necessary step. Thus, using a suitable change management model can help understand this more easily and have a way to work around it. Once this is sorted with the final stage will require the implementation of the change system. A leader however must be mindful that when applying change models, only one model may not be perfect for all and hence an analysis of the models must be made before using them. Different models may be needed depending on the different situations (Schech-Storz, 2013, cited in Galli, 2018).
[bookmark: _Toc113168170]Discussing the Different Models of Change Management:
There are different perspectives and techniques of implementing and understanding organizational change. We discuss 2 of the models in detail here: Kurt Lewin's Change Management Model, Kotter's 8 Step Change Model.
[bookmark: _Toc113168171]Kurt Lewin's Change Management Model
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Planned change management is thought to be based on Lewin's three-stage model. In this model, managing planned change entails three main steps: unfreezing, transitioning, and refreezing (Erida and Lotfi, 2021). Destabilizing the status quo entails motivating support for change, creating the need for it, and laying the groundwork for it. Moving towards the desired future state is referred to as "transition." Following the implementation of the change, "refreezing" occurs, resulting in a new culture, behaviours, and procedures.
According to Lewin's theory (Lewin, 1951, cited in Galli, 2018), organisations must first have time to consider the change and organisational involvement analysis before being "unfrozen." Lewin made several presumptions about how to effect change. His initial presumption was that a motivator for change was necessary for it to happen. The second presumption was that organisational changes are driven primarily by employees. His third presumption was that those who would be impacted by the change would need to adjust, work the new procedures into their daily routines, and stop using old methods. Finally, Lewin asserts that resistance to change is typical even when the goals are desirable. Organizational behaviours and attitudes must be replaced for a change to be effective.
[bookmark: _Toc113168172]Kotter’s 8 Step Change Model
The second prominent procedural concept for change management was put forth by Kotter and consists of eight steps to guarantee a successful change process (Erida and Lotfi, 2021). According to Kotter, "leadership must create and sustain the kinds of changes necessary for successful organisations to compete in the current competitive world" (Kotter, 1996).
The eight steps in the model include:
1. Create a sense of urgency.
2. Create a core coalition.
3. Develop and form a strategic vision.
4. Communicate and share vision plans.
5. Empowering employees to act on the vision.
6. Generate short-term wins.
7. Consolidate gains and produce more change.
8. Initiate and set new changes.
"Creating a sense of urgency is critical to increasing the organization's awareness that it needs strategic adjustments and that there are always opportunities in sight," Kotter (2012). 
The organisation recognises the need for change in the first step, at which point they instil a sense of urgency to get things going. A good SWOT and PESTEL analysis at this stage can help understand the sense of urgency for the change being brought about. Employees can be involved in identifying and partaking in this exercise to feel more involved and included. This would also give an opportunity to keep things transparent when bringing about change. In order for effective change to occur, a group of capable leaders must come together as a coalition in the second phase of creating a core coalition in order to create urgency around the need for change. People need to understand that change is necessary (Kotter, 1996).
The transformation vision is necessary for goals to be aligned and for the team to advance (Galli, 2018). Without a strong strategic vision, the organisation lacks a comprehensive plan for implementing change. As a result, change will not be successful, and it will bring about negative emotions and impact in the organisation. Additionally, in order for the staff to support the change, they must be aware of its necessity. They must be given full disclosure on why the change is being made by the leadership of the organisation. This brings us to the next step of effectively communicating the vision for the change. The management should get the team on board by sharing their ideas clearly. This step is important as any error at this stage could cause fundamental resistance from employees or stakeholders.
Allowing workers to experiment with new approaches and ideas is what step five defines as empowering the employees. Communication by itself is never enough. Employees require assistance in removing any obstacles to the vision set by the management (Kotter, 1996). Moreover, step six, sees that the progress and change is made with considerable outcomes and sharing is crucial for this. Short-term successes are beneficial, and it's important to show that the change effort is productive. These victories aid the management team in testing the vision under actual circumstances and making the necessary adjustments at this stage.
Furthermore, the organisation or management must consolidate accomplishments and bring about more change on the next step. The objective is to simply make progress at every step on a daily basis. The final and important step is to initiate and set new changes. The objective at this point is to integrate the change into the organization's culture and institutionalise it.
[bookmark: _Toc113168173]Change management and issues that may affect smooth implementations
Bringing about change may not always be a smooth process. There may be some hinderances that are faced by the organisation while trying to implement it. Such issues at times delay the process of change or even result in failure of the change being proposed. Change isn't always a bad thing, but it can be challenging to get used to (Spring, 2021). It is crucial to prepare for and account for employee resistance to any change, whether it involves a new team member joining the group, a departing one, or perhaps the company going through some sort of organisational change. Employers can then introduce important tools to assist staff in better managing it.
Kurt Lewin coined the term resistance to change as a systems concept, referring to a force that affects both managers and employees equally (Dent and Goldberg, 1999). Employee resistance to change is one of the perplexing and stubborn issues that business executives deal with (Lawrence, 1969). The refusal to adapt to new circumstances or ways of doing things is referred to as resistance to change. It can occur with people, in relationships, or in workplace settings. Although there are many causes for resistance, the main one is fear of the unknown (Spring, 2021). According to Lawrence (1969), such resistance may manifest itself in a variety of ways, including persistent output reduction, an increase in turnover rates or job quitters and transfer requests, recurring disputes, glum hostility, slowdown strikes, and, of course, the expression of numerous illogical justifications for why the change won't work. Even the smaller manifestations of this resistance can cause issues.
In Lawrence’s words, “…all too often when executives encounter resistance to change, they “explain” it by quoting the cliche that “people resist change” and never look further…” (Lawrence, 1969). However, forcing down change is never the solution. Resistance should be dealt with more carefully and strategically. This can be done by using some of the tools and theories discussed above such as Kotter’s 8 step process to change management along with SWOT and PESTEL analysis of the situation or change at hand. But, in order to get to this step one must first understand the various reasons for resistance.
Some reasons for resistance to change as discussed by Spring (2021) are as follows:
1. Lack of trust - A lack of confidence in the leadership group or the business is one factor in resistance to change. Employee turnover and giving leadership the benefit of the doubt when problems do arise can both be impacted by a lack of trust. Employees who oppose a change initiative frequently do so more in response to the leader than to the change itself. This happens when someone in a leadership position, such as a new leader within the organisation, has not yet gained the employees' trust. Employees' mistrust of leadership may also develop because of prior incidents. Employees may lose trust in the organisation as a whole if they believe it does not do what it says it will, changes too frequently, or employees do not feel valued in general.
2. Poor communication - Even the most well-planned and thought-out organisational changes can suffer greatly from a lack of communication (Spring, 2021). Whenever possible, it's critical to foster an environment of openness and to communicate with staff members frequently, especially when navigating change. Without it, staff members may become defensive, lose faith in management, and not have enough time to process the information, which causes backlash.
3. Emotional response - Every organisation and the people who work there experience emotions. Emotions do not disappear if they are repressed or avoided. In fact, if they are not dealt with sooner, they will undoubtedly reappear in other (often perplexing or overwhelming) ways. Fear, uncertainty, and worry are typical emotional reactions to change. It's possible that workers won't be able to express their emotions. Or maybe they don't want to tell the boss. However, their comments or nonverbal cues can give us a hint about their more negative feelings. Eye-rolling or losing interest in conversations are a couple of these resistance indicators (Spring, 2021).
4. Surprises – People do not appreciate surprises at work. They prefer a routine and predictable work safe feeling that allows them to schedule everything accordingly. Implementing change suddenly can bring about resistance emotionally at this stage as an employee might feel out of place or lose sense of stability. The employees have to think beyond the office space to meet these changes, such as work-life balance, effects on their families and generally life, learning new skills, and managing timelines and their social lives.
5. Fear of failure - Change can instil fear that it will fail or that the individuals involved will personally fail because of the changes made. Employees frequently worry that this will have a negative effect on their performance reviews, their job security, and even their pay. As a result, there may be worse results at work in terms of output and the calibre of the work produced.
6. Constant change - Organizations occasionally fail to recognise the value of spreading out multiple changes. Employees are less likely to fully adapt to and accept future change if programmes, leadership, or systems are constantly changing.
[bookmark: _Toc113168174]How to minimize resistance to change
There are several steps that an organisation or leader can take in order to minimize the resistance towards change implementation which could make managing change much easier. Utilising Kotter’s 8 Step approach to change management is one way to do that. The eight steps effectively explain how one can involve the stakeholders involved and develop strategically manage change. There are some other steps that can be taken to make sure resistance and any other adversities are minimised:
1. Communication in a timely manner - Inform employees as soon as possible about changes to the status quo. Do you have a worker who other people gravitate toward or whose opinions seem to be more respected by their peers? Get their support and help them take the initiative on the changes you want to see. This fosters communication between staff and management. People can adapt more easily if important stakeholders, particularly those who are regarded as reliable by peers, are included in the change. Share any knowledge you have with staff members that you are permitted to share. It's acceptable to say that you're unsure of the answer or that you are unable to respond. People frequently use speculation to fill in the gaps left by a lack of communication. The likelihood of this happening decreases the more direct and honest you are in your communication with them (Spring, 2021).
2. Listen to what an employee might have to say - Listen to employees' concerns, as they are likely to be more aware of a plan's potential blind spots due to their day-to-day work. Additionally, it shows them that the company respects their viewpoints. While you do not have to adopt all of their suggestions, listening will enable you to spot potential points of resistance and deal with the underlying causes.
3. Help employees understand the importance of change or why change is inevitable and necessary – Instead of dictating change it is always a great idea to walk hand in hand with the employees or teams. Making a case for why change is necessary can help employees adapt more easily, even if they do not like it. Help them understand what direct effects will this change have on them and if the change effort will ultimately make something simpler, better, or more effective.
4. Provide support through the transitioning and change process - After a change has been made, make sure to check in with the staff as the change is implemented. Let them know that you still consider them to be key collaborators in implementing long-lasting changes. For any new abilities required to make the change successful, provide training.
5. Be up-front and clarify what will happen – changes are made for a number of reasons and the organisation needs to be clear and up-front about it. Is it because of some new opportunities or because of an upcoming threat the company might be facing.
6. Be specific about the details – tell exactly what the change is about. Do not be confusing about it.
7. Have an open-door policy for employees or any stakeholders involved and being affected by the change. Make it easy for people to be able to come to you as the leader or head so that they can voice their concerns and help understand the issues clearly.
8. Follow-up and understand any emotions or feelings towards change. Make an observation of how change is being carried out and followed. Monitor the progress of it and maintain an open communication for anyone who may need assistance in trying to implement and follow the change.
9. Face adversity and resistance head-on – as a leader or organisation, once should be ready to face any backlash or negative emotions towards change head-on. The leader should remind the people why the change is necessary and reassure everyone that such emotions are natural and can be worked with if needed.
Such steps can make the transition to change and managing any issues that come along easy to manage in the face of change management and resistance. There is no set type of leader that would be better suited for leading change. But one with the power to compel and understand people’s concerns will be best suited for such a role. Identifying appropriate advocates in as many areas of the organisation as possible and then supporting them in 'influencing' other, less enthusiastic employees to engage positively with the change process is a key role of leadership during the change process. Other key roles include energising the environment to generate momentum and movement. All of this is necessary to help bring about change in an organisation as smoothly as possible.
[bookmark: _Toc113168175]Conclusion
In conclusion, change is an ever-present factor that impacts all organisations. There is widespread agreement that the pace of change has never been higher than it is now in the dynamic business environment. There are many factors that influence the occurrence of change. These include micro (internal) and macro (external) level factors which can be analysed and assessed through the usage of SWOT and PESTEL analysis tools. Change can be difficult for both employees and employers, but it can be successfully managed with some planning and anticipation. Maintaining communication to and from leadership, as well as ensuring that companies are listening to employees and their concerns, can assist in navigating any resistance to change that may arise along the way. Several methods can be used to bring about a smooth transition of change. These include a discussion of Kurt Lewin’s theory and Kotter’s 8 step approach to change management. Managers and organisations may face adversities such as resistance in the face of change being introduced due to various reasons such as lack of trust in management, poor communication, fear of failure and the role emotions play when trying to process impending change. Companies and leaders need to work and follow approaches to make sure that the changes are understood as to why they are necessary for the growth of the company and communicate this to employees and other stake holders as well. The further need to make sure that they follow-up on the steps taken to implement change and keep tabs on the progress of change for future success and prosperity, as in a fast paced world with rapid changes to the environment, whether due to technological advancements or due to natural calamities such as Covid in most recent times, change is inevitable, be it gradual or rapid.
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