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The proposed change initiative is designed to address the poor workplace culture at Macmillan, which has led to a poor staff retention, reduction in productivity, increased loses through wastages, damaged stock, high staff sickness, and a general feeling of frustration felt by customers and publishers, especially throughout the peak times of Q4 (September to December).

In an effort to address the above, a culture change must take place to keep the customers and publishers happy with our service, ensure that the staff feel valued, respected, and are able to work to their full potential, as without them, there will be no company.

70% of all change fail: Apart from the obvious but more technical questions regarding how to define change and how to measure success/failure, this illusion has been identified as unsubstantiated by Hughes. (Hughes, 2022)

“To successfully implement organizational strategy, companies need project and program managers with the skills to drive and navigate change, while ensuring that those changes are strategically aligned to business goals” (Dr. H. James Harrington, 2015)
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I propose that the company enter a period of self-reflection, to take a step back and evaluate what is important to the company.
Areas such as customer satisfaction, a good workplace culture, the community, the company reputation, and a sustainable and profitable future.

Clarity must not come at the expense of oversimplification and trivialization of complex issues. Conceptual working groups can sometimes produce rousing action agendas that include little penetrating insight. (Peter M. Senge, 2007)

The first step of the self-reflection period would be to ask all employees, MDL, and agency, to complete a workplace survey to ascertain a true reflection of the feelings, frustrations, and issues being felt by the workforce, what they believe would help to resolve the issues going forward, and if they felt they would recommend the company to others that are seeking employment.

This same process will also be used to gain feedback, positive, and negative, from the customers and publishers, so that a true representation of their feelings about our service levels can be gained, again asking for their opinions on how to best meet their requirements in the future.

Once the feedback from both sources has been collated, and processed, the senior management team will review the findings and create a new set of behavioural standards, company mission statement, and values.

These can then be used to change the current workplace culture, and to provide the customers and publishers with the best possible service, improve the working conditions, and wellbeing of the workforce.
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Below are sample questions of the company survey that had been distributed for this initiative.

	Macmillan employee survey 2022 

	Sample of Question 
	Rating    1 - Disagree  5 - Agree

	The leadership team do a good job
	

	You have had suitable training
	

	You feel valued and part of a team
	

	You feel there is good communication at work
	

	There is good customer service
	

	Issues are resolved quickly
	

	Management are approachable
	

	There is a good work culture
	

	There is good leadership development
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The findings of the surveys identified a number of areas of concern, these areas were mainly customer satisfaction, communication, a lack of suitable training or follow up sessions, poor leadership, leadership development.

After some time deliberating, the management team would finally decide on the path to take for change, and decide on a new company mission statement, values, and behavioural standards.

These new changes would become the cornerstone of the company, and improve the company image, internally, externally, and with the local community.
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There are eight management change theories that are the mainstay of most business changes for decades, all have their own merits, and flaws. These change theories are. 

· 
· Kotter’s change management theory.
· Lewin’s change management model.
· ADKAR change management model.
· Nudge theory.
· Bridges transition model.
· Kübler-Ross change management framework.
· The Satir change management methodology.


However, for the purpose of this change initiative, the Kotter change management theory shall be used, this is due to the number of steps that must be completed, neither oversimplifying the process, nor making it too difficult to understand.
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Kotter’s work was based on his personal business and research experience and did not reference any outside sources that has questioned its value. Kotter's change management model appears to derive its popularity more from its direct and usable format than from any scientific consensus on the results. (Steven H. Appelbaum, 2012)

The steps below, once completed, should lead to a re-imagining of the company mission statement, values, behavioural standards, and a new workplace culture.
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1.  Create a sense of urgency to motivate people.

The highest ranked member of the senior management team, director, SVP, or shareholders are to hold meetings with the management teams to relay the importance of the situation, the realisation that a change needs to take place, a timescale for that change, and the desired effect that the change would bring.
It can be argued that the successful management of change is crucial to any organisation in order to survive and succeed in the present highly competitive and continuously evolving business environment. (By, 2005)


2. Build your change team with leaders and change agents of various skills and departments.

The starting point of any effective change effort is a clearly defined business problem. (Russell Eisenstat, 1990)
As this would affect all departments of the company, a change management team would be created containing managers, section leaders, LWO’s (lead warehouse operatives), and selected individuals who have a broader range of experience working within each departments front line.
This is to have multiple perspectives of the challenges to be addressed and allow knowledge of each departments operations to be communicated more freely.

3. Define your strategic vision for what you want to accomplish.

In this phase, the change team will have meetings to discuss, and deliberate, what they plan to achieve, and how they intend to bring about those changes. They would at this stage decide on a new mission statement, company values, behavioural standards, and training programmes to create the new, improved workplace culture.

Simon Sinek’s golden circle theory is one method that can be utilised to identify the company strategic vision by looking at why the company does what it does, because “people don’t buy what you do, they buy why you do it”. (Ted x talks, 2009)

4. Communicate with everyone involved in the change management process to get them on board and make sure they know their role.

Due to the number of employees in the company, (MDL and agency), day, and night shifts, holding one, or two consultation meetings would be impossible. There should be a number of meetings held on each shift, preferably at the same time as to reduce speculation and hearsay between meetings. 

Members of the management team, along with a number of the change team, should attend each meeting for transparency, and allow clear lines of communication, be open to both taking and receiving feedback, and answer any concerns that may be raised, in an effort to reduce confusion, which could cause potential implementation barriers in the future, ensuring that everyone knows what is going to happen, and how they can help make the changes a success, in turn, giving the workers a sense of value to the team, and the company.
This would also be an opportune time to address the consequences of not taking any action, staying on the course which has led to the need to change.

5. Identify roadblocks and address anything causing friction.

The last step should have helped reduce this issue, however, there will always be unforeseen factors at that time. An employee may be on annual leave, or sick at the time of the meetings, hearing snippets from colleagues, leading to confusion, distrust, and becoming opposed to change.
Repairing trust is generally more difficult with groups than with individuals because group members can share their opinions in a way that can further reinforce negative feelings. (Kähkönen, 2021)

To reduce instances like this, information should be placed on notice boards around the company, so everyone has free access to what has been proposed, and discussed, emails could also be sent to all employees so that they have a record.
 
Upon an employee’s return, any individual who missed the meetings should be invited to a meeting with their department head to go over what had been missed, again, reducing the potential barriers to successful implementation.

6. Create short-term goals to break your change management plan into achievable steps.

At this stage, the process should be about continuous improvement through training and coaching sessions. The company mission statement, values and behavioural standards should already have been communicated to the employees at the meetings between staff, the management, and the change team. 

Managers should identify low, and peak workload periods, and arrange 1 to 1 feedback sessions with staff, so they know where they are doing well, where they can improve, and create a training programme so that they can easily achieve their training goals and reach their full potential.

Initial sessions would be every six months, changing to annually after the first year. The training programmes are designed to be completed before the second session, however, if an individual may require additional support, then they have the ability to request this at any time, also reverting to annually when the 1 to 1 session has become annual.

7. Keep up the momentum throughout the process of implementation.

Apart from starting the initiative, keeping the momentum alive is one of the most important aspects, otherwise it will stall, and fail.

To ensure momentum is maintained, the feedback and training sessions are spread out over a number of weeks due to the numbers of employees that this will affect. While this may not happen every day, there will always be training and feedback sessions at some point during the week, such as the days with a quieter workload.

There will also be senior management completing training and feedback sessions for the lower / middle level managerial teams monthly, a part of this feedback session is checking that they are continuing with the staff training, and the level of training provided.

8. Maintain the changes after the initial project is complete.

As previously stated, this is a process of continuous improvement. The level of training will be continuously assessed to meet the needs of the company, and the individual, to ensure that they are working to their full potential, and that the company is working at optimum efficiency, so that the customers, and publishers, receive an efficient, smooth, and the highest level of service available.

This will create a better service for the end users and create a more sustainable company moving forward.

However, if at any stage a process is found to be unsuccessful, or causes additional issues that have a detrimental effect, then that process, or indeed the entire initiative, will be reassessed, changed in part, or as a whole by starting the whole process once again.

The change management plan can be found in the Appendix.
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‘To deliver excellent service to our publishers and their customers by creating an environment where everyone can fulfil their potential and be their best.’

The company mission statement has been developed to highlight the management team’s commitment to the internal and external stakeholders.

[bookmark: _Toc102246109]The company values.
· Excellence – To deliver the highest standards possible in the service we deliver to our publishers and their customers.
· Integrity – We commit to act in a fair, honest, and transparent way in all that we do.
· Innovation – We will focus on continuous improvement and strive to positively differentiate ourselves as an employer and a service provider.
· Nurture – To promote an environment that cares for, supports our colleagues, and provides opportunities to develop and grow.
· Responsibility – We are responsible for the actions we take which affect our reputation, colleagues, and communities.

The company values show a representation of the areas most valued by the company in its journey to deliver a positive workplace culture.
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The company behavioural standards have been developed so that everyone has a clear understanding of what they must work too. As there is clearly defined categories, it will also be easier for the section leaders to break down during the 1 to 1 session, so that they can be easily understood.

There first two categories are designed specifically for the lower / middle management level, these will be enforced, and monitored by the senior management team, whereas the remaining four standards are designed for the main workforce, enforced and monitored by the lower / middle level management teams.

	People Leadership

L/M management
	· Provides an environment where team members feel respected, trusted, and valued.
· Treat everyone fairly.
· Communicates regularly and ensures all appropriate information is readily available to people.
· Ensures everyone understands the business strategy and their part in it.
· Asks team members opinions, and listens.
· Involves the team in planning change initiatives, asking for ideas, and always responding.
· Encourages innovation and looks for continuous improvement.
· Maintains a positive attitude, even in the face of adversity.
· Leads by example.

	Coaching & Development

L/M Management
	· Invests time in people to support, encourage and coach them.
· Sets clear, realistic, and challenging goals and ensures the team develops the skills for the role.
· Gives the right balance of support and challenge to enable team members to develop and grow.
· Shares experience and knowledge.
· Encourages personal development and agrees individuals’ development plans.
· Be role models, giving and receiving feedback.
· Manages performance, good and bad at all times.

	Customer Excellence
	· Demonstrates passions and pride in their job and the business.
· Cares about the customer, demonstrating warmth, patience, and empathy.
· Demonstrates a positive attitude at all times.
· Does what they say they will do.
· Listens to the customer and understands the issues.
· Takes ownership of finding solutions and sees through to the end.
· Demonstrates a sense of urgency in resolving issues.
· Says sorry when things go wrong.
· Is professional at all times with customers and colleagues.
· Proactively builds and develops relationships with customers.
· Asks for customers feedback and always responds with thanks and actions.

	Communication
	· Communicates openly, honestly, and consistently at all times.
· Actively listens and respects others’ opinions.
· Questions to ensure understanding and express views constructively.
· Gives and receives feedback according to guidelines.
· Encourages others to give feedback at all times.

	Teamwork
	· Demonstrates teamwork by co-operating, helping and supporting others.
· Shows respect for all members of the team.
· Trusts team members intentions.
· Works to break down departmental barriers and issues.
· Demonstrates public support for all team decisions.
· Builds good relations between all teams.

	Continuous Improvement
	· Looks for continuous improvement for the customer and the business.
· Actively asks for feedback on own performance and values all feedback.
· Uses initiative and learns from mistakes.
· Takes responsibility to develop and learn to be the best they can at their job.
· Takes responsibility for personal development.
· Seeks support when required.
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There should be six monthly 1 to 1 sessions between the lower / middle management teams and the senior management teams, allowing time for follow up sessions if an individual is in need of assistance in any areas.

There should be two initial six monthly 1 to 1 sessions for the general workforce and their supervision teams, during this session, an annual development plan should be created, and monitored throughout the following 12-month period.

After this initial 12-month period, these sessions should become annually.
Again, if at any time during this period an individual feels they require additional support, they can speak to their supervision about additional coaching sessions.

The development plan would address areas such as departmental training, vehicle training, inter-departmental training, opportunities to progress to positions such as section leader, first aider, LWO, or fire marshal, all with additional responsibilities.

The LWO’s are on hand to help anyone with issues within their own departments, while it is the responsibility of the management teams to ensure that there can be interdepartmental training, so that employees are aware of how their actions in their own department can have a detrimental affect on others in another department. This form of training is a must to help reduce wastages of time, damages, and reduce the ignorance of each department amongst the workforce.
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In order for the company to survive there needs to be customers to serve, employees to provide the knowledge, and expertise to ensure that customers receive the correct stock, in a timely and professional manner.

All the above sections have been created to improve customer satisfaction with the services that Macmillan provide, they have also been taken to improve the employee’s wellbeing, sense of belonging, making them feel like a trusted, and valued member of the team, and company.

Training in DDM (Dynamic Decision Making) led to better performance, including the ability to solve initial problems more successfully and to make appropriate adjustments to market changes. High self-reflection was also related to more consistency in planning and decision making. Participants low in self-reflection benefited the most from training. Organizations could use DDM training to establish and promote a culture that values self-reflective decision making. (C Dominic. Guess, 2015)
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There is no doubt that a culture change needs to take place at Macmillan, however, is this the only change that’s needs to take place.

The change initiative that has been proposed can only be successful if all parties adopt the change, that is everyone from the bin collectors to the operations director, after all, without the support (financially, motivationally) of the senior executive teams, maintaining an overview of the management team’s ability to see the initiative through until the end, this will be just another failed plan, like so many others before.

Does this plan go far enough? And was Kotter’s change management plan the correct choice for the company?

For now yes, but as always, this too will need to be reviewed, updated, and brought into line with the challenges the company, its workers, publishers and customers may face in the future.

Kotter’s change management model is not the best model available, nor is it the worst, but it is a capable tool to achieve the desired goal for the company.
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[bookmark: _Toc102246115]Macmillan Distribution change initiative plan.
A breakdown of each step can be found in the steps to change section located above.
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