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Workshop Workbook
Workplace behaviour, organisational culture, organisation design and change management
	How to use this workbook
Complete the activities during the workshop, record examples from discussions and use your notes to support assessment preparation.



	Student name
	Date

	
	



Learning outcomes
Explore how workplace behaviour can support or damage organisational outcomes.
Apply culture models, including Schein and Handy, to workplace examples.
Compare functional, divisional and matrix organisational structures.
Recognise different types of organisational change and sources of resistance.
Apply Lewin or Kotter to a practical change scenario.
Explain how people professionals can support organisation design and change.
Workshop map
	Section
	Focus

	1
	Workplace behaviour and culture

	2
	Organisation design and structures

	3
	Types of change and change readiness

	4
	Resistance, change models and planning

	5
	Reflection and assessment preparation





Key Concepts and Notes
	Workplace behaviour
The actions and conduct of individuals and groups at work, including how people communicate, collaborate, make decisions and respond to expectations.



	Concept
	Brief explanation
	My example

	Organisational culture
	Shared values, assumptions and accepted ways of working.
	

	Organisation design
	The process of arranging work, roles, systems and relationships to achieve organisational goals.
	

	Organisational structure
	The formal framework of roles, reporting lines and authority.
	

	Change management
	A structured approach to moving from a current state to a desired future state while supporting people through the transition.
	



Supporting and damaging behaviours
	Supports organisational goals
	May damage organisational goals

	Clear communication
	Withholding information

	Collaboration and knowledge-sharing
	Silo working

	Taking responsibility
	Blame and avoidance

	Constructive challenge
	Silence or hostility

	Learning from mistakes
	Fear of failure



My workshop notes
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________


Activity 1: Culture Detective
	Purpose
Use Schein’s three levels of culture to move beyond what is visible and identify the beliefs that may be shaping behaviour.



Scenario A: Working beyond contracted hours
A company states that it supports work-life balance and employees may finish at 5.00 pm. However, managers regularly send emails after 8.00 pm and publicly praise employees who respond immediately.
Scenario B: Control and consistency
Employees follow a formal dress code, work to detailed procedures and must obtain manager approval before making routine decisions. Leaders say that professionalism and quality are central values.
Scenario C: Collaboration and experimentation
Employees work in cross-functional teams, can choose how they complete tasks and are encouraged to test new ideas. Managers hold regular learning reviews, including discussion of unsuccessful experiments.
	Scenario
	Artefacts: what is visible?
	Espoused values: what is said?
	Underlying assumptions: what may be believed?

	A
	
	
	

	B
	
	
	

	C
	
	
	



Debrief questions
Where is there a gap between stated values and everyday behaviour?
Which scenario is most likely to support innovation? Why?
What could a people professional do to reinforce the desired culture?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________


Activity 2: Handy’s Organisational Cultures
	Quick reference
Power culture centres influence around a few people. Role culture emphasises rules and defined responsibilities. Task culture forms teams around problems or projects. Person culture places individual expertise and autonomy at the centre.



Match each example to a culture type
	Workplace example
	Power
	Role
	Task
	Person
	Reason for your choice

	A founder makes most major decisions and influence depends on closeness to the centre.
	☐
	☐
	☐
	☐
	

	A public body relies on formal job descriptions, procedures and hierarchy.
	☐
	☐
	☐
	☐
	

	Specialists form temporary teams to deliver client projects.
	☐
	☐
	☐
	☐
	

	Independent professionals share facilities but retain substantial autonomy.
	☐
	☐
	☐
	☐
	



Strong and weak cultures
	Strong culture may...
	Weak or fragmented culture may...

	Create shared expectations and identity.
	Create inconsistency across teams.

	Support coordination and commitment.
	Make expected behaviour unclear.

	Become resistant to challenge if assumptions go unquestioned.
	Allow competing subcultures to dominate.



Challenge question
Can a culture be strong but harmful? Use one example to explain your answer.
________________________________________________________________________________
________________________________________________________________________________
Activity 3: Organisational Culture Improvement Challenge
Scenario
An organisation has grown rapidly over the last three years. Staff surveys and exit interviews identify poor communication between departments, resistance to change, low collaboration and limited understanding of organisational goals. Senior leaders want a culture that supports growth, customer service and employee engagement.
	Your consultancy task
Develop practical recommendations. Focus on observable behaviours and management practices, not broad statements such as “improve culture”.



	Area
	Recommendations

	Three behaviours to encourage
	1.

2.

3.

	Three behaviours to reduce
	1.

2.

3.

	Two actions for managers
	1.

2.

	One people-profession initiative
	

	How success could be measured
	



Presentation prompt
Prepare a two-minute briefing. Explain which recommendation should be prioritised, why it matters and how Gearspan would know whether it had worked.


Organisation Structures: Quick Reference
	Structure
	How work is grouped
	Possible strengths
	Possible limitations

	Functional
	By specialist function, such as HR, finance, marketing or operations.
	Clear expertise; efficient specialist development; clear functional accountability.
	Silos; slower cross-functional coordination; departmental priorities may dominate.

	Divisional
	By product, customer group, market or geographic region.
	Local responsiveness; clear ownership of results; focus on specific markets.
	Duplication of resources; inconsistent practices; competition between divisions.

	Matrix
	Employees have functional and project, product or regional reporting relationships.
	Flexible use of expertise; collaboration; supports complex projects.
	Role conflict; competing priorities; requires strong communication.



How organisation design can influence culture
	Design feature
	Possible cultural effect

	Tall hierarchy and centralised decisions
	May reinforce control, formality and dependence on senior approval.

	Flatter structure and delegated authority
	May support autonomy, participation and faster decisions.

	Cross-functional teams
	May encourage collaboration and knowledge-sharing.

	Highly specialised departments
	May build expertise but can reinforce silo identities.

	Flexible or hybrid working arrangements
	May signal trust, but require deliberate communication and inclusion.



Role of people professionals
Align structure and workforce capability with organisational strategy.
Design clear roles, responsibilities and reporting relationships.
Plan workforce numbers, skills, succession and development.
Support consultation, communication and transition during redesign.
Monitor inclusion, workload, wellbeing and employee experience.


Activity 4: Organisational Structure Consultancy
BrightTech Solutions scenario
BrightTech currently operates in the UK, employs 250 people and sells business software and consultancy services. The workforce is organised into Sales, Marketing, Finance, HR, Operations and IT Support. BrightTech plans to expand into Germany, France and Spain over the next two years.
Senior leaders are concerned about maintaining consistent service standards, responding to local customer needs, communicating across countries, managing growth efficiently and encouraging collaboration.
Step 1: Evaluate the options
	Structure
	Advantages for BrightTech
	Disadvantages or risks

	Functional
	
	

	Divisional
	
	

	Matrix
	
	



Step 2: Make a recommendation
	Decision prompt
	Your response

	Recommended structure
	☐ Functional   ☐ Divisional   ☐ Matrix

	Why is it the best fit?
	

	Two benefits
	1.

2.

	One significant challenge
	

	How might the design affect culture?
	

	How could people professionals support implementation?
	



Two-minute presentation
State your recommendation, support it with evidence from the scenario and acknowledge one trade-off. There is no perfect structure: the quality of the justification matters.


Activity 5: Types of Organisational Change
	Change categories
Strategic | Structural | Technological | Cultural | People | Process



	No.
	Scenario
	Primary change type
	Why?

	1
	A company introduces an AI-powered HR system.
	
	

	2
	A retailer reorganises from specialist functions into regional divisions.
	
	

	3
	A UK business launches operations in Asia.
	
	

	4
	A new CEO introduces values focused on inclusion and collaboration.
	
	

	5
	An organisation redesigns its recruitment approval process.
	
	

	6
	Managers are reskilled to lead hybrid teams.
	
	

	7
	A manufacturer automates part of its production line and redesigns jobs.
	
	



Discussion
Some changes fit more than one category. Choose scenario 7 and explain why a major change can have technological, process, people and cultural consequences at the same time.
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________


Planned and Emergent Change
	Planned change
	Emergent change

	Intentional and proactive.
	Develops in response to events or learning.

	Objectives and timelines are established in advance.
	Direction and actions may evolve over time.

	Resources, communication and training can be planned.
	Requires flexibility, experimentation and rapid feedback.

	Examples: planned restructuring, system implementation or market entry.
	Examples: responding to disruption, sudden regulation or changing customer behaviour.



	Key idea
Most organisations experience both. Effective change management combines purposeful direction with the ability to adapt when assumptions, stakeholder needs or external conditions change.



Sort the scenarios
	Scenario
	Planned
	Emergent
	Reason

	An organisation schedules a new customer platform for implementation next April.
	☐
	☐
	

	A competitor unexpectedly launches a disruptive service.
	☐
	☐
	

	New legislation requires an urgent policy and process change.
	☐
	☐
	

	BrightTech prepares a two-year international expansion programme.
	☐
	☐
	



My notes
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________


Activity 6: Change Resistance Role Play
Scenario
An organisation plans to introduce a digital customer self-service system that will automate routine administrative tasks. Leaders expect faster service and lower processing costs. Some employees believe the technology may replace jobs, will be difficult to use and is unnecessary because current processes appear to work.
	Group roles
Allocate Manager, Employee and People Professional. Spend five minutes preparing, then hold a five-minute meeting. The aim is not to “win”, but to understand concerns and agree practical support.



	Role
	Prepare these points
	Your notes

	Manager
	Why is the change needed? What is known and not yet known? What outcomes are expected?
	

	Employee
	What concerns exist about job security, skills, workload, fairness and the quality of the new system?
	

	People Professional
	How can consultation, communication, training, job redesign, wellbeing support and feedback be organised?
	



Debrief
Which concerns were based on missing information?
Which concerns represented legitimate risks that management should address?
What would meaningful employee involvement look like?
How could trust be damaged by poor communication?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________


Activity 7: Applying Lewin or Kotter
Scenario
An organisation is introducing AI-powered customer service software. The software should reduce routine administrative work and improve response times, but employees will need training and established working practices will change. Some managers support the proposal, while others question data quality, customer experience and accountability.
Model reference
	Lewin: three stages
	Kotter: eight steps

	1. Unfreeze: build readiness and challenge the current state.
	1. Create urgency   2. Build a guiding coalition

	2. Change: implement, learn and support new behaviours.
	3. Form a vision   4. Enlist a volunteer army

	3. Refreeze: embed effective practices into systems and culture.
	5. Remove barriers   6. Generate short-term wins

	
	7. Sustain acceleration   8. Institute change



Choose and apply a model
	Prompt
	Your response

	Chosen model
	☐ Lewin   ☐ Kotter

	Why does the model fit this change?
	

	Actions at the first stage/steps
	

	Actions during implementation
	

	How will employees be supported?
	

	How will progress be measured?
	

	How will the change be sustained?
	





Activity 8: Change Planning Workshop
Scenario
To support growth, an organisation will launch a customer self-service platform. Customers will be able to track orders, raise queries and manage accounts online. The change will affect customer service, operations and administration. Leaders expect efficiency gains, but employees are concerned about changing roles, workload during implementation and whether customers will accept the new channel.
	Capstone task
Use ideas from culture, organisation design and change management to produce a practical, people-centred plan.



	Planning question
	Your response

	What type or types of change are involved?
	

	Why is the change needed?
	

	What benefits could it create for customers, employees and Gearspan?
	

	What employee concerns or operational risks should be addressed?
	

	Which stakeholders should be involved and when?
	

	What communication, consultation and training are required?
	

	What should managers do?
	

	What should people professionals do?
	

	How could Lewin’s model be applied?
	

	What evidence would show that the change is working?
	





Assessment Preparation and Reflection
From activity to evidence
	Workshop area
	Evidence you could use in an assessment response

	Culture Detective
	Explain how visible practices, stated values and underlying assumptions influence behaviour.

	Culture Challenge
	Recommend realistic behaviour, management and people-practice interventions.

	BrightTech Structure Consultancy
	Compare structural options and justify the best contextual fit.

	Types of Change
	Classify change while recognising that categories may overlap.

	Resistance Role Play
	Explain employee concerns and people-centred responses.

	Lewin or Kotter
	Apply a model to actions rather than only describing its stages.

	Change Plan
	Connect business need, stakeholder impact, support and evaluation.



Three things I learned
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
One topic I need to revise
________________________________________________________________________________
________________________________________________________________________________
One example I could use in my assessment
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
My action before the next session
________________________________________________________________________________
________________________________________________________________________________
	Final check
Can I define the concept, apply it to a scenario, explain its effect on people and the organisation, and support my recommendation with a clear reason?



Behaviour | Culture | Organisational Design | Change Management
