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Executive Summary

The finding of this paper shows that diversity management and employee resistance in organisational changes come under deep consideration of businesses, most importantly in term of Aetna. Diversity in a workplace refers to an organisational culture where people come from different backgrounds. Diversity includes the characteristics which create someone different, including race, age, gender, sexual orientation and physical qualities.  Diversity in workplace plays significant role in businesses to gain sustainable competitive advantage.   Diverse workplace can contribute to more innovative ideas than the non-diverse workplace. Diversity brings innovation in workplace. A business organization with diversity recruits or hires individuals from diverse backgrounds who have different characteristics, experiences and beliefs. In terms of Aetna, this organization maintains its workplace diversity and its employees are from diverse backgrounds, age, gender, social status, religion, race, education, geographic location, income and sexual orientation. Thus, in Aetna, there are several dimensions of diversity. Aetna’s diversity strategy helps them to achieve their business goals. Aetna provides a diverse and inclusive environment for its staffs where every individual understands and respects of other individuals thoughts/ideas and stimulate a high level of mutual understanding in workplace. Aetna follows the workplace diversity without variation of gender and racial or ethnic diversity. However, this study identifies several barriers to diversity management that come from attitudes, problem consultants, lack of employee involvement, and lack of funding. Several organizational change factors force Aetna to make these organizational changes that are organization wide-change, transformational change, personnel change, unplanned change and remedial change. These change factors may increase employee resistance in Aetna and it may face difficulties to overcome. For effective change management, three key change models can be applied that are: Kurt Lewin’s three stage model, John Kotter’s eight stage model, and McKinsey’s 7S change model. For improving diversity Aetna should manage rules and regulations related to diversity, be deliberate with hiring practices, delivery diversity training, hold team builders, link diversity to the bottom line, and needs to align diversity programs with strategic plans. To overcome employee resistance to change, Aetna should overcome opposition, engage employees effectively, implement change in several stages, and communicate change effectively.  
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1.0 [bookmark: _Toc534062905]Introduction

This paper critically analyzes the diversity management, change management and employee resistance to changes in the business case of Aetna. Then, this report provides suggestions for Aetna on how it can improve its diversity management, change management, and overcome employee resistance to change. The first section of this paper discusses the issues related to diversity management. In this part, the concept of workplace diversity is discussed along with the importance of diversity and barriers to diversity management in workplace. Then, this section discusses and analyzes the dimensions to diversity. Next, diversity management and diversity and inclusion in Aetna workplace are discussed and analyzed. The next section of this paper discusses and analyzes the change management and employee resistance to changes. This section first defines the change management and classifies different kind of changes. Then, this section discusses three key change management models and applies them in the business of Aetna. Next, this section discusses the issue related to employee resistance to change management. The last section of this paper provides recommends for Aetna. This section first provides recommendations for improving diversity and diversity management in the workplace of Aetna, and then, it provides recommendation to overcome employee resistance to organization change of Aetna. Finally, an action plan is developed to implement the recommendations suggested.
[bookmark: _Toc534062906]2.0 Diversity management  
[bookmark: _Toc534062907]2.1 Concept of workplace diversity 

According to Brown (2016), workplace diversity is very significant factor for any kind of business organizations which looks for the competitive advantage in global economy. Konrad (2015) disclosed that workplace diversity means variety of differences between the individuals or employees in a business organization. A study by Bell (2016) stated that diversity not only comprises how the individuals of an organization recognize themselves but also how other individuals observe them. Workplace diversity refers to making an inclusive environment which accepts the differences of individuals, holds their strengths as well as provides different opportunities for all the employees to gain their full potential (Thomas, 2016). According to Mullins (2014), diversity in the workplace includes gender, race, culture, ethnic groups, religion, age, sexual orientation, citizenship status, mental and physical conditions and other distinct differences between the individuals of an organization. As Barak (2017) notes, business organizations that know how to maintain diversity effectively in workplace are able to gain competitive advantage. Diversity in a workplace comes through recruiting or hiring the talent individual from diverse educational and cultural background. In the current era of economic globalization, business organizations are developing several initiatives and efforts to gain workplace diversity through hiring workers from diverse backgrounds to gain both tangible and intangible benefits and organizational goals. According to Powell (2015), diversity experts consider that mixed or diverse workplace’s employees can contribute more innovative ideas than the non-diverse workplace. In terms of Aetna, it provides diversified health care benefits in the US market. It provides a diverse and inclusive environment for its staffs where every individual understands and respects of other individuals very open to others’ thoughts/ideas and stimulate a high level of mutual understanding in workplace (Aetna Inc., 2017). 
[bookmark: _Toc534062908]2.2 Importance of diversity in the workplace 

According to Deering (2018), a business organization with diversity recruits or hires individuals from diverse backgrounds who have different characteristics, experiences and beliefs. By employing individuals with diverse personalities and skills, Aetna can be benefitted to foster creativity and offer several perspectives and ideas in workplace. According to Ferdman (2016), diversity in a workplace provides talents, skills and experiences. Individuals from different backgrounds can offer diverse talents, skills and experiences which may be of the benefit to a business organization and also for their business performance. As crossovers of skills can be helpful to supporting each other, it is very significant to recruit individuals with proper skills to suit each of the roles in the organization. Diverse skills and experiences in Aetna support to share skills and experiences to generate new ideas and make effective business (Aetna, 2016).
Mullins (2014) said diversity brings innovation in workplace. By working with the individuals of diverse backgrounds, working styles, concepts and experiences can be originate from several ideas of each individual as well as offering a number of suggestions and feedback (Triana, 2016). For example, one individual may be great at creating exciting ideas; other individuals may have the ability to execute these ideas. Therefore, Aetna respects the strengths of each individual and to practice diverse work culture to bring innovation for its business. Torrington et al. (2013) said diversity in language skills can open doors for a business. Cultural differences and language barriers can often act as a difficulty for a company who want to develop their business. On the other hand, by recruiting employees who speak in diverse languages it can create it possible for the business organization to operate on the global basis and cooperate with the broader client-base (Ferdman, 2016). Aetna hires people from different nationals with different language to diversify its staff skills in workplace. 
Briton and Gold (2012) stated that workplace diversity grows talent pool. According to Triana (2016), a business organization who keeps diversity in its workplace will target many candidates to their different types of vacancies because it will be observed as more progressive business organization and will fulfill the demands of the individuals in their life. In addition, as a number of candidates for each vacancy increases, the chance of finding the exceptional candidate rises. The diversity practice in Aetna workplace helps its business with employee retention, motivation and job satisfaction. Mullins (2014) claimed that diversity improves employee performance. Employees of business organizations are likely to feel happy and comfortable in the environment where inclusivity is the key priority (Ferdman, 2016). Equality and diversity in Aetna is playing significant role to motivate workers, feel confident in ability and gain their best and gain high staff productivity. Diverse workplace helps the Aetna to promote organizational growth. Workplace diversity plays an important role to reach wide range of customers.
[bookmark: _Toc534062909]2.3 Barriers to diversity management in the workplace 
Business organizations that highlight diversity in workplace should have ability to prevent workplace discrimination and promote equality (Holder, 2015). Dawn (2018) identifies several barriers to diversity management that come from attitudes, problem consultants, lack of employee involvement, and lack of funding. According to Dawn (2018), negative and unfair attitudes are the common barriers of diversity in workplace. This includes prejudice as well as stereotyping. Thus, negative attitudes or behaviors in the workplace of Aetna can harm the working relations and damage business productivity and employee morale. The employees who stereotype the assign labels to races and ethnic groups are also form of prejudice. Mullins (2014) said diversity consultant supports to attract a diverse workforce. As Holder (2015) notes, it is very crucial to select a consultant who will work effective for business organization. However, organization may face difficulties to find out skilled and experienced consultant. In addition, a consultant who operates for business organizations may face difficulties. Thus, it is essential for Aetan to recruit a skilled and experienced diversity consultant. Depending heavily on consultant can decrease the lack of involvement of the individuals in the decision making process of Aetna. Torrington et al. (2013) said employees of a workplace should work with each other. Lack of employee involvement with each other can create barriers to workplace diversity. This makes the business organizations to gain less productivity (Dawn, 2018). In addition, Briton and Gold (2012) said lack of funding can lead to the business organizations layoffs and loss of employees. It can be very complex for the business organizations to manage the quality employees when they cannot afford to employ. This condition can leave the old or existing employees wondering why there is push to the diversity while business organizations cannot afford to manage the current employees (Holder, 2015). Therefore, Aetna has a budget to overcome lack of resources and lack of employee morale and improve workplace diversity.
[bookmark: _Toc534062910]2.4 Dimensions to diversity

According to Johnson (2016), Marilyn Loden and Judy Rosener first established the Diversity Wheel in 1996 to support people to identity social characteristics which shape and define them. “Diversity Layers Wheel” can be applied in several ways to inspire to think about beliefs, values and dimensions of identifying for organizations and people. According to Diversity Leadership Council (2018), the center of diversity wheel presents the internal dimensions which are permanent or visible. On the other hand, the outer side of diversity wheel presents the dimensions which are necessary and change over course of the lifetime (Groschl, 2016). The combinations of these dimensions influence the values, behaviors, beliefs, expectations and experiences. In addition, diversity wheel includes two circles. The inner circle includes six sections including age, ethnicity, gender, health, sexual orientation, race and national background. The outer circle includes several sections such as work experience, income, education, geographic region, marital status, religion, parental status, and political preference (Manfredi, 2016).
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Figure: Dimensions of Diversity                 Source: Henkel (2016)
In terms of Aetna, this organization maintains its workplace diversity and its employees are from diverse backgrounds, age, gender, social status, religion, race, education, geographic location, income and sexual orientation. Thus, in Aetna, there are several dimensions of diversity. Aetna’s diversity strategy helps them to achieve their business goals. 
[bookmark: _Toc534062911]2.5   Diversity management in the workplace of Aetna 

In terms of Aetna, creating diversity means valuing the differences of the individuals. Generally, maintaining workplace diversity means creating a heterogeneous workforce which can perform to the potential in unbiased work environment whereas no individuals have the advantage or disadvantage. This is the realistic business strategy which concentrates on increasing productivity, commitment and creativity of the workforce when achieving the different customer groups’ needs. Aetna follows the workplace diversity which is more than gender and racial or ethnic diversity. In addition, it is diversity of background, functional experience, training, generational identity (Aetna International, 2018)


Key factors of Aetna’s corporate strategy to follow diversity  

According to Konrad (2015), workplace diversity is very significant factor for any kind of business organizations which looks for the competitive advantage in global economy. Workplace diversity means variety of differences between the individuals or employees in a business organization.  There are mainly two key factors of the corporate strategy of Aetna to follow diversity. The first factor is the growth opportunities in both non-traditional markets and other targeted markets (including gay/lesbian/bisexual/transgender (GLBT) and owners of Asian-American business). The second factor is need for a business organization which understands the customer-base. In addition, to achieve these objectives, a number of steps are taken by Aetna. These steps are: a) making tailored or innovative solutions for products and services which will achieve the needs of the customers; b) establishing diverse supplier-base which reflects multicultural market of the company; c) creating skilled workforce which understands communities where Aetna operates its business and d) developing culture of inclusion which targets diverse talent pool as well as recognizes or rewards every worker’s contribution at workplace (Aetna, 2016).
Diversity initiatives and metrics used by Aetna

According to Abrams (2016), diversity metrics are applied in business organizations to recognize the risk arenas, prioritize the diversity initiatives, set targets and programs, allocate the accountability, and measure the impact of diversity initiatives in business. Aetna implements several metrics to evaluate business impact of its diversity initiatives. The key diversity initiatives of Aetna are local market initiative and targeted growth market, supplier diversity, multicultural investment, AARP, multilingual capability, cultural competency training, multicultural customer satisfaction index, diversity index gaps, Miami advisory council, diversity annual report etc. On the other hand, several metrics are used by Aetna such as number of new markets, membership growth, number of suppliers, number of new members who are 50 in age, money invested with minority and women owned funds, percentage of employees who completed training, percentage of customers satisfied with products and services, difference among employee demographic segment, Miami market share etc. These diversity initiatives and metrics have great impact on business. The local market initiative helps Aetna to increase its profits in local markets. Then, supplier diversity and multicultural investment has great impact on Aetna and it helps this company to promote strong brand and increase profit.  After that, cultural competency training and multilingual capability also help this company to promote its brand by understanding several customer segments. In addition, diversity index gap initiative supports Aetna to increase employee engagement and productivity. On the other hand, Miami advisory council helps this company to increase market share and brand recognition. Thus, it can be said that diversity initiatives and metrics which are used by Aetna are very beneficial for this organization to promote workplace diversity (Cascio, 2016).  
Aetna’s value-based approach to diversity

As SHRM (2018) notes, a value-based organization is a living culture of shared some core values between all workers. In the value-driven culture of a business organization, workers discover an alignment between their personal-values and the values of the organization by creating a unique as well as motivated workforce. Employees of Aetna live by a group of core values which is recognized as Aetna Way. There are key four core values of diversity of this company including integrity, employee engagement, excellence and accountability, and quality service and value. 
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Figure: Aetna’s value-based approach to diversity       
In terms of Integrity, this company do right things for right reason, respect the commitments and behave ethically with its employees. In terms of employee engagement, this company leads people successfully, value the diversity, and create confidence in the employees. In case of excellence and accountability, this company makes fair profit and focuses on the future. In terms of quality service and value, this company eliminates hassles and makes Aetna standard to create trust and valued relationship with their employees.
Diversity focus areas of Aetna
There are four diversity focus areas in Aetna including workforce, workplace, suppliers, and community and professional alliances. This company effectively measures these areas for best outcome. 
Workforce and Workplace: Workforce diversity is consisting of broad mix of employees from diverse racial and ethnic background. Workforce becomes heterogeneous because of diversity. The business organizations who have a diverse workforce feel pride on themselves because these recruit the individuals with broad range of experiences as well as characteristics (Swarthout, 2018). In terms of workforce, Aetna measured representation of people in management. Through an employee survey, Aetna identifies perceptions and work experiences among the employees who are from diverse backgrounds. In addition, it measures difference by creating two key questions on this employee survey. It is mainly referred to as diversity index. Difference in the responses is referred to as diversity index gap. This company operates effectively to understand its drivers and create improvements if necessary. Examples of the segments measured consist of men and women, workers with or without disabilities; gay or lesbian, heterosexual workers; white employees of diverse colors; and the employees who work in office and at home. The two key questions which ask to the employees about Aetna: 1) Aetna deals fairly with all of its employees (a sign of how manager should behave), and 2) Aetna recruits people from different backgrounds including race, ethnicity, age, religion, disability, gender, sexual orientation (Aetna International, 2018).
Suppliers: According to Suarez (2018), Supplier-diversity is a type of initiative of diversity which ensures a diverse supplier-base in procurement of products and services for any business organizations. Aetna focuses on supplier-diversity initiative to look for minority and women-led businesses and requests them to compete for the business. By focusing on several experiences, backgrounds and perspectives, Aetna takes a number of advantages. Firstly, this company achieves the access to create quality and standard goods and services. Secondly, it achieves the valuable insight into the multicultural marketplaces. Lastly, this company serves the communities effectively in that the employees work and live (Aetna, 2016).
Community and professional alliances: Diversity is very significant as workplaces consist of diverse cultures, races, and ethnic groups. According to Belfield (2013), employees of a diverse-workplace can learn from each other. However, it is essential to have a level of understanding on each other to develop cooperation and collaboration in both workplace and community. Aetna operates its business effectively to create relation with the leaders of local community, and non-profit business organizations because of community involvement to achieve an understanding of health care needs in community. This company also works with the same groups who help to identify the identified needs. In Chicago, Aetna reached out to the minority brokers as well as jointly increasing the community outreach strategies. In Miami, it created a council for its business and community leaders to provide perspectives on Hispanic community. On the other hand, working with health care providers in New York helps Aetna to ensure that members of this company have the access to culturally appropriate care. Aetna believes that working on a local level helps to establish an understanding of several communities’ needs, including African-Americans, Latinos, Asian-Americans, Native Americans, GLBT community and women-owned businesses (Aetna, 2017).
Integration, communication and education (ICE) strategy

A study by Huebsch (2018), diversity strategies in the workplace aim to raise a number of components and the people of diverse backgrounds or cultures who work for an organization. By increasing workplace diversity through a diversity strategy not only supports a business organization but also helps the business organizations to become successful in the global society. Diversity strategy of Aetna is a set of values and business strategy. Aetna follows a diversity strategy known as ‘ICE strategy’. ICE strategy of Aetna means integration, communication and education. Integration refers to several diversity components which are operating together in the organizations (including HR, marketing, investments, philanthropic foundation, sales, procurement etc.). In addition, communication refers to creation of information to all customers as well as employees. Finally, education refers to developing the understanding of what diversity strategy are, its components, how it is demonstrated in the business strategy of Aetna, and creation of the development tools to maximize the competencies of both individual and organization. There are mainly two outcomes of this strategy. The first outcome is to serve the customers in the current markets effectively. The second outcome is to identify the opportunities in new markets. It discloses future success of Aetna relies on the deep knowledge of the employee segments; clear or effective communication to distribute information to the employees, customers and other parts; and increased focus on the developing cultural awareness and competency required to make success for its business. ICE strategy of Aetna expands effectively beyond its diversity awareness to gain a strategic advantage. Integration part of Aetna’s diversity strategy helps this company to achieve its business goals (Aetna, 2008). 
Incremental costs of Aetna’s diversity

A question is always asked to the board of directors of Aetna how incremental costs this company gains to pursue diversity strategy which is broad. All the diversity initiatives of Aetna are not free. However, Raymond, CEO of Aetna needs to put emphasis on the incremental costs which are invests for the long-term sustainability in this company. The incremental costs of Aetna consist of different sectors: a) investment in people resources, training and education, advertising and marketing; b) investment on the initiatives or efforts of targeted program (including travel budget to permit the recruiters of this company to visit black people and Hispanic serving organizations or gay and lesbian chambers of commerce; c) Aetna knows a number of members of its business peer group give more than it does on the initiatives or efforts of diversity. Thus, it tries to control its spending in this area for maximum return to organization (Cascio, 2016).
Payoffs of Aetna’s diversity efforts

The business outcome of Aetna is very impressive. The market value of Aetna increased from $3.3 billion in 2001 to more than $29 billion in 2008. In addition, net income of Aetna increased from $291.5 million in 2001 to more than $1.8 billion in 2007. A great and impressive turnaround of Aetna’s business outcome can be outlined to more focused business strategy. However, at the same time, CEO of this company made diversity which is a major business imperative. This aspect of Aetna’s business strategy has paid off. Because of Aetna’s impressive business outcome, it awarded by many awards including best diversity company award, best company for Black MBAs, top 50 companies for Latinas, America’s most admired companies and National diversity bridge award, and top 40 companies for diversity (Aetna, 2008)
[bookmark: _Toc534062912]2.6 Diversity and Inclusion
Importance of greater inclusion and diversity for Aetna 

According to Park (2017), Inclusion is the achievement of work environment in that all the employees are treated respectfully and fairly, and have the equal access to the business opportunities and resources, and can contribute the success of the business organization. The key difference between diversity and inclusion is diversity stops at the differences where inclusion utilizes the differences that benefit the employees, achieve the goals of the organization, and help public by giving better service (Roosevelt, 2016). In addition, inclusion supports a business organization to achieve business goals by focusing on several ideas, perspectives, solutions and talents. Diversity training can be very effective factor to promote knowledge and skills when a number of conditions are achieved: training should take place on multiple sessions, skills and awareness are the key part of training content, and it is the key part of organizational initiatives (Bezrukova et al., 2016). When diversity training is well-received by the participants and can have the short-term results, the impact of that training on emotional or behaviour prejudice over the time is not clear (Alhejji et al., 2016). However, training is not the solution for Aetna to make diverse and inclusive organisation. By making an inclusive environment for the people with disabilities, financial support from Aetna as well as accommodations including changes in the work schedules can help return to the employment.
Barriers to the success of diversity and inclusion policies

According to Traina et al. (2015), prejudice and bias exists in the business organizations, and this is related with workplace discrimination. Thus, these may become barriers to success of diversity and inclusion policies in Aetna. This is also associated with the negative outcomes for the employees in workplace (Jones et al., 2016). A study by Lane and Flowers (2015), a number of issues contribute to the inequality, from lack of women in leadership positions to the disabled job applicants’ perceptions. Performance evaluations for Aetna may be biased, and biased ratings from the managers who assume that most of the teams are not as consistent and thus this will decrease the business’s performance (Van Dijk et al., 2012). On the other hand, because of the employee lifecycle, workplace bias and stigma may influence the experience of the individuals at Aetna, particularly on barriers faced by those individuals who have disabilities. Thus, it needs to overcome the lack of awareness among the workers (Nevala et al., 2015). 
[bookmark: _Toc534062913]3.0 Change management and employee resistance 
[bookmark: _Toc534062914]3.1 Change management and change types in Aetna 

According to Hiatt and Creasey (2017), change management is the systematic method to deal with the transformation of the goals, technologies and processes of a business organization. The purpose of the change management is to apply several strategies for the effecting change, managing the change and supporting people to adapt the change. A change management plan in the business organization can help to create smooth changeover as well as ensure the employees to go through the change journey. On the other hand, 70% of change management initiatives fail because of negative attitudes of the employees and unproductive management behavior (Courtney, 2016). According to Kotter (2016), several organizational change factors may force companies to make these organizational changes. There are a number of organizational changes in business including organization wide-change, transformational change, personnel change, unplanned change and remedial change (Cameron, 2016). Organization-wide change is the large-scale transformation which affects the overall structure. Then, the transformational change is very significant for business organizations to constantly evaluate the underlying strategies of an organization. As Conner (2016) notes, the personnel change is generated when a business organization undergoes mass hiring. On the other hand, the unplanned change may be established in an unplanned manner to a change in demographic composition of a business organization including lack of diversity. 
[bookmark: _Toc534062915]3.2 Change management models and their application in Aetna 
Kurt Lewin’s three stage Change Model
Three stage change model first established by Kurt Lewin. The three stage change model includes three steps such as unfreezing, changing and refreezing. According to Hartzell (2018), this change model presents a simple as well as practical model for understanding the change process of the organization. The change model is widely used as well as served as the basis for several modern change models. According to Mulholland (2017), in terms of Unfreeze stage, this stage is referred to motivate or get ready the employees as well as department for the change. It is the key stage in that question entity is concentrated or motivated to the organizational change. Once the entity is ready for the purpose of this stage has been worked. Analysis is an important factor of Unfreeze stage. The next stage is the change stage. In terms of Change, in this stage, organizations should strive for organizational change, as people or business organization has been created ready to go for the organizational change (Mulholland, 2017). According to Hartzell (2018), in the change stage, leader must make reforms as well as significant changing in the subordinate system. The change can be employed if first stage is completely implemented. In addition, the change stage is known as transition stage. In terms of Refreeze, this stage is the implementation stage where the leader has to ensure that each of the change has chosen in this stage as well as installed in the business system and organization.
[image: ]
Figure: Lewin’s Change Model                   Source: Mulholland (2017)
In case of Aetna, Aetna will lead in the health care industry in giving cost-effective as well as high-quality health care and also providing solutions which leverage the information to achieve the targeted customers’ needs. This organization forecast and plan for an excellent workforce to achieve the changing needs including both local and targeted growth marketplaces. Aetna supplies superior workforce to support its long-term business objectives. Then, this organization identifies, utilizes and retains the talents with leadership skills and great functional abilities. Finally, this healthcare organization drives the workers, team and performance of the organization to develop its business growths strategy. 
Kotter’s 8 stage model of Change

John Kotter first established the 8-stage model of change. This change model includes the 8 stages and these are: creating sense of urgency, building powerful guiding team, developing vision and strategy, communicating for vision, removing obstacles and empowering the employees for action, making short-term wins, consolidating gains and strengthening change by anchoring change in the culture (MSG, 2018). 
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Figure: Kotter’s 8 stage model to change Source: MSG (2018)
According to MSG (2018), in the stage one, Aetna can identify the potential threats and that might crop up in future and also examines the opportunities that can be tapped through interventions. In the second stage, Aetna can identify effective change leaders in them and request the employees to involve and commit to the change process. As Webster (2018) notes, business organizations also create a powerful change coalition who would be operating as team. It is essential to identify the weak areas in coalition teams and make sure that this team engages with several influential people who are from diverse cross functional departments as well as operating in company’s different levels. In the third stage, Aetna can determine core value of the change and define vision and the strategies for the change. Accipio (2018) disclosed that, in the fourth stage, business organizations who want to take an organizational change in its business, it is essential to communicate the change in vision very convincingly and powerfully. Aetna can connect vision with several significant aspects such as performance reviews and training and manage several concerns of people properly. In the fifth stage, in this stage Aetna should remove the obstacles related to organizational change and make sure that organizational structure is aligned with the overall vision of the organization. Aetna can also identify the barriers which are resisting the organizational change (MSG, 2018). By focusing on the barriers, organizations implement proactive actions to remove obstacles related to the change. In the sixth stage, by making the short term wins in change process, Aetna can provide success in early stages of change and can make several short term targets rather than one long-term goal that are achievable and have less possibilities of failure. According to Webster (2018), organizations reward the people who are engaged to meet the change targets. In the seventh stage, Aetna should do the continuous improvement by investigating the success stories as well as improving the individual experiences. In the final stage, Aetna should discuss about successful stories which are related to the organizational change and make sure that change becomes significant part in the culture of the organization.
McKinsey 7S change model
[bookmark: _GoBack]Robert Waterman and Tom Peters first established McKinsey 7S change model. This change model is very effective tool for evaluating the organizational changes. According to Jurevicius (2015), this model is based on seven key steps that determine the success of the business organization. This change model can be widely applied in several situations in a business organization. Firstly, for developing the performance of the organization, and to evaluate the effects of changes on the organization, this model is used. According to Cooper (2016), this model is used in organizations for giving recommended framework for using strategic plan of action. The McKinsey 7S change model includes 7 key interrelated elements of a business organization that are mainly subdivided in hard and soft elements. The Hard elements include strategy, structure and system. On the other hand, Soft elements of a business organization are less tangible and very complex to be identified because these elements are governed by organizational culture (Cooper, 2016). However, the soft elements have similar importance as hard elements to determine the success and growth of a business organization. 
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Figure: McKinsey 7S change model         Source: Broadstuff (2018)
Strategy: Strategy is plan of action or roadmap by that a business organization achieves its competitive advantage or the leadership edge (Cooper, 2016). In term of Aetna, it has several strategies to bring changes in its business. First, Aetna forecasts and plan for outstanding workforce to meet its organizational changes including market growth and expansion. This aims to attract innovative, diverse and results-focused workforce. Then, it aims to develop bench strength as well as career growth for critical works, leadership and succession plans to challenges of its growth strategies (Cascio, 2016). 
Structure: The structure element means the organizational structure or a reporting form. Organizational culture is mainly classified as hierarchal structure, flat structure and matrix structure (Johnson et al., 2015). Aetna follows flat organizational structure that supports it brings any changes very quickly. This is because there less distance between the followers and leaders. Thus, staff can directly communicate to their managers and leaders (Aetna, 2016). 
Systems: The system element includes daily activities in that the employees involve themselves for making sure the assigned tasks’ completion (Johnson et al., 2015). Aetna applies an effective system to retain, optimize and engage performance of any changes and innovation. It also focuses on diverse and results-based workforce to drive profitable growth (Cascio, 2016). 
Shared Values: The shared values are the core values that get reflected in the culture of the business organization and influence the code of ethics of the business (Johnson et al., 2015). In term of Aetna, it follows mix cultural by practicing person, task and role culture to bring changes in the business. Person culture is hold by the management people where role and task culture are followed by team members in the change management (Cascio, 2016). 
Style: The style element sets emphasis on leadership style as well as also assesses how it influences strategic decisions, organizational performance and employee motivation. For bringing major changes organizations mainly applies transformational leadership along with charismatic leadership (Johnson et al., 2015). In term of Aetna, charismatic leadership can be practiced to identify clear vision for the changes, and then transformational leadership can be applied to bring the changes. To adopt the changes the leaders of Aetna can communicate and engage the followers by applying democratic leadership styles (Aetna, 2016). 
Staff: The usual staffs or the staffs’ capabilities are included in this element. Before bring any changes, organizations should ensure available skilled and experienced people and should train them on the proposed changes (Johnson et al., 2015). In term of Aetna, it has plan for workforce management and leadership and key talent capabilities (Aetna, 2016).  
Skills: Skills element is the core competencies or an essential skill of employees that play very important role to define the success of the organization (Johnson et al., 2015). Aetna aims to supply skilled and quality people to bring changes towards the organizational goals. It also aims to identify, develop, use and retain skilled and talent people to improve its functional capabilities and leadership effectiveness (Cascio, 2016). 
[bookmark: _Toc534062916]3.3 Employee resistance to organizational change and its reasons

According to Rick (2015), employee resistance to the organizational change is very difficult issue that faces the business management. The process of the change management is permeating and employee resistance is very significant contributor to failure of the well-intend as well as well-conceived efforts to recruit change in the business organization. There are several reasons for employee resistance to change. According to Caneda and Green (2017), job loss is the key reason which employees resist change in workplace. In the business organizations, several business initiatives and things are moving and changing because of need for more productivity, better turnaround times, or need for better workplace. Thus, fear of jobless is a key reason for employee resistance to organizational change. As Dreschler (2016) notes, poor communication and engagement with the employees in workplace can create employee resistance to the organizational change. This is the significant reason why the employees oppose to the organizational change. If any organizational change will need, it is essential to communicate with the employees about this change. It is essential to understand what the needs to be changed, how it needs to be changed and what is the success for this change. On the other hand, employees need to understand why there is need for the change. Furthermore, trust is the significant tool to have while running business successfully. Cameron (2016) disclosed that in the business organizations, when employees have lots of trust in the management, there is low employee resistance to the organizational change. Mutual distrust between the management and the employees will lead to a business organization going in a downward spiral. According to Palmer (2016), employee trust is very significant to reduce the employee resistance to the organizational change. If businesses organizations are continuing experience the time whereas the future is not known, there is good possibility which employees will not respond to the organizational change. On the other hand, timing is the key problem while it comes to the organizational change. Improper timing can create employee resistance.


[bookmark: _Toc534062917]3.0 Recommendations
[bookmark: _Toc534062918]3.1 Improving diversity and diversity management in the workplace Aetna 
Managing the diversity rules and regulatory framework 

According to Johnsen (2016), in the current business world, managing diversity is very challenging issue because of increased globalization, workforce demographics and changes in the structures of the organization. However, without managing diversity in workplace organizations faces several problems such as equality problem and discrimination. By providing equal employment opportunities help business organizations to shape business ways in that diversity is managed. In case of Aetna, it should focus on several efforts that have targeted the workforces to help become more representatives (Aetna, 2017). Aetna should follow the Article 13 of Amsterdam Treaty (1997) that provides European Union with legal channels through that discrimination and equality in workplace have been developed. In addition, this healthcare organization should follow several rules and regulations related to diversity including federal legislation (including Title VII of the Civil Rights Act (1964), Age Discrimination in Employment Act of 1967).
Be deliberate with hiring practices

Prat (2016) stated that it is essential for business organizations to require deliberate to grow a diverse workforce. If the qualified applicants that the organizations are looking for does not reflect diverse demographics, business organizations may need to develop the traditional hiring practices. In case of Aetna, it should focus on a specific and effective organizational culture to maintain its diverse workforce (Aetna, 2016). Most of the times an applicant would not accept job due to the misperceptions the hiring process in the organizational area. Thus, Aetna should deliberate with the hiring process and practices to attract a wide range of personnel in its recruiting process.
Deliver diversity training

Most of the large business organizations provide a number of diversity training programs for their employees, and bring success in the organization. As Sharma (2016) notes, diversity training programs are necessary in any type of workplace to reduce discrimination or equality problems. In case of Aetna, its diversity training program should concentrate on how employees and their differences affect its business performance. As Aetna international (2018), Aetna has several diverse groups in its organization, thus diversity training program of this organization should create some customs or beliefs for each diverse group, and should respond to the cultural differences of the diverse group. In addition, the training program of Aetna should establish that diversity is not only the significant factor for its business operation but also involves at company’s each level. 
Hold team-builders

According to Evans (2017), Team-building activities are the key factor for business organizations that provide essential opportunity not only to encourage the employees but also to associate the diverse groups. In this team-building process, different employees from diverse backgrounds may create new bonds, and make powerful inclusion. In case of Aetna, team-building activities should be implemented to improve its workplace diversity. On the other hand, this healthcare organization should focus on cookouts, picnics and other events to encourage its employees to associate with each other (Aetna, 2017). If business organization including Aetna should hold team-builder activities away from its office, then it invites the employees for extra exposure to the diversity.
Link diversity to the bottom Line

In the current business environment, diversity has the direct link to the commercial success. According to Johnsen (2016), Business organizations which target the qualified employees regardless of gender, race, sexual orientation, culture or other factors make a diverse staffing condition. In case of Aetna, it should link its diversity programs to the bottom line and help the employees to understand why they work in a diverse workplace, reveal how each employee can bring talent in the workplace. Aetna should demonstrate that diversity of it reflects diverse customers. When the employees observe how individual contribute to company’s success regardless of any personal factors, they can be able to achieve effective diversity and inclusion in the workplace (Aetna, 2017).
Diversity programs must be aligned with strategic plans

The key long-term success of diversity program is to improve diversity strategies by implementing effective goal-setting procedures (Sharma, 2016). In case of Aetna, strategic plans around diversity should contain the quantitative goals along with particular timelines to reach benchmarks and measure its business progress. According to Aetna International (2018), by having a well-defined diversity strategy will help Aetna to achieve its business goals, make more inclusive workplace culture, retain or recruit highly-qualified or talented employees from diverse backgrounds, and use diversity programs that will make a pipeline of the talents in future.
[bookmark: _Toc534062919]3.2 Overcoming employee resistance and effectively implement change
Overcome opposition

According to Johnsen (2016), regardless of how well the business organizations manage its organizational change, there is going to be employee resistance. Business organizations should involve those employees who are opposed to the organizational change. It is essential for business organizations to overcome the opposition. By doing this business organizations can observe what their concerns are and overcome the opposition problems in timely manner (Pratt, 2016). By communicating with the employees is significant to make the employees understand about the organizational change. In case of Aetna, it should be truthful, straightforward and timely with its employees about any organizational changes. Aetna should help its employees to understand properly why an organizational change is essential for its company, and it can encourage its employees to become advocate for this change (Aetna, 2016). Innovation as well as improvement is necessary for any kind of business organization. Aetna should take organizational changes in its business by focusing on the current business world’s innovation and improvement, and manage its employee resistance over this change.
Effectively engage employees

A study by Pratt (2016) disclosed that to overcome the employee resistance it is essential for business organizations to effectively engage its employees to their business. Business organizations always try to take innovation and creativity in its business. In case of Aetna, it should ask its diverse employees about the organizational changes, and also ensure them why the change is necessary for this organization (Aetna, 2017). If employee’s feedback is going to be gathered, it helps Aetna to know its employee resistance. Different employees have different perceptions about the changes in the organization. Thus, it is essential for Aetna to identify their perceptions and thoughts, and also engage its employees effectively to the organizational changes (Cascio, 2016).
Implement and communicate change in several stages

According to Aetna.com (2018), Aetna should implement its Change in several stages. Firstly, Aetna should prepare for change, and secondly, take proper action for the change and create a plan for maintaining this change. Thirdly, Aetna should help its employees to support the change and also ensure that its change is going as planned. The effective way of a business organization is to communicate about change with its employees. In case of Aetna, it should use a mix of formal and informal communication that permits its employees to receive change news (Aetna, 2017). Aetna should use company intranets, emails, face-to-face meetings, message as the communication process. By implementing a number of communication process, Aetna should fulfill its vision, achieve goals and expectations.
[bookmark: _Toc534062920]4.0 Conclusions

Diversity management and employee resistance in organisational changes play significant role in the success of business organisations, most importantly in term of Aetna. Diversity in a workplace means people come from different backgrounds including race, age, gender, sexual orientation and physical qualities.  Diversity in workplace gives competitive advantage, contributes to more innovative ideas than the non-diverse workplace, brings innovation in workplace, and recruits or hires individuals from diverse backgrounds who have different characteristics, experiences and beliefs. Aetna maintains its workplace diversity hiring people from different backgrounds, age, gender, social status, religion, race, education, geographic location, income and sexual orientation. Aetna’s diversity strategy helps them to achieve their business goals. Aetna provides a diverse and inclusive environment for its staffs that gives staff satisfaction, motivation and retention. However, Aetna faces several barriers to diversity management that come from attitudes, problem consultants, lack of employee involvement, and lack of funding, that in turn forces Aetna to bring changes in workplace. Managing these changes effectively three key change models can be applied that are: Kurt Lewin’s three stage model, John Kotter’s eight stage model, and McKinsey’s 7S change model. 
[bookmark: _Toc534062921]5.0 Action plans 
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Gantt Chart: Action plan/Implementation Plan 
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