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Executive Summary 

 
This report analyses the main challenges that the British Broadcasting Corporation (BBC) 

faces when trying to manage changes in a context marked by intense digital transformation 

and changes in public behaviour. As the oldest public broadcaster in the world, the BBC today 

deals with strong competition from streaming services, rapid advances in artificial intelligence, 

new media consumption habits and uncertainties related to its financing. By examining classic 

change management models, such as Kotter's Eight-Step Model, Lewin's Three-Stage Model 

and the ADKAR methodology, the report identifies both its utilities and its limitations when 

applied to the particular environment of a public service organisation such as the BBC. 

The analysis shows that, although the BBC has already started its digital transformation 

through the "Digital First" strategy, this implementation still faces significant difficulties. These 

difficulties are linked to the internal culture of the organisation, the use of old systems and the 

resistance of different interest groups.  

The report also presents a comprehensive change management plan that includes strategic 

objectives, financial projections with an expected investment of £750 million over three years, 

as well as communication strategies with stakeholders and clear criteria for evaluating results. 

The central recommendations highlight the need to expand investments in digital platforms, 

strengthen employee training programs, diversify revenue sources and increase public 

participation mechanisms. 
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1. Introduction to the British Broadcasting Corporation 
1.1. Organisational Overview 

Founded in 1922, the British Broadcasting Corporation (BBC) represents the world's oldest 

national broadcaster and maintains its position as a cornerstone of public service broadcasting 

globally (Born, 2011). Operating under a Royal Charter, the BBC's fundamental mission 

encompasses three core pillars: to inform, educate, and entertain diverse audiences across 

the United Kingdom and internationally (BBC, 2023). This tripartite mission distinguishes the 

BBC from commercial broadcasters and shapes its strategic priorities, operational 

frameworks, and accountability structures. 

The corporation's funding model primarily relies upon the television licence fee, a unique 

arrangement that generates approximately £3.7 billion annually, supplemented by commercial 

revenues through BBC Studios and BBC Global News (Ofcom, 2023). This hybrid funding 

structure creates inherent tensions between public service obligations and commercial 

imperatives, a dynamic that significantly influences change management approaches and 

strategic decision-making processes. 

1.2. Strategic Vision and Mission 

The BBC articulates its vision as becoming the most creative organisation in the world, whilst 

its mission statement emphasises enriching lives through programmes and services across 

multiple platforms (BBC, 2023). This ambitious vision statement reflects both aspiration and 

necessity, accepting that creativity and innovation constitute critical success factors in an 

increasingly competitive media landscape characterised by global streaming giants and 

fragmented audience attention (Doyle, 2022). The organisation maintains extensive 

operations spanning television broadcasting, radio services, digital platforms, news provision, 

and educational content, serving audiences domestically and through BBC World Service 

internationally. 

1.3. The Challenge of Managing Change at the BBC 

In 2025, the BBC operates within an environment fundamentally transformed from its historical 

context. Digital disruption, changing audience behaviours, technological development, and 

regulatory pressures converge to create unprecedented challenges requiring strategic 

organisational transformation (Barnett and Townend, 2015). However, the BBC's unique 

characteristics render organisational change especially complex and sensitive. The 

corporation must balance competing demands from multiple stakeholder groups including 

licence fee payers, employees, creative talent, political actors, regulators, and international 

audiences each possessing different expectations and influence mechanisms (Freedman, 

2008). 
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Furthermore, the BBC's deep-rooted public service ethos and creative autonomy traditions 

create cultural resistance to managerial change initiatives, whilst its scale and complexity 

employing over 21,000 staff across diverse divisions amplify implementation challenges (BBC, 

2023). These competing demands and organisational characteristics necessitate tailored and 

robust change management strategies that respect the BBC's distinctive mission whilst 

enabling necessary digital transformation. This report critically examines these challenges 

through established change management theory whilst proposing actionable 

recommendations for sustainable organisational evolution. 

 

2. Analysis of Internal and External Change Drivers 

2.1. Digital Disruption and Platform Competition 

The emergence of global streaming platforms including Netflix, Amazon Prime Video, 

Disney+, and Apple TV+ fundamentally disrupts traditional broadcasting models, creating 

what Christensen (2015) characterises as disrupting innovation that challenges established 

market leaders. These platforms leverage sophisticated algorithms, personalisation 

technologies, and substantial content investment to capture audience attention and 

subscription revenue (Lobato, 2019). For the BBC, this competitive landscape manifests in 

declining linear television viewership, particularly amongst younger demographics, with Ofcom 

(2023) reporting that 16- to 24-year-old spend simply 53 minutes daily watching broadcast 

television compared to 212 minutes consuming online video content. 

The BBC's response centres upon BBC iPlayer as its primary digital platform, yet significant 

challenges persist. Whilst iPlayer achieved 6.6 billion requests in 2022 to 2023, this represents 

modest growth in a rapidly expanding market where competitors invest billions in content 

acquisition and technology development (BBC, 2023). These challenges necessitate not only 

technological upgrades to platform infrastructure and user experience but also significant 

cultural and behavioural change within the BBC shifting from broadcast centric to digital first 

mindsets, developing new content formats optimised for on-demand consumption, and 

acquiring capabilities in data analytics and personalisation technologies (Doyle, 2022). Such 

transformation requires comprehensive change management addressing strategic 

reorientation, operational restructuring, workforce capability development, and stakeholder 

communication. 

2.2. Artificial Intelligence and Technological Transformation 

Artificial intelligence technologies present both opportunities and threats for the BBC's 

operational model and content production capabilities. AI applications in media extend across 

content recommendation, automated journalism, production efficiency, and audience analytics 
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(Beckett, 2019). The BBC's Research and Development division explores AI integration 

across news gathering, archive digitisation, and content personalisation, yet implementation 

remains fragmented and experimental rather than strategically integrated (BBC R&D, 2024). 

Critically, AI adoption raises significant ethical considerations regarding editorial integrity, bias 

mitigation, and trust maintenance core values fundamental to the BBC's public service remit 

(Moore and Tambini, 2021). The organisation must navigate tensions between efficiency gains 

through automation and potential risks to journalism quality, employment, and public 

confidence. From a change management perspective, AI integration demands careful 

stakeholder consultation particularly with journalist unions concerned about job displacement, 

transparent governance frameworks addressing algorithmic accountability, substantial 

investment in workforce reskilling programmes, and phased implementation allowing iterative 

learning and adjustment (Cameron and Green, 2019). These requirements exemplify broader 

challenges in managing technological change whilst preserving organisational values and 

stakeholder trust. 

2.3. Evolving Consumer Behaviours and Expectations 

Contemporary audiences demonstrate fundamentally different consumption patterns 

compared to traditional broadcasting models, preferring on-demand, personalised, multi-

device content experiences (Napoli, 2011). This shift reflects broader societal trends towards 

individualisation, convenience, and choice maximisation. For the BBC, these changing 

expectations create strategic tensions between its historically paternalistic public service 

approach and demands for user centric, personalised experiences (Freedman, 2008). 

Moreover, social media platforms increasingly function as primary news sources, particularly 

amongst younger demographics, fragmenting attention and challenging the BBC's role as 

authoritative information provider (Eddy et al., 2023). This fragmentation necessitates multi-

platform presence and content adaptation, requiring significant organisational capability 

development and resource allocation. The change management implications are profound: 

the BBC must transform commissioning processes to prioritise digital-native content, 

restructure editorial workflows to support rapid publication across platforms, develop social 

media expertise throughout the organisation, and fundamentally reconsider audience 

engagement strategies moving from broadcast transmission to interactive dialogue (Doyle, 

2022). Successfully navigating these behavioural shifts demands sustained change initiatives 

addressing organisational culture, operational processes, and workforce capabilities 

simultaneously. 
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2.4. Financial Pressures and Funding Model Sustainability 

The television licence fee, frozen at £159 until 2027, creates substantial financial constraints 

compounded by inflation and rising content production costs (DCMS, 2022). This funding 

pressure occurs simultaneously with increased competition for talent, technology investment 

requirements, and demands for service expansion. Consequently, the BBC faces difficult 

choices regarding resource allocation, service priorities, and potential workforce reductions. 

Furthermore, political debates surrounding the licence fee's long-term viability generate 

uncertainty and complicate strategic planning (Elstein, 2020). Alternative funding models 

including subscription services, advertising, or direct government funding each present 

advantages and disadvantages regarding editorial independence, audience reach, and 

revenue stability. From a change management perspective, financial constraints intensify 

resistance to transformation initiatives as staff perceive change as threatening job security 

rather than enabling organisational sustainability (Kotter, 2012). Effective change leadership 

must therefore transparently communicate financial realities whilst articulating compelling 

visions for sustainable futures, balance short-term cost management with long-term capability 

investment, and engage stakeholders in developing solutions rather than imposing top-down 

restructuring. 

2.5. Regulatory and Political Environment (For more information find Appendix A: 
SWOT & PESTEL Analysis) 

Ofcom's regulatory oversight intensified following the BBC's transition from BBC Trust 

governance in 2017, introducing external accountability mechanisms and performance 

assessment frameworks (Ofcom, 2023). This regulatory environment generates both 

opportunities for legitimacy enhancement and constraints upon operational flexibility. Political 

scrutiny regarding impartiality, particularly during elections and controversial national events, 

creates additional pressure requiring careful navigation (Cushion and Lewis, 2017). 

The COVID-19 pandemic accelerated digital transformation whilst simultaneously exposing 

organisational vulnerabilities in remote working capabilities, content production resilience, and 

crisis management systems (BBC, 2021). Surprisingly, the pandemic generated both 

increased audience demand for trusted news and entertainment whilst disrupting traditional 

production models and revenue streams. These external shocks demonstrate the critical 

importance of organisational agility and adaptive capacity and qualities requiring intentional 

development through change management initiatives emphasising flexible structures, 

distributed decision-making, and continuous learning cultures (Cameron and Green, 2019). 
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3. Critical Evaluation of Change Management Models (For more information find 
Appendix B: Change Implementation Gantt Chart (36-Month Timeline) 

3.1. Lewin's Three-Stage Model: Applicability and Limitations 

Kurt Lewin's (1947) seminal three-stage model comprising unfreezing, changing, and 

refreezing phases provides foundational insights into organisational change processes. 

Applied to the BBC's digital transformation, the unfreezing stage involves creating awareness 

regarding competitive threats and technological disruption, establishing urgency for change. 

The changing stage encompasses implementation of new digital strategies, systems, and 

capabilities. Finally, refreezing aims to institutionalise new approaches within organisational 

culture and operational practices (Cameron and Green, 2019). 

However, Lewin's model demonstrates significant limitations when applied to contemporary 

media organisations operating in rapidly evolving environments. The model's linear, sequential 

nature appears incompatible with continuous technological change and iterative adaptation 

requirements (Burnes, 2020). The concept of refreezing seems particularly problematic, 

implying stability achievement when ongoing evolution represents the new organisational 

reality. Furthermore, the model insufficiently addresses resistance mechanisms, stakeholder 

complexity, and cultural dimensions critical to successful transformation in established 

organisations like the BBC. 

3.2. Kotter's Eight-Step Change Model: Structured Transformation 

John Kotter's (2012) eight-step change model offers more granular guidance for large-scale 

transformation, incorporating steps including: establishing urgency, creating guiding 

coalitions, developing vision and strategy, communicating change vision, empowering broad-

based action, generating short-term wins, consolidating gains, and anchoring changes in 

culture. This framework demonstrates stronger applicability to BBC's transformation 

challenges, providing actionable guidance for leadership teams managing complex change 

initiatives. 

Evidence suggests the BBC implements elements of Kotter's model through its Digital First 

strategy. Director-General Tim Davie's communications emphasise urgency regarding digital 

competition (Step 1), whilst cross-departmental digital transformation teams represent guiding 

coalitions (Step 2). The 'Digital First' vision provides strategic direction (Step 3), supported by 

internal communications campaigns (Step 4). iPlayer improvements and digital audience 

growth metrics constitute short-term wins (Step 6) that build momentum for continued 

transformation. 

Nevertheless, critics argue Kotter's model remains overly prescriptive and top-down, 

potentially underestimating grassroots innovation and emergent change processes (Hughes, 

2010). For the BBC, this limitation manifests in tensions between senior management-driven 
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transformation and creative workforce autonomy. Furthermore, the model's emphasis on fixing 

changes in culture (Step 8) requires extended timeframes potentially incompatible with rapid 

technological evolution and competitive pressures. 

3.3. ADKAR Model: Individual-Centred Approach 
Prosci's ADKAR model (Hiatt, 2006) shifts focus from organisational processes to individual 

transitions, comprising five elements: Awareness of change necessity, Desire to participate, 

Knowledge of how to change, Ability to implement change, and Reinforcement to sustain 

change. This individual-level perspective addresses a critical gap in many change frameworks 

by recognising that organisational transformation ultimately depends upon individual 

behaviour modification. 

For BBC staff transitioning from traditional broadcasting to digital-first operations, ADKAR's 

framework provides valuable guidance. Training programmes developing digital journalism 

skills address Knowledge and Ability elements, whilst leadership communications aim to build 

Awareness and Desire. Reinforcement through performance management, recognition 

systems, and continuous learning opportunities helps sustain behavioural changes (Cameron 

and Green, 2019). 

However, ADKAR's individual focus potentially underestimates systemic, structural, and 

cultural factors influencing change outcomes. Power dynamics, resource constraints, and 

conflicting stakeholder interests operate beyond individual awareness or desire, potentially 

limiting ADKAR's explanatory and predictive capacity (Hughes, 2010). Moreover, the model's 

linear progression through stages may oversimplify complex, non-linear learning and 

adaptation processes. 

 

4. Leadership Approaches and Organisational Culture Impact 

4.1. Transformational Leadership in Practice 

Transformational leadership theory (Bass and Riggio, 2006) emphasises leader’s capacity to 

inspire followers beyond immediate self-interests towards collective goals through idealised 

influence, inspirational motivation, intellectual stimulation, and individualised consideration. 

Director-General Tim Davie's leadership demonstrates several transformational 

characteristics, particularly in articulating compelling digital transformation visions and 

modelling adaptive behaviours (BBC News, 2023). 

Davie's “Digital First” strategy communicates clear direction regarding the BBC's future, whilst 

his emphasis on impartiality and editorial standards reinforces core organisational values 

during turbulent change (Waterson, 2023). His willingness to make difficult decisions 

regarding service closures and restructuring signals commitment to strategic priorities despite 
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stakeholder resistance. However, transformational leadership alone proves insufficient given 

the BBC's complexity, requiring complementary approaches addressing technical, political, 

and symbolic dimensions of change management. 

4.2. Situational Leadership Requirements 

Hersey and Blanchard's (1969) situational leadership theory propose that effective leadership 

requires adapting approaches based on follower readiness and contextual demands. For BBC 

leadership, this implies varying styles across different divisions, employee groups, and change 

initiatives. During the COVID-19 crisis, directive leadership proved essential for rapid 

operational pivots, whilst innovation projects benefit from participative, empowering 

approaches (Northouse, 2019). 

Evidence suggests BBC leadership demonstrates limited situational flexibility, with top-down 

directive approaches dominating despite creative workforce preferences for autonomy and 

consultation. This misalignment generates friction, particularly amongst journalists and 

content creators valuing editorial independence. More sophisticated application of situational 

leadership principles could enhance change initiative effectiveness by matching leadership 

styles to specific contexts and stakeholder characteristics. 

4.3. Organisational Culture: Enabler and Constraint 

Edgar Schein's (Schein and Schein, 2017) organisational culture framework identifies three 

levels: artefacts (visible structures and processes), espoused values (stated strategies and 

philosophies), and basic underlying assumptions (unconscious beliefs and perceptions). The 

BBC's culture demonstrates deep-rooted assumptions regarding public service purposes, 

editorial integrity, and creative autonomy values that shape responses to change initiatives 

and constrain acceptable transformation approaches. 

Positive cultural elements supporting change include strong commitment to quality, innovation 

heritage, and diverse perspectives. The BBC's historical reputation for pioneering 

broadcasting technologies and creative excellence provides cultural foundations supporting 

digital innovation (Born, 2011). Furthermore, public service values emphasising audience 

benefit align with digital transformation objectives improving accessibility and personalisation. 

Conversely, cultural factors constraining transformation include resistance to commercial 

activities, scepticism regarding management-driven change, and departmental silos limiting 

cross-functional collaboration (Freedman, 2008). Long-tenured employees may perceive 

digital transformation as threatening established practices and professional identities. 

Additionally, unionisation influences change processes through collective bargaining 

requirements and formal consultation procedures. 
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4.4 The Leadership-Culture Dynamic in Change Management 
Leadership and culture interact dynamically throughout change processes, with each 

influencing and being influenced by the other in continuous cycles (Schein and Schein, 2017). 

Leaders both shape culture through their decisions, communications, and symbolic actions, 

whilst simultaneously being constrained by existing cultural norms and expectations. For the 

BBC's digital transformation, this dynamic manifests in several ways. 

Firstly, leadership must actively shape and reinforce cultural values that enable digital 

transformation whilst managing resistance rooted in traditional public service ethos. This 

requires transparent communication explaining how digital innovation serves public service 

missions rather than contradicting them for instance, emphasising that personalisation 

technologies enhance accessibility and relevance for diverse audiences (Kotter, 2012). 

Leaders can leverage the BBC's innovation heritage as cultural foundation legitimising digital 

experimentation and risk-taking. 

Secondly, cultural change requires consistent leadership behaviours over sustained periods 

rather than episodic interventions. When leaders demonstrate commitment to digital priorities 

through resource allocation decisions, personal skill development, and public championing of 

innovative projects, they signal authenticity that influences employee attitudes and behaviours 

(Bass and Riggio, 2006). Conversely, inconsistency between stated digital priorities and actual 

decisions undermines change efforts and reinforces cynicism. 

Thirdly, effective change leadership recognises cultural strengths and constraints, adapting 

approaches accordingly rather than imposing generic solutions. For the BBC, this means 

respecting editorial independence traditions through participative decision-making involving 

journalists and content creators, whilst gradually introducing new ways of working through pilot 

projects and demonstrated successes rather than mandated compliance (Hughes, 2010). 

Ultimately, successful transformation requires leaders who understand cultural dynamics 

sufficiently to work with rather than against prevailing values, identifying alignment 

opportunities between tradition and innovation. This sophisticated cultural intelligence 

distinguishes transformational change efforts that succeed from those that generate 

resistance and ultimately fail despite apparent strategic logic and resource investment. 

  

5. Strategic Change Management Plan for the BBC (For more information find 
Appendix C Stakeholder Communication Matrix) 

5.1 Vision and Strategic Objectives 
Overarching Vision: To establish the BBC as the world's leading digital public service media 

organisation, delivering trusted, creative, and personalised content across platforms whilst 

maintaining financial sustainability and editorial independence by 2030. 
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Strategic Objectives: 

•     Digital Platform Excellence: Achieve 50% increase in BBC iPlayer monthly active users 

by 2027. 

•     Workforce Transformation: Ensure 90% of staff possess core digital competencies by 

2028. 

•     Audience Engagement: Enhance personalisation and interactive content formats. 

•     Revenue Diversification: Generate £500 million additional commercial income annually 

by 2029. 

•     Editorial Trust: Strengthen integrity through transparent AI governance and fact-

checking. 

•     Organisational Agility: Restructure workflows and collaborative technologies. 

 

5.2 Financial Plan and Resource Allocation 
Investment Requirements (2025-2028): 

•     Digital Technology Infrastructure: £350 million (platform development, cloud migration, 

cybersecurity). 

•     Workforce Development: £75 million (digital skills training, leadership development, 

change support). 

•     Content Investment: £200 million (digital-first commissioning, interactive content, co-

productions). 

•     Artificial Intelligence Systems: £100 million (recommendation algorithms, analytics, 

production tools). 

•     Change Management Programme: £25 million (communications, consultation, 

resource backfill). 

Total Investment: £750 million over three years 

Funding Sources: 

•     Operational Efficiency Savings: £300 million (legacy system retirement, automation, 

estate rationalisation). 

•     Commercial Revenue Growth: £250 million (BBC Studios expansion, content licensing, 

digital subscriptions). 

•     Capital Reserves Utilisation: £200 million (strategic investment from accumulated 

reserves). 

 

5.3 Implementation Timeline and Key Milestones 
Phase 1: Foundation Building (Months 1-12): 

•     Establish Digital Transformation Programme Office with cross-divisional governance. 
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•     Complete workforce skills audit and develop personalised learning pathways. 

•     Launch pilot AI recommendation system on iPlayer with 10% user sample. 

•     Initiate comprehensive stakeholder consultation and communication campaigns. 

•     Implement cloud infrastructure migration for non-critical systems. 

 

Phase 2: Accelerated Transformation (Months 13-24): 

•     Roll out AI recommendation system to all iPlayer users following pilot evaluation. 

•     Launch interactive content formats and audience participation features. 

•     Complete 50% of workforce digital training programmes. 

•     Restructure commissioning processes for digital-first content workflows. 

•     Expand commercial partnerships and content licensing agreements. 

 

Phase 3: Consolidation and Scaling (Months 25-36): 

•     Achieve 50% increase in iPlayer user engagement metrics. 

•     Complete workforce capability development achieving 90% digital competency 

threshold. 

•     Launch international streaming subscription service in priority markets. 

•     Implement advanced analytics dashboards for audience insights. 

•     Conduct comprehensive programme evaluation and develop Phase 2 strategy (2028-

2030). 

 

   5.4.   Communication and Stakeholder Engagement Strategy 
Effective communication constitutes a critical success factor for change management, 

requiring tailored approaches for diverse stakeholder groups (Kotter, 2012). 

Internal Communication Mechanisms: 

•     Monthly “All Staff” video messages from Director-General explaining progress 

•     Divisional town halls providing opportunities for questions and feedback 

•     Digital transformation intranet hub containing resources and success stories 

•     Department-based “Change Champions” network facilitating peer support 

•     Anonymous feedback channels enabling honest expression of concerns 

External Communication Approaches: 

•     Quarterly transparency reports detailing transformation progress 

•     Regular engagement with Ofcom regarding regulatory compliance 

•     Public consultations on significant service changes affecting audience access 

•     Media briefings communicating strategic rationale and public benefit 

•     Digital channels showcasing innovation through case studies and testimonials 
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   5.5.   Risk Management and Mitigation Strategies 
Key Risk Categories and Mitigation Approaches: 

•     Staff Resistance: Extensive consultation, transparent communication, training 

provision, demonstrating quick wins. 

•     Technology Failures: Phased implementation, comprehensive testing, contingency 

systems, vendor partnerships. 

•     Reputational Damage: Editorial oversight, AI ethics frameworks, transparency, crisis 

communication protocols. 

•     Financial Shortfalls: Conservative forecasting, staged investment release, regular 

monitoring, contingency reserves. 

•     Skills Gaps: Strategic recruitment, technology partnerships, apprenticeships, external 

consultancy. 

•     Regulatory Challenges: Proactive Ofcom engagement, compliance monitoring, legal 

expertise integration. 

   5.6   Evaluation Framework and Success Metrics 
Quantitative Key Performance Indicators: 

•     Digital Engagement: iPlayer monthly active users, session duration, content completion 

rates. 

•     Financial Performance: Commercial revenue growth, operational cost per content hour, 

ROI. 

•     Workforce Development: Digital skills certification rates, internal mobility, engagement 

scores. 

•     Content Quality: Audience appreciation indices, awards recognition, editorial 

compliance. 

•     Trust and Reputation: Public trust surveys, media sentiment analysis, regulatory 

compliance. 

 

6. Recommendations 

Based on the analysis, the following recommendations are proposed to ensure the BBC’s 

successful digital transformation while safeguarding its public service mission: 

Accelerate Digital Platform Investment 
• Prioritise ongoing investment in BBC iPlayer and other digital platforms to ensure they 

remain competitive with global streaming services. 

• Adopt agile development cycles to iterate and enhance user interfaces, personalisation 

features, and cross-device compatibility. 
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Embed Digital Skills Across the Workforce 

• Expand and mandate digital upskilling programmes, ensuring at least 90% of staff have 

core digital competencies by 2028. 

• Introduce digital “champions” in each department to foster peer-to-peer learning and 

support. 

Foster a Culture of Innovation and Collaboration 

• Promote cross-functional teams to break down silos and encourage creative 

experimentation in new formats, particularly digital-native content. 

• Recognise and reward staff who initiate or contribute to successful digital projects. 

Diversify Revenue Streams 

• Develop a strategic roadmap for expanding commercial offerings such as content 

licensing, international streaming subscriptions, and co-productions. 

• Pilot new monetisation models (e.g., freemium content, digital memberships) while 

safeguarding core public service content. 

Enhance Stakeholder Engagement 
• Institute regular, structured consultations with staff, unions, audiences, and regulators 

to build support and address concerns early. 

• Increase transparency regarding change initiatives through public reporting and open 

forums. 

Strengthen Ethical Governance of AI and Technology 

• Establish clear editorial and ethical guidelines for AI integration in production, 

distribution, and content recommendation. 

• Regularly audit algorithms for bias and ensure ongoing staff training in AI literacy. 

Increase Organisational Agility 

• Streamline decision-making processes and empower project teams with greater 

autonomy to respond to emerging digital trends. 

• Adopt flexible working practices and dynamic resource allocation to respond to market 

changes more rapidly. 

Monitor, Evaluate, and Adapt 
• Implement robust, data-driven evaluation frameworks with clear KPIs for all 

transformation projects. 

• Establish feedback loops for continuous learning and adaptation, allowing for course 

corrections as needed. 
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7. Conclusion 
This report examines the BBC’s major transformation challenges and the change 

management approaches required to address them. Digital disruption, artificial intelligence, 

shifting audience expectations, and financial pressures create both threats and opportunities 

for the organisation. While the BBC has articulated a clear digital strategy and demonstrated 

leadership commitment, persistent implementation gaps and cultural resistance continue to 

impede progress. The analysis highlights the strengths and limitations of established change 

management frameworks: Kotter’s Eight-Step Model provides structure for large-scale 

transformation, whereas ADKAR focuses on individual transitions. However, neither 

framework fully reflects the BBC’s public service mission, complex stakeholder landscape, or 

need for ongoing adaptation. Effective transformation therefore requires an integrated, 

context-sensitive approach drawing on multiple models. Leadership is identified as a critical 

determinant of change outcomes, with transformational vision needing to be balanced by 

situational flexibility and sensitivity to organisational culture. The Strategic Change 

Management Plan outlines guidance on vision setting, financial planning, implementation 

sequencing, communication, risk management, and evaluation. Ultimately, the BBC’s long-

term success depends on balancing continuity with innovation, maintaining public service 

values while adapting organisationally to remain relevant to digital-native audiences. 
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Appendix 

1. Appendix A: SWOT & PESTEL Analysis 

BBC SWOT Analysis (Appendix A) 

Strengths Weaknesses 

- Strong brand reputation and public trust, both in 

the UK and globally. Stable core funding via 

licence fee (currently). Diverse content portfolio 

and creative talent.  Legacy of innovation and 

technical expertise (e.g., BBC R&D). Large, loyal 

domestic and international audience base. 

- Organisational complexity and bureaucracy 

slow change. Legacy IT systems limit digital 

agility. Resistance to change in some staff 

groups and unions. Siloed divisions hinder 

collaboration. Reliance on licence fee subject 

to political debate and potential erosion. 

  

Opportunities Threats 

- Rising global demand for trusted, impartial 

news and high-quality content. Expansion into 

international streaming and content licensing 

markets. Leveraging AI and data analytics for 

personalised content and operational efficiency. 

Partnerships with tech firms and content 

creators. Engaging younger audiences through 

new formats and social platforms. 

- Intense competition from streaming giants 

(Netflix, Disney+, Amazon, etc.).  Ongoing 

political and regulatory scrutiny threatens 

funding and editorial independence. Rapid shifts 

in audience behaviour and technology 

outpacing organisational adaptation. Risks of 

reputational damage from missteps in AI, 

editorial, or public trust. Inflation and static 

licence fee eroding real-terms budget. 

 

PESTEL Analysis 
Factor Key Considerations Impact on BBC Strategic Response 

Political Licence fee debate, regulatory 

scrutiny, impartiality, Brexit media 

policies 

High: Funding uncertainty Proactive engagement, scenario 

planning, lobbying 

Economic Inflation, cost pressures, competition 

for talent, commercial revenue needs 

High: Budget constraints Efficiency savings, revenue 

diversification 

Social Changing media habits, diversity, 

digital literacy, generational shifts 

High: Audience fragmentation Personalisation, multiplatform 

strategy, inclusion 

Technological AI disruption, cybersecurity, 

streaming competition, legacy 

system upgrades 

Very High: Core 

transformation 

Invest in AI, security, cloud, R&D 

Environmental Sustainability, carbon footprint, eco-

friendly production 

Medium: Brand/reputation Green initiatives, sustainable 

content production 

Legal Data privacy (GDPR), copyright, 

employment law, competition law 

Medium: Compliance risk Data governance, legal audits, 

transparent reporting 
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Overall PESTEL Analysis: 
The BBC faces high political, economic, and technological pressures, making change 

management essential to ensure organisational agility, digital relevance, and public trust. 

The outlined plan addresses these factors via technology investment, stakeholder 

engagement, financial strategy, and continuous adaptation. 

  

2.  Appendix B: Change Implementation Gantt Chart (36-Month Timeline) 

BBC Change Implementation Timeline (2026–2028)  

Major Activity / 
Phase 

2026 
Q1 

2026 
Q2 

2026 
Q3 

2026 
Q4 

2027 
Q1 

2027 
Q2 

2027 
Q3 

2027 
Q4 

2028 

Foundation & 

Mobilisation 

X X 
       

Tech/AI Strategy & 

Infrastructure 

 
X X X X X 

   

Pilot AI & Evaluation 
  

X X X 
    

Full AI Rollout 
    

X X X X X 

Cybersecurity/ISO 

27001 

X X X X 
     

People & Capability 

(Training/Leadership) 

X X X X X X X 
  

Stakeholder 

Engagement 

X X X X X X X X X 

Monitoring & 

Governance 

X X X X X X X X X 

Legend: 
• X = Activity active during this period 

Critical Path: 
• AI rollout dependent on infrastructure upgrades and pilot success 

• Workforce training phased with tech deployment 

• Stakeholder engagement ongoing throughout 

Resource Requirements (Peak Q4 2026–Q2 2027): 
• Change Office: 10 FTE 

• Training delivery: 15 FTE 

• Technical implementation: 50 FTE 
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3. Appendix C: Stakeholder Communication Matrix 

Stakeholder 
Group 

Size/Composition Key 
Interests 

Key 
Messages 

Channels Frequency Responsible 
Party 

Success 
Metrics 

Board of 
Directors 

12 (exec/non-

exec) 

Strategy, 

governance, 

risk, ROI 

Vision, 

financials, 

risk 

management 

Board 

papers, 

meetings, 

briefings 

Monthly CEO, CFO Board approval, 

engagement 

Executive 
Leadership 

15 C-suite & 

Directors 

Alignment, 

resources, 

delivery 

Change 

vision, KPIs, 

dependencies 

Weekly 

forums, 

portals 

Weekly Change 

Office 

Director 

Leadership 

alignment 

Technology 
Teams 

2,000+ engineers, 

devs 

Innovation, 

tech specs, 

career dev. 

Tech 

upgrades, AI 

strategy 

Workshops, 

Slack, 

Confluence 

Weekly CTO Training 

completion 

Editorial Teams 5,000+ journalists, 

prod. 

Editorial 

trust, 

autonomy, 

skills 

Editorial 

standards, AI 

governance 

Town halls, 

intranet, 

newsletters 

Monthly Editor-in-

Chief 

Trust index, 

feedback 

All Employees 21,000 total Job security, 

skills, 

support 

Training, 

support, 

impact 

overview 

All-hands, 

email, 

intranet 

Bi-weekly CEO, HR 

Director 

Completion rates 

Trade Unions 3 recognised 

unions 

Consultation, 

worker rights 

Consultation, 

safety, skills 

Meetings, 

proposals, 

briefings 

Monthly CPO, 

Relations 

Dir. 

Industrial peace 

Ofcom/Regulators Ofcom, DCMS, 

ICO 

Compliance, 

performance, 

impartiality 

Progress, 

compliance, 

impact 

Formal 

reports, 

meetings 

Quarterly Compliance 

Director 

Audit outcomes 

UK Public 
(Audience) 

50+ million 

viewers 

Trust, 

service 

quality, 

innovation 

Benefit 

comms, 

service 

assurance 

News, 

social 

media, 

iPlayer 

Quarterly Chief 

Marketing 

Officer 

Audience 

metrics, NPS 

Commercial 
Partners 

Studios, 

distributors 

ROI, content, 

market reach 

Commercial 

strategy, 

partnership 

Briefings, 

portals, 

reviews 

Quarterly Commercial 

Director 

Revenue/renewal 

rates 

Communication Measurement: 
• Engagement: Open rates, attendance, portal usage 

• Sentiment: Quarterly surveys, media analysis 

• Feedback: Volume, actionability 

• Behaviour: Training/adoption rates 

Escalation Protocol: Issues escalated within 48 hours to appropriate management level. 

  

 

 

 

 


