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Introduction 

Change management is of crucial importance in the realisation of projects. Changes in project management are basically something quite normal and do not automatically indicate that the project concerned has been planned incorrectly or badly. Rather, it is in the nature of projects that not all essential developments can be precisely foreseen at the start of the project. Even if this were possible in exceptional cases, in most cases the effort would clearly exceed the benefit.


Changes in a company can be either adaptive or transformational.

Adaptive change: Adaptive changes are incremental, small changes that an organisation makes over time to improve its strategies, goods, processes, and workflows. Examples of adaptive changes include adding a new team member to handle higher demand or enacting a new work-from-home policy to draw in more qualified candidates. (Miller, 2020)

Transformational change: These are larger in size and scope, transformational changes frequently denote a dramatic and, occasionally, abrupt departure from the status quo. Examples of transformational change include deciding to expand globally or launching a new product or company division. (Miller, 2020)
This report is an academic report for the board of directors by applying academic change management and leadership models, methods, and theories to explore the key issues of leading change in the workplace. 
I have chosen to write about the company Zoom as it did bloom during the pandemic and is still a number one platform for the working environment, schools and Universities. The change management theory I will be using is Lewin’s Change Management Model.

Main body

Where there used to be one meeting after another in the calendar, there is now call after call. No break is necessary, after all, there is no need to change rooms. Two clicks - and the screen is full of other people, lined up like an antique collection of books: heads and torsos are visible, nothing more. In the background, are bookshelves, wardrobes, and kitchen interiors.

During the pandemic, companies banned business travel to protect against infection while realising how much money could be saved through virtual meetings. Even though the restrictions are likely to decrease over time - video conferencing is here to stay.
Zoom was actually meant for businesses. During the Corona crisis, however, not only did the use in the home office increase but also the use by private individuals as well as for sports courses, church services or education. To date, there are up to 300 million participations in video conferences every day and since 2019, Zoom has grown up to 30 times.  (Georgiev, 2023) CEO and founder Eric Yuan has left Cisco Webex as an engineer, which now poses a threat to Zoom. (Kelly, 2020). 
Zoom wants to use the Corona boom as a bridgehead for future growth. Video conferencing and ordinary telephony could basically be covered by one and the same product, Yuan pointed out. That is why Zoom sees great opportunities for new business here - even when it comes to private use. "Video conferencing is becoming a consumer business," Yuan emphasised. He sees opportunities here to keep up with the video chat services of the big tech companies Apple, Google, Facebook and Microsoft, all of which could not profit as much as Zoom from the Corona crisis - but improved their services. (Georgiev, 2023)
In 2017 Zoom has raised $100M then Zoom released the product's fourth main version. Zoom 4.0 included a number of enhancements targeted squarely at the enterprise.  (Shah, n.d.)
It wasn't just the clarity of the video that made Zoom stand out from the competitors; it was also how well Zoom performed on mobile devices.
Zoom's Developer Portal and MobileRTC Platform were the first. Zoom video can now be embedded in proprietary mobile and web applications by developers. The Zoom Rooms controller app, which is also accessible for Android devices, now has improved meeting controls. Zoom's iOS app and Zoom Rooms controller now support voice instructions. Multiple users can now share their displays at the same time. Meetings now have "waiting rooms" to provide hosts and attendees with more seclusion while waiting for meetings to begin. Zoom webinars could be streamed live on Facebook or straight to YouTube. (Shah, n.d.)
Zoom is intended to be at the centre of the future office in addition to being the best video conferencing tool for businesses. Zoom wasn't just building a better method to communicate. It was reducing a lot of the daily conflict that millions of employees faced on a daily basis. Zoom's tight integrations with Slack and Outlook made it possible to plan and conduct meetings from almost anywhere on any device. (Shah, n.d.) The education and healthcare industries could greatly benefit from the new augmented reality and machine learning aspects of the product. Due to Zoom's modular approach to feature add-ons and reasonable pricing, even small businesses could use it without having to fork over extra money for capabilities they didn't require.
In the month of December, the following elements were updated: The first was an on-mute alert that informed meeting participants if someone started speaking while still silenced. Zoom enhanced its virtual background function to appear more credible in dim lighting. Users could now pick whether or not thumbnail videos should be shown during screen-sharing segments of footage. Now, videos could include time stamps. Finally, hosts could limit invitations to specific domains when arranging a Zoom meeting, something that could formerly be done only via Zoom's admin portal. And even though the scale was tightened, the company kept improving. (Shah, n.d.)
The Lockdown brought about many different political, economic, social-cultural and technological changes. As a result, companies like Zoom experienced tremendous growth as teams turned to remote solutions that focused on collaboration and real-time conversations.


PESTEL
Political:
The Political environment in the UK is generally stable, which is in favour of companies like Zoom. However, the company’s operations services, such as data protection and privacy regulations. Therefore, Zoom must be aware of any changes in the regulatory environment and ensure that it goes along with relevant laws.

Economic:
Zoom’s operations in the UK are highly impacted by the country's economic conditions. Economic instability like real estate market instability, cost of living, and fluctuating currency values can significantly impact the growth and profitability in the UK market.

Social:
The demand for video conferencing services has grown significantly over the last few years due to social factors such as the COVID-19 pandemic, changing work patterns, and international communication. The adoption of video conferencing platforms such as Zoom has become more prevalent for both personal and professional usage in the UK.
Technological:
The UK is one of the leading countries in technology adoption, including video conferencing. Zoom must ensure that it continues to offer the latest features and updates essential for its users in the country. Further, the increasing penetration of smartphones and other mobile devices presents an opportunity for the company to expand its customer base with a mobile-first approach.


Environmental:
Environmental factors are increasingly important in the UK, and organizations are expected to operate in a sustainable and environmentally responsible way. Zoom has adopted environmental changes that promote sustainable and green business operations, including reducing carbon footprint and paper waste.
Legal:
The UK’s legal environment is highly regulated, and organizations must comply with various national and international laws, including data protection and privacy laws, and the General Data Protection Regulation (GDPR), a critical factor in the company’s operation in the UK.
In conclusion, Zoom is a highly relevant business in the UK’s video conferencing market, the company must keep ensuring compliance with all the relevant regulations so it will be continuing to innovate in its service offering. 

Leadership Style
In this company, the cooperative management style was used, and this is essentially characterised by the fact that the manager and employees work closely together in the development of ideas as well as in the implementation of projects and complement each other in their competencies. Here at Zoom, responsibilities and tasks are divided according to consensus. Delegating responsibility and motivating Zoom's employees are important components of this co-determination-oriented management style. This style of leadership encourages initiative and unleashes the creativity of the engineers and the management team. The distribution of responsibility among several people and their knowledge of important processes makes it easier to cope with the absence of one person in charge.
The CEO, Mr. Yuan, has ensured that everyone pulls together to achieve the best possible results as quickly as possible. (Kelly, 2020)


Cooperative leadership style - The advantages:
Due to open communication, the willingness to take responsibility and perform is very high.
It creates the feeling that everyone is "in the same boat". In addition, all participants can actively contribute to success in all phases, which creates motivation. The manager is relieved by taking over responsibilities and can turn to administrative tasks.
Cooperative leadership style - The disadvantages:
Sometimes finding consensus in newly formed teams can take a lot of time. Also, competition among the staff can also lead to problems.

Change management Models

The 3-phase model by Kurt Lewin
The phase model by Kurt Lewin (1890-1947) is considered the original model for the design of change processes. It is based on the "field theory", according to which there are basically two fields of force: First, forces to maintain the current state such as striving for security, habit, or fear; second, force fields for change such as new technologies, new competitors, changed economic environment. In change, according to Lewin, the balance must be temporarily shifted in favour of the pushing forces. In order to keep resistance from those affected to a minimum, it makes more sense to reduce the forces of inertia than to increase the forces of change. (Kurt, 1947)
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His three phases of change are particularly well-known:

Unfreezing: The aim of this phase is to create awareness of change and motivation among the workforce. This is necessary because many barriers inhibit change, such as inertia in the company, a strong corporate culture, and a fundamental rejection of change.
Moving (Changing): New things are tried out, solutions implemented, and new behaviour established by taking responsibility, training, and monitoring processes. In this phase, there is often a lack of orientation and resistance to change. Employees are sceptical about change and offer resistance. The goal is to relieve employees' fears and insecurities, otherwise, the success of the change is jeopardised.
Refreezing: This phase is about establishing the new situation through an orientation about the new goal as well as retraining and adapting behaviour. The aim is to "freeze", i.e. stabilise the new state. After the change, according to Lewin, a resting phase is necessary in order to fully develop the performance potential of the changes.
The advantages of the model are that Lewin points out the importance of minimising resistance. His simple, clearly structured model allows initial orientation for change. What is still unusual today is the attitude of focusing on resistance to change instead of seeing change as something positive for companies and employees. Even today, the prevailing attitude is to motivate employees, the resistance would virtually take care of themselves. (Kurt, 1947)
Lewin has created a model that answers basic questions. What is missing is concrete advice on how to organise the phases, especially on how to motivate employees in the long term. The model is no longer up to date, as change has become a permanent state in most companies - especially in the digitalisation described above, it is evident that "refreezing" and the resting phase no longer exist today. Change does not begin and end, but it becomes an ongoing task of companies and all stakeholders that will never end.
Conclusion: We need a contemporary and applicable concept with concrete instructions for action that takes into account both the internal and external conditions of the company as well as the confrontation of all those involved with them.


The 8-stage model by John P. Kotter

Kotter developed Lewin's model further and formulated an 8-stage model. These 8 stages are recognised in theory and widely used in practice:

1. Create a sense of urgency: create awareness of the urgency for change among leaders and staff. 
2. (Kurt, 1947) (Kotter, 2012) (Sharifi, 2002)Build leadership team: Unite directional individuals and develop mutual trust.
3. Develop the vision: The overarching vision for the organisation serves as a motivator for all stakeholders.
4. Communicate vision broadly and persuade employees.
5. Empower: Broadly motivate and empower employees to act on the vision.
6. Ensure short-term goals and achievements: They must be visible and clear.
7. Secure achieved goals and successes and ensure further changes.
8. Anchor achieved changes in the corporate culture.
One of the advantages of Kotter's model is that the steps are clearly described. At the same time, his model reveals serious mistakes in the implementation of change processes. Critically, Kotter's model is not fully empirically confirmed: Alas and Sharifi[3] could only empirically confirm six of the eight steps; they found no evidence for the fifth and seventh steps. Kotter points out the crucial importance of the vision, but what is missing from the analysis is what drives the actual thinking, feeling and actions of company employees. So, the vision could be based on something that is completely contrary to the vision. The development of an effective vision is not empirically derived and not sufficiently practical: How does the vision have to be formulated in concrete terms for it to be optimally effective? And how can it be determined whether the formulated vision releases sufficient motivation? It is also important to note that the change process takes place "top-down": The process is initiated by top management and cascaded downwards throughout the company. This view neglects the commitment of employees and their active role in shaping change. (Kotter, 2012)

Conclusion: We need an empirically confirmed process that puts employees at the centre of change, their assessments, and their actions. We need a model that is so concrete that we can put it into practice as effectively as possible, such as empirically confirmed guidance for the design of the vision - after all, the central source for the positive assessment of change and thus the motivation of all those involved. We need a concrete guideline when it comes to the individual confrontation of each participant with the subjectively perceived advantages and disadvantages of change in order to release the motivation of managers and employees in the company. It should also be possible to explain and shape regressions.



We can see that they used the Lewin Kurt Change management Modell, and it was very effective for them. Zoom innovated by designing its product to meet the needs of its target market. By tenaciously concentrating on the requirements of its clients, the business has been able to aggressively expand its feature set. Numerous things were altered, including the "On Mute" notification addition, new limitations on meeting invitations, enhanced audio quality, adaptable screen and audio sharing, additional languages, dashboard improvements for Zoom Rooms, and a great deal more. The business has since been able to gradually enhance those features to reliably deliver more value. They innovated by iterating and improving on the solution rather than simply accepting the issue as solved. (Shah, n.d.)



Change Strategy
 

At the substantive level, the change strategy for Zoom is concretised in the planning phase by drawing up a project plan, a communication plan and a controlling plan. Furthermore, a project organisation is developed, i.e., project teams are put together. In addition, change agents are appointed. As already mentioned, the change agent is responsible for the implementation of the changes in the business units. He serves as a communicator of top-down information and at the same time as a receiver of bottom-up information. The change agent is thus a member of a "network of change" and represents the change in the person in order to drive it forward in the operational areas of the company.
On a psychological level, only the parameters of participation/training and information/communication are affected in this phase. Overall, it is about the conception and integration of measures in planning instruments and thus about the question: How do I achieve the operational goals and how do I use the adjusting screws for this?
Ideally, the planning phase is carried out by the core team; in a larger company, at least two to three full-time employees should be deployed for this purpose. The members of the core team should have different roles and characteristics. The roles of a method expert, a communication expert, a controlling expert and a strategy expert should be part of the core team. (Rebecca Henderson, 2015)



Regarding the participation/training screw, training on the methodical procedure as well as team-building measures for the core team must be carried out. The planning phase is the time when discretion in the information and communication policy decreases, i.e. the second and third management levels are involved in the planning. The change management plan must cover the different levels of the change process.

The first step towards a sound understanding of change processes is to distinguish between micro and macro levels, whose respective activities must be coordinated and kept in balance. On the macro level, the tasks of the managers in the context of the changes are mapped: Management must lead, model and actively support the transformation. Another management aspect is the navigation of the entire change process. 

A complex change process requires appropriate programme management tools, bodies and skills in order to control, monitor, permanently adapt and implement its individual parts with the most efficient use of resources. (Rebecca Henderson, 2015)




Change management Plan 

The individual parts of the plan include the following components:
► Navigation/ course setting: Project management coordinates, integrates and supports
the change.
► Leadership: Leadership lives the change. Stands behind the change.
Convincing the staff.
► Ownership/ Identification: Employees are enabled to accept the changes.
accept the changes. Demotivators are removed.
Enablement: Concrete measures enable employees to implement the changes. (Kotter, 2012)


On the micro level of this model, all those measures are mapped that enable the employees to actually accept the desired changes. They should also promote identification with the new. 
With the help of the rough definition of the strategic goal definition and the context analysis and the resulting participation strategy from the analysis phase, the change strategy is concretised. The concretisation results in four sub-concepts: leadership, participation, training and incentive system. (Kotter, 2012)

The leadership concept regulates leadership behaviour and determines the persons who are to take on leadership tasks. It aims to establish positive role models and eliminate negative ones. The manager's role modelling of new behaviours is crucial for employee acceptance of the change initiative. For this purpose, it is important to demonstrate the factual correctness of the desired behaviour to the managers, for example through workshops.
In the context of the desired behaviours, "justice" must also be specifically defined and subsequently visibly and consistently exemplified. In order to implement the leadership concept, separate information and participation measures, leadership training and corresponding incentive systems for managers will be indispensable.
In the participation concept, the defined participation strategy (blitzkrieg, participation, etc.) is put into concrete terms. (Kelly, 2020)

It is determined for which subtasks project work is to be planned. Working groups, expert committees and discussion rounds are planned for this purpose. Workshops and staff surveys are also part of the participation strategy, here it becomes clear that there are overlaps in the concepts. Staff surveys, for example, are always part of the communication policy. The concepts must therefore be considered holistically in the context of each other. 

The same applies to the feedback mechanisms to be established, which serve on the one hand as a communication instrument and on the other hand as a controlling and thus steering instrument in order to live "justice".
The training concept reifies the training measures in order to eliminate deficits in professional, methodological and interpersonal knowledge. These deficits were identified in the analysis phase and are compensated for through training, the identification of best practices, knowledge sharing and expert groups. (Kelly, 2020)  A knowledge map helps to identify knowledge carriers and to integrate them in such a way that deficits in other organisational members are eliminated.


In the planning phase, Zoom has involved the second management level for the first time. The second management level was informed about the need for change, the change strategy and the planning. In the course of the leadership concept, the leadership culture was addressed in the change process, as the second management level should also serve as a positive role model for changed behaviour. When involving the second management level, a stakeholder analysis was also carried out with regard to power endowment and preference compatibility in order to introduce measures for stabilising power politics and to identify potential sub-project leaders. Members of the second management level are also interested in the role of change agent. The role of the change agent was introduced to the second management level and change agents was appointed and trained.
The results of the planning phase are the definition of the operational goals of the change process and the concretisation of the change content. In addition, a master plan and the change organisation were developed and approved by the steering committee and the CEO. (Kelly, 2020)




Culture change and the role of Leadership

All the characteristics that make the "phenomenon of corporate culture" so interesting and appealing also make dealing with it complicated and demanding - especially in times of corporate change. (Rebecca Henderson, 2015)

Corporate culture
· its bearers are only partly aware of it, so it can only be partly grasped and influenced.
· is carried, lived and experienced by people, i.e., different individuals.
· is not of a material but rather of a cognitive and emotional nature.
· is interpretative, i.e. it means something different for each of its bearers
· has a strong momentum of its own - must therefore always be considered and evaluated anew.

In order for the benefits and opportunities of corporate culture in change management to prevail over its dangers and risks, a conscious and sensitive approach to it on the part of the management is essential.
and sensitive handling of it by the company management is necessary.
Corporate culture does not have to or cannot be "created". It develops automatically and autonomously over time in any organisation. Corporate culture can be developed, historically grown or consciously cultivated, well-founded or contradictory. The culture of a company is therefore the hardly objectifiable result of a complex, long-term organisational process. (Rebecca Henderson, 2015)

Nevertheless, the adequate handling of one's own organisational culture, i.e., its realisation, its promotion of development or, in some cases, its destruction, is one of the core tasks of corporate management in change management.
Accordingly, leadership competence also means the controlled handling of organisational culture change processes: for example, the recognition of possible incompatibility between external (environmental) conditions and current corporate culture or the continuous checking of the coherence between corporate strategy and culture.

Ultimately, corporate leadership itself is a component of the corporate culture.
Thus, the leadership of an organisation always undergoes a cultural development process itself.




The change provoked by organisational change projects in a culture that has grown and consolidated over many years is a very complex process whose course is hardly predictable. For a company and its members, cultural change means rethinking, questioning or even "unlearning" their previous culture, i.e., their entire organisational behaviour, value system, all their attitudes and emotions associated with the company.  (Rebecca Henderson, 2015)

Accompanying this social "relearning process" is a leadership task that can only be successfully mastered with a great deal of sensitivity, social competence and perseverance. (Rebecca Henderson, 2015)


1. describe the new organisational culture in concrete terms.
The future culture associated with the desired organisational goals and strategies must be made "tangible" by the management.
The core elements of the future culture should be described and explained to the members of the organisation as concretely, vividly and in as much detail as possible - in short: where it is to go.

2. justification of the need for culture change
The hope of being able to successfully accompany culture change processes without having gained the insight and understanding of the corporate change among the organisational members concerned is in vain.
Only if organisational leadership succeeds in making the inevitability of cultural "reorientation" credible and plausible, are the conditions for a conscious engagement of organisational members with the topic.

3. the strength of the leadership role model
What could influence the attitude of an employee who is sceptical about the upcoming changes more than the experience of having the new "propagated" attitudes, values and norms "exemplified" personally by the top management?
"Actions count more than words" - this is also how organisational members who are unsettled by corporate change think and feel. Direct contact with the management credibly representing the future culture is often more convincing than nicely printed guideline brochures.

4. Cultural change as a joint project
than mere persuasion. A real commitment to changing the "here and now" can only develop among organisational members if they can actively shape the corporate change and the accompanying cultural change at an early stage and in the long term.

In short:
The corporate culture is the result of a development process of a group that can be shaped; thus, the culture can be influenced. A revolutionary cultural change is thus a long-term process that is often indispensable for the strategic reorientation of companies. The long-term nature of the design makes revolutionary, i.e., planned, cultural change more difficult in a dynamic, changing environment.




Conclusion

The results of the change management in Zoom have underpinned the generality of the levers of change success for the giant company. The most important trends and causes for fundamental change processes in companies were identified. At the same time, the results show the high importance of employees and their involvement for change success. Furthermore, it becomes clear that only a holistic structured approach can prevent a reality gap between organisational change and behavioural change of the employees.
Nevertheless, knowledge of holistic "correct" change management is important in order to be able to achieve an optimal change result in relation to the available resources.
The vision of a learning organisation, an organisation as a self-changing organism, is ambitious. It depends on the "right" measure of structure and dynamics. In the end, it is the management that decides and drives change, but it should always do so with the knowledge that an optimal result can only be achieved with the help of the employees.

Ultimately, it is the realisation and conviction of an organisation as a socio-technical system to do the "right thing" that brings about a change in behaviour at all levels. Leaders who have strong transformational and transactional competencies are the success factor in this respect. They ensure that an organisation achieves a goal.
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