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[bookmark: _Toc86318277]1.0 Introduction
Greek philosopher Heraclitus reportedly said, “The only constant in life is Change” (Arapahoe, 2020). According to King (2019) ‘This quote suggests that we are the ones who shape our future’. Whilst this is a deep and profound statement made in relation to life in general, there is also a truth in it that applies to the workplace.
Hussain, Lei, Akram, Haider, Hussain and Ali (2018) state that ‘Change is crucial for organizations in growing, highly competitive business environments’
Indeed (2021) defines change in the workplace as ‘anything that interjects with previous work routines, team members, job roles or specific job duties.’ Changes can be simple like a change in management personnel or a new colleague or it could be something a lot more complex such as a change in policy, a new process or even something even more intricate such as a complete change in business direction. An example of such a major change of purpose is Avon which, in the late 1800s, was originally a door-to-door book sales company. To help sell the books, salesman David McConnell began giving away free perfume samples as incentives for women to buy books. The business realised that the customers were more interested in the perfume than the books and rebranded as the California Perfume Company making a permanent switch to cosmetics. (Lovemoney, 2019). The name Avon was adopted in 1939.
Mccullough (N.D) explains that the reasons for change within the workplace is to encourage innovation, promote skill growth, develop people, present new business opportunities and to improve staff morale.
‘When your organization undertakes projects or initiatives to improve performance, seize opportunities or address key issues, they often require changes to processes, job roles, organizational structures, and types and uses of technology’ (Prosci, N.D)
The need to implement change within the workplace can be driven by internal factors, external factors or both and determined by cause and effect where a certain event, the cause, bring about a need for change, the effect. A broad and generalised example of modern changes within almost every workplace can be exemplified though the coronavirus pandemic. The virus is an external factor, the cause, which has forced businesses to make significant changes to the way in which they operate, the effect. The change can range from something simple as limiting the number of customers in a building to reorganising the entire business and adopting allowing from home or hybrid roles.
This paper is going to first focus on what factors drive change within the organisation. These factors will consider those in the microenvironment (within the organisation itself) and the macroenvironment (the bigger picture). 
Reasons for failure of change projects is going to be considered as well as the importance of strong leadership during any change initiative.
The paper will then think about how to effectively lead stakeholders though change within the workplace by first determining who are the stakeholders are and then critically examining 2 models for change: The Dice framework and Lewin’s 3-stage model for change.
‘Managing change means working closely with employees and setting clear goals about how the change will be managed.’ (Lindenberg, 2018). 




[bookmark: _Toc86318278]2.0 Factors that drive change
As alluded to in the introduction, there is a plethora of reasons that can bring about change within the workplace. The reasons will vary depending on the origin of the source driving change. There could be internal factors within the organisation, known as the microenvironment or external factors, the macroenvironment.  
According to Cliffsnotes (N.D) ‘The internal environment is affected by the organization's management policies and styles, systems, and procedures, as well as employee attitudes and the external environment is affected by political, social, technological, and economic stimuli outside of the organization that cause changes.’
[bookmark: _Toc86318279]2.1 Changes driven by the Microenvironment
‘Unlike the external environment, the company has control over [internal] factors. It is important to recognize potential opportunities and threats outside company operations. However, managing the strengths of internal operations is the key to business success.’ (Pestleanalysis, 2015).
To facilitate the strategic planning of change within an organisation a SWOT analysis is utilised for which the purpose ’is designed to facilitate a realistic, fact-based, data-driven look at the strengths and weaknesses of an organization, initiatives, or within its industry.’ (Kenton 2021). When considering SWOT for internal factors, Strengths and Weaknesses are considered as Opportunities and Threats relate to external factors. Parsons (2021) explains ‘Strengths are internal, positive attributes of your company. These are things that are within your control and Weaknesses are negative factors that detract from your strengths. These are things that you might need to improve on to be competitive.’
The strengths and weaknesses are internal factors that the organisation will know about and thus have some degree of control over. 
Whilst there are many, many reasons that can prompt change within a workplace, Tahir (2019) lists seven main internal factors that drive change.
· Vision – Organisations can change their vision or direction. Mobile phone manufacturers Nokia is an example of an organisation that changed their direction from mobile phones to network infrastructure. Although the change was heavily influenced by external factors, the birth of the smart-phone, the CEO decided not to follow-suit and instead changed the company’s vision and transitioned into the network topology and mapping division, converting a struggling organisation bordering bankruptcy into a major power in the technology field. Nokia realised that they had a weakness so needed to implement change, they were no longer competitive in the mobile phone industry, although also influenced by an external factor, it is the internal change that saved the brand.

· Values – Core values or change in policy can drive change. An example may be that an organisation has reviewed its employee pool and realised that they may be attracting a certain demographic and thus decide to realign its values to better support equal opportunities. This has happened within the Police force in recent years, it was noted that most applicants were 20–30-year-old white British males. The Police now actively seek applicants from minority groups. Using SWOT, this change is now a big strength for the police force, their dedication to equality and diversity assists them in providing a service, especially in multi-cultural environments.

· Expertise – Linked with vision, a company’s core expertise may change due to advancement of technology or new ways of working becoming available. For example, the evolution of AI systems will mean big changes to a lot of organisations in the future. Although, new technology is generally considered an external factor, the expertise to use such technologies, or more importantly if the expertise is lacking within the organisation, it would be an internal driver for change. Having experts in place would be deemed as a strength, lack of would be a weakness.

· Leadership – Change in leadership at all levels can bring about change as team dynamics will change. Tuckman’s stages of group development (Tuckman, 1965) highlights changes within a team and with some degree if influence, leadership will naturally form part of that team. During all 4 stages of group development changes will continuously be made. This also ties into Lewin’s model which will be examined later in this paper. An existing team or group will be unfrozen for new people added or removed which is the forming stage. Tuckman’s storming phase would be Lewin’s change stage. Then when the group gets to the norming stage, it is refrozen and performing begins.

· Employees – Skills, values, attitudes and behaviours of employees is a large contributing factor to change. For example, if a skilled and experienced employee leaves, it may mean that an organisation needs to change their processes or systems to rebuild any tacit knowledge lost with that employee. Equally, new employees may join an organisation with skills or ideas that are not yet used allowing an opportunity for change.

· Performance – Perhaps the biggest driver of change, if an organisations performance is not up to standard, for example the company losing contracts or not hitting profit targets, changes will inevitable be made. Without change, a struggling organisation will fail.
[bookmark: _Toc86318280]2.1 Changes driven by the Macroenvironment
According to the University of Sydney (N.D). ‘A PESTLE analysis allows a strategic and systematic evaluation of a business's prospects, risks and opportunities in a new environment.’ PESTLE stands for Political, Economic, Social, Technological, Legal and Environmental which are all external factors that and organisation has little control over and that can force change withing an organisation. 
· Political – According to Pathak (2020), ‘Political factors include tax policy, environmental regulations, trade restrictions and reform, tariffs, and also political stability. These factors determine the extent to which a government may influence an industry or a company. ‘

· Economic – ‘An economic factor has a direct impact on the economy and its performance, which in turn directly impacts on the organisation and its profitability. Factors include interest rates, employment or unemployment rates, raw material costs and foreign exchange rates.’ (Oxford College of Marketing, N.D)

· Social – Bruin (2016) states that social factors are ‘dimension of the general environment represents the demographic characteristics, norms, customs and values of the population within which the organization operates. This includes population trends such as the population growth rate, age distribution, income distribution, career attitudes, safety emphasis, health consciousness, lifestyle attitudes and cultural barriers.’

· Technological – ‘These factors pertain to innovations in technology that may affect the operations of the industry and the market favourably or unfavourably. This refers to automation, research and development, and the amount of technological awareness that a market possesses’ (PestleAnalysis, N.D)

· Legal – ‘Legal factors include - health and safety, equal opportunities, advertising standards, consumer rights and laws, product labelling and product safety. It is clear that companies need to know what is and what is not legal in order to trade successfully. If an organisation trades globally this becomes a very tricky area to get right as each country has its own set of rules and regulations.’ (Professional Academy, N.D)

· Environmental – Gray (2016) describes that evaluation is needed of ‘all the factors directly related to, influenced, or determined by the surrounding environment. This could include weather and natural disasters, geographical position, climate changes, and sustainability. Think about the apparent increased frequency of natural disasters (floods, drought etc.) and their impact on the business and future planning of many affected businesses.’
An example where an external factor has influenced change within an organisation can be illustrated by a company called FlexiGrid who is a bulk fuel haulage company. Due to the safety risks associated with bulk fuel distribution. FlexiGrid has for a long time had a policy whereby they only employ drivers with 3 or more years’ experience driving fuel tankers and 5 years minimum experience driving class-1 Heavy Goods Vehicles. Considering some aspects of PESTLE, FlexiGrid has had to make changes to their organisations hiring policies. 
There is a well-known current shortage of HGV drivers within the UK which is reportedly due to poor wages and working conditions. Drivers are leaving the industry due to pressures from environmental campaigners as well as older and more experienced drivers now retiring. The government has stepped in with financial incentives for people to become HGV qualified as well as, although highly criticized, relaxing some of the stringent testing for new drivers.
There has also recently been a fuel shortage scare. There is not an actual shortage of fuel, there is plenty available, but the media has incited panic buying by claiming there is a fuel shortage due to the lack of drivers. So, FlexiGrid are now under a lot of external pressures, due to the perceived shortage of fuel, so are expected to increase deliveries to help relieve the pressure. However, there is also a shortage of drivers meaning that they are limited with who they can employ, further restricted by their own recruitment policy.
Therefore, there are Political, Economic, Social, and Environmental factors which have driven change within FlexiGrid. The result is a change in their policy where they are now recruiting newly qualified drivers and are now willing to invest time and resources into training and development instead of only recruiting highly experienced drivers. Without the change, the organisation would struggle to meet demands.
[bookmark: _Toc86318281]2.3 Why can change fail?
According to Hayes (2018), up to 60 percent of change programs fail to achieve their target. The author continues to explain that getting change wrong can be very costly but getting it right is not easy.
According to Duck (1993), ‘Change is intensely personal. For change to occur in any organization, each individual must think, feel, or do something different. Even in large organizations, which depend on thousands of employees understanding company strategies well enough to translate them into appropriate actions, leaders must win their followers one by one.’ This is supported by Mulder (2012) who explains that ‘Change processes often fail because an organization does not succeed in communicating the need for change to their employees. People/ employees will only be able to make concessions and let go of the old situation when they are aware of the need for change.’
‘Change managers, at all levels, have to be competent at identifying the need for change and have to be able to act in ways that will secure change.’ (Hayes, 2018) 
Castrillon (2020) explains that change isn’t easy and goes on to write ‘a study from the American Psychological Association (APA) found that organizational changes such as restructuring or new leadership can lead to employees who are overly stressed, have less trust in their employers, and have a greater desire to find new jobs.’ As disused in the introduction, there are positive reasons or needs for change within the workplace so understanding why change would be viewed so negative that staff look for other roles is imperative.
Rick Maurer (2010) lists 3 levels of resistance to change:
Level 1 – I don’t get it
This level basically means that the person does not understand what the change is or why. This could be due to lack of clear communication as to the reasons why, confusion over what it means or lack of critical information. To overcome this, the leader or manager needs to be clear why the change is needed. To do this communication is vital, the leader/manager needs to be able to find multiple ways to make their case using communication methods or language that others understand and can relate to. Leadershipfreeek (2015) mentions the benefit of utilising ‘Dissatisfaction that energizes’, essentially focussing on and even enhancing dissatisfaction within the current state to highlight the need for change. 
Level 2 – I don’t like it
‘Level 2 is an emotional reaction to the change. Blood pressure rises, adrenaline flows, pulse increases. It is based on fear: People are afraid that this change will cause them to lose face, status, control – maybe even their jobs.’ (Maurer, N.D). According to Praxie (N.D), to get past any level 2 resistance, a leader must ‘remove as much fear as possible so that people can react with less emotion. It is also about creating excitement for the change and reassurance that nothing bad is going to happen to them.’ 
Level 3 – I don’t like you
‘While the other two types of resistance have to do with your ideas, Level 3 resistance is about you. Level 3 resistance is the toughest to deal with because it’s so hard to believe—and accept—that there are people in the world who don’t like or trust you and everything you stand for. If you choose to deny or ignore it, your ideas will never get off the drawing board.’ (Maurer, 2020). The only way to overcome any level 3 resistance as a leader is to work on rebuilding damaged relationships by developing mutual trust.

Hultman (1979) states ‘when the word resistance is mentioned, we tend to ascribe negative connotations to it’, whilst Stumpf (2020) adds that any resistance to change can be inverted and turned into an opportunity. The author instructs leaders to ‘Welcome any criticism to your ideas, welcome the openness of the criticism and see the opportunities resistance bears for you as a person and an organization: it will help you make the change more effective, more appreciated, more welcome.’ Opening up to ideas and input from people may help improve commitment from others which will be mentioned later in this paper when examining the DICE framework.
Other than the 3 levels of resistance, there are a plethora of matters that could present as barriers to change. These can include but is not limited to; Lack of understanding or cooperation, fear of failure, financial constraints, uncertainty, inadequate resources, failure to engage stakeholders, lack of management support or past experiences of change failing resulting in biased decision making. All these barriers to change can be overcome by generating a positive response to change which can only happen with correct leadership.
‘In certain situations, despite the best intentions and support, some people will not adapt well to the change. As a manager, you’ll need to figure out how to deal with such scenarios.’ (Sharma, N.D)
[bookmark: _Toc86318282]2.4 Leadership and Change
When discussing change, the focus should be to understand whether the organisation or team need to be managed though the change or led though it. Root (2020) states ‘Change management is usually reactionary and can be seen as a linear process, with a single goal and pre-set checkpoints, change leadership is a proactive approach to change management, where change is seen as an opportunity for growth and improvement rather than a finite project.’ Kotter (2011) concurs that although many people use the phrase change management, instead of change leadership, ‘The distinction between the two is actually quite significant. Change management, refers to a set of basic tools or structures intended to keep any change effort under control. The goal is often to minimize the distractions and impacts of the change. Change leadership, on the other hand, concerns the driving forces, visions and processes that fuel large-scale transformation.’
Leaders are needed to bring about change whereas managers do not necessarily possess the qualities needed for successful change. Folkman (2020) supports this notion by writing ‘many would argue that the most distinguishing difference between people we identify as good managers, versus those we deem to be great leaders is that leaders are adept at bringing about change’. Morrison (2014) adds ‘A manager will implement new processes and re-assign tasks. But change will only be effective if the people involved embrace it and help to put it into practice it.’ 
Considering all the above; leadership when it comes to change is more paramount than managing. Therefore, in order to successfully implement change in the workplace, the appropriate leadership style needs to be adapted. Negative or authoritarian styles such as an autocratic manager or a telling leader is not likely to get the buy-in from colleagues which, as discussed in 2.3, is a major failure reason for change initiatives.
Considering Hersey and Blanchard Situational Leadership Theory (1972), a selling leader would be the ideal person to help implement change. The selling leader does not focus on the task or project, instead the selling leader would focus more on the people involved, building relationships with them and considering their emotions and feelings towards the changes. The selling leader would then be able to work to overcome any resistances by working on getting the buy-in for all concerned.
Hicks (2020) lists 6 skills which she claims are essential for change leadership; Communication, Active Listening; Research, Strategic Thinking, Leadership, Measurement and Analysis. Campbell (2021) lists 4; Communication, Coaching, Strategic Thinking, Projection management and Gorman (N.D) lists 3 Cs as the most important skills for change leadership; Communication, Collaboration and Commitment and Smith (2019) lists 7; Communication, Leadership, Vision, Analysis and Planning, Change Management, Other soft Skills and Digital Literacy.
However, Bower (2021), drills it down to just one skill and starts that ‘Empathy is the most important Leadership Skill’. When we consider the role of a leader during change is to get the buy in from others, to overcome resistance and to support all involved, listing empathy as the key skill makes since as empathy links to the emotional intelligence and mindfulness of the leader. Landry (2019) for Harvard Business Schools states ‘if you can’t effectively communicate with your team or collaborate with others, technical skills will get overlooked. By mastering emotional intelligence, you can continue to advance your career and organization.’





[bookmark: _Toc86318283]3.0 Efficiently Leading Stakeholders Though Complex change in the Workplace
Macarthur (2019) compares the differences in her experience with change. When serving in the military, change was dictated and followed without question based on a robust plan and deadlines but when transitioning into corporate life, that approach didn’t work and the main reason explained is that in a civilian workplace setting, people simply did not fall into place and follow as they did within the military. 
The workplace is not the military therefore change needs to be handled in a more diplomatic way, by first identifying who has a vested interest in the proposed change before utilising tools or models to help facilitate the changes.
[bookmark: _Toc86318284]3.1 Stakeholder Analysis
As discussed in 2.4, leadership plays a key part in change management and part of that leadership is to determine who needs to be involved with the change and what degree of involvement each party will have. The way to complete this is through a stakeholder analysis. 
Smith (2000) explains that the term stakeholders is the general name used to describe which individuals, groups or other organisations have a specific interest in the project or change and which ones of those would be able to affect the outcome in some way and in a separate publication, Smith (2000) explains that projects can fail quickly if even the needs of one influential stakeholder isn’t met.
Mindtools (N.D) states that stakeholder analysis ‘is the process by which you identify your key stakeholders and win their support. [It is] where you identify and start to understand your most important stakeholders.’
With regards to change, stakeholders are generally categorised into internal and external groups. Internal being Owners, management and employees and external stakeholders being customers, suppliers, shareholders, investors, members of the public or even the media.
	Once stakeholders have been identified, the next stage is to prioritise them based on their level of input or position within the change project, and this is achieved by plotting their place on Mendelow’s power-interest model (1991). 
· 
	[image: Diagram

Description automatically generated]Mendelow’s Power / Interest Matrix
(Stakeholder-management, 2019)

	· High power / high interest stakeholders will be heavily invested in the change and must be actively managed.
· High power / low interest stakeholders can disrupt the change if things do not progress the way they think it should. These stakeholders need to be kept satisfied.
· Low power / high interest only needs to be kept informed of the change progress.
· Low power / low interest must be monitored in case their power levels increase in the future which could affect the change.

	


‘Dealing with individuals or groups who may affect or be affected by the project processes, contents, or outcomes (i.e., the project stakeholders) has been acknowledged as a core task within project management for a long time’ (Eskerod, Huemann, Savage, 2015)


[bookmark: _Toc86318285]3.2 DICE framework
Sirkin, Keenan and Jackson (2005) state that ‘managing change is tough’ and claim that there isn’t much collective agreement as to what factors most impact change programs. The reason for this is likely that each individual manager will have their own viewpoints as to what drives successful change, and those viewpoints will be based on their person belief, values, attitudes, skills and experience. To alleviate this notion, the authors developed a tool called the DICE Framework which was patented by the Boston Consulting Group in 2014.
The DICE framework is used in over 1000 companies (12manage, N.D) and is an acronym for four (or five) aspects of change; Duration, Integrity, Commitment (Management and Staff) and Effort. Each of the four or five categories are given a score and though a mathematical calculation, a decision can be made as to the validity of the change or idea allowing for an informed decision whether the organisation will dedicate time, money and resources to the project or not.
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Description automatically generated]‘All the above-mentioned factors are combined to calculate the probability of success of change initiative. Each factor is graded in score from 1-4 where 1 being the best and 4 is the worst.’ (Tahir, 2020). Gordon (2021) explains how the end score is used and states that ‘Dice score falls into three zones, win, worry and woe. A score between 7 and 14 is win zone, that indicates a high probability of success. A score between 14 and 17 belongs to worry zone, it indicates that the success is hard to predict. Scores higher than 17 says the success is unlikely to be achieved, it is the woe zone.’ Icasas (N.D) concludes ‘Because you get a hard number at the end of a DICE review, you’re able to do an objective comparison of this project or phase with other projects with a DICE rating.’                                                                                                                               (Portman, 2013)
Duration + (2 x Integrity) + (2 x Commitment(1) from Management) + (2 x Commitment(2) from Staff) + Effort
or
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(Thompson, 2020)
Duration (D)
‘This is the length of time until the change program is completed. For longer initiatives, this is the amount of time between milestone reviews. A long project that’s reviewed frequently is more likely to succeed than a short project that isn’t reviewed frequently’ (Sridharan, 2021)
	Less than 2 Months = 1
	2 to 4 Months = 2
	4 to 8 Months = 3
	More than 8 Months = 4


Integrity (I)
A crucial factor requiring skilled leaders. When picking teams for change programs, the leaders must be able to take critical decisions, resolve conflicts and successfully manage difficult odds and times of change. In addition, they must have exceptional communication and people management skills. (RushPRnews, 2021)
	Very Good = 1
	Good = 2
	Average = 3
	Poor = 4


Commitment from management (C1)
‘Top-level commitment is vital to engendering commitment from those at the coal face. If employees don’t see that the company’s leadership is backing a project, they’re unlikely to change.‘ (Sirkin, Keenan & Jackson, 2005)
	Clearly and strongly communicate the need = 1
	Seem to want success = 2
	Neutral = 3
	Reluctant= 4


Commitment from Staff (C2)
Commitment from staff has an important part in the success of a change project just as much as commitment from management. Aramyan (N.D) states that both groups are responsible for change and commitment is needed on both sides.
	Eager = 1
	Willing = 2
	Reluctant = 3
	Very reluctant = 4


Effort (E)
‘Change initiatives mean additional work. [The] team is taking on responsibilities above and beyond their day-to-day roles. It’s “above and beyond” work. While necessary, it often creates hostility, frustration, and stress. [The manager] must help the team figure out how they’ll manage it all. Also roll up [their] your sleeves and pitch in. How much effort is needed to bring this change?’ (Approachable Leadership, N.D)
	Less than 10% Extra = 1
	10-20% Extra = 2
	20-40% Extra = 3
	More than 40% Extra = 4



Example use of the DICE Framework
For this practical example use of DICE, the student is going to hypothesise that the proposed change is going to take 12 months. The teams Integrity is Average, the management team appear to want success however the team is reluctant. If the change was to go ahead there would be 33% of additional effort needed from all involved.
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In this illustration, an overall score of 17 means that the change is in the top end of the worry zone, therefore success is hard to predict. Furthermore, a score as high as 17 almost crosses into the woe zone which would deem it unlikely to be successful. It would be a big risk and unadvisable for an organisation to give the go-ahead to a change project based on this example.

The student’s opinion regarding the use of DICE is that the four categories are too subjective and open to the emotions and personal beliefs of the person evaluating the change idea. With a possible ranking system out of four, the risk of incorrect scoring is there. The student believes that for DICE to be more accurate, a wider scoring scale would be beneficial, for example extending the rage from 1-4 to 1-10 and base those scores quantifiable attributes instead of individual opinions. Alternatively, another way to enhance the scope of a DICE assessment would be to weight each criterion the same way as when conducting a grid analysis during problem solving and decision making. Adam (2017) expresses a similar viewpoint and explains that the assessment using dice is likely to vary from person to person. However, Adam claims that the overall score is not to be dwelled on and instead participants should be engaged with and the potential differences in scores debated in ways which will help ensure success. 
[bookmark: _Toc86318286]3.3 Lewin’s 3-stage Model for Change
Once the stakeholders have been identified and the change has passed the DICE framework, the next part is carrying out the change. An important aspect of change from a leader is managing people behaviours though the changes. Lewin’s change model can be utilised to help guide that change and thus manage behaviours. 
Lewin’s 3 stage model of change
[image: Diagram

Description automatically generated]
(Bmc, 2019)
Unfreezing
‘Upon realizing that your organisation needs to change, the first step is to “unfreeze” your current process and take a look at how things are done. This means analysing every step and human interaction for potential improvements, no matter how in-depth you have to go and how much you need to discover.’ (Caredda, 2020) Conelly (2020) states that ‘the Unfreezing stage is probably one of the more important stages to understand in the world of change we live in today. This stage is about getting ready to change. It involves getting to a point of understanding that change is necessary and getting ready to move away from our current comfort zone.’ (Conelly, 2020)
Bridges (2019) explains 5 parts of unfreezing: Ascertain the need, Gather Support, Develop the Strategy, Communicate the need for change and to manage any uncertainties or resistance. The key here is that gathering support, communication and management of resistance all go back to what has already been examined in 2.4 when discussing a leader’s role in change management.
Change
‘Once the team or organization is no longer frozen, it’s time to implement change. Lewin recognized this was a time marked with uncertainty and fear—making it the most arduous step to complete. During this step, employees begin to learn new behaviour, processes, and ways of thinking. For this reason, clear and constant communication across all are critical for employees as they become familiar with the change both during and after deployment.’ (Lucidchart, N.D). ‘During this stage, careful planning, effective communication and encouraging the involvement of individuals for endorsing the change is necessary. It is believed that this stage of transition is not that easy due to the uncertainties or people are fearful of the consequences of adopting a change process.’ (Juneja, N.D)
Lock (N.D) explains that the Change stage has a focus on the solution, new ways of working. It begins with new approaches to problems. With new approaches comes new learning and it takes place here; Goals are established. Smaller, acceptable changes that reinforce and support change are instituted. Management structures are developed. Open, two-way communication is maintained. This stage requires active stakeholder participation’
Refreezing
‘After the changes have become internalized within the company, the organization should adapt these new processes as the status quo until the need for change presents itself again. More specifically, all daily operations should reflect the new change. This stage will help to solidify the change into the minds of all employees so that they are completely engaged in this new way of working.’ (Praxie, N.D)
Raze (2019) explains that ‘without appropriate steps that sustain and reinforce the change, the previously dominant behaviour tends to reassert itself. You’ll need to consider both formal and informal mechanisms to implement and freeze these new changes. Consider one or more steps or actions that can be strong enough to counter the cumulative effect of all resistive forces to the change’

To summarise Lewin’s model for change. Unfreezing means realising what aspects need to change and breaking the routine or the norm. It is about getting others to buy into the need for change. The change phase is the process whereby the change is implemented be it a new way of working, a new process or even a new business direction. Re-freezing then means making the new way of working the new normal and putting steps in place to ensure that things do not slip back to previous ways. 
From the onset, Lewin’s model appears somewhat robust and relatable. The three categories are well defined and easy to visualise during any change programme. However, as with all models and frameworks, there are drawbacks and people who disagree. Longo (2011) claims that Lewin’s model is ‘lacking the flexibility required to fit with the currently dominating constant and sometimes even chaotic process of change’. The author then continues to explain that the model is too rigid and criticizes the notion of refreezing as not being flexible enough to allow future changes without then starting the unfreezing process again.
Viherlaiho (2014) states that a major disadvantage of Lewin’s model is that the stages lack consideration for people’s emotions and experience which can result in negative consequences. The author explains that during change, some people may be excited and more enthusiastic of others which results in the other people’s feelings being bypassed leading to lack of enthusiasm or even resistance.
The student believes that Lewin’s’ model would be a good starting-point to implement change but feels that given the disadvantages noted, such as rigidity and too simplistic, it should be used cautiously as guidance as opposed to being followed meticulously. The student also has reservations over the refreezing aspect. The student works in a very dynamic environment where processes change on a weekly basis. To lock-in a process by freezing it, has potential to disrupt the fluidity of the adaptive workplace. As explored in BMSK 6002, creativity is a fundamental desirable skill in the modern workplace. A frozen process or practice suggests that there isn’t any room for creativity without employing the full unfreezing process.


[bookmark: _Toc86318287]4.0 Conclusion
‘Change has been studied and researched for many years. Philopshies, theories, models and techniques; all aim, with various degrees of credibility and success, to delvier sustainable organisational change.’ (Paton & McCalman, 2008)
During this assingment, the student has explored what change is and why it can fail. The major factor in minimising the risk of failure for any change intititive is the successful leadership of that change, not management. Communication is recognsied as a major contributing factor to successful change leadership with the overarching quality bieng a high level fo emotional intelligence. A highly emotionally aware leader will have the ability to understand consncers, frustrations and behaviours of any follwoers and be able to activley engane with those individuals to reduce any undertaininties and to proceed eficiently with the change process.
The paper has then examined the change process starting with a stakeholder analysys, which, according to Brugh and Varvasovszky (2000) is used to ‘evalueate and understand stakeholders form the perspective of the organisaion, or to determin their relevence to a project or policy’. Following the stakeholder analysis, the DICE framework and  Lewin’s 3 stage model for change has been considered. The dice framwork bieng a comprehensive method of validating change idea and Lewin bieng the process for change. The student has concluded that the unfreezing, chage and refreeszing stages should form basic guidance and should not to be relied on solely, due to it simplicity and lack of allowance of on-going creativity. Additionally, as explained by Viherlaiho, Lewin does not consider the emotions of those involved. An alternative model to exmain may be Kotters 8-step model which gives ‘Major emphasis is on preparing and building acceptability for change instead of the actual change process’ (Juneja N.D). The student intends to do further reading into Kotter to compare and contrast against Lewin.

“To improve is to change, so to be perfect is to have changed often.” (Churchill, 1925)
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