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1. Introduction 

Based on the findings of the presentation on the change initiative of Fairwood Holdings Limited (Fairwood), an in-depth analysis was conducted to assess the company's financial performance over the past nine years. The data revealed a downward trend in profits, with a decrease from HK$334,247,000 in 2015 to HK$256,758,000 in 2023, showing considerable fluctuations over the past three years. Additionally, the stock price declined from 20.35 in 2015 to 11.7 in 2023. These financial indicators highlight the urgent need for change within Fairwood, aimed at improving profitability and stock performance. One proposed approach is to expand into the Greater Bay Area while prioritizing the fulfillment of societal needs within Hong Kong.

To gain a comprehensive understanding of Fairwood, the PEST model was employed to analyze the impact of macro-environmental factors. Furthermore, an examination of the industry environment and an assessment of the internal environment were conducted. These analyses laid the foundation for a thorough SWOT analysis, which identified the key factors necessitating organizational change.

Table 1: SWOT analysis of Fairwood
	Strengths
· Fairwood has maintained a strong presence in the market for over five decades (Fairwood Holdings Limited, 2022)
· Fairwood operating profits provide ample opportunities and resources for innovation and product development (Fairwood Holdings Limited, 2022b)
· Fairwood fosters an innovation culture, exemplified by their initiation of the "Click-and-collect" online ordering platform and the establishment of an environmental and equipment taskforce to introduce innovative technologies aimed at reducing emissions and energy consumption (Fairwood Holdings Limited, 2023)
· Fairwood has valuable experience in managing change, as evidenced by their successful rebranding efforts during the period of 1995-1999, which effectively addressed the challenges stemming from overexpansion  (HK01, 2022)
· Fairwood possesses a centralized kitchen and food processing facility (Fairwood Holdings Limited, 2022c)
	Weaknesses
· Decreasing trend of profits
· Limited product line diversification and business scope 
· Decreasing in stock price
· Loss of customer base and declining customer loyalty 
· Intense Competition

	Opportunities 
· Supportive Policies by China Government: Guangdong-Macao In-Depth Cooperation Zone in Hengqin has introduced supportive policy to let F&B group to set up canteen in Hengqin with relative low barriers and with subsidies (Guangdong-Macao In-Depth Cooperation Zone in Hengqin, 2023)
· Aging Population: The proportion of the aging population in Hong Kong is projected to increase significantly, from 20.5% in 2021 to 36.0% in 2046 (Hong Kong Census and Statistics Department, 2023)
· Technological Advancements (McCain, 2023)
	Threats
· Shifting Customer Preferences: Northward Shift Leisure culture (HK01, 2023)
· Increasing Substitutes and competition (ET Net, 2023)
· Home Dining (Nielsen, 2022)
· Popularity of Delivery Apps (Statista, 2023)
· Aging Population
· The Product Eco-responsibility (Amendment) Bill 2023 introduced by HKSAR, will increase Fairwood’s operation cost (The Government of the Hong Kong Special Administrative Region, 2023)



Source: from this research

Fairwood Holdings Limited is currently faced with a critical necessity to undergo organizational change due to a combination of factors such as declining profits, a decrease in stock price, intense competition, and evolving customer preferences. However, the aging population represents a unique aspect that can be perceived as either an opportunity or a threat, depending on how Fairwood responds to this demographic shift. This report endeavors to provide a comprehensive analysis of Fairwood's change plan, offering in-depth insights into its implementation and evaluation within the broader organizational context. Special attention will be given to assessing the potential impact of the aging population and exploring strategies to capitalize on the opportunities it presents while mitigating any associated risks. The Strategic Change Plan are visualised as follow:
Table 2: Fairwood’s Strategic Change Plan and Expected Benefits
	Change Plan for Turn Fairwood into a Socially Responsible F&B Group and Dominant Soft Meal Provider

	Change Plan Objectives:
	Survive, Sustain, Surpass by Review, Rethink, Rebrand

	Main Actions need to be taken:
	1. Set up new business line in HK: Soft Meal
2. Set up Cantenn in Hengqin
3. Low Operation cost by employing technology, i.e. RPA

	Two Main Streams

S/M/L Run
	Increase Revenues and Sales
	Cut Cost

	Short and Medium Run
	Fairwood plans to set up a canteen at Hengqin, China, taking advantage of favorable policies that offer low barriers to market entry.
	Leveraging technological advancements for enhanced operational efficiency, considering the current affordability of implementing advanced technology.

	Long Run
	Introducing a new product line: Soft Meal Provider, specifically tailored to cater to the dietary needs of the elderly. This service will provide soft meals delivered directly to elderly nursing homes in Hong Kong, addressing the unique requirements of this demographic.
	Fairwood can capitalize on the advantages of economies of scale in soft meal production by establishing a soft meal monopoly, leveraging the presence of its own food processing plant. This strategic approach allows for increased efficiency and cost-effectiveness in meeting the demand for soft meals.

	Expected Benefits
	· Achieve higher sales, reduce costs, and increase profitability.
· Expand market share by meeting the societal needs and demands.
· Enhance the branding and overall image of Fairwood, leading to positive effects on the stock price.
· Align with Fairwood's Vision, Mission, and Values (VMV) and fulfill social responsibilities by providing care and improving the quality of life for the elderly, enabling them to "Live a Great Life."


Source: by this research 


2. Force Field Analysis for the Organizational Change – Readiness for Change

Force field analysis is a model developed by Kurt Lewin that examines the forces influencing change within a system or organization. It involves two types of forces: Driving Forces, which support change, and Restraining Forces, which resist change. The analysis helps identify and assess these forces to better understand the dynamics of change. By strengthening the driving forces and minimizing or overcoming the restraining forces, organizations can plan and implement successful change initiatives (Lewin, 1943).

2.1 Status Quo Analysis: 

The following provides an analysis of the current situation of Fairwood for the Strategic Change Plan. Strategic change involves significant adjustments or modifications in Fairwood to improve performance, market position, or operational effectiveness (The Strategy Story, 2023). These changes align with the company's long-term objectives or strategic vision.The driving forces encompass a series of factors that contribute to the need for change. These include a decline in profits and stock prices, intensified competition, shifts in customer preferences, high operating costs, and a decrease in the customer base, which collectively amount to a total score of 23.

On the other hand, the restraining forces entail obstacles that impede the desired changes. These include a lack of professional talent in the soft meal product segment, such as speech therapists, nutritionists, and compliance officers familiar with China's canteen operation regulations. Additionally, staff members exhibit apprehension towards the uncertainties associated with venturing into a new business line. Furthermore, short-term cost increases, uncertainty regarding market feedback, and the regulatory and compliance requirements for establishing a new business scope in China contribute to the restraining forces, totaling a score of 21.


Graph 1: Current Situation before Adding Driving Forces
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自動產生的描述]
By evaluating the current situation of Fairwood for the Strategic Change Plan, it is evident that the gap between driving and restraining forces is minimal, with only a 2-point difference. To address this, several additional driving forces can be introduced. Firstly, staff training programmes can be implemented to align employees with Fairwood's vision, mission, and values, fostering a shared sense of purpose (Darmax Global, 2023). Secondly, Fairwood can leverage the first-mover advantage (Tarver, 2020) in the soft meal segment in Hong Kong, capitalizing on the absence of a dominant provider and utilizing its existing reputation to adopt a value-based approach (Stobierski, 2022) as Fairwood provide good quality food. Thirdly, fostering an innovation culture through effective leadership and training initiatives can empower employees to contribute creative ideas and solutions (Miller, 2023). By incorporating these driving forces, Fairwood can strengthen the overall forces for change, providing the necessary impetus to initiate and propel the desired changes within the organization. Lastly, hiring new professionals, such as therapists, nutritionists, and compliance officers familiar with China's canteen operation regulations, can further strengthen the driving forces. Also, an additional suggestion is to introduce a discretionary bonus as an incentive for this change (Shank, 2023). This means that if the group's profit increases, everyone will benefit from the bonus. By incorporating these driving forces, which amount to a total score of 46, Fairwood will no longer be in a state of "quasi-stationary equilibrium" (Lewin, 1951) and there will be sufficient momentum to initiate and propel the desired changes within the organization. This can be visualized as follows:
Graph 2: After Adding 5 Driving Forces
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3. Identify the Change Model: Lewin 3-step Change Management Model

When preparing Fairwood for change, it is imperative to ascertain a suitable change model. Considering the fact that Fairwood continues to generate profits, albeit experiencing a decline, it can be classified as a case of planned change (Martin, 2015). Planned change encompasses a methodical progression from the existing stage to a desired stage, characterized by a structured framework of sequential steps. This approach assumes that Fairwood's environment is comprehensible and can be anticipated. Consequently, opting for a planned change model aligns more appropriately with the circumstances at hand.

Lewin's Planned Change Model is composed of three distinct stages: Unfreezing, Movement, and Refreezing (Hussain et al., 2018). These three stages play a crucial role in ensuring the success of organizational change. Recognizing and understanding these distinct stages allows leaders to effectively strategize and plan the implementation of desired changes within the organization. 

3.1 Unfreeze Stage (Ready for Change)
The unfreeze stage, like “melt the ice”, involves creating readiness for change by preparing Fairwood to comprehend and acknowledge the significance of the change imperative. This stage encompasses four key steps that facilitate the unfreezing process (Bridges, 2019):

3.1.1 Ascertain the need for change
The initial step in the unfreeze stage entails conducting a comprehensive assessment of Fairwood's current state to determine necessary changes and their underlying reasons. This process involves challenging existing behaviors, revising prevailing practices, and creating innovative approaches to conducting business. During the introduction session, the SWOT analysis was employed to identify key reasons why Fairwood needs to change. The push and pull factors include declining profitability and stock prices, shifts in customer preferences, demographic changes in the aging population of Hong Kong, and the opportunity to expand business scope in the Greater Bay Area (GBA) market and introduce new product lines in the local market. Additionally, the Field Force Analysis was utilized in Section 2 to evaluate the organization's readiness for change. By incorporating driving forces, Fairwood will be sufficiently motivated and incentivized to embrace change.

3.1.2 Gather Support
Obtaining support from Fairwood's stakeholders is crucial, and the consultancy has already presented this strategic change plan to the board members on April 14, 2024, which has been adopted. Furthermore, Fairwood needs to secure support from external stakeholders, including employees, shareholders, partners, and others. This can be achieved by effectively presenting and communicating the clear objectives of this change, emphasizing its mutually beneficial nature.

3.1.3 Develop the strategy and plan to communicate the need for change
The strategic change plan, which aims to transform Fairwood into a socially responsible F&B group and a leading provider of soft meals, is derived from Fairwood's VMV: "Enjoy Great Food, Live a Great Life." This plan highlights the importance of ensuring that elderly individuals in Hong Kong and patients with swallowing difficulties can still enjoy flavorful food. Additionally, the establishment of a canteen in Hengqin would provide an opportunity for factory employees to enjoy excellent meals after a demanding workday. These initiatives hold significant value and are in alignment with Fairwood's VMV. Therefore, it is imperative for the training team and internal marketing (Richardson and R Gosnay, 2021) to educate all Fairwood staff members about these initiatives, fostering a shared understanding and collective effort towards achieving this goal.

3.1.4 Appreciate and manage any reservations and uncertainties
According to Kegan and Lahey (2015), leaders and change agents have a crucial role in guiding individuals to comprehend the underlying and concealed reasons for their resistance to change. This process resembles that of a psychologist, as it involves uncovering the root causes and helping individuals recognize the benefits associated with change. Through these steps, the aim is to support employees in overcoming their limitations and fostering success in the change process, which lies at the core of effective change management.

In line with Section 2, conducting a before-and-after analysis using Force Field Analysis helps identify the equilibrium status quo. By incorporating five driving forces, the equilibrium is disrupted. For instance, one driving force could involve providing raises or discretionary bonuses to employees if Fairwood achieves profitability in new business lines or expands its business scope. Although this may increase costs, it also serves as a significant incentive for staff to embrace change.

3.2 Change (Do the Change)
The change stage entails Fairwood's staff members being "unfrozen" and prepared to progress towards the desired state. It signifies the onset of the transition phase, where the necessary changes are implemented. This period can be challenging for individuals, as they often experience uncertainty regarding the future, are unfamiliar with the changes, and require time to comprehend and adapt to them. The following are four steps for effectively managing the change stage:

3.2.1 Communicate methodically and consistently
Mr Dennis Lo, the Executive Chairman of the Group, must effectively communicate and disseminate the impact, outcomes, and advantages of the transformation process throughout Fairwood. This can be achieved through various means, such as monthly newsletters distributed via the intranet or email. These newsletters should announce significant milestones, such as the number of elderly nursing homes that have chosen Fairwood as their soft meal providers or the establishment of canteens in Hengqin. Additionally, they should highlight the number of customers served and include visuals, such as photographs showcasing customers enjoying our soft meals with smiles. These communication efforts aim to ensure that employees truly feel a sense of purpose and understand the meaningful impact they are making, and really making a progress (Vdovin, 2022).

3.2.2 Dismiss hearsay
To facilitate effective communication and cater to the inquiries and needs of staff members, the establishment of dialogue and feedback channels, such as email or hotlines, is imperative. These channels should be implemented prior to the official launch of change initiatives. For instance, a platform like "Dialogue with Chairman" should be arranged at least three quarters before the implementation of the strategic change plan. This platform enables staff members to acquire a comprehensive understanding of the underlying reasons behind the proposed changes and provides them with an opportunity to express their concerns and requirements (Davis, 2018). By doing so, it promotes transparency in communication, addresses concerns, engages employees, facilitates information sharing, and fosters trust within the team. Additionally, the establishment of a dedicated mailbox ensures that employee inquiries and feedback are received and appropriately attended to.

3.2.3 Encourage action
Dennis must also assume the role of a change exemplar in a conscientious manner. For instance, he should actively engage with relevant stakeholders involved in elder care, such as The Hong Kong Society for the Aged (The Hong Kong Society for the Aged, 2011), demonstrating his commitment to the proposed change plan. Moreover, he should proactively arrange meetings with industry professionals to acquire invaluable insights, thereby enhancing his understanding of the sector. Additionally, Dennis should take the initiative to initiate discussions with the Hengqin government to commence the implementation of the new business scope in that region. These proactive steps will effectively underscore his dedication to the change initiative.

Also, Fairwood should empower the team by strategically attracting new talented professionals, who can contribute their expertise to the organization's objectives. Additionally, the company should sponsor promising staff members to undergo training programs that align with the strategic change objectives. By investing in the development of its employees, Fairwood can foster a culture of continuous growth and improvement, thus facilitating the realization of the strategic change plan.

3.2.4 Engage people – establish the “Change Team”
To increase staff ownership of the strategic change plan, it is advisable to form a dedicated "Change Team" and delegate relevant duties outlined in section 3.2.3 to its members. This approach will empower employees and foster their involvement in the change process, enhancing their sense of ownership (Dudley and Rouen, 2021). The team should be composed of individuals with relevant skills and expertise, ensuring effective execution of tasks. Regular meetings and progress updates should be conducted to monitor the team's progress and provide necessary support. By involving staff members directly, this approach promotes commitment and motivation, leading to a more successful implementation of the strategic change plan.

3.3 Refreeze (Sustain the Change)
After significant efforts have been made, as mentioned earlier, it is crucial to reinforce and institutionalize the desired changes to ensure their widespread acceptance and integration into the overall operations of the group. The implementation of the refreeze stage aims to establish a new sense of stability among employees, fostering their confidence in the company's prospects and facilitating their adaptation to the new ways of working. This stage involves several steps, including embedding the change within the group's Five-year plan, developing plans to sustain the change in the short, medium, and long term, providing ongoing support to the team, and celebrating successes as positive feedback is received from the markets. These measures are essential in solidifying the desired changes and ensuring their long-term effectiveness and integration within the organization.

4. Leadership and Implementing Successful Change
Three core leadership styles, as identified by Kurt Lewin in 1939, include authoritarian, participative, and delegative. Authoritarian leaders dictate policy and provide little input from the group. Participative leaders involve the group in decision-making while retaining final say. Delegative leaders are hands-off, leaving decision-making to the group. Further research has expanded on these styles, considering factors such as skills, task nature, and motivation (Lumen Learning, 2020). 

Transformational leadership is a leadership style that inspires and motivates followers to reach their full potential. It involves creating a compelling vision, setting high expectations, and fostering a supportive environment. Transformational leaders possess charisma and inspire others through their passion and energy. They stimulate intellectual growth, encourage innovation, and provide personalized attention to individual needs. By serving as role models and exhibiting integrity, they earn the trust and respect of their team members. Transformational leadership leads to increased engagement, job satisfaction, and organizational success. (Lancefield and Rangen, 2021).

Table 3: Age of the Fairwood’s Management Team
	Name
	Position
	Age

	Mr Dennis Lo Hoi Yeung
	Executive Chairman 
	71

	Mr Lo Fai Shing Francis
	Executive Director and CEO
	40

	Ms Peggy Lee
	Executive Director
	52

	Mr Joseph Chan Kai Nin
	Independent Non-executive Director
	75

	Dr Peter Lau Kwok Kuen
	Independent Non-executive Director
	70

	Mr Peter Wan Kam To, MH,
	Independent Non-executive Director
	70

	Mr Yip Cheuk Tak
	Independent Non-executive Director
	71


Source: Fairwood Annual Report 2022-2023

Based on the provided data, the management team has an average age of 54, while the CEO, at 40 years old, is comparatively young in relation to the average age of CEOs in Fortune 500 companies, which is 58 (Berger, 2023). The CEO's youthful age potentially contributes to an open-minded approach, as he is more receptive to input from others. In an interview with Invest Smarter, Francis Lo expressed his leadership style as participative, emphasizing his willingness to actively listen to constructive feedback from his team members. He even provides a direct line of communication for subordinates and encourages them to freely express their opinions (Lo, 2023). By adopting a participative leadership style, Francis effectively leads his team despite his youth, swiftly adapting and integrating himself within the group. This approach enables him to incorporate valuable input from his team members into his decision-making process, fostering trust, positive working relationships, and empowering engagement among his team (Wang, Hou, & Li, 2022).


5. Managing Resistance to Change

One of the most perplexing and persistent challenges faced by Fairwood's CEO is employee resistance to change. This resistance can manifest in various forms, such as a consistent decline in productivity, an increase in voluntary resignations and transfer requests, ongoing conflicts among employees, hostile attitudes, unauthorized work stoppages or slowdowns, and the articulation of seemingly illogical arguments against proposed changes (Lawrence, 2019). Even seemingly minor expressions of resistance can have significant disruptive effects within the organization. Addressing and effectively managing this resistance to change is crucial for Fairwood's executives in order to ensure smooth transitions and successful implementation of new initiatives.

Resistance to change can arise from fear of the unknown, loss of control, disruption of routines, lack of understanding or communication, negative past experiences, organizational culture, perceived losses, and lack of trust and support. Addressing these reasons requires effective communication, involving employees in the change process, providing support, and addressing concerns proactively (Kanter, 2012).

In the context of Francis Lo's adoption of participative leadership, several solutions can be considered to address resistance to change. These include open and transparent communication, involving employees in the change process, building trust through consistent and reliable actions, providing necessary support and resources, recognizing and addressing employee concerns, and celebrating small wins. By implementing these solutions, Francis can effectively manage resistance to change and create an environment that fosters employee engagement, ownership, and successful adaptation to the new initiatives. 

Below are some strategies for overcoming resistance to change for Fairwood use, can use different strategies in different scenarios:

Table 4: Strategies for Fairwood for overcoming resistance to change
	Strategy
	Pros
	Cons

	Effective Communication
Fairwood should ensure clear and consistent communication regarding the reasons for the change, its benefits, and the expected outcomes. Transparently address concerns and provide regular updates to foster understanding and transparency among employees.
	Builds understanding, transparency, and trust; reduces uncertainty; enhances employee engagement.
	Requires time and effort to ensure clear and consistent communication; may still face resistance despite effective communication.

	Employee Involvement
Encourage active participation and involvement of employees in the change process at Fairwood. Seek their input, ideas, and feedback to make them feel valued and engaged in the decision-making process.
	Fosters ownership and commitment; generates innovative ideas and solutions; increases employee buy-in.
	Requires effective facilitation and management of diverse viewpoints; may slow down decision-making process.

	Education and Training
Provide comprehensive education and training programs to equip employees with the necessary skills and knowledge for adapting to the change. This will help alleviate resistance stemming from uncertainty or a lack of competence.
	Equips employees with necessary skills and knowledge; increases confidence and competence; reduces resistance due to lack of understanding.
	Requires investment in resources and time; may disrupt regular work schedules temporarily.

	Leadership Support
Ensure that leaders at Fairwood actively support the change and serve as role models. Leaders should visibly demonstrate their commitment to the change and provide guidance and assistance to employees throughout the process.
	Demonstrates commitment and direction from top management; inspires trust and confidence; provides guidance and assistance.
	Requires alignment and consistency among leaders; may face resistance if leaders are not fully supportive.

	Address Concerns and Resistance: Foster an environment that encourages open dialogue and actively listen to employee concerns and resistance. Fairwood should empathize with their perspectives, address concerns proactively, and consider modifications or compromises when appropriate.
	Allows for open dialogue and employee engagement; shows empathy and fosters trust; reduces potential obstacles. 
	Requires active listening and timely response; may involve negotiation and compromise.

	Build a Supportive Culture: Foster a culture at Fairwood that values and supports change. Encourage innovation, reward adaptive behaviors, and create an environment where employees feel safe to express their thoughts and concerns.
	Encourages adaptability and innovation; creates a positive work environment; enhances collaboration and teamwork.
	Requires cultural change efforts and ongoing reinforcement; may encounter resistance from employees resistant to change.

	Celebrate Successes: Recognize and celebrate achievements and milestones reached during the change process at Fairwood. This helps reinforce the benefits of the change and maintain momentum.
	Boosts morale and motivation; reinforces the benefits of change; encourages continued engagement and participation.
	Requires recognition mechanisms and consistent celebration efforts; may overlook smaller achievements.

	Continuous Evaluation and Improvement: Regularly assess the progress of the change initiative at Fairwood, gather feedback from employees, and make adjustments as needed. Be open to learning from challenges and continuously improve the change process.
	Allows for agility and flexibility in adjusting the change process; identifies areas for improvement; encourages learning.
	Requires regular monitoring and evaluation; may involve additional resources for adjustments.


Source: from this research

In summary, when it comes to overcoming resistance to change at Fairwood, two key strategies emerge as crucial: effective communication and empowering the team (Nethi, 2023). By ensuring clear and transparent communication, Fairwood can build understanding, trust, and engagement among employees. Additionally, involving employees in the change process empowers them, fostering ownership, commitment, and innovation. While each strategy has its pros and cons, these two strategies form the foundation for successfully navigating resistance to change and driving positive outcomes within the organization.


6. Conclusion and recommendations 

Following the analysis conducted using the PEST model, industry environment analysis, and internal environment analysis, various factors have been identified as both facilitators and barriers. These factors include declining profits and stock prices, intensified competition, supportive government policies, and an aging population. To address the current situation and achieve desired outcomes, Fairwood aims to leverage these findings and develop an initiative change plan. Recognizing that the existing state of Fairwood lacks sufficient driving forces to initiate change, additional driving force factors will be incorporated. Subsequently, Fairwood will implement Lewin's 3-step Change Management Model, encompassing the stages of unfreezing, change, and refreezing, under the participative leadership of CEO Francis Lo. Strategies have been devised to address potential resistance to change, with effective communication and team empowerment being key aspects. By leveraging the collective efforts of the entire team, Fairwood aspires to elevate its success to a legendary level within the food and beverage industry.
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7. Action Plan
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