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[bookmark: _Toc10842]Executive Summary
The goal of this report is to evaluate Nokia's modifications and how they have affected the company's operations. Prior to being a known distributor of communications infrastructure, Nokia went from being a top phone maker to being on the verge of bankruptcy.
There are six parts to this report. The introductory portion of the document provides a quick overview to change management, Nokia, and its change procedures. To determine the type of change the business has undergone, use the Types of Change Model. The third step involves analysing the forces driving change and those resisting it, as well as addressing opposition to change using Kotter and Schlesinger's model. The fourth is how to encourage Nokia to adapt by using Lewin's Three-Step Model and Kotter's Eight-Step Model. The final two parts offer recommendations for Nokia's change management as well as conclusions.
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1. [bookmark: _Toc3]Introduction
[bookmark: _Toc2877]1.1 Definition of Change Management
Transformation defines organisational life in every situation (Burnes, 2009). Every company should ascertain how critical it is to be able to predict its future orientation and how to handle shifts.
Hence, organisational change and strategy are inseparably intertwined (Rieley and Clarkson, 2001). Management of organisational transformation has become a key managerial skill since it is so important.
An organization's goals, framework and resource capacity are continuously revised via the procedure for change management to accommodate the rapidly evolving demands of both inside and outside customers (Moran and Brightman, 2001).
Organizations must continually innovate and evolve in order to stay on top in the backdrop of globalization, rapid technology advancement, and shifting cultural and demographic tendencies (Graetz, 2000).
[bookmark: _Toc18780]1.2 Business Profile and Change
When the Nokia Company was first established in Finland, it operated a single paper mill. From there, it branched out into various industrial sectors, including tires, Televisions, paper products, and finally mobile phones (Nokia, 2022).
It rose to the top of the mobile phone sector globally as a result of being recognized as the first to develop a cellular network.
But, because of intense competition from market entrants like Samsung and Apple, Nokia was forced to make modifications. In an effort to compete with the iPhone utilizing Windows-based operating systems, the company combined its phone production with Microsoft. In the end, the mobile assembly line of Nokia was purchased by Microsoft.
The foundation for Nokia's transition to primarily serving as a supplier of network hardware and software was laid with the acquisition of joint-venture partner Siemens. Nokia became an even more dominant global technology player in the telecom industry after acquiring the networking equipment maker Alcatel-Lucent.
In 2020, Nokia underwent a restructure that saw the business split into four groups: network infrastructure, mobile networks, cloud and network services, and Nokia technologies (Nokia, 2022). Along with offering cloud services and solutions, Nokia is presently concentrating largely on 5G communication hardware.

2. [bookmark: _Toc8775]Types of Change
To retain a strong and long-lasting position in their industry, all firms must be adept at change (Burke et al., 1991). For the purpose of classifying change, a Nadler and Tushman model (1995) can be utilised. Four change typologies—Tuning, Adaption, Re-orientation, and Re-creation—can be derived from this framework.
[image: DB0W(QG_DIO1QJ$`U`L8M]8]
Figure 1 Types of Change (Nadler and Tushman, 1995)
By putting an emphasis on efficiency, tuning is a gradual adjustment performed in expectation of possible occurrences (Nadler and Tushman, 1989). It is a change process where procedures are normalized throughout the company, making small size repetitions analogous to lower-level education (Murray and Donegan, 2003).
In reaction to external circumstances, adaptation is gradual but does not entail a radical transformation of the entire organization.
Due to outside factors that put the organization's very survival in danger, recreation is necessary (Benner and Tushman, 2003). Companies going through this sort of transition must work diligently to reinvent themselves. This is also referred to as a frame-breaking alteration (Nadler and Tushman, 1995). 
Re-orientation is the term used to describe change that starts as a result of outside causes yet is abrupt and transformative. Significant changes to the company's essential components are the outcome of this sort of transformation. 
Nokia consistently implements transformative change. For instance, Nokia attempted to create smartphones utilizing the Windows mobile system after suffering a dramatic loss in the industry of smart phones, but it was unsuccessful. In response, Nokia created Nokia Siemens Networks and bought Alcatel-Lucent, the third-largest global provider of telecommunications services. Nokia focused on the burgeoning telecommunications industry, which was very prospective because of the rapid broadband Internet and mobile network spread (Schrempf, 2011). In the age of 5G, Nokia has established itself as a major player in the development of the world's 5G network. Nokia also welcomes small adjustments as a method to balance its market potential. It continually spends money on research and development, and it establishes its technological vision for how it wants to change in the future.

3. [bookmark: _Toc1435]Force Field Analysis
Kurt Lewin's Force Field Analysis provides a thorough picture of numerous factors and issues that influence transformation within a business. Applying force field analysis frequently provides hints of the underlying intricacy of interdependent forces (Heward et al., 2007). Diverse groups within a single firm might conduct this model to uncover disparate viewpoints and facilitate collaboration (Swanson and Creed, 2014).
Alterations to the organisational structure necessitate breaking the force field equilibrium under the effect of pressures coming from different sides (Lewin, 1951). Two conflicting sets of forces, one working to encourage change while the other seeks to preserve the status quo, combine to keep an enterprise in balance (Lewin, 1943). 
When the driving and constraining variables are equivalent, a corporation is deemed to be in equilibrium. To bring about a change, the equilibrium state must be disrupted. The organization has to adapt if the study shows that the forces are out of balance.

	Forces for change
	Score
	Forces against change
	Score

	Severe competition in the market (Android, iPhone)
	5
	Customer resistance
	3

	Disruptive technologies (touch screen)
	5
	Failure to accept the need for change in the era of Android
	5

	Changing consumer demands (hardware to software)
	4
	Solid market presence
	4

	Decreasing group spirit
	3
	Cultural differences
	3

	High losses recorded
	4
	Existing organizational structures
	4

	Loss of market share
	4
	No innovation
	5

	Outdated Symbian Platform
	4
	employee disagreement
	3

	Over-bureaucratic structure
	3
	decision-maker resistance
	3

	Need of products differentiating from others
	3
	internal conflicts among software developers
	3

	
	35
	
	33


[bookmark: _Toc22932]Table 2 Forces Field Analysis
Nokia's driving factors have a combined score of 35, which is higher than the 33 score for rejecting changes. Because of its restricted ability to innovate, Nokia's mobile phone industry was negatively impacted by its inability to capitalize on the tendency of producing smart phones. Moreover, the organization's leaders did not establish a means for efficient information-sharing and communication. All of these imply that Nokia should modify its current approach.
3.1 [bookmark: _Toc19263]Driving Forces of Change
Change was unavoidable for organizations due to shifting consumer tastes, heightened competition, and technological advancements (Cameron et al., 2020). Companies can be forced to alter some product qualities in order to adapt to customer wants. Since intensified competition and new technologies may influence design and manufacturing process to bring new items to market, successful change management is required for each of these sorts of changes.
3.1.1 [bookmark: _Toc14122]Technology Development and Globalisation
The regulations may need to be changed when new circumstances develop over time. Globalization, and innovation are all affecting the corporate world today significantly (Bielinska, 2014).
Nokia felt pressured to make changes when market players like Apple and Samsung, which launched touch screen handsets with Android-based software and iOS, grasped what consumers wanted. These businesses transformed conventional cell phones into smartphones. Nokia refused to support Android and began work on the Symbian operating system instead. Because of its lack of readiness and poor level of technical proficiency, Nokia had yet to struggle with them.
Due to globalization, manufacturing operations that were formerly confined inside a single business have been divided into several value-adding processes that are distributed across various nations (Lee et al., 2016).
As a result, Nokia also faced fierce competition from producers in the developing markets who could make cheap phones. 
[bookmark: _Toc21397]3.1.2 Digitalisation and 5G adaption
Knowing the most significant recent advancements in digitalization, such as the advent of 5G and IoT data collecting in the cloud, is crucial for Nokia's leadership.
Much more people are in need of mobile broadband with 5G enhancements. Users' data may be transferred through the internet with the help of cloud services. Cloud services enable the development of cloud platforms and the flexibility of activities conducted in the internet.
[bookmark: _Toc13569]3.1.3 Culture and leadership
As Nokia's top managers was comprised of people with similar backgrounds and ages, this made it difficult for them to adjust to the constantly shifting company climate, necessitating change-driven leadership. A fast, profound shift was hampered by the conservative culture.
Making wise judgments to address the quickly evolving mobile industry was challenging due to the complex corporate structure.
There were numerous conflicts as a result of the reality that different managers had equal power. It even sparked a power struggle in certain locations.
[bookmark: _Toc10025]3.1.4 Covid-19
The necessity for digital transformation has been brought to light for many businesses by COVID-19. Due to the resultant digital interconnection of individuals and businesses, many activities are moving more quickly and more efficiently (Endres et al., 2020).
The quality of connection is now more critical than ever after a year of working from home, and social distancing. Nowadays, having access to cellphone service everywhere and high-speed internet are considered necessities. More than ever, people on every continent rely on the telecom sector and its many services.
Companies need to offer their consumers additional virtual experiences as a result of the pandemic's alterations to customer habits. The enormous rise in connection demand brought on by online work makes 5G an increasingly important technology.
3.2 [bookmark: _Toc7706]Restraining Forces of Change and Solutions
The degree to which people, groups, and companies resist change, slow down their growth, or keep them from departing from the established order is known as restraining forces (Lawrence, 1969). They could potentially become the main source of organisational disarray (Soparnot, 2011).
[bookmark: _Toc24311]3.2.2 Decision-maker
The pace of organizational change may be hampered by the organizational level's greater emphasis on secure and stable operations. When it was at the height of its popularity, Nokia relished its early success in the emerging market and its devoted client base, and it was confident that it would continue to be the preferred choice for consumers purchasing mobile phones.
It missed the chance to also introduce touch-screen and Android phones. By introducing iPhone with touchable interface, Apple took the occasion. Nokia struggled with change and ultimately failed. Nokia stuck to its core values and did not adapt to changing market conditions.
Besides. Yet, not all businesses are aware of how they would employ 5G, despite the fact that it has many amazing advantages. The lack of understanding of 5G by business decision-makers is a major hurdle.
[bookmark: _Toc16771]3.2.3 Employee
A significant difficulty for enterprises is employee opposition to transformation (Chew and Choo, 2008). There are always going to be some views of resistance since individuals may not be ready to embrace behavioral and mental change.
The possibility of losing their employment frightened Nokia employees. Due to the leadership's lack of transparency about objectives and the lack of appropriate communication channels provided, many of them were perplexed by the circumstances. Their workers developed a dread of the unknown because of this.
A crucial component of organizational transformation that unifies all its components is communication. It must be constant, encouraging two-way dialogue. Its goals may include informing personnel of the planned change's justification, including them in the procedure (Gray and Wilkinson, 2016).
[bookmark: _Toc10221]3.2.4 Market
Customers were also irate with the company's abrupt switch to a different platform and abandoning of its current operating system. Nokia did nothing to lessen the instant hostility of the consumers other than to promise that Nokia and Microsoft would have a far brighter future.
Both businesses and customers need greater knowledge about the technology's potential for enhancing operations and resolving contemporary issues.
3.3 [bookmark: _Toc4659]Solution by Kotter and Schlesinger’s Overcoming Resistance to Change Model
As a change is taking place, many managers fall short of having a complete understanding of the variety of ways they may improve certain people and groups (Kotter and Schlesinger, 2008).
Nokia may use a strategy based on Kotter and Schlesinger's Overcoming Resistance to Change Model if it becomes a flexible organization to overcome opposition. The approach offers six strategies for dealing with resistance:
The first one is education. Nokia should communicate frequently with staff members to alert them of changing procedures. The second way is participation. Nokia has to  provide an opportunity for reluctant workers to express their opinions on the creation of new procedures. The third approach is facilitation. Nokia should assist workers as they adjust to change. Then negotiation is also taken into consideration. Instead of avoiding the issue with its workers, Nokia needs to make an agreement to implement certain modifications. Employees are manipulated by offering them incentives to behave differently. Nokia may have taken such action to implement improvements more quickly. Finally Nokia is forced to move or promote staff when alternative options are not workable.

4. [bookmark: _Toc25535]Promotion of Change Process
4.1 [bookmark: _Toc17197]Lewin’s Three-Step Model
Lewin's three-step "Unfreezing, Change, Refreezing" model is often cited in the literature on change because it offers stable foundation for controlling employees’ attitudes and leadership responses during corporate transformations. Lewin said that the first step in any transformation process is to unfreeze the organization's existing condition (Bailey and Raelin, 2015).
[image: 图片1]
[bookmark: _Toc22815]Figure 2 Lewin's Three-Step Model
In order to implement the change, Nokia must first get its staff members prepared by identifying the factors requiring change and encouraging them to replace the old behavior with the new. Nokia must create a thorough strategy before beginning the transition process. Workers must acquire fresh ideas around the need for change. In preparation for incorporating changes into the standard manner of business operations, modifications are strengthened and maintained during this final stage.
[bookmark: _Toc10567]4.2 Kotter’s Eight-Step Model
This eight-step paradigm was created to direct organizational change processes (Kotter, 2012). The eight consecutive stages that make up Kotter's Eight-Step Change Model are listed below. The success of each step depends on the accomplishment of the one before it, and so on. Each step has to be completed in that particular sequence (Kotter, 1995).
[bookmark: _Toc14026]4.2.1 Establishing a sense of urgency
To get the required collaboration, a feeling of urgency must be established. Organisational leaders must be aware of existing both inside and outside variables and assess how they are presently operating in to determine if change should take place (Kotter, 2012). 
Nokia's approach to handling change would begin with the development of a sense of immediacy for the transformation process.
A feeling of urgency might be created for Nokia by emphasising a number of aspects that need immediate improvements, such as falling market revenues following the launch of competitive products by rivals like the iPhone and Samsung, and creating new organisational structures to break into fresh markets or investigate new options. The importance of change processes for the success of the business and the development of the workers' careers will be made clear.
[bookmark: _Toc14461]4.2.2 Forming a powerful guiding coalition
The successful transformation may be influenced by a person with positional authority inside the company (Kang et al., 2020). Moreover, it's essential that employees to acquire experience and information in order to build their reputation inside the company (Kotter, 2012). Members of a guiding coalition are often seen by others as managers and leaders capable of directing amid change (Kotter, 2014).
[bookmark: _Toc2075]A strong alliance will be formed after a feeling of urgency has been successfully created. Latest change efforts managed by higher-ups have a better chance of being accepted by the workforce (Kotter, 2012). The skill of leaders should be a part of Nokia's potent combination for change management since they would guarantee that alterations would be effectively conveyed across the whole organization.
[bookmark: _Toc24783]As a result, there will be a strong governing alliance that not only recognizes the seriousness of the crisis but also enjoys the support of the organisation's staff.
[bookmark: _Toc28406]4.2.3 Creating a vision
Through developing a strategic vision and using practical strategies, the process of development is steered (Graham, 2012).
The development of a common vision to guide Nokia's change management process would be the third step. Change initiatives can only be put into action effectively if a strong framework is in position to steer the procedure and outline how the goals will be fulfilled. The goal of change management is to make Nokia a champion in the communications industry down the road.
[bookmark: _Toc28394]4.2.4 Communicating the vision
The dissemination of the transformation vision to the workforce and other parties will be the subsequent action.
A shift in focus may be introduced to workers and made known to them via efficient communication. Employees who get insufficient instructions regarding what to do and the ramifications of the change process are left in a condition of bewilderment. Since they are acclimated to their existing working environment, workers sometimes oppose change.
[bookmark: _Toc22089]4.2.5 Empowering employees to act
After the establishment and dissemination of the vision, change management leadership should give employees power to decide which change initiatives to pursue.
Internal obstacles should be removed to guarantee the effective management of change projects at Nokia. Nokia's management is bureaucratic. As a result of the inadequate communication, bad decisions are made. To improve communication, organisational leadership should be assessed and modified as a way to triumph over leadership obstacles.
[bookmark: _Toc30504]4.2.6 Creating short-term wins
Celebrating little wins all along way throughout the transformation process may act as an emotional reward and foster positive momentum (Kotter and Cohen, 2002).
Before implementing a long-term change strategy, Nokia should provide short-term benefits throughout the planned change process, such as adjustments to the organisation's leadership and communication structure. These benefits will act as a form of incentive for the staff and encourage them to embrace the change process.
Nokia should also take care when setting short-term objectives, give staff praise when they succeed, and detail the relationship between these immediate results and the overarching goals of the transformation.
[bookmark: _Toc10628]4.2.7 Consolidating improvements and producing more changes
Since workers like to stay in their familiar surroundings, opposition to alteration is often present. Before declaring the new change efforts a success, it is important to make sure they have ingrained themselves into the corporate culture.
With ongoing attempts to keep up a sense of urgency in to bolster wins and generate additional change, Nokia's new change initiatives may be maintained. Managers should continue laying the groundwork so that future change initiatives may be put on top of currently underway change activities and the existing change efforts can be expanded upon.
[bookmark: _Toc17852]4.2.8 Institutionalising new approaches
For long-lasting transformation, the new techniques will also become ingrained in the organizational culture. After the consolidation of the changes, Nokia has to make clear to the populace the relationship between the accomplishment of the change and the new behavior. The connection between better conduct and successful business achievements should be highlighted. In order to implement the new strategic plan, management department should also create new norms, values, and leadership.

5. [bookmark: _Toc16544]Conclusion
The key for organizations, then, is to identify the changes that have occurred. Nokia's failure in the intensely competitive smart phone market may be linked to its conservative leadership, lack of awareness of recent developments in the industry, and lack of innovation. With careful change management, the business has developed a productive organizational culture that fosters creativity and talent.
Modern management tactics have been altered by globalization, advanced technology, and a competitive market. Nokia management adopts strategies that allow it to profit from possibilities presented by hazards like Covid-19 because they recognize the advantages and difficulties that come with a globalising and digitalising environment.
6. [bookmark: _Toc25852]Recommendation
Nokia must do an external study before it can establish and maintain a culture of continuous learning. In order to maintain their edge and take aggressive steps to achieve their goals, organizations must take attention on stakeholders' demands and provide them with updates, which requires doing an external evaluation to determine the significance of change in everyday organisational growth.
Training and development of workforce should be taken into action in terms of change. It should also empower and equip employees with required skills and implement reward and incentive schemes. 
Nokia should build a sound organisational culture and adopt a n effective communication strategy. The organizational behavior of Nokia may be commended, however when an organization has a strong organizational culture, it readily embraces change and fosters creativity. Nokia managers must regularly put in place processes that better communicate between workers and their supervisors. The company should adopt new communication channels to boost its effectiveness in view of the quickly evolving technological development.
Finally Nokia should make continuous improvement and necessary adjustments.
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