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Dwayne McDaid is a 30 year old student currently in his third year of a Leadership and Management Degree. With 10 years of experience within the insurance industry he is currently looking to develop himself to move into management roles in the health, green energy or charity sectors. Recently he has taken up employment in a Social Housing not for profit organisation with an aim of learning more about the processes and procedures of the industry.  This report is written in 2021 during the coronavirus pandemic. This should be taken into consideration as it will have an effect on resources, accessibility, values and beliefs
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During this report we look at organizational change and the forces involved. We identify five forces of change. Employee needs and values, economic and business forces, social forces, technological forces and organizational forces. We then look at how change can be either reactive or proactive. The former is where the need for change is greater than the forces resisting it. Where the latter is identifying a desirable future state that an organisation would like to reach and achieving this by opting for change in a planned and organised way. Following this we look at psychological ownership and how these can majorly impact the success of change. Noting three distinct categories provided by Cummings et al. Following this we look at the external and internal influences affecting the Family Housing Associations proposed organisational change to a better, greener, organisation with lower carbon emissions. This is done by drawing information from a PESTLE and SWOT analysis. From this a short, mid and long term goal is identified. Finally we look at stakeholder engagement, tactics and techniques, to get stakeholders on side.
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Organisational change involves a transformation of an organisation between two points in time. No organization is immune from the forces and need for organisational change. As Deming noted “It is not necessary to change. Survival is not mandatory” (Deming, 2021).
Organizational change is the shift of an organization from its current state to a new and hopefully more efficient and productive state. Organizational change takes place when the forces encouraging change come to be more powerful than those resisting change (Simsek & Louis, 1994). There are a number of factors that organizations can face that invite change and these forces can be internal and external. Product diversification can be a compelling internal force for change (Shattock, 2008). For example, Admiral over the last few years have expanded their lines of business by introducing home, van, motorbike and short term insurance. This has created lots more jobs, room for development and new areas of expertise. New advancements and developments in technology, from outside of the organisation, can be a powerful external force for change (Abbas & Asghar, 2010). The increase of web based document signing systems has made it easier for legal and regulatory documents to be signed by appropriate parties, wherever they are. It has led to businesses being able to operate outside of usual work hours and also reduce the use of paper.
Types of forces of change:
Employee Needs and Values
Managers, now more than ever, are recognizing the influence and importance of their employees. This has led to more consideration of the needs and values of their organizations members. Many people today care more for work-life balance and general quality of life, than they do for monetary gain or incentives. Hence, the introduction of flexible working hours, growing availability of working from home and some companies even shifting to a four day working week. The pandemic put a spotlight on many organizational norms such as fixed working hours, long commutes and unnecessary office visits.  Changes in the needs and values of an organisations employees can be a exceedingly strong driver for organisational change (Elias, 2009).
Economic and Business Forces: 
Interest rates, inflation rates, corporate/business tax and industry competition can all exert a tremendous amount of pressure on organisations. Currently panic about petrol supply has affected both employees and organisations as well as shortages of drivers has created empty shelves and supply issues. Globally a chip shortage has affected everything from mobile phones, games consoles and cars. Checks on imports going in/out of the UK to northern Ireland and the EU have created costs and added stress to many business and whole industries (Rousseau & Tijoriwala, 1999). 
Social Forces
The general public is another formidable force for change. Trends, fashion and shifting interests means organisations need to constantly modify their marketing strategies, alter their general image and sometimes even change the way they operate and do business. For example, the publics increased concern for their physical health and well-being has lead to many companies producing and offering products with less calories, lower added sugar and salt, removal of artificial additives and less saturated fat. Social pressures can sometime exceed what is desirable and define what is right and wrong, allowed and acceptable (Levin, 1998). 
Technological forces
We live in an age of technological developments and advancements. Some of these, if not all, have the potential to change and majorly impact individuals and organizations within short periods of time; making previous technologies, processes, jobs and whole businesses obsolete quicker than they were built. Practically, all businesses utilise a variety of technologies to produce goods and services. With developments and advancements happening so quickly some organisations have to continually alter and change. The effects of changes in technology can be far reaching, bringing about alterations to management practices and the design of a whole organisation (Leonardi, 2007).

Organizational forces
Organisations themselves can sometimes be the force of change. For example Family Housing Associations decision o change their name to Caredig (Kindness in Welsh). This was to further instil one of their key values into the name of the organisation itself. These five forces rarely drive change independently themselves. More often than not, it is a combination of them that bring about the movement of an organisation from one state to another (Cameron & Green, 2019). 
Reactive and Proactive change
Reactive change happens when the forces behind change are greater and of such pressure that an organisation must change (By, 2005). This can be as simple as the failure of a system or apparatus. For example. Government interventions like introduction of pandemic laws or alternatively, social forces like Marcus Rashford and free school meals. 
Proactive change happens when an organisation surmises that a change is advantageous (as opposed to required). Proactive change is generally seen as more efficient and orderly because it can be thought out and planned. Although, not all proactive change is successful (Paton & McCalman2008).
Technological Changes
Many of the most notable and drastic changes made in organisations during the last three decades is due to the introduction of new technologies. Robotics in production and manufacturing, personal computers enabling distance learning and virtual meetings, paperless offices and processing speeds faster than any humans and the ability to hold large amounts of data in something as small as a key-ring i.e. a USB stick. The list is endless. Whether these advancements are beneficial or not to society as whole is contentious. None the less, technology is pushing change at unprecedented rates (Robey et al., 2013). 
Structural and Procedural changes. 
Technological change centres more around mechanisms and tools used. Structural changes focuses on the methods we use to orientate and coordinate work, the organisations design and the way we process, use and communicate information (Garza Mitchell, 2009). This could be as big as changing from a functional organization (one based on research and development, finance, operations etc) to a divisional organisation (one based on the product or service they provide, not the work they do. E.g. in Family Housing there Care services, Property Maintenance & Business Operations). Alternatively it can be as small as changing the chain of command and/or which teams employees are positioned. Organisations restructuring is commonplace today in effort to find the most efficient and effective ways to coordinate work, enhance productivity and improve overall performance. 
People Orientated changes. 
Many organisations today focus attention on people orientated changes. These include (but are not limited to) developing employee skills, competencies and knowledge, promoting beneficial attitudes and behaviours and improving motivation (Cunningham, 2006). One example of this is the Restorative Practices training all Family Housing employees undertake. It’s a 4 day course conducted by the WRAP educate and stimulate employees to think more about their attitudes and behaviours towards conflicts and adversity at work. A lot of people-orientated change in organizations comes from motivating, developing and training the existing work force. 
Reactions to change
Organizational inertia describes organisations that tend to maintain the status quo and has commonly lead to the decline and demise of many organisations. Resistance to change reduces can impede an organisations performance and reduces their chances of survival (Godkin & Allcorn, 2008). Academics of organisational inertia and resistance to change identify three levels in which change is halted and prevented. The organisational level, the group level and the individual level.
Research suggests that resistance at the organisational level happens can happen with mechanistic organisations that have control orientated management practices that rely on consistency, reliability and stability.  Whereas, organic organizations are more welcoming and receptive to change, as well as being more dynamic and adaptable to dynamic influence and change (Burns & Stalker, 1961). 
You can see reluctance to change in organisations with strong norms at the group level (Fletcher et al., 2009). This is because change means a whole new set of norms, duties, affiliations and relationships need to be developed. 
Finally, you can experience resistance at the individual level as they expect, recognise and react to change. Individual reactions can be positive and negative as people experience change in all manner of ways (Bercovitz & Feldman, 2008). The same change that may bring advantage, joy and satisfaction to some will bring disadvantage, sorrow and unhappiness to another. There’s also a whole range of feelings and reactions in between, optimistic, apathetic and fearsome. 
Habits, trepidation and fear of failure can all inhibit individuals from accepting change in positive ways. Resistance to change can sometimes find itself rooted in motivation or a healthy concern for the organisation, based on previous experiences that change is not always necessarily effective or efficient.
Organizational change at the macro-level start with either process changes or structural changes at group level. Attempts to change organisations at a micro-level starts with the individuals (Jacobs et al., 2013). The way individuals react and process change can affect the group level. This response can have wider affects in that individuals bring about alterations to the organisations structure and can create change at the organisations level. As we have seen throughout our discussion about change, it rarely happens at one level or due to one particular force. 
Why do people react differently to change
Reactions to change at the individual level are wide ranging. Some people are very accepting and throw their full support behind it. Others, passively accept it and endure it. There’s also those that combat it and sometimes refuse it (Oreg et al, 2011). At the core of the reasons are usually questions that individuals have or not had answered. Will they gain or lose something of value. Do they trust the initiators of change. Do they understand how they feel about it and agree with it. The questions are not limited but these aforementioned ones are probably in their somewhere (Self et al., 2007). 
Maybe not initially, but generally speaking people react to change rationally and logically (Patterson, 1997). Understanding this can help organisations overcome barriers and create support for change. For this report we will surmise these to five areas of reasoning. 
Perceptions of Value. When an individual has a vested interest in resisting change it could be because the individual has concluded that through this change, they will lose value. Therefore, it would be useful to highlight to these individuals what they gain from the change and how this negates or improves on any loss they may suffer.
Understanding the change. People tend to fear the unknown, therefore if they do not understand the change it is unlikely they will favour or support it. Organisations should eradicate any confusion about the change and its implications, otherwise some people will assume the worst and react accordingly (Helms-Mills et al., 2008). 
Trust in the initiators. If the trust individuals have in their managers or leaders is low, it is highly likely that they will not support any change proposed (Sørensen & Hasle, 2009). This could be because they do not trust that the outcome will be achieved or fulfilled and that the failure to succeed can impeded them personally. 
Agreement with change. Assessing the members of an organisation and identifying those who are likely to agree or disagree with change can assist with organisational change (Moran & Brightman, 2001). Failing to do so could lead to misplaced efforts on those who are ready for change rather than winning over and persuading those that are not. Logically, support should be put behind changing the mindsets of those who are resistant to change than those that are welcoming it and accepting. 
Personal feelings. An individuals personal feelings, beliefs and past experiences about change will influence their support or resistance (Bommer et al., 2005). For example, if an individual lacks confidence about the required skills for the change they will probably resist it. Moreover, lack of motivation, morale and general cynicism can lead to resistance even if they have the abilities for the desired outcome. 
The five categories of underlying causes discussed above can operate individually but seldom do. Combinations of these factors are usually behind those who are the most resistant to change. For example, a person who has low morale, does not trust the initiators and lacks understanding of the change is more than likely going o disagree with any action for change put forward. They will probably actively and openly advocate for resistance to change due to these factors. The same way that someone who will hugely gain from the change, that trusts their initiators and feels strongly that change is needed will support it happening. 
Psychological ownership.
Further insight into the reasoning and influences on an individuals acceptance or resistance to change can be seen through he scope of psychological ownership.
Pierce et al. proposed a psychological theory of change that gives perspectives into why we support or resist change and under what conditions individuals promote or resist organisational change (Pierce et al., 2009). Central to their theory is the psychological ownership of the of the desired outcome of change. The strength, or lack of, an individuals ownership of the change can influence their propensity for it and how they react to it. They created three groupings of change. Self-initiated versus imposed change. Evolutionary versus Revolutionary change. And, Additive versus subtractive change. 
Self-initiated versus imposed changes.
Some individuals identify and believe that a future alternative state is more desirable than their current state. Therefore, of their own volition, they initiate decide to move towards their idealistic state. However, imposed change, is decided upon and initiated by another party and therefore is something an individual must react to (Pierce et al., 2001). 
Evolutionary versus revolutionary change.
Evolutionary change is incremental, gradual and can involve small steps over a long period of time. Whereas, revolutionary change can be drastic, swift and involve major alterations to the current norm. Evolutionary change often keeps the core structures in place, with aim to achieve the target of change though slow growth and development (Greiner, 1989). Quality management practices like continuous improvement are examples of an evolutionary change. Contrastingly, revolutionary change is radical in that it looks to strip and/or tear down existing structures with the aim to rebuild, reorganise and reorientate them. 
Additive and subtractive change.
Change can add value and benefits to an organization or reduce it’s standing and take away from it’s identity (Van Dyne & Pierce, 2004). Using working from home as an example, the acceptance of some organisations to allow employees to work from home, even though it’s no longer technically needed, is an additive change to those who value it. However, some organisations who have removed this option, following the relaxing of current government rules, could be viewed as subtractive change by the individuals who enjoyed the flexibility and option. 
The three types of change have psychological implications for those that are affected by the change initiated and made. When change is about aspects of the organisation that individuals have a strong sense of ownership for (e.g. working hours, location, processes, job roles etc.) they will respond more positively if they are self-initiated, revolutionary and additive in nature. Under these conditions change is more likely to be positively received, accepted, supported and provide satisfaction. Alternately, strong sense of ownership in individuals of proposed change that is imposed, revolutionary and subtractive is likely to be resisted; this could be actively, through lack of commitment and uptake and even total withdrawal or refusal (Pierce et al., 2001).  
At present the Family Housing Association are in the process of organizational change. Their objective is to make their organisation more “green”. They are hoping to introduce measures to reduce the organisations carbon footprint at all levels and areas of the business. To identify the external influences driving this change the author conducted a PESTLE analysis which you can see in Appendix 1 (Appendix 1). From the PESTLE we can see drivers of change affecting the organisation at the organisational level, group level and individual level.
Group level, the company is being influence by the Welsh Government as a whole. It is being recommended to target a 95% reduction in greenhouse gas emission by 2050, relative that in 1990. It is also being pushed to reach “net zero” by 2050. Further upon this, more specifically, housing associations are expected to decarbonise their existing stock of houses and socially rented homes. While these changes can be resisted, the Welsh government are strong force to be reckoned with. While it is imposed and revolutionary change, it is essential for FHA to follow suite otherwise repercussions such as loss of funding or support can have greater adverse effects than the cost of implementing the recommendations. It is also more like they will receive additional financial support if they accept the change, providing an incentive. 
At group level advancements in technology have allowed those part of the change to better collect and analyse relevant data. Introduction of systems that can accurately measure the actual usage of gas, electricity and the efficiency of their homes has enabled them to find out exactly how well their housing stock is performing. Previously they were using estimates to calculate their carbon emissions. The introduction of these new technologies has created new roles, structures and heightened the importance certain departments play in affecting change. 
At an individual level the pressures on local and the UK government to build more social housing can bring about better job security and more prospects. Allowing individuals to gain from more diverse career opportunities and job security. 
To assess the internal influence on change the author has conducted a SWOT analysis, as you can see in Appendix 2 (Appendix 2).
One of the internal strengths behind change is that the drive for change is coming from the top. This means the people with the most power and interest are leading the way. By having the figure heads and influencers leading the charge this will instantly win over those who respect and appreciate the authority of chain of command. Not all people trust their initiators so some resistance will be felt. However, they have the power to impose and enact revolutionary change so those who resist it will be forced to accept or leave eventually. 
One of the weaknesses identified is that Family Housing Association have a divisional organisational structure. This means organising, disseminating and implementing change can be difficult. Each plan of change will need to be catered to each divisions culture, take account of their current norms and provided with their own tailored incentives. 
One opportunity for Family Housing arises from the current hardship of certain members of the public. The removal of the £20 universal credit uplift is estimated to put many people in poverty and resultingly rent arrears. Already their has been a marked increase in evictions now governments have lifted the ban on them and reduced the timeframe to only two months. This has caused a lot of people to turn to social housing as means of finding a home, added to by the price of private rents increasing. From all this change to members of the public and the strain it pus on social service providers it will add further pressures on governments to fund and invest in social housing. 
From the PESTLE and SWOT Family housing have identified a short, mid and long term objectives for change. The first is employee and stakeholder engagement. Where the force for change is at the individual level. Their objective is to include and encourage every member of the organisation to be the imitator of change and feedback into the organisations overall plan for change. The mid term goal is to use the new advancements in technology to collect accurate data that is specific to Family Housings existing housing stock. This way they can make better informed decisions on how to reduce carbon emission by better understanding their current state; and resultingly understanding where they stand in comparison to the desired state. The long term goal is to use this information to report back to the Welsh government to give them specific details in what they need to reduce their carbon emissions. Using this information and working with other organisations to advocate for more funding to enable them to refit and decarbonise their current housing stock. 
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Garnering support and persuading stakeholders for change can be done in numerous ways. One way this can be done is by assessing all stakeholder. Identifying those with the most influence and those with the most power. These can then be sorted into four camps. Those with both. Those with one of each and those with neither. This helps identify stakeholders who can have the greatest affect on the success of any organizational change put forward. It identifies who needs to be on board and kept on board. Who needs to be informed and those who only need to be addressed after the former two objectives are fulfilled (Bourne & Walker, 2005).
Educate and communicate. Educating and communicating the aims and objectives of the desired change can make a difference (Onkila, 2011). People want to know and sometimes need to know for it to be successful. Informing stakeholders of what the change is, why it needs to happen, how it will be introduced and how they will be affected all will help develop support.
Participate and involve. The previous step informs and creates understanding with stakeholders. Participation and involvement requires them putting forward information. By doing this, managers of change can elicit information from stakeholders that can help improve the quality and effectiveness of change. Also, by doing so it is likely that it will improve employee engagement and bring about better rates of acceptance from those involved (Marino, 2007).
Task Support. Organisations can help their stakeholders make change by providing better tools, systems, processes and advice. Individuals who lack the skills for the proposed change, such as a new operating system, can be given training and education (Hussain et al, 2018). This will enable them to learn new skills and then also give them a chance to apply their new skills, developing the individual in line with the organisations goals. By providing support and help managers can reduce the chances of failed change.
Similar to the aforementioned step, providing emotional support can aid successful change programmes. When change is imposed and revolutionary emotional support can be hugely important. Many organisations claim to care about their employees wellbeing and this gives them a chance to prove it. With great change can come fear of failure and potential loss, so working with them effectively can change this perspective and get them on board; knowing that they are supported (Callan, 1993). This can come in the form of direct support from their line managers and superiors, or via group discussions and one to one counselling. 
As we discussed earlier on, many people either accept or resist change as they believe they will either gain or lose something from the process. Providing incentives and clearly laying out how stakeholders can gain from the change can win over those who originally viewed it as subtractive (Destler, 2016). 
Manipulation is one root that can be taken. This can be done by controlling and distorting the information the stakeholder receives. Only providing the benefits of change and withholding the possible losses. Co-optation is one kind of manipulation. Where stakeholders, on the surface, are led to believe they are participating in the change (Banutu-Gomez & Banutu-Gomez, 2007). This can garner a genuine interest in its success and gives the stakeholder the impression that their input is valuable, even if its not.  
Finally, coercion can sometimes be used to get stakeholders on boar. Coercion can be powerful and effective in changing an individual’s mindset, developing support at least in the short term. Coercion can be as simple as “Do this or else”. However, for it to work, the individual involved must believe that accepting the change is easier than the repercussions and punishments they will receive if they don’t. Whilst this technique could be labelled more dubious than others it can be very affective when change must be implemented quickly (Kotter & Schlesinger, 1989). Contrastingly, a threat related to the removal of the uplift means many people are not paying Family Housing their rents. This will cause cash flow problems for the organisation which can limit day to day operations, increase workload for rent officers and other members of staff and mean any other income or investment could be redirected to maintain cash flow rather than investment in new homes. 
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	Political
	Economical
	Social

	Removal of UC uplift
Pressure from governments for companies to be more green
Ove to more investment for greener practices
The Welsh Government declared a climate emergency in 2019 and accepted the recommendations from the CCC to target a 95% reduction in greenhouse gas emissions by 2050 relative to 1990. The Welsh Government has also presented in parallel an ambitious plan to go further and reach "net zero" by 2050, with the Welsh public sector aiming to be carbon neutral by 2030. It was further stated that Registered Social Landlords and Housing Associations will be expected to decarbonise their Social rented homes.
	Economic: financial implications, productivity etc.
What is happening within the economy, for example; economic growth/ decline, interest rates, exchange rates and inflation rate, wage rates, minimum wage, working hours, unemployment (local and national), credit availability, cost of living etc.
Fuel prices
Electric & Gas Prices
Fuel Poverty
Higher prices for business passed onto customers
Skills gap. The chopping and changing of UK Government policy has led to a skills gap in housing design, construction and in the installation of new technologies.
A lot of landlords selling their letting homes – due to the pandemic the number of let homes going for sale has increased while landlord recoup losses from their sales.
Increase in private rents pushing more people to social housing for affordable rent
	Increased pressure from customers/consumers on businesses to be greener
Expectancy to have a green initiative
Climate change alters consumer behaviour, to the detriment of some businesses and the benefit of others.



	Technological
	Legal
	Environmental

	New technologies are continually being developed and the rate of change itself is increasing. There are also changes to barriers to entry in given markets, and changes to financial decisions like outsourcing and insourcing
More recording and reporting on environmental data
Green energy technologies becoming cheaper/ better.
	Laws being introduced/in the pipeline of how much emissions can be emitted into the atmosphere
New homes need to have an EPC rating A
Following recommendations from the Committee on Climate Change, in June 2019 the Climate Change Act was updated to legally commit the UK government to reducing emissions by at least 100% by 2050 (net zero) compared to 1990 levels.
Increase in section 21s being served to tenants
	Effects of climate crisis becoming more rea
Flooding
Heavy rain pour
Fires
Extreme weather
Hotter summers
Colder winters
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	Strengths
	Weaknesses

	Lots of multi-skilled staff with varying backgrounds and expertise

Drive for change coming from the top, board members and management already on side

Non for profit, as long as its within budget no board members/investors to worry about

Growing amount of younger more engaged staff.

	Lots of smaller departments on multiple sites, spreading the word, practices, uptake and oversight harder

Getting residents to do their bit

Non for profit org, money to implement strategies and change not always there, readily available, takes a lot of paperwork, discussion

Outdated computer systems and data systems


	Opportunities
	Threats

	Growing public opinion for more social housing to be built

Political promises to increase number of social housing

Growing number of evictions and homeless people puts more pressure on governments to fund and explore social housing opportunities


	Lots of tenants on benefits and universal credit – changes to their income can increase rent arrears and money coming into the organisation

Many long term members of staff that have great influence and may not be respondent to the status quo

Competition from other, larger housing associations affects attrition of skilled and competent staff

Non for profit organisation that relies on a lot of local government funding

Changes in building regulations can often add huge costs to building new or upgrading existing homes

Increase in private rents pushing more people to social housing for affordable rent
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