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Recently crossing the threshold into my third decade working for the local authority, I reflect on how the most recent five years have included organisational and societal change to the degree that previous years all pale into insignificance. A new CEO, a new Council Leader, a pandemic and a cost-of-living crisis have sent waves, rather than ripples, through the organisation which compels me to further understand the interplay between culture, change and leadership.
The local authority is hugely diverse and my role as senior manager is to be responsible for its Sport and Leisure portfolio, which consists of approximately three hundred contracted and casual employees and a stock of facilities with a mission to ‘improve wellbeing by inspiring the population to be active for life’.
That places me in an interesting position: being part of the culture, change and leadership journey of the overall organisation, but also at the helm of the culture, change and leadership journey of my service area. The intention with both interconnected ‘hats’ is to ensure a highly effective and efficient service is delivered to the county’s population.
In this study, I evaluate the influence that organisational culture has on change initiatives and the challenges for leadership during times of change, not least as I seek to undertake a change project to elevate my portfolio’s profile, impact and value in the wider organisation and amongst key partner organisations. Considering the suggestion that seventy percent of organisational change initiatives fail completely (Beer & Nohria, 2000) and seventy-five percent of ‘successful’ change initiatives fail to achieve their intended result (Nikolauo, et al., 2007) I am keen to learn in order to maximise the project’s chance of success.

In order to understand the influence of culture we first have to understand its meaning, as even the Oxford English Dictionary provides fifteen definitions, three of which are obsolete. An examination of over one hundred definitions (Kroeber & Kluckhohn, 1952, p. 181) leads to the following summary:

“Culture consists in patterned ways of thinking, feeling and reacting, acquired and transmitted mainly by symbols, constituting the distinctive achievements of human groups, including their embodiment in artifacts; the essential core of culture consists or traditional (i.e. historically derived and selected) ideas and especially their attached values.”

It is interesting to consider the proposed core component being traditional ideas and their attached values in the context of this study, which focuses more narrowly on organisational culture. With this definition one might think that organisational culture is therefore a simple concept and that the influence of culture, and our ability to influence culture, might be a straightforward affair. After all, an organisation would ordinarily be able to set its values from which ideas would surely come. 
However, the studies surrounding organisational culture are vast and continuous as the worlds of theory and practice grapple with the concept, particularly to understand how and whether organisations can influence it to impact upon performance. It is argued (Darga, 2012) to be the most visible element in any company, having the most impact and being the primary factor in sustainability and consistent and superior performance. This importance is supported by a range of studies (Cameron, 2020, pp. 310-311).
It is unsurprising to find that significant work has been undertaken in a search for a ‘silver bullet’ that would positively affect culture and enable change to be implemented successfully. An extensive study (Hallencreeutz & Turner, 2011) involved tens of thousands of papers on ‘best’ change practices/models in a quest to establish whether one could be identified. Their conclusion was that there wasn’t one, but the depth and breadth of the literature illustrated the widespread and long-lasting enthusiasm for the subject.
Many methodologies attempt to outline the components of organisational culture (Senior, et al., 2020, pp. 135-138) and it stands to reason that if components can be identified and evaluated in an organisational context, along with considerations of their effects on change initiatives, focus and effort would be able to ‘move the needle’ on the components and subsequently affect the culture and change project success rate. Whilst Senior et al illustrates Brown and Robbins & Judge’s approaches (p. 135), I favour ‘The Cultural Web’ (Fig. 1) as a means of illustrating such an approach due to its more structured model and interconnecting paradigm; a place for the common assumptions in an organisation.
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Fig. 1: The Cultural Web (Johnson, et al., 2017)

By systematically considering each of the components, organisations can become acutely aware of their culture and contributary factors. Holding such a mirror up may reveal comfortable and uncomfortable reflections, and I can recall undertaking this exercise with senior and junior colleagues. Luckily, relationships in the group were such that we could laugh at the ridiculousness of some aspects unearthed but reactions could go either way in such a forum.
With organisational culture defined, understood and able to be analysed it becomes easier to understand its effect on change. Cameron (2020, p. 310) states that an organisation’s culture can catalyse or get in the way of change, mooting the suggestion that the organisation’s culture may even need to change to allow substantive changes to be successful.
A worthwhile step might be to use the Cultural Web analysis to ascertain whether the culture appears positive (adaptive) or negative (non-adaptive) to change.
Kotter and Hesketh (1992) provide a description of these two cultures or states of readiness. Customer focused, value people, value change and improvement, focus on needs of stakeholders and open-minded approach to innovative ideas are listed as common values and behaviours of adaptive cultures. Value structure, orderly decisions and clear process, risk aversion is high, silo mentality prevails due to emphasis on process and structure are listed as common values and behaviours of non-adaptive cultures.
Although I see this as a potentially useful gauge, I struggle with its simplicity and see three flaws.
Firstly, an organisation will be made up of many people at differing levels of authority and influence and the ability of individuals to affect the change process feels somewhat under-estimated. I experienced this effect after being recruited into the role to be a leader of change. Most employees were crying out for change and the conditions conducive, and I would have described the general culture as being adaptive based on the description. However, a relatively small number of employees were resistant to the changes and were in such key roles that the influence on implementation and the moods and motivations of their staff led to a painful and protracted change process.
Secondly, considering the change management models of Bridges, Kübler-Ross and Satir (Hicks, 2024), it is also critical to factor in the way in which individuals and groups of individuals respond to change. In Fig 2 we see the Kübler-Ross five stage model illustrating an undulating journey through change. Quite how each individual will react to change, how undulating their personal graph will be, is not necessarily connected to the culture of the organisation and this will have a significant effect. 
[image: A diagram of a depression

Description automatically generated with medium confidence]
Fig 2: The process of change and adjustment (Cameron, 2020)

Thirdly, there is no recognition of the nature of the change. If the change was to introduce more structure, order and process, surely the seemingly ‘non-adaptive’ would react better and instigate a more successful change journey? If an organisation proposed a change that would result in job loss, particularly of influential people, I very much doubt the change initiative would be welcomed nor implemented smoothly regardless of whether it was adaptive or non-adaptive.
I turn to another way to evaluate organisational culture and its influence on change, referring to the work of Charles Handy and Deal and Kennedy. They proposed descriptive forms, with in-bult implications to the process of change. Both favouring four cultures, Handy (1993) suggests power, role, task and person cultures, while Deal and Kennedy’s four typologies (Senior, et al., 2020, p. 145) are named ‘tough-guy, macho’, ‘work-hard, play-hard’, ‘Bet your company’ and ‘process’ cultures.
Descriptions are more overarching, categorising sectors and organisations, possibly to make the concepts more relatable for the reader. The main focus, dynamics, risk tolerance and feedback are examples of tools for comparison, along with explicit or implicit relationships with change.
At first glance, these appear highly applicable when considering the influence of culture on change. I recognised the characteristics described and I found myself visioning the sectors and companies mentioned. However, as I digested the question of validity of the examples provided (e.g. banks) described by Senior et al, further attention was paid as to whether it is as simple as putting an organisation into one of four boxes.
A simple test I applied was to try to categorise my own organisation. Undoubtedly, in Handy’s model the power culture description fits well, but recent years have seen the emergence of the ways of working synonymous of task culture, borne out of a need and desire to work far more collaboratively. This includes ‘what matters to you?’ approaches to service design and delivery, to a degree aspiring for a person culture, particularly due to the dominance of statutory Health & Social Care, Education and Children’s Services as key local authority focuses.
The local authority currently snuggles far more comfortably into Deal and Kennedy’s ‘process culture’: low risk approach, limited feedback and sense of effectiveness, focus on compliance and steady state. Job titles and status symbols, along with a ‘long-service’ tendency are all prevalent. The culture descriptions reference to change includes ‘difficult to react quickly to changing circumstances’ (Senior, et al., 2020, pp. 145-146) inferring non-adaptive, if I can borrow the term.
This culture’s influence on change been prevalent throughout countless projects over the last decade, often seeing protracted methods of implementation:
Two managerial staffing restructures have been implemented. The first demonstrated the incredibly robust procedure for carrying out such a change. Copious comprehensive documents were required, plus the pre and during consultations with a corporate ‘change review panel’, Trade Unions and the employees themselves, flexing to account for sickness absences – often associated with the onset of the restructure itself, thus delaying the inevitable. Add the interview processes, where my Director insisted he and another Head of Service be on the panel. Subsequently, I became acutely aware of the risk-averse nature of the organisation as I had no choice but to accept an outcome that resulted in no job losses, a shuffle of the ‘top table’ deck that underwhelmed and disappointed the wider team.
The second restructure was largely a result of the first; after five years of making the best of the team I had, I summoned the strength and patience to go through it all again. Some of the same factors were at play, not least seeing managers benefitting from the ‘process culture’ to protect and delay, but lessons I learned the first time around and some changes to process and personnel led to the appointment of a highly effective team and we have been thriving ever since.
Another painful example is the implementation of a continuous improvement system. Incredibly excited by a demonstration in a regional summit, a company representative and software package chimed perfectly with where I wanted to take my portfolio. I significantly underestimated how this would play out. Gathering twenty or so of my wider management and co-ordination team into the initial awareness session, I was dampened by the widespread focus on process rather than inspired by the art of the possible. What ensued was ridiculous in retrospect; Sabotage, sickness, insubordination, a resignation, a grievance, mediation, to select a few consequences.
I constantly reflected on the way in which I steered the ship through this change and, whilst I could have done some things better, I am confident that the friction would have occurred regardless due to the culture at the time. I found the SCARF model (Rock, 2008) particularly useful in my reflections, becoming more aware of factors that generate a threat or reward response. I could certainly have been more aware of potential responses and could have undertaken an analysis at individual level to tailor my approach and mitigate some resistance, but I stand firm that process culture features such as status and position power were just too prominent to avoid conflict no matter how much I tried to smooth the curve.
As tough as that journey was, which I estimate played out over approximately five years, our customer experience scores have gone on a trajectory that reinforced that it was the right thing to do. Winning the ‘Most Improved’ award over sixty-five other organisations across the UK and beyond felt like confirmation of that fact, and the growing proportion of advocates added to the departure of some key ‘change blockers’ has eventually brought us to a steady and positive state with regards to this change.
As I have focussed on Deal and Kennedy’s typology, I conclude by reflecting on whether the journey would likely have been different if the culture was different. In a ‘tough-guy, macho culture’ there would have been a readiness to take a risk on a new way of working, the desire would have been to implement swiftly, even conflict would have been acceptable if/when it occurred. A stark difference to the approach I had to take, particularly to comply with HR policies and procedures. I picture a quick, efficient and comparatively painless transformation.
The ’work-hard/play-hard culture’ would have seen staff motivated by the opportunity to perform in a very visible way. The software quantifies completion of actions and presents the impact. Staff members would have thrived on the graphical representations of their achievements, which even shows the ‘star performer’ based on the data and enabling competitive component to their work. Of course, with competition can come conflict. Therefore, whilst I see that there would have been an appetite to change to this way of working that would have resulted in a positive and comparatively swift introduction to this way of working, I do wonder how that would transpire over time.
Perhaps less appropriate to this project is the ‘bet your company’ culture given the change and its results were more immediate that long-term, albeit the incremental gains would add up to be major gains over time.
As a result of these evaluations, I strongly support the view that organisational culture influences change. 

Throughout the critical evaluation of the influence of culture over change, apparent is the complex nature of challenges for the leadership role within times of organisational change.
To a degree, I opened that box above in providing examples of some of my change projects as I recall a broad range of experiences during culture-affected-change periods. The more visible aspects were time, effort, success/part-success/failure and the impact on actions of others, e.g. complaints, related sickness absences. The less visible were effects, for example, on the emotional strain, such as stress levels, frustrations, motivational impact to name a few. This called upon a range of strengths and qualities from me as I navigated through the change process, suffice to say that I was not always as effective or successful as I could have been. Seeking to understand this leadership challenge, I examine further.
If up to sixty percent of business performance can be attributable to culture, and up to eighty percent of culture can be attributable to leadership behaviour (Higgs, 2006), it is incumbent on organisations and leaders themselves to understand the impact of changes a leader seeks to make on the organisation, and also the impact that those changes have on the leader. Speaking from experience, being a leader of change can be a lonely place!
According to Bennis (Bennis, 2009) the first basic ingredient of leadership is a vision, accompanied by clarity and strength to persist. Should the importance of a vision be accurate, it is the most obvious choice for the start of my examination. Fig 3 illustrates some of the most well-known and powerful visions of people and organisations, many of which set out ambitions to bring about radical change.
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Fig 3: Vision Statement Examples (Brands-Beloved, 2024)

Of course, some of these are definitive, for example John F. Kennedy’s Moon vision, whilst some are longer-term or even open-ended. This begs the question, what makes a good vision in the sense that people – including those associated with an organisation – align to it. Achieving something in a lifetime in the case of Princess Margaret Hospital, or more holistically to change or reconcile in the case of Cisco and WWF, may simply lose people’s interests as they may not be around to see the results. In a world where communication and feedback, particularly through technological advancements, has sped up exponentially there are greater expectations at population level that progression and success occur quicker than ever. Given the sheer magnitude and success of the people and organisations featured in Fig 3, I have to assume that other factors support these visions towards success.
Bennis is known for the phrase: ‘leaders do the right things…managers do things right’ (Black-Robbins, 1995) and that has to feed into an effective vision, but how does a leader decide what is right? Whilst there is debate over who created the SWOT analysis, what is not in doubt is how extensively it has been used over the decades for this very purpose. Analysing the internal and external factors affecting one’s organisation, i.e. the Strengths and Weaknesses, and the Opportunities and Threats, is highly effective in informing a leader of where focus could be.
The external factors, Opportunities and Threats, can be further explored by conducting a PESTLE analysis founded – albeit not in quite the current version – by Francis Joseph Aguilar (Aguilar, 1967) to identify the Political, Environment, Social, Technological, Legal/Legislative and Economical factors that create opportunities of threats for the organisation. To elaborate, with regards to my portfolio, political opportunity is in the fact that Wales has the Wellbeing of Future Generations Act (2015) and Healthy Weight Healthy Wales strategy at national level and Carmarthenshire has the Wellbeing plan at county level. All feature physical activity as key components, which adds credence to a non-statutory service such as mine. However, there are also political threats in the sense that Health, Social Care and Education are far higher priorities and require a significant and increasing investment from a decreasing public service budget. These should be considered when deciding upon the ‘right’ thing to do, i.e. the vision and what comes from it. 
From my earlier reference, Bennis states clarity is key. Leadership expert Simon Sinek makes a strong connection between vision and clarity stating, “Vision is the ability to talk about the future with such clarity it is as if we are talking about the past.” (Brown, 2014) One can imagine a bad combination of vision and clarity and the subsequent impact: A bad vision might be one that is not aligned to the organisation, that is not achievable, that is too ambiguous. All will present the leader with significant challenges as the stakeholders struggle to know what it is they are getting behind.
Bennis’ third component is strength to persist. The Midsummer Night’s Dream line, ‘The course of true love never did run smooth’ (Shakespeare, 2011) and I liken that to change projects: The course of change projects never did run smooth! Should leaders commence and repeatedly fail at change projects that have a sound, clear vision, the credibility of the leader and confidence of others to align with their vision and plans would undoubtedly wane, plus the proportion of people opposed to change, as there always is, would inevitably gain in confidence, strength and number and make change far more difficult to implement.
Cameron (2020) references the value of perseverance, citing the work of Rosabeth Moss Kanter (2002) who highlights the importance of perseverance and that executives too often trigger a change project and then rely on hope. Pointing out that the hard work starts after the change has begun, Kanter provides 7 strategies to sustain change ‘beyond the final flourish’ (p. 184): Tune into the environment, Challenge the prevailing organisational wisdom, Communicate compelling aspiration, Build coalitions, Transfer ownership to a working team, Learn to persevere, Make everyone a hero.
Cameron adds her own input, with a focus on the sustenance of a leader through change, appreciating that it is physically, mentally, psychologically and spiritually demanding on the leader. Focus, discipline, skill, capacity, maturity and emotional control are added, plus the required support by self-knowledge and self-care. As I pause to reflect on my earlier description of emotional strain, stress, frustrations and motivational impact this feels like familiar territory.
Intertwined this with my earlier reference to leaders repeatedly failing to ‘see change through’ it is clear that this does not have to be linked to vision and clarity, but perhaps of the leader themselves. As a leader and in constructing this examination, it is heartening and educational to find a section on ‘Inner Lives of Leaders’ (p. 199) which emphasises the importance of focus on one’s self, providing the ‘building blocks of resistance’ illustrated in Fig 4.
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Fig 4: Building blocks of resilience, Cameron and Green (2017). (Cameron, 2020, p. 200)

What I draw from this in terms of the examination of the topic is that the higher the resilience the higher the perseverance, and vice versa, which adds to the complex nature of challenges faced by leaders in times of change. Of course, through times of change there is a significant chance of these being upset without pre-consideration. Change is in conflict with calm, often creating more noise and less people to turn to for support. As the leader’s mind is more occupied with the project and its stakeholder journeys, healthy daily routines can become a forgotten feature but these are all ignored at a leader’s peril.
In considering the leader themselves, a logical challenge to move onto is their effectiveness to lead change. Northouse (2018, p. 169) outlines three leadership styles on a continuum compared to Western (2007, p. 34) listing thirty-one! Burnes (2017, pp. 501,509,517,526) presents the ‘manager v leader’ debate and leadership continuums of creativity, innovation and adaptation while Cherniss and Goleman (2001, p. 42) outline five leadership styles and helpfully map out typical emotional intelligence competencies of each, and when the style is appropriate. Although, Goleman himself lists six leadership styles (Cameron, 2020, p. 151) due to the addition of ‘pace-setting’.
I also found the five leadership ‘archetypes’ of architect, motivator, connector, implementer and catalyst interesting due to research reporting that eighty percent of successful leaders of change used all of the five qualities. 
However, in the midst of all this theory we have to remember that the leader is a human who very often will not be able to help but be themselves and it is difficult to establish whether the application of a style is deliberate or natural. It would be good – in a way – to forecast the most effective leadership style/approach for a particular situation and implement it, however the notion is robotic by definition and that would bring its own issues!
My literature research therefore leads me to conclude that particular personal qualities and emotional intelligence can increase a person’s effectiveness as a leader, but their individual suitability to lead change will vary depending on a variety of factors which vary from person to person and theory to theory. Avoiding issues and failure may be to educate leaders for understanding at the very least.
An extensive evaluation into the influence of organisation culture on change was undertaken in the first part of this essay. Suffice to say, that feeds through to the leadership role challenges and rather than unnecessarily repeat, I reiterate my conclusion that I strongly support the view that organisational culture influences change. The challenge for the leadership role is that a pre-existing culture may or may not be conducive to change, and it may react better/worse to the regularity, speed and magnitude of change. This may or may not be aligned to the needs and wants of the leader, who will also have to balance the needs and wants of stakeholders and thus increases the complexity.
Wrapped around all of this is effective communication for “The art of communication is the language of leadership.” (Humes, 2009) I wholeheartedly agree with Humes’ statement that communication remains a constant fundamental principal of success in business and find his ten-point guide very useful in helping to pave a successful change project path.
The article does not go so far as to cover the organisation of communication, but that leads me onto stakeholders, which would indeed be another aspect that affects success or failure of a change project. To gain or lose the confidence and support of those connected to the organisation would be hugely detrimental to a leader, not just in regard to change. It is imperative to map stakeholders, and to tailor involvement and communication accordingly. A common tool for this is the ‘Power versus Interest’ grid (Eden & Ackermann, 1998) Fig 5, where a complete list of stakeholders can be placed according to their power and interest. The Crowd then need to be monitored, Subjects need to be informed, Context Setters need to be Satisfied and Players need to be collaborated with and managed closely as in Fig 6.
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Fig 5: The power versus interest grid (Eden & Ackermann, 1998, p. 122)


[image: A diagram of a company's company

Description automatically generated]
Fig 6: Stakeholder Management: Using the power-interest grid to manage stakeholders better (Z-Tech, n.d.)


An alternative or ‘next step’ might be to use the RACI Model (Kantor, 2022) created by Dr John Cleland. This enables stakeholders to be incorporated into project planning according to whether they are to be Responsible, Accountable, Consulted or Informed of everything the project needs done. One of the complexities of leading change is ensuring who does what, and mapping at an early stage in the project in this way would minimise the risk of roles and responsibilities being unclear, resulting in duplication or actions not being done, with subsequent friction between stakeholders and team members.
The final aspect of my examination is methodology. Somewhat regardless of whether an effective, resilient leader establishes an appropriate, clear vision and who the stakeholders are and how they will be involved, without a well-considered way to get from the ‘now’ to the ‘future’ a change project is likely to have issues and ultimately fail.
Countless change management models exist (Hallencreeutz & Turner, 2011) so a selection of eight (Hicks, 2024) are to be explored: Lewin’s three-step model, McKinsey seven-S model, Kotter’s eight step model, Hiatt’s ADKAR model, Thaler and Sunstein’s Nudge Theory, Bridges’ transition model, Kübler-Ross framework and Satir methodology. As you would imagine, all have merit but leaders would likely have their preferred model(s) and situations would dictate that different models would be suited to different circumstances and change projects.
The seven-S model would be an excellent model for reviewing the organisation to establish its cultural components, which could be used to design and implement change at organisation level.
Nudge theory would be excellent for subtle behavioural change that was acceptable over time, particularly on a top-down and/or mass participation basis.
Kotter’s eight-step model would be excellent for a specific change project that required an incremental approach best implemented by leadership of a coalition through the empowerment of the wider workforce.
Bridges, Kübler-Ross and Satir have models that relate to an individual’s journey through change, particularly the negative and positive emotions they experience at various points. This would be very useful to help a leader anticipate and understand the reactions of a workforce, and can be used implicitly or explicitly to help people through the process on an individual or team basis.
A leader is likely to be most effective through exploring and understanding a range of models to the extent that the most suitable match can be found for the change project identified, which they are also comfortable in using. Failure to work to a model or methodology, knowingly or unknowingly, will at best make change painful and protracted and at worse fail.

As a leader, this critical evaluation of the influence of organisational culture in the context of change initiatives and critical examination of the complex nature of challenges for the leadership role within times of organisational change prepares me well for change projects that may lie ahead. The most pressing of these is to elevate Actif’s PROFILE, IMPACT and VALUE to the Council and amongst key partner organisations which provides the vision alluded to earlier in this study.
My examination identifies the need for appropriateness and clarity. To that end, Appendix A is a change project brief that seeks to convey that clarity of vision and holds the SWOT analysis it was born from. Appendix B is the PESTLE analysis that informed the Opportunities and Threats sections, both analyses undertaken between me and two tiers of management, approximately twenty staff in total.
I have carefully considered potential methodologies and arrived at Kottter’s eight step model, also explained in Appendix A. My reasons are that its structural steps match well with the project type, the requirement of a guiding coalition suits my staffing structure and format, and the empowerment of staff supports the Intent-Based Leadership approach (Marquet, 2015) we are trying to embed. Nudge theory appears to be appropriate to use within the journey, but this will be established as the coalition is formed and we move through the process.
Reflecting on the culture and its appropriateness for this change, there are, of course, two levels to account for. There is the culture of Actif Sport and Leisure, which has changed significantly over the last decade. There is far more of a team approach, more trust and honesty, more authenticity. Added to this, there is a greater understanding of the points featured on the SWOT analysis, especially of the threats due to the reduction of external and internal funding over recent years. I consider them adaptive (Kottter & Heskett, 1992).
The culture of the wider organisation and key partners is different and will present challenges, although the project requires something different from them compared to my own workforce. We have to work in a different way in order to have a higher profile in their eyes. In that we need to convey our impact on people’s lives, and we need to establish and translate our value into the language of others. Does that appear feasible, yes. The political opportunity was established via the PESTLE analysis and this gives us a great base to build from, as a team, in a purposeful way.
It is critical, therefore, that we know, understand and develop relationships with our stakeholders through highly effective and tailored communication and this will need to be an early exercise of the guiding coalition as per step two of Kotter’s model. Also critical is that we identify the things that will help and hinder us and although I opted not to use Lewin’s three-step ‘unfreeze-change-refreeze’ model, his ForceField analysis (1951) is perfect for this. A draft is presented on a modified version (MindTools, n.d.) Appendix C, identifying the forces for and against my change project, with scores indicating the degree of influence each has on the plan, one being weak and five being strong.
The only element from my examination that I have not covered is myself. I reflect on my findings in three parts.
Firstly, do I have the persistence, perseverance and resistance required to implement change successfully? To answer this question, I mentally scan through my life. Early years were tough. Morals and love were abundant, but money was not. My father always said, “Something will turn up.” Somehow, it always did, and I value that it instilled in me a doggedness to keep going through the toughest of times. A newspaper round at twelve and a milk round at thirteen years old, I built up to working from half past three in the morning by the time I was sixteen so when school started at nine, I had already done a four-and-a-half-hour shift come wind, rain or shine, although rarely did the sun shine that early in the morning! At fifteen, I took on the responsibility of collecting payments from people on the round. During busy school periods my father collected, so there is my first management experience, I guess. I even paid him!
Those foundations have been built upon through my life and I have countless experiences and evidence of a resilience I am proud of, which bode well for implementing change.
I couple this will a review of the five components of emotional intelligence at work shown in Fig 7.
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Fig 7: The five components of emotional intelligence at work (Goleman, 2004, p. 88)

I would place a tick next to almost all hallmark statements, with the exception of ‘comfort with ambiguity’ given my typical analytical thinking style.

As an overall conclusion, evidence suggests that the rate of failure to implement change successfully is high (Beer & Nohria, 2000) (Nikolauo, et al., 2007).
Organisational culture is argued (Darga, 2012) (Cameron, 2020) to be the most visible element in any company and having the most impact on superior performance and can be a catalyst or get in the way of change.
Organisations can be seen as adaptive or non-adaptive to change (Kottter & Heskett, 1992), although I argue that this is a simplistic view and does not fully account for the level of influence of individuals, the change journeys of individuals nor the impact of the change project.
Additional categorisation models of Handy (1993) and Del and Kennedy (Senior, et al., 2020) also appear simplistic, although a test showed I was able to use the characteristics to review a change project with predictable results and consideration of alternative categorisations, coupled with earlier findings, led to support for the view that organisational culture has a strong influence on change initiatives. 

A critical examination of the complex nature of challenges for the leadership role within times of organisational change led to the identification of a list of ingredients to carefully consider: an appropriate vision, born from insights and presented clearly so that stakeholders know what they are aligning to.
The leader needs to be effective, and whilst there are a seemingly never-ending range of leadership styles, recognition that each is a human being and needs to ultimately be true to themselves. Awareness of styles and models is valuable, but a good match between the leader, the change project and the culture is required for optimal results.
They also need resilience (Cameron, 2020) (Bennis, 2009) and a robust change management model (Hicks, 2024) to give such projects the highest chance of success. 
As per above, organisational culture will affect the leader’s ability to implement change and it is key to know and map the stakeholders so that all receive the right level of involvement and communication at all stages of the change journey, ideally using established models such as the ‘Power versus Interest Grid’ (Eden & Ackermann, 1998) and RACI Model (Kantor, 2022).
Following these recommendations does not guarantee that a change project will be successful but, using the learning of others, the hope is that leaders will be far more likely to achieve success. I certainly know that I would have had far less painful experiences in the past if I knew then what I know now.


Appendix A:	The need for change: Elevate Actif’s PROFILE, IMPACT and VALUE to the Council and amongst key partner organisations.

Background: Actif has made significant progress in many ways over the past decade but, as a portfolio, we have not faced such risk due to financial pressures surrounding us. This makes me particularly aware of the need to elevate our profile, impact and value within and outside the Council to positively put us at the forefront of the minds of key decision-makers. Failure to do this is likely to see a continued lack of support and resource, causing a downward spiral in our capacity, capability and achievements, which is intrinsically linked to the wellbeing of the population of Carmarthenshire.

Strategic alignment: This is aligned to our 2020-30 Strategy, where objective 13 is to ‘Achieve a reputation as a successful and trusted service that positions Actif prominently in the sport, health and education sectors locally, regionally and nationally.’

Rationale: Updated SWOT and PESTLE analyses
	Strengths
	Weaknesses

	· Clear Mission, Vision, Strategy
· 300 staff – dedicated and innovative – 1m+ activity attendances pa.
· Income almost doubled in a decade; fitness (7.5k members) learn-to-swim (3k members).
· Great relationships that result in successful programmes and activities.
	· Complex planning: time and effort to move forward cohesively.
· Collaboration blurs roles, responsibilities and accountability.
· Workforce weak at promotion – result is limited awareness of provision/impact.
· Reliance on ‘support services’ which do not appear to see/treat Actif as a high priority.

	Opportunities
	Threats

	· Well placed to deliver on key national and local agendas (Political, Environmental)
· Well connected to key partners/sectors (Political)
· Key development thrusting Actif into prominent position (Economical)
· Validated research tools value Actif’s ‘Social Return on Investment’ at around £5m. (Economical, Technological)
	· Sport & Leisure is non-statutory (continuously increasing budget requirement from Health and Education). (Political, Legal)
· Distribution of efficiencies/cuts is decided upon by the Council’s Cabinet. (Economical, Social)
· Actif’s £3m budget position = £8.7m expenditure (mainly staff and facility costs) minus £5.7m income (mainly paying customers and short-term grants). (Political, Economical)
· Life is more sedentary and isolated. Difficult to get people to spend time/money on physical activity. (Social, Technological)


Red: Drivers

Outcomes/Objectives: 
· To elevate Actif’s profile; we will make ourselves and our strategic intent more visible.
· To elevate Actif’s impact; people will know what we do and the significant difference we make to people’s lives.
· To elevate Actif’s value; people will understand that we make a far greater financial contribution to society than the budget we require, hopefully increasing the security of current and future funding.



Process: 
[image: A diagram of a step change model
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Step 1: Establish a sense of urgency – This ‘need for change.’
Step 2: Creating a guiding coalition – AMT initially, but extension to the coalition will be clear through future work/steps. Need to complete Stakeholder Analysis and Force Field Analysis – who and what do we need to consider and focus on?
Step 3: Developing a vision and strategy – Guiding coalition (AMT initially) to utilise work done in Steps 1 and 2 to set the actions and sub-actions and embed within the 2024-27 ‘Connect Well’ action plan.
Step 4: Communicating the change vision – There is an element of covertness to the change project, therefore this stage is to be managed sensitively. AMT and Connect Well Steering Group as a minimum will be communicated with, but additional staff as deemed appropriate. Communication to stakeholders will be in accordance with above stakeholder mapping exercise.
Step 5: Empowering others to act on the vision – As Steps 1 to 4 are progressed, leaders are to identify and provide the necessary resources and support to enable relevant employees to contribute to the implementation. 
Step 6: Creating short-term wins – We will identify quick wins as a result of above steps. These are projected to include: promotion – particularly of strategy, along with projects and programmes and their outputs and outcomes; invites/attendances at sessions and celebrations so that stakeholders gain first-hand experience of programmes and participants.
Step 7: Consolidating gains and producing more change – We will build on the momentum created by the short-term wins and continues to make progress towards the vision. Details of medium-term plans are to be determined collaboratively later in the process.
Step 8: Anchoring new approaches in the organisation’s culture – We will incorporate the ‘new way of working’ into ongoing employee training and support, and into plans, policies, procedures, etc. to effectively and consistently:
Elevate Actif’s PROFILE, IMPACT and VALUE to the Council and amongst key partner organisations


Appendix B:			Actif PESTLE Analysis

	Political

	· Brexit – change…unknown
· Changes in government. Local & National Elections Welsh Independence?
· Regeneration focus via administration and CEO
· Health models – more community-based rather than clinical (e.g. A Healthier Wales 10yr Strategy)

	Opportunities
	Threats

	· Advocacy/lobbying
· Capital investment
· Brexit – increase/decrease in funding (unknown)
· Broader revenue sources
· Strategic alignment
· Community focussed ‘well-being centre’
· Broader range of partners wishing to work with us/us to support their agenda
· New strategies, e.g. obesity, rural strategy – opportunity to work towards clear intent.
· Can increase our profile (on front foot) in terms of being a preventative service to address political priorities – connect to councillors
· Regulatory changes
· ‘Leisure’ may not exist as it appears now. Integration, for example

	· Drop down the agenda
· Not aligning to local/national policy/trends
· Brexit – increase/decrease in funding (unknown)
· That we try to be everything to everyone  - reactive
· By not being politically astute or having it on our agenda – reactive does not work as effectively, we can fall by the wayside. Beware of not promoting.
· Often not in control of own destiny
· Political response to public can lead to pressure on services
· Regulatory changes
· ‘Leisure’ may not exist as it appears now. Integration, for example.



	Economical

	· Wellness Village – 1800 jobs, etc.
· Business’ awareness growing towards H&W/being of workforce and ethics
· Moving Carmarthenshire Forward, Rural Strategy, etc. triggers partnership thinking; Money going into Health, Wellness, Education.
· Funding models changing, e.g. Sport regionalisation, Regional Partnership Board, etc.
· Competitive environment re: commercial and bringing in external funding

	Opportunities
	Threats

	· Increased portfolio of customers – Swansea/Cardiff.  Partners, workforce, heath, leisure, education, 3rd sector.
· Early interventions – health (reduction in NHS service?)
· Can shape our services to reflect customer needs
· Brexit? More/Less disposable income
· Due to CCC’s focus on Regen, projected increase in disposable income.
· Additional funding opportunities – purpose is ‘perfectly’ aligned to meet objectives of others
· Evidence-based Social Value Return
· Set up to capitalise on a declining economy, although perception that we’re not value for money???
	· Commercial/3rd sector development/private business (leisure)
· Generation not valuing work pathways – wanting to be famous, YouTubers, etc. Effect on our potential workforce and their economical status.
· Brexit? More/Less disposable income
· Increased competition
· Reliance on funding sources and plans for change (2 main areas of business in facilities, for example)
· Ability to respond quickly to market forces




	Social

	· Lifestyles changing: working patterns, importance of ‘the experience’ and how people wish to consume, people’s prioritisation, health factors, etc. What is it like now…and what will it be like?
· Changing demographics – ageing, isolation/loneliness, mobility, categorisation (equality), complex needs to increase
· Community…what is that? Hold on to traditional? Tap into what communities are becoming.

	Opportunities
	Threats

	· Reduce anti-social
· Inclusion – reduce issues related to ill health
· Expand our service opps into community areas.  Working with partners – non-sporting
· Expand reach through tech (Halo)
· Education – catch at an early life stage.  Marketing.  Schools.  Community clubs (scouts)
· Expansion to appeal to wider audience – take services to people
· Purpose of Council, and particularly Communities & Education, is to enhance lives. We can capitalise.
· Value of a ‘centre’ is one of a reducing number of social hubs…focus on ‘Wellness’? We can be so much (deliver/partner for ‘lifestyle factors’ education). Wording
· Inclusivity and accessibility

	· Exclusion:  Lost identity of community
· Rise in loneliness in isolation (health issues)
· Public transport – general decline, rural in particular
· Antisocial behaviour – occurring at sites so deterrent to attending
· Being seen as a service who does things for people…need to help people help themselves or less ideally.
· A ‘Leisure Centre’ can be an off-putting thing
· Do we have the facilities and space to reach ambitions – expertise, capital investment, programming, social space (t & c, for example)
· Inclusivity and accessibility




	Technological

	· Digital Transformation
· Digital Culture – Where is our organisation and where are our population (e.g. demographics) on this?
· Technological capability to recycle energy

	Opportunities
	Threats

	· Generation of green energy, e.g. equip, car park charging, etc.
· Virtual community engagement
· Utilise new tech to increase efficiency and effectiveness
· Virtual workforce management and development
· Trend is towards technological advancement/use – We have a workforce to help people to become skilled/familiar
· More remote access
· Marketing – digital interactive tools rather than literature (££)
· Influence over IT support/provision

	· Being slow to take advantage of tech – “We don’t know what we don’t know” plus slow and clunky implementation
· Limiting choices and/or not making the best choice
· Are we structured to maximise? Capacity, skills (incl recruitment), clarity, plan, etc.
· Large proportion of audience/target audience that are less tech savvy
· Dependency – it has to work!
· Resources
· Culture change required – perceived threat of workforce. “My job!!!”
· Influence over IT support/provision




	Legal

	· Operational compliance, inc GDPR
· Environmental legislation, e.g. plastics
· Employment law, inc wages (££)
· Welsh Language
· Wellbeing of Future Generations Act 2015
· Financial law – VAT and Business Rates

	Opportunities
	Threats

	· Financial laws – VAT/Business Rates
· Bilingual/sign language/etc.
· Equalities agenda – inclusivity & accessibility (protected characteristics)
· Data Protection and Information security
· Compliance – we’re safe, trusted, etc. How do we communicate this – brand?
· Data capture – need methods through formal and nudge (e.g. QR code and splash screen on wi-fi sign-up): Tailor communication with people
	· Data Protection and Information security
· Breaches of regulations – fines, disciplinaries, complaints, reputation, etc. Would public sector be so controlled?
· ‘Fleet of foot’ to adhere to changes in law/legislation.
· Data capture – lack of ability to communicate with/target/know people.




	Environmental

	· Climate change, and cultural response – awareness and the ‘movement’
· Growing number of alternative solutions – electric cars, use of different types of bikes, energy production, equipment we use (e.g. self-powered/power generating), activities, etc.

	Opportunities
	Threats

	· Production of green energy and alternative energy sources and uses of waste
· Electric points in car parks
· Additional funding through schemes (REFIT Cymru for example)
· Routes and infrastructure – incl promoting alternative methods
· Staycation trend – market
· County (and beyond) projects around community cohesion, time credit/banking, buddying, etc. to mitigate transport issues.
· Partner so more services available at one place – social hub.
	· Keeping up!
· Reactive v Proactive – do we communicate our ethics, attempts, projects and successes out?
· Public transport infrastructure






Appendix C:			ForceField Analayis
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