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1. [bookmark: _Toc535175424]Introduction
This paper will look at how a potential change in the use of technology within the Driver & Vehicle Licensing Agency (DVLA) could be managed to improve the chance of the change being a success. This will be achieved by reviewing and comparing several Change Management Theories & Strategies and Leadership Styles, identifying factors that could negatively affect the chance of success in implementing the change and then outlining a possible Change Management Plan that could be used to improve the chances of the change being successfully implemented.
2. [bookmark: _Toc535175425]Background
In 2017 the DVLA released a 3 year IT strategy [1] that began a programme of changes to move the majority of its services from legacy systems and, where possible, on to commodity cloud services. Their 2017-2020 IT Strategy also mentioned a requirement to lower operational costs for their ICT systems and to have a “loosely-coupled, component based architecture”.
To help move systems on to commodity cloud services, DLVA chose Kubernetes & Docker as a target platform to manage their new services designed using micro services based architecture, where individual micro services would be written in a small selection of Java Virtual Machine (JVM) languages. The Actual Kubernetes cluster would be deployed on Cloud Infrastructure as a Service (IaaS) platforms. External APIs would be exposed via AWS API Gateway, a Serverless platform that auto-scales on demand and only charges for the amount it is used.
The slow migration of services due to embedding the use of new technologies into the IT Department and complications managing auto-scaling has led DVLA to consider changing the direction of its use of Cloud services and using Serverless systems where possible. Enquiry services have been identified as a possible use case for using Serverless services.
3. [bookmark: _Toc535175426]Change Drivers
Change drivers are the forces that push an organisation to change. These drivers for change can be divided into internal drivers and external drivers. The difference between the two being where the force to make a change is coming from. 
3.1. [bookmark: _Toc535175427]Internal Change Drivers
Internal change drivers are the drivers that an organisation has some control over. These include current workforce & management structure, mission statements, leadership styles and other organisational changes.
The DVLA Strategic Plan for 2017 to 2020 [2] defines its goal as “to get the right drivers and vehicles taxed and on the road as simply, safely and efficiently as possible”, this is often shortened in the report to “simpler, better, safer”.
The DVLA 2017-2020 IT Strategy [1] sets out the IT specific drivers of the agency, these are:
· Move off majority of legacy within 3 years
· Hit our cost reduction targets
· Rebalance operating cost vs change
· Secure by design
· Contribute to Motoring Services
In 2017 the DVLA IT department began a re-organisation of staff and functions. Some of the new areas created were dedicated cloud platform teams that would help with the move to cloud services.
3.2. [bookmark: _Toc535175428]External Change Drivers
One way of identifying external change drivers is by doing a PEST analysis.
“PEST is an acronym for political, economic, social and technological. It's a way of understanding how external forces impact [a] business.” [3].
By examining these four areas, external change drivers can be identified.
A PEST analysis for the DVLA IT department is shown in Figure 1 below.
[image: ]
[bookmark: _Toc535183056]Figure 1 - PEST Analysis for DVLA IT Department
3.3. [bookmark: _Toc535175429]Lewin’s Force Field Analysis
The purpose of Lewin’s Force Field Analysis tool is to identify all of the factors that either support or resist a particular change. The categorising of information in a force field analysis is described in The Theory and Practice of Change Management by Hayes, J [4] as:
“…it involves organising the categories into two broad types – those relating to forces or pressures for change and those relating to forces or pressures supporting the (problematic) status quo and resisting change.”
A completed Force Field Analysis for the DVLA to move to Cloud based Serverless technologies is shown in Figure 2 below.
[image: ]
[bookmark: _Toc535183057]Figure 2 - Force Field Analysis for DVLA Moving To Serverless
This force field analysis shows that even the forces for the change are greater than the forces against the change, there will be quite a few barriers to overcome to make the change a success.
4. [bookmark: _Toc535175430]Change Management Theories & Strategies
In this section, the author will provide a summary on several Change Management Theories and Strategies and then evaluate them against the use case for DVLA.
4.1. [bookmark: _Toc535175431]Lewin’s Freeze Phases Model
Lewin’s Freeze Phases model was initially presented in his article Frontiers in Group Dynamics: Concept, Method and Reality in Social Science; Social Equilibria and Social Change [5].
The model identifies three stages to manage a change, unfreeze, change and freeze.
The first stage, unfreeze, is about preparing an organisation for change, overcoming inertia of how things have always been done and changing the existing “mind-set”.
In the second stage, change, the actual change occurs and this is where there is the most confusion.
In the third stage, freeze, the change has been completed, but it has to be embedded in to make sure that work practices do not return to the previous way of doing things.
4.2. [bookmark: _Toc535175432]Prosci ADKAR Model 
ADKAR is an acronym for awareness, desire, knowledge, ability and reinforcement [6]. These are outcomes that are required to successfully implement a change.
Figure 3 below describes the outcomes and the order that they need to be achieved.
[image: https://lh5.googleusercontent.com/upFqIiOh3d08WTtIZflhmC3aSuUYF8pAWividtTRAmINh5K4iSa2pvYB7mBmdMh2fWDwCMhL-xngcV8yLoX2qF8qmXZfweFD0bpn7NBivx54DZTKLYUxgxjyDB3ygwbwlUwPQQ_C]
[bookmark: _Toc535183058]Figure 3 - ADKAR Model of Change [7]
Awareness and desire is an outcome that must take place before a change even begins and can be mapped to a current state of an organisation.
Knowledge and ability are outcomes required to actually implement a change and can be mapped to a transitional state of an organisation
Reinforcement is an outcome to actually embed a change in an organisation and can be mapped to a future state of an organisation where a change has been successfully implemented.
This mapping of ADKAR to current, transitional and future states is shown in Figure 4.
[image: https://lh5.googleusercontent.com/uJUQbDoGLXCeGFif2CnB2A45arGotHP27q0V4UNcjoxEVFS9HYoE8cuvOYIER3ah4DGn00x7rzZByIp2NUk21sINEa-frIQN7KkM1YosXxYXuP8cMrb5ne3Z-NxURAbZYRBUJMBq]
[bookmark: _Toc535183059]Figure 4 - ADKAR States of Change Diagram [8]
4.3. [bookmark: _Toc535175433]Kotters 8 Step Process
The 8 Step Process model identifies eight steps that are required to successfully implement change. Originally described in Leading Change by Kotter, J. P. [9] in 1996, the model was amended slightly when described in Accelerate: Building Strategic Agility for a Faster-Moving World by Kotter, J. P. [10] in 2014. 
The 8 Step Process is illustrated in Figure 5 below.
[image: https://www.kotterinc.com/wp-content/uploads/2016/12/8-steps-2-e1508515045824.png]
[bookmark: _Toc535183060]Figure 5 - Kotter's 8 Step Process [11]
The eight steps can be represented as taking place over the three states of current, transition and future. 
The first step take place before a decision to change is made, i.e. in the Current state. 
The next six steps take place once a decision to change has been made. The Create step is about explaining to others the need for a change to be made. The Build step defines a group to lead and communicate the change. The Form step defines the future state being aimed for and the differences it has from the current state. The Enlist step creates buy in and enthusiasm for the change from all areas of the organisation. The Enable steps removes any barriers to the change by doing things such as changing processes and hierarchies. The Generate step sets out short-term increments of change to generate quick wins and show progress. The Sustain step communicates the progress made in the Generate step to generate enthusiasm to drive the change forward .
The last step takes place in the future state. The Institute step articulates and communicates how the completed change has improved the organisation to ensure that old (pre-change) habits are not re-introduced.
4.4. [bookmark: _Toc535175434]Stages of Change Model
The Stages of Change Model (SCM) came out of a study in the 1970’s and 1980’s on people trying to give up smoking [12].
The model notes five stages that people go through to implement a successful change. The model is shown in Figure 6 below.
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[bookmark: _Toc535183061]Figure 6 - States of Change Model [12]
SCM notes what stages people go through to make a change, and as seen with other change models the different stages can be linked to the three states of current, transition and future.
The current state can be linked to the two stages before a change is, pre-contemplation and contemplation.
Pre-contemplation is a state of status quo before any change is even considered. The next stage of contemplation is the stage of considering a change, during this period people are weighing the benefits and dis-benefits of making a change. 
The transition state can be simply mapped to the preparation and action stages. Once a decision has been made to make a change, a stage of preparation is entered, where people consider what is required to make a change.  Then a change is implemented in the action stage, often using short-term rewards for motivation.
The future state can be mapped to the maintenance stage, where a change is bedded in and actively maintained so the change is not reversed or people move back to the state they began in.
4.5. [bookmark: _Toc535175435]Nudge Theory
There is no change management model associated with Nudge Theory [13], but instead provides incentives and influence people to implement a change. 
A definition of a nudge from Nudge: Improving Decisions About Health, Wealth, and Happiness by Thaler and Sunstein [14]:
“A nudge, as we will use the term, is any aspect of the choice architecture that alters people’s behavior in a predictable way without forbidding any options or significantly changing their economic incentives. To count as a mere nudge, the intervention must be easy and cheap to avoid. Nudges are not mandates. Putting fruit at eye level counts as a nudge. Banning junk food does not.” 
So a nudge can be described as presenting a change as the best option. This can be done by viewing a potential change from the perspective of the people it will affect the most, understanding what barriers there are to implementing the change. By doing this barriers can be removed and an effective communication strategy can be developed to explain the benefits of a change and make implementing the change the more desirable option for those responsible for and affected by the change.
4.6. [bookmark: _Toc535175436]The McKinsey 7-S Model
The 7-S Model that featured in the book In Search of Excellence: Lessons from America's Best-Run Companies [15] defines seven elements that can be used to understand an organisations current state and help plan a change.
There are three hard elements: Strategy, Structure & Systems. These are elements that can be affected by management as they refer to “…strategy statements; organization charts and reporting lines; and formal processes and IT systems.” [16]
There are also four soft elements that are more cultural: Shared Values, Skills, Style & Staff.
The 7-S Model, as shown in Figure 7, is presented as all elements being connected to each other and therefore a change to any one of these elements can affect the others.
[image: ]
[bookmark: _Toc535183062]Figure 7 - The McKinsey 7-S Model [17]
By understanding how the elements are related, it should be possible to highlight how change to one element can influence other elements. By understanding this, an organisation can plan to address those impacts and make plans that will help a change succeed. A simple example of this is a change to an IT system could affect the skills and staff elements therefore training would be required before making that change. There would likely be additional impacts to consider, as even though the systems element has no direct connection to strategy, the changes required in the staff and skills elements could themselves have impacts on the strategy element.
By mapping out all of the impacts and additional changes required, the 7-S Model essentially identifies all the potential barriers to change and how they can be overcome by providing and organisational end state that can be aimed for.
4.7. [bookmark: _Toc535175437]Evaluation
Lewin’s Freeze Phases Model, the Prosci ADKAR Model, Kotter’s 8 Step Process and SCM all align to a change having three states, current, transition and future.
The current state is a state where an organisation is before it decides to make a change. In this state, an organisation may be reviewing what currently does and does not work and evaluating if a change should be made. Lewin’s Force Field Analysis may be used at this stage to evaluate if a change should be made. This may provide useful when identify what resisting factors there are to change that need to be overcome in the next stage.
The transition state is where an organisation is when it decides it will make a change. This begins by planning the change and deciding what actually needs to be done to implement the change. According to Kotter’s 8-step process, this starts by building a team to lead and communicate the change and remove barriers. Nudge Theory and the 7-S Model can be used at this stage. 
Nudge Theory can be used to view the change from the perspective of the people it will most affect, usually the employees of that organisation, but maybe its customers as well. This will help identify the resistors and barriers to change.
The 7-S model can be used to map an organisation at the current and future (desired) state, identify what elements could be affected by the change, and add those changes to the change plan to prepare for a change in another area. This will also help identity what knowledge is required to implement a change.
During the implementation of the change, using short-term goals as defined in Kotter’s 8 Step Process can help people see success and generate more buy-in. This evidence of success can be used in communications to help ‘nudge’ people into wanting further changes.
The future state is one of reinforcing the changes made and is a common feature of Lewin’s Freeze Phases Model, the Prosci ADKAR Model, Kotter’s 8 Step Process and SCM. The use of evidence to prove a change has been successful and communicating that evidence is another example of a nudge. 
5. [bookmark: _Toc535175438]Change Leadership / Management Styles
This section will explore Change Management and Leadership and how they differ and where they overlap, with the purpose of identifying the qualities required to lead a successful change.
John Kotter said:
“Change management refers to a set of tools or structure intended to keep any change effort under control. Change leadership, on the other hand, concerns the driving forces, visions, and processes that fuel transformation.” [18]
Some models show that there is an overlap between two as seen in the Venn diagram below (Figure 8).
[image: https://cdn.lifehack.org/wp-content/uploads/2018/02/20034451/leadership-vs-management.0012.jpeg]
[bookmark: _Toc535183063]Figure 8 - Leadership vs. Management Venn Diagram [19]
This suggests that a successful change requires both elements of leadership and management, with a clear vision to be communicated and clear guidelines, but also getting them bought in to the change and including them in the decision of how to achieve the required goals. 
In his book Leading a Culture of Change [20] Michael Fullan introduces the Framework for Leadership, seen in Figure 9.
[image: ]
[bookmark: _Toc535183064]Figure 9 - Framework for Leadership [20]
This framework shows three personality characteristics required by leaders, Energy, Enthusiasm & Hope, as well as five core components [21]:
· Moral purpose – making a positive difference
· Understanding change – dealing with resistance; transforming organisational culture
· Relationship building – improving relationships yields improved results
· Knowledge creation and sharing – embodying the learning organisation
· Coherence making – balancing creativity with common sense
The components of understanding change, relationship building and knowledge creation and sharing are all essentially tools of effective communication. The component of coherence making shows a balance of management (instruct) and leadership (encourage) are required in effective Change Leadership.
Overall, change leaders need to be able to guide a change by explaining what is trying to be achieved and why the organisation needs to achieve it, while allowing those who will be affected by that change to have input into how the change is actually delivered. To achieve the required buy-in for a change, communication is a key requirement.
6. [bookmark: _Toc535175439]Recommended Change Management Strategy
A common theme of all change management frameworks identified in this paper is to prepare an organisation for a change, implement the change and embed the change. 
Nudge theory and the McKinsey 7-S Model both identify the importance of being able to identify potential barriers to change so they can be removed and the Framework for leadership clearly defines the need for a clear vision to be communicated before implementing a change and the importance of commitment from those who are involved in implementing a change.
With these factors in mind, the author believes that Kotter’s 8 Step Process would be a good Change Framework to use in this scenario, as it has specific steps for removing barriers and the leading coalition has a clear role in communicating. It also encourages getting buy-in from employees instead of telling them exactly what to do. Using the McKinsey 7-S Model will help identify barriers to change so they can be seen early and removed, but communication and feedback will also be key in implementing this change successfully.
Using the 8 Step process alongside Nudge Theory, the leading coalition should be able to achieve better buy-in and hopefully more commitment resulting in a higher likelihood of success.
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