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[bookmark: _Toc85356689]Introduction

Change is vital for the competitive 21st Century Market. Therefore, understanding the process of change management is a must for any organisation’s survival.  This report will start by defining the forces for change. The Department for Work and Pensions (DWP) is responsible for welfare, pensions and child maintenance policies and is the UK's largest public service department and is the subject of the discussed change.  This report will attempt to explore the culture and capability of DWP with regards to change as well as using tools to analyse the micro and macro environment that impacts on change.
The Second part of this report will concentrate on effectively leading the change, considering the effect of stakeholders, identifying resistance to change and how this can be overcome effectively.

[bookmark: _Toc85356690]Critically analyse the current forces for change in the organisations micro and macro environment that can impact workplace culture and capability   
[bookmark: _Toc85356691]The importance of Change Management
Managing change within an organization is complex and managing a change successfully could mean be the success or demise of an organisation.  This is supported by research from McKinsey and Company which highlights that a staggering 70% of all transformations fail. (Gleeson, 2017).  Despite this statistic being identified as unsubstantiated by Hughes (2011). It is still quoted in Google searches and many academic change management books. Perhaps the claim should not be taken literally but rather as a reminder of the importance to correctly manage change within an organisation.
 Organisations such as Lego, Domino’s Pizza and Coca-cola are all examples of organisations that could well not be with us today if not for a successful change Implementation. (7 Real-Life Examples of Successful Change Management in Business, 2019).
[bookmark: _Toc85356692]The Driving Force for Change

According to Porter, five Forces (Competitive Rivalry, Supplier Power. Buyer Power Threat of Substitution Threat of New Entry) are the key sources of competitive pressure within an industry. (Porter 2008).  Similarly, Lewin’s (1951) force field model refers to identifying the forces that will help drive change and resist change, such as market conditions, poor results, legal changes, competitive advantage, opportunities, benefits and advantages, resisting forces would be negatives about change. 
However, every Organisation is different, therefore the driving force for change will be slightly different.  With many organisations, the need to change would be to maintain a competitive advantage and whilst it is easy to understand Porter’s five forces within competitive industries, the Department for Work and Pensions (DWP) is unique and without competition to consider. The driving forces for change within the DWP are mainly due to political reasons and the need to provide better customer service to help in building sometimes fragile relationships, easier to use operating systems for customers and employee’s and to make changes that help to protect the public purse. Although a Government Organisation has the monopoly, it still must deliver value. The driving forces link to Lewin’s forces of legal changes and poor results.
There are also different types of change that an organization might undertake or be pushed to undertake because of internal and external factors.
 Operational changes affect the way the continuing operations of the organisation are performed, such as DWP moving to online claims. 
Strategic changes occur in the strategic business direction, an example of this was when the Tax office merged into job centres to save money on accommodation, Government ministers identified their goal and performed a structured changed management process. 
Cultural changes affect the basic organizational beliefs and attitudes. DWP have been making efforts to implement a cultural change for many years from a bureaucratic, political culture with a “command” and “control” ethic to become more inclusive, listening to employees and promoting a culture of coaching and development for staff.
Political changes affect government agencies arguably more than organisations on the private sector as it is led by the political party in power at the time and must align with their policies. A big political change that affected DWP was the Conservative party brough in Universal Credit to replace and combine six other benefits.  
Whatever the change, it is important to remember that change is only required when connected to organizational purpose and values. Change for the sake of change is damaging and could result in change fatigue. Not to change can often be the right option. (Journal of change management. 2000). Although, this only really highlights the need to understand your organisations forces for change and what factors are internal and external.
[bookmark: _Toc85356693]Analysing an Organisation’s Environment

There are different pressures faced for planned and unplanned change. For example, In DWP. Changing from 6 benefits to one in 2019 was a large scale planned change and “pro-active” to streamline the benefits process, but the change to provide digital job seeking sessions during Covid 19 Pandemic was an unplanned change, this was “re-active” and on a small scale as it was considered by individuals job centres. The very nature of unplanned change means it is to a very tight deadline, forcing the steps involved in the change to happen very quickly. It would therefore help if an organisations environment was geared up for change initiatives and were adept to using change models and frameworks to help identify factors that affect the change.
Government organisations find using a PESTLE or a SWOT useful as they are particularly affected by outside political and environmental factors. A Pestle analysis has been used to analyse the Macro Environment (appendix 1) and a SWOT has been used to analyse the Microenvironment. (Appendix 2)
[bookmark: _Toc85356694]External Factors
External Factors are political and social economic in nature.  Some examples of external factors are “globalization, technological innovation, changes in the preferences/lifestyle changes, acute skill shortage and workforce issues, financial forces and also changes in the legislations internationally”. (Determining Forces of Organizational Change, 2021)
Analysing the PESTLE analysis, one of the external factors that affect DWP is the political steer to get young people into employment within 6 months. This is the main driver for change to digital services to maintain engagement through COVID 19, without this change there would be little hope of achieving the objective.
Other factors identified was that there was no election in the near future that could affect the strategic objectives.
The unstable economy would require close monitoring and job searching sessions would need to focus on areas of economic growth, such as warehouse work.
Social factors identified that vulnerable people would require assistance to engage digitally and therefore working with stakeholders such as welfare rights groups would help to mitigate any risk factors.
Technology factors are often the drivers for change in the modern world, such as the need to provide easier to use technology or “apps”, even giving a child school lunch money is done through an easy-to-use app. (ParentPay - The Leading Cashless Payments System for Schools, 2021) but technology advances have to be considered very carefully at DWP in order to include all vulnerable groups that may not have access to technology or need assistance to use technology. These factors have to be accounted for in any change initiative.
[bookmark: _Toc85356695]Internal Factors
Internal Factors include reorganization and restructuring to meet the challenges of the future, just like companies such as Lego and Domino’s Pizza did when they implemented new digital strategies.  Also, to proactively initiate change to stay ahead of the competition at all times. (Determining Forces of Organizational Change, 2021). 
The Microenvironment has a direct impact on the activities of the organisation. These forces include suppliers, competitors, employees, shareholders, media and customers.
THE SWOT analysis has highlighted a number of strengths to support this need for change, such as the ability to the reach large numbers of customers, savings to the public purse and adherence to Government digital policy.
As well as identifying the drivers for change within an organisation, there are other factors that must be considered during a change process, such as the culture of the organisation, the leadership capabilities and the emotional effects of the employees.

[bookmark: _Toc85356696]Organisational Culture

Organizational culture is the set of shared beliefs (Steiber and Alänge 2016), values, and norms that influence the way members think, feel, and behave. 
In the workplace, culture is basically what it feels like to work somewhere and could affect any aspect of the working life. Some examples are our relationships with each other, how diverse we are, how we learn and support each other as well as the more social and fun side of work.
 In a large organisational,  each company is considered a miniature society (Mawere, 2011).  Taking this into account, it can be shown that the culture will differ between Government Organisations.  Having personal experience of three Government Organisations, namely, DWP. The Land Registry and Animal, Plant and Health Agency; this statement is very true. Whilst the Civil Service has a set of Values and Beliefs, integrity, honesty, objectivity and impartiality, the way it is implemented through each department is very different. The complexities of culture make it difficult to pinpoint what it is that makes the culture a certain way, but it seems obvious that it should come from the top of the hierarchy. On joining Animal, Plant and Health Agency it was apparent that the culture was different to DWP, there was a respectful etiquette in meetings which was not apparent in DWP meetings. I had to undertake mandatory learning on “inclusion” in the workplace on joining. This learning applied to DWP staff, but it was not compulsory so very rarely undertaken.
Organisational Culture can impact greatly on workplace change, enabling or inhibiting its success.  It is fair to say that some workplace cultures are more suited to change. Organisations dealing with technology are constantly changing and evolving, for example, “Google” are well regarded for their ability to harness change. 
 One of the foundational values for DWP is to “help people out of poverty” so concentrating a change on how this links back to DWP values should assist with the success of the change. For a large majority of staff, this could be true but in such a large organisation that has been led bureaucratically for such a long time, some staff appear institutionalised, with an attitude that “nothing will make any difference” anyway. This is where strong leadership should come into play to underpin the values and lead the change effectively.
The DWP have made efforts to move from a bureaucratic style of leadership to a democratic leadership style which is to encourage all staff to become involved in decisions, it promotes a “no blame” culture to try out new and innovative ways of working. However, when you compare the culture to other Government Organisations, DWP still has some way to go. Agency wide communications is often delivered in a “telling” way, openly criticizing efforts by front line staff if strategic objectives have not been met, despite challenges faced.
Accepting the way, a workplace culture can hinder or help the change process will help in knowing how to steer the change internally. An Organisations capability to manage change depends on many factors, using change models will aide in understanding the steer. 

[bookmark: _Toc85356697]Organisational Capability

[bookmark: _Toc85356698]Change Models

The research consensus is that any practices linked to organizational change and organizational culture changes require a manager with applicable levels of understanding and correct knowledge of change management models and processes (Blomqvist, 2017; Khanye, 2017:6). There are many models of the change process, such as Lewin’s three stage model, (Lewin, 1951) Kotter’s eight step model (Kotter, 2012) and Senge’s system thinking model (Senge,1993).
Kurt Lewin’s three-step model provides a valuable structure for defining change by evaluating the change process in organizational environments and how the existing condition could be challenged to realize effective changes, using an example of an ice block; the shape can change by unfreezing the ice block, then change the shape whilst it’s unfrozen, then refreeze the ice block to maintain the new shape.
Lewin’s unfreeze, change, refreeze framework, is intended to address motivation, and encourage permanent organizational change.
The unfreeze stage requires convincing communication because the old ways of doing things are no longer acceptable and they must accept new values, beliefs, attitudes and behaviours. (Mills, Dye and Mills, 2009, p.47-48). The change to move to Digital job seeking sessions required convincing other’s that this change was vital to providing a service to the customer and to meet strategic objectives.
Once the change moves into a transition period, (the change). Adequate leadership and reassurance are necessary for the process to be successful. (Mills, Dye and Mills, 2009, p.47-49). If successful, the process moves to the re-freeze stage, this is where the change has been implemented successfully and the staff refreezes under new changes and guidelines, this becomes the new normal.  Motivation in the form of rewards as well as acknowledgement become tools of re-enforcing change. 
This model is incredibly easy to understand, even for leaders with little change management experience, by breaking the process into 3 easy steps helps to provide structure to the process and addresses the problem of how to make change permanent, without people going back to their old habits.  It is also important to continually collect data and feedback to track the progress of the change and to monitor any further changes that become apparent. This is where a culture of continual learning and improvement will help in any change.
According to Senge (1993) learning organizations exists where people are supported and encouraged to continually expand their capacity to create better results. 
One of the top lessons learnt from previous change initiatives according to Prosci (2012) was to get change sponsors actively involved at an earlier stage, meaning right at the start of a change.
Looking at the microenvironment with DWP and what factors aide or damage a change, it largely relies on the employees and external Stakeholders.
With that in mind, it is important to understand how people will be affected by change. The Kubler Ross (1969) change curve is a good way of understanding the process people go through with change. Although this has been challenged by some for its research into organisational situations. It is nevertheless a useful tool when understanding the characteristic patterns when responding to change.
There are stages to the curve, firstly shock and denial. 
A few employees in the Job Centre were shocked that they were to engage virtually with customers, they did not want that kind of engagement, preferring face to face with security back up in the office or by phone. As research has shown this can be lessened by early communication and involving people in the planning process if that is possible, virtual team meetings were scheduled regularly so internal and external stakeholders could provide input. Successful past digital projects were acknowledged, and the problem was explained, the need for change and consequences for not changing.
Further stages to the change curve are:
Anger and blame; where there is a danger, people will assume the change is going ahead but may feel the change isn’t fair on them. 
The employees affected by the change to digital job-seeking sessions did feel they were having a “bad” deal. They were angry that other work coaches wouldn’t have to deal with the change purely because their work focussed on a different age group or vulnerable needs.

Bargaining and Self-blame; this was apparent with some employees offering to take on extra administrative work to avoid undertaking digital sessions.
Depression and confusion; This can relate to the downswing of the curve when people realise their efforts to resist change have not been realised. There is a danger that energy, morale and performance will be affected.
These stages can be mitigated by showing the emotional intelligence trait of empathy, by not trying to minimise their loss or feelings but to try and help them consider how the change will affect them. Another leadership trait of effective coaching would aide this.
By holding one-to one sessions to discuss how individuals were feeling and focussing on the benefits and long-term vision helped move through this stage.
The final stage is the acceptance and problem solving: This is basically when a person accepts and acknowledges the “new future”. 
This did happen during the change at DWP and swiftly moved into the problem-solving stage, as questions were raised such as “what else can we do digitally? how can we increase customer engagement”. This shows that the stages were complete, the “change” was now the new “normal”. 
However, it is also important to remember that people can get stuck in any stage and the length and depth of the stage is personal journey and will vary between individuals.
(Smith, King, Sidhu and Skelsey, 2015, p9-12).


[bookmark: _Toc85356699]Conclusion

We live in a constantly changing world and it would be easy to think that we are all flexible and used to changing. However, when analysing the reasons for change within an Organisation, it has been shown that there are many factors that would drive a change and many factors within the internal and external organisation that must be considered. An Understanding of the change models will help with implementing the change and using models such as PESTLE and SWOT are also useful. 
However, these models appear to complement planned structured change. When faced with a reactive change with a short timeline, the ability to lead the change considering the emotions of stakeholders would seem to be of the most importance.
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[bookmark: _Toc85356701]Stakeholders
Stakeholder engagement is vital to the process of effective change. Stakeholder engagement is about knowing who your stakeholders are, understanding them and knowing how best to involve them in the change. It is critical to put yourself into other people’s shoes and think about what they need (Civil Service Learning, 2021). Therefore, it is important to identify the stakeholders involved in any change initiative and the level of their involvement.
Different stakeholders have different interests. Therefore, stakeholder management can also be challenging when an organization must change how it works (Ponnappa, 2014). The first step would be to identify and compile a list of the all the stakeholders that would be involved in and/or should be told about the new process. Methods for identifying stakeholders include rapid listing, group brainstorming and mind-mapping.  (Smith, King, Sidhu and Skelsey, 2015).

A Job Centre needed to change to digital job seeking sessions from long standing historic face to face mandatory appointment and group session held at a Job Centre. The change was required due to restrictions on contact during the Covid19 Pandemic. External Stakeholders rely on referrals from the Job Centre to secure “funding”, so it is mutually beneficial for the external stakeholders to evolve with the Job Centre’s new ways of working. (Thomas, C, 2020). However, that does not necessarily mean that these stakeholders would not go through a process of change that requires effective leadership and change management processes.

[bookmark: _Toc85356702]Analysing Stakeholders

There are various ways stakeholders can be mapped and a popular method is the Mendelow’s matrix which looks at stakeholders in terms of power and interest. (Mendelow, 1991) (appendix 3).

Once the Stakeholder’s have been identified and their power and influence analysed, communicating the change can take place. It has already been addressed that during periods of change, people will travel along an emotional journey and all communication requires sensitivity. (Smith, King, Sidhu and Skelsey, 2015, p223)
One of the best-known works for strategic, organisational change is John Kotter’s eight step model (2012) which provides a valuable roadmap for approaching change. (Smith, King, Sidhu and Skelsey, 2015, p38)


[bookmark: _Toc85356703]Kotter’s 8 steps of change
Establishing a sense of urgency
Kotter sees creating a sense of urgency as vital, so that the majority of employees see the change as absolutely essential. (Kotter, 1996). This can be done by identifying and highlighting any future threats, also having open and honest discussions with convincing reasonings.
The change at the Job Centre did follow this step as there was a sense of urgency to the change. Work Coaches could not carry out their job and deliver objectives without being able to engage with customer’s.  For the external stakeholders that relied on job centre referrals for funding, using words such as “essential” and “vital” for sustainability of the services, meant that stakeholder’s thought about their job security if they did not embrace the change. There could be an argument that creating a sense of urgency could cause feelings of anxiousness, in this situation, the sense of urgency was indeed “real”, and it is easy to see why Kotter identified this step, but understanding anxiousness should also be considered by the leader.
Creating the Guiding Coalition
The meaning behind this is that if a few people across an organisation were advocates of the change, then the change would be better received.
The DWP will often request “change advocate” volunteers to bridge the divide between the front-line staff and the senior officials delivering the change. They will promote the change and provide feedback to senior management. This provides a good example of Kotter’s “guiding coalition of the willing” that join forces to make the change work.
Developing a vision and a strategy
Creating a vision that people can really imagine is very important, this should be positive for stakeholders and employees. 
Explaining the process of how the digital sessions would be carried out and how referrals would be made to stakeholders created this vision. The stakeholders could easily see how the process would look in the future.
Communicating the vision
Kotter explained the need for the vision to be repeatedly communicated using many channels with opportunities for discussions and feedback.
In the Job Centre, regular meetings and quick virtual catch ups were instigated with key stakeholders. A communication plan was used to schedule the meetings depending on where they were placed on the Mendelow’s matrix.

Empowering employees for broad-based action
Ensuring that the organizational systems and structures are in place to support employee action is the fifth step of Kotter’s plan.
For the change in question, this meant making sure that the stakeholders had the correct training and support to use new digital systems, such as “teams” and delivering presentations online.
Generating short-term wins
Kotter strongly believed that short-term wins provide a boost to a change initiative, helping to minimise negativity and recognise those who deserved credit.  This can have real benefits if a change is a longer process as it will help to keep on track with the change and keep people motivated. The change at the Job Centre required a short turn around so the usefulness of this step would not be fully recognised. Nevertheless, those who invested more time in research into digital sessions and how to get the most out of them, were rewarded using the departments “reward and recognition” scheme.
Consolidating gains and producing more change
Sustaining change requires on-going support over a long period of time. It is very easy if the change is not handled correctly for people to slip back into the easier, more comfortable ways of doing this.  Whilst this was not possible during the Covid19 Pandemic with regards to job seeking sessions, it can be seen in other ways. For example, during remote working, using a shared system “sharepoint’” was required, rather than storing documents in personal online folders.  Despite initial training and instructions to use sharepoint, it was not long before people started to store files on personal drives once again as this was more familiar to them. By understanding this step on Kotter’s approach, this could have been mitigated by ensuring ongoing support was given and promoting success stories.
Anchoring new approaches in culture
Kotter explains that even apparently successful change programmes can subsequently fail if over the years the organisations culture is not aligned with them. 
Discussing and promoting the successful stories related to the change and ensuring it becomes embedded in the organisational culture, with the leaders continuing to support with all help with this. 
Understanding why change management fails, helps to prevent this from occurring.
John Kotter (1996) highlights some regular themes, such as Declaring victory too soon, failing to create short-term wins, permitting obstacles to block the new vision, under communicating, Underestimating the power of vision, failing to create a guiding coalition and allowing too much complacency but, ultimately, it is the change leadership that has the most impact on the success. Knowing how to lead the change, how to understand the process of change and how to overcome the inevitable resistance to change are all vital ingredients.

[bookmark: _Toc85356704]Leadership through change
Every change begins with a leadership decision. Making the decision to institute changes is not always easy. Being prepared, planning well, and being surrounded by a good team will make that decision a lot easier.
(Merino, 2020)
[bookmark: _Toc85356705] Emotional intelligence (EI)
It is argued that change managers who have high levels of emotional intelligence are more effective when dealing with change as they are self-aware and can manage their own and other’s emotions.  (Raithatha, 2015). This is particularly important when dealing with the emotional aspects of change and using interpersonal skills to influence others on change
Developing EI also builds personal resilience, essential for coping with the challenges for change. (Raithatha, 2015).
Four competencies that are key for change managers are being centred and grounded, this helps to see things as stable, even when facing difficulties. An ability to take action; being decisive and taking other views into account.  A participative management style; As understand and connecting with people is a priority with change management.; is an ability to deal with obstacles and difficult situations. (Smith, King, Sidhu and Skelsey, 2015)
During initial meetings with internal and external stakeholders, emotional intelligence was required to cope with the challenges faced. Being in control but remaining mindful to include others in the process helped with to support stakeholders through the change process. 
[bookmark: _Toc85356706]Empathy
Goleman (1999) refers to social Awareness. Arguing that the leaders that operate at a heightened level of persuasion and influence have high emotional intelligence in that respect. Similarly, Daniel Pink (2014) defines this as a combination of perspective talking and empathy. This is required to get people to “buy” into your idea or vision, suggesting there needs to be an attention to feelings as well as rational thinking.
Getting people to buy into a vision would be essential for change as people need to see what the change would look like and see it as a viable change. Without this and even sometimes with this element there will still be resistance to change.

[bookmark: _Toc85356707]Resistance to change
People will resist change for many reasons, and it can take many forms. There can also be reluctance and overperformance all the way through to the extreme industrial conflict or sabotage. There may be resistance to the content of the change or by the process in which the change is implemented. 
The Change Equation (Gleicher, Beckhard & Harris 1987) provides one of the most basic yet powerful explanations of the conditions to change an organisation, explained in what looks like a maths equation. D x V x F ≥ R.  All three components must be present to overcome resistance to change; that is dissatisfaction with the present situation, as in the need to change. A vision of that the future will look like and First steps to achieving the vision. If any of these are zero, then the product will be zero and the resistance will dominate the change.
 This is such an easy equation to remember even for those less experienced, making it a very useful tool when looking at the possibilities of change.
Why people embrace or resist change as a lot to do with motivation. Maslow’s (1943) Hierarchy of needs suggests that people have five basic needs; Physiological, safety, love, esteem and the need for self -actualization, Maslow makes the point that these need to be ordered in hierarchy, as in; it is only when out physiological needs are satisfied can we focus on our safety needs and so on.  “Work” has the possibility of addressing all of these basic needs.  Looking at what motivates and un-motivates people, the lower levels of the hierarchy are de-motivators if not met. A lower need had the power to motivate behaviour until it is met and then the higher category takes over.
Frederick Hertzberg’s (2003) research argues that people are motivated by two sets of factors: motivator factors, resulting in job satisfaction and increase motivation and hygiene factors whilst these do not provide motivation, motivation may plummet if these are not present.
Just as these scholars agree, it can be easily seen in the workplace that having good work recognised and rewarded is a motivator for people. If someone went into work each day, achieved great results, explored new ideas and went above and beyond without any recognition of good work, it would be highly unlikely that person would be motivated to carry on striving to exceed.
[bookmark: _Toc85356708]Overcoming Resistance Change 
Kanter (2012) suggests 10 common causes for resistance during change initiatives
Loss of control over territory. 
This can be mitigated by allowing those affected by the change process to get involved and take ownership. During initial meetings with Stakeholder’s, they were encouraged to take ownership of a particular area of work, whether that was a certain job sector or customer group. 
Excessive uncertainty during the change
This can be mitigated by explaining the process clearly. The process of the change was clearly communicated to all stakeholders, a gantt chart timeline showing each step of the process was used to help create a sense of safety. (Maslow’s second “need”).
Change is sprung on people as a surprise
Kanter states that change should not be planned in secret and to keep people informed. 
It is understandable that people will resist change when it appears all the decisions have been made in private and suddenly the change is happening. All stakeholders should be consulted at the very first opportunity to lower the risk of this resistance.  
Too many differences at once.
It has already been highlighted that change for change’s sake is detrimental, therefore it is important to change only what is needed to be changed. However, sometimes it is inevitable. During the change at the jobcentre, the work environment and office dynamics had changed, as people were working from home. However, attempts to mitigate the effects of the change was to delay the decision to start job seeking sessions for a short time to adjust to new ways of working first.
Loss of face from those associated with current state
There is a danger that people can feel defensive if their area of work is the one to change, they may feel defensive about it; that it is changing because it is perceived a failure. However, good leadership is needed to help celebrate elements of the previous work that had worked well but explaining how the world and the organisation needs to evolve. This relates to recognition, if people feel recognised for their good work, they will be motivated to carry on and embrace changes to it.
Concerns about competence
This was probably the biggest resistance to the change in question. Nobody wants to feel stupid and worries that their ability to use new software and platforms was a real concern. Whilst used to the job centre IT platforms, the change meant navigating between various online websites, presenting online and using Microsoft teams in full view of customers.
Leading the stakeholders through this and addressing this resistance meant ensuring that all stakeholders received adequate training and, group online sessions where they could practice presenting to each other. 


Change is more work
This is indeed true for most change in the workplace, certainly in the short term but again “selling the vision”; the result, ensuring that the hard work is recognised and rewarded and making sure that people are not overloaded should mitigate this resistance.
Ripple effects. 
By identifying and analysing stakeholders early, helps to make sure that the “outer circle” of stakeholders are kept up to date with the changes, without communication overload. 
The change to provide digital sessions meant that stakeholders that were not directly affected still felt the ripple of change. Contact Centres were often contacted by customer’s having difficulty in attending sessions or not understanding why they were receiving messages to “attend” during a pandemic. By keeping everyone informed mitigated the problems that can be caused by the ripple effect.
Past resentments. 
This is an interesting cause for resistance and highlights the need to show emotional intelligence in all aspects of working life so that resentment do not set in. Nevertheless, it is important to remain mindful to repair any old wounds before asking for cooperation to embrace change.
Sometimes the threat is real. 
Moving to purely online interaction did leave some job centre staff concerned if their jobs would become obsolete if the change spiralled from human online interaction to Artificial intelligence. When leading the stakeholders and being faced with this resistance, the only real way was to be honest and fair.  The need to change was vital to provide customer service and organisational objectives. It would be impossible to decide about the future or guess how the future would look if it was not in the current change process. Sometimes though, there is a real threat which needs to be handled carefully, fast and fair.

[bookmark: _Toc85356709]Celebrating success
Celebrating success is a common theme among theorists, Kotter (2012) refers to this in his final step. Recognition is referred to as a motivating factor by Hertzberg (2003) and it is also the fourth level in Maslow’s (1943) hierarchy; the need for appreciation and respect.
Taking this into account, leading stakeholders through the change process should include celebrating success’s, this can be done by any number of ways, such as a simple and meaningful thank you during meetings, focussing on individual achievements, a team outing or social event, a mention in a company newsletter or even buying afternoon cakes to celebrate a milestone. 
During the change at the job centre, it was difficult to celebrate successes in the way they had been done previously, which was to go out for lunch or a drink as a team. As people were working remotely, the way success was celebrated had to change too.  “Fun” games were included in teams meeting, people were encouraged to say what had gone really well for the in the past week and there was an opportunity to thank individuals who had made a difference to them. All key stakeholders were included and regular “shout out “of thanks were given so that people felt recognised for their efforts and as supported by theorists on the subject, motivated to go on and achieve.

[bookmark: _Toc85356710]Conclusion

This report has highlighted the need for change and the complexities of the change process. The change curve highlights people’s natural reaction to change. This study agrees with the Scholars referred to that change management and change leadership is vital for sustainability.  This report that highlighted the need for change to be managed technically and holistically. 
Change isn’t something that happens once or twice during a leadership reign but is regular and it will become more regular with the fast-paced way Organisations are changing and adapted to the modern work.  Therefore, Organisations should invest in change management programmes for their leaders so that they understand the models and tools to implement a change and the emotional affect and barriers to change and how these can be overcome.
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High                                                                                                                                  Low                                                               Low



High









Low

	Key Player’s
Stakeholder:
· Local Management
· Job Centre Employees
· Internal Digital Hub
· Customer’s
· External Providers, e.g Prince’s Trust

	Keep Satisfied
Stakeholder:

· Welfare Rights Groups
· Support Worker’s
· Senior Management Group

	Keep Informed
Stakeholder:

· Other Job Centres
· Contact Centre Advisors
· In house Phychologists
	Minimal Effort
Stakeholder:
·  Local MP’S
· DWP Administrative Assistants




(Thomas, C, 2019)
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PESTLE ANALYSIS

Political Economic Social

The Political steer to get Young People into 

Employments within 6 months

Unstable Economy affecting 
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How can vulnerable people be assisted 

digitally

Changes to Political Parties

Technology Legal Enviroment

Technology must be user friendly and fit for 

purpose Data Protection

Online sessions means less travel, 

helping to lower carbon emissions

Social media and online platforms  should 

contain "help to" guides to maintain online 

claims Use of Camara's during session

Employees require upskilling in new systems
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Appendix 6  

  SWOT ANALYSIS     

STRENGTHS      Ability to reach large numbers of customers      Refund of travel fare for customer savings      Majority of Customers are well - equipped and  technologically savvy.      Adherence to Government digital policy.    WEAKNESSES      System  integration and interoperability challenges      Concerns customer’s not logging into sessions and  the lack of ability to enforce engagement.      Mobile enablement brings the need for additional  security / policies    

OPPORTUNITIES      Better earning  potential/support for customers      Opportunity of professional development for  staff and customers      Opportunity to gain confidence in digital skills        Mobile brings an opportunity for increased  collaboration and ideation      Work / life balance can be enhanced as s essions  can be delivered from home    THREATS      Increasing security risks (data leakage,  malware, resource and service availability  abuse)      Lines can blur between ‘work’ and ‘personal’,  and impacting productivity and potentially  leading to ‘burnout’      Financial risk to potential exposure to  unauthorised access to corporate resource.  
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