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EXECUTIVE SUMMARY

Sir Richard Branson is the founder of the Virgin Group. VM is a subsidiary of Liberty Global plc, the biggest international broadband and TV company in the world. VM is the first telecommunications quadruple play provider to offer television, broadband, landline and mobile services in one package. Their headquarters are based in Reading, England, they are listed on the NASDAQ and London stock exchange. The company’s differentiation strategy is its own superfast fibre optic network. They have 5.28 million subscribers, revenues of more than £5 million and a prestigious brand name – the business is immensely prosperous (Choose, 2020).

INTRODUCTION

Ty Howard (2021) once said “To fear change is to fear being challenged. To fear being challenged is to fear growth and new possibilities”.

21st century corporations operate in increasingly multifaceted dynamic environments accelerated by globalisation, technological advancements, competitive rivalry, shifts in consumer trends, frequent amendments to government regulations, economic fluctuations, and increased sustainability awareness. Modern civilizations and enterprises are interconnected, any type of organisational change whether planned or unplanned has a ripple effect on the entire business ecosystem (Laszlo, 2001; Cross and Carbery, 2016). 

According to Srivastava, Bhasin and Sharma (2020) the unexpected events caused by the global Covid-19 pandemic have compelled firms to acknowledge leadership and employee sentiments; organisational survival is contingent upon adaptability. Experts agree that organisational change is inevitable and plays an important role in maintaining a competitive advantage. Businesses who fail to innovate and execute appropriate transformations which are consistent with the changing business environment risk becoming obsolete, hence ‘change or die’ (Mdletye, Coetzee and Ukpere, 2014; Wisnioski, 2012). In order to prepare for change organisations must devise an effective change management plan which is consistent with their strategic goals.

According to Smarp (2021) three out of every four employees perceive communication as the most important leadership trait, yet only one in three believe that their leaders communicate well. Businesses flourish when they recognise new opportunities and act swiftly (Adenle, 2020).

The aim of this paper is to consider the case analysis written by Hughes, chose a familiar organisation and compose a report for the Board of Directors. This proposal will analyse telecommunications giant – Virgin Media.

 The objectives are as follows: 
· Examine the recent history of the company and describe the impact of Covid-19 and changes in the external environment on the business.
· Devise a change model, including strategic change, how the change was managed and the leadership style.
· Assess how organisational culture influences the change management agenda and create a change management plan for the future.

THE RECENT HISTORY OF VM

Since the start of Covid-19, lockdown restrictions and social distancing measures communities worldwide have been forced to stay at home to prevent the spread of the virus. People are increasingly reliant on the internet for both personal and professional usage (Buell, 2021). Remote working, online education and virtual interactions have become the new norm, studies indicate that the internet is no longer a luxury but a basic necessity (Reglitz, 2020). Furthermore Covid-19 has heightened the digital divide, statistics reveal that 8 million people in the UK do not have access to the internet, while 90 percent of jobs require it (Royal Geographical Society, 2021). 

Since the start of the Covid-19 outbreak politicians across the world ordered people to stay home, prompting a substantial rise in online traffic and triggering technical glitches. Smith (2020) notes that in July 2020 VM customers complained about internet outages and network problems. These issues affected 78 percent of internet subscribers and three percent of television services (Smith, 2020). Although Virgin Media’s chief technology and information officer, Jeanie York, stated that the network has the capacity to endure peak demand (Griffin, 2020). 

VM data shows that due to lockdown TV viewing and internet usage has soared (Griffin, 2020). The UK’s telecommunications regulatory authority Ofcom confirmed that the service has remained fast despite the massive influx (Griffin, 2020).

According to Bedigan (2020) an error with one of VM’s IT systems sparked a data breach, revealing personal details of 900,000 customers. 

The Competition and Markets Authority (CMA) are contemplating a proposed merger between VM and O2, a decision is yet to be approved over concerns it could increase prices and reduce competition (Chapman, 2020).

Despite a rapid surge in demand for telecommunications services and VM gaining 24,000 new customers, they have suffered triple losses as the pandemic cripples the economy (Wood, 2020).

The disruptions caused by Covid-19 means that VM has decided to close their 53 remaining high street stores once lockdown is over (Jackson, 2020). 

VM is the first broadband service provider in the UK to introduce super-fast gigabit connectivity and a 5G network (Jackson, 2020; Williams, 2019). 

CHANGES IN THE EXTERNAL ENVIRONMENT

[bookmark: _Hlk65183144]The business environment consists of internal and external forces that drive organisational change and determine a company’s decision-making processes and activities (iEduNote, 2021). One the one hand, internal forces are controllable factors which are vision, values, corporate culture, organisational structure, leadership style, management, resources, performance, employees and stakeholders (Tahir, 2019; Saini, 2015). On the other hand, external forces are uncontrollable factors that comprise of the microenvironment – customers, competitors, regulators and the media, and the macroenvironment – political, economic, sociocultural, technological, legal, environmental, demographical and global (Tahir, 2019).

Change is constant, organisations must evolve quickly to keep up the pace, businesses who disregard changes risk disruption or failure (Visual Paradigm, 2021). Successful entrepreneurs must regularly scrutinise, modify and implement transformational, developmental and transitional changes, to improve operations and fulfil business objectives (Tahir, 2019). It is imperative for executives to utilise environmental scanning tools such as
the SWOT or PESLTE analysis to collect useful information, identify changing market conditions and develop valuable strategies (Northern Ireland Business Info, 2021).
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Figure 1 – External environmental factors (iEduNote, 2021).

Microenvironment 

Customers

[bookmark: _Hlk65335093]VM is a renowned digital entertainment company, it’s the fourth most prominent brand in the UK (YouGov, 2018). VM’s fun approach, innovation methods, powerful marketing techniques and modern brand voice are appealing to their predominantly tech-savvy millennial target audience (Fabrik, 2021). Initially VM’s quad play service was its unique value proposition, until competitors began benchmarking and copying their tactics. VM has maintained a competitive advantage through brand authenticity, their captivating purpose and vivacious personality. A study found that 37 percent of consumers shun brands who don’t share their values (Accenture, 2020). Moreover, 74 percent of customers want better transparency, firms who fail to deliver lose business (Beehive, 2020).

We live in the information/knowledge age; easier access to information has enhanced knowledge and customers have higher expectations than ever before. Wertz (2020) notes that since Covid-19 e-commerce has risen by 129 percent within the last year, whereas traditional retail outlets have quickly diminished. Consumer attitudes and buying patterns have changed, propelling organisations to reorganize their practices (Majorel, 2020).

	
Jackson (2020) explains that nowadays the majority of VM’s sales and customer interactions are conducted via the phone or online, therefore all of their existing high street stores will close when lockdown ends. VM’s Director of Sales, Rob Orr, said retail employees will be offered the option of transferring to sales or customer care departments, which will improve the company’s services by expanding their call centre teams and adapting to customers’ changing needs (Jackson, 2020). VM’s CEO Lutz Schuler, expressed the company’s commitment to their customers and the UK economy during these unprecedented times, by announcing that despite the recent challenges VM has continued to keep Britain connected and customer satisfaction levels have improved (Jackson, 2020). As people transition from face-to-face transactions towards a completely digital world, up-to-date communication is essential (Majorel, 2020).

VM collaborated with customers to gain a better insight, for example, they initiated a digital transformation scheme within a shorter time frame. VM’s goal is to maximise on the most worthwhile technology investment opportunities such as streamlined services and cloud computing. Half of VM’s business customers have already increased their IT allowances to cope with the pandemic. A VM study demonstrates that many organisations intend to maintain remote working practises post-pandemic. VM’s focus is value creation, connectivity, security, conferencing and consumer satisfaction. VM believes that innovation is vital to resilience and adaptation to get them “moving from evolutions to revolutions” (Virgin Media Business, 2021).

Competitors

The four major telecommunications players in the UK’s are British Telcom (BT), Sky, Virgin Media and TalkTalk (Frontier Economics, 2018). 


Figure 2 – UK’s fixed broadband market share (Frontier Economics, 2018).

Previously BT possessed a secure monopoly status so barriers to entry were very high or absolute (Economics Online, 2021; Corporate Finance Institute 2021). De-regulation, and the privatisation of BT enabled new entrants into the market, reducing barriers; however high start-up costs inhibit the threat of new entrants (Hayes and Boyle, 2020). BT owned Openreach offers a Wholesale Line Rental (WLR) service to hundreds of independent enterprises and charges competitors fees for using their network infrastructure. Conversely VM does not supply a WLR access to rivals, rather they own a fibre optic network; hence they have achieved economies of scale (UK Parliament, 2017). The nature of the WLR network makes the UK’s telecommunications industry one of the most competitive markets in the world; popular comparison websites such as U Switch increase the bargaining power of buyers (Economics Online, 2021). Ofcom’s Chief Executive, Sharon White, explained that competition stimulates innovation and favourable investment (Ofcom, 2017).

The telecommunications industry is deemed an oligopoly, which is a market system incorporating a few large predominant firms who have more than 50 percent of the market share. In an oligopoly outputs and costs are interrelated, barriers to entry are high but lower than a monopoly and organisations compete on differentiation as opposed to cost leadership (Pettinger, 2019). 

Currently no other internet service provider (ISP) in the UK can compete with VM’s gigabit network capacity with lightning speeds of up to 1140Mb supplied to over 3.6 million premises (Choose, 2020). On the downside VM’s TV services have plummeted due to competition from low-cost streaming providers such as Netflix and Amazon (Jackson, 2020). One of VM’s values is ‘smart disruption’, therefore they should consider this disruptive change as an opportunity to focus on incremental innovation by making continuous improvements to their existing products and services (Glibert and Bower, 2002). Scott Anthony, managing partner of Innosight explains that prosperous leaders must approach dual transformation by repositioning today’s business using unique, existing resources for a competitive advantage, to create tomorrows growth strategy (Carucci, 2018).


Regulators

In 2020 Ofcom announced changes to the switching process for all broadband customers, making it easier to change ISPs. The changes mean that any service interruption which may arise while switching must not exceed one working day and customers will be entitled to compensation if this occurs. Ofcom has also excluded notice period charges to avoid customers having to pay two service providers at the same time. The losing supplier must provide service until it is activated by the gaining supplier and contracts have to be automatically cancelled once the switch is complete. Imminently current ISP’s must inform customers about the consequences switching will have on the other services they have with the provider, allowing them to make informed decisions (Jackson, 2021).

Ofcom indicted that Covid-19 has promoted severe staff shortages of between 20 and 40 percent, reducing customer support. Ofcom’s leniency during the pandemic includes removing obligations imposed on ISPs to pay automatic compensation if engineers are unable to attend home visits for repairs or installations, however it has been stipulated that the vulnerable must be protected at all times (Ofcom, 2020). Ofcom stated they will penalise any contraventions to misleading broadcasting information regarding 5G.

Macroenvironment 

Political/Legal factors

Recent significant events highlighting unplanned changes are government regulations such as Brexit and Covid-19.

Brexit - practically all industries in the UK depend on telecommunications services, therefore the government considers this sector as ‘critical to the national infrastructure’ and imperative for socioeconomic functioning (Deloitte, 2019; UK Parliament, 2017). Committees’ priorities emphasize the “internet of things”, the launch of 5G networks and growth investing (Deloitte, 2019; Buckwell and Maguire, 2020). After the UK’s departure from the European Union (EU) in 2020 significant changes came into force. Deloitte (2019) explains that businesses in this sector will emerge victorious if they are prepared for these changes and open to new opportunities.

Post Brexit, EU roaming regulations no longer apply to the UK and vice versa. Free roaming between states is not guaranteed, businesses are required to negotiate new terms and conditions, establish new policies and inform customers about the risks associated with higher costs when travelling abroad. 

VM is now required to verify employee’s residency status to comply with immigration rules. It has become compulsory for the UK and EU to obtain export licences. The UK needs approval to continue broadcasting on demand television services in non-EU member states. Suppliers must gain permission to resume providing telecommunications equipment to the EU market. Disruptions caused to the supply chain entail import/export restrictions, extra costs, adjustments to customs and duties, possible delays and revised contracts. VM’s updated strategies should include risk and supply chain management processes. Communication with stakeholders is key to establishing insight, responsibilities and expectations (Deloitte, 2019).

After the UK’s withdrawal, the government inaugurated secondary legislation which states Ofcom is no longer bound by EU recommendations (Buckwell and Maguire, 2020). The EU’s General Data Protection Regulation has been incorporated into the UK data protection law and the free flow of data between the UK and the EU is not restricted but safeguards must be implemented (Information Commissioner’s Office, 2021).

COVID-19 - during lockdown restorations or maintenance to telecommunications networks was still permitted because connectivity is essential for home working and emergency services. Due to the increase in online traffic ISPs have been urged to allow non-discriminatory, full access to content and services (Conradi et al., 2020). 

The governments long-term focus is on investment in digital transformation because of the heightened demand for services such as cloud computing, video conferencing and virtualisation; VM is ahead of the game and has already executed such services. The government has reserved £5 billion in their budget to help expand gigabit broadband to every home by the end of 2025. Additionally, the government aims to bridge the digital divide gap between urban and rural areas but ensuring rural areas also receive excellent coverage (Conradi et al., 2020).

Economic factors

Research indicates the UK economy declined by 20.4 percent since April 2020, resulting in financial strain for many businesses (Virgin Media Business, 2021). The repercussions of Covid-19 means that the economy is revolutionising its approach towards a new era of digital globalisation (Manyika et al., 2016). According to the UK government 49% of the UK population has been working from home since April 2020, therefore virtual interactions are beneficial for ISP profits.

The chart below illustrates that telecoms share prices have remained stable during Covid-19, apart from the steep dip in March 2020.


Figure 3 – Europe telecoms share prices (Houpis, Davies and Ovington, 2021).

The global economy has entered the worst recession since the second World War, which the World Bank predicts will fall by 5.2% within the next year (The World Bank, 2021). Moreover, high unemployment rates, pay cuts and debt could cause telecommunications services to become unaffordable (Houpis, Davies and Ovington, 2021). However, the internet is imperative for modern-day sustenance, which could counterbalance the shortfall. Telecommunications profits are less likely to suffer any fall in the gross domestic product (GDP) because it is important to keep society connected (Houpis, Davies and Ovington, 2021).

Houpis, Davies and Ovington, (2021) suggest that telecommunications companies should analyse the short and long-term implications for strategic alignment. The short-term implications are that the growing demand does not necessarily mean an increase in profits because many customers might already have fixed-price contracts. There is a possibility that  customers struggling to pay their bills will need support from ISPs until the economy recovers. Telecoms are reporting losses as on roaming charges caused by travel restrictions. The long-term implications are that experts agree the need for telecommunications services is proportional to the GDP. The International Monetary Fund has predicted that the GDP in developing countries will fall by 6.1 percent in 2021 and rebound to 4.5 percent in 2021 (Houpis, Davies and Ovington, 2021).

[bookmark: _Hlk65724533]The telecoms sector is saturated yet accounts for 4-5% of the UK’s total GDP and substantially contributes to the country’s overall prosperity. Virgin Media’s EBITDA declined by 1.5 percent in 2020 due to the impact of Covid-19 (Virgin Media, 2020). Telecommunications businesses face endless challenges as a result of inflation and declining revenue negatively affects profitability (Clarke, 2021).

Sociocultural

According to Vogels (2019) millennials are tech-savvy in comparison to the older generation, however Generation Xers and Baby Boomers have been adapting to high-tech advances since 2012. Research demonstrates that 78 percent of millennials and Generation Xers and 74 percent of Baby Boomers have the internet at home. People with disabilities and the underprivileged are less likely to have internet access or a computer. Studies show that 3.3 million disabled people in the UK have never used the internet (Royal Geographical Society, 2021).

A report by YouGov found that employees’ now value flexible hours and office location as key perks (Marketing Week, 2019). Hughes (2020) mentions it is important to appreciate the benefits of home working which include no more daily commuting, not being tied to a single geographic location, an improved work-life balance, cost savings and a positive impact on the environment (Courtney, 2021). 

Fears about cyber security is rising, research on consumer attitudes notes that only nine percent of customers trust telecoms companies, with 72 percent saying the business, not the government is responsible for protecting their data (PwC, 2017).

Technological

Government pressures to expand networks is mounting due to soaring broadband usage (Lamanauskas, 2020). Technological development is evolving at lightning speed, it crucial for leaders to keep abreast of the latest movements to maximise prospects and avoid becoming laggards. Bi (2019) believes we are transitioning into the ‘Age of Reckoning’ and argues that computers create as many problems as they solve.

VM Business (2020) is maximising on artificial intelligence (AI) which are computer systems programmed to perform and think like humans, with problem-solving, learning and reasoning features (Frankenfield and Scott, 2021). VM Business (2020) explains this is a major breakthrough for the digital security sector because it can help tackle cyber-attacks and keep data safe. VM’s ‘insatiable curiosity’ core value correlates with their interest in AI. VM provides a high-quality dedicated internet access connection service to one of their clients Volume Ltd who specialises in AI. Gemma Hood, Chief Operations Officer at Volume Ltd confirmed that VM’s services have enabled the business to deliver effective AI solutions (Virgin Media Business, 2021). Moreover, VM utilises their own AI marketing software application (Apps Run the World, 2021).

5G represents a major transformation in technology as users will benefit from faster speeds, bandwidth and data transfer (Clarke, 2021; Virgin Media Business, 2020). Government investment in 5G infrastructure will help businesses and encourage entrepreneurship (Warman, 2021). VM’s Chief Operating Officer, Jeff Dodds, said that the 5G project is a great achievement and the company is committed to exceeding customer satisfaction by providing this free premium service (Virgin Media, 2021).

The government’s gigabit-capable network initiative will boost economic growth, job opportunities and competition (Warman, 2020). VM’s technological innovation capabilities have allowed them to supply gigabit internet to 6.8 million premises in the UK (Edwards, 2020).

Environmental 

People are more conscious about the impact of climate change on the environment. VM’s sustainability goal is to increase its infrastructure and reduce their environmental impact. VM stated 83 percent of their carbon footprint is caused by electricity consumption; nonetheless, they persisted and managed to reduce this by 42 percent since 2014. Today 100 percent of VM’s energy is derived from renewable sources and they use recycled plastic. VM’s next priority is to further ingrain sustainability into their organisational culture and link strategies with individual responsibility and action (Virgin Media, 2020).

ORGANISATIONAL CHANGE AND LEADERSHIP STYLE

Change 

Change is the development from a present condition to a future condition (Creasey, 2020). Joyce (2014) notes that people either accept the change, adopt a ‘wait and see’ attitude or resist the change.
Future
Transition 
Current



Figure 4 – States of change (Creasey, 2020).

Strategic change

Strategic change refers to transforming business objectives in recognition of new market threats or opportunities for a competitive advantage and to attain success (Naghibi and Baban, 2011).
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Figure 5 – Managing strategic change  (Institute of Chartered Accountants of Sri Lanka, 2021)

Strategy – recognise the need for change. 
Context – the correct approach to change according to the situation.
Resistance – influencing people to change their normal ways of doing things.
Leadership – extraordinary leadership at all levels is required (Institute of Chartered Accountants of Sri Lanka, 2021).
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Figure 6 – Categories of strategic change (Institute of Chartered Accountants of Sri Lanka, 2021).

Adaptation – incremental changes that occur within the existing culture.
Reconstruction – quick changes that don’t change the culture.
Evolution – fundamental cultural and strategic changes.
Revolution – cultural changes achieved over time (Institute of Chartered Accountants of Sri Lanka, 2021).
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Figure 7 – Levels of organisational change (O’Reilly, 2021; Cross and Carbery, 2016; Black et el. 2019).

Change model


Figure 8 – Lewin’s model of change (Johnson, 2016).


Newly developed model of change 

	Unfreeze

	Identify the need for change 
· COVID-19 has accelerated the significance of technology demand and trends, substantial government investment to increase infrastructure. 
· Digital transformation such as cloud computing and data security.  
· Protect the vulnerable.
· Improve consumer confidence.
· Continue efforts to reduce climate change.

	Support from management to encourage employees to change old behaviours and attitudes
· Enhance intrinsic motivation.
· Offer alternatives.
· Encouragement.
· Praise strengths and competencies.
· Clarify benefits for the change.
· Build self-confidence.
· Optimism.
· Create a comfortable environment (Ben-Hur et al., 2018).

	Recognize and manage doubts and concerns
· Communicate thoroughly.
· Provide reassurances.
· Boost involvement.
· Gradual steps (Rick, 2014).

	Performance, energy & morale
Denial
The change 

        Moving on
Anger

                                                                                                            Shock 

	 Problem-solving

                	               Bargaining

	 Acceptance 

	                   
					                 Depression

Time


Figure 9 –  Kubler Ross change curve (Busby, 2019).



	Change/transition

	Plan the changes
· Set up remote workers and reroute customer queries.
· Redesign offices to safeguard hygiene, health and safety.
· Review amendments to trade agreements, source local suppliers.  
· Continue investing in technological breakthroughs i.e., 5G, gigabit, cloud computing and AI.
· Protect the vulnerable for example, VM has not increased landline rental prices for older and disabled customers (Virgin Media, 2016).
· Invest more in cyber security and data protection.
· Redraft sustainability strategies to emphasize people, planet and profits (Sharma, 2020).

	Communicate extensively and knowledge sharing
· Update company intranet.
· Display posters.
· Feedback.
· Email stakeholders.
· Launch virtual social groups.
· Questions and answers.
· Surveys.
· Suggestion’s box.
· Meetings and workshops.
· E-learning, online library.
· Storytelling (John Hopkins University, 2021).

	Help employees learn new ideas or sentiments
· Appoint change champions.
· Training and development.
· Coaching and mentoring.
· Role models – leaders and managers.
· A well-defined vision.
· Empower action.
· Accept and learn from mistakes (Visual Paradigm, 2021; Lock 2018).



	Refreeze

	Embed new changes into the culture
· Monitor and evaluate KPI’s.
· Visionary leadership.
· Focus on short- and long-term gains.
· ‘Out with the old, in with the new’ – talent acquisition (Gleeson, 2021; Slide Salad, 2021).

	Sustain changes Sustain changes
· Value alignment.
· Common purpose.
· Minimise resistance to change.
· Motivation.
· Flexible, supportive strategies.
· Patience and understanding (Smith, 2014).

	Celebrate success
· Praise.
· Rewards.
· Awards ceremony.
· Promotions.
· Prizes.
· Extra time off.
· Bonuses (Slide Salad, 2021).


Table 1 – Newly developed model of change (Source: personal collection).

Leadership style

[bookmark: _Hlk67173636]“Every success story is a tale of constant adaption, revision and change” – Richard Branson (AZ Quotes). 

Leadership is an aptitude of inspiring a group towards accomplishing a common goal (Ward, 2020).

Virgin founder Sir Richard Branson possesses a combination of leadership styles –

Democratic/participative: ideas are shared freely; the entire team is involved in the decision-making process.
Transformational: focuses on goal setting, motivation, and communication.
Visionary: inspires employees, drives progress and change, encourages confidence and trust, concentrates on the big picture.
Laissez-faire/hands-off: tasks are delegated, the team has little supervision (Indeed, 2021).

70 percent of change proposals fail due to inadequate project management abilities, senior management is responsible for sustaining long-term changes (Smarp, 2020). 

Change leadership requires skilful leaders who stimulate collaboration, however numerous studies suggest that the most difficult aspect of change is the resistance of people and convincing them to overcome their fears and doubts (Mansaray, 2019; Levine, 2017). Communication is the key driver to effectuating a successful change initiative, 29 percent of employees feel a lack of communication leads to failure (Levine, 2017; Smarp, 2020). Scholars argue that it is best to embrace a transformational leadership style to address change because these leaders are seen as visionary role models who empower their followers to innovate and which is often a catalyst for organisational growth (Mansaray, 2019; Akinbode and Shuhumi, 2018; White, 2018).

ORGANISATIONAL CULTURE AND CHANGE MANAGEMENT

Aguirre, Von Post and Alpern, 2013 observe that culture is imperative to effective change; however, research suggests that 35 percent of people think their company’s culture is managed properly. Studies show it is profoundly difficult to change an organisation’s culture, hence it is better to change critical behaviours. Resistance to change and change fatigue are the overriding obstacles and the major causes of change failure. Employees resist change because they are not included in the change process or they do not grasp the motives for the change. Change fatigue ensues when employees are expected to implement too many changes simultaneously, there are insufficient organisational capabilities and management excludes lower-level workers from the change plan.

A survey conducted by Booz & Company found that only 54 percent of respondents feel that their company is able to sustain the change and 24 percent said the organisations existing culture stimulated the change effort.  In order to create lasting change, culture should be a top priority and facilitator of the transformation. 59 percent of participants believe that leaders are responsible for the change. Research confirms that successful, sustainable change initiatives occur when leaders adopt a “culture led” stance which leverages a passionate commitment, boosts morale, identifies the culture’s strengths and weaknesses, incorporates peer-to-peer interactions and storytelling (Aguirre, Von Post and Alpern, 2013).

Thus, change is more feasible when leaders listen to, involve and value their employees (Joyce, 2014). Communication and feedback are key to ensuring that new ways of doing things are ingrained into the culture. 

Culture

“Clients do not come first, employees come first. If you take care of your employees, they will take care of the clients” – Richard Branson (Yourself Quotes, 2021). 

Organisational culture often refers to “the way we do things around here” (Walker, 2014).

VM is a people-oriented company who vigorously supports employee engagement and well-being, employee happiness is valued throughout the organisation regardless of a person’s role. Branson believes in listening to people and fulfilling their recommendations, praising employees rather than criticising them, transparent communication, active involvement and positive feedback. VM’s caring approach enhances job satisfaction consequently employees provide a high-quality customer service (Krapivin, 2018).

VM tends to adopt a clan culture which is embedded in collaboration. Everyone is included in the decision-making process, employees are appreciated, communication is crucial and the entire organisation feels like part of one big happy family. This type of culture is flexible, results-driven and embraces change (Heinz, 2021).

Change management

Change management allows leaders and executives to help people overcome obstacles, successfully execute new procedures and align the organisational culture with their strategic mission to achieve business objectives (Bain & Company, 2018; Wilder, 2014). Change management is a people-centric practice of supporting and encouraging employees affected by the change, to facilitate a smooth transition (Creasey, 2020). According to the Association for Project Management (2020) change management refers to the implementation of a structured process which enables organisations to shift from the current state to a future desirable state. Strategies should be well organised and empower people to become more susceptible to change. Hughes (2020) specifies that successful change management plans must consider people, culture, technology, tools, processes and information because regardless of the time constraints it is still possible to change management techniques. 

Current state and future state
	Design

	Develop

	Deliver


Technical


Results 
Outcomes
Success

Future state
Transition state
Current state



People
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	Adopt 

	Use





Figure 10 – The change management process (Creasey, 2020)

A change management plan for the future

Introduction

This initiative emphasizes a change management plan for VM’ future, Cheryl Mc Greevey has been appointed as the project sponsor who will lead this change scheme.

VM is currently undertaking several proposed changes.
1. In the aftermath of the unplanned events caused by the COVID-19 crisis, homeworking is now an emerging trend (transformational change).
2. The evolution of technology and substantial government investment the in telecommunications infrastructure means that that VM is focusing massively on digital transformation (transformational change).
3. VM and O2 are planning a mega merger which is set to help the UK recover post-pandemic (transitional change).
4. VM is closing all of their remaining high street stores and retail staff will have the option of transferring to different departments (transitional change). 

Types of change

The three main types of organisational change are:
1. Developmental 
Incremental improvements to existing processes as opposed to creating new ones. These changes occur most commonly and are usually non-disruptive so there is less resistance. Examples are enhancing marketing, sales or communications strategies.
2. Transitional 
Larger changes that replace old process, products or services with new ones. They may be disruptive and impact people, culture or job functions so require extensive retraining. Examples are mergers and acquisitions or automation.
3. Transformational 
Radical, challenging, profound changes that effect the entire organisation. A complete restructure of underlying strategies that alter the mission, vision, operations, culture or values. These changes are extremely disruptive and require a highly skilled management team. Examples are adjusting to a global pandemic or an economic recession (AGS, 2021; Cruse, 2016). 

Change objectives

Knowledge sharing
This is crucial to motivating employees, it ensures they have relevant access to cognitive resources and are aware of what is happening within the organisation (Smarp, 2017). It must be ingrained into the culture and technology can facilitate this procedure.
Staff Intranet: should be easily accessible and include the latest developments.  
Knowledge-based system: can assist with problem-solving and decision-making (KMS Lighthouse, 2021).
Daily and weekly meetings: to address any concerns and share ideas.


Ethics
Transparent communication about the reason for the change: homeworking is more flexible, digitalisation will boost efficiency, the merger will enable competitiveness and increase shareholder value and store closures will expand customer support teams. 
Involve employees in the change process: employees will develop new skills and be more susceptible to the change.
Training: indicates VM values their employees and is willing to invest in them. 
Set clear expectations: clarifies responsibilities and techniques to meet milestones (Kittner, 2019).

Rationale for the change 

Driving forces					Restraining forcesPresent state 

Status quo equilibrium

Desired state 
Misunderstanding & lack of trust
Comply with government legislation 


Fear/doubts
Customer demands


Costs
Competition

Disruption
Job security




Figure 11 – Kurt Lewin’s Force Field Analysis (Connelly, 2020).












Risk Assessment

	Risk description
	Low
	Medium 
	High
	Mitigation action

	1. Mental health: isolation caused by homeworking.
	
	
	
	Extra support such as online virtual interactions, occupational health.

	2. Technical issues: loss of data = loss of revenue.
	
	
	
	Back-up plan, cloud computing, upgrade security.

	3. CMA rejects merger: the final decision is up to CMA.
	
	
	
	Transparency, avoid overpaying the target company, revise pricing strategies, focus on culture.

	4. Fears or unhappy staff: stress and instability within the company.
	
	
	
	Talk to employees, provide  Q&A sessions.


Table 2 – Risk assessment (Hughes, 2016).

	Low
	Medium
1
	High
2

	Low
	Medium
3
	Medium

	Low
4
	Low
	Low


Table 3 – Risk Matrix (Mineur, 2017).







The change team

	Role 
	Responsibilities

	Change manager
	Designs the change plan, assesses readiness, minimises risks, assists with training and communications, analyses resistance, authorises small changes, liaises with advisory board, reviews performance.

	Change advisory executive board 
	Manages the change lifecycle, decisions about large changes, deals with change requests, resources and readiness, testing, document changes, scheduling, analyses implementation, develops & authorises change models.

	Change owner
	Provides support, designs processes, team collaboration, makes improvements to changes, reports on & evaluates performance.

	Change requester
	Manages change requests, collects information, interacts with stakeholders.

	Change approver
	Authorises changes, communicates with stakeholders, determines readiness.


Table 4 – The change team (Raza, 2020).

Stakeholder analysis

Power-Interest Grid
Keep satisfied 
Manage Closely
High 
Power


Keep Informed
Monitor


Low 

High 
Interest
Low 

Figure 12 – Power-Interest Grid (McDonald, 2017).
Manage closely (High Power/High Interest)
Executives 
· Owners
· Board of directors 
· Managers





Keep satisfied (High Power/Low Interest)

Government
· Legislators 
· Regulators

Shareholders/Investors
· O2















Keep Informed (Low Power/High Interest)
Employees 
· Retail staff
· Human resources
· Customer care
· Sales
· IT
· Finance
· Marketing
· Training 
Customers
· Existing
· Potential


Monitor (Low Power/Low Interest)
Suppliers



























Figure 13 – Stakeholder mapping (Source: personal collection).










Communications plan

	Stakeholder
	Priority
	Key issues
	Communication vehicle 
	Frequency

	Executives
· Owners
· Board of directors
· Managers
	High 
	Announcements, amend strategies, investments, liaise with shareholders, support lower-level staff.
	Meetings, emails, reports
	Daily

	Customers
· Existing clients
· Potential clients
	Medium 
	Divert queries to correct teams, reorganise communication channels.
	Email, letter, text messages, update website
	Major milestones

	Employees
· Retail
· HR
· Customer care 
· Sales
· IT
· Finance
· Marketing
· Training
	High
	Training, restructure teams, IT systems, update balance sheet, social media brief, new staff contracts, benefits of the changes, FAQs.
	Intranet, bulletin board, buzz meetings, training sessions, text messages, video conferences
	Daily

	Shareholders/Investors
· O2

	Medium
	Investment, seal the deal, collaborate.
	Video conferences, telephone, email
	Weekly

	Suppliers
	Low
	Inform about changes.
	Telephone, email
	Major milestones


Table 5 – Stakeholder communications plan (Eby, 2016).



Readiness assessment 
This evaluation requires data collection interviews, survey’s or focus groups.

Capacity 
Culture

Commitment




Figure 14 – The relationship between change readiness and change agility (Combe, 2014).

Culture: changing shared norms, beliefs and behaviours.
Capacity: processes, work structures, experience and resources to achieve intended outcomes.
Commitment: understanding competitive needs, aligning change with values, leadership involvement (Combe, 2014).
 
Assess the change
Scope
1. A recent VM report revealed that 60 percent of staff will continue working from home by 2022 (Unique IQ, 2021)
2. VM’s investment in digital technology aims to augment £232bn into the UK economy by 2040 (Virgin Media, 2021). 
3. The VM and O2 merger is a deal worth £31bn, a decision will be made by the middle of 2021 (Warrington, 2021).
4. All of VM’s stores have now disappeared, 300 retail staff will move to customer care teams and be based at home permanently, 50 retail staff will move to field sales roles (Sweney, 2020).

Categories of change 
Process changes 
Digital transformation includes replacing manual processes with digital processes to enhance operations, improve productivity, reduce costs and increase profitability. VM aims to boost customer engagement by concentrating on omnichannel customer journeys via web, apps and messaging, which will provide easier access to information and exceed their expectations  (Benton, 2020)

The flexibility of homeworking can improve a work-life balance. VM’s business anywhere program allows remote workers to access their corporate network from anywhere, saving them time and money by reducing travelling (Virgin Media, 2020; Virgin Media 2017).

People/culture changes
The merger will create stability and profitably, successfully consolidating two different companies requires value co-creation, which will inspire employees to change their mindsets and attitudes (Dixon, 2005). 

Technology changes
The future of technology is AI, robotics, 5G, edge computing, cyber security and virtual reality which VM has already begun employing (Duggal, 2021).

Job roles
Transferring retail staff to different departments could reduce unemployment, staff members could transfer valuable knowledge.  

Assess the organisation 

Culture and value system


Organisational 
Culture











Trust 
Sharing 
Values
Systems/structure
Policies 
Rewards









Figure 15 – Culture issues in change readiness (Combe, 2014).


Values: respect diversity and cultural values which will make the change easier.
Trust: a participative culture, employees are listened to.
Sharing: a collaborative environment, everyone’s opinion matters.

Systems/structures: all employees are equal and form part of the decision-making process and problems are addressed appropriately. There is regular feedback and performance measurements.
Policies:  policies are documented fair and flexible.
Rewards: top performers are provided with financial benefits such as bonuses, discounts and prizes and non-financial benefits such as promotions, recognition and incentives (Combe, 2014). 

Capacity for change
Employees must be provided with enough skills, time and resources to make the change, too much change might lead to change fatigue.

Leadership style
Situational leadership is best for effectuating change because the style is adapted to suit the circumstances. 

Management
Managers at are not power-hungry, they are supportive and enthusiastic.

Past changes
This focuses on whether previous changes were successful or not, which determines if the change will be favourable or challenging (Lee, 2020; Creasey, 2021). 










Resistance to change 

	1 (Strongly disagree)
	2 (Disagree)
	3 (Neutral)
	4 (Agree)
	5 (Strongly agree)


	Reasons for resistance 
	Resistance level

	Lack of support
	2

	Insufficient skills or knowledge 
	3

	Threat to professional career
	4

	Extra workload
	5

	Uncertainty
	3

	Hostile relationships 
	2

	Shortage of rewards or incentives
	1

	Changes have failed in the past
	2


Table 6 – Resistance to change (Hughes, 2016).

Training plan

	Session 
	Length 
	Target audience 
	Delivery mode

	IT systems 
	1 week 
	All staff
	E-learning 

	Homeworking
	3 days 
	Contact centre staff
	E-learning

	Customer care & sales
	4 weeks 
	Retail staff
	E-learning

	COVID-19 health & safety 
	1 hour
	All staff 
	E-learning

	O2 culture
	2 hours
	All staff
	E-learning, online videos

	Data security
	3 hours 
	All Staff
	E-learning


Table 7 – Training plan (Hughes, 2016).







Action plan
Used to monitor and evaluate the effectiveness of the change.

	Action
	Who 
	When
	Performance Measures

	Network testing, security, installations side-line non-essential tech
	IT
	30/04/2021
	KPI’s, performance reviews

	Follow up with CMA about the merger
	CEO
	25/04/2021
	Surveys, feedback

	Train retail staff
	Trainer
	19/04/2021
	Sign off training completion, feedback


Table 8 – Change action plan (Source: personal collection).

CONCLUSION

Organisational change is an extraordinary, ancient phenomenon which can not be shunned. Change is absolutely essential for companies to grow, learn, progress and thrive. Various internal and external factors in the business environment prompt changes. It is imperative for leaders and managers to habitually examine the business ecosystem by utilising environmental scanning tools, in an effort to capitalise on opportunities, reduce threats and make the necessary adjustments.

Change models are valuable planning frameworks which top-notch entrepreneurs can benefit from to evaluate possible sectors of resistance and blueprint sophisticated strategies to avoid disruption (Connelly, 2021). Magnificent leaders embrace a range of leadership styles to suit various situations.

People and human capital contribute to the success of any organisation. Culture is a company’s identity which determines how well it functions as a team. A powerful culture attracts and retains the best talent, which improves performance and profitability. Today’s leading companies are masters of managing and effectuating people and change. 

Change management became popular in the 1900s, it helps businesses remain resourceful, sustain a continual state of advancement and reshape strategies for the best results (Michigan State University, 2019). 
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