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1.0 Introduction
Organisation’s will always encounter challenges and barriers that need to be overcome to proceed with their day to day business tasks, and it is certainly not unusual for internal and external factors to have an effect on the progress of an organisation, but many may need to change their ways completely in an attempt to avoid negative situations. Change in organisations is becoming increasingly popular, and it can be essential for an organisation’s survival to change their focus and vision to adapt to changing factors in the internal and external environments. However, change may not succeed if the change process is not managed efficiently, and there are a variety of change management processes which can be followed to help organisations.

As a case study, British Petroleum (BP) has been studied to observe the changing nature of the organisation, and to reflect on change management theories to see how these could be incorporated into the changing environment of BP.  
2.0 Managing change: British Petroleum (BP)
British Petroleum (BP) is a large energy company which specialises in oil refinery at a scale of up to 2.3 million barrels per day [1]. The energy company is active in 30 countries and has over 22,000 service stations, 16 refineries, and 80,000 employees. [1]. 
2.1 A brief history
During the beginning of the 1900s the Anglo-Persian oil company, which would eventually become British Petroleum, made its first major oil discovery and began to increase its operations to create the Abadan oil refinery, the world’s largest at the time. The company produced a mass amount of oil but encountered a number of challenges when trying to hit the relevant markets and its projects nearly went bankrupt. This was soon to be changed when the British Government became a major shareholder in the company and recovered its financial crisis, and a range of social changes led the company to expand its market into Britain and Europe [2]. Political issues contributing to World War II increased the use of BP’s resources by the British Armed Forces and American Aviation, but at the same time posed a great threat to the transportation of oil to Britain and the refineries themselves, resulting in harmful losses for the company and its personnel[3]. Post-war, BP and its inherited oil companies continued to face political challenges resulting in some of its oil refineries being closed down, causing economic crisis in Iran, but the company continued its drive and began to make discoveries in Britain and Alaska which allowed the company to grow and succeed to the level it is now[4]. For the full timeline relating to the evolution of the British Petroleum organisation see Appendix A .
2.2 Proceeding through the changing nature of the organisation
BP continues to face an ever changing external environment which has contributed to significant changes in how the company now operates and how it may look towards the future. Because BP operates within the oil industry which is heavily reliant on a now rapidly decreasing supply of resources, they will continually face challenges in all areas of the external environment creating an added pressure onto the organisation, and ultimately contributing to significant changes. An environmental analysis on one of BP’s competitors, Shell, has been used to identify examples of external factors which effect organisations in the oil industry, this can be found in Appendix B. Examples of external factors that could have an effect on the BP organisation can be identified and drawn together in a PESTLE analysis:

Political –

Governments are forced to take action against carbon emissions, demanding more sustainable forms of energy. Governments can also stamp trade restrictions on oil companies to limit the locations or quantity of their trading. Taxation policies will always apply and tax increases require larger payments.
Economical –

The scarcity of energy resources is increasing the price of Crude oil which has an effect on the stock market and currency values. 
Social – 
The global population is rapidly growing, therefore increasing the demand for energy resources and ultimately decreasing the amount of resources available to the organisation.
Also, the global population are beginning to have eco-friendly visions for the environment which could encourage people to use alternative sources of energy, having an effect on the sales of oil products.   
Technological –

Technological responses to the harmful effects of carbon emissions have led to the production of Electrical cars. If this technology became significantly popular worldwide BP may experience great reductions in the sales of their oil products. 
Legal –

Trading legislations can prevent oil companies from trading in particular international countries. 
Environmental –

Carbon emissions are having a negative impact on the environment forcing action to be taken against oil companies. The refinery and transportation of oil is prone to risks of water pollution which also have negative effects on the environment. 
Recent events have forced British Petroleum to make operational changes by enforcing a new Safety & Risk management policy throughout the organisation, to not only encourage a safer operational environment but also to try and re-stabilise the company’s survival and reputation. These recent events include:

· The Texas City Oil Refinery explosion in March 2005.

This disaster resulted in 170 injuries and 15 deaths within the refinery. Along with the negative internal effects this event had on the refinery workers, not just in the Texas City refinery but others too, the disaster cost the company $1.6 Billion alone “to settle law suits  with victims and survivors” [5]. The disaster also caused harm to BP’s reputation as it was found out that the disaster could have been prevented if BP did not focus on cutting costs to make more profit. 
· An Oil spill in the Gulf of Mexico in April 2010.

This is the most recent disaster that the British Petroleum organisation has encountered, as well as the injury and death of workers the event had disastrous environmental effects. The disaster also caused Political uproar in the United States and had negative impacts on the stakeholders of the organisation [6]. 


2.3 Change drivers
It could be seen that certain factors influenced BP into changing its policies and vision in an attempt to revive the overall survival and reputation of its organisation. These factors could also be called the ‘Change drivers’ and can be identified as [5], [6]:

· Health & Safety of workers – Poor health and safety of workers as a result of inadequate communication and risk assessments led to the proceeding of harmful situations, and resulted in workers being injured and killed.

· Investment errors – Investigations found that BP made spending cuts in at the Texas City refinery, and money was not invested into the maintenance and equipment which could have prevented the explosion. If money had been invested correctly within the organisation then these disasters may have been prevented, this causes harm to the reputation of the organisation.

· Environmental impacts – The Gulf of Mexico oil spill caused water pollution and endangered wildlife which upset local residents. Publicity focused on this event and created a negative image on the company resulting in residents, environmental groups and the US government having strong views against the organisation which created a bad company image. 

· Stock market plunges – The Gulf of Mexico oil spill caused a dramatic loss of value for the BP organisation. The disaster is seen to have caused losses of up to “one third of the company’s entire value” and over the duration of one day shares fell by 17% [7]. Large financial losses like this were very threatening to the overall survival of the organisation.
These factors were harmful to the British Petroleum organisation and were highly likely to force BP to change its vision and policies. If these factors were not taken into consideration then similar events could occur and the organisation may not get another chance to recover its reputation. 

2.4 Resistance to change
Changes made within the organisation as a response to the recent disasters involve new operational methods and precautions which could have an effect on the employees of the organisation. It is common within organisations that “all people who are affected by change experience some emotional turmoil” [8] and the emotions that employees experience may lead to them resisting the changes and refusing to contribute and co-operate, which could slow down the progress of the change. British Petroleum published plans to introduce a new safety unit across the organisation which would give expert personnel the permission to “intervene in operations” to conduct operation audits [9]. This new empowerment over existing employees could cause resistance to change due to factors such as:
· Leaving of a comfort zone – Employees may have adapted to their day-to-day operational routines and may do things in their own way. The new safety unit involves operations being intervened which could cause frustration for the existing employees who may have been working on a task for a significant amount of time. 
· Lack of trust within the organisation – The new safety unit may give employees the impression there is a lack of trust throughout the hierarchy of the organisation, if this impression is given off staff may become angered and refuse to abide by the new policy or rebel against staff at higher levels of the organisation.

· Feared loss of job status – The new safety unit may also give employees the impression that their job status is lowered if they are not in the position to complete the operations without other experts intervening. This could create pressure on the employees which could then cause frustration, immobilisation, or even depression if an employee may have worked very hard to get to their position.
· Fear of the unknown and lack of faith – The new vision for safety within the organisation may require existing employees to work up to a higher standard at all times, individuals may not believe they have the ability to work up to these standards or may not be confident that their standards are at the correct level. This could decrease motivation and lower the self-belief of employees which may then force them to resist the changes. 
2.5 Force field analysis
For an organisation to be sure a change will be successful and have a positive impact, the organisation must be sure that there is a clear need for change and any negative factors that may be restraining against the benefits are overpowered. John Lewin, an author well educated in the field of change management, produced a ‘force field analysis’ to draw together the opposing factors involved in a changing process. His force field analysis can be used to understand that; “the pressure for organisational change must be brought about by the pressures for change exceeding the restraining pressures” [10]. A force field analysis can be used to illustrate the opposing forces involved in the changing process for the BP organisation, each force is marked at a value between 1 (weak) and 5 (strong) to indicate its effectiveness:
Figure 1
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The force field analysis constructed for the planned change within the BP organisation indicates that there is a clear need for change. It can be identified from the analysis that the forces for the change all have a high value and have a greater impact on the organisation; these forces are the change drivers. The opposing forces against the change have lower values on average and do not exceed the forces for the change, however these must always be taken into consideration because they remain to restrain the changing process which could have an effect on its success. 
2.6 Managing the changing process

To overcome resistance to change, organisations must manage all aspects of the changing process efficiently to overcome any barriers and maintain the drive for change. 
2.6.1 Lewin’s Freeze Model
A simple, but effective change management method to follow is the ‘Freeze model’ introduced by Kurt Lewin. Lewin highlights three major stages that an organisation could follow to implement a change; Unfreeze, Change, Refreeze. 
The first stage is based around the organisation highlighting the need for a change, usually due to “the inadequacy of the present” [11], and ‘unfreezing’ the current ways of the organisation to facilitate the implementation of a change. During the Unfreeze stage the organisation will identify the drivers for the change and communicate the need for these issues to be improved, for the case of BP this Unfreeze stage could be seen to have been brought onto the organisation as a result of recent disastrous events. These events caused a sense of crisis within the organisation and required almost immediate action which then forced BP to begin the Unfreeze process and communicate the need for the new safety unit. 

The next stage is concerned with the actual implementation of the change and involves moving from the old state to the desired state. For BP this stage would be where the new safety unit is implemented into areas of the organisation and resistance to change is very likely. Leadership then needs to become the main focus throughout the implementation of the change to ensure the forces against the change do not become too strong, adequate support must be provided to all individuals involved in the change to control the resistance. Further help throughout this stage could be provided by maintaining existing ways of the organisation; Gary Yukl suggests that maintaining the old values and ways of the organisation may help the change process [11]. BP should identify core values of the organisation which could be used with individuals involved in this stage to maintain positive attitudes and motivation. It is also important that BP do not just shift all focus to areas of the organisation where the change is implemented, the change can have ‘knock-on’ effects on other areas of the organisation where resistance could also occur; BP will need to monitor the organisation as a whole and consider support for other areas to ensure the knock-on effects do not have a strong negative impact. 
Once the change has been implemented into the organisation, Lewin then identifies the final procedure as the ‘Refreeze’ stage which requires the organisation to stick with the changes made and not go back to the old state prior to the Unfreeze stage, BP must provide enough support for the new safety unit and input enough resources to make sure the changes remain active and continue to benefit the organisation and its stakeholders. 
2.6.2 The ADKAR model
A more expanded model to that of Lewin’s is the ‘ADKAR’ model created by research company Prosci. This model highlights five stages that should be followed to work with individuals involved in the changing process [12]:

· AWARENESS – People should be aware of the need for change and start to discover how they may benefit from it. BP could create this awareness by communicating the crisis to all individuals within the organisation and highlighting the fact that the company’s survival and jobs are at risk, as well as the risk that other people may be injured. This awareness could then help individuals understand that the change will be beneficial to them which could encourage them to have a positive view.
· DESIRE – People who are to be involved in the change need to have the desire to co-operate with the organisation and support the change for it to be successful. BP should ensure the awareness of the need for change is communicated throughout the organisation for people to realise that their jobs or lives could be at risk if they resist the change. To help increase this desire a reward scheme should be created and communicated throughout the organisation to create positive attitudes amongst individuals to help support the change. 
· KNOWLEDGE – People need enough knowledge to be able to progress through the change. BP need to ensure that all relevant information about the change is detailed to its employees, and any new rules and regulations are communicated to every individual to reduce the likelihood of mistakes and confusion. Regular meetings should be held, team leaders should be allocated to conduct a regular de-brief amongst staff, and notices should be displayed in key areas to deliver as much information as possible. If an individual is unsure of what to do they may also feel like they cannot participate or progress and may try to escape the change. 
· ABILITY – Once the knowledge about the change is delivered individuals then need to demonstrate their practical ability to apply the knowledge to practise. A high standard of training should be set throughout the organisation to improve the ability of individuals and support will need to be provided. BP should allocate its proposed ‘expert staff’ to monitor the ability of individuals who are operating within the new safety unit to reduce the likelihood of errors and ensure operations are successful. 
· REINFORCEMENT – An individual must benefit from the change in some way so the change can be continued and people do not want to go back to the old ways. Personal satisfaction could be one factor that influences an individual to continue to support the change, BP could introduce a reward scheme that praises individuals who are working with the change and contributing to its success.
2.6.3 Kubler-Ross grief cycle
As discussed previously, during the implementation of a change it is highly likely that there is resistance by people involved in the process, and these people need enough support and guidance to have a positive attitude towards the change. Elizabeth Kubler-Ross became very aware of the emotional impacts a sudden change can have on individuals and created a ‘grief cycle’ (Figure 2) to illustrate the emotional roller coaster one may encounter when involved in a change.  





Figure 2
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The cycle is concerned with five major states of grief; Shock/Denial, Anger, Bargaining, Depression, and Acceptance. A change within an organisation can often cause uncertainty and disagreement amongst individuals who may be affected by the change, and every person will react differently depending on their emotions. These emotions could make individuals un-cooperative and angry with the organisation to the point that they do not participate with the change but rebel against it. Therefore it is essential for management to provide support and leadership for individuals who experience these emotions to guide them to Acceptance. If BP is to do this they will need to use aspects of the ADKAR model to ensure each individual has enough awareness, knowledge, ability, and desire to shift any negative emotions towards the state of acceptance.

2.6.4 Bridges’ change transitions
“When leaders continue to introduce one change after another without providing help and allowing time for internal transition, resistance usually sets in.” [13]
This statement relates to the theories of William Bridges who highlights the importance of internal transition. Bridges believes that transition is “triggered by external change” [13] and transition within an organisation needs to be managed to overcome resistance and help the change to success. Bridges highlights three main stages for navigating the transitions of change; Leaving behind the old ways, proceeding through the neutral zone, and moving on to the new ways [14].
The internal transition begins by leaving behind the old ways of the organisation and entering the change, for BP this stage occurs when the new safety unit is implemented throughout the organisation and expert audits begin. This could prove to be very difficult for individuals who have adapted to the existing ways of the organisation and are required to leave their comfort zone; it is during this stage that support must be provided to help individuals deal with their emotions. Because individuals can experience a mix of emotions in a short space of time there is always this risk of regrettable actions occurring, counseling should be available to help individuals cope with their emotions and avoid situations harmful to themselves or the organisation.  BP could also hire a change consultant to guide the changing process to success; the consultant can be used to give advice to both the management and employees of the organisation to create positive attitudes and motivation. A consultant could help shift an individual’s emotions towards acceptance to allow them to participate in the transition of the organisation.
Once the change is active throughout the organisation individuals may begin to come to terms with the new ways and proceed through the changing process, but may still not fully accept it. Individuals may then try their best to escape the change and enter the bargaining mindset to try and retreat back to the old ways, this stage is part of the Neutral Zone. In the neutral zone people need enough time to get used to the change, and the time should be used by management to provide appropriate leadership to guide the transition to success. For BP the Neutral Zone would occur when the processes of the new safety unit are active and operations are intervened; leadership must then be provided for the staff that are not fully confident with the new processes for them to adapt and continue with their work. 
Only individuals who have the feeling of acceptance within them will then enter the final stage, known as ‘The new beginning’ [15]. Many people involved in the change may exit the process during the first two stages, some may refuse to leave their comfort zone and the old ways of the organisation, while others may think the change is simply too difficult and do not give themselves the time to adapt and progress. For the transition to complete there must be enough people to accept the new beginning and cooperate with the organisation to progress through the change. BP must ensure support and guidance is given to each individual in the organisation to encourage as many people as possible to this stage, all stakeholders involved in the changing process must benefit from the changing process to accept the new beginning.

3.0 Conclusion
In conclusion, the force field analysis can be used as evidence that BP made the correct decision to implement a change throughout areas of the organisation in an attempt to revive the company’s reputation and support its survival. If this change was not implemented stakeholders of the organisation might have lost trust and rebelled against them which could have had disastrous effects. The force field analysis can also be used as evidence that there are strong forces of resistance to the change which always need to be considered throughout the changing process; if this resistance is not managed effectively then individuals might rebel against the change and increase the risk of failure. Change management models highlight the importance of leadership throughout the changing process and how enough support needs to be provided for individuals involved in the changing process. I think BP really should consider the ADKAR model throughout the change process because it includes a number of important aspects which should be used as a guideline to ensure all individuals have enough skills and motivation to help the organisation succeed in the change, and BP should also ensure counseling and consultancy is provided to support individuals.
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