






[bookmark: _Toc139714686]Medlar Fruit Farms – A Change Strategy







Submission date: 09/07/2023 
Submission ID: 2105306
File name: Change And Stability Management – BMMB7000D. 
Word count: 3191
[bookmark: _Toc139714687]Executive summary
Medlar Fruit farms change strategy involves the implementation of new fruit picking machinery, classified as a static change as a direct effort to minimize labor costs, improve efficiency and be more resilient to large shocks in industry and environment. Emergent changes as a direct result in implementing this change will result in an organization change in culture and structure.
The change strategy manager will develop a change strategy model underpinned by Lewin’s planned model for change, stakeholder analysis and long term emergent change models.
The results of a successful implementation of the change strategy will result in a more efficient organization with the ability to compete with long term sustainable competitive advantage.





[bookmark: _Toc139714688]Introduction
Medlar fruit farms is a UK farming business focusing on soft fruits with particular emphasis on Strawberries. Medlar supply products to a number of well know food retailers in the UK. Medlar have 32 staff, 7 full time and the rest seasonal (Medlar, 2022).
The agricultural sector has been facing pressure for a number of years but with recent shocks to the sector caused by Brexit and the corona virus pandemic the industry and organizations operating within the industry are in need of drastic change (King et el,2021).
This paper will explore the drivers of change and the impact they have had on medlar and the industry. 
The paper will then introduce a strategy for change, analyze the way in which the organization can implement the change using change management models and methodologies to overcome obstacles and ensure a successful change strategy.
Finally the paper will introduce solutions and key recommendations to facilitate the necessary change with the ultimate goal of improving efficiency and retaining competitive advantage.
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[bookmark: _Toc139714690]Brexit
In 2016 the referendum to leave the European union passed and left the industry in state of uncertainty with regards to forward planning as the results of leaving the European union were unknown (Vigani, 2021). Medlar farms main concern was for labor. Strawberry picking is a seasonal business, with majority of the jobs picked up by foreigners (Helm. D, 2022). In a 2022 report (House of commons, 2022) it was shown that whilst some farmers had increased wages by 50% farmers were still unable to get nearly enough seasonal workers to pick the strawberries. These increased cost plus a the lack of tarrifs on imported eu strawberries are placing increased pressure on UK farmers to stay competitive (Helm, D, 2022).

[bookmark: _Toc139714691]Covid
The Covid pandemic had a major impact in the UK and has directly impacted Medlar farms and the agricultural industry. The first issue was further pressure in obtaining labor (King et el,2021), the second issue was price pressure from consumers due to increased inflation with CPI rising from around 1% in May 2020 to 8.7% in May 2023 peaking around 11% in October 2022 ( ONS, 2023). The only benefit which is not realized by Medlar just yet is that the UK now understand it needs to change the model to be less reliant on imports to protect its food security (King et el,2021).

[bookmark: _Toc139714692]Climate Change
There is a global drive to reduce emissions particularly driven by developed economies. The UK has passed legislation to have a net zero carbon emissions balance sheet by 2050, with major targets for 2025 and 2030. Agriculture is responsible for 10% of the carbon emissions in the UK. (Sally D. 2021). A report by Deloitte in 2022 has shown that consumers are also consciously making more decisions based on products that more sustainable.
[bookmark: _Toc139714693]What change is needed?
Medlar Fruit farms need to implement new technological changes to improve their efficiency. The introduction of new technologies will reduce the reliance on labor, making the organization more self-reliant and less vulnerable to future shocks like covid whilst improved efficiency will result in a smaller carbon footprint.
A new machines designed to pick strawberry fruit would be an ideal complement to Medlar fruit farms (Photonics, 2019). Their ability to pick soft fruits 24 hours a day would greatly reduce the need for labor. The machine also packages the fruits as it goes a long so would create other efficiencies.
This would also require an organizational shift in terms of how the business runs as the implementation of this technology would require new skills and changes to the processes.
This would require both planned and emergent changes in order for the change to be effective in the long term.
[bookmark: _Toc139714694]Planned Models for Change
Planned models of change, also referred to as prescriptive or static change strategy(Burnes, B, 2017). The change is predetermined and the organization and the environment are stable and predictable. Although many other strategies exist Kurt Lewin’s models and work have been foundational in planned change(Burnes, B, 2017).
[bookmark: _Toc139714695]Lewin’s Models
Lewin’s Planned change is a combination of four models that are often used in silo however Lewin saw them as being used in conjunction to create a better understanding and strategy of managing change (Burnes, B, 2017) . They consist of Field theory, group dynamics, action research and the three step model. 

[bookmark: _Toc139714696]Field Theory
Field theory is used to identify and scorecard  the forces that are both driving the change and resisting the change. The theory is that this would allow the change agent to understand the actions needed to get the desired result. 
Figure 1.1 below is a Field theory analysis of Medlar Fruit farms with the targeted change of implementing new technology. The analysis shows that in the current state resistance to change currently outweighs the driving forces. If the change was implemented without reducing the resistance the change strategy would likely fail. 
The change strategy needs to focus on eliminating the resistance of change. Cost being a major resistance. The implementation of a fruit picking machine comes at a high cost, estimated at around fifty thousand dollars depending on the supplier. The change manager must address these concerns by showing that although the costs are high with seasonal staff being paid more in order to attract the labor as shown previously, the benefits of the fruit picking machine would outweigh the costs in a relatively short space of time. The machine can pick 3 times as many fruits as a single person in a day, given the increased costs of labor, the fruit picking machine would result in significant saving within the first year. Minimum wage in the UK is 10.42 pounds per hour, this would equate to a wage bill of over 65000 pounds for 3 people over a 10 month period, excluding holidays and other incentive that employers give top attract staff.
Skills is also problematic, however these can be addressed through partnership with suppliers and creating training programs, according to Groysberg (2010) having employees trained internally with organisational goals in mind leads to competitive advantages that are difficult to replace.
	Driving Forces
	Mechanisation of farm
	Resistance

	Labour Shortages
	5
	
	Job losses
	3

	Environmental impact
	2
	Implementation of new technology across entire farm.
	Cost
	5

	Cost benefits
	2
	
	Skills
	5

	Output efficiency
	2
	
	Downtime 
	2

	Labour wages/costs
	5
	
	Psychology of change in staff
	4

	Total
	16
	
	Total
	19



[bookmark: _Toc139714697]Group Dynamics and Action Management.
Lewin’s theory of group dynamics proposed that in order for change to be effective, the strategy needed to address and change group behaviors and culture rather than focusing on individuals. The theory places an emphasis on understanding the reason behind behavior and culture and seeks to address this. The report will address this in more detail in conjunction with other models (Burnes, B, 2017).
The Kubler-Ross change curve gives some insight into how staff react to changes in organization, the change manager needs to be aware of how affected stakeholder react to the changes and where they are, by continual engagement and empathy changes management can smooth the process (Wiggins, 2008).
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The action management theory ties in with the field theory of understanding the forces that are resistant to change and then creating an action plan to address them, evaluating the changes in responses and resistance and adjusting the action plan (Burnes, B, 2017)

[bookmark: _Toc139714698]Three step model.
The three step model is comprised of states of the organization Unfreezing, Moving and refreezing. The theory argues that in order to implement a change the change strategy needs to destabilize the current equilibrium, then implement the change (moving) and then refreezing the new status in a way that the change becomes imbedded and regression doesn’t occur (Burnes, B, 2017).

Unfreezing is about getting the organization ready for change, understanding and creating a need for the change that has buy in from the stakeholders. The unfreezing process involves understanding the force field analysis and stakeholder mapping and ensuring that the restraining forces are dealt with adequately so that the change can happen with as much positive inertia as possible. It is also where change managers and leaders are engages and assessed to ensure that they understand what is needed and are equipped to handle the implementation of the change strategy.

[bookmark: _Toc139714699]Stakeholder Analysis
A core fundamental principal of implementation change in an organization is to understand who can affect the change. Mapping stakeholders and their level of interest can assist change managers in understanding where how certain stakeholder can affect change and what level of focus is required to ensure stakeholders are satisfied.
Table 1.2 is a stakeholder map for Medlar fruit farms. The matrix enables us to understand where stakeholders are currently in terms of power and interest. It also highlights where change managers should or could focus to improve relationships with stakeholders.
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The change manager could focus on engagement with retailers so that they have a higher interest in the project, this could enable Medlar to unlock funds or secure future orders and further intrench relationships with their customers. A recent example of this was Tesco partnering with Arundel farms to produce vertically grown strawberries (Tesco, 2021). Medlar could use this approach to increase buy in from retailers which could serve to benefit the project.

It is important to monitor the stakeholders and understand that interest and power can change over time and the lifecycle of the change strategy.
Banks may have low interest and power initially but they need to be called upon to provide funding mechanisms, in which case they would shift into a more powerful position and then the level of interest could directly influence funding and the ability to complete the project (Hayes 2002).

End customers could be engaged with to improve their position of low interest to high interest which if executed correctly could assist the stakeholder group to become supporters of the project, this would in turn assist engagement with retailers and further increase their interest in the project. The same goes with non-affected employees who may not have a direct influence on the outcome of the change strategy but by focusing on them they could also become supporters of the project which could influence culture of the organization (Burnes, B, 2017).

[bookmark: _Toc139714700]Emergent change
Emergent change has come about in response to faster changes in organizational environments and the ability of organizations to react to them. Proponents of emergent change argue that in order for change to remain relevant the change itself needs to be ongoing to remain current and be able to adapt to unintended consequences of the change itself. Planned or static change would be to slow to react to unintended consequences resulting in a negative shift of competitive advantage (Burnes, B, 2017).

There are five key features of successful  emergent change strategy implementation.
Organizational Structure, emergent change relies on a flexible and agile organizational structure. The hierarchy of the business should be flatter with people being empowered to make decisions (Burnes, B, 2017). 
Organizational Culture, in order for an organization to respond to changes quickly the culture of the organization needs to reflect a willingness to react, be open about and acceptance of failures in order to adapt and learn (Burnes, B, 2017). 
Organisational learning, the effective organisation is one that encourages learning and exploring new ideas and processes. This will empower the organisation to constantly drive effective change and adapt to changing environments (Burnes, B, 2017). 
Managerial behaviour, under emergent change strategy managers need to adapt their styles to become leaders, the ability to navigate constant changes and ambiguity is essential. One of the repercussions of having a learning organisation with one communication is that everyone feels empowered to challenge the status quo and mangers need to adapt and challenge their own assertions in order to implement changes effectively and manage all stakeholders involved (Burnes, B, 2017).
Organisational power and politics are somewhat less influential due to the nature of the emergent organisational structure it would be prudent for change managers to be aware of any power and political factors at play as they still have the ability to influence the organisation and its ability to effectively implement changes particularly large scale changes (Burnes, B, 2017).

[bookmark: _Toc139714701]Implementing the change
In order for any change to be successfully implemented the change strategy needs to incorporate learning from the models discussed. The strategy then should be designed around four factors that would facilitate the change (Forsyth, 2012).

[bookmark: _Toc139714702]Clear purpose
The objective of the change should be SMART. The Smart mnemonic stands for Specific, measurable, achievable, realistic and times. Having well defined objectives will enable clearer communication of the change and what is expected from various stakeholders (Forsyth, 2012). This would be very important for Medlar to ensure that there is no downtime and stock losses.

[bookmark: _Toc139714703]Defining Leadership
Clearly define who  will be leading the change, the leader should have the skills to not only practically implement the change but also be able to understand the perception and behavioural elements of change (Forsyth, 2012).  
Leadership plays a hugely important role in any change management strategy, the skills of leadership should be thoroughly tested to ensure that they are the right fit for the organisation and culture (Bligh et elm, 2018). Successful implementation of a successful strategy is between seventy and ninety percent leadership (Kotter, 1996).

[bookmark: _Toc139714704]People Factor
Three factors need to be taken into account. Behavioural considerations, how are stakeholders going to react, this will define what needs to be done to address the apprehensions and secondly what actions will be needed from stakeholders. Involvement, who needs to be involved, empowering them to be take ownership of their roles within the change. Briefing, brief everyone who is affected, by referring to the stakeholder mapping we can determine the level of attention required (Forsyth, 2012).
[bookmark: _Toc139714705]Selecting Methodology
Innovative change/emergent change results in ongoing changes to retain competitive advantage and can use a variety of techniques such as total quality management (Forsyth , 2012).
Strategic change/static change refers to one off changes whether procedural, technical or a management change (Forsyth, 2012).

[bookmark: _Toc139714706]Measuring success
All change strategies implemented should have specific targets that performance can be measured against. The targets should be set out from the beginning and should cover not only financial targets but also staff engagement and cultural changes. The targets should be measured at intervals to ensure that the change implementation course hasn’t altered and any adjustments can be made(Paton, R). This will require reviewing the stakeholder map and Lewin’s force field analysis and any other data inputs that were used to develop the strategy plan.
Khans theory of engagement gives insight into physical, cognitive and emotional engagements of employees (KHAN, 1990) that can be measured through surveys or questionaries.

[bookmark: _Toc139714707]Conclusion
This report has shown a clear need for change for Medlar fruit farms. In order to implement a successful strategy, the change management agent needs to create a plan that is bespoke to the organization. Medlar fruit farms have clear driving forces and resistance to change as shown through he use of Lewin’s field theory. Stakeholder mapping has shown where attention should be focused in order to engage with the correct stakeholders. The strategic/static change of implementing new technology is the initial change that is required with a clear long term emergent strategy required for sustained competitive advantage and ongoing learning.
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