	
	
	



[bookmark: _GoBack]


                                                           

                                                                   Sunila Khan: 1813037
                                 Leading and Implementing Workplace Change: (BMSW6103)
                                                          Lecturer: Nauman Ali
                                                                   06 April 2022
                                                                  
















 Table of Contents:
Abstract........................................................................................................................4
Portfolio Information.....................................................................................................4
Birchmere Care Home..................................................................................................5
Section 1: Situation, Analysis.......................................................................................7
Current Position of Organisation...................................................................................7
Environmental Sustainability.........................................................................................8
Level of Business, Environment...................................................................................9
Business Canvas........................................................................................................10
Birchmere SWOT Analysis..........................................................................................11
Porter 5 Forces ............................................................................................................13
Birchmere, PESTLE Analysis.......................................................................................16
Section 2: Stakeholders & Change...............................................................................18
Stakeholder Management.............................................................................................18
Type of Stakeholders.....................................................................................................18
Stakeholder Mapping Birchmere Care Home................................................................20
Stakeholder power-interest Matrix.................................................................................20
Importance of Stakeholder Management........................................................................21
Role of Stakeholder in Change Management.................................................................22
Strategic Change in Digital Transformation (Care Home) …..........................................22
Previous Strategic Change at Birchmere Examples.......................................................23
How Flexible the Organisation Is?..................................................................................23
Section 3: Change Management.....................................................................................24
Importance of Change Management in Birchmere (care home) ….................................24
Change Curve Model......................................................................................................26
Best Fit Approach (Strategy)...........................................................................................28

Kotter’s 8 Step Change Model........................................................................................29
Change Administration....................................................................................................33
Lewin’s Three Change Process Model............................................................................34
Why Organisational Design Change Important for Birchmere........................................36
Leadership Style of Birchmere.........................................................................................37
Type of Leadership Styles...............................................................................................37
Section 4: Change Management & Organisation............................................................38
Birchmere Organisational Structure/Design....................................................................38
Matrix Structure...............................................................................................................39
Mckinsey 7 s Framework.................................................................................................40
Role of Organisational Development Cube.....................................................................42
Organisational Culture.....................................................................................................43
Section 5: Reflection........................................................................................................44
Organisational Perspective..............................................................................................44
Consultant Perspective....................................................................................................44
References List................................................................................................................46
Appendix 1.......................................................................................................................55
Appendix 2.......................................................................................................................56
Appendix 3.......................................................................................................................57







[bookmark: _Toc1695631295][bookmark: _Toc1863980615][bookmark: _Toc1355643351][bookmark: _Toc610016351]Abstract:
[bookmark: _Int_jQb0OpbU]This portfolio is highlighted one of the Avery healthcare branch called Birchmere. The portfolio discusses how post-Covid-19 impacts Birchmere and how Birchmere demonstrates the change and the level of innovation. The portfolio is critically analysed the organisation's current position, the need to improve the areas such as production, optimization, and customer experience, and explains how changes in the internal and external environment impact Birchmere. 
The portfolio critically analyse why Birchmere need a strategic change in their organisation which stakeholder is important through the whole change management process and developing a strategy for the change. It is also highlighted issues related to strategic changes that Birchmere facing including management or leadership style. 
Birchmere change management portfolio is highlighted some of the key concepts like culture, structure, and design of Birchmere, and developed some reflection organisational and consultant perspectives.
[bookmark: _Toc1386192863][bookmark: _Toc88644258][bookmark: _Toc472106669][bookmark: _Toc302649069]Portfolio Information:
The portfolio of Birchmere will aim to critically appraise the current position of the organisation followed by environmental sustainability, business canvas, SWOT framework, pestle analysis, and porter 4 forces. The Portfolio will discuss the relationship between environmental change, and organisational change and their capability and discuss which stakeholders are important for Birchmere and which one can impact the organization directly or indirectly by using stakeholders mapping.
The portfolio critically analyses the importance of change management in organisation to use some strategies followed by the Curve model, best-fit approach, Kotter 8 step change model, Lewin three-step change process model, and leadership style. The portfolio will focus to provide some information on Birchmere through their organisational structure design, and culture. The end of the portfolio will be based on some reflection, the recommendation being the organisational point of view and consultant perspective.



[bookmark: _Toc1152862827][bookmark: _Toc1818168933][bookmark: _Toc2059809040][bookmark: _Toc1833060183]Birchmere Care Home: 
A Birchmere Care Home is based in Solihull. This is one of the branches of Avery’s health care. Birchmere knows how to deal with dementia patients. All the staff is well trained to handle daily activities and situations. Team of the members is proving a service 24 hours a day, seven days a week. 
Birchmere is based on 60 bedrooms and provides a warm and friendly atmosphere to the resistance. Most are the room designed for couples, to spend some quality time.
 (Birchmere Mews Care Home Knowle, 2022)
[image: ]


Type of Organization:
· Privately owned.
· Residential care home. 
Registered Care Categories:
· Dementia.
· Mental health condition.
· Physical disability.
Type of Industry:
· Hospitality. 
Specialist Services Categories:
· Cancer care.
· Parkinson disease.
· Stroke.
(Care home, 2022)
Customer Segment:
B2C (Business to customers).


[bookmark: _Toc2126122401][bookmark: _Toc828380320][bookmark: _Toc357745450][bookmark: _Toc1910940076]Section 1: Situation, Analysis:
[bookmark: _Toc295948647][bookmark: _Toc223937050][bookmark: _Toc2081907855][bookmark: _Toc1131826756]Current Position of Organization:
The Birchmere care home provides accommodation, care, and support for those who need help with managing daily life, depending on individual needs. it is included personal care such as help with dressing, washing, and eating. They also provide housekeeping and laundry services. Birchmere care home currently collecting data and making reports manually. They are providing services 24/7 help to their clients. Although they need, a quite much improvement after Post Covid-19 pandemic to improve their services. (Avery Residential Care, 2022).
Care Homes and older people have been hit hard by the Covid-19 pandemic with many lives lost and some care homes at risk of closure. There is an immediate need to support those in the community to reduce the risk of life, depression, trauma, loneliness, and support well-being to adapt to the use of new and unique way of technology. Birchmere must take advantage of engineering and technology innovation. This includes thinking differently about how good services will be provided to the elderly people which they deserve. Digital innovation can provide proactive support and enable people to stay in contact with their family and friends. Digital skills training for staff and people in the community is necessary to improve productivity and better outcome.
Some of the examples of digital transformation are listed below which Birchmere Care Home needs to adapt in their organisation.
1. Remote patient monitoring tools.
2. Virtual reality.
3. Telehealth.
4. Electronic health records.
5. Rotas and shifts with automatic updates.
6. Medication monitoring through devices.
7. artificial intelligence (robots).
Budd et al (2020), stated Digital technologies are essential and become a strength during and after the pandemic Covid-19. Its help to control future diseases and other infection and collect a huge amount of data which helps to save time. 


 

[bookmark: _Toc1775476878][bookmark: _Toc547747436][bookmark: _Toc178497213][bookmark: _Toc547316111]Environmental Sustainability:
Environmental sustainability is a responsibility to conserve natural resources and protect the global ecosystem to support health and well-being, now and in the future. Human decisions impact environmental sustainability, which cannot be seen immediately but can affect air, water, places to live which could be full of toxic and harmful gases. (Sphera, 2020).
Birchmere care home need to be improved and adapt technology to stay sustainable. Technology is vital to the future sustainability of care. These technologies not only empower consumers but also contribute to the reduction of environmental and economic impact while focusing on the user experience. Birchmere care home can implement green technologies such as 
1. Electricity generating solar roofs.
2. Biomass systems for heating.
3. An efficient boiler system to reduce cost.
4. Motion sensor light to reduce the amount of time light ore on. 



[bookmark: _Toc347716341][bookmark: _Toc668354409][bookmark: _Toc1864789787][bookmark: _Toc2044012264]Level of business, Environment:
There are three types of business environment that can impact directly or indirectly. These are called micro, macro and market environment and they all have a different impact on Organisation.

[image: ]
                                       Source: (Foresight cards, 2022)
All three-business environments are important to the Birchmere care home and interact with each other. Micro (internal) environments are small factors that affect the ability to serve its customer. Masso environment (Also known as market environment.) It provides an idea to the Birchmere care home, how they can operate in the market. Macro-environment external and uncontrollable factors influence an organization to decision-making and affect their performance and strategies. According Serpa and Ferreira (2019) the aim of micro, macro, and meso environment is to understand the reality of the organisation and potential advantages and disadvantages of the organization.


[bookmark: _Toc992019674][bookmark: _Toc52451603][bookmark: _Toc276682391][bookmark: _Toc11885031]Business Canvas:

	
Key Partners:

· Suppliers.
· Pharmacy
· Hospitals.


















	
Key Activities:


· Health and well-being for the elderly.






	
Value Propositions:

· Provide of end-of-life cover.

	
Customer Relationships:
· Community.
· Healthy lifestyle.



	
Customer Segments:

· Elderly people and their relative.


	
	Key Resources:

· Financial.
· Human resources.
· Employees.


	
	Channels:

· Social media (Facebook)
· Face to face visitor
	

	Cost Structure:

· Salary.
· Company cost.
· Variable cost.
· Insurance.

	Revenue Streams:

· From the client.






[bookmark: _Toc1829943539][bookmark: _Toc1601493403][bookmark: _Toc103013361][bookmark: _Toc1859446151]Birchmere SWOT Analysis:
In the COVID-19 pandemic situation, most of the organisation has faced several challenging. SWOT is a data and information gathering framework that provides an idea of the organisation's strengths, weaknesses. future prospective safety and security. Aim of using SWOT analyses are:
1. To identify positive and negative features inside and outside the crisis.
2. To identify recommended action of the organization.
3. To help in strategic planning and decision-making.
4. To identify internal and external factors of the organisation.
According to Sarsby (2016), SWOT analysis, is a development tool that provides a wider way of thinking about internal factors (strength and weaknesses) are those that organisation has control over. External factor (opportunities and threat) Which organisation has no control over. 








	    
                Strengths.

· 24/7 Support.
· Trust.
· Privacy.



	 
              Weaknesses.
· Lack of staff.
· Lack of flexibility.
· High staff turnover.
· Stick with old procedures.

	
             Opportunities.

· Development of innovative technologies such as robots which can be potential in the future.
· Increase technological awareness and development of new expertise. 


	 
                 Threats.
· Continuous change in global environment.
· Lack of skilled staff.
· Competitors.
· Inflation. 
· Pandemics.
· Brexit.


 
The SWOT for Birchmere shows that they have a strong level of strength in terms of availability and security and strong GDPR measures. The weaknesses show that their staff turnover is high due to lack of flexibility and their procedures are outdated. The opportunities Birchmere has are to use the technology that is now available to improve its services. There are many threats that Birchmere is not entirely in control of, but they need to be aware of them and know how to deal with them.



 Porter Five Forces Analysis:
Michael Porter's observed five forces that have a significant impact and are good for Birchmere care home organization profitability. It is also analysis the company's competitive advantage. The aim of porter's 5 forces is to understand the main competitive force to which an organisation can adjust and improve the strategy.
[image: ]
                                            Source: (Target Internet, 2022).
The Threat of New Entrance:
The threat of new entry of new companies in Birchmere is comparatively very low because of expensive switching costs and the insurance premiums are very high.
By innovating new products and services, care homes can introduce not only new products but also bring new customers to the organisation and gave old customers reason to stick with the organisation.


How Birchmere Care Home Can Tackle the Threat of New Entrants:
· New products can bring new customers.
· Lower fixed price per person.
· Keep their standard high.
Bargaining Power of Buyers:
Buyers are usually demanding. They want to buy best offer available by paying minimum price as possible. Birchmere will offer discounts an offering on upcoming new products.
How Birchmere Care Home Can Tackle the Bargaining Power of Buyer:
· Building trust and loyal customers will reduce the bargaining power of buyers and it will be providing an opportunity to the organization to increasing opportunity their sales and production.
Threat of Substitute:
Birchmere uses prescription medication that is supplied to them via pharmacies. The threat of substitutes in this area is that the medicines are generic brand names that keep prices competitive. However, bringing in substitute medicines such as alternative medication I.e., herbal medicines that are effective is also seen as a threat. According to Kasapi and Mihiotis (2011), The social care department also adapts to new technologies. They want to adopt, such as they connected through the technology and keep most of the medical equipment deliverer in Care home.
How Birchmere Care Home can Tackle the Threat of Substitute products/ Services:
· By understanding the core needs of the customer. 
· By increasing the switching cost of the customer.
· Provide a great service. 


Bargaining Power of Suppliers:
Care home industry buy their raw material from numerous suppliers. Powerful supplier in the healthcare sector used their negotiation power to keep prices low for the care home. The overall impact of the supplier bargaining power impacts the overall profitability of care homes. Porter and Teisberg (2006), Supplier the work with care homes provides long term facilities and improve productivity that is the reason they represent high bargaining power for the care homes.
How Birchmere Care Home Can Tackle the Bargaining Power of Suppliers:
· By building an efficient supply chain with multiple suppliers.
· By experimenting with other products so that if the price goes up one raw material, then the company can shift to another.
Rivalry Among the Existing Competitors:
A rivalry among the existing competitor in the industry of Care Home is dependent on the overall long-term profitability of the organisation.
How Birchmere Care Home Can Tackle the Industry Rivalry:
· By building scale so they can compete better in the market.
· By building a sustainable differentiation.


[bookmark: _Toc233840642][bookmark: _Toc21166231][bookmark: _Toc1027266061][bookmark: _Toc1827110719]Birchmere PESTLE Analysis: 
PESTLE analysis is a strategic tool to analyse the macro environment of the organisation. The macro-environment factors can an impact Individual firm’s competitive advantage or close overall profitability level of the care home industry.
PESTLE stands for political, economic, social, technological, environmental, and legal factors.
Political Factors:
Political factor is one of the main factors affecting Birchmere care home because the decisions made by the government affect every organisation within the country and significant changes must be made to ensure organisations like Birchmere are following the laws. A separation from European Union will have a deep impact on organisational functional capacity. The primary issue they have a lack of resources. There is a shipping problem, many medicine and medical equipment come from outside of the UK from various parts of the EU. Another important factor is Brexit. Because of Brexit, it is the impact on the Care Home, for example, less skilled staff Impact on the organisation. (PESTLE analysis of the NHS, 2022)
Social Factors:
Social factors play a big part at Birchmere because the residents it is taking care of are high risk and vulnerable adults who need extra attention, especially during the COVID-19 pandemic. Using digital technology is part of people’s daily routine nowadays. Although, the healthcare sector still needs to be improved in digital transformation. For example, requesting or managing services such as a prescription, consultation investigation is at a very immature stage compared to other industries.


If Birchmere adopt digital technologies, this can potentially help to improve the working staff and customers' experience and the best way to reduce frustration and increase efficiency. Staff can play their role much easier for example using electronic records, create an investigation hub for the patient on the computer.
Technological Factors:
Technology factors have become more important for Birchmere in recent times as they need to improve the way they run their business. COVID-19 showed how simple tasks can be done using new technologies such as assisting with day-to-day activities and socializing. The development of new technological solutions may be very costly to care home organizations. It directly affects care home costs. In addition, training of the staff and implementing new technologies is also costly. Magnusson and Hanson (2005), Based on survey 2021 the cost for a computer, videophone hardware, camera ant other software antivirus programmes were approximately £25,000 
Care homes need to be ensured they have technology and process in place. For example, they can use a cyber security framework to reduce the risk which can cause to prevent access to sensitive information, lead to financial plenty and affect reputation.
Refer to appendix 1 for more details about legal and environmental factors.


[bookmark: _Toc1883078632][bookmark: _Toc2004660373][bookmark: _Toc822779462][bookmark: _Toc837332798]Section 2: Stakeholders & change:
[bookmark: _Toc1229950021][bookmark: _Toc308337169][bookmark: _Toc148132268][bookmark: _Toc1895212167]Stakeholder Management:
Stakeholder management is a process of maintaining good relationships with the people who have the most impact on the workplace. Communication is the best way to keep up to date with all stakeholders and to keep all the team on board. Birchmere can manage their stakeholders better with good communication systems in place. According to Freeman Et al, (2010), to understand the business, the organizations must be understood relationships among the individual or group which has an impact on business. For example, for Birchmere customers, employees, shareholders, banks, investors, and suppliers play a key role as they are linked with one another. Stakeholders are very important because they can have a positive or negative influence on the project with their decision.
[image: ]
                                     Source: (Jayaram, 2022). 
[bookmark: _Toc2114135315][bookmark: _Toc759509175][bookmark: _Toc1045416079][bookmark: _Toc1831047453]Type of Stakeholders:
There are two types of stakeholders in the Birchmere care home.
1. Internal stakeholders.
2. External stakeholders.


Internal Stakeholders:
Internal stakeholders are those who are directly impact within the organisation. These can include:
· Employees.
· Owners.
· Board of directors.
· Project managers.
· Top company management.
· Line managers.
External stakeholders:
External stakeholders are those people who are outside of the organization and are indirectly impacted by the organization. These people can be:
· Suppliers.
· Creditors.
· Clients.
· Competitors.
· Community.
· Government.
· Investors.



[bookmark: _Toc1445441768][bookmark: _Toc2138431135][bookmark: _Toc1610281943][bookmark: _Toc1653370818]Stakeholder mapping Birchmere Care Home:
Stakeholder mapping is the visual process of all the stakeholders which all are in one map. The main benefit of the map is to get a visual representation of all people who can influence organization projects and provide an idea of how they are connected. For example, In Birchmere care home elderly people are the individual, who needs to receive the care, but their family members are also stakeholders. They have the power of attorney of the patient that is staying in the care home. 
[bookmark: _Toc1849624170][bookmark: _Toc1798314875][bookmark: _Toc545752160][bookmark: _Toc1695677973]Stakeholder Power-Interest Matrix:
According to Slaba (2016), “Those stakeholders that were identified as the highest probability. They will make significant efforts to influence the outcome of the company”.
[image: ]
                                                   Source: (Serra, 2022).




    High                              Influence/Power of Stakeholders
	 
   High power, low interest.

· Investors.
· Creditor's.
· Government.

 




	
   High power, high interest.

· Owner.
· Board of directors.
· Top company management.
· Clients.
· Project managers.
· Line manager.

	
  Low power low interest.

· Competitors.
· Community.


	 
 Low power, high interest.

· Employees.
· Suppliers.





    Low                                   Interest of stakeholders.                              High
[bookmark: _Toc1306175523][bookmark: _Toc589559489][bookmark: _Toc1511862745][bookmark: _Toc1442669003]Importance of stakeholder management: 
Stakeholder management is very important for Birchmere because if stakeholders do not support a change, then the project might fail. Stakeholder mapping helps to identify which stakeholders are important and being impacted by a change. It can also help Birchmere to develop a stakeholder management plan.


[bookmark: _Toc1208915928][bookmark: _Toc1026298611][bookmark: _Toc873009006][bookmark: _Toc1109101719]Role of Stakeholder in Change Management:
The role of the stakeholder is also important in handling change at Birchmere because it impacts everyone involved within the company. It is useful to adopt successful innovation of technology and fit in the current culture and structure of the organization. (Qureshi, et al 2017).
[bookmark: _Toc1238769223][bookmark: _Toc236629362][bookmark: _Toc1885434509][bookmark: _Toc1605098580]Strategic Change in Digital Transformation (Care Home): 
In today's digital world Birchmere care home need to be adapt to new technological transformations and digitalization to increase productivity, better performance and, help the clients on time. This could be included virtual appointments, Mobile health apps, Communication through a digital platform, updating patient records and data. Digital transformation can provide care home with huge benefits. For example, easy to use, time, better outcomes, and efficiency.
Digital investments were good for Birchmere care homes. This not only supports the clients in a better way but also gives long-term care during and after the pandemic Covid-19. 
The post-covid-19 pandemic had a long-lasting economic and social impact in every country around the world. Most of the organizations have been affected by COVID-19 including care homes. The virus spread quickly, and many residents have died. Virtual communication and virtual consultation for clients (patients) are beneficial for the care home residents to save them long-term harmful diseases, however, face to face is important during or after pandemic care homes save many lives to adopt new technologies systems. 
Chu et al (2021), stated that due to the COVID-19 pandemic, the healthcare department sector affects by long-term social and physical distance however, virtual communication and technologies overcome social isolation and provide relationship support with their families and friends. A technological recommendation is essential for residential care homes like Birchmere during the pandemic and in a post-Covid-19 pandemic world. 



[bookmark: _Toc423244236][bookmark: _Toc1981179165][bookmark: _Toc261349877][bookmark: _Toc1930036986]Previous Strategic Change at Birchmere Examples:
Example 1:
[bookmark: _Int_gE9S94yO]Birchmere introduced virtual tours as a way to reduce the risk of spreading COVID-19 to other residents. The change was successful as members were able to keep in touch with their family and friends whilst at the same time protecting themselves and others from the disease. 
Example 2:
Another change that was introduced that Birchmere introduced a variety of dishes suitable for vegetarians which helps to enhance the level of care the organisation takes when taking care of its residents and meeting their needs. 
[bookmark: _Toc1874331416][bookmark: _Toc597969217][bookmark: _Toc1814900387][bookmark: _Toc943186171]How flexible the Organisation is?
Birchmere is very flexible and tries to move with the changes that surround them including technologies.


[bookmark: _Toc1730376462][bookmark: _Toc2021576637][bookmark: _Toc1368748537][bookmark: _Toc1450106433]Section 3: Change management:
[bookmark: _Toc428089678][bookmark: _Toc2071156055][bookmark: _Toc420494196][bookmark: _Toc184784124]Change Management:
Birchmere should consider change management when implementing any change. Initial Change will provide better opportunities and give a better view of the organisation. Changes are an important process for every organisation, especially for success in today's external environment business. It is also essential for the structure and operation of organizations to manage to change effectively. (Paton and McCalman, 2008).    
[bookmark: _Toc406305307][bookmark: _Toc792634954][bookmark: _Toc201787714][bookmark: _Toc1225930456]Importance of Change Management in Birchmere (Care Home):
Organizational change is necessary for Birchmere care home to succeed and grow. It allows employees to understand work effectively. Without effective organisational change management, company transactions can be rocky and expensive in terms of both time and resources. Lack of effective change management can lead the organisation to fail. (Hayes, 2022).
Birchmere care home will follow three phases of change management which will help them to improve the progress and better outcome.
There are three phases of the changes:
Phase 1: prepare approach:
During phase 1 organization defines success, impact, and approach for example.
· What they're trying to achieve?
· Who must do their job differently and how?
· What step will be taken to achieve success?
Phase 2: Manage change:
Phase two is about planning, acting, tracking for performance, and adopting action for example:
· What organisation will do to prepare, support and engage people?
· How did they do the Plan?
· What adjustment they need to be make?


Phase 3: sustained outcomes:
Phase three is focused on reviewing performance and remaining long-term sustainable for example:
· What is needed to ensure long-term change sustainability?
· How will maintain sustained outcomes

      


[bookmark: _Toc767357875][bookmark: _Toc1086651826][bookmark: _Toc1398138978][bookmark: _Toc431998918]Change Curve Model:
The change curve model is a simple model that helps Birchmere care home how people respond to change. This model has five main emotional states shock, denial, anger, depression, and acceptance. These five stages can show Birchmere the reaction of people to any change they are implementing. The original change curve model establishes by Kubler Ross. It says people go through standard set of emotional responses. It applies to people who experience negative and positive changes. To apply this model leader can help their team through the change curve. (Cameron, and Green, 2019).
There are five stages of the change curve model:
1. Denial or shock stage: Some employees who come to know that changes happening in their organization and their job would be at risk? They do not accept the new situation immediately. Some employees recover early, and some remain in this state long time and did not accept reality.
2. Anger stage: When employees feel powerless, then they start blaming others and this situation, they think why this is happening to him or them? Employees tend to think without reason and express their frustration all the time.






3. Shock stage: In the work environment, employees work for the same pattern, and when the change comes it is hard to adjust for them to adopt a new situation. They hard to Cope with situations, due to fear and they do not know how to deal with change.
4. Depression stage: Depression stages that when the employees feel sadness, regret, guilt, and complete helplessness, avoid meetings and lose trust around other people. 
5. Acceptance stage: As an employee who thinks there is no more hope due the to change happening in the organization then they accept the change, new role, and responsibility and become ready to move forward.
[bookmark: _Int_jWrd1BJj]Birchmere could use this model to understand the emotions of its employees and managers when implementing new changes, especially in regard to the drastic changes they had to make due to Covid-19. Using this model will help Birchmere to implement its changes in line with the reaction of its employees.
[image: ]
                                           Source: (Change Curve, 2021).


[bookmark: _Toc184665084][bookmark: _Toc1199751626][bookmark: _Toc2021611586][bookmark: _Toc1929236432]Best Fit Approach (Strategy):
The best-fit approach helps to measure SME's internal factors like people, products, services, and practices that might best fit some of the people in the organisation. (Mendy et al, 2020).
Birchmere does not have a very effective communication system within various departments such as the kitchen, laundry, management team and maintenance department. The best fit approach strategy would be helpful for Birchmere to improve their communication. 
Birchmere has a high staff turnover, adopting this best fit approach can again help them manage this aspect by adopting this strategy. 
Birchmere was only established in 2018 but as they were a new company and while they were still trying to settle in the pandemic hit, so in order to get themselves back on track they can use the bests fit approach to help them to complete their initial vision.


[bookmark: _Toc2049419221][bookmark: _Toc340628252][bookmark: _Toc645771150][bookmark: _Toc1505123320]Kotter's 8 Step Change Model:
Kotter change model enhance businesses and understand the process innovation or better ready to serve the customer needs. (Pawar and Charak, 2017) Kotter’s change model will help overcome barriers in organisations, such as lack of teamwork, leadership style, workplace culture, human fear, etc. Using Kotter 8 step change model will help systemically and effectively implement change in Birchmere. Kotter's eight-step model will be helpful for Birchmere to bring new changes in the technology department, implement new strategies, culture, fulfil customers' needs or new transformations introduced in the care home. During the pandemic Birchmere had to introduce new ways of working which included implementing new technologies and strategic changes.
Following these steps will ensure Birchmere overcome all the challenges and barriers it faced during the pandemic and implement a new change in their organisation successfully.

[image: ]
                                    Source: (McAllister, 2019).
1. Increase urgency:
Birchmere should start the process with establish a sense of urgency among employees and all the team members. Without employees' and team members' support, it will be difficult for Birchmere to achieve its goals.  This was evident during the pandemic as we found out how serious the problem was, the urgency of change increased. 


How Birchmere can manage this?
· Arrange the meeting with the team members and allowed them to ask questions.
· Tell them clearly the benefit of the new change.
· Ask for the feedback.

2. Build the Guiding Team:
In this step Birchmere can be bringing together all team members of the staff with the right skills and qualifications and develop the vision, strategies, provide the resources, guide all the team members during the process, and communicate with the stakeholders.
How Birchmere can manage this during the pandemic?
· Arrange the meeting and discuss with all the stakeholders.
· Remove all the obstacles or barriers.
· Discuss the benefit of the training.

3. Get the Right Vision:
Birchmere can create a sensible vision to direct the initiative and develop effective strategies to help their team to achieve the goal.
How Birchmere can manage this during the pandemic?
· Accept the ideas of employees when developing the vision.
· Make sure that everyone communicated easily and understands the organisational goal.


4. Communicating the change vision.:
In this step, Birchmere focus on effectively communicate the vision and strategies. Which help and encourage the red rest of the team.

How Birchmere can manage this during the pandemic?
· Use simple words when communicating that way, they avoid confusion and doubt.
· Encourage feedback from employees and address their issues like anxiety, problems, anger, and concern.

5. Empower Action:
Implementing organisation change barriers may come in during the process. Birchmere management should focus on removing the obstacle that blocks the organisation, part of achieving the change vision.
How Birchmere can manage this during the pandemic?
· Identify the barrier through, communicate with employees and stakeholders.
· Empower employees to do their best and face challenges successfully by giving them the necessary training coaching and mentoring.



6. Create Short Term Wins:
Going so long without any victory maybe discourages employees. To keep motivating employees, keep backing the initiative. It is important to have short-term goals to accomplish and celebrate early in the changes process.
How Birchmere can manage this during the pandemic?

· Break down the change project into the smaller part with short-term goals.
· Rewards are helping to encourage other employees.

7. Built on the Change:
This step is all about sustaining the implementation of change but ensuring that the team is working towards achieving the change vision. 
How Birchmere can manage this during the pandemic?
· Identify what went wrong. And what needs to be improved?
· Identify and remove unnecessary process. Continue 
· communicating with the team member.
8. Make Change Stick:
In this step, the change leader. Work on new culture where change can stick. This includes changing organisation norms and value, process, reward system and other infrastructural element to make sure that everything align with the new direction.
How Birchmere can manage this during the pandemic?
· Create new training and development programme to help employees develop skills. Relevant to the new changes.
· Discuss the importance of new changes by pointing out the benefit they bring.


[bookmark: _Toc1119623828][bookmark: _Toc853896725][bookmark: _Toc809524565][bookmark: _Toc428743347]Change Administration:
Change administration is a collective term for all approaches to prepare, support, and help individuals, teams, and organisations in making organisational change. 
Example 1:
Birchmere can administer the change in terms of monitoring how employees' and idents' cultures can improve. For example, employees can be monitored by providing a feedback survey on how the new change is affecting them. 
Example 2:
The residents can be asked in person of how the new change is affecting them, whether is helpful and beneficial or whether it is not very helpful. 



[bookmark: _Toc663905189][bookmark: _Toc701151331][bookmark: _Toc83028583][bookmark: _Toc805281851]Lewin’s Three Change Process Model:
The Birchmere care home will apply Lewin’s three change model to adapt quickly to a challenging environment. The change model involves a three-way process like Unfreezing, Changing, and refreezing, which is helping to recognize where change is necessary, and breaking down the existing status before the organization can build up a new way of operating. According to Kaminski (2011), Unfreezing stage help to maintain the current behaviour of the organization through activities such as team building, personal development, and brainstorming. The second stage involves a process of change, like feelings, behaviour, and thoughts which provide ideas on how the new way is better than the old. The final stage establishes the change as a new habit or process which involved rewards and sports.
[image: ]



[image: ]                                                                       Source: (Campbell, 2021).


 
[bookmark: _Toc979624075][bookmark: _Toc1196914591][bookmark: _Toc825819880][bookmark: _Toc374683496]Why Organizational Design Change Important for Birchmere:
The organisational design structure is important for Birchmere because It will help them to improve communication, increase productivity, and inspire innovation. The organisational design provides Birchmere structure for the business process and a framework for the organization to deliver its core qualities. Hernaus, (2008) Organisation designs are forced to quickly adapt business process for example management style, reward system, organisational culture, structure and team-based project.
There is a different phase of organization design that has been highlighted below.
[image: ]
                                          Source: (Socius Business Advisors, 2022).


[bookmark: _Toc1436922433][bookmark: _Toc1746872512][bookmark: _Toc1212845240][bookmark: _Toc145408500]Leadership Style of Birchmere:
Leadership style is providing to Birchmere keep the focus on tasks, helping to direct their team, and manage them effectively. It also helps them to how to implement their plans, performance, and result. Sethuraman, and Suresh, (2014) “A leader is defined as a person with the responsibility to influence one or more followers and directing them to achieve a set objective.”
[bookmark: _Toc1436049085][bookmark: _Toc290087466][bookmark: _Toc91163747][bookmark: _Toc826976655]Types of Leadership Styles:
1. Democratic leadership.
2. Autocratic leadership.
3. Coach style leadership.
4. Stategic leadership.
5. Servant leadership.
6. Laissez-faire leadership
Birchmere Leadership Style:
Authoritarian leadership: Birchmere's Management style is authoritarian. They like to control total decision-making power and all the team members follow their decision. The authoritarian leadership style is beneficial for Birchmere for example, tasks are performed at a specific time, very little room for mistakes, and it is valuable to control the situation in the care home. Authoritarian leader Clearly defined their vision between employees. These types of leaders make their strategy plan very clear however there is less creativity involved in the authoritarian leadership style. (Iqbal et al, 2015).





[bookmark: _Toc573261779][bookmark: _Toc1907597898][bookmark: _Toc2081376977][bookmark: _Toc164792029]Section 4: Change Management & Organisation:
[bookmark: _Toc813792416][bookmark: _Toc1114215092][bookmark: _Toc807503288][bookmark: _Toc488846164]Birchmere Organisational Structure/Design:
Organisation is the process of identifying grouping work to be performed. Employees share their duties, responsibilities, and established relationships with each other to accomplish the common goal and objectives in the firm. (Rao, and Rao,1999). 
Birchmere is a group of people, and they are acting together as a group or individual in an effective manner way to achieve the goal. Birchmere organisational structure allowed them to design role and responsibility and help employees to understand their place within the enterprise. Birchmere organisation structure help them to gain following features.
· Give clarity to staff about their specific job role.
· Help with the decision-making.
· Provide an organised and calm working environment.
· Increase productivity.
· Increase client Satisfaction.
· Encourage employees to take responsibility for their work.
· Help Birchmere to make sure time is used efficiently.
Type of Organisational Structure:
There are a several type of organisational structure that businesses may adopt.
1. Divisional.
2. Hierarchical.
3. Line.
4. Horizontal.
5. Tall.
6. Functional.
7. Matix
(Williams, 2022).


[bookmark: _Toc1414994578][bookmark: _Toc808196914][bookmark: _Toc1388353702][bookmark: _Toc1898177496]Matrix Structure:
Birchmere uses matrix structure in the organization. Their team members report to multiple leaders as well as their department of the head. This structure help Birchmere to create new products and services without realigning teams, for example, team members working in IT report to the IT department of the head. The IT department head report to the Vice President of their vision. Eventually, all reporting relationships lead to the CEO. According to Allcorn (1990), a matrix structure involves developing a dual authority relationship within a hierarchical pattern between all the team members. The matrix structure defines unity and a command authority and responsibilities.
Birchmere structure example has been highlighted below:
[image: ]
                                               Source: (Goh, 2022)
The advantages and disadvantages of a matrix structure can be found in Appendix 1.


[bookmark: _Toc813607479][bookmark: _Toc1462593940][bookmark: _Toc1242711443][bookmark: _Toc783512482]Mckinsey 7 s Framework:
Mckinsey 7s has identified seven internal elements of the organisation that needs to be aligned for it to be successful. Birchmere can use the 7s model in a variety of situations. It tells them how to work together and how to improve performance in the organisation. It is the best way to implement a proposed strategy. Birchmere can use the 7s model of future changes in the organisation and be prepared for any major future impacts such as the pandemic.
The seven elements have been highlighted below:  

[image: ]



 Hard Ss:
These three hard elements include strategy, structure and system easy to identify and management can influence them directly. As the care home was one of the hardest hit organisations by the pandemic, using these hard elements will help them to set their goals in order to rebuild their business more efficiently.
	         
   Strategy.
	
The strategy has given an idea to Birchmere, how they achieve organizational goals and how they maintain their competitive advantage? 

	
   Structure.
	
Structure helps them to communicate with each other and helps to find target customers.

	    
    Systems.
	
System will help Birchmere with its process and function to day-by-day activities and use to get the job done.




Soft Ss.
The pandemic also affected Birchmere’s culture and style of working, the soft elements will h help them reorganise their teams more effectively.
	    
   Style.
	
Style will help Birchmere to recognize their culture and help them how they can improve in the future.

	     
    Staff.
	
Birchmere has different layers of people working together including management, for example, the IT department, HR department, etc.  

	
     Skills.
	
Skilled staff is essential for Birchmere for future success and progress in the organisation.

	     
      Share value.
	 
Shared values help all key elements like mission, vision, objective, and value to maintain productivity and future success.





[bookmark: _Toc1688452608][bookmark: _Toc1209626981][bookmark: _Toc1613280998][bookmark: _Toc947866551]Role of Organisational Development Cube:
The role of organisational development is to improve organisation with effectiveness which is helping to establish relationships within the organisation individual and group to achieve that objective and goals. Birchmere employees and people are coming from different backgrounds and different cultures. Cube approach helps Birchmere to build cross-functional teams which work across different verticals and horizontal layers which provide better outcomes. (Hack, 2022).
When Birchmere first diagnosed the problem, the pandemic had caused within its setting, they then had to focus their attention on how to deal with the issues they were facing and the tools they needed to use to solve the problems. Eventually a mode of intervention would be introduced to implement change.



 [image: ]




[bookmark: _Toc1012412461][bookmark: _Toc2132613625][bookmark: _Toc1033248491][bookmark: _Toc1935999629]Organisational Culture:
Birchmere’s organisational culture consists of positive employees’ attitudes, perceptions, ethical behaviour, business ethics, career satisfaction, work satisfaction, and employee engagement. These positive benefits surely would strengthen Birchmere performance and provide business competitiveness in the long-term benefits.
[image: ]
The learning culture at Birchmere can be improved by aligning learning with its values and systems. The care staff should have continuous training sessions to keep on top of things. With the pandemic all staff had to ensure they are aware of the PPE, personal protective equipment that had to be always used to protect others. 
With regards to knowledge management at Birchmere it ensures that knowledge is shared via social media and website. They update their website regularly to advise people of changes. This can be further improved by further investing in innovative technologies to help Birchmere with their knowledge management processes.








[bookmark: _Toc1785172417][bookmark: _Toc1829880116][bookmark: _Toc1693304168][bookmark: _Toc562803630]Section 5: Reflection: 
[bookmark: _Toc1828279729][bookmark: _Toc1015036910][bookmark: _Toc283659019][bookmark: _Toc1744379645]Organisational Perspective:
We have learnt that Birchmere is part of a big care home organisation called Avery. Birchmere opened only 2018 and then was hit by the pandemic which had a big impact on the organisation in terms of recruiting new employees, retaining current staff, residents and the financial impact as well as training needs for staff.
What Birchmere can do to improve its staff turnover and attract more residents is to introduce new digital technologies to manage its policies and procedures. Have regular training sessions with staff when introducing change, request regular feedback from residents and other stakeholders when considering change.
[bookmark: _Toc1492128230][bookmark: _Toc1697306686][bookmark: _Toc1177935113][bookmark: _Toc563627171]Consultant Perspective:
My current knowledge of change management for Birchmere care home is that it needs to introduce change to manage its staff better and maintain or increase their intake of residents. I think Birchmere is a little bit behind when it comes to introducing new technology and this is an area they need to improve on. Birchmere need to adapt various type of models and theory which can help with change management and their productivity. Like Birchmere can use best fit approach to effective communication and reduce stuff turn over. Birchmere can apply Kotter 8 step change model to implement the change easily step by step which provides a clear description and guidance on the entire process of change and emphasise that involvement and capability of employees for their success in the overall process. Birchmere need to understand what type of approach and leadership style to use to keep their employees, motivate and inspire them to meet the company target. By adopting new leadership style, they can be able to handle critical situations more effectively.
In terms of new learning, managing change is a topic that requires a lot of research into various models available for organisations to use. I have identified a few models which may be suitable for Birchmere to use when implementing change. 
From a consultant’s perspective Birchmere needs to improve its systems, how it deals with its staff turnover by using some of the suggestions or methods mentioned above. 

Some are the principle are listed below which Birchmere can adopt to improve its environmental sustainability.
[image: ]
                                                               
More recommendations can be found in appendix 3
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Appendix 1:
Legal Factors:
Legal factors are another important factor for Birchmere in order that their staff are properly qualified and can deal with vulnerable residents. Birchmere also needs to be aware of laws governing staff and their wellbeing while employed by them.
 Environmental Factors:
Environmental factor is important to be considered by Birchmere Care home because care homes have a huge impact on the environment in terms of waste products which in turn impacts how the organisation disposes of such products. Organizations should constantly improve their method of disposing waste. The aim is to meet population’s concern about the environment. Therefore, they should adopt some strategic planning to improve environmental sustainability.





[bookmark: _Toc2065003067][bookmark: _Toc519884175][bookmark: _Toc10878343][bookmark: _Toc672207541]Appendix 2:

[bookmark: _Toc517321439][bookmark: _Toc782168480][bookmark: _Toc1584675523][bookmark: _Toc1756001573]Advantages of the matrix organizational structure:

There are several advantages to using the matrix organizational structure. One benefit of the matrix structure is that it allows cross-collaboration between staff and departments that may not always have opportunities to work together. There are several other key advantages as well:
· Collaboration between different departments.
· Combines project and functional management structures.
· Allows interdepartmental communication.
· Employees can develop new skills.
· Team members and managers keep their functional roles.

[bookmark: _Toc1093659862][bookmark: _Toc768732972][bookmark: _Toc1904748132][bookmark: _Toc1773689758]Disadvantages of the matrix organizational structure:

Conversely, the matrix structure may sometimes be difficult in achieving total structure in an environment where managers hold equal superiority over their shared team members. Additionally, team members might have misconceptions about how they are expected to divide their time between their functional duties and their project responsibilities. There can sometimes be several key disadvantages to using a matrix structure:
· Managerial roles may not be clearly defined.
· Team roles may not be clearly defined.
· The decision-making process can be slowed down.
· Too much work can cause overload.
· Measuring employee performance might become difficult.



[bookmark: _Toc226090556][bookmark: _Toc876802302][bookmark: _Toc1659532562][bookmark: _Toc2021439585]Appendix 3:
Business process mapping is very good process for Birchmere care home. It can be provided Birchmere many benefits including.
· Making process more visible.
· Identify areas where improvements need.
· Improving communication between all the team members.
· Better customer service.
· Help and guide step by step.
Business process mapping can help to improve Birchmere map out their workflow process from start to finish. (Damelio, 2011).

[image: ]



Brainstorming:
Birchmere can use brainstorming techniques in the care home which allows them to choose the best ideas implements. It helps Birchmere to collaborate with employees, solve problems and generate innovative ideas. Birchmere can build teams to generate many ideas quickly, which can be refined and come up with solutions. (Putman and Paulus, 2009)
Brainstorming can provide Birchmere survival benefits for example:
· List generation.
· Team building.
· Decision-making.
· Collaboration.
· Problem-solving.
[image: ]
[image: ]
                                              Source: (Ansary, 2020).


ADKAK Change Management:
The ADKAR model helps Birchmere to support employees successfully and implement the change strategy. Birchmere ADKAR tool can provide awareness to understand clear goals and measurable outcomes. If Birchmere can take many advantages to apply ADKAR model in care home for example,
· Provides a simple framework.
· Provide awareness.
· Help to identify barriers.

[image: ]                                                      Source: (Athuraliya, 2021).
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