


Theoretical Change Initiative Plan for Llandysul Community Council

Please note that this is a hypothetical plan for this assignment as part of my MBA studies and has not been discussed with the community council at this stage. The reason for not submitting an ethics request and for no discussion with the community council at this stage is summed up as follows: 

“The best strategic planning is of no value if the organization is not ready to execute the strategy proactively through a timely and dynamic change leadership process” (Andersen, 2021).


Abstract

Change leadership is a set of principles, techniques, and prescriptions applied to the human aspects of executing major change initiatives (Andersen, 2021).
Scholarly contributions include insight into how top-performing companies manage change involving social and environmental responsibility. The key findings include integration as a systems-based approach to sustainability, change management, innovation, and corporate strategy. Integration takes place through the alignment of performance metrics within and across the specific roles and functions with a call for Integrated outcome performance measurement throughout organizations and value chains to inform management decision-making, transparency, and external reporting. (Sroufe, 2017). 

Sroufe's (2017) statement above provides a simple summary of the deciding factors to use the selected change management plan for the change to embed sustainability in the core of a rural community council on this occasion. “Reminded by Organizations as we know them are the people in them; if the people do not change, there is no organizational change” (Guzzo, 1996). 



Introduction

This report’s key aim is to highlight the strategic planning and proposed execution of a change management plan for improving the sustainability culture and practices of Llandysul Community Council, and other rural community councils in Wales.  
In order, to stay ahead of new regulatory, technological, climate, economic social, and global developments, companies of all constitutions, structures, and sizes MUST embrace change. 

This report includes data and views from evidence-based projects, observations of Llandysul Community Council proceedings and levels of engagement, academic papers, and change management theorists as well as the use of resources that mobilize and sustain organizational change initiatives to support a change management solution for a sustainable culture and improved practices from the Community Council. 

Please view this VLOG to give you context of the community Council leadership issues https://youtu.be/vvHfsaAcWds?si=PSVfoN8X6GluHg9B.

To promote the delivery of a balanced report, it would be naïve not to identify and acknowledge published statistics from experts in the field of change management. McKinsey and Company estimate that 70% of organizational changes fail (Andersen, 2021). McKinsey statistics reflected similar results from an earlier online article published in 2017 which reported research findings that “anywhere from 50-75% of change efforts fail” (Carroll, 2017) and change management leader and theorist Kotter states that "fewer than 15 of the 100 or more companies I have studied have successfully transformed themselves” (Kotter, 2024).
(Leonard Schlesinger, 2008)With the high percentages of failure at the outset of this piece of research, it became obvious that Organizational transformation is challenging, even for experts in change management. Prompting the question why? Why would change management in up to 75% of change efforts fail and would these statistics be the same in changes towards sustainability?

What are the barriers to change management?

The Harvard Review of Change Management refers to a study in 1973, in which experts were asked to hypothesize what significant management issues would arise in the next twenty years. One of the most consistent themes was around the ability of organizations to respond to environmental change, and the raised balance of probability of human resistance to change (Leonard Schlesinger, 2008).
The world in 1973 was significantly different from the world of today. Today to stay competitive and relevant in a rapidly changing business environment, organisations must be willing to adapt and evolve as part of a journey and not a destination. Yet, when reviewing the potential obstacles to change there are similarities between organizations and people often become highly resistant despite their understanding that change is necessary (Emerson, 2022).



Why Do People Resist Change?
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A universal “source of resistance is the human need for respect, which frequently heightens during periods of change (Carroll, 2017).

In summary and based on decades of research it is evident that change is usually feared probably because it is viewed as a disruption of the status quo. Some may view change as a threat to people’s interests in their jobs, and a disturbance to established ways of doing things. 

For these reasons, without a clear vision structured pathway, and a robust change management plan, the potential challenge to change and uncertainty can result in the change not happening ultimately harming the organization, employees, and other stakeholders (Carroll, 2017). 

Solutions? 

We are already aware of the high statistics quoted in terms of change and reorganization failing, with indicators being that resistance from within causes most change initiatives to fail. 
But the trend can change and to tackle this issue, leaders need to grasp and interact with their challengers. The article by Carroll (2017) points out that while dealing with resisters, there are important strategies to consider, even if every situation should be handled differently. 

Change agents must concentrate on active listening to hear the concerns and be flexible. Make sure you have two talks with them: one where they may express their feelings and opinions, and one where you can give meaningful responses (Carroll, 2017). (Stoop-Verwey, 2024)

What is a Change Management Plan?

Various initiatives are available within organizations to bring about change, for instance, change can be management-driven or participatory-driven, planned, or unplanned. In this specific report, the goal is to concentrate on planned change, a controlled change process that includes an organized procedure where the need for change can come from both the internal and external environment (Andersen, 2021).

It is defined as a document that details the roles and activities that require improved attention during an identified project execution. It is heavily suggested that having a robust change management plan in place minimizes the negative impact of change on the organization, the board in a business of any structure, employees, and stakeholders (Gillingham, 2022). 

It seems consistent that a structured approach to change management offers scalability, consistency, and clarity. Research indicates that organizations with formal processes and methodologies have higher success levels in achieving change management and it appears that organizations can achieve their goals and manage change more effectively by creating well-defined structures and allocating resources(Stoop-Verwey, 2024). 

In summary change management success rates are more likely to be realized when using a tried approach. Kotter is best known for creating Kotter’s Theory, which lays out an 8-step change process (Andersen, 2021). Yet, in the 2024 top 10 change management theorists, Kotter`s 8–step change ranked 8th with James Lewin's change management model being in the top position at number one. 

Whilst it is acknowledged that all change management models have their strengths and weaknesses it has become obvious that it is not a one size fits all phenomenon. 

Lewins Change Model

 Also referred to as the three-stages model or planned approach, the model has also been described as “elegant in its simplicity” (Coach Hub, 2022). 
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Lewin's model uses the analogy of a block of ice to explain change management, the first stage of change involves preparing the organization to accept that change is necessary which involves breaking down the existing status quo. Stage 2 is the change in the melting phase before the change starts to take place and is portrayed as the refreeze. 

The model is simple to understand using just three distinct stages and does not immediately reflect the rapidly changing and demanding world we live in today which requires flexibility and adaptability with little or no notice, using the global pandemic of Covid-19 in 2020, but could potentially be considered for smaller, slower phases of change management.  

Kotter’s Change Model

The former number 1 change management tool is that of John Kotter, which is reported to have once been an award-winning methodology for lasting change (Kotter, 2024). There was a temptation to use this model for the proposed change for Llandysul Community Council, as it is a simple step-by-step process that appears and is often reported to be easy to follow and understand, and with so many research papers available, it is accepted that the model is built on a significant amount of proven research. 
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The Kotter framework appears to follow a top-down approach, which on this occasion did not feel appropriate to introduce to an organization, that had been operating with a top-down male dominance for many years. Using a framework like that which was deeply embedded with a “business as usual” outcome would not have given a clear, or serious message for change. 

However, John Kotter (1998) provides a reminder that the focus of change leadership is on crafting a vision and then aligning and motivating people affected by the change so that they are prepared to support and adopt it (Coach Hub, 2022). 
It would be the vision that would be key to implementing change and mobilization in a constitution such as a community council, so long as there was enough of a feeling of discomfort in the old way of doing things, this is based on the equation of “Beckhard and Harris`s change equation”. Their equation explained that for change to work, there needs to be sufficient unrest in how they were operating and feel confident that the new approach would be straightforward (T, 1987). 

ADKAR Change Management Model

“The ADKAR model of change is a practical answer to effective change management for individuals and organizations” (Angtyan, 2019). Change occurs when everyone can transition successfully to function as an organization. This model was developed by Jeff Hiat and first published in 2003 and focuses on five actions forming the acronym ADKAR. 

According to the ADKAR model, change management is defined as the “application of a structured process and set of tools for leading the people side of change to achieve a desired outcome” (Stoop-Verwey, 2024).
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The model demonstrates the five steps, which Heit referred to as “building Blocks” (Angtyan, 2019). The model encourages a clear narrative of the shared goal of change and then focuses on everyone within the organization.

 Whilst this model may be time-intensive, and useful for smaller organizations such as community councils, it also gives each person, employee, volunteer, and stakeholder a sense of purpose, ownership, and motivation which often act as internal drivers for transition within the change. 

Change Management for the Community Council Background

Early data from the May 2022 elections suggests that there is more work to do to ensure active participation in community and town councils. Turnout at the most recent community council elections was just under 40 percent – around 5 percent lower than in 2017. Around 60 percent of council seats were uncontested and around 15 percent of seats were left vacant, to be filled through co-option and all too often there is a “business as usual culture” (Hughes, 2003).

It has been nationally recognized that there have been some weaknesses in how organizations have collaborated in the past, including: Making decisions to address challenges, without consideration of whether any other organization faces the same challenges. Missed opportunities to work with others for greater effect(Hughes, 2003)  and a “business as usual approach” With no commitment or accountability around the lack of attention to sustainability, despite members of the community making repeated attempts to engage with the community council and receiving no response or explanation (Winter, 2024). 

At a time when we are in a climate crisis when the community council was asked for a copy of their sustainability plan/policy, the applicant was issued a biodiversity plan which had been completed on the community council's behalf, demonstrating a lack of knowledge and gap in skills (Richards-Davies, 2021).  

Change is required and ADKAR seems to be the framework to implement the positive change required. Resistance to change is anticipated by the internal stakeholders, however, it is well-researched and documented that “People desire growth and development and can be creative when they have these opportunities. 4 People value interpersonal connections, both with peers and with superiors, making the formal and informal nature of such relationships a salient feature of organizational change is required” (Guzzo, 1996). 

Reinforcing the choice of the use of ADKAR framework to overarch the planned changes focussing on the individuals who create the organization. 

Change is Required (A) = Awareness

Awareness, sharing the information, and making stakeholders aware that there is going to be a change and the reason for the change is the first step of communication and being open and transparent with each person who together operates the organization.  

The Narrative is clear, reminded by John Kotter (1998) that the focus of change leadership is on crafting a vision and then aligning and motivating people affected by the change so that they are prepared to support and adopt it (Coach Hub, 2022). 

The why of the change is key to telling the story and forms the Awareness of the change management plan, explaining the reasons behind the change. In a 2010 global survey of 2000 CEOs, over half described sustainability as “very” or “extremely” important to their organizations, yet only 30% reported actively seeking opportunities to invest in sustainability or embed sustainability in business practices (Sroufe, 2017). “As sustainability rises in significance, capturing its full value grows more challenging, perhaps because the more that companies prioritize sustainability, the more it needs to be integrated into (and even change) the core business (Sroufe, 2017)”. 

This information would complement and add meat to the bones of the narrative given to raise awareness for the identified need for change. The information would be open transparent, and evidence-based establishing a relationship based on honesty to promote trust in the change process. 

Yet consider that no matter how brilliant your plan or how persuasive your argument is, you must make everyone feel understood. That starts and ends with listening. And when you do speak, try to repeat back what you’ve heard as much as possible to demonstrate that you are hearing what the other party is saying (Carroll, 2017).
The evidence of Wales regulations as detailed in the Awareness section on the change management plan in Appendix 1 would be shared with each stakeholder. 

Often the roles of community councilors are unpaid and are filled by well-meaning volunteers, as confirmed in the most recent minutes of the community council (Llandysul Community Council, 2022). 

These volunteers are not always aware of the statutory regulations they are taking upon themselves within the role, and potential consequences for acts and omissions. Giving everyone information at an appropriate level and format to have a shared understanding of the challenges that exist. 

D is for Desire

Following on from the shared understanding and narrative around the need to change, this is where everyone, takes the time to reflect, discuss, and review whether they have the desire to change their acts or omissions and whether they have the desire to support others in the changes ahead. 

Without desire, there will be a lack of motivation and it is key that the change leader listens and hears what that person desires for themselves, the organization, and other stakeholders. 

The human need for respect is a second universal source of resistance, and it often becomes more acute during times of change. This is particularly true for long-term employees of an organization or those who have held significant influence in the past and feel they still do. These individuals will believe that a crucial viewpoint has been overlooked and that the answer cannot be accurate if they haven't been consulted and if they don't feel like they've had a chance to voice their opinions. 

Once more, the answer is to ensure they feel heard by listening to them with respect. This is where there could be challenge and resistance where individuals who have been in a position for a long time operating in “a business as usual” frame of mind may take offense to the identified changes or simply be obstructive in their role. 

The biggest hurdle to effective organizational change is people. A core part of the role of a change leader is to help others overcome the inherent, very human bias toward maintaining the status quo (Carroll, 2017). 

Hence why within the plan, in desire there are opportunities to talk about people's roles. True change can only be motivated by in-person, one-on-one conversations. Memos or webcasts don't work, and neither does email. You must make the time to speak with a particular work group or individual face-to-face, preferably as soon as possible, if they are a key player in your organization's future and particularly if they are resisting necessary change (Carroll, 2017).

Knowledge = K

Although desire may be key in terms of motivation, it will not succeed alone without the knowledge to perform within a role or prepare for a new role. Knowledge allows the change agent and the stakeholders to revisit their roles responsibilities and expectations, starting from new and not in a negative context for either party but setting the standard from here on in. 

This is not just about identifying knowledge gaps and identifying development and training opportunities for people, but an opportunity to engage and improve the council's knowledge of what external stakeholders, the civilians they represent want from them. 

A is Ability

Ability (drivers) to set standards and monitor performance, ability to introduce new formats and rebrand to demonstrate the commitment to change. The drivers will be both externally and internally motivated. Lozano (2015) found that external drivers include but are not limited to organizational reputation, customer / civilian demand for transparency, regulation, societal awareness, access to resources, and collaboration with external parties who have the skills and experience that the community council may not currently have, and address the shortfalls identified by the Hughes report. (Almeby, 2021) (Hughes, 2003).

Harnessing opportunity to try new things, invite in coaches and mentors and other councils who have been awarded in areas we want to improve in and embed into the council such as stability and innovation. 

Internal drivers of sustainability include but are not limited to the ability to have proactive leadership, a business case for change, the precautionary principle of not harming the environment which is what the change is focussing on in this instance, company culture, moral obligations, sustainability reporting, and avoiding risk all identified areas for attention through the change management plan (Almeby, 2021).
	
R = Reinforcement

“Effective organization change occurs when new climates and cultures are created and maintained” (Guzzo, 1996) .

New behaviors, skills, teams, and processes do not just stick and continue, they need monitoring and reinforcing through coaching, mentoring, and robust monitoring to minimize the risk of old habits reoccurring. 

Recognize errors and old habits reoccurring in private when someone reverts to their former behaviors, but conversely, acknowledge positive change and progress in public so that the entire organization can join in the celebration. 

In the interim period, keep gathering input. Even though the change process is "complete," employee and stakeholder input is still important. Employees can identify areas of difficulties or lack of understanding and the change agents can determine where further support would be helpful by listening to them. “Recognize that, for the change to be sustained, resources must be allocated for maintenance as well as implementation. For instance, consider the costs of periodically updating operating systems and technologies. Moreover, treat the cost of periodically training personnel to reinforce the change as an essential budget item” (Guzzo, 1996).

Finally, make sure your change management plan allows time for reinforcement. You should keep an eye on things and keep reiterating the change throughout remembering and reinforcing that change is a journey and not a single destination and always discussing with the employees, and stakeholders new potential goals and the reasons why these goals and steps are required (Angtyan, 2019)
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When reflecting on the change management planning models, of Kotter, Lewin, and ADKAR it reiterates the earlier comment that change management plans are not a one-size-fits-all.  

The choice of the ADKAR model for this organization would potentially be efficient enough due to the small number of internal stakeholders and a personal interest in working with people as individuals and sharing a vision or a story after all communicating the purpose of change seems essential to all change management models since creating awareness around the change process is believed to help employees understand why change is needed and get employees on board. “If the people do not change, there is no organizational change” (Guzzo, 1996). 

Lewin’s model seemed to offer more of a foundational framework, however, it seems that being the 2024 number 1 change management plan model there is something that I may be missing in this theory, whilst Kotter adds detail and complexity. 

Yet the crux may be that the choice of model depends on several variables such as the size of the organization, the change that is required, the level of change required and potentially a hybrid approach with elements from more than one change management framework could also be considered with experience and care.  However, strength is embedded in terms of positive cultural themes in the ADKAR framework around communication, listening, and the fact that it is individuals who form an organization.  

In conclusion, the theoretical frameworks illustrate how some change management models are comparable to one another and how others contradict them. The models that use an individual perspective versus an organizational perspective show the biggest differences in the management of change. 
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Narrative; THE WHY On reviewing, monitoring, and comparing the output, engagement, and positive outcomes of Llandysul Community Council since the pre-covid pandemic dating back to 2016 and comparing to recent award-winning community councils in similar rural communities and not-too-distant geographical areas. It could be suggested that there has become a culture of “business as usual” and little evidence of intergenerational engagement or adopting the principles of sustainability at the core of the council as such not fulfilling the leadership role of the council or necessarily representing the rapidly changing needs and plans of the current and future generations.

 Key Outcome As such this is an opportunity to review the function, delivery, and outcomes of the Community Council and aim to deliver innovative appealing inspiring, and motivating engagement opportunities prompting people from all demographics to want to be part of the community council and represent the community in moving forward. 

		1. The Future Generations Commissioner for Wales is very clear that the role of the community councils is to provide the voice of the citizens in the development and delivery of public services in Wales (Future Generations Commissioner for Wales, 2019). 

2. Wales is a small nation with an ambitious vision – that vision MUST shine from the Community Council to all stakeholders and embrace open transparent engagement around the crisis of ours and future generations i.e. sustainability (Welsh Assembly Government, 2016)

3. Legislation in place: The Future Generations Act (Welsh Assembly Government, 2016)

Environment Wales Act (2016) for sustainable management if natural resources and to build greater resilience in our ecosystems and biodiversity (Wales Bio Diversity Partnership, 2024). 

The Waste Separations Requirements (Wales) Regulations 2023 requires waste for recycling to be separated by the owner/manager of premises into six separate containers and made illegal to use or supply single-use plastic plates, cutlery, polystyrene cups food containers, plastic balloon sticks etc. (Welsh Assembly Government, 2024).

Net Zero Wales setting the foundation to make Wales Net Zero by 2050 engagement document, to grow engagement across Wales (Welsh Government, 2022).

Following the 2014 Williams Commission report and their findings, and Llandysul Community Council's difficulties in filling councillor seats a reminder of the following: However, the Evidence Review also highlights numerous areas where concerns about the sector remain. For instance:

· From one council to the next, there is a great deal of inconsistency in size, setting, budgets, and activities. This is an obstacle to introducing new powers and provisions that can apply across the whole sector;

· Decision-making is constrained by statutory and self-imposed restrictions on revenue and expenditure.

· Some councils are not always complying with guidance or legal obligations.

· The profile of councilors is not representative of the communities they serve (with an over-representation of those aged over 60);

· There is resistance by a small minority of councils towards modernization and professionalization.

· There can be shortcomings in the knowledge and understanding of local government by some councillors and clerks, which can limit the effectiveness of the councils themselves.

The Williams Commission report identified some of these problems and drew particular attention to the fact that, following the 2012 elections, only one in five community and town council seats in Wales were filled by councillors who were elected in a public poll. The remaining councillors were all returned unopposed or co-opted after no candidates stood for seats.

Combined with the problems associated with small scale, the Williams Commission concluded that the ‘town and community (Williams, 2014). council sector is in clear need of reform’. As such, it recommended that town and community councils should be merged or enlarged to ‘create fewer, larger councils capable of expressing local interests clearly and effectively’. Suggest that now is an excellent time to have an external audit of the role, engagement, recruitment, demographic, and skill sets of the community council to ensure that the optimum levels of service are on offer and that the community council is delivering on engagement with citizens of Llandysul and hinterlands? 

· Questions and answers session to be held date/time/place refreshments will be provided.

· Contact me directly to make individual appointments if preferred before the date of the group questions and answers. 



		· Without change there is a risk of being in breach of the Law

· Not working in an open honest and transparent way.

· With change you can have an opportunity to identify learning needs, identify your strengths and what you do well.

· Have an opportunity to be listened to and heard.

· Be part of a positive change for the future.

· Opportunity to learn and develop current and new skills.

· Opportunity to shape a truly inclusive community council.

· An opportunity to represent the under-represented. 

· There would be challenge and clashes of personality, with people having been doing the same thing for a long time – listen to this and using research, evidence and legislation demonstrate the need to move forward and give them choices to retire or embrace the change and be part of the next generation. 

		· Discuss roles and responsibilities.

· Identify training opportunities funded for the individual or group. 

· Discuss and have open conversations about what the change will look like – invite input from members.

· Engage with the stakeholders as to what they would like their new council to look like?

· Engage with members how would they like information shared for example digital information boards? Newsletter digital or paper?

· Canvass the local community to see how many people are aware that they can observe the community council meetings?

· Engagement with the local community to see how they would like their correspondence to the community managed. 

		· Create a modern agenda for the first meeting representing change.

· Re-brand the community council in a way that tells everyone that this community council celebrates its heritage but is flexible and here to ensure that the voice of the citizens are heard at higher levels of Government.

· Re-brand the community council to give a strong message of tackling the biggest challenge of our century – climate change.

· Take on board and put sustainability of the community, the people, economy and planet at the centre of what the community council stands for. 

· Invite local sustainability winning and innovative winning community councils to give feedback on the monthly meeting of the community council.

· Set and share the metrics to be measured to ensure that the council moves forward and does not become a “business as usual” model. 

		· Continue to monitor and audit engagement and progress.

· Continue to monitor the relationship between the council and the community.

· Encourage internal and external feedback – discuss it, listen to it and see where it would or would not fit giving explanation and evidence.

· 
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+ Gauge employees’
reactions to the change.

« Identify champions.

«+ If employees are resistant
or indifferent, address
their concerns or show
them how the change
benefits them personally.

Enablement zo

Knowledge

Provide training or
coaching to show what
employees need to do
after the change takes
place.

Address any skill gaps.
Offer resources, such as
process flowcharts, that
employees can reference
later on.
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Reinforcement

Ability
Schedule practice runs
before the change is fully
implemented.

Monitor performance
immediately following the
change and provide
constructive feedback.
Set reasonable goals and
metrics at the start.
Adjust processes as
necessary.
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