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1. Introduction
The University of Wales Trinity Saint David (UWTSD) is a Higher Education organisation that encompasses three distinct institutes, one of which is the Institute of Management and Health (IMH). IMH is structured into five discipline areas, with the discipline of Digital, Health, and Care being the focal point of this discussion. This particular discipline is relatively new, having been part of a larger team until 2021. Despite the recent formation, the staffing within this discipline has remained largely consistent. The team has experienced significant organizational changes, including the appointment of a new Dean, a new Vice Chancellor, and a new Academic Director. The role of the Academic Director involves providing leadership and management to the team, overseeing curriculum development and delivery, ensuring quality assurance, and maintaining effective communication with external stakeholders and potential students. The Academic Director plays a pivotal role in leading the team and working with them to ensure longevity and success of the discipline.
The primary focus of the programmes delivered within the Digital, Health, and Care discipline is to prepare students for careers in the health and social care sectors. This objective necessitates active engagement with the potential student market and employers within the health and social care fields. By doing so, the programmes can be effectively promoted and aligned with current workforce trends and relevant occupational competencies. This alignment ensures that graduates are well-equipped with the necessary skills and knowledge to meet the demands of the industry. The discipline of Digital, Health, and Care is designed to address the evolving needs of the health and social care sectors, which are increasingly influenced by political factors and pressures from high demand of services.
The discipline emphasizes the importance of interdisciplinary collaboration, recognizing that effective healthcare delivery often requires a team-based approach. Students are encouraged to work collaboratively with professionals from other health-related disciplines, fostering a holistic understanding of patient care. This interdisciplinary approach not only enhances the learning experience but also prepares students for the collaborative nature of the healthcare environment. This requires a high level of external stakeholder engagement from relevant industries to develop those relationships between student and employer and to ensure that programmes of education are promoted and that they are aligned with current workforce trends and relevant occupational competency. In addition  proactive marketing with potential students is vital to promote the benefits of studying in this discipline area.

2. Proposed Change
Over the last five academic years, there has been a steady decline in enrolled student numbers across the discipline, as shown in the Change Management Plan (Appendix A). While the root causes for this decline are multi-faceted, including factors such as a freeze in student tuition fees and falling numbers across universities in Wales (Williams, 2024), there has also been a notable lack of proactive marketing and external engagement by key members of the academic team. When compared with standard activities undertaken by other disciplines within the university, it has become apparent that there has been a lack of strategic direction in terms of marketing. Additionally, there has been a lack of role clarity for staff regarding the expectations that these activities are undertaken. Therefore, the proposed change is to introduce a marketing strategy with two distinct themes.
The first theme is staff appraisal and training. This involves ensuring that staff are well-informed and capable of engaging with potential student groups and industry partners. By providing comprehensive training, staff will be better equipped to promote the discipline and its programmes effectively. This training will cover various aspects of marketing, including digital marketing techniques, communication skills, and strategies for building relationships with external stakeholders. The goal is to empower staff to take an active role in marketing and external engagement, thereby enhancing the visibility and appeal of the discipline.
The second theme focuses on external engagement, with the aim of increasing efforts to connect with potential students and relevant industry partners to boost enrolment numbers. This involves developing and implementing targeted marketing campaigns that highlight the unique strengths and opportunities offered by the discipline. By increasing activities such as attending industry events, and collaborating with healthcare organisations, the discipline can raise its profile and attract a larger pool of prospective students. Additionally, fostering strong relationships with industry partners can lead to valuable opportunities for student placements, internships, and employment, further enhancing the appeal of the discipline.
The key objectives of the proposed change are as follows:
· To provide staff with the training and expertise to undertake marketing activities and external engagement by September 2025.
· For all staff to undertake a minimum of four hours per member of staff in marketing and external engagement activities by September 2025 (excluding university-mandated activities such as open days and applicant days).
· To achieve an increase in student enrolments across the discipline by 20% by September 2025.
By addressing the lack of proactive marketing and external engagement, the proposed change aims to reverse the decline in student enrolments and ensure the long-term success and sustainability of the discipline. Through staff training and targeted external engagement efforts, the discipline can better align itself with current workforce trends and relevant occupational competencies, ultimately attracting more students and meeting the demands of the health and social care sectors.

3. Organisational Culture and Change
Organisational culture can be thought of as the behaviours and practices that are deemed as the ‘norm’; however to fully understand a culture the reasons behind the present behaviours must be considered (Cameron and Green, 2020). Organisational behaviour is defined as the understanding of behaviours of people within an organisation and in this understanding can allow prediction of behavioural patterns. It is therefore fundamental to the implementation of organisational change to understand behavioural patterns of staff as change will often involve a change in culture (Mullins 2015) This allows the change managers/leaders to adopt the best change strategies and ensure successful sustainable change; however culture can be complex in nature. 
Schein’s model (1988) views culture in terms of 3 layers. 1)Artifacts that are visible and tangible elements of culture, such as dress codes, office layout, and rituals. Artifacts are the most superficial level of culture and are easy to observe but difficult to interpret. 2) Espoused Values  are the stated values and norms that an organisation claims to uphold. They include mission statements, codes of conduct, and strategic goals. Espoused values provide insight into what an organisation aspires to be and 3) Basic Assumptions that are the deeply ingrained beliefs and assumptions that guide behaviour within an organisation. Basic assumptions are often unconscious and taken for granted, making them the most challenging to change (Paulo, Alves and Silva de Sousa, 2023). Schein’s model highlights the complexity of organisational culture and the need to address all three levels when implementing change initiatives. Change managers must understand the underlying assumptions and values that drive behaviour to effectively influence cultural change. 
The Competing Values Framework by Cameron and Quinn (2011) consist of four dimensions; Clan, Adhocracy, Hierarchy and Market and are grouped into the contexts of internal/external focus and flexibility/stability (Kaseem and Ajmal, 2019). Considering the change highlighted in the introduction of this assignment, it would appear that using this model the team in question can be best described as Clan as the emphasis is on collaboration, teamwork, and a family-like atmosphere and values flexibility and internal focus; however this is diametrically opposite to the wider organisational culture of Market, which is the preferred state following the change as this prioritises competitiveness, achievement, and goal attainment. It values stability and external focus which is more externally focussed with a high level of stability and control. When implementing this particular change then the core element to consider is not to implement the process but to change the culture model of the team in order to ensure success. Green and Cameron (2020) discuss Goffee and Jones (1998) cultural model which is similar in the dimensional structure of Cameron and Quinn (2011) but differ in nomenclature as the dimensions are termed networked, communal, fragmented and mercenary and are measured in he context of sociability versus solidarity. With an element of external/internal focus and using the change being introduced in this assignment as an example it would seem in this case that the culture shift is from fragmented to communal and so in this case it is advised that this is a highly participatory process with the team to encourage communication, teamworking and later partnership working with key external stakeholders (Cameron and Green, 2020). 
The Denison Model of Culture (Denison et al, 2003 cited by Handari et al 2019) also considers culture in terms of internal and external focus. The dimension within this model are 1) Mission which focuses on overarching strategic direction and purpose, 2) Adaptability which measures how well an organisation responds to external factors 3) Involvement which assesses the level of internal employee engagement and 4) Consistency, that aligns with policy, procedure and process.(Kassem and Ajmal, 2019). Considering the team described in the change this model seems most appropriate as a measure and a means to define the culture within the organisation and the team as the way in which is model is applied is to measure effectiveness in each area and not as a strict definition in other models considered. Handari et al, 2019, discuss the issues with organisations with an overall external market driven strategic focus can encounter issues with integration on a macro level. When considering the team affected by this change, this indicate an apt measure and would indicate that the area in this model that needs focus is it stability and external focus. 

Whilst there are many models that can be discussed and used as a measure to define organisation culture and effectiveness, when considering change is how to implement change effectively and sustainably once the culture is understood. Paulo, Alves and Silva de Sousa (2023) developed a model in which Lean principles were integrated into Schein’s organisational model. Whilst historically Lean principles were applied to the manufacturing industry to increase efficiency and reduce wastage, this has been more widely utilised in other industries. In this case this model provides a structure for change but also considers the human elements that can often form a barrier to implementation and success. In addition when considering the last Lean principle which is concerned with continuous improvement, this can remove the reluctance to changing environments, particularly those who have to react to external markets such as Higher Education and can ensure that the preferred culture state is sustainable.
Alvesson and Sveningson (2016, p.50) discuss cultural change in terms of a ‘grand technocratic project’, containing the steps; evaluating the current situation and overarching goals, analysing the existing culture and identifying gaps on the current and preferred status, developing a plan for change and ongoing evaluation. Whilst this refers to large scale organisational cultural change, this can also be applied at team level to align current culture and practice with the wider organisational strategic aims. One of the key principles of cultural change is to align the change with strategy (Cameron and Green, 2020). Whilst Burnes (2017) argues that strategy can be ambiguous and therefore pose challenges when trying to change organic culture, it could also be argued that when utilising change models such as Kotter’s 8 Step Model (Kotter, 2012), creating a vision for change by using a strategy is a fundamental starting point for justification for the change. 
Mckinsey’s 7S model (Cameron and Green, 2020), like Denison’s model can also be used as a measure of organisational culture and also allows the change agent to undertake a gap analysis between the current and the desired status for the future providing focus on any or all of its components, namely Staff, Skills, Systems, Style, Shared Values, Strategy and Structure. Unlike the more generic cultural framework this allows a more in-depth analysis of key components that require change such as the implementation of the marketing strategy which incorporates the strategic vision, whilst also considering areas such as staffing challenges to implement a SMART plan to address any identified problem areas. This can also be utilised at an organisational or team level. Whilst considering implementation and engagement with staff the emotional impact cannot be understated. Mullins and McLean (2019) discusses the SCARF model when considering human experience which can be applied to an organisational setting. This model consists of five domains; status, certainty, autonomy, relatedness and fairness, which arguably when challenged could produce an emotional reaction and therefore a barrier to change. Combining McKinsey’s 7S model with the SCARF model provides a holistic approach to organizational change, addressing both structural and emotional aspects to ensure successful implementation and engagement with staff.
4. Leadership and Change
Implementation of change requires a leader who both focuses on management led outcomes whilst balancing the emotions and interests of the staff (Cameron and Green, 2020) and therefore requires a nuanced approach. Varney (2021) discusses the principles associated with operating in a complex world, in particular the assertion that change is a normal state and social system are often intertwined encompasses the challenge of a modern leader. In the context of change and culture, change is necessary but this conflict with the complex and multi-faceted nature of culture and in this case organisational culture. Leaders with management responsibility must manage day to day operations, whilst being reactive and open to change. Burnes(2017) discusses this in terms of transactional and transformational leadership. The assertion is modern leaders must move between the ability to manage the current status whilst possessing the ability to move into a transformational space when change is required. The challenge here is that change cannot be achieved by leaders alone, they must encourage the people they lead to adopt the change.
When considering the role of the leader and its contemporary challenges, the role of the Academic Director must be considered. According to the Ghamwari et al, 2024), this role is a ‘middle leader’ and faces challenges such as limited resources, line management and curriculum strategy whilst maintaining a culture for growth so shifting between transactional and transformational leadership (Burnes, 2017). Ghamwari et al, 2024) also discusses the prevalence in Higher Education of so called ‘destructive leadership’ traits that are as a result of working under increasingly challenging conditions as a result of external factors that can result in nepotism, toxic behaviour, lack of visibility, which can in turn not only affect productivity but also the health and wellbeing of staff. They also assert that whilst leadership literature focuses on positive traits and styles, that this is not always the reality. Wall et al (2019) discusses the role of emotions and wellbeing within organisations and one of the aspects considered is the role at team level and the team leader. In modern organisations the role of leaders and managers is not just professional but there is also a duty of care to manage ones own emotions and the emotional wellbeing of their team. It could be asserted that during periods of stress brought on by change, that the role of the leader is not only to navigate the team through the procedural and cultural aspects of change but also to ensure the emotional wellbeing of staff is also taken into account. 
Carnell (2014) states that change leadership can be achieved by being seen to be credible, open to new ideas, encouraging early adopters, visible to the team and encourage learning in others through change; however this assumes that there is sufficient time to implement change and given the previous ideas explored around the causal links between culture and change this in itself can become a challenge. This can be reliant on both leader and team having the same understanding of the psychological contract (Mullins 2019). Mullins also asserts that the perception and relationship employees form with their leaders and organisation is based on their understanding of this contract and therefore it could be argued that poorly managed change could be perceived as a breach and could potentially result in resistance to change. 
Mikel-Hong et al (2024) most recently examined the concepts of resistance to change and assert that this behaviour is more nuanced than the relationship between change agent (leader) and staff. They maintain that this can be linked not only to the individual recipient but also to the perception of multiple changes and the roles of the change agents themselves. This could certainly be true of the proposed change in this assignment. It was discussed in the introduction that the team had been through a number of changes both on an overarching leadership scale and in terms of being reformed into a team with an identity of their own and therefore it could be argued that are experiencing change fatigue. On a more simplistic level Cameron and Green (2020) discuss Shein’s perspective that resistance to change could be caused by factors such as the purpose being unclear and those impacted have not been consulted, fear that current working patterns will change, poor communication, benefits are not understood to outweigh the cost or that the change could threaten jobs. In this case; however whilst anecdotal the most likely resistance to change is that the current way of working will change as this has been an established pattern formed over a number of years and is a challenge that the leader must overcome. 
Whilst much of the literature considers change on a large organisational scale the dynamics of change within the team itself must also be considered. In the case of the team being impacted by the change, it could be argued that whilst the team is well established, in order to implement a change in culture and incorporate  new members the team need to undergo a process of reforming. Tuckman’s model of team change (Cameron and Green, 2020), whilst is argued that this lacks quantitative measures (Rojas, 2021) does provide a simplistic model to understand the fundamental changes a team will go through when undergoing a cultural change. This does however pose leadership challenges when considering issues such as conflict, particularly when the majority of team members have worked together for a considerable length of time. Cameron and Green (2020) discuss Lencioni’s (2002) five dysfunctions a team may exhibit and can include distrust, conflict avoidance, compliance to commitment, lack of accountability and a focus on results and there are clear correlations between this and the stages of Tuckman’s model, particularly through the forming and storming stages. There is often a lack of trust and a reluctance to engage in ‘healthy conflict’ during these phases. The lack of accountability as a dysfunction is discussed by Bryant-Smith and Beard (2018) and states that this type of behaviour can be chaotic if not addressed. 
In consideration of the various challenges facing a leader during time of change in addition of the transactional leadership style that oversees day-to day operations, selecting the correct tolls to implement change become critical. There are selection of models to choose from and Kurt Lewin’s three step model is arguably the least complex because, as the name suggests there are three stages: unfreeze – change – refreeze. There are however limitations to this model as Cummins, Bridgeman and Brown (2015) assert that this overly simplistic and the linear structure does not allow for the complexity of often multi-faceted change. Brisson-Banks (2010) indicates that this model is not as simplistic as it first appears as a force field analysis to ascertain driving versus restraining forces will allow mitigating actions to be implemented in order to ensure change success. In the case of the change being considered in this assignment the view is this does not sufficiently allow the cultural and behavioural aspects of the change to be fully analysed and managed.
Brisson-Banks also considers Beckhards 1969 model of change which does have more breadth and depth than Lewin’s model as it considers vision, strategy, the present status and plans for transitional change. A limitation of this model is that the steps must all be applied for the change to be successful and a lack of flexibility in change management can be a limiting factor. 
In comparison Kotter’s 8 step model (Kotter, 2012) appears to offer more detail and arguably more control and aligns with the type of change being introduced as the initial steps have already begun due to external factors on the sector. The first step in the sense of urgency has already been created, the pressures of Higher Education and redundancy in other Universities in Wales are well documented and known widely in the sector. The guiding coalition exists, as linked with step one and highlighted in Appendix A the increase in revenue from increased student numbers is a well publicised strategic driver across all disciplines in the university. The subsequent step, formulate a strategic vision is achieved on two fronts. The first is the overall organisational strategy and the second is the more granular marketing strategy to be implemented at team level and has been communicated with the team (step 4). The move towards the vision was achieved by the away days where staff were engaged with and given a sense of ownership over the change. The short term wins follow when each member of staff undertakes marketing and external engagement activities. This is a continuous cycle of improvement, will become institutionalised as there will always be a need to react to the market and ensure financial longevity through viable student enrolments. Cameron and Green (2020) state there re limitations to this model which much be considered, namely if the change is unpopular it is unlikely to be achieved. This is a valid concern and so considering the underlying cultural shifts that are required it is worthwhile to consider utilising the Mckinsey 7S model in conjunction with the model for change as this accounts for the cultural aspects of change whilst maintaining the vision and strategy required as part of the change implementation. 

5. Conclusions and Recommendations
Implementing change, whether at the organisational or team level, is inherently challenging and multi-faceted. Organizational culture is a key element that significantly influences the success or failure of change initiatives. It encompasses the shared values, beliefs, norms, and practices that shape the behaviour and attitudes of employees within an organisation. Assessing the current culture and selecting the correct model to effectively define and measure the current status is crucial. This assessment helps establish where the future prevailing culture needs to be to fully adapt to or implement sustainable change.
Navigating the complexities of leadership during times of organizational change requires a deep understanding of both internal and external factors influencing the organisation. Leaders must balance the need for stability with the imperative for change, all while maintaining the trust and engagement of their teams. Additionally, consideration of the emotional well-being of staff must be at the forefront of any strategy for managing change. Change can be unsettling, and individuals often fear the unknown, leading to resistance. This resistance can manifest in various ways, from passive non-compliance to active opposition. Understanding the root causes of resistance is crucial for leaders to address it effectively.
Further to considering organisational cultural health, the success of any change initiative relies on the ability to balance strategic direction with cultural alignment. Leaders must be adept at selecting and adapting change management models to suit the unique needs of their organization, ensuring that both the structural and cultural dimensions of change are effectively managed. By doing so, they can navigate the complexities of organisational transformation and achieve sustainable success.
Ultimately, the success of change initiatives relies on the ability to balance strategic direction with cultural alignment. Leaders must be adept at selecting and adapting change management models to suit the unique needs of their organisation, ensuring that both the structural and cultural dimensions of change are effectively managed. By doing so, they can navigate the complexities of organisational transformation and achieve sustainable success.
In addition to selecting the appropriate change management model, leaders must also focus on building a supportive environment that encourages trust and engagement. This involves clear and consistent communication, involving employees in the change process, and providing the necessary support and resources to help them adapt. Recognising and addressing the emotional impact of change on employees is crucial for maintaining morale and reducing resistance. Leaders must also be prepared to address any cultural barriers that may hinder the change process. This may involve challenging and reshaping deeply ingrained beliefs and assumptions, promoting new values and behaviours, and reinforcing the desired culture. 
Based on the findings of the critical analysis conducted and their application to the change discussed the following recommendations propose to address the challenges presented and provide a framework for successful implementation.
1. Continually assess and measure the performance of the cultural change by utilising McKinsey’s 7S model
2. Implement the change using Kotter’s 8 step model in conjunction with McKinsey’s 7S model. This provides a framework and achievable steps for the team 
3. Ensure the wellbeing of the team is monitored. This can be achieved by regular communication and one to one conversations with members of the team. In addition monitor sickness absence along with reduction in productivity or quality of work
4. Measure progress incrementally to ensure that interventions required are applied early and to prevent the overall target being missed within the given timeframe. 
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Appendix A

Change Management Plan


for


Digital Health and Care Discipline as part of the University of Wales Trinity Saint David










Introduction

The purpose of this document is to provide a description, method and anticipated benefits of the proposed change. 

To date there has been little to no proactive marketing engagement from the team to promote programmes of study with the potential student market or key stakeholders from relevant health and care organisations. This has contributed to a decline in students enrolling on programmes within this discipline area. To combat this a marketing strategy will be implemented and executed by the team to commence in the academic year 24/25.


Scope and objectives

The change involves the implementation of a marketing strategy and training staff to work with key stakeholders and to proactively arrange and attend engagement events with the local community. This is limited to the scope of undergraduate and postgraduate programmes currently offered within the discipline of Digital Health and Care. The key objective is for staff to become competent and confident in external engagement with the aim of ensuring courses are fit for purpose and to increase student enrolment across the discipline. 

Current position of organisation

As an organisation University of Wales Trinity Saint Daivd along with all Welsh University are facing financial difficulties due to a national tuition fee freeze and cost of living crisis which is contributing to a drop in citizens applying to university. At discipline level student enrolments have dropped over a period of five years (as shown in the graph below)and with no intervention will continue to drop making this a non-viable team in two years.
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Figure 1 student enrolments over the last five academic years (UWTSD PowerBI)

Where do we want to be?



This section should give a clear vision of where the organisation is trying to get to and the anticipated outcomes. For instance an organisation’s growth plan should state the anticipated revenues, profit, market share, staff numbers etc..

How will we get there?

The key actions in order to implement the change are as follows:

· Communicate the strategy to the Institute Senior Management Team
· Communicate the strategy to staff
· Undertake a series of staff away days in order to gain ideas and perspectives.
· Identify the key external stakeholders
· Clarify roles and responsibilities of staff through the PDR process and ensure there is sufficient time in academic profiles built in to ensure sufficient time to undertake activities


Proposed change management organisation

The key sponsor for this change will be the Dean of the Institute of Management and Health. They along with the Assistant Dean for Collaborative Partnerships and the Assistant Dean for Academic and Resources will support the Academic Director for Digital Health and Care in implementing the change.

Stakeholder analysis

As this change is in line with the strategic needs of the organisation the impact is directly affecting the team; however the that have been identified align with the marketing/external engagement strategy. 

	Internal Stakeholders
	External Stakeholders

	Central Marketing Team
Widening Access Team
Welsh Language Unit
Student Careers Advice Team
	Hywel Dda University Health Board
Digital Health and Care Wales
All Wales Therapies Group
Council of Deans for Health
Careers Wales
Coleg Sir Gar
Pembrokeshire College
All Wales Healthcare Science Group
Health Education and Improvement Wales








Impact assessment on organisation processes, systems, customers and staff

	
	Impact Description

	Staff
	This is the most direct impact. Staff will need support and possibly mentoring in order to accommodate the change to working practices

	Time
	Time will need to be factored into staff activity profiles in order to undertake additional activities

	Budget
	There is an impact in terms of cost of marketing materials and travel expenses for staff




Communication plan

The key driver for change was communicated at an organisational level by senior leaders towards to latter part of last academic year. The detail change and effect this will have on the team is communicated via meetings on a regular basis and will form the rationale for the series of away days that staff will undertake facilitated by the Dean of the Institute and the Academic Director. The enrolment figure data is presented regularly to the team via fortnightly team meetings and minute during the semesterised academic board meeting which all team members attend.

Risks

The main risk is that staff will resist introduction to new tasks to their current role. This will be mitigated by:
· Training and mentoring
· Discussion for development as part of the PDR process


Implementation plan

	Timescale
	Action

	June 2024
	Communication of the marketing strategy

	July 2024
	Staff undertake PDR’s and activity profiles reviewed to ensure time is built in for marketing activities

	January 2025
	2 planned away days held for staff before semester 2 begins

	February 2025
	Training needs identified and peer support mentor assigned (if required)

	March-September 2025
	Planned external engagement and marketing activities to commence with support of the academic director

	September 2025
	Expectation that staff will obtain the competence and confidence to undertake activities independently and to be reviewed by Academic Director



Proposed monitoring of change plan

The change will be reviewed by the Academic Director via the following metrics:

· Staff undertaking or working towards regular external engagement and marketing activities
· Student application monitored 
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