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1.0 Introduction
To improve organisational performance, change has become increasingly common. But this is not an easy process as there are hundreds and thousands of other people involved and it has an impact on the way they work.’Companies can transform the attitudes and behaviour of employees by applying psychological breakthroughs that explain why people behave the way they do’(Quarterly,M.2003). This suggests that implementing a change in an organisation is not an easy process. There are people involved and impacted, different individuals will react and adapt to change differently. Some may easily adapt to change, and others may resist change.
Change is crucial for organisation in growing, highly competitive business environments (Hussain et al, 2018). This means organisations need to change and be creative and innovative to be effective and to stay the in market with competitors.

COVID-19 pandemic has seen a huge impacts on our personal and social lives but for dental care professionals it has been substantial changes on their working life (BDJ Team,2021). This means the way dentistry is performed has changed significantly and affected people that work in this field and all stakeholders. Bupa Dental Care makes incremental changes to its business to compete the market and customer demands. However, following COVID-19 Bupa Dental Care had to make radical changes to its business due to the change’s government put in place in response to environmental change. The student will write about her observations from her own experience as she works for Bupa Dental Care and has been for 17 years. She can explain the changes that have come into force and how this has impacted the stakeholders and the organisation.

Creativity and innovation contributes to business growth and overall success by filling unique market needs (Peek,S.2021).  Due to the impact of COVID-19 on Bupa’s financial pressures and market competitions, Bupa had to change their focus, expand on their private activities, and start offering more products and services privately. The change was significant in terms of its universal impact first BREXIT and now COVID-19. Bupa has implemented new technologies to make fundamental change to the way business operates and to make it fast and easy for customers.
There are forces that can impact an organisational change which are internal and external. In this report the student will identify the forces that impact the micro and macro environment and the implications it has on the workforce and workplace culture and capabilities.
The next section of the report the student will identify current internal and external forces for change in an organisation.
Kurt Lewin Change Model
2.0 Forces that impact change in an Organisations
An organisational change is the movement of an organisation from its present state to a desired state, to increase efficiency and effectiveness (Lunenburg,F.2010.pp.1).

Organisations implement change for many reasons and one being to withstand the demands from customers and competitors. Organisational change is driven by many forces which includes customers, markets, and technology (CIPD, 2021).
Some of the drivers for change are:

· Growth opportunities, new markets, creativity and innovation of new product or services

· Economic downturns and challenging conditions

· Technological developments

· Competitive pressures, new mergers and acquisitions

· Customer or supplier pressures

· Learning new organisation behaviours and skills

· Government legislations/ initiatives
	Internal Forces
	External Forces

	· Need to increase profit
· In efficiency
· Lack of competitiveness/ innovation
· High staff turnover
· Organisational culture
	· Customer demands
· New competitions

· Change in legislation
· Ethics and social values
· Technological change


The Covid-19 pandemic created a situation of rapid change in dentistry and disruption for the organisation and an ongoing need to respond and adapt. The changes in dentistry had to be reactive as it came fast and all dental practices had to follow government guidelines to keep their doors open and see patients in a safe environment to minimise the transmission of COVID-19 through dental treatments.
The internal forces will be identified by completing a SWOT analysis. The external forces that impact change will be demonstrated using PESTLE analysis on the next section of this report.
2.1 SWOT Analysis 
A SWOT analysis is framework that is used to evaluate a company’s competitive position, which is then used for strategic planning. SWOT analysis is used to identify the internal and external factors, as well as current and future potentials for any business (Kenton,W.2021). 

SWOT analysis is ‘a simple but powerful tool for sizing up an organisations resources capabilities and deficiencies and it’s market opportunities and the external threats to the future ‘,(Thompson et al, 2007). SWOT is a analytical tool used by businesses for strategic planning (Maund,A.2019).
A SWOT analysis has been completed for analysis of Bupa Dental Care (Appendix 1).
The SWOT Analysis completed for Bupa shows that it has a lot of strengths due to it being a large corporate dental organisations and resources are available to keep it open and offer private treatment and market this well. The leadership is also seen as one of the strengths as they have communicated the changes to the workforce to keep them informed. Training was also provided to help people adapt to change.

One of the weaknesses that has been identified after completing the SWOT analysis is that due to a high number of dental nurses leaving the career after COVID-19 the organisation is struggling with recruitment of qualified dental nurses. However, it has been identified that Bupa dental care are not the only organisation that are struggling in this field but there is a shortage worldwide. To bridge this gap in recruitment Bupa will need to recruit trainee dental nurses and train them to gain dental nursing qualification. This will take time and effort from other Nurses and is not an easy process. In the meantime, Bupa will have to also spend on hiring locum nurses which are very expensive. The other weakness is that some employees will resist change as they are used to working in a certain way and now the big changes in Policies such as cross infection will have an impact on them. Having to wear enhanced level of PPE and fit testing for an AGP masks has also been difficult for dental care professionals.
There are also threats involved in every organisation. One of the threats is low stock levels due to BREXIT. If Bupa cannot provide dental care professionals with the enhanced PPE, then they cannot perform AGP procedures as per cross infection guidelines. This would mean having to cancel patients.
Bupa need to look at their threats and convert them to opportunities. Bupa uses social media platforms to promote treatments and offers which is an advantage. Social media is becoming a popular platform for marketing.

2.2 PESTLE Analysis

PESTLE analysis is a framework that analyses the key factors such as Political, Economic, Social, Technological, Legal and Environmental (CIPD,2020). This shows PESTLE analysis refers to the external factors that impacts a business or organisation. This framework looks at the Political, Economical, Social and Technological, Legal and Environmental factors which influence the business environment.

Advantages of PESTLE analysis-

· It’s a simple framework

· It facilitates an understanding of the wider business environment.

· It can be used to identify organisations to anticipate future business threats and to take action to avoid or minimise their impact.

· It can also enable an organisation to spot business opportunities and exploit them fully.

Disadvantages-

· It’s easy to use insufficient data

· The data used may be based on assumptions that later prove to unfounded

· The pace of change makes it increasingly difficult to anticipate developments that may affect an organisation in the future

· For the analysis to be effective the process needs to be repeated on a regular basis

A PESTLE analysis has been conducted for Bupa Dental Care and identifies the impact of COVID-19 had on Bupa Dental Care and on their stakeholders (Appendix 2).
POLITICAL-
Brexit had an impact on dentistry. The EU legislative arrangements in place for movements of goods, people and services no longer apply to the UK. The support systems also ceased. 

Areas where Brexit impacts dentistry : 

•
The movement of dentists and dental care professionals and this includes the processes for recognition of their qualifications.

•
The import and export of dental equipment and materials, the supply of medicines

•
Health and safety legislations

•
Data protection regulations

•
Research and development

After BREXIT, we had the pandemic COVID-19 which also impacted dentistry from March 2020. The UK government suspended face to face contact in all dental practices.  

Government also changed the Standard of Operating Procedures (SOP) in a dental practice after COVID-19. Due to COVID-19, the dental practice made a lot of changes to the processes that were in place.  The patient flow is also reduced. This affected the NHS dental contracts and targets are not being met. The Government used COVID-19 as a barrier for NHS targets not being met and has given NHS dental practices additional targets to meet to get their funding. The Government wants to show they are reducing the number of patients without a dentist in Wales and asking practices with NHS dental contracts to register240 new patients a year. This puts pressure on the NHS dental practices as they are behind with their regular patients and are being asked to prioritise patients without a dentist. 

The Government rolled out vaccination for people around the world to protect them from COVID-19. The initial role out of vaccine was for key workers which included the dental sector. The vaccine was not made mandatory for key workers and there are a minority of workforce that declined the vaccine as they had their own views on it as not being necessary.

ECONOMICAL- 
Due to COVID-19 the stakeholders and dental practices suffered positive and negative influence financially. Due to lockdown dental treatment was only carried on patients with urgent care. This meant even patients that had money and wanted to have cosmetic treatment they were not allowed to have this done. Treatment was delayed. When practices re-opened, they still prioritised for urgent care. Dental suppliers were affected as the dental practice did to order as much stock as normal as they were not doing business as usual. Practice owners had to invest in air purifiers to be able to open practices and perform AGP procedures. Some patients struggled financially but others had more money to spend on having their teeth done as they were not allowed to travel abroad. A lot of people lost their jobs as businesses closed and did not return to office. Unemployment rates was high. A lot of dental nurses left nursing as it became very overwhelming to new changes in dentistry. Dental practices had to order a large number of enhanced level of PPE to protect staff and patients from COVID-19.
 Hiscott, G (2021) did a study on how COVID-19 has changed the lives and attitudes of dental care professionals. The past 12 months has been very challenging for UK dentistry. Dental practices have gained the interest in developing private treatment and increasing private revenue.

70% of dental practices anticipate doing more private and cosmetic work. 46% of practices are actively trying to grow their businesses by increasing private revenue. 56% of practices in the UK are planning on spending on capital equipment (Hiscott,G.2021). Dental practices are investing in intra-oral scanners and digital x-rays. Dentistry is moving towards more Private and cosmetic treatment. There will be limited treatment available on the NHS. Patients are spending on Invisalign which is clear aligners that can straighten teeth fast and effortlessly. Bupa started charging private patients for enhanced PPE that was required for their treatment. They saw this as a business opportunity.
Dingle (2021) conducted a survey to identify the impact of COVID-19 on dental nursing. 32% reported difficulty in paying their annual retention fee and 65% have considered leaving dentistry. 1006 dental nurses completed the questionnaire Oct 2020. 888 respondents work in a dental practice which is 65% NHS and 35% Private. This is like Bupa. 7% of respondents were deployed, whilst 48% reported as being furloughed. 49% report COVID-19 had a negative impact on their personal finances and 32% report financial difficulty in paying their GDC registration. 65% of dental nurses also considered leaving dentistry all together due to stress and financial factors of having to pay GDC. 
SOCIAL-
 Social media is used widely in dentistry. Social media covers websites and other online applications such as YouTube, Instagram, Facebook, Twitter, Linkedin. People use social media to network, education, marketing, and recruitment. Bretton (2017) identified good and bad of using social media platforms. Dentistry is known for being a lonely job. Dentistry is also recognised as a stressful job and known for high suicide rates. Social media is good way for people to network and share experiences which is critical for mental wellbeing. Particularly with COVID-19 social media enabled people to engage with people going through the same circumstances as them which helped mentally. 

Covid-19 affected the health and safety of workers and employees and new policies and procedures had to be implemented to protect everyone. Lockdown and social distancing affected everyone. People were only allowed to meet in bubbles. A lot of workers and students were homebound. The lives of people were changed, and everyone had to wear face masks when they went out and even when they attended for a dental appointment, use hand sanitisers, and maintain a social distance from others. It was a big change in peoples lives. This left people feeling anxious, fear of future, uncertainty.
TECHNOLOGICAL-
More digital technology was put in place to make dental environments safe. Practice owners had to buy Air purifiers for every surgery to protect from AGP procedures. Video calls was introduced for patients for remote advice to prevent patient from travelling unnecessarily. 
Recent innovation in dentistry is the intra oral scanner which can give the patient an instant view of how their teeth can move with Invisalign braces. They have become every popular and dental practices are investing in these. There have also been many other technological changes in dentistry. The pandemic also accelerated towards online learning. Dental care professionals complete CPDs in their own time using the Internet. Webinars also provided for dental care professionals to keep them informed of changes happening in dentistry. Dental practices have website and social media platforms to engage with their patients. This is another digital innovation that is used widely to connect with people inside and outside of UK. There has also been innovation such as remote forms being used for patient registration and complete medical history digitally, which makes things paper less.

LEGAL- 
Employment and government guidelines are followed. The Welsh Government published Standard Operating Procedures (SOP) for the management of non-covid patients in Wales. The HTM01-05 policy was also updated to ensure practices are complying with cross infection policy. 
ENVIRONMENTAL-
Dental practices marked social distancing signs around the practice and had reduced patient flow after practices were allowed to open. Patients had to wait longer for a dental appointment.
Dentistry is facing challenges around decontamination, waste disposal and the use of single-use plastics. NHS dental services emissions make up 3% of the overall carbon footprint of the NHS (British Dental Association (BDA), 2021). Due to COVID-19 there has been an increase in clinical waste due to the enhanced level of PPE. Organisations have increased waste collection which is costing the practice extra. British Dental Association are working with national and international partners to ensure there is gradual reduction in the use of dental amalgam, allowing for the feasibility for the UK dentistry.
4.0 Stakeholder Analysis
Stakeholders have influence on the interest of change management and by identifying their level of importance, it helps to involve and communicate with them when managing and implementing change.
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The stakeholders for Bupa Dental Care are-

· Customers- Customers need to be kept satisfied when managing change to prevent litigation and prevent losing them. As customers keep us in business it is important to make sure they are happy with their experience with Bupa. Customers also need to be managed closely and kept informed with the updates about Bupa. This was done using social media platforms, Facebook, and Bupa Website.
· Suppliers- Suppliers had the least interest and power, they had to be monitored.
· Workforce-receptionist/dental nurses/dentists/hygienists- had to keep the workforce satisfied and informed of all communication and changes that was coming into force. Some employees had to be managed closely to ensure changes are being implemented by following guidelines. Also, as the changes was quite overwhelming, and people was afraid of uncertainty of future it was important to check on their wellbeing closely.
· GDC (Governing Body for dental care professionals)- GDC was only there to monitor.
· Local Health Board (Government, advice we must follow)-we had to keep LHB satisfied otherwise they would close the practice down if guidelines are not being followed.
· Bupa CEO- they had to be kept informed and kept satisfied of all changes to ensure practice was not suffering financially.
· HR- change to policies and procedures were put in place by HR.
4.1 Taking Stakeholders through Change

‘Change management matters not because change is taking place at an accelerated pace but there is evidence that suggest change initiatives often fail’,(CIPD,2021). This means that not all change is successful. Organisation that fails to introduce effective change can have high impact meaning they lose market position, loss of stakeholder credibility , loss of employees, and reduction in employee motivation and engagement. This means to implement any form of change organisations need to make sure they are communicating effective with their employees, stakeholders.
Bupa must make changes in the way the dental practice was run due to government guidelines. Bupa also went down the commercial route to generate income via private revenue after identifying the competitors were doing this.
Lockdown and COVID-19 also had implications on people’s mental health whether this was patients or staff. Social isolation and not being able to attend for appointments and some patients being too afraid to attend for dental appointments led to anxiety and depression.

Bupa recognised the impact COVID-19 is having on dental teams and provided support and wellbeing for mental health. Free confidential service was provided.

The following mental health and wellbeing resources was made available to staff:

•
NHS Employers – HHPWales.nhs.wales

•
The World Health Organisation published who Mental Health Considerations

•
MIND UK and Every Mind Matters also published specific resources in the context of COVID-19

From the student’s experience of adapting to the changes in dentistry with COVID-19, she found it was very overwhelming.

Organisational Culture
4.2 Managing Emotions of Stakeholders

Ortony,A (1990) argued that our emotions come from our psychological state which includes our thoughts and feelings. Peter Salovey & John Mayer (1990) stated that our emotions are organised responses and can come from experiences. This shows that our past experiences can impact our emotions in the present. If we had bad experience of change in the past the emotions of feeling fear and resistance can influence the present change.
It has been an extremely difficult time to manage own emotions and others with COVID-19. As a leader I was overwhelmed with the changes in dentistry and implementing the changes. I also had to manage emotions of others and support them through resistance. Although I had high emotional intelligence and was able to recognise those struggling emotionally it was still difficult to drive away their fear of future. But I was there to listen to them and to communicate to them effectively and promptly every update from Bupa and Government guidelines. Employees experienced a lot of emotions from fear of future, uncertainty, to frustration and anger. Deming (2012) and Patrick Lencioni (2002) both talk about driving away fear as it had negative influence on performance and change. This was witnessed by the student during implementing changes during COVID-19. A lot of dental nurses left the career as it became extremely stressful. 

It wasn’t only the emotions of workforce that had to be managed by leaders. There were also patients feeling anxious of attending for their appointment. Some patients were angry that they could not have a routine appointment. Even the dentist were ‘fighting the fear of litigation’,(Mawjee,M.2021.pp19). Due to lack of availabilities for treatment and having to phase treatment.
5.0 Kubler Ross Change
This model was developed by Elisabeth Kubler-Ross. The 5-stage model can be used to understand how we cope with grief, and any dramatic situation that can completely change our lives.

The Kubler-Ross change curve can enable us to understand how our emotions, performance, and productivity are affected by implantation of a major change.
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Bupa Dental Care provided training for employees when the process of change began. The Kubler-Ross change curve was used to help workforce adapt to change and move towards the success of change.

When we were told by Bupa, we had to follow the government guidelines and the Standard Operating Procedure for the dental practice was updated it was a shock for all dental care professionals. There were rumours about how things will be different in dentistry after COVID-19. DCPs went through a shock and denial phase. The government guidelines had to be in place before the dental practice could re-open again, so it was very important that advice was followed. Bupa communicated the changes and helped implement these in the practices. Bupa provided the practices with the resources, and it was down to the practice manager and their team to ensure safety measures are put in place and all staff are trained to work with the new processes and procedures. Different workforce reacted differently in adapting to change. The changes were fast. This led to some employees being frustrated and caused stress. Some employees were better at adapting to change than others. We also had some going off with work related stress.  Some employees were motivated and helped with implementing change. When the practice was allowed to open the initial few weeks was difficult and more like trial and error which is normal when implementing big changes. Bupa was sharing and knowledge with other dental practices to see how they were doing things as it wasn’t just Bupa affected by the change, but it was the whole industry. After 1 year of new changes being put in place the workforce is feeling more positive and now sharing ideas to be more innovative to increase private revenue. Some even leaving NHS dentistry as they cannot see a good future with all the changes government are bringing in.
5.1 Leadership and Its Impact on Change 

Jim Riley (2014), argues ‘strategic leadership is vital if a business is to achieve strategic change’. This means a leaders role is to create a clear vision by telling people why we need to change, the benefits and forces for change and explaining the implications of change.
Kotter (1990) argues that leadership is about change and organisations need to create a vision of where they want to be, to be able to effectively lead and create a positive culture. This means a leader needs to set direction for employees and create a positive environment that can influence the way they work and perform, which betters organisational performance and productivity and meets business objectives. A leader also needs to communicate the change effectively with employees and to support them to adapt to change. Demings (2012) argued that’ A leader’s job is to help people and to know when people need special help. He is not a leader unless he knows.’’ This links with Daniel Goleman’s notion of emotional intelligence (EI) where he argued that EI is a key skill for leadership and to become an effective leader you must have self-awareness and awareness of others. This was very important specially understanding how employees are feeling during the pandemic and how they are coping with the changes in dentistry as it was very overwhelming even for leaders.
Hurley (2021) argued that leadership in the dental profession remains largely male dominant which shows women are still facing variety of challenges in leadership journey due to prejudice, societal norms, and cultural conventions, as much as psychological drivers and resistance to change. This also indicates that women are still seen as they resist change. Hurley also states emotional intelligence and lived experiences can influence leadership. This shares similar views to Daniel Goleman (1995), where he states emotional intelligence (EI) is an important trait for a good leader as it allows them to be self-aware and aware of others. 

Daniel Goleman (1995) stated that emotional intelligence is not only how we handle our emotions but also how we handle our relationships. Deszca et al (2019) argued how people react to change are influenced by their perceptions of the change leader. This suggest that positive relationship will have positive impact on change. Negative relationship between a leader and workforce can have negative impact as they are more likely to resist change. This ties with Rick Maurer (2010) in which he states one of the reason people resist change is because ‘I don’t like you’. If they dislike the leader, they will resist change.
5.2 Organisational Culture
COMMUNICATION
COMMUNICATION SHAPIRO MODEL
Bupa is a hierarchical organisation and most communication delayed as it goes through stages before it is communicated to practice level. During lockdown the Practice managers found this phase very overwhelming and uncertainty. Implementing change was difficult due to the delay in communication from senior managers.
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