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1. EXECUTIVE SUMMARY
In March 2020, Charles Morgan Law was severely affected by the Covid-19 pandemic, as result of the UK wide lockdowns. There was an immediate need to review and implement changes of remote working to survive the pandemic. This report considers the change process and the implementation of remote working across the organisation.

The organisation reviewed the changes needed to implement remote working and analysis of the change process was considered in line with change frameworks, McKinsey 7s, and Lewin Three Step models. Kotter 8 step model was considered to some extent as well. The stakeholders were identified and mapped on a Stakeholder grid. The organisation conducted a Lewin Force Field Analysis of the driving and restraining forces for the change. The force field analysis was in favour of the change.

The company implemented the changes successfully without a loss of productivity and whilst making profits in the face of the pandemic. Upon reviewing the changes, it opted for further changes to introduce flexible/hybrid working whilst reducing office space. It should focus and build upon this to optimise hybrid working.

2. INTRODUCTION
Charles Morgan Law Ltd (trading as Charles Morgan lawyers) is a private limited company incorporated in England and Wales and is not listed on the London Stock exchange.  In this report the company shall be referred to as the Organisation 
The Organisation operates as law firm providing legal services to the general public. The Directors/ owners and principal managers are Barristers. There are shareholders of the company. As the company provides legal activities reserved to lawyers it is regulated by the Bar Standards Board (A front line regulator for legal services)

The company’s principal activities are Civil litigation, Court advocacy along with other legal services. In March 2020, the operations consisted of three offices: Birmingham (City), Nottingham (City) and Nottingham (Forest Fields). The main office of the business is the Birmingham City office
Prior to the Covid-19 pandemic in March 2020, the Organisation consisted of Barristers, Solicitors, Paralegals along with administration staff located at the 3 offices. The staff were office based and were providing the services in the traditional face to face manner.
This report will examine the Organisation’s change from traditional office based working to remote working at all offices and review the change process compared to traditional change models.
      3. CHANGES DUE TO COVID-19 PANDEMIC
a) The need for change
In March 2020, the organisation needed to change from office-based working to remote working. This was due to the current emergency throughout the UK (and worldwide).
Specifically, the staff needed to be able to work from home whilst logged into the office email and the case management systems. This was a drastic change as the staff and managers would normally commute to the offices in Birmingham or Nottingham. It would affect how the organisation met with clients and delivered legal services.
a) What changes were deemed necessary
What needing changing was mainly computer/IT based. More specifically, the following changes needed to take place:
1. Switch the case management system and email server from local to cloud based
2. Enable the email server system to be accessible remotely
3. Upgrade the computers or change to laptops where necessary
4. Move from paper documents to electronic documents
5. Outsource and centralise the telephone answering service
6. Centralise the mail address to receive incoming post
7. Provide training to the managers and staff in the new system and processes

b) Review of the organisation current practices
The directors and managers of the organisation conducted a review of the current practices. For over 13 years, the focus had been on office-based working and delivery of face-to-face services. The normal practice was for the directors/managers/staff to work from the office. There was little need for remote working. It was however possible to restructure the working practice to cater for remote working. The organisation had contingencies for business continuity and disaster recovery. The Covid-19 pandemic was not a scenario that had been anticipated. For business continuity, there had been a slow transition over several years for a switch to cloud-based systems.  This was for the benefit of the lawyers to enable remote access to the systems whilst at Court. Further, in 2019, the Birmingham offices had been procured to expand the business and at that time the systems had been partially changed to accommodate the lawyers and managers. The email systems were already using Office 365 which was cloud based and were able to remote connect to email. The Case management system had been changed to cloud based (Actionstep) to enable the lawyers to remote work from any of the office locations. Therefore, when the Covid-lockdowns were instigated, the organisation was ready to deal with this emergency and the staff were able to immediately remote work quite painlessly. The main change that was deemed necessary was to upgrade the case management system to one that could enable integration with emails and letter production. In July 2020, the organisation opted for Leap legal which was a fully integrated system
c) Implementation
In implementing the change, it was difficult for the organisation to specify an end point in advance. Change to remote work was a wide goal and it was necessary to develop an implementation plan on the basis of broadly defined goals and a general direction for change.
As the extent and duration of the disruption due to Covid-19 was unknown, there was an open-ended approach to planning and implementation. The changes were implemented in incremental steps and were subject to review on an ongoing basis. The first changes were made to upgrade the systems which were then deployed across the organisation. Upon deployment the staff were provided training remotely by Leap.

d) [bookmark: _Hlk108028098]Response to change & resistance
[bookmark: _Hlk108028163]The changes were generally well received and there was virtually no resistance or complaints by any lawyers or staff. There was no overt resistance to the remote working at the outset. After 12 months, the staff started complaining as remote working became a routine and boredom set in. There were expressions of dissatisfaction as the staff felt they were disconnected from colleagues. It was unclear whether this was the feeling of “cabin fever” due to the Covid-19 lockdowns or specifically the remote working. At that time most of the UK shops, restaurants, and bars were subject to closures or restrictions throughout the pandemic. It was not possible to ascertain whether these external factors of Covid 19 were causing staff dissatisfaction or remote working. In order to ease the discomfort, some of the lawyers and administration staff were allowed to work from the office intermittently as long as government rules were maintained and if required for ongoing Court proceedings. 
f) Measuring the changes and success
In order to ascertain if remote working was successful, it was primarily measured on an observational basis. In the early stages, it was based upon staff attendance (or lack thereof) and performance based upon billing targets. It was not really possible to assess financial performance of the organisation as profits were expected to have decreased due to the pandemic. In accounting year 2020/2021 the organisation still made a profit where other companies were making substantial losses. When the 2021/2022 accounts are due, the financial element could be measured further.











4. Stakeholders of the Organisation
a) Stakeholder Map
The Stakeholder analysis can be seen in the table below:
[image: Diagram
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b) Analysis of the Stakeholder Map
The Stakeholders of an organisation are any individuals or groups having a vested interest in the organisation’s functioning and objectives. (Cummings & Worley, 2015:791). In order to determine the stakeholders, it is necessary to consider their power and interest. Stakeholder power is their ability to influence, and interest is their willingness to influence the organisation. There can be internal (Directors, managers, and employees) and external stakeholders (clients, suppliers, bank manager) The organisation is not a large organisation so there is not a huge number of stakeholders. The main stakeholders are marked on the power/interest grid (map) above.
The Stakeholders at the top left of the grid are high power/low interest. The organisation would “Meet their needs and engage & consult on the changes. These have been identified as the company shareholders, qualified lawyers (such as solicitors/Barristers) who are in charge of a specific field. For example, the solicitor responsible for Civil litigation.
Those with the high power and high interest are the "Key player” who are the key players and the most focus is on this group. They are the Directors, Head of Legal, Head of Finance along with the compliance mangers. This group will be involved in governance and decision making. For the “Show consideration” stakeholders, the organisation will keep informed and consult where necessary. These stakeholders are the bank manager and the organisation’s government regulator, The Bar Standards Board as they would be interested in the changes but have little say within. The “Least important” stakeholders require minimum effort, and these just need to kept informed through general communications. These would be the junior employees such as admin/secretarial staff, clients and suppliers of the organisation.






5.  ANALYSIS OF CHANGES WITH ESTABLISHED CHANGE FRAMEWORKS
5.1 McKinsey 7s Model
[image: Diagram
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Source: Hayes, J. (2022): The Theory and Practice of Change Management
McKinsey’s 7S Organisational framework is a useful way of assessing the current infrastructure of the organisation and what is needed to become in the future to maintain or sustained effective performance. The 7S categories can be seen in the illustration above.
At the outset Covid-19 was a “big-bang disruptions” and the organisation needed to focus on identifying the most pressing threats to its ability to operate effectively during the pandemic. This was the ability to work remotely and avoid the need to expose the staff (and clients) to the virus.
Using the McKinsey 7s model, the organisation focused on short term survival (rather than mid-to long-term improvement). However there needed to be some form of review and long-term strategy as it was unknown how long Covid-19 would remain and cause disruption to business.
Strategy, Structure and Systems were the tangible categories and the ones that the organisation concentrated on. The immediate response to the pandemic was to upgrade the systems and to restructure the method of staff working.
In this model, the 7S categories are elaborated below: 
Staff–	personnel of the company, how well they are trained and prepared. 
Skills–distinctive capabilities, knowledge and experience of key people. 
Systems–processes, IT systems, HR systems. 
Style–management style, culture and how this influences performance, productivity, and corporate culture
Shared Values–guiding principles that make the organization what it is. 
Strategy–organizational goals and plan, use of resources. 
Structure–the organisation chart, roles, responsibilities and accountabilities.
At the time, the organisation did not utilise the model to its full potential. In the ideal situation, it would have used the 7Ss to firstly diagnose the current state of the organisation; secondly to articulate the desired future state; and thirdly to start the process of working programmes of change
The advantages of the 7s model are that it is established and long standing with numerous organisations adopting the model. It enables different parts of the company to act coherently and the effective tracking of changes.
The disadvantages are that it is considered a long term model relies on internal factors and processes. It is less useful where external factors influence the organisation such as Covid-19.


5.2 Kurt Lewin (1951)
a) Lewin Three-Step model
The Lewin change model looks at the overall process of making changes and proposed that organisational changes have three steps. The first step involves unfreezing the current practice and unleashes some energy for change. The second is moving to a new state through participation and involvement. The third focuses on refreezing and stabilising the new practice.






  

The Lewin Three Step Model is illustrated below:
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Source: Lewin 1951
Lewin stated that it is the tendency of an organization to maintain its equilibrium via resisting forces in response to disrupting changes. This means that any organisation has a natural tendency to adjust itself back to its original quasi-stationary state. 
For the change to remote working, the organisation followed the Lewin model. As part of the unfreezing process, it took positive action to change the status quo. New processes were derived, and the IT systems upgraded to allow transition to the move state.
The next part of the process was to consider the driving and restraining forces, The forces driving the change were Covid-19 and to stop the risk of spreading this around, health and safety of staff and clients (and other members of the public). The financial factors were reduced costs of minimising the office space. As the staff would be remote working this would lessen the need for 3 offices and the organisation could opt not to renew the leases. 
One of the major restraining forces against the change was the cost associated with upgrading the IT systems, changing the computer hardware to laptops (there were only desktops used in the office). A further force was the retraining of staff in the new systems
Other than the financial reasons against the change, the other major force was the difficulty for managers to supervise the staff remotely. It would no longer be possible to “see” if staff were working.
There was a risk that remote working would not be successful if the staff could not change their habits. The normal working practice was to leave home and go to a physical office. In addition, remote working could instil a fear that that a staff member would become redundant if they felt disconnected from the organisation and perceived to be non-productive.
b) Lewin Force Field Analysis – Charles Morgan Law
[image: Diagram
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From the model above the force field analysis can be seen and each force was allocated a number value. The stronger the perceived force, the higher the number. Whichever force had the highest total value would be the deciding factor for whether the change could occur or not.
In this instance, the total value for driving forces was 18 against a value of 15 for the restraining forces. Therefore, the forces were for the change.
Lewin argued that a new state of equilibrium has to be intentionally moved towards, and then strongly established, so that a change will ‘stick’. In order for the change to be successful, the managers would have to work with the staff, move to the desired new state and reinforce that new state.
The refreeze element is the post-implementation review. It could be argued that the whilst the organisation may have reached a new state with remote working, it will need go through the same process in order to implement flexible/ hybrid working. 

5.3. Kotter 8 Steps Model (2012)

Dr John Kotter cultivated the 8 steps to Leading Change. He recommends “eight accelerators” which are fundamental processes that enable the organisation to lead change
I. Create a sense of urgency around a single big opportunity.

II. Build and maintain a guiding coalition.

III. Formulate a strategic vision and develop change initiatives designed to capitalize on the strategic opportunity. 

IV. Communicate the vision and the strategy to create buy-in and to attract a growing volunteer army.

V. Accelerate movement towards the vision and the opportunity by ensuring that the network removes barriers. 

VI. Celebrate visible, significant short-term wins.

VII. Never let up. Keep learning from experience. Don’t declare victory too soon. 

VIII. Institutionalize strategic changes in the culture. 
“No strategic initiative is complete until it has been absorbed into the day-to-day culture and process of the organisation” Kotter (2012)

Although the Kotter 8 step model has been considered in this report, it was not utilised by the organisation to any extent.  The model would have been advantageous for implementing long-lasting change because it focuses heavily on the individuals going through the change. rather than solely focusing on the project itself. As a result, it leads to better engagement from the employees, which greatly increases the chances of success. 

The model also places emphasis on preparing for change. It is designed to help organisations create the right environment to effect change and develop the support they need from employees to make the process successful.

In the case of the organisation, the employees were already highly motivated to implement remote working due to the risk of catching Covid-19 and there was a high level of engagement from them.

6. CONCLUSION

[bookmark: _Hlk100327048]From the outset there was a huge impact of COVID-19 on the staff which resulted in an urgent and immediate need to change the organisation’s working practice to remote working. It was not possible to determine how extensively and the duration that remote work might be needed to persist during and after the pandemic. 

The change to remote work had to be implemented without a loss of productivity and needed a large change in the geography of work, as other individuals and companies in the legal sector shifted to remote working as the new norm.

The organisation managed to successfully implement the change to remote working with a minimal loss to productivity.  Remote working does not appear to have adversely affected the profits of the company. However, this needs to be considered further in the upcoming years when the true extent of Covid-19 is known.

The implementation of remote working across the organisation has established that it was possible to work 100 percent remotely. However, the long-term effects of remote working did affect the moral of the staff and there was a need to change the process further.

Across the legal sector in the UK, the larger firms such as Slater & Gordon along with the Courts have implemented remote working on a permanent basis. The sector is moving to towards remote working at offices and some firms have implemented a hybrid system where the workers are allowed to work from home between three and five days a week.

Some companies have already downsized their office requirements and switched to flexible workspaces after positive experiences with remote work during the pandemic. The aim is to reduce the overall space they need and bring fewer workers into offices each day.

There are some negative aspects to remote working, and it was found that some work, that technically can be done remotely, is best done in person (McKinsey 2020). Work such as critical business meetings and training of new employees are examples of activities that may lose some effectiveness when done remotely.

In any event, remote working largely seems to have been implemented successfully and the previous year’s financial performance resulted in some profit despite the effects of the Covid-19 pandemic.
As a result, the organisation has conducted a review and made a decision to implement further changes to downsize the current office space to one central office in September 2022. This would allow flexible hybrid working and reduce the office costs. The aim being to improve staff morale and productivity whilst retaining the benefits of remote working.

7. RECOMMENDATIONS
The company should build upon its current strategy of remote working and should focus and build upon this to see what further changes could be made to improve the staff welfare and morale. It should commence and trial hybrid working at the main central office to see if this can be successfully implemented without loss of productivity and ideally to increase profits. The organisation needs to ascertain what is the optimum hybrid working environment. Based upon the McKinsey 2020 findings, the recommendation is to conduct a trial of 3 days working at the office with 2 days remote working. If it is successful with no adverse effects on productivity, or profits then it should be implemented long term.
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