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EXECUTIVE SUMMARY

This report is for the purpose of critically analysing the relationship between organisational capability and environmental change.  The report will also analyse what induces change? Within an organisation, and evaluate the complex conceptions that relate to leadership in relation to change management.   The aim is to explore present-day issues and their impact on business management, as a whole. It will assess and evaluate the affiliation between organisational culture and change. 
 For the purpose of this assignment, the report will analyse the connection with the organisation and the environment using Pestle Analysis and Porters five forces to generate an understanding of the importance of being prepared for the unexpected issues and the obvious ones.
The report will focus on the case study of ExCel London, and the issues the company face within the customer services department.  To ascertain the reason why the change was needed and who was going to implement it.  The findings will be presented to the Board of Directors.  The report will use primary and secondary data for this purpose.
As the student of this report, one will centre on Excel’s organisational history and the external environmental impact. Develop a model for change and evaluate.  




INTRODUCTION

Environmental change can have a drastic impact on an organisation if it is not managed, by recognising the capabilities that the company has, in response to these adverse effects.  Being aware of the nature of the change is critical, as there is the possibility that in some instances change can be unplanned, and or unwelcome, what will be the challenges for the workforce. The politics of change may be internal or external or at times both of these factors.  
To discuss these issues the report will look at The Pestle Analysis and Porters Five Forces, using ExCel London, as the case study.  Firstly, what is Pestle Analysis and in what ways does it support a business.  Porters Five Forces, how will the organisation use this management tool?
Conflict resolutions can have legal or personal connotations.  According to (Burton & Dukes, 1990)  To comprehend what  Conflict Resolution means, it is appropriate to know what conflict is all about. There are many definitions that exist on the subject matter of conflict, nevertheless, conflict is generally expressed as an open confrontation amid two contrasting individuals or groups.  Organisational change and culture, what is the connection, how does the business benefit and how imperative is it? With reference to organisational success. 
The report will discuss organisational change and structure, can change be made and implemented without enforcing structure. The relevant models and theories that are linked to organisational change.  The role of managers in an organisation how do they deal with being an agent of change.
The case study will focus on how ExCel London centre manages the customer service department.  What were the issues that lead to employing new staff? The report will address the issues of the new manager, to establish the barriers that the new manager faced and the strategy used to motivate the staff to accept the changes and an alternative form of leadership.  What was the model best suited for the organisation to progress?  
(Miller, et al., 2017) ExCel London is an intense multi-purpose session suite with excellent registration and reception areas of 2500 representatives. It is also home to  London’s largest banqueting hall for 300 guests and home to the largest in UK’s auditorium of up to 5000 people. The International Convention Centre (ICC) has fully allotted meeting rooms that flawlessly combine with ExCel London’s current exhibition and meeting space which includes self-contained conference facilities and luxurious event halls specific for large-scale events.  
Hard and Soft Models of change, according to (Zwart, 2011) These two thought-provoking examples of models of change which are vital to ponder on, when reviewing an organisation. 
The report will look at evaluating change how this is done, what are the methods and tools used to do this. 




ExCel LONDON – CUSTOMER SERVICES DEPARTMENT

According to our primary data research, it was found that many events and meetings from different parts of the world have taken place at ExCel London. One of the most popular exhibitors is the boat show, it exhibited there in 2004 and since then, it takes place annually. The Olympics started there in 2005 and even the power Olympics 2012 took place at Excel London. 
As reported by  Rebecca Claydon, manager of the customer services department, she also relayed that there are church events that take place every year at ExCel. As an active part of the community, ExCel provides free space and a Christmas dinner for the homeless on an annual basis. 
ExCel London devised information desks for exhibitors and visitors who required help and assistance when there are event days.  The help desk team were self-sufficient and therefore managed themselves and the duty rota.  Middle management recognised there was a need for change as the customer services department should be working closely with the help desk team to become a more efficient unit.  Primarily, investigating what environmental issues ExCel could face the need to be addressed., helps with organisational decisions.
ENVIRONMENTAL CHANGE AND ORGANISATIONAL CAPABILITY

(Cummings & Worley, 2013) state, for organisations, to exist in this period, can be tremendously testing.  Businesses are faced with the global market, in which intense competition, political,  economic, in addition, cultural settings are varied and can alter unpredictably.  Types of competitive advantage for example product, technical or superiority in resources can erode quickly as can a  company’s store of humanoid knowledge and wealth.
With the focus being on ExCel London, the customer services manager view was that companies need to constantly change and conduct 360 reviews of its team, customers and stakeholders to ensure that everything is aligned.  If change is needed, a company as a whole and individually need to be open and willing to make these adaptations for an ever-changing environment.  These changes can be subtle and may cause a few mopes and groans at the frontline level but this is far better and easier to manage than if change is ignored and specialists are brought in to turn the company around.  This can result in losing staff as they are unmotivated which then causes insecure and disgruntled and teams -  this is a nightmare to manage and can be quite unpredictable.  
(Gratton, 2011) argues that an interesting fact in the economies of the US and Germany which has transformed themselves by computers, by technology which means this arrangement is in place to substitute,  their workforce in simple and routine jobs.  Conversely when responsibilities are more multifaceted and need problem solving or innovation there is no substitution.  in its place technological tools complement the experience and skills of the employees.  Gratton goes on to say, in order to endure companies have to change continuously and dramatically to make improvements and omit costs from the business, in addition, remain observant for the next fusion or achievement.  In order to do your utmost to incorporate innovation and invigorate their specific market. 
LEADERSHIP IN RELATION TO CHANGE

(Maund, 2018, p. 370) in this book, as part of a study programme Clegg, Kornberger and Pitsis say that managing culture in the organisation can at times be presented as a simple task.  It has not been the case, the reason being that in an organisation there is not just a particular culture and secondly whatever cultures there are, are not simply agreeable to being managed.  This brief outline suggests that culture encompasses habitual actions, customs, values and the way one acts.  Commonly referred to as the norms, by which individuals classify themselves and other people. 
(Kotter, 1996) The problem of change is that it is happening at an alarming rate and there are no signs of it slowing down.  The ways and means used by managers to alter their business into robust opponents, for example, re-engineering, restructuring, cultural change and reversals regularly fall short Kotter remarks for the reason that they are incapable of altering behaviour. 
Key modification efforts have assisted a few organisations significantly adjust to ever-changing situations and have enhanced the standard of the competition.  This has put them in line for an improved future.  In numerous circumstances, the enhancements have been inadequate the devastation abysmal, with resources being lost frustrated or scared employees.  Some of the mistakes made are: employees becoming complacent, underrating the influence of vision, failure to communicate the vision.  
As outlined above ExCel London’s manager's view is,  change was made easier when the manager was part of the team that changed its culture both organisationally but industrywide.  The direct line management, all the way up to the CEO was genuinely behind the customer services and help desk amalgamating  The directors were all behind this change and the stakeholders/customers recognised the need for change. 
THE RECOGNISED NEED FOR CHANGE AT ExCeL LONDON

1. From the customer service point of view,  clients and customers want and needs for better customer knowledge transfer when seeking information and empathy, from staff. Customer services staff need in-house training to reduce the use of temporary staff and increase staff revenue.
2. Security strategy is another change highlighted  
3. Close down days, utilising staff more readily when there were not any events booked, in the customer services department. 
4. Marketing team and Operations team, the need to work together to keep the brand uniformed, between departments and deliver the same service.    
You will never have everyone on board,  but when there is this much commitment from the senior management, the change will succeed.  ExCeL - the CEO that departed suddenly wanted this change and the Stakeholders saw the need for change.  He did not have the genuine buy-in from the directors -in particular the COO and his Operations Director - my direct line of management.  This meant that whilst this was recognised as the manager of the customer services department, being micro-managed had its restrictions. And all the suggestions and ideas for change being ignored.  The top line managers only required the customer services manager to bring the team in line.  This seemed like an impossible task as the culture was built on distrust, lies, corruption and immediate dismissals.  
The organisation had to change its culture alongside the manager and working with the team - this did not happen as instead receiving support from line manager.  It was taking as an opportunity to undo the new implementations when the new manager took leave. Chairing team meetings, which were implemented as a direct form of communication to keep staff up to date.  This undermined the position and indirectly communicated that the new manager did not know what they were doing.  

PESTLE ANALYSIS


Pestle Analysis is a tool used to analyse and recognise the drivers of change in the business or strategic environment.  PESTLE is an abbreviation stands for Political, Economic, Social, Technological, Legal and Environmental aspects.  The tool allows companies to assess the current environmental and probable changes.  The concept is if the venture exhibits stability as opposed to its competitors it would then be able to react more readily.  
The impact of an organisation, such ExCel London adapting to change comes in the shape of a Pestle Analysis and Porters Five Forces.  That is linked to the external environment   Internationally Excel London has a profound connection with businesses globally.  The current situation with Brexit will politically impact overseas visitors a significant decrease in trade shows.  Airfares will increase, taxes incorporated for products purchased from overseas, an increase in rental hire for exhibition space.   Brexit will impact trade shows.  This industry is changing dynamics and ExCeL needs to rapidly change.  As a simile, look at companies like a cruise liner - you can want to change course but it does not happen overnight - it can take time.  If you are constantly reviewing your business honestly and prepared to respond to the need for change - this almost goes unnoticed as the changes are small and the team will be used to being flexible and adaptable - Google is an excellent example of this,  likewise, The View from The Shard who were constantly changing things!
The difference made between the economic and political environment – and, for that matter, the legal environment – is to some extent subjective. Government plays a key role in the economy at  local and national levels and its actions aid the effect on both the supply and demand  (Worthing & Britton, 2006, p. 7)
Socially ExCel London have the opportunity for all their food waste, to be put into a wormery and the rich soil sold to local businesses.   
Technology (Gratton, 2011) there are changes deep-rooted in the environment of work. To be precise the influence that technology will have on how work is done.  By 2025 and further than that it will be possible to expect that globally machinery is altering the profile of work.
Legal When we consider the global market, one should take note of the  legal aspect, When we  consider the global market, one should take note of  the ethical,  moral and legal issues that are pertinent to the workplace and business, moral and ethical issues applicable to the workplace and business [3, p. 45]. When it moves toward the legitimacies, the direction is that much more distinct as to p. 45]. what is right and wrong.
Economically (Hamel, n.d.) the issues that normally affect businesses include employment consumer confidence,inflation and interest rates.
See Appendix 1.  

INTERNAL CHANGE


Internal Change The circumstances that actioned the change in ExCel London customer services department, displayed itself, by making a member of staff feel inadequate.  In light of this, there came an opening for someone with more experience, to take on the role and look for gaps, where implementation could benefit the organisation. (Maund, 2018) highlights by stating, you can assume that people usually come to a job previously inspired and they are fixed on the road to demoralisation by neglect and thoughtless behaviour, predominantly the management.  Demoralisation is where a person assumes a childlike behaviour and over a period of time anger sets in at how they are being treated and they attempt to make unsuccessful efforts to be witnessed as working more vigorously and consequently assumes a disheartened stance.  This is the point where a person will leave the company or continue to work disheartened, as the external threat of unemployment is reason enough to stay.
As outlined above, (Covey, 1989, p. 68) environmental determinism, states basically your superior or spouse, for example, is doing to you,  or the economic state of affairs or national strategies.  Something or someone is accountable for your present state.  (Covey, p. 66) being self-aware or the aptitude to consider your thought process.  This is the reason why man has domain over that is in the world and this is why man can make significant advances from generation to future generations. 
The need for change at ExCeL was because its culture was incestuous, there was no respect for management hierarchy, no enthusiasm, no trust, it was outdated and no different to where it was 18 years ago.  With people buying things more and more online, consumer trade shows are reducing – it is more business to business ( B2B) trade shows - but then how long will these last? 

See Appendix 2.
BUSINESS MODEL

The frontline team are a genuine mirror of senior management.  They will mimic behaviours of their leaders and so when in our job descriptions it says lead by example – it is s for this very reason.  If you, as a leader swap and change your mind, and speak in a negative manner at your team, talk about team members to other team members and create an environment of distrust - your team will mirror that amongst themselves – this was seen as the norm.  
As outlined above, there were a lot of issues at ExCel London, that needed addressing.  (Nting, 2019) from the lecture notes attached to this assignment, there are some relevant discussions that could be implemented, these have been clearly outlined above, therefore some of the factors that caused such unrest are: 
The staff were not motivated.  They were extremely resistant to change.  The fear of loss that came in the shape of, losing their comfortable working existence, although it was not constructive.  Mistrust flowed through the customer services department by those who lead.  The staff were unable to tolerate change.  
Starting with Kantian Theory, this theory best suits the ideologies of the new customer services manager.  Paying attention to the customer or client needs if the case might be, is a steady business process where the customer or client does not feel exploited.  Responding to concerns and acting upon them slows down the disconcerted workforce.  Kant is known for preserving a style of the "respect for persons" belief which points toward that any business that puts money on the same level as people is immoral. (Bowie, 2002)
Systems Approach Model for change works in two ways the first step lays the groundwork.  What is the problem? What caused it? What can be done to solve the problem is intervention the key?
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APPENDIX 2

Diagram By S. Covey
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