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Abstract
An inevitable process is what change management is all about which usually takes place within organisations. Change can be managed in different ways in which using organisational restructuring is one of the ways change can be fully implemented. This dissertation focuses on change management and organisational restructuring in the UK banking sector. 
This is more robust and coordinated by focusing on three main banks in the UK which are Santander, Barclays and Lloyds Bank. The focus on these main banks limit excess information that may be ambiguous to analyse thereby bringing in the best result for the research. Existing literature was analysed to discover the difference that occur between theory and practice in the study to bring put the desired results that can lead to more research in the future.
Extensive research was conducted by interviewing 3 managers at lower, middle and upper management of the three individual banks which means 9 persons were interviewed. This led to 48 questions asked from the 9 persons to discover if all information will be same or differences existing in such information for proper analysis. Organisational restructuring was looked into fully with the use of Change Kaleidoscope theory so as to bring out every possible question that will meet the main objective of the research.
Conclusively, this research gives an idea on the importance of organisational restructuring. This means the approach of change management can happen in corporate organisations to keep progressing on their operational activities that will lead to outperforming their competitors. This research was able to identify major restructuring tools that can lead to the future success of every organisation and as well stay in business by fight competition on regular basis and as well come up with new ideas that make the organisation to achieve it purpose of existence. 

CHAPTER ONE
INTRODUCTION

1.1 What Change Management Entails
Change management is all about managing any new change that is to be introduced to an individual, teams or organisations (Gray, 2017). This sometimes set a guide and standard in achieving what the change itself tends to bring out. Change management supports an individual in moving from one level to the other but not limited to a specific approach (Julia et al 2017). Change can either be at individual level, organisational level or transformational level (Pedro & Schyns, 2018). Meanwhile, a change cannot be planned when certain circumstances are not known. For instance, managing competition cannot be successful when the reasons why the competition exist is not identified (Kathleen, 2016).
In mid-1900s, the concept of change management was introduced. Various models were developed by different authors. For instance, diffusion of innovation was published in 1962 by Everett Rogers while Kurt Lewin’s Three Step Change Management model was developed in 1940 as a way of making the purpose of change management achievable (Smartsheet, 2018). Also, Bridges’ Transition Model was developed in 1979 to build capacity in firms. However, change management became known in 1990s in business environment while in 2000s is when formal organizational processes became available. 
Change management possesses some features in terms of implementation. For example, people resist change especially when they are comfortable with the current status quo or lack the understanding of the change benefits. Employees sometimes need handholding or coaching to avoid the resistance. Meanwhile, consistent communication is required for successful implementation of change so that open honesty can be used to handle employee queries (Reiss, 2012). Also, other features of change management are training and goal setting which are needed for actualisation. This is because new skills may be needed to meet the company goals by training the entire company on a business process that is new. Moreover, one of the ways to encourage change is recognition. This gives room for more participation of employees when they are celebrated during the stage-to-stage implementation of the change. 
According to Mumby (2011), there are certain principles of change management that must be followed which usually lead to its success. For instance, everyone must be informed about the change that is to be introduced and its benefits must be clearly stated. This will ensure that there is successful communication that brings out the best in everyone (Smith et al, 2014). Also, the cultural factors of the environment must be put into consideration to avoid conflicts and lack of interest from everyone. 
However, change initiatives in Banks are of two types. It could either be for employees or customers (Haris et al 2018). The employee aspect talks about job rotation, early retirement, transfer from one department to the other on regular basis and so on. The customer’s aspect focuses on upgrading online banking platform to ease transaction, introducing payless ATM cards and using fingerprint to log into mobile banking apps. However, all the principles work together to achieve a common purpose. This is because communication, participative style of management, empowerment and other related principles ensure that the planned change does not fail. 
1.1.1 Organisational Restructuring and Change Management
One of the delicate phases in the operations of an organisation is restructuring. This usually has an effect in departments, business area, technologies, systems and processes activities. This sometimes fails when the right thing is not done at the right time (Souse, 2014). For instance, introduction of new technologies in banking activities must be communicated to all bank customers before implementation as a way of promoting the customer confidence in the bank for good continuous relationships. 
According to Cummings & Worley (2005), organisation restructuring cannot take place when there is no relevant or planned change strategy. This is because planning the change itself is what gives birth to restructuring taking place in the organisation. Also, people get excited when a change is known before it is being implemented. This prevents any form of miscommunication between the two parties (Gunhild et al, 2015). Organisational restructuring and change management have some benefits. For example, the changing nature of business has made different approaches to operational activities to be adopted for smooth operations. Organisational effectiveness and efficiency are maintained when change is managed appropriately 
Simon (2017) argued that organisational restructuring is relevant because it leads to meeting current market demand and prevents the organisation from going into liquidation as a result of adjusting to current demands. It is also a relevant strategy, since every day-to-day operation needs to be reviewed to determine if it meets the expected goals or not (Kunal, 2014). 
1.2 How Change Management became part of HR activities
Human Resources (HR) has different functions which sometimes manage organisational change (George & Thomas, 2014). They sometimes act as consultants when there is a need for it, so as to implement the planned change of the organisation successfully (Monge & Poole, 2008). Strategic Human Resource Management (SHRM) deals with the issue of Change Management in which it’s part of the role of Human Resources. Change in policies and policy is recommended by the HR department as a way of bringing in the necessary discipline in the workplace (Laudal, 2017) 
1.3 Using Transformational Change approach in Banks 
According to Lara & Phillipa (2015), implementing change requires the adoption of any type of change (developmental, transitional and transformational). However, since the research has a direct relationship with Bank operational activities, the research adopts a transformation approach to execute the project successfully. This is because external undertakings that affect the organisation can be incorporated effectively (Scherzinger & Schumacher, 2017). Transformational change can be change in leadership to meet future goals, market repositioning, product restructuring or new technology (Slater et al, 2016). Moreover, Banks ensure that they meet up with current technological demands as a way of staying competitive in the banking industry (Cook, 2015). 
1.3.1 Santander Bank
Santander bank started its business operation in 1849 as National Freehold and Building Society for the sales of shares before it became Abbey Road & St Johns Wood Permanent Benefit Building Society in 1874. Multiple acquisition took place between 1992 – 2002 before it was renamed Abbey National plc in 2004 (Santander, 2018). Bradford & Bingley was acquired by Santander UK before it was transferred to Alliance & Leicester in 2009. Finally, Santander Bank became one when all the acquired companies have finalised their merger. Santander bank is one of the financial institutions in the United Kingdom with millions of customers using the Bank for their financial activities. 
1.3.2 Barclays Bank 
Barclay bank started its operation in 1690 as Goldsmith banking business where James Barclay, Thomas Gould and John Freame started the service in Lombard Street, London. Branch network was extended across English banks by acquiring smaller banks between 1905 and 1916. A first female bank manager was appointed by the bank in May 1958 (Barclays, 2018). However, many branches were closed in 2001. Merging with ABN AMRO Bank in Netherland was expected in March 2007 but was quickly abandoned to prevent any financing mismanagement. Their major operations are corporate and investment banking, retail and business banking in addition to wealth and investment management. 
1.3.3 Lloyds Bank
In 1765, Lloyds Bank started its business operations as Taylors & Lloyds in Birmingham. One office was used for operational activities for the first hundred years by the Bank. In 1995, Lloyds Bank merged with TSB as a way of growth and expansion where more than 200 Banks were absorbed (Lloyds Bank, 2018). However, TSB Bank came back to the street of UK after Lloyds TSB spilt in 2013 and returned TSB to its original owner with £20bn of taxpayer money pumped during the 2008 bailouts to Lloyds Bank remains the same and operates as an individual organisation. 
1.4 Aim and Objectives of the Research
To identify which type of relevant change model is needed for a successful change. This will be address by comparing change management decisions in different Banks will and determine how change management operates in different banks. The benefits of Change Management will also be outlined to make the implementation process a success. 
1.5 The Research Questions
According to Touchais & Christopher (2016); research questions guide all stages of reporting, analysis and inquiry and as well determine the methodology in addition to focusing on the study so as to bring out the best in the research topic. The research question ensures that the dissertation questions are clearly outlined to provide the required answer to meet the research demands (Dawson, 2016). However, the main research question for this study is:
· To establish practical connection between change management and organisational restructuring.
1.6 The Research Objectives 
Making the expectation of the research achievable is the benefit of research objectives (Groeneveld, 2017). This is sometimes linked to hypothesis so as to get the actual result at the end of the research. However, the research objectives must correlate with the research questions so as to avoid diversion from the overall aim of the research (Humphreys & Brown, 2013). Moreover, the research objectives remain the same as clearly stated in the proposal of the dissertation which are:
· To identify when Change Management was last implemented in the Bank. 
· To assess the major reasons why change is required in Banks.
· To analyse who led the change and what were the outcomes.
· To determine if much cost was allocated to successful implementation of change.
· To analyse lesson learnt from change and how to improve in future. 
· To identify what best organisational restructuring is perfect for business activities in the banking industry. 
· To critically evaluate if the change is culturally based before it can be implemented.

1.7 Justification for the Research 
Banks maintain day-to-day business operations. It was not possible to find a study that determined the activities of banks in terms of their change management. 





CHAPTER TWO
 LITERATURE REVIEW
2.1 Introduction 
The theories and models of Change Management will be discussed in this chapter. Organisational restructuring will be discussed and its relation to Human Resource Management (HRM). Finally, how Change Management leads to restructuring of an organisation will be proposed in form of a conceptual framework. 
2.2 The Major Models and Approaches to Change Management
According to Bedeian & Armenakis (2011), Change Management can be approached from different perspectives depending on the theory that needs to be practised within the organisation. This gives room for guidance on what to do by management of corporations for effective outcomes. Several approaches and models to Change Management as discovered from research are outlined below: 
2.2.1 McKinsey 7S Model
In the 1980s, McKinsey 7S Model was developed by McKinsey & Company. This model has several benefits; for example, it is used to understand how organisations operate and identify the positive and negative aspect of the way they do things (Kunal, 2015). The practical change components and the emotional aspect of it is integrated with the use of this model which enables transition issues to be addressed easily. 
Figure 1: McKinsey 7S Model
[image: The image shows McKinsey 7s model, where 7 organization elements are interconnected with each other.]
Source: Jurevicius (2013)

Figure 2: Mckinsey 7S Model Summary 
[image: ]
2.2.1.8 The relevance of this theory to the study
McKinsey 7S Model is relevant to the study to address how banking can be improved in terms of meeting the expectation of their customers (Bouzid, 2015). McKinsey 7S Model fits into the research questions in many ways. For example, the model will ensure that the current situation in the organisation is analysed so that future goals can be proposed while inconsistencies and gaps can be identified. 

2.2.2 Lewin’s Change Management Model
According to Weick & Higgins (2013), the most effective and popular model for the understanding of structured and organisational change is the Lewin’s Change Management Model. Kurt Lewin designed this model in the 1950s for firms to adopt as a measure of managing any change that is about to occur. 
Figure 3: Lewin’s Three Stage Change Process – Practical Steps
[image: Image result for Lewinâ��s Change Management Model]
Source: Weick & Higgins (2013)
2.2.2.1 Unfreeze
According to Strother & Ulijn (2014), preparing for change is what the first stage tends to outline. The organisation itself must be ready for change and understand that the change is needed and crucial. Status quo must be broken at this stage because people resist change globally. 
2.2.2.2 Change
The real change or transition takes place at this stage. People do take their time to embrace the change, developments and happenings which makes the process take time (Smith, 2012). Reassurances and good leadership are important at this stage because it makes the process easy for individuals and staff so that the change can lead to the right direction. 
2.2.2.3 Refreeze
The organisation or company begins to experience some stability when the change has been fully accepted, embraced and implemented which makes the stage to be called refreeze (Weick & Higgins, 2013). Things start going back to normal routine and pace because it is the period when processes and employees begin to refreeze. 
2.2.2.4 The relevance of this theory to the study
This theory will aid the study in terms of identifying the management of leadership processes in every organisation before launching. The theory is important to the study because performance can as well be accessed individually to identify who can best do the job effectively after undergoing the Change Management process. 
2.2.3 Bridges’ Transition Model 
William Bridges developed this model as a tool for managing transitions. This theory places more emphasis on how transition should be managed instead of looking at change as what needs to be managed (Ackermann, 2017). However, transition may take time while change can be instant (Spicer & Fleming, 2011)
Figure 4: Bridges’ Transition Model
[image: Image result for Bridgesâ�� Transition Model]

Since the theory identifies people going through transitions and not the change itself as its basis for Change Management process. This theory will not in any way assist the study in any form because transitional change is not usually adopted in Banks as case study except for administrative issues like a government in power. 
2.2.4 Nudge Theory 
This theory does use political theory, economics and behavioural science as key but can be applied to change management in businesses and the organisation at large. Richard H. Thaler and Cass R. Sunstein developed the theory in which the main basic essence is to inspire or encourage a person to change (Bedeian & Armenakis, 2011). This theory has many benefits. For example, the behaviour aspect of human can be easily accessed to know how capable they are. However, this type of Change Management theory is not relevant to the study because operational activity in Banks and how they upgrade their facilities as soon as possible to meet current market demands are the ultimate goals in the banking sector. 
2.2.5 Kotter’s Change Management Theory
This type of theory is the most adopted and popular one around the globe. In 1995, John P. Kotter divided the theory into eight stages (Hodgetts & Rugman, 2011). Each stage focuses on key principles that are associated with response to change by people. 

Figure 5: Kotter’s Change Management Theory
[image: Related image]
Source: Hodgetts & Rugman (2011)
According to Steensma & Schilling (2014), one of the major benefits of Kotter’s Change Management Theory is that it can be incorporated in any organisational situation and it is easy to follow (Hodgetts & Rugman, 2011). Kotter’s Change Management Theory will aid the study with the choice of methods used because it ensures that day-to-day line up activities are incorporated into the corporate business goals to meet the expected desired results. This theory will make sure that people who will deliver the change are identified in the Banks so that the vision of the organisation can be made realistic. 
2.2.6 ADKAR model
This theory is a goal-oriented model which ensures that activities or steps are focussed on by various change management tools so as to make the business goals realistic.  According to D’Amelio & Ford (2008), ADKAR Model simply stands for Awareness, Desire, Knowledge, Ability and Reinforcement. This theory will assist the study in identifying why the planned change in the organisation failed. This will also ensure that organisational restructuring tools that are best and can easily be identified for better implementation of strategies in Banks.
2.2.7 Kubler-Ross Five Stage Model
Elisabeth Kubler-Ross developed the five-stage model of the Change Management theory type. The various emotional stage a person goes through is what the theory tends to outline such as changes in work, loss of job and other health conditions that are less serious (Alvesson, 2011). This theory adds no value to the study. This is because emotional situation in respect of any introduced change will not be discussed which means identifying individual feeling or reactions to change is not part of the study aim.
Figure 6: Kubler-Ross Five Stage Model
[image: Image result for Kubler-Ross Five Stage Model]
Source: Kubler-Ross (1969)
2.2.8 John Kotter – 8 steps change theory
This theory was developed to identify why change is a process that needs to be undergone in any situation, to meet the targeted goals. Potential threats are identified so that effective leaders can be used to deliver the change. 
2.2.9 Kurt Lewin Force Field Analysis 1951
This is one of the decision making tools in which Change Management approach can be used. People have to be aware of their personal behaviour either right or wrong before this model is adopted in any research. This theory is relevant to the study through the identification of possible obstacles that can hinder the success of change. 
2.2.10 Change Kaleidoscope 
This theory was developed in managing change processes that are sensitive. This outline organisational strategic context where current situation, competences and culture are factors that determines the change success. According to Balogun & Hailey (2009), several issues are to be put into consideration before the change approach is selected which are:
· Time: The period it takes for the change to achieve its purpose.
· Scope: Knowing if the change affects the entire organisation.
· Preservation: Maintaining continuity in specific assets. 
· Diversity: Knowing if staff are grouped into culture, attitudes, norms or values. 
· Capability: How the organisation is competent or capable at managing change.
· Capacity: The available resources to implement the change.
· Readiness for change: This showcase the motivation and willingness towards the change. 
· Power: Identifying the major stakeholders that are required for the success of the change.
Figure 7:Change Kaleidoscope Model
[image: Image result for Change Kaleidoscope]
Source: Balogun & Hailey (2009)
The importance of this theory to the study is that it ensures research questions are aligned with the research purpose so that questions are broken into simpler ways for easy understanding by interviewee. The model has outer ring, central ring and internal circle.
2.3 Other Approaches to Organisational Change
2.3.1 Dumpy and Stance Contingency Model of Change (1993)
The need of the organisation sport to be matched to the scale of change and style of change as a way of having an effective Change Management. This theory is a change contingency approach which was developed by Dumpy and Stance (Peter et al, 2006). This theory will assist the study in some extent with relevance. This will be achieved because one of the research questions tends to find out if there are alternative change put in place by banks in case the planned one fails to meet their targeted goals. 
2.3.2 Pendlebury, Grouard and Meston Ten Keys Model (1998)
The ten keys to Change Management was presented by these Scientists who argued that it can be applied to a change situation (Ludema & Di Virgilio, 2009). Implementing the keys simultaneously can be done depending on the Change Management process adopted. This theory will not aid the study. This is because following the laid down processes of the theory are time consuming which is not needed in the banking industry for effective operation. 
2.3.3 Nandler 12 Action Steps
Applying twelve action steps for every change process is when this theory is useful for Executives and Managers of Corporations (Putnam, 2011). In as much the study involves operation in the banking industry. This theory will assist managers of Bank in ensuring that any change in part of its operations is implemented as soon as possible to meet current customer taste such as upgraded mobile app with fingerprint recognition. 
2.3.4 Kanter, Stein and Jick Ten Commandments (1992)
Ten Commandments on how organisational change processes can be effectively planned were outlined by Kanter, Stein and Jick. These approach to change give room for analysing the change, creating a vision that is shared to all, separating from the past and as well a sense of urgency (Higgins, 2012). This theory will not aid the study because it has no relevance due to the fact that Banks are sometimes not interested in political activity in achieving their aims as outlined by the initiators of the theory. 
2.3.5 Ghoshal and Barlett's Model (1997)
This model of Change Management talks about implementing change process in a sequential way that drives its purpose. This model ensures company operations are streamlined where operations can be linked to opportunities so that the business unit tensions and operations can be managed effectively (Ghoshal et al, 2012). The theory will aid the study because identifying the opportunities available will make the Bank to quickly adopt the necessary change to avoid losing their customers to competitors. 


2.3.6 Huy's Work on Change Management (2007)
Change was categorised into four ideas by Huy which are commanding, engineering, teaching and socializing (Dibella, 2017). Long term teaching is not part of the ideas of the Bank, but instant learning which makes the theory not to be relevant to the purpose of the research.
2.4 Change Management Process
According to Lant (2017), following some planned activities for a change to be implemented according to the process is termed Change Management Process. Ensuring that the purpose of change is actualised so that the intended outcomes can match the planned strategy is what the Change Management tends to outline. 
2.4.1 Examples of Organisational Change 
Organisational change has taken place in many organisations. For example, the Chief Executive Officer (CEO) of Microsoft, Satya Nadella restructured the company by making all employees to have the same feeling that platforms and products will now operate as the same group and not individual any more. 
2.5 How Human Resource Management (HRM) correlates with Change Management
According to Browning (2015), Human Resource Management (HRM) is about managing employees of an organisation after recruitment and selection has been done. HRM has key roles in which the introduction of Change Management is a part of. The implementation of Change Management in the organisation through HRM is done by establishing a change agenda, taking time to communicate the change and training managers.
2.6 The Transformational Approach to Change and Change Management
External environmental factors such as economic, social and political has made the approach to Change Management to be different in such a way that transformational approach needs to be adopted (Figure 6). This makes the organisation to be more open for competition so that changes in the sector it founds itself can be adjusted to (Woodman et al, 2014). 

Figure 8: Transformational factors that drives Change
[image: A Model of Organizational Performance and Change]
Source: Juneja (2017)
2.7 Resistance to Change
When a change is introduced, resistance sometime comes in during implementation by the organisation. People resist change for many reasons. For example, lack of competence could pose a challenge to any change that is to be introduced (Bradutanu, 2015). This happens when an individual employee feels that he or she lacks the relevant skills that can be used to follow the change for it to be successful in its implementation. Also, people resist change when they have temporary feeling due to the change initiatives (Straits &Singleton, 2014).
2.7.1 The nature and causes of resistance
There are many causes of resistance to change as outlined by Yizmas (2014). For example, the issues of job security could cause resistance. This happens when employees feel that new technologies are to be introduced by the organisation as way of preventing them from doing their job which means they may be laid off (Bedeian & Armenakis, 2011). 
2.7.2 Factors associated with successful Change Management 
According to Quinn (2016), there are many critical factors that make change management to be successful. Firstly, there must be a shared vision which must be done by making everyone in the organisation understand the future vision. 
2.7.3 How Resistance to Change can be identified 
Observing how employees behave towards work is crucial to identify any resistance to change happening. This will give room to management to know how it can be managed by successfully convincing them about the importance of change (Heathfield, 2018).
2.8 Organisational Restructuring
According to Whitley & Glaser (2014), organisational restructuring is all about changing the way an organisation operates. Restructuring an organisation is not just adopting a one-way approach to something. This will affect a lot of activities going on in that organisation. For example, departments, systems, business areas, people, processes, technology will be affected positively or negatively when a decision is made to restructure the organisation (Souse, 2014). For instance, a business may decide not to accept cheque any longer as a mode of payment but cash as a form of eliminating fraud that may take place with cheque payment. 
Meanwhile, the major benefits of organisational restructuring are that morale and productivity is improved, personnel turnover is reduced while efficiency and effectiveness is increased (Shaw & Pomerleano, 2015). Emphasis must be place on quality and not quantity as a way of making organisational restructuring a success. 
2.9 Conceptual Framework
According to Hamilton (2014), a conceptual framework is a form of platform where a research project can be made achievable through the identification of a particular thing that produces relative variables. For instance, this research project as change management has something that can be used for organisational restructuring (Rune, 2014). However, change management starts from Human Resource Management before it can lead to organisational restructuring as argued by Wilton (2016).
Figure 9: My Proposed Framework for how Organisational Restructuring is achieved when Change Management is Adopted  
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2.9.1 Business Process Reengineering (BPR)
Making the operational activities improved are achieved through the adoption of BPR. Identifying the current status of things within the organisation is how BPR begins so that tasks can be re-engineered to improve productivity level (Jones, 2017). 
2.9.2 Downsizing
Keeping employee cost under control so that manpower can be reduced is another type of restructuring strategy. This makes organisations prevent future loss after they may have experienced their first loss. For example, General Motors decided to close about 21 plants so that revenue lost can be recovered (Hailey & Lant, 2015).
2.9.3 Outsourcing
This approach has been used by businesses where some processes of the business can be outsourced to other firms (Dawson, 2017). 
2.9.4 Virtualization
This is one of the last restructuring strategies that a company can adopt as part of its Change Management approach (Atkinson, 2015). 
2.9.5 Proposed Framework for Literature Review
Based on the findings from literature review, the proposed literature/model is that change requires effective communication with everyone in the process to avoid wrong conclusion. This is because all parties involved in the process will work towards the overall goal of the change since they have been carried along from day one before the start of implementation. 
Organisational restructuring will take effect positively when everyone in the organisation is carried along in the process as outlined by Kotter Change Management theory. Also, the relationship between Change Management and organisational restructuring is that leadership need to be proactive in decision making so that every part of the organisation system can work as planned by management of corporations. 



2.9.6 My Proposed Framework from Literature Review (Figure 10) 
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The above indicate that all theory are important in implementing a change which shows that it is a networked structure. This means that researchers must always consider the relevance of the proposed framework when conducting a research that has to do with change management. 
2.9.7 Final Objective of Research
The final objective of the research is to determine how organisational restructuring can be achieved effectively through the adoption of change management.
2.10 Summary
In as much as Change Management is the main purpose of the research, several theories that are most suitable for framing the research instrument have been identified. These are McKinsey 7S Model, Lewin’s Change Management Model, Kotter’s Change Management Theory, ADKAR model, Dumpy and Stance Contingency Model of Change (1993), Nandler 12 Action Steps and Ghoshal and Barlett's Model (1997). This will ensure that the purpose of the research is not defeated and important information for future developments are clearly outlined. 



CHAPTER THREE
RESEARCH METHODOLOGY
3.1 Introduction 
According to Saunders et al (2012), a research cannot be said to have achieved its purpose when the research onion model (figure 8) is not applied. This is because it serves as a guide to a researcher in fulfilling all the requirements for the success of the research. Moreover, it will give room for the methodology approach used in the research. The research techniques and procedure, choices, strategies, approaches and philosophy will all be discussed in this chapter. How data will be presented will be clearly outlined while justification for chosen methods with limitations will be discussed in this chapter. 
Figure 11: Research Onion Model


Source: Saunders et al (2012)
3.2 Research Philosophy
Positivism, Realism and Interpretivism are the three research philosophy identified by Rowland & Hall (2016). How data is gathered, analysed and used is what research philosophy is all about. Also, the development of knowledge in research that is been conducted outlines how the philosophy would be (Saunders et al, 2012). Interpretivism was chosen for this research because the outcome of the research can easily be interpreted by the researcher in which human beings are the ones to be interviewed for the research (Heidrich, 2018). How organisational restructuring happens is linked to the successful implementation of change management which showcases the reason why interpretivism was chosen to explain the information gathered by the research for the study. 
According to Roberts (2015), a detailed data is obtained when using interpretivism which makes the information trustworthy and honest in nature. However, this type of research philosophy is sometimes biased when the researcher is only interested in positive aspect of the information gathered. This limits how valid the information obtained are due to some level of emotion that may be observed (Primus, 2009). 
3.3 Research Approaches 
According to Saiyadain (2017), deductive approach and inductive approach are the two major research approaches used by researchers when conducting a study. These also serve as the procedures and plans for the research in actualising the purpose of the study. Deductive approach focuses on theories that are existing for the development of hypothesis before testing it through research strategy that is already in place (Schaap, 2016). According to Kotlar & Fereday (2016), finding a pattern within something that is been observed is called inductive approach. 
This study adopts inductive approach as its research approach. This is because organisational restructuring takes place when there is change management put in place by the organisation (Teddlie & Tashakkori, 2017). This means a relationship exists between change management and organisational restructuring which makes an investigation to be conducted in form of a research (Johnson & Onwuegbuzie, 2011) and (Koontz & Aktar, 2016). Change management sometimes require a timeline for implementation before it can become a success (Boots, 2017). This does prevent organisation from collapsing and going back to its formal ways of doing things (Anderson, 2017). 
3.4 Research Strategies 
There are six research strategies that can be used in a research which are experiment, survey, case study, grounded theory, ethnography and action research according to Saunders et al (2012). This serves as a guide to the researcher so as prevent lack of focus in order to meet the expected research outcomes. 
3.4.1 Experiment 
According to Bussin (2014), establishing the reason why a cause and effect that happen between two variables are the purpose of adopting experiment as a research strategy. Humans are the ones performing the experiment which makes it an advantage because the result tends to be real. (Anderson & Polonsky, 2013).
3.4.2 Survey 
This type of research strategy comes in form of an interview or discussion that is brief in nature for the collection of information from individuals. The questions asked are usually related to the research topic so that the researcher can have information directly from the participants (Monappa & Saiyadain, 2018). 
3.4.3 Case Study 
According to Schlechter & Luke (2017), case study is used in social science activities where in-depth inquiry is conducted about an organisation, family or individuals (Batten, 2018). Meanwhile, one of the benefits of case study is its flexibility and the capturing of reality (Murphy, 2014).
3.4.4 Grounded Theory 
The generation of theory is what this type of research strategy tends to achieve by focusing on data that has been collected systematically and analyzed. It uncovers behaviours and social relationships of groups (Bryant & Charmaz, 2016). 
3.4.5 Ethnography 
According to Rose (2016), ethnography ensures that critical design challenges or very complicated ones are investigated to obtain relevant information. This research strategy type has several benefits. For example, unexpected issues can be identified and analysed (Salek, 2010). 
3.4.6 Action Research 
Diagnosing weaknesses and problems are what action research tends to analyse (Renwick et al, 2017). 
3.4.7 Chosen Method with Justification and Limitations
This research adopts case study as its research strategy. This is because complex concepts are simplified thereby making the research to produce the best and appropriate results to the researcher (Speechley & Petrella, 2018). Also, participants are exposed to real life situations when a case study approach is adopted due to the fact that information gathered tends to be real, genuine and accurate in nature (Salek, 2010). However, several limitations are attached to case study. For instance, finding appropriate cases that will suit all subjects may be difficult to get when using case study as research strategy (Bryant & Charmaz, 2016). 
3.5 Time Horizons 
According to Saunders et al (2012), the two major time horizons are cross sectional and longitudinal as derived from the research onion model 
3.5.1 Cross Sectional
This type of time horizon focuses on the collection of data from different perspective that relates to the same research topic (Patel & Kunal, 2017). 
3.5.2 Longitudinal 
According to Keith (2014), observing participant’s behaviour over a longer period of time is what longitudinal time horizon tend to achieve. 
3.5.3 Chosen Method with Justification and Limitations 
Cross-sectional was chosen for the study as time horizon because comparing many variables at the same time is achievable with this approach (Johnson et al 2007). However, this type of time horizon sometime provides information that are not definite thereby limiting the data that may be available for analysis (Lant, 2015). 
3.6 Data Collection Methods 
According to Cornelius & Aday (2016), using different mediums/platforms to obtain data during the process of the research is called data collection methods. Sampling, secondary data, observation, interviews and questionnaires are the major data collection methods as outlined by Saunders et al (2012). 

3.6.1 Sampling 
Choosing the group of people that can participate in the research that is to be conducted by the researcher is called sampling (Bowman & Peters, 2017).
3.6.2 Secondary Data 
The collection of data that has been readily available from other sources is called secondary data (Glasgow, 2015). This type of data collection method is quickly obtainable and are cheaper as compared to primary data which assists researcher in presenting their findings and results as soon as possible. 
3.6.3 Observation 
According to Bowman & Peters (2017), a systematic data collection approach is called observation which is used for examining people that experience real life situations. 
3.6.4 Interviews 
Interviews are usually conducted individually with the interviewee by the researcher for the gathering of data that have some value to the scope of the study. Interviews can either be structured or unstructured which could be in form of face-to-face interview (Martin, 2017). 
3.6.5 Questionnaires
Given participants a list containing research questions in a form is called questionnaires. This will enable the researcher to extract specific information in order to get data that can be analysed appropriately (Glasgow, 2015). Questionnaires are cost effective and can be carried out either by face-to-face or online through the use of survey for data gathering. 
3.6.6 Chosen Method with Justification and Limitations 
Secondary data and interviews are the chosen data collection methods for this study. Secondary data has many benefits. For example, it saves expenses and efforts which make it to be economical for use in research (Chyun et al, 2016). This type of data collection method is time saving and deficiencies as well as gaps in data are easily identified by the researcher. Secondary data helps in providing a basis for data comparison after collection so that understanding the problem can easily have adequate solutions. 
However, one of the limitations of secondary data is that data gathered may be outdated thereby leading to inaccurate data presentation which invalidate the results and findings to current happenings (Bryant & Charmaz, 2016). Meanwhile, the following case studies which is the secondary data will be analysed for the purpose of this study:
· Worker’s responses to managerial driven change: the case of modernization in the Royal Mail by Pender, M. (2016)
· Sustained Organisational Change: A Heart and Minds Approach by Davies, M. (2008)
· Can employment restructuring be implemented responsibly: a case study of SteelCo’s Socially Responsible Restructuring process by Mclachlan, C. J. (2017). 
·  Boikhutso, T. M. (2013). Change Management: The Impact On Systems Implementation. A Business Application Solution centre (Basc) Case Study 
· Kumasa, F. D. (2016). Change Management: How it reflects in modern organisation. PHD Thesis
· Omito, G. H. (2013). A Management Research on Banking Industry.  School of Learning. PHD Thesis
· Jones, L. C. (2011). Using Change Management to implement banking activities. PDH Thesis 
· PWC (2010) Making change happen, and making it stick: Delivering sustainable organizational change
· Mckinsey and Company (2015). Organizational Design and Change Management for IT Transformation: A Case Study
3.7 Data Presentation and Analysis
According to Guba & Lincoln (2015), examining data that has been collected through interviews, questionnaires, sampling and others is called data analysis. This will help the researcher to present the information gathered according to the way it was obtained. 
3.8 The Limitations and Alternatives of the Research
Booking appointments with the interviewee (HR Manager of Santander and Lloyds Bank with the Marketing Technology-Project Manager of Barclays Bank) was a big challenge because of time factor. However, constant communication with the interviewee will lead to success of the study. 
3.9 Ethical Consideration
All participants in the study were clearly informed about the purpose of the research which is to compare change management issues arising from the three banks. Consent form was given while Interviews will be conducted in respect of confidentially for data protection. Finally, the ethics policy of University of Wales, Trinity Saint David was strictly followed by arriving at the venue of interview with HR Manager to minimize financial risk that may cost the University financially. 
3.10 Summary
The research adopts interpretivism as research philosophy while inductive approach was chosen as its research approach. Exposing participants to real life situations was one of the reasons why case study was chosen for the study as its research strategy while cross sectional was chosen as time horizons due to the relationship that exists between organisational restructuring and change management. The data collection methods are the use of interviews and secondary data so that information gathered can be cross referenced in order to present results that have views from different perspectives. 










CHAPTER FOUR
 RESULTS AND DISCUSSIONS

4.1 Introduction
This chapter analyses results from interviews and scrutinizes the information gathered from case studies (secondary data). Three interviews were conducted in each bank, a total of nine interviews that will be compared with 3 secondary case studies. 
4.2 Analysis of Interview Questions
Three banks were selected for this interview which are Santander, Barclays and Lloyds Bank. At Santander Bank, the Branch Manager, Associate Relationship Manager and HR Manager were interviewed. The Senior Strategy Associate, Relationship Manager and HR Manager were carefully selected for interviews at Barclay Bank while Project Program Director, Marketing Technology Project Manager and HR Manager were the chosen interviewee for Lloyds Bank. The interviewees have been in their positions for some years which are: 
· Branch Manager  				 -     7
· Associate Relationship Manager 		 -     5
· HR Manager 					 -    10
· Senior Strategy Associate 			 -    12
· Relationship Manager 			 -     6
· HR Manager 					 -    10
· Project Program Director 			 -    8
· Marketing Technology Project Manager 	 -    4
· HR Manager					 -    9
Narrative analysis will be used to present the results of the 9 interviews conducted. Meanwhile, the change kaleidoscope approach will be used to develop questions that will meet the purpose of the research and develop questions from other related change management theories. The reporting line for each bank is stated below while the initials will be used to analyse the information:
· Branch Manager Santander (BMS)		
· Associate Relationship Manager Santander (ARMS)	
· HR Manager Santander (HRMS)				
· Senior Strategy Associate Barclays (SSAB)	
· Relationship Manager Barclays (RMB)		
· HR Manager Barclays (HRMB)			
· Project Program Director Lloyds (PPDL)		
· Marketing Technology Project Manager Lloyds (MTPML) 
· HR Manager	Lloyds (HRML)

Reporting Line and Background of HR Head in Santander Bank 
	Dimensions
	Branch Manager
	Associate Relationship Manager
	HR Manager

	Reporting Line/ Level In Hierarchy
	Direct 
One tier below CEO
	Direct
Two tiers below CEO
	Direct
Four tiers below CEO

	Representation In Bod / Management Committees
	Presence only management committees 
	Presence only management committees
	Presence only management committees

	Career Background 
	8 yearsof experience in banking sector
	4 years of experience in customer relations 
	9 years of experience in human resource management

	Service As HR Head
	5-6 years 
	3-4 years 
	6 years  

	Tenure Inside/Outside The Organisation
	7 years 
	5 years 
	8 years 

	Age 
	40’s
	Late 40’s 
	50’s 



Reporting Line and Background of HR Head in Barclays Bank 
	Dimensions
	Senior Strategy Associate
	Relationship Manager
	HR Manager

	Reporting Line/ Level In Hierarchy
	Direct 
One tier below CEO
	Direct
Two tiers below CEO
	Direct
Three tiers below CEO

	Representation In Bod / Management Committees
	Presence only management committees 
	Presence only management committees
	Presence only management committees

	Career Background 
	12 years of  experience in banking sector
	7 years of experience in customer relations 
	13 years of experience in human resource management

	Service As HR Head
	5-7 years 
	4-5 years 
	7 years  

	Tenure Inside/Outside The Organisation
	8 years 
	5 years 
	12 years 

	Age 
	50’s
	Late 40’s 
	Late 40’s  


Reporting Line and Background of HR Head in Lloyd Bank 
	Dimensions
	Project Program Director
	Marketing Technology Project Manager
	HR Manager

	Reporting Line/ Level In Hierarchy
	Direct 
One tier below CEO
	Direct
Two tiers below CEO
	Direct
Three tiers below CEO

	Representation In Bod / Management Committees
	Presence only management committees 
	Presence only management committees
	Presence only management committees

	Career Background 
	8 years of experience in banking sector
	9 years of experience in customer relations 
	9 years of experience in human resource management

	Service As HR Head
	5-7 years 
	4-5 years 
	7 years  

	Tenure Inside/Outside The Organisation
	8 years 
	5 years 
	12 years 

	Age 
	50’s
	Late 40’s 
	Late 40’s  



Time
4.2.1 When was the last change management technique implemented in the bank?
a. Santander Bank 
The BMS said change management was last implemented in 2016 when the bank closed down many accounts that did not appear to be in good condition, but the ARMS disagreed and said change management techniques took place in 2018 where new policies were introduced to customers as a way of creating more wealth for the bank. However, HRMS said one of the change management techniques introduced for staff of the bank was a cultural transformation which launched in 2015 with fair, personal and simple as the bank’s three core values. 
The BMS said the closure of accounts was not an easy task because some members of management resisted the idea. However, the BMS was able to join the team in convincing other the reason why account need to be closed to flush out too much inactivity in the banking platform. The change approach lasted for 3 months where all inactive account was closed and letters sent to the customers involved.  The ARMS said the techniques adopted was the introduction of new ways of getting more customers. He said customers were told of account opening for children as a way of saving for the future. The implementation lasted for 6 months where more customers open new accounts with the bank in which it was a good time for the bank to implement such change. He believed that having this idea led to more wealth for the bank because they have more active saving account in the bank. 
Meanwhile, the HRMS said the technique adopted was aligning cultural value with the bank staff policy. This prevented any form of discrimination occurring in the bank and that boost their productivity level. The implementation of the change approach is continuous within the bank to avoid getting undesired results. This implies that 3 different approach was used as change technique by the bank as obtained from the interview results. 
b. Barclays Bank
The SSAB said change was last implemented in 2018 when the bank website was upgraded to meet current market demands. This was corroborated with the RMB who provided same information. The HRMB said the bank communication system allows everyone in management (top-down) to know any change that is about to be introduced. The SSAB said upgrading the website is crucial because of advanced technology. This project the bank as meeting up with current technological factors. The upgrade lasted for 2 days as expected for implementation which was a good time management approach. Meanwhile, the RMB said the upgrade of website was first used on a weekend to see how it responded to customer expectation. This give room for more improvement before it can be used on the main website. The technique was seen to have meet the objectives of the change and was later implemented on the bank platform for all users. 
The HRMB said the technique for change was the introduction of participating style of information sharing. This approach was used for 6 months so as to boost the morale of all staff and as well achieve the organisational goals of the bank which was good for the bank time management approach. This give room for managers to bring in ideas relating to change irrespective of any department they operate with. The technique assists the bank in meeting their targeted goals because everyone contributes a quota to the development of organisational change approaches. 

c. Lloyds Bank
All three managerial level interviewees, PPDL, MTPML and HRML said the last change management techniques observed in the bank was the splitting of Lloyds TSB Bank in 2013 into Lloyds and TSB. The three interviewee said the change management approach of Lloyds Bank is the same and no other ways for implementation can be identified during the split process. 
[bookmark: _Hlk22477678]Results indicate that change was not just needed but require to align with restructuring processes. This include the use of mergers and acquisitions to meet the intended purpose of change. For example, the restructuring approach of Santander bank was to remove all inactive accounts so that they can focus on quality by managing the number of customers they have in an effective way. This restructuring could not be implemented if the organisation failed to adopt such approach. 
4.2.2 Was there a need for change at that time?
a. Santander Bank 
It became clear from the three interviewees at Santander Bank that change was needed as a way of promoting effectiveness in bank operations for profit maximisation, revenue generation and meeting customer demands. The BMS said change was needed to boost performance while ARMS said change was needed to avoid making the same mistakes as their competitors. There was need to restructure so as to meet demands. The restructuring process was all about giving the customer high expectation and as well implement the ideas by delegating it to the HR department. 
b. Barclays Bank
At Barclays Bank, the three interviewees said change was needed at that time because customers wanted a friendly website, more mediums of communication and everyone trained to know when change is needed. The SSAB said change was required to attract new customers in a friendly while 	RMB and HRMB both said change is important to fight competitors and avoid falling into the wrong hands. However, there were issues like finances to implement the lofty ideas but the Technical department was able to get the needed approval to implement the ideas. 	

c. Lloyds Bank
Information gathered indicated that Lloyds needed change because the merging of TSB and Lloyds Bank did not bring the desired results. Separating the two banks was the best approach for minimising operational cost as well as serving customers in a more effective way. 
[bookmark: _Hlk22478092]Organisation restructuring would not have become an option if customers in Barclays had not complained about the non-friendly website. This led to the successful implementation of a new website because the bank would not have acted if customers had not voiced their opinions. However, the essence of organisational restructuring is not to wait for customers to complain before bringing in ideas that can move the company forward. For example, internal benchmarking can give an idea to banks how to approach something that can impact their financial performance as observed in Lloyds TSB Bank. 
4.2.3 Did the change meet the current demands?
a. Santander Bank 
The change was observed to meet individual expectations at the three banks. For example, customers started using their account more often to avoid account closure with Santander Bank. Restructuring through gathering of data proved accurate because the change approach was not resisted. 
b. Barclays Bank
Many customers were activated for online banking as a result of attractive and easy understanding of Barclays Bank website according to SSAB while RMB said change brought more customers to the bank when they discovered that branches could be avoided by customers. 
c. Lloyds Bank
[bookmark: _Hlk22478674]Moreover, queues in Lloyds Bank reduced as a result of the transfer of some customers to TSB Bank due to the split. Organisational restructuring must meet all change demand before implementation. For instance, bringing out a new policy as observed in Santander bank can trigger sudden behaviour among people through effective participation in the process. Meanwhile, having a new platform for bank transaction (online banking) is another positive way of restructuring an organisation’s processes in order to reduce workload in the bank branches. 
4.2.4 What was the specific timeframe for the implementation of change?
a. Santander Bank
Customers were given early notice to either fund their inactive account within 2 months or have their account closed down with Santander. 
b. Barclays Bank
No specific timeframe was required, as access to the bank website is 24/7 according to SSAB, while RMB said no additional timeframe needed and HRMB said the change approach needed is determined by the type of agreed change. 			
c. Lloyd TSB 
Customers were duly informed about the split of Lloyds TSB Bank, whereas 631 out of the 1,931 branches were rebranded as TSB Bank and the remaining 1,300 was named Lloyds Bank.
[bookmark: _Hlk22478991]Results indicate that having a time frame is important for any organisation to restructure the way it operates. This prevents any form of resistance to change and prepares everyone ahead of the scheduled date for implementation. Organisational restructuring is not something that is achievable in a day because it involves processes that must be followed before it can meet its intended purpose. Meanwhile, early notification was done by Lloyds TSB bank as a way of ensuring all customers could get to their respective banks before they are caught unaware. 
Scope
4.2.5 What level of change was needed?
a. Santander Bank 
The HRMS said change management was needed in 2016 because having too many inactive accounts with the bank did not bring the necessary results. Also, cultural transformation was needed in Santander Bank because diversity needed to be promoted to boost employee performance even though there was some silence observed before response was given. 
b. Barclays Bank
Meanwhile, upgrading the bank website was crucial to meeting customers’ needs and requirements through product development according to SSAB. 
c. Lloyds TSB
[bookmark: _Hlk22479171]Splitting Lloyds TSB Bank into 2 was needed as a way of decentralising operations and making access to the bank easier for customers. This was confirmed by the PPDL and HRML. Organisational restructuring was discovered to be the only option for Santander because allowing to many accounts in the system will be cumbersome to handle by the bank. 
4.2.6 How did it affect the entire organisation?
Some resistance to answering this question occurred with the HRMS and HRML before the information was released out. 
a. Santander Bank
· BMS: Customers started funding their account. 
· ARMS: Many customers have more information and product that have good benefits. 
· HRMS: Good working relationship among employees to meet organisation goals. 
b. Barclays Bank
· SSAB: More people opted for online banking. 
· RMB: Less complaints on issues regarding transactions. 
· HRMB: More communications for productivity in the organisation. 
c. Lloyds Bank

· PPDL: Customers have more time allocated to their complaints so they can be addressed appropriately. 
· MTPML: Some employees have to transfer ownership of employers. 
· HRML: Operational activities were decentralised into different banks to aid smooth day-to-day business. 
4.2.7 What were the major reasons why change was required in the bank?
a. Santander Bank 
The change was required in Santander Bank because employees were not working together as a team because of different cultural backgrounds which led to poor performance. Cultural transformation was required for the launch according to HRMS so that everyone would work towards the banks goals in order to meet targets. 
b. Barclays Bank
Also, easy access to information and reducing how frequently people come to bank branches are major reasons why the website upgrade was the change required in Barclays Bank according to the SSAB. 
c. Lloyds Bank 
[bookmark: _Hlk22479300]Meanwhile, decentralising operations activities is the major reason why Lloyds TSB Bank was split into two according to the three managerial level interviewees (PPDL, MTPML and HRML). Restructuring was seen as the last option by Barclays bank because they wanted to reduce how frequent customers come to their branches by having a website that is easy to understand and operate by everyone. 
4.2.8 Was the change used in a specific section of the bank?
a. Santander Bank
The change was across the board and not specific to a particular department or section of the bank which was confirmed by the BMS, ARMS and HRMS. The level of correlation to this question indicated that they agreed to the same information during the interview. Meanwhile, restructuring can happen in any department without restricting it to one. For example, the bank implemented the use of clock in to know when staff actually resumed at some of their branches in London. 
b. Barclays Bank 
Meanwhile, same can be said for Barclays Bank where any change introduced so far is not restricted to a particular operation of the Bank which indicates similarities between both banks to the implementation of change. This means organisational restructuring is open to all department in the bank for successful implementation. 
c. Lloyds Bank
The split of Lloyd TSB Bank into 2 separate banks was for the entire bank and not limited to any department as confirmed by the three interviewees, PPDL, MTPML and HRML. Restructuring is not limited to a particular section or department in organisations but can be implemented across the board as observed in the three banks. Organisational restructuring was fully implement in this bank because many departments were dissolved while merged to resolve the issues of efficiency in daily business operations.  
Preservation
4.2.9 What are the best practices in managing the change?
a. Santander Bank 
The change was managed effectively by constantly communicating with customers on why their account will be closed. This led to a quick response by some customers who started funding their account to avoid been closed by Santander Bank as outlined by the HRMS. Meanwhile, organisational restructuring happened in the bank as result of the reaction from customers. This is because the approach from the bank through communication yielded the desired results. 
b. Barclays Bank
Also, informing customers ahead of upgrade date so that the time when they will not be able to transact online will be known according to the SSAB. Restructuring was fully implement in the bank because new platform for transactions has been exposed to customers for easy day-to-day business operations. 
c. Lloyds Bank 
[bookmark: _Hlk22481601]Meanwhile, informing customers of the branch location that was communicated by Lloyds TSB Bank ensured that the brand where the account was opened could claim ownership of the customer either as Lloyd Bank or TSB Bank customer. Formulating a strategy with rules was important because restructuring cannot be effective when there is no single rule guiding its implementation. 
4.2.10 How do you measure the successful implementation of change?
Measuring how change has met it purpose was a difficult question that the majority of the interviewees found most difficult to answer. However, further explanation was given to outline how success can sometimes be measured to determine if why the change was implemented is needed at the first place. 
a. Santander Bank 
· BMS: Analysing past approach to current ones as outlined by McKinsey theory. 
· ARMS: Customer’s complaint level was used which is one of the argument given by Lewin’s theory. 
· HRMS: Analysing results to determine if the purpose of change has been met (Lewin theory).
b. Barclays Bank

· SSAB: Looking at results the change has produced so far (Kotter). 
· RMB: Level of compliance with customers as indicated by AKDAR model. 
· HRMB: Analysing the progress of the change either weekly, monthly or quarterly (Lewin). 
c. Lloyds Bank 
· PPDL: Monitoring progress for feedback (Mckinsey). 
· MTPML: Analysing result from the outcomes as determined by AKDAR model). 
· HRML: Analysing the financial strength of the bank after 100% implementation (Lewin theory). 
4.2.11 How do you bring out the best change management types?
a. Santander Bank 
According to the HRMS,
‘‘a situational analysis is needed before the bank can decide how to approach the change. This could be in form of implementing Lewin’s Change Management Theory’’
BMS and ARMS said a situational analysis is conducted before any approach is decided. This ensure that management adopt a change approach that fit into the required aim of the organisation. 		


b. Barclays Bank
Change can be adopted by focusing on the specific requirement such as strategy, employee behaviour, operations (system), management leadership style and organisational structure according to SSAB. This has some correlation with McKinsey 7S Model (Waterman et al, 1980). 
c. Lloyds Bank 
Meanwhile, according to the HRML
‘‘change management such as mergers and acquisition or diversification is usually used when there are plan to increase financial strength of the bank’’
PPDL and MTPM both said that change can never stand by itself without planning. This is because researching what needs to be adopted is crucial to any successful change. 
4.2.12 In your view, why do you think change management fails?
a. Santander Bank 
Change management fails because of inadequate leadership support, poor planning and lack of resource according to BMS, ARMS and HRMS.
b. Barclays Bank
Lack of skills, support and commitment towards implementing a planned change can contribute to its failures according to SSAB, RMS and HRMS. 
c. Lloyds Bank 
Lack of systematic planning, vison and focus are major reasons why change management fails according to the HRML. 
Diversity
4.2.13 Did you commit everyone to the change process?
a. Santander, Barclays and Lloyds Bank
According to the 9 interviewees in the three banks, everyone was committed to the change process because the implementation of change can’t be done in isolation which required all the necessary support from top down. For example, 
‘‘closure of inactive accounts and cultural transformation involves everyone at Santander Bank for implementation while the website upgrade was done by the IT department of Barclays where all the Technicians fully participated in the process’’
Committing everyone to change is important because it drives operational effectiveness. However, this approach must be rigid because it can help in preventing any form of crisis during implementation. 

4.2.14 Was the change culturally based?
a. Santander, Barclays and Lloyds Bank
[bookmark: _Hlk22481956]The interviewees were not comfortable with the issues of culturally based change management especially at Lloyds and Barclays Bank but insisted that change in their respective organisation has nothing to do with cultural factors. Organisation restructuring does have a correlation with cultural issues. For example, if the culture of a particular environment does not accept the use of internet for business transactions, it becomes more difficult to compel customers to accept online banking in such environment. This sometimes could be a way of reducing cybercrime. However, only Santander Bank implementation experienced a cultural transformation for all employees so everyone could work together as a team. 
4.2.15 What were the divisions established to implement the change, if any?
a. Santander, Barclays and Lloyds Bank
According to all interviewee, ‘‘the HR department handles change management in the banks’’ 
and no special department or division is created for the implementation of change as discovered in the three banks. The agreement was discovered because all 9 interviewees specifically said the HR department is the first to consider any form of change management implementation. 
4.2.16 Were the changes influenced externally? 
a. Santander, Barclays and Lloyds Bank
 ‘‘No external influence for closure of account at Santander Bank as outlined by HRMS while increased competition in the banking industry led to the upgrade of website at Barclays Bank according to the SSAB. No external influence of change decision happened at Lloyds Bank according to HRML’’
Capability
4.2.17 “Why do you think a new change, or building on an existing change, is needed?” 
a. Santander Bank
A new change is sometimes required so that innovation can be said to have happened in business operations (Santander Bank). 
b. Barclays Bank
A new change may be required to outsmart competitors in the banking industry. This will prevent the bank from going into liquidation as a result of been overtaken by competitors (HRMB). 
c. Lloyds Bank
[bookmark: _Hlk22483106]Building on existing change is sometimes needed to measure performance and as well building on the success achieved so far to avoid failing out of track (Lloyds Bank). 
In conclusion, the research results indicate that change is not restricted to building new ones but can be amended by building on existing ones as a way of implementing the ideas of organisational restructuring. 
4.2.18 How do you plan to implement new changes in the future?
a. Santander Bank
‘‘Implementing change in the future are special programs that are not revealed sometimes in Santander Bank until it is approved during the Annual General Meeting’’
The above was the response from the HRMS. 
b. Barclays Bank
No planned change strategy was outlined by the HR Manager of Barclays Bank. 
c. Lloyds Bank
At Lloyds Bank, appointing new MD’s to pilot the affairs of the bank between 2017 – 2020 is one of current approaches for implementing change. 
4.2.19 Was the change idea brought by an individual or management?
a. Santander, Barclays and Lloyds Bank
From the information gathered in the three banks, all change ideas are from managers as the bank structure allows no room for individuals to bring new ideas to the board that could be implemented. All decisions relating to change must be collective and sometimes require stakeholder’s approval, especially from shareholders. All 9 interviewees spoke with one voice on this particular question because they believe change management cannot be the idea of one person. 
4.2.20 What are the skills needed to start the change implementation? 
a. Santander Bank
· BMS: Participation because no organisation can successfully implement restructure its operations without adopting a participative style of management. 
· ARMS: Follow-through because constant follow up is needed to fully restructure a business. 
· HRMS: Coaching guides the daily process of the restructuring because it gives room for learning to take place.  
b. Barclays Bank
· SSAB: Leadership is needed for organisational restructuring because it easily gives capacity to lead a change in an organisation. 
· RMB: Networking gives room for ideas outside the planned change to be implemented for the overall interest of the organisation. 
· HRMB: Organising is crucial to a successful restructuring process because it ensures that everyone is fully integrated into a common interest so as to bring out the best in them. 
c. Lloyds Bank
· PPDL: Communication is crucial to every successful restructuring due to the fact that everyone must be fully informed to work for a common purpose that will be beneficial to the organisation at large. 
· MTPML: Listening is important for organisational restructuring because it expose the whole process for feedbacks that will be needed for corrective actions. 
· HRML: Perseverance brings out good qualities associated with restructuring. 
[bookmark: _Hlk22483451]Results indicate that all interviewees have a different approach to successful change implementation. This implies that various skills are needed in starting up the change implementation process without focusing on just one particular one. 
Capacity
4.2.21 Did you need trade union input before implementing the change?
Result shows that there was some level of confusion when the interview got to this stage. The MTPML was not sure of the meaning of trade unions. However, I had to explain that trade unions are representatives of employees who fight for good working conditions that is sustainable to the organisation at large. 
a. Santander, Barclays and Lloyds Bank
[bookmark: _Hlk22483621]Meanwhile, all 9 interviewees at the three banks said trade union input is not needed for implementing change in the bank because such changes relate to internal issues that do not require formal approval from banking sector unions. Most change approaches in the bank only require legal factors before it is considered by the managers. However, organisational restructuring can sometimes affect trade unions when companies start to resist the workers from joining a union which could be a threat to their strategic objectives. 
4.2.22 What were the required funds for starting the change implementation?
a. Santander Bank
The 3 interviewees were not willing to give a specific figures relating to budgets for various changes that have been implemented in the bank.  
b. Barclays and Lloyds Bank 
[bookmark: _Hlk22484104]Also, no information was given to this particular question by the interviewees at Barclays and Lloyds Bank but said the annual report of the banks can be accessed to determine if such information is available. This means this question was not answered since it has to do with the financial activities of the bank. 
However, it should be noted that organisational restructuring cannot become a success without looking at the financial implication. For example, creating a new department for easy business operations attracts operational cost with constant capital expenditure. 
4.2.23 What was the maximum number of people required to carry out the change? 
a. Santander Bank
‘‘10 – 15 people are required for any change’ according to BMS but only 8 participated
ARMS – 7-8 while 10 was used 
HRMS – 6-10 by all 10 participated 
b. Barclays Bank
20 – 30 is needed at Barclays depending on the volume of the change - SSAB
RMB      -    15 - 25
HRMB   -    12 - 15	
c. Lloyds Bank
The HR Managers of Lloyds Bank said ‘‘change is not specific to a branch but mostly it could be up to 15 people before such change can be fully implemented’’
4.2.24 Were there any established skills required for those involved in the implementation of the change? 
a. Santander Bank
According to the BMS 
‘‘many experienced managers were gathered to discuss how the cultural transformation should be formulated before implementation. 
b. Barclays Bank
The SSAB said ‘‘a strategic thinker needs to be identified so that he/she can be part of the change implementation. This is because identifying what could make the change irrelevant or re-strategizing will be quickly acted on as compared to using a novice to implement the change’’. 
c. Lloyds Bank
Project management skills are crucial to the success of Lloyds TSB Bank splitting in 2013 according to the PPDL. This enabled the HRML to identify areas where failures could happen and then do the necessary preventing measures. All interviewees were of the opinion that having the required skills is crucial to the successful implementation of change. This reduces the level of anxiety during the implementation of organisational restructuring. 
Readiness for change
4.2.25 Were there lessons learnt during the change process? 
a. Santander Bank
The HRMS said lessons learned during the change process was how employees react to cultural issues. This will be addressed by the bank on how teamwork can be achieved when working with people from diverse cultures. 
b. Barclays Bank
The HRMB said improved communications within the bank was developed for future purpose.
c. Lloyds Bank
[bookmark: _Hlk22490483]The three interviewees at Lloyds Bank said how to successfully split or decentralise power was the major lesson learned during Lloyds TSB Bank split so to avoid conflict that may negatively affect the future financial performance of the bank. Organisational restructuring cannot be achieved successfully without facing some difficulties. This is because it gives room for better productivity and planning for future. 
4.2.26 What were the necessary skills needed for the change?
a. Santander Bank
‘‘Vision, leadership, experience, training and communication are the major skills needed for implementing various change that happened in the three banks’’
b. Barclays Bank
Organising and Coordination 
c. Lloyds Bank
Strategic planning and effective communication. However, this was confirmed by the HR Managers of the 3 Banks. 
4.2.27 Was there a proactive measure to anticipate any unexpected changes in the bank?
a. Santander Bank
According to the HRMS 
‘‘the bank does have internal measures where any unforeseen circumstances that may occur can be easily addressed’’.
However, such proactive measures are not usually disclosed to the public in order to avoid competitors taking advantage of the bank. 
b. Barclays Bank
Meanwhile, ‘‘one of the proactive measures into online banking platforms at Barclays Bank was the introduction of secure key for login purposes. This eliminates the rise of online fraud that is prevalent in the United Kingdom’’.
c. Lloyds Bank
The HRML said measures were put in place when the bank split on how customer services can be well equipped to perform effectively by introducing more platforms for communication with customers. 
4.2.28 When did change management start in the bank? 
a. Santander Bank
According to the HRMS, 
‘‘Change management has started happening when mergers took place in the 1990s and as well the acquisition of some small banks to position Santander as a big brand in the UK, which became one of the leading retail banks in 2013’’
b. Barclays Bank
The SSAB said relevant change management happened in 2012 when the Chief Executive Officer resigned and the next in line took over but there was uncertainty if he could meet the general expectation of the bank. 
c. Lloyds Bank
In 2013 was when change happened at Lloyds Bank when the split took place. This was the uniformed response by the three interviewees. 
Power:
4.2.29 Who led the change in the bank? Was it employees or management? 
Further explanation was given to this question for all interviewees to understand how to identify who drives the change either individuals or management in general. 
a. Santander Bank
· BMS: Management 
· ARMS: Management
· HRMS: Management
b. Barclays Bank
· SSAB: Management 
· RMB: Management 
· HRMB: Management 
c. Lloyds Bank
· PPDL: Management
· MTPML: Management
· HRML: Management
[bookmark: _Hlk22490551]This implies that restructuring the organisation cannot be achieved without the knowledge of the management team. 
4.2.30 How were duties and responsibilities shared to meet the desired result?
a. Santander Bank
According to the HRMS 
‘‘responsibilities are usually allocated to the individual implementing the change. For instance, the Associate Relationship Manager communicates directly with customers of the bank by offering new products that suit the customer in the banking sector’’	



b. Barclays Bank
Meanwhile, the SSAB informs the HRMB about what changes the bank has planned to execute. The RMS then follows up with the strategy if it relates to how customers demand can be met to achieve the desired results.
· SSAB – across department  	
· RMB – outlining all operational activities 
· HRMB – giving out job description on individual basis
c. Lloyds Bank
[bookmark: _Hlk22490667]In the meantime, the PPDL of Lloyds analyses the planned strategy and communicates to the MTPML who then manages the change and collaborates with HRML who fully monitors and executes the change such as updates on customers’ accounts with recent valid forms of identification or the right to stay in the country. Organisational restructuring required shared responsibilities for its success. This prevents any form of centralisation which could lead to its failures. 
4.2.31 How was the decision to implement change taken?
a. Santander Bank
The decision to implement change was taken by top managers of the bank to close inactive account as a way of preventing too many redundant accounts in the system. Although, some management staff resisted the idea, others were able to convince them on the importance of implementing such ideas. 
b. Barclays Bank
Customer feedback response was the indicator at Barclays Bank as a way of upgrading the website. Restructuring was fully implemented because of the approach to banking transactions which means the importance of having different approach to something. This prevents the idea of adopting one approach to all banking activities that may slow down the progress of the organisation. 
c. Lloyds Bank
[bookmark: _Hlk22490740]Improving operational performance through splitting customers into separate banks was the decision taken to implement change at Lloyds Bank. Results from the interview indicates that top management initiatives are the major role of all successful restructuring process in a firm. 
4.2.32 Was implementation limited to a specific person? 
a. Santander Bank
According to the HRMS, closing accounts was a general decision to all customers with inactive accounts. This means organisational restructuring in this bank was all about eliminating all non-performing account in their system. 
b. Barclays Bank
The upgrade of websites at Barclays Bank happened when customers complained about easy identification of the menu on the bank website. This means organisational restructuring was all about meeting current taste of customers to avoid them moving to competitors.  
c. Lloyds Bank
Meanwhile, the HRML said splitting the bank into two from Lloyds TSB was not focused on individuals but a general approach towards the maximisation of profit and reducing the cost of operations for efficiency. This means organisational restructuring in this bank is all about decentralisation of all process to serve customers better. 
Further interview questions were derived from the research questions, objectives, and aims of the study. Also included was the incorporation of relevant theory that has been identified in Chapter Two, all of which will aid the purpose of the study. These questions include:
[bookmark: _Hlk2599236]4.2.33 How has change been managed in the bank when interest rates are high, government policies are changing, and unemployment and high demand in wages are prevalent?
a. Santander Bank
According to the BMS 
‘‘change has been managed effectively by maintaining interest rates that is affordable for customers’’
The ARMS said the annual increase in bus fare has made some of the bank employees demand an increase in wages, but the bank has been able to subsidise transportation for workers. The HRMS are the ones who pushed for such changes so that employees could be happy and productive in their respective job role. 
b. Barclays Bank
Limiting interest rates to approved standards was the only way change could be managed because they are bound to follow the approved rate by the Bank of England as indicated by SSAB. However, the RMB said customers are sometimes offered different products with discounts as a way of making sure all government policies does have an impact on all customers. The HRMB aligned with the same information at Barclays Bank. 
c. Lloyds Bank
Meanwhile, the PPDL said collaborating with Non-Government organisations is done so that unemployment of youth can be drastically reduced. The MTPML and HRML said government policies and wages are taken into consideration when implementing change in order to make operation activities more effective. 
4.2.34 In terms of technological factors, have business operations been promoted with the use of internet?
This particular question took a lot to time for interviewees to answer. It was discovered that the question attracted many responses which took 7 - 15 minutes each and that made the research more exciting. 

a. Santander Bank
The three interviewees at Santander Bank said the use of internet has limited how frequent customers come to branch to pay money into other customer accounts because they can now do transfer via online platform. 
b. Barclays Bank
The SSAB said the upgraded website is one of the best approaches to technology while the RMB said customers can pay cash into cash machine inside that bank without having to meet the cashier for cash payment. The HRMB said introducing many cash payment machines inside all the bank branches was one of the approaches in limiting access to cashiers. 
c. Lloyds Bank
Meanwhile, the PPDL and MTPML said 
‘‘business activities have been promoted with the use of internet where secure key was introduced as part of log-in measures’’
The HR Manager said any change with the use of internet is implemented by the IT department of the bank. 
Relationships
There is a relationship between change kaleidoscope theory and McKinsey 7S theory which led to the following question: 
4.2.35 How is automation done in the bank?
This question brings out the current happening in the technological world
a. Santander Bank
‘‘Automation is done in Santander Bank by having a phone call section where customers can talk to employees in head office to submit complaints rather than being charged to call such numbers’’
This was the response from the Branch Manager. 
b. Barclays Bank
The major automation at Barclays Bank according to HRMB is the introduction of cash payment machines 
c. Lloyds Bank
[bookmark: _Hlk22491173]Automation is archived in Lloyds Bank by having a signed bank statement transmitted online rather than waiting for the hard copy to be delivered at customer’s address which could take 2-3 working days. 
In summary, results further indicated that automation is part of organisational restructuring which can lead to loss of job for employees in the company and reduction for salary expenses for the company in large. For example, courier service charges are reduced when customers can get their bank statement electronically without the need to wait for hard copies. 
4.2.36 What is the process of implementing change management in the bank? Change management implies introducing new features into how an organisation operates which could either be positive or negative. For example, a company may decide to merge two departments as a way of reducing operational cost.
a. Santander Bank
According to the HRMS 
‘‘the best time change management was implemented in the bank was when there was a merger of three building societies namely Bradford & Bingley, Abbey National and Alliance & Leicester which is currently called Santander UK. This action led to increase in profit margin that amounts to £3.8bn’’.
b. Barclays Bank
‘‘The process of implementing change management in Barclays Bank was the appointment of a new CEO who brought in new ideas, which initially led to panic that was later resolved’’
This was confirmed by HRMB. 
c. Lloyds Bank
However, the HRML said organisational changes happened through the appointment of a new Executive Director, Chief Financial Officer and Executive Director, Group Director, Transformation, Retail and Commercial Banking and others in 2017 as a way of implementing the bank strategic plan for 2018 – 2020. 
4.2.37 What is your understanding about organisational restructuring? Examples are Business Process Reengineering (BPR), Downsizing, Outsourcing, Virtualization, Mergers & Acquisitions, Divestment &Turnaround. 
The meaning of organisational restructuring was adequately explained to all participants so that full knowledge is given out in order for the participants to give their opinions that is relevant to the question.  
a. Santander Bank
· BMS: Changing the structure of the organisation in terms of operations, culture and approach to work indicate organisational restructuring. Restructuring take time sometimes because everyone need to be well informed to avoid causing more damage to the operations of the bank. 
· ARMS: Using merger and acquisition to increase the financial strength of the organisation.  For example, two departments were merged as a way of reducing operational cost. This led to efficiency in the bank system where cost was reduced. 
· HRMS: The changing of organisational strategy to meet current market demands so as to meet customer expectation. 
b. Barclays Bank
· SSAB: Downsizing the workforce to improve on productivity and as well reduce cost of operation. 
· RMS: The use of outsourcing to reduce cost.  
· HRMS: Improving on operations to meet current market taste such as website upgrade. 
c. Lloyds Bank
· PPDL: Using BPR to improve customer service 
· MTPML: Reducing the workforce by digitized accounting process. 
· HRML: Organisational restructuring is all about influencing strategic choices (workforce characteristics), changing organizational structure, job design, reengagement in addition to redeployments and cuts. 
Meanwhile, organisational restructuring outlines the importance of changing the status quo to meet new demands of customers. This involves the use of new technology to defeat any form of impossible tasks. Also, people restructure their operations for better reasons. For example, reducing workforce can be the best way to address the issues of excess capital expenditure that are not necessary. This happens as a result of having workforce that is productive. 
Restructuring of Lloyds Bank took a long process because an assessment was done to determine if it was feasible to achieve. This is because it brings everyone to bank idea of implementing change. Although, the change took time in Lloyds as declared by the HR manager, implementing it was a good idea because it eliminates too many customers that are not contributing anything to the effective operation of the bank. However, it took less period of time to restructure Barclays because website upgrade only run for few weeks before 2 days (weekend) was used for implementation. 
Restructuring in the 3 banks 
The role and responsibilities of organisational restructuring has been given to the managers of the three banks. However, this role is not just given to the HR managers but the top management of the bank must first plan the change before implementing it. For example, Barclays bank placed it restructuring programmes on its HR departments with the help of the HR manager. This is sometimes achieved through a change in policy direction. At Santander bank, the HR manager said merging of departments is not needed because the change has no business with merger and acquisition. However, the HR manager of Lloyds bank said some department were because of the split due to the fact that some functions may be duplicated and the bank does not need that. 

4.2.38 In your view, how does change management lead to any of the restructuring tools mentioned above?
a. Santander Bank
‘‘Change management lead to merger and acquisitions in Santander Bank when they want to expand their operations as well as increase financial strength’’. 
This was confirmed by the ARMS. 
b. Barclays Bank
The SSAB said downsizing will only happen when the bank can no longer afford to pay the salary of its employee which has not happened in the last 5 years. The HRMS said implementing virtualization indicated the approach of website upgrade. 

c. Lloyds Bank
[bookmark: _Hlk22491354]The PPDL and MTPML said Business Process Reengineering (BPR) led to splitting of the bank so that more focus can be placed on customers’ needs. Organisational restructuring has many links such as divestment, spin-off and cost restructuring. This sometimes save cost for companies for profit maximization. 
4.2.39 How do any of the organisational restructuring approaches take place in different departments/levels in the bank?
a. Santander Bank
Organisational restructuring takes place in a different form according to BMS. For instance, 
‘‘the bank transfers a staff from one branch to another one as a result of promoting job rotation’’.
b. Barclays Bank
According to the SSAB, organisational restructuring takes place mostly at the middle management level when decisions taken from the top management required someone to have the specific and current skills to implement a change.
c. Lloyds Bank
However, the HRML said the major approach to change management takes place at the Human Resource Department after the top managers have communicated the change they want to implement. 
4.2.40 What implications, if any, manifested as a result of the introduction of change management (net profit, return on invested capital and cash flows, etc…)? 
Explaining this question was tough at the stage. I had to inform participants in detail what net profit, cash flows and other financial items entailed so that they could give information relative to the question: 
a. Santander Bank
‘‘Cash flow and annual finances increased at Santander Bank as result of an increase in customers that patronize the bank’’.
The ARMS gave the information.  
b. Barclays Bank
‘Customer complaints were reduced at Barclays Bank as a result of website upgrade which was easy to understand.
c. Lloyds Bank
Meanwhile, the HRML said splitting the bank into 2 (Lloyds TSB = Lloyds and TSB Bank) reduced the financial capabilities of the bank since customers have been decentralised from one bank into twoe separate ones. 
Other theory questions developed from chapter 2 
Kotler’s Change Management model 
4.2.41 Why must a step-to-step process be followed to achieved successful results in change management? 
a. Santander Bank
The HRMS said step-to-step processes in change management are usually followed in the bank to avoid failures. This is due to the fact that avoiding a particular process can damage the intention of the change itself. The ARMS said the result is usually positive when complaints reported are followed to achieve the desired result. 
b. Barclays Bank
The three interviewees at Barclays Bank (SSAB, RMS and HRMS) all agreed that successful results are achieved when step-to-step processes are followed in change management. 
c. Lloyds Bank
However, the HRML disagreed that the step-to-step process must be followed. This is because external factors such as new government policies, increases in exchange rates, customer’s religion or belief and tsunamis can make the bank change its initial planned change before implementation.  


Lewin Change Management
4.2.42 How does the increase in revenue lead to a successful change? 
a. Santander Bank
‘‘Change sometimes does not necessarily mean revenue can be increased when certain factors such as purpose, benefit and sustainability is not considered’’
This was outlined by the BMS. 
b. Barclays Bank
According to the HRMB, an increase in revenue doesn’t necessarily mean planned change will be successful. This means there is no collaboration between an increase in revenue and change management. 
c. Lloyds Bank
[bookmark: _Hlk22491499]Meanwhile, PPDL said when change management such as diversification is implemented, it is expected that annual revenue will be impacted on positively. Meanwhile, loss in revenue sometimes happen within the first quarter of implementing restructuring ideas. This is because such approach does attract cost but can be beneficial to the organisation in the future when the change brings out positive outcomes. 
4.2.43 What actions are being taken to avoid failures in planned change? 
a. Santander Bank
According to the HRMS, improving on websites, upgrading and creating more platforms where transactions can be made easy for customers are some of the actions taken to avoid failures in planned change. 
b. Barclays Bank
The RMB said planned change failures are usually avoided through constant communication and addressing any concerns raised by customers as soon as possible. 
c. Lloyds Bank
The HRML said staff welfare is the key to avoiding failures in planned change. This is addressed by constantly training them with relevant and important skills so as to meet the daily demands in their duties and responsibilities.  
Nandler 12 Action Steps 
4.2.44 What is the cost implication of implementing a change? 
a. Santander Bank
The cost implication of implementing change at Santander Bank is usually tied to finance according to the HRMS. This is because every change usually requires some amount of money for implementation before it can be made realistic. 
b. Barclays Bank
The HRMB said some amount of money is usually budgeted for programs annually such as website upgrades or to meet current taste of customers in the banking sector/industry. 
c. Lloyds Bank
According to the HRML, 
‘‘No change can be implemented in the bank without financial implications. However, the success of the change is more important than the fund invested into the project.’’
ADKAR model 
4.2.45 What measures should be put into place to identify a change strategist? 
Some of the interviewees were not keen to explain what having a change strategist is all about. 
a. Santander Bank
For example, the BMS said such questions can be well answered by people who plan strategy for the organisation. Change strategists are usually people that bring ideas about how something can be furthered developed as outlined by the BMS. The ARMS of the bank said the commitment of staff can sometimes indicate who is ready for change.
The HRMS said change strategists are usually identified by looking at competence, skills and capability of individual staff so as to identify who can successfully make the change a reality. 


b. Barclays Bank
The SSAB said empowering staff with necessary tools to perform on job duties is one of the approaches in identifying a change strategist.
c. Lloyds Bank
The HRML said measures such as job evaluation, job rotation, resistance to change and staff commitment are the indicators of a change strategist. 
Establishing practical connection between change management and organisational restructuring
4.2.46 How do you implement revenue generation (change) through divestment (restructuring)?
a. Santander Bank
 ‘‘The best approach towards implementing revenue generation is through additional features in banking activities. This will make customers more active with the bank’’ as described by the ARMS.”
b. Barclays Bank
The HRMB said the generation of revenue is the sole responsibility of HR where avenues of fund increments are crucial to the success of Bank. 
c. Lloyds Bank
However, implementing change through restructuring was discovered to be done in Lloyds Bank by the PPDL and TPML with the aid of making staff welfare paramount. This allowed the change to be successful. Meanwhile, the interviewee in Lloyds Bank refused to disclose the specific approach used when divestment is to be adopted.  
4.2.47 How does change in management (decision making leaders) affect the current performance in employee behaviour? 
a. Santander Bank
Employee performance is enhanced with adequate training according to the HRMS. 

b. Barclays Bank
The welfare of staff is paramount to the success of the bank as outlined by the RMB 
c. Lloyds Bank
The PPDL said change in management affects employee’s performance negatively when decision taken by top management is not clearly communicated to all employees. 
4.2.48 What is the main benefit of adopting joint ventures in your business?
a. Santander Bank
The three interviewees (BMS, ARMS and HRMS) specifically stated that the last time joint ventures happened at Santander Bank was in 2015 when there was partnership with Monitise so as to create ventures that will back fintech disrupters. 
b. Barclays Bank
As part of increasing annual revenue, Barclays Bank recently announced the creation of Barclays UK Ventures by having more investors in the bank so as to grow financially. 
c. Lloyds Bank
[bookmark: _Hlk22491596]Also, the HRML said joint ventures are not in place at the moment but the bank is focusing on how to secure more customers for effective operations. However, companies that lack finance usually resort to joint venture as a way of restructuring their financial capabilities to meet up with their various competitors. 
4.3 Analysis of Case Study 
The research was able to identify nine case studies so as to view change management and organisational restructuring from a different perspective for proper analysis. The case studies are: 
[bookmark: _Hlk22487505][bookmark: _Toc513629512]a. Worker’s responses to managerial driven change: The case of modernization in the Royal Mail by Pender, M. (2016)
Conflict resolution prevents the failures of change within the organisation. This is because everyone is carried along in meeting the target of the company. Privatisation can take a number of forms and shapes including; the total or partial conversion of a public corporation or nationalized industry into a limited company; government disposal of some or all of its shares it holds in specific bodies; or breaking the monopoly held by a state concern. All workers resisted the change policies as a result of loss of job. This will lead to working have no money to meet their daily needs thereby resulting to poverty. This change can be said to be negative to any form of organisational restructuring. 
b. Sustained organisational change: A heart and minds approach by Davies, M. (2008)
The value of permanence is what culture is all about. This led to change management in the organisation where cultural issues play a vital role. Leadership, delivery, partnership, skills acquisition and increased productivity are all crucial in meeting organisational goals. Organisation restructuring discloses the output of the business in which it can easily be identify when failures occur. For example, JP Thomas lost millions of pounds as a result of using modern technology that was hacked.  
c. Can employment restructuring be implemented responsibly: A case study of SteelCo’s socially responsible restructuring process by McLachlan, C. J. (2017)
Employment restructuring has proliferated in recent years, with increasing numbers of employees being subject to redundancy. Though not entirely representative of every single restructuring event in the EU as only based on those reported in the media, it provides a broadly consistent picture of the extent of restructuring across the EU region. The HRM literature has also dealt with the impact of restructuring on all employees, arguing that its negative effects also extend to those who are not directly affected and remain in the company post-restructuring. 
d. Boikhutso, T. M. (2013). Change Management: The Impact On Systems Implementation.A Business Application Solutioncentre (Basc) Case Study 
Unskilled project teams, together with unclear roles between project-team members were also highlighted, because end-users were sent from pillar to post when requesting clarity on issues pertaining to the project and the new system from senior management to project team members, and then referred back to management. Team problems were highlighted by most respondents as an issue that had contributed to the failure. The findings and recommendations could assist with the reduction of system-implementation projects failing – due to human factors, including training, communication, management involvement and change-management activities. There is a difference between end-users’ and management’s perceptions on the impact of change management during system-implementation projects.
e. Kumasa, F. D. (2016). Change Management: How it reflects in modern organisation. PHD Thesis
It was discovered that change management takes place in all departments of the organisation and not necessarily in any individual section. This could trigger new attitudes among staff of the organisation. Managers claimed that as a practice, employees are rewarded based on performance, but the research proved otherwise. Pay for performance as a driver for improved performance, is gradually seeping into the compensation and rewards practices of rural banks. Research findings prove that this has been incorporated into profit sharing and bonus payment structure of some of these rural banks. This aspect of HR is a centralised activity carried out at the head office.
f. Omito, G. H. (2013). A Management Research on Banking Industry.  School of Learning. PHD Thesis
Employment security as an HRM policy is new in rural banking circles. The concept is new to most managers and employees and as such its practice is not prevalent in the rural banking sector. However, the little understanding of this concept has given rise to practices like assurance especially to valued employees of long-term future with the bank. On the other hand, there seem not to be formal, fair and reasonable process for handling grievances and complaints. Again, there are sanctions for employees who do not obey instructions yet achieve desired results.
g. Jones, L. C. (2011). Using Change Management to implement banking activities. PDH Thesis 
Studies have extensively shown that the proper management of human resources through sound and effective HR practices, policies and programmes can positively improve organisational performance. This research found nothing to the contrary. Should rural banks resort to the proper management of their human resources and not leave that function to directors and non-HRM experts, a great impact would be made on organisational performance.

· Case studies from Pricewaterhousecoopers PWC in addition with Mckinsey and Company
[bookmark: _Hlk22487449]h. PWC (2010) Making change happen, and making it stick: Delivering sustainable organizational change
Change management is the capability and set of interventions that deliver the “people” side of a change effort. Successful change management not only targets leaders but also engages people across the organisation, while adjusting key enabling processes such as performance management. The five success factors that drive change are: 
1. Understanding and spelling out the impact of the change on people
2. Building the emotional and rational case for change
3. “Role modelling” the change as a leadership team
4. Mobilising your people to own and accelerate the change
5. Embedding the change in the fabric of the organisation
[bookmark: _Hlk22487471]The approach to change management starts by clearly defining the business objectives the change is intended to deliver. The next step is to understand the current organization — its culture, its capabilities, and its experience with change (both successful and unsuccessful). Meanwhile, this is not a fixed or formulaic methodology but rather one that accelerates success by selecting the most effective and efficient tools and techniques for the specific circumstances of the client organisation. However, HR systems, structures, processes, and incentives must be aligned and consistent with the goals of the transformation.
i. Mckinsey and Company (2015). Organizational Design and Change Management for IT Transformation: A Case Study
Three perspectives must be put in place for change to be successful during its implementation. These are recognising the need for change, instituting a vision and enacting the change. In summary, the core elements of the change plan focused on addressing the following objectives: 
 1. Assure that all staffing changes as defined in the organisational design would be properly communicated at a given time and in appropriate sequence. 
2. Define effective messages to executives, managers, and staff that was consistent and communicated what was changing and why. 
3. Develop scripts for the implementation of the changes including specific notification conversations, town halls, and on-site visits. 
4. Include an emphasis on the BAU approach as the primary change was the introduction of the towers and the new alignment to the Global Shared Services organisation.
5. Creation of 90-day action plans for the leadership team to follow once the change was official.  

[bookmark: _Hlk21004817]4.4 Challenges faced during the interview stage
The first interview was conducted at Santander Bank with the HR Manager after 2 days cancellation and disappointment experienced initially. However, the Branch Manager and Associate Relationship Manager were interviewed the next day after the success of interviewing the HR Manager. Meanwhile, some other staff of the bank were trying to convince the interviewees not to participate in the interview so as not to give information that may cost the bank financially. However, the interviewees agreed to participate since questions asked that are sensitive to the operations of the bank can be easily be ignored. 
In another development, many interviewees indicated interested in participating in the interview. However, the research was limited to selecting managers at low, middle and top management so as to obtain information that is different in nature and not a general response to a particular question. Audio recording was used to record the information derived from the interviews which was later listened to at home for proper analysis and presentation into chapter 4 of the dissertation. Meanwhile, the 9 interviews were not conducted in a day. This is because different time availability was given by each of the interviewees which led to carrying out the total 9 interviews for three weeks.
Two interviews were conducted at Barclays Bank on Monday while the third interview was booked for by the interviewees on Thursday. At Lloyds Bank, the HR Manager was interviewed on the 2nd week after missing the first appointment the previous week. The Project Program Director and Marketing Technology Project Manager of Lloyds Bank were interviewed the following week after they were convinced that the HR Manager has participate in the interview and was happy to respond to the questions asked. 

4.5 Analysing the Objectives of the Research
As discovered from data gathered in interviews and case studies, the research aims and objectives need to be assessed individually to determine if they have met the purpose of the study. 
4.5.1 Objective One: To identify when change management was last implemented in the bank
Change management was last implemented in 2016 at Santander Bank when the bank closed down many accounts seen not to be in a good condition and the introduction of new policies for wealth creation in 2018. Also, change was discovered to occur last at Barclays Bank in 2018 when the banks website was upgraded to meet current market needs. The split of Lloyds TSB Bank into two separate banks in 2013 was the identification of last change management implementation at Lloyds Bank. 
4.5.2 Objective Two: To assess the major reasons why change is required in banks
It was discovered that employees were not working as a team at Santander Bank which required the use of cultural transformation to address such concerns. Reducing how frequently customers came to do transfers in the bank led to the upgrade of the website at Barclays Bank. Meanwhile, decentralising operational activities is the major reason why Lloyds TSB Bank was split into two to build efficiency. 
4.5.3 Objective Three: To analyse who led the change and what was the outcomes
Management led the change and communicated the processes that need to be followed to all employees working with the three banks. 

4.5.4 Objective Four: To determine if adequate cost was allocated to successful implementation of change
Funds were allocated for change management implementation in the three banks, but the actual figure was not disclosed by the 9 persons interviewed. 
4.5.5 Objective Five: To analyse lessons learnt from change and how to improve in the future
How employees react to cultural issues, how to improve on communication within the bank and how to successful spilt or decentralise power were the major lesson learnt in the three banks so that operational effectiveness can improve in the future. 
4.5.6 Objective Six: To identify what is the best organisational restructuring for business activities in the banking industry
From the results analysed, merger and acquisitions, downsizing in addition to the implementation of virtualisation are the main organisational restructuring tools used in Santander, Barclays and Lloyds Bank. 
[bookmark: _Hlk22492473]4.5.7 Objective Seven: To critically evaluate if the change is culturally based before it can be implemented.
Barclays and Lloyds Bank change approach is not culturally based. However, Santander Bank implemented cultural transformation for all employees where everyone can work together as a team. 
4.6 Summary 
Organisational restructuring has been seen as one of the approaches to successful change management. This has led to it usage be companies in many ways. Below is indicator of change kaleidoscope factors that was with agree or disagreed upon from the result of research:
                          Agreed                                                    Disagreed 
	
 Diversity
 Readiness for change




	       Power 
        Time
        Scope
        Preservation
        Diversity
        Capacity
        Capabilities







All aspects of change kaleidoscope that indicate agreed was discovered to be fully implemented in the three banks during the interview process which means 7 out of the 9 headings was useful in modern organisation. The issue of diversity is minimal because most approaches to restructuring in the 3 banks has nothing to do with diversity since there employees are from different cultural backgrounds. 
4.6.1 Resistance to restructuring 
From the interview results, resistance to change occurred in Lloyds Bank when a new CEO was to take over the entire operations of the bank. This may have led to loss of confidence from people in the bank. Some employees initially resisted change in Barclays but the managers were able to convince them why it was needed. 
Power: Ensuring that workers implement the planned change was the responsibility placed on them in Santander bank. This was done to bring out restructuring ideas through the closure of accounts. This as well make managers to think outside the box on how the bank can survive in the future. 
Time: Restructuring ideas was places on managers so as to ensure that resistance to such change is prevented from occurring. 
Scope: The main implementation of change was placed on managers. This lead to effective implementation because they will be able to monitor day-to-day progress of the change. 
Preservation: Resistance to restructuring was avoided in respect of communication to all relevant authority that have a stake in the change. This brings out the best in the bank operational activities and ensure that resistance is adequately minimised.
Diversity: The core responsibility of change was placed on employees. This is because everyone need to follow the cultural norms of the bank as a way of managing individual cultural beliefs. 
Capacity: The capacity to manage change lies with the managers of corporations. They will be able to give appropriate feedback to the top management so as to see if the change need to be replaced with relevant ones. 
Capabilities: The ability to influence and make the change achievable as planned. 
Readiness for change: Managers must first show example by accepting the change proposal before it is implemented in the bank. This will serve as a guide to first identify resistance to change so as to effective coordinate the implementation process in order to achieve the desired results. 



4.6.2 Core responsibilities placed on managers to determine how organisational restructuring and resistance to change can be minimised 
Top management of an organisation plays a crucial role in at least three groups of assignments. These are: 
· Development of the management system through optimisation and development of all its structural elements: Top management bears responsibility for implementation of the mission, achievement of the vision, implementation of the strategy, defined policies and accomplishment of the set objectives. Also, they partner with right people to implement the change and as well provide adequate resources to make it a success. 
· Creating new value: Synergy of the three most important entities is essential for this process which are owners, management and employees. This brings out the desired results. Employees carry out their work in accordance with employment contracts, and they are responsible for doing it in the requested way while management designs the vision. 
· Restructuring the management system: Regardless of the type of restructuring, the management primarily has the obligation to:   
1. define and adhere to restructuring principles (legality, objectivity, cooperation, patience, transparency, prevention), 
2. objectively assess the existing state and problems in the management system, - clearly set and explain objectives
3. clearly define and explain the role of all participants in the restructuring (owners, employees, representatives of workers, social community e.t.c)
4. determine which structural elements of the management system need restructuring, 
5. consult with owners and ensure adoption of documents needed for implementation of restructuring 
6. consult with representatives of workers (works councils, unions) and, if possible, ensure their cooperation and support
4.7 Limitations of the Study 
One of the limitation for the study is that banks were not willing to give all necessary information to avoid a situation where information will be disclosed to their competitors. Meanwhile, it was also difficult to merge three separate information from the banks to produce a single document. 
4.8 Recommendation for future study 
It is recommended that another approach to change management implementation can be structured rather than using organisational restructuring to address the topic. This is because adopting these topics for banks is tedious and time consuming to produce a robust dissertation. 
4.9 Research questions for follow up and lessons for the future
Questions such as how change management can be implemented other than restructuring can be asked to determine to best approach to change management implementation. Also, the rationale behind organisational restructuring can be questioned in future studies to determine if it is needed in the first place. 
4.10 Recommendations
Every employee must be fully trained to meet up with any change approach that the organisation wants to implement. For example, they must be trained with relevant IT skills to be able to implement the basic functions of virtualisation. Meanwhile, there must be limit to some change ideas that the bank wants to implement. This is because putting everyone in a specific change for implementation can sometime lead to confusion which makes the ideas un-implementable. The change kaleidoscope must always be the first priority when adopting change management because this gives room for easy identification of barriers to any form of change that organisations want to adopt. Cultural issues must be carefully studied to avoid discrimination in the workplace. 
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2.2.1.1 Strategy
Reaching the goals of the business after having a plan that will outsmart com petitors is
what strategy is all about (Grey, 2013). McKinsey's 7S fram ework identified strategy as
the first stage of change management which is used in the development of procedure
and step-by-step attainment of future goals

2.2.1.2 Structure
The division of the organisation is what structure tends to outiine (Griffin & Stacey, 2011). This

gives room for understanding of how the organisation operates from top management to middle
and lower management.

2.2.1.3 Systems
This stage describes how daily tasks are being performed and the way decisions are made
(Wichalski, 2011). Managers of firms pay more attention on organisational change with regards
to the systems in place as a form of guide in order not to do what the businesses have not
planned to execute

2.2.1.4 Shared values
This implies the main or core values that exist in the organisation which are practiced by all
employees (Jurevicius, 2013). Everyone is expected to work towards the laid down rules and
regulations so as to meet the corporate goals of the organisation

2.2.1.5 Style
The style aspect of McKinsey 7S Modeltends to outline how leadership and change issues are
adopted before it is implemented. This can be either an authoritative or participative style of
leadership or management which is adopted in managing the affairs of the organisation (Kunal,
2015).

2.2.1.6 Staff
These are the employees of the organisation who carry out the day-to-day business activities
(Batko & Szopa, 2016). Their working capabilities must also be known as relevant trainings
and other related activities can be implemented so as to have a positive Change Management
introduction

2.21.7 S
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organisation are termed skills. These will enable the organisation to assess individual employee
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