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Leading and Implementing Change in the Workplace




“It is not the strongest of the species that survives, nor the most intelligent that survive. It is the one most adaptable to change.”  
By Charles Darwin 1809-1882
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In the world of ‘adapt or collapse’ or as even as drastic as ‘adapt or die’ this generation of one in ten people want to start up a business, equivalent to 3 million people in the UK (Enterprise Nation, 2022), with the extensive developments in technology, modern day working culture, government legislations and huge increase of interest in the public wanting to be self-employed, is it possible for businesses to become successful? This report is going to prioritise a charity based within Llanelli, the Wallich Clos Sant Paul, which supports homelessness people and give youth 16-24-year olds temporary accommodation for up to eighteen months in a building with twelve flats, whilst researching this charity it will critically analyse and evaluate the impact that change has on the culture of the organisation and evaluate how stake holders remain an interest. 
“We characterize organisational change as a movement over time from current ways of organizing and working to new ways of organizing and working” (Dawson and Andriopoulos, 2021).
The word change, seems simplistic meaning or motion, for example in this day and age of cosmetics, people dislike the size on their lips then just add lip filler, people want the newest car then get 0% interest finance, not sure about the job role at work then apply for somewhere else and move. To change the action seems instant, however in the workplace, there are many barriers and considerations that need to be overlooked. In any scenario of changing something in order to gain results it entails many factors. For instants who will it affect, what will it affect physically, time efficiency, is it cost effective, is there research, will it benefit the company and employees together and what sacrifices will be at stake. The workplace culture is a priority, target market, government legislations, whilst combining new technology, is it upholding climate change morals, is the leadership motivated and there are three models to be discussed that could make changes the norm, Kurt Lewin the ‘freeze’ approach, Jeff Hiatt’s acronym of ADKAR and Kotter’s 8 step to change.
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Change is a part of everyday life, with the constant comparison sites online, finding better prices, software taking humans jobs, sully demands increase, importing and exporting being recorded as highest ever prices. Innovation depends on the creative employees, to market research, what sells good, what are customers disappointed with, what is the experience, the staff members are the knowledge of the direction that the organisation should go in. To change is not a simple motion as stated previously, there are barriers and the potential lack of longevity in the changes made, for example, want to lose weight then change the diet, there are studies that demonstrate the difficulties of not only changing the mindset for short term but a great deal harder for six to twelve month changes. An example of failed creativity and willingness to adapt and change, is the DVD chain Blockbuster, as the time it was the place to be, a calendar event in many people’s calendar, Saturday night people would queue up outside to go in and rent a DVD, however, these last couple of years people do not even own a DVD player. How did the Blockbuster team not see these culture changes with the help of advanced technology not see this happening, or was its poor leadership lacking interest in staff’s opinions? Who knows! But imagine if the team noticed at the time there was a Blockbuster App that the public could become subscribed members with a monthly charge and could rent a film or game a month onto phones, tv’s and smart devices. Basically, there are barriers that can deter change, there is a great risk to change, which can affect staff morale, workplace performance, customers satisfaction/ experience and ultimately may not be financially beneficial (Kanter, 2020).
Closer to the Wallich, change is in demand, keeping trained and upskill with the newest drug on the street, the side-affects, keep up to date with housing legislations, safeguarding issues, benefits entitlements and being aware of changes in the community resources, to be expert in this field is to be aware of all the changes in the local area and within the project to offer the best support possible for the service users. Change is important to keep up with the times and record what worked and what did not, for the organisation to keep running it relies on the grants from the government, donations from local community and fundraising events (www.thewallich.com, 2022). 
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[bookmark: _Hlk112761889]The well-known model of change is Kurt Lewin’s (1999) three stage approach (Krogerus et al., 2012) it is very simple and serves as the foundations of most change models; unfreeze change and refreeze, using the analogy of a frozen block of ice defrosting and re-modelling in order to refreeze. Unfreeze is the communication, deal with concerns and reassure. Change is the phase of employees begin to adjust to the idea, lastly the refreeze is when the change has become a part of culture by regular training to set in place. 
ADKAR was founded by Jeff Hiatt, is an acronym for awareness is the phase people are communicated to, desire is creating the momentum and motivation for the employees, knowledge is the stage of teaching employees how to make the change, ability is giving the capabilities to change this could be assigning a mentor/coach or extra training and reinforcement is to make the change set in stone until it becomes the norm (Hiatt, 2006).  
The third model discussed is Kotter’s 8 step approach to change, it includes create a sense of urgency, put a team together, develop a vision and strategies, communicate the changed vision, remove obstacles, set short-term goals, keep the momentum, embed the change (Kotter, 2012). Kotter’s approach is a very structured step by step guide, Kotter expresses how each step has to be executed properly before moving on to the next step (www.youtube.com/kotterchange, 2022). 
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In the Wallich, unlike a business a non-profit charity organisation is not only to make money for the cause but has a duty to improve the wellness of people’s lives.  In the Wallich there are two main types of micro-environment they are the service users that are 16-24-year olds and the employees. Even though the non-profit is a positive cause and not based on purely profit, it is still very effected by the macro environment with the Wallich are the stake holders, social services, police, government, charity funding, community surrounding the project, the job centre, food banks and any other resources within the area can all affect the running of the Wallich. 
The microenvironment is affected by service users and employees, the changes that occur that affect both parties in recent times within Clos Sant Paul, is the level of training. In 2021 there was a regular iHasco training that covered the usual first aid, fire awards and so on. The beginning of 2022 there was a new training team that focus on in depth training covering PIE, psychological informed environments, ace’s – adverse childhood experiences, emotional awareness, positivity thinking and so on. In order to bring this change in was a quick turnover of Kurt Lewin’s (1999) three stage approach (Krogerus et al., 2012). The manager decided to get everybody in for a meeting tell everyone about the change being brought in with immediate effect, training was to commence within the two week period, then the defrost section of deleting old software, modernising the training room and the re-freeze section was to continue with the training for the foreseeable future. This was effective as there was no other option, however, to critic the manager in one area would have been to give more notice to allow people to make room in the calendar to achieve the task of not only downloading new software and physically modernising a training room, leaving staff overwhelmed, potentially ADKAR’s model would be more the right attempt, to give an earlier awareness such as a month notice. The main advantage ADKAR’s model would have been more susceptible to have the motivation and momentum, the reason for the new training is to upskill and develop with academia certificates to allow promotion but ultimately do the job easier and better by having knowledge to undertake any task increasing the culture capability. 
Through COVID-19, there was a vas amount of changes made, one of them that affected both employees and service users was no visitors could not enter due to spread of the virus. The guidelines from the government ordered a national lockdown. Due to this, staff at the Wallich had to announce the changes with letters through the temporary accommodated flats, texts out to all residents and posters on the walls. All people entering staff and service users had to write on the entry file times of arrival and departure like a track and trace system. This affected the culture capability of who was the natural leaders of calming service users and staff down when managers were not available, being hyper aware to service users feeling anxious could lead to misuse of alcohol or drugs, impacting other residents and potentially losing tenancy.  
Additional admin and record keeping, the daily log was to be written more vigilant, door signing in and out of the building was taken very seriously. If there would be a time a staff member forgot to sign in, this would lead to potential arguments between colleagues as it was a temporary policy within track and trace plus people feeling anxious about coronavirus. In this instance Kotter’s 8 step approach to change would be adequate for the pandemic change in policies and procedures, Kotter states that the first stage of urgency is critical in situations to get people to act with force, communication and setting short term goals it is guidance and this huge and immediate change that affects not only financial crisis but people’s health and well-being, whereas both Lewin’s freeze model and ADKAR although are known to be successful in this scenario are too simple for a pandemic crisis in the authors opinion.  
A slower but serious change that is affecting culture capability is the introduction of climate change, this is being introduced slowly meaning that Kotter’s 8 step to change would be inappropriate as he expresses on his YouTube interview how all change must begin with urgency, yet the Wallich have stated this is going to be a working progress change, of making the project greener and more aware to the climate. For instants, the projects is eventually going to close down and reopen on a land that has been accepted for funding, in order to have forty eco-friendly pods, the vision for youth to grow vegetables and fruit, look after wildlife, this is to encourage independence and love for the world in attempt to love one ‘self. This all sounds therapeutic and lovely, but the change has many barriers to employees that currently work at the Wallich, will there be guaranteed jobs, will it be relocated further afield, will contracts be the same or altered, shift patterns changed, all of these aspect need to be considered and with ADKAR’s model this is the most appropriate for long term projects. It recognises the need for reassurance, knowledge, upskilling, offering mentors and coaches, without this the culture can be affected by lack of trust, assumptions rather reassurance, arguments between colleagues, people handing in notices from lack of security. If the change is done accordingly it can add excitement, motivation for helping with bringing the green project on, even promotions, having positive conversations to the public and even fundraising for the project. 
The green project change in the Wallich is the biggest evolving situation that has happened, in order to break down the micro effects of the Wallich the author has done a management technique SWOT analyse to discover if the green project is recommended. 
Strengths are better for the climate, educating staff and service users, finding out different resources, working with different agencies that have the same vision of being greener. Weaknesses, effectively bringing the change to rapid without reassurance of staff leaving employees feeling unstable, unsure, unsafe and potentially leaving for another organisation, another weakness is not completing the project. Opportunities, promotions, increased pay rises, extensive knowledge or training, meet new people either staff or employment, being a part of something that is worthwhile and can positively impact someone’s future. The main threat of this project is, the communities that land may be near, keep complaining and protesting for the project not to be near the housing estate, land registry opting against the vision, funding not being enough long term and employees not being onboard. 
Here the strengths definitely outweigh the negatives, not only is this vision helping service users have a positive environment, with the vision of peace and calm whilst creating progression and goals/aims but also directly impacting Llanelli’s emissions and spreading knowledge to communities about steps to become greener and climate friendly. The culture capability, will be keeping high motivated morale only if the change of this project is conducted with high emotional intelligent leaders, at a gradual pace, using coaching and mentoring skills in order to create this change, if the leadership lack these skills it could reckon the whole vision, with the culture becoming negative and fearful of the future. 
For the second part, is macro environment. In order to break down what affects the culture capabilities it was essential to acknowledge a few factors that do impact using a PESTEL analysis. 
Firstly, political factors, this is where the charities ambition is to prevent rather than cure stage, not wait until people cannot afford rent, food and the basic living necessities. The policies for example the abolishment of section 21, for evictions at short notice leaving 93,000 people in temporary accommodation between 2019-2022 (What the abolition of Section 21 means for landlords [2022 update], 2022).  
Economics, due to the Wallich being reliant on the grants and donations, with the living cost rising, the estimations are it will affect funding’s to non-profits from communities or individuals. The tenders for grants next year are more demanding with the estimations of rising homelessness, potentially will balance out financially, however, the ultimate vision is to reduce and prevent homelessness especially in youth. The Wallich have been known for increasing job vacancies and volunteering places to people to try and encourage this vision, but at fault over spent on job vacancies. 
Social factors that impact the macro environment, is the homelessness culture, it becomes a way of life, finding new spots to stay, meeting people with the same lifestyle, addiction, mental health, a sense of judgement from society, the Wallich try to encourage social events, food kitchens, training courses, counselling, mediation, not only to develop skills but to rebuild relationships and reinforce trust within the organisation. It is not as easy to give somebody a house and assume they will be fine, it involves giving the support and tools to run a house, there have been many cases a person has stayed in temporary accommodation with free heating and electric but has left from being over whelmed by instructions to run the flat or having rules that need to be abided. 
Technology plays a great part from the macro environment. Especially with the use of social media, finding out resources from the community keeping up to date with what is available for people in need, also what cases are in the area, if somebody is desperate for help. Tenders are all done through the software, but also as a microenvironment, all the Wallich’s data is on high tech software programmes that is incredibly secure, with security questions and changes of passwords daily. It includes all previous service user’s history, medical, ACE’s, financial situations and daily logs. 
Environment, is recognising the seasonal changes which correlates now with climate change, the extreme weathers preparation for supply and demand items, for example, with flooding being a regular yellow warning, having facilities for off the ground tents, waterproof clothing, soup kitchens available more often, getting the awareness out to vulnerable people that may not know there are weather warnings issued. 
Legal, within the Wallich there are many government legislations that must be abided by, such as safeguarding, data protection, the level of training all staff must acquire, what areas grants, and donations are being spent. For example there is the new Charity 2022 Act coming into action this year, which is to increase the flexibility that non-profits get for advanced services and more leniency to using money for immediate demands without requesting consent, in the Wallich this would mean, if needing agency staff from employment sickness, rather than asking for permission first from the area manager, the assistant manager at the time can go ahead and document funding. The barriers for the leadership implementing this new Act, are having to encourage and motivate staff to understand the advantages and disadvantages, for example reassuring this will give opportunities for increased vacancies for administration, potential promotions or pay rises, however, staff may worry that the work load would be increased and overwhelmed and undertrained, also may increase tension for competitive nature of different roles or shifts with the new Act effecting tasks. 
The change model for this new Act would not be Lewin’s Freeze model due to the complexity of going through the finer details, suggesting that Kotter’s 8 step module again gives the guidance and is designed to go through the emotional process that change may bring to employees. The only difficult part of Kotter’s 8 step module, is on his YouTube tutorial he declares that his main lesson learnt through studying thousands of organisations going through change, that if an employee is negative to get rid of them as they can do more damage to a vulnerable time. However, if emotional intelligence was implemented along side a mentor, the behaviours and attitude could be encouraged to go along with the changes and that message to other staff could be more powerful and motivational. 
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The stakeholders in the Wallich mainly include, the welsh government, agents such as social workers, medical staff, the community, fundraisers, donors, volunteers and they all value the same vision as the Wallich to prevent homelessness and everyone is entitled to a safe house. Without the stakeholders, the Wallich would not be possible to run. 
The Wallich is finalising issues regarding the new green project, in order to do this, the stakeholder must be on board. Starting with the welsh government, apply for grants such as, enabling natural resources programme, (Enabling Natural Resources and Well-being grants | GOV.WALES, 2022). The land registry, that works within the Llanelli council, is vital to allow the land to change of use farmland to the project to have sustainable accommodation, the new Charity Act will give leniency for appointed employees to keep track of this process. 
Social workers, police, and emergency services, play a massive role, as they are a set of professionals that allow staff at the Wallich to do their jobs with the comfort of knowing there is help and resources out there, social workers are always in contact as they assess the mental health of service users whilst at the Wallich. They not only plan care plans but they expertise in this field of support (Fink, 2010) but also determine whether the Wallich is a positive part of service users support. For the social workers to view this change as a positive, really is to communicate that there is a change but also allow opinions, thoughts and ideas towards the change. As this type of stake holder is beneficial to the charity’s foundations, fundamentally the Wallich vision is to not only be climate friendly but to improve vulnerable people’s lively hoods. If a social worker suggested having a trauma room, sensory area or a meditation class once a week all these aspects would be considered and hopefully the social workers would even recommend the Wallich’s project to social service and local authorities as a positive environment. A technique to get this group of stakeholders to efficiently be led through this complex change, possibly invite to the project and do a presentation for the local social workers ensuring that they can voice opinions. 
The community is slightly different as it would be impossible to bring hundreds of people in do a presentation, that being said, an option would be to do a few opening evenings with free teas and coffees for people to feel comfortable with the change yet what if nobody is interest in attending even if it is at the current location or at the new project. Other ways of getting the communities on board would be through social media, positive announcements and answer any queries. The main objective for the community would be encouraging the public to feel at ease visiting the Wallich to see the positive impacts it will make on the people there and on the climate, being sustainable.
Fundraisers, donors and volunteers, all believe in the Wallich for being a part of it for free. The way to introduce the change is direct emails, phone calls, allowing visits for extra details. As for the volunteers it is about finding out what the motivations are from individuals being there, is it work experience or to eventually get employed or for knowledge of the organisation, if it was for employment the management would then suggest the volunteer to apply for jobs. Specifically for people that raise money for the Wallich’s current project, it would then be the conversation of why would someone continue for the new place, the managers would need to sell the benefits on individuals from being more independent, having distractions from addictions, knowledgeable about the plant and learning to love and respect the small things in life. 
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Conclusion

The initial part of change is to identify models of change, throughout it seems to the author it is not which one is the best, but it depends on how large the change versus the timeline, one does not suit all scenarios. Leading stake holders through the change the research shows there are different forms of communication, technology via emails or social media, phone calls, meetings, opening evenings, but the long and short of change is communication (Jones and Stanely, 2008),to be precise and clear even if the messenger is not sure how the message will be perceived from the audience either positive or negative, it is vital to continue in that manner. After setting the changes in clear bullet point fashion, to encourage and motivate employees is demonstrating good leadership to bring everyone along on the process rather that ‘do what I say’ leadership, having the emotional intelligence. Ultimately for the Wallich to be long term successful in a greener environment with the vision of support people through vulnerable times then it will need great leadership of communication, communication and communication, having the ability to reassure whilst motivate, that employees and service users are not nervous but excited!
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The Wallich is innovation project
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Kotter's 8-Step Change Model
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