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Introduction



Within this report we take a closer look into how different dynamics and fractions of my business 1st steps counselling, what may help the business in diverse ways, or what may prevent it from thriving. Within this report you will find  I have researched into whayt makes up the different fractions that go into the building blocks of the business. I diagnose environmental, cultural, and personal factors. Aswell as delving into how I can increase revenue, decipher what the business could become in the future. Aswell as show a detailed analysis of how changes in the business environment, cause complications or possibly help the business. I analyse the culture and framework of my organisation, explaining possible ethical dilemmas that could arise and how I could navigate myself through those complications, in hopes of avoiding negative repercussions. Overall ensuring 1st Steps Counselling emerges victorious.

















A critical analysis on how changes in the business environment have affected, influenced or likely to influence my company 1st Steps Counselling using Porter’s 5 Forces.

There are two highly effective investigative tools to use when attempting to gain an overview of one's company. There is a Pestle review, which is an analytical tool to help identify the numerous factors that may affect an organization and its ability to compete in an open market. There is also Porter’s 5 forces which also helps to examine the forces that make a company competitive whilst also identifying its strengths and weakness’. As the defining difference between these two models is that Porter’s 5 steps helps examine WHAT makes a company competitive while identifying its strengths and weakness and a Pestel analysis identifies HOW factors may affect my business, I have opted to use Porter’s5 forces.

Porter's 5 Forces
1. Competition- Who out there offers the same service I do and how can differentiate myself from my competitors to stand out and maintain a healthy cliental basis.
2. New entrants into the industry – New companies arise as do innovative technologies and services constantly, what will I do to ensure my service is still the preferred choice by my cliental. Also, will l evolve and have modern technology or update my current technologies within my company? 
3. Supplier power- Will I raise my prices lower the quality of my service, reduce my availability for my cliental? On considering these factors I must bring into consideration the buyer (my cliental)
4. Buyer power - If my cliental cannot afford the service or are not happy with the quality of the service I am offering, then they could exert pressure on myself (with a threat of leaving my service) to lower my prices or offer a better service, as ultimately, they would fail to attend sessions. Resulting in a loss of funds for my company.
5. Threats including substitute products and services in the market. - If my service is not up to a standard that my cliental have become accustomed to, they could venture out there and find another company (counsellor) to help them maintain their mental well-being.







ORGANISATIONAL STRUCTURE


“While organizational alignment is essential for harmony and efficiency, it also creates a persistent pattern of behaviour that is not easily changed. Yet an increasingly turbulent and changing environment demands change.” 
( Beer 1980 ).

There are many different structures to base a business’ beginning on. So, grasping a clearer understanding of each structure, and learning which organisational structure my company falls into, allows me to grow with a clearer understanding of what my limitations and goals should be. As each structure offers something different.
From a hierarchy structure, which is favoured for grander well-established business’, and runs with many distinct levels and roles within the business. Where each role is clearly defined, and everything is outlined, (however denies those at lower levels within this structure truly little room for creativity) as individuality, within this structure is strongly discouraged.
I looked at a functional structure, which is one of the most common structures especially in larger companies. Within this structure you will find that groups of employees are organised according to the function they perform, those employees are again divided up into sections or smaller groups or departments dependant on their roles and skills. 
Neither of these structures suit my organisation, for a plethora of reasons but we will mainly focus purely based on the size element of my company alone. So, I looked at some of the structures that smaller companies tended to lean towards adopting. 
I found that the structure of a product-based business, could suit my operation very well, as these allow myself to create a structure according to each product being sold, each fraction has its own manager and within that fraction each manager specialises in one product. As my product is a service that I offer this structure was very appealing and would suit me well.
But ultimately, I believe my company sits well within a simpler structured framework, within this the building blocks are uncomplicated, with fewer rules and regulations to determine how my work can be outlined, I then also get to decide how the laws and regulations can be exercised, as I have sole authority. I have adopted the rule from Dennis Organ’s understanding of Organizational citizenship, as inside this he believes that within a group setting, we hold a set of individual behaviours which do not include a reward system as such, but produce an increase in our productivity and effectiveness, which in effect result in a greater reward that cannot be measured.
“individual behavior that is discretionary, not directly or explicitly recognized by the formal reward system, and that in the aggregate promotes the effective functioning of the organization”
(Organ, 1988).


Lewin’s 3 Step or Kotter’s 8 Step Model, which way to go?

Here I hope to explain how I plan to enhance a further transformation of my companies' ideals, but first I had to decide whether Lewin’s 3 step model, or Kotter’s 8 step model would be more beneficial to myself. I found that both models hold elements that could be interspersed with each other or mirror each other's philosophies. 
Lewin’s 3 step model is based on:
1. Unfreezing - so to break free from what has been considered the status quo (what has become the normal function), breaking free from the way a business usual runs its organisation.
2. Movement – Instigate the change within the business. - so, initiating online sessions with cliental.
3. Refreezing - Ensure all changes have now become the regular model for the business.  Now online sessions are a part of the norm for myself and cliental.


Kotter's 8 Step process was more viable for myself in breaking down the different elements within my company and helped me see how I could further examine step by step and clearly define how my business could grow, and how to clearly get there without having to outsource my service or take on extra help.

Kotter’s 8 step process utilises these steps:

Kotter’s 8 Step Process

1. Create a sense of urgency. 
I Need to be able to continually offer a service of counselling to my cliental, in a time when one to one interaction is strongly prohibited. 

2. Build a powerful alliance. 
Strengthen the relationships with my clients and be clear on what could be a viable option moving forward with our communication and the service they have been accustomed to receiving.

3. Create a Vision with new goals for change.
Establish a clear plan, which is an Understand that counselling is a necessary component within many people's lives, so creating an online platform to ensure that sessions can continue is necessary. 

4. Communicate what the new goals will be, clearly explain the change.
Communicating the new outlook to my clients and reassuring them that this change can help them stay focused on their goals and help them in a positive manner, in what was a very uncertain time.

5. Enable action by eradicating barriers.
Ensuring I have an extraordinarily strong internet connection, to make sure there are no breaks in communication whilst in the middle of a session. Help clients who found this new platform
a.  Scary or daunting and difficult to manoeuvre through,
b. Unwilling to adopt the new procedure regardless of the consequences to their mental health. 
c. Some clients who refused to move forward with the new direction, their accounts put on hold, (until we can meet again face to face)
d.  planning for the short term and realising it was a lot longer than expected.

6. Generate short term wins.
Having successfully switched and held meeting with clients from face-to-face sessions, to online sessions.

7. Build on the growth/change.
Find new cliental who would otherwise not have been able to partake in counselling (for fear of the outside world/germs/laziness etc) ensured that these clients have maintained the schedule and are sticking to their new routine and embracing the new platform we have established.

8. Establish the Change.
This change has been successful, so now I can successfully continue with online sessions via Teams or Messenger etc, and slowly initiate both a face to face and online platform, for those individuals who still can't venture outside their homes.









McKenzie's 7 Step Model
See appendix 2.
I have chosen to delve a little deeper into the understanding of my business by using McKenzie's 7S framework, this framework is a tool that helps me (a business) to analyse how effectiveness can be gained within my company, through using the actions of these seven key elements. Style, Skills, Shared values, Staff, Structure, Strategy and Systems these 7 steps helped me give a more detailed understanding into the culture of my business. McKenzie's 7 Steps breaks down a business into 7 key elements.

Strategy – My constant plan of action is to listen to my cliental and help them become well-adjusted and content within themselves. For that to happen we have appointments put in place, and we attempt to keep the same time frame to help foster a sense of normality and structure. a plan of action to achieve the goal and increase revenue and cliental within the business.
Structure -  I have sole proprietorship, all arear within my organisation are solely owned  and operated by myself. I have a small business structure.
Systems - The procedures and process’ that are carried out within my business are quite simplistic as I am just a small business, I don’t have any staff members to consider or to complicate things. I will give a breakdown of how my business ran when I was in the building compared to how I now run the business due to the covid 19 lockdown, and the restrictions put in place.
1. Daily Customer Relations
· Pre lockdown- So for myself a daily rundown used to begin with the arrival at the Regus building, I would refer to my calendar and let the receptionist know I’m in and inform them that I’m expecting X amount of clients during the day, they  would then know to ring through to my office when a client arrives, governing from my response they would either have the client wait in reception or be sent upstairs to my office.  
· During Lockdown- My procedure today has completely changed, as I am constantly logged in online, I am solely responsible and must ensure to have logged in my calendar not just appointments but calling information of cliental all online, via teams/ Facebook messenger. Sometimes on occasion I have held meetings via WhatsApp messenger. So, the onus is on myself to ensure that I call my clients or invite them into the conversation at the correct time.
      2.    Payment Systems
· Pre-lockdown- Payments towards rent were paid by direct debit, straight to Regus every month, payments for each counselling sessions were paid via cash on hand transactions before each session. I would keep all transactions on paper files in a folder at the office.
· During Lockdown- I have managed to save money with no rent having to be paid to anyone. Clients pay for their sessions via direct debit or bank transactions, although on various occasion I have given several sessions pro-bono as clients have found themselves without the funds needed to cover their session. 

SKILLS-  When Counselling individuals the most important skills that are required of myself and any person within the counselling environment are Patience, Listening and most essential and completely necessary the ability to openly communicate. Note taking, Paperwork, and accounts are rudimentary.
STAFF- Being a sole owner, there is just myself to account for within the business, although I do/did pay rent on my office space and for the luxury of having a receptionist, ( who although I get to utilise comes under the umbrella of Regus, who runs the building and therefor the employees I.e. receptionist, cleaners kitchen staff etc.)  Training is not a requirement as I am fully qualified, in saying that I do attend training seminars every 1-2years to learn any advances in my field, or just to sharpen my skills, as people and their problems evolve, I believe so should my techniques.
Shared values- The normality within the company, again as a sole business owner, I do not have the complication of ensuring that staff members and myself share the same work ethics or values, but I do have to ensure my cliental and myself share the same outlook, which is to work together to achieve wellness within themselves. So honesty and truth are viable values we share, and an extraordinarily strong understanding that open communication, without bias is essential. These bonds that are formed help to foster a form of teamwork between myself and my cliental. 
STYLE- Participative Management a style which allows an open form of communication and decision making between employees (my cliental) and management (myself). This style of management I found particular desirable as it highlights the importance of understanding human intellect and fosters to seek and strengthen relationships with employees (my cliental).

  

















 Ethical dilemmas likely to influence the culture of my business.

Personal bias
There are many personal biases that could cause a conflict of interest when counselling individuals, if a personal belief or value would hinder my ability to offer great counselling and help the client, then I should recommend a different counsellor. E.g. listening to someone who fantasises about rape, would be personally upsetting for myself and I would not be able to counsel this person effectively as a result, I would have to refer them to someone else.
Double relationships
As a counsellor we must work well with several different clients, the nature of our relationship should be completely professional/platonic as in Counsellor/Client. But what if I found myself physically attracted to a client, and sought to seek a relationship with them, relationships founded this way are completely prohibited. As it impairs on the good that can be done to my clients wellbeing and their progress, if something like this every occurred I could lose my licence so I should opt to either a) not counsel them or b) not pursue the relationship. 
Some Double relationships are questionable but allowed, such as a close friend or family member, as a counsellor I should really evaluate whether my relationship could be detrimental to my clients' progress and if that is the case not counsel them.
Confidentiality
Client counsellor confidentiality is necessary, in no way should I disclose any information from any of my sessions, this rule also pertains to family and friends. There are however 3 exceptions
1. A child is endangered or being abused.
2. Elderly abuse.
3. An immediate threat to anyone's life.
Under these circumstances I would have to let my client know that this information will be disclosed and to who. E.g. the police.





Conclusion

Ultimately, I have found that my business has my business been affected or influenced by
1. The current Environment
My entire work pattern has had to change due to an inability to have face to face time with my clients, I have completely changed the structure of my business to ensure that I am still available to offer a service, and to ensure I can continue to thrive in a time where most were finding themselves out of work and thrown into strange environment.
2. Finances
The Pandemic of Covid 19 has changed so many people's lives, so many individuals found themselves for the first-time budgeting and unsure how they could survive financially as well as emotionally. For myself it was a challenging time, and for many of my clients who simply found they needed my service but could not afford it. I found I needed to find a way in which I could still provide a service but not be completely out of pocket. So I offered discounted rates and many pro-bono sessions. I also found that with a few clients we could arrange a service for service payment system, (so you help me and I will help you, for example- extra tutoring for my children online, or having my garden tended to etc)
3. Decrease in cliental face2face sessions.
 During the pandemic I was prohibited by law from contact with my clients, which left me thinking how I could still provide a service and stay afloat and keep my cliental basis. My end conclusion was to provide an online service. Now I find a have a new and exciting blended business structure. Allowing me to hold in office sessions, and still be available for those who can't leave their home, by holding sessions for them online.

This has all been completely beneficial in helping me expand my thought process and see where I could possibly take 1st Steps Counselling in the future. 
















Appendices


Appendix 1
McKenzie's 7s basic model
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Appendix 2
Mckensie's 7s framework using 1st steps counselling. 

	McKinsey 7s framework  

	Mc 7s
	Explanation
	Aligned?

	Strategy
	Business sustainability
	Yes

	Structure
	Simple structure
	Yes

	Systems
	Few formal systems. Mainly concerned with customer support. There is some strategic planning and a lot of personnel management.
	Yes

	Skills
	Few specialized skills all tasks are undertaken by management (myself).
	Yes

	Staff
	One employee ( myself ) is motivated by successful business growth.
	Yes

	Style
	Participative and slightly democratic, this style includes effective communication and openness.
	Yes

	Shared Values
	The clientele and I value teamwork and trust each other.
	Yes










Kotter’s 8 step Process
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