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Introduction 

Change in any organisation plays a vital role. It is part of the development of an organisation and is something that is ongoing with any business. To bring strength and the business to grow it must go through change. In this modern day it is the only way an organisation can thrive and survive in the dog-eat-dog world of business. Having said this it doesn’t mean that change is always beneficial, it is how change is handled that strengthen the commitment of employees to an organisation. For this to happen change must be well planned, organised, and managed. 

The objective of this report is to critically analyse the status between environmental change and the capability of the organisation post office. The report will analyse the nature of change and evaluate the complex concepts of relating to leadership in relation to the change management. It will include reviewing the Thomas Kilmann’s conflict resolution model to help resolve the dispute at the post office over the pay freeze. Along with looking at different stakeholder analysis model. 

Critically evaluate the meaning of organisation power and politics and explain how these are manifested in the case. 

What is power? 

In any given situation groups of people can achieve more than what you can achieve as an individual. Society today heavily weighs on collective activity. The fundamental hindrance on human goals is not the intelligence or the technology but the ability to work together effectively in an organisation. Organisation is a group of two or more people working together towards the same goal. (Cambridge dictionary 2022). However, working together in an organisation is never an easy task and the reason for this is because within any organisation there will always be conflict. It is human nature to be complex and unique. This is why organizations to work effectively humans are divided into groups for example, managers and staff. Even with this split in the organisation managers cannot manage staff effectively without administrative force. This force is a combination of authority and power. 
Authority comes with formal organizational relationships which is the right to decision make and influence the behaviors of staff to implement those decisions. Whereas power is based on informal relationships and having the ability to influence the behavior of staff. Regarding power the influence is not based on your position within the organisation. This applies to the influence that exists within or outside the parameters of formal organizational relationships. (Eze, I.B. and Umar, K, 2014). 

What is politics? 

Organisation power and politics come hand in hand in the workplace. Politics in organisation can be complex because it has official rules and demands for achieving those goals and on the other hand, there is the unauthorized behaviors and attitude of individuals that abuse every chance to get the best. (Samuel 2018). 

Political behaviors have advantages and disadvantages for both employees and managers because it allows for staff and management to attain personal or Organisational goals, through such behaviors. The behaviors can be from passive engagement, form a concept to reach their goals. The disadvantages of Organisational politics can be worldwide, destructive to employee’s organisation. The scholars of business management assume that the workplace is a zero-sum game and that personal interests are sought after at the expense of individuals. This behavior results in employees, staff backstabbing and undermining each other in the workplace. (Kapoutsis and Thomas 2016). 

Using the case study given as an example out of the 11,000 branches 114 branches of those are on strike due to the dispute over the pay of the employees. Those 114 branches that are on strike are directly owned by the post office, which in comparison to the 11,000 is a small number. Although this figure is a small figure the impact of them going on strike for 24 hours is detriment to the organisation. The reason for this is that larger corporates tend to survive when employees are on strike, it is when the smaller organisation are on strike this can be damaging and go under because of industrial action. 

The obvious consequence for the post office is the loss of business and customers for those 114 branches. The fact that the other 11,000 branches have not participated in the strike affects the situation because if they had participated then the outcome and result would have been strong than what it turned out to be. It would have meant that the demands would have been agreed to. This leads on to the organizational power and trying to find some common ground for a balance of the power between the employees and employer. Employees have that Organisational power to severely damage the reputation of the post office. 

The outcome of a strike even once it is over is damaging and takes a very long time to get back to where you were pre-strike and that is again because of the power employees hold. The working environment becomes hostile which has ripple effect and shows in employees work, productivity, and general moral in the workplace. 

The 11,000 branches that didn’t participate in the strike it doesn’t affect them physically since for those employees it is business as usual. However, once the strike is over and the post office have come to an agreement on how to resolve the dispute all branches will benefit. This seems unfair because you have benefited without the hard work. The employees of those 114 branches have the power to influence the other 11,000 branches to also go on strike and make changes. They have the power and influence because they have the union protecting and supporting them. 

Union is an organized group of workers who come together to make the working conditions of the workplace better. It is the unions job to ensure fair treatment in workplace and that staff are protected. This is one the fundamental reasons why most join the union. (Young workers. org 2022).  





Using two relevant stakeholder analysis model, critically identify the stakeholders and explain how your chosen model are interrelated in the evaluation of critical stakeholders. 

Salience model 

Salience model was first proposed by Mitchell, Agle, and wood in (1997). They explained the salience framework as “the degree to which managers give priority to competing stakeholder claims”. 

The framework looks at how vocal, visible, and important a stakeholder is by allowing you to create a sense of whom you should pay attention to. This model can be used as part of a stakeholder analysis to evaluate the best way you can involve the stakeholders in projects. Slaba. M (2018). 

The definition of stakeholders is any ‘group or individual who can affect or is affected by the achievement or organisation purpose. (Freeman 2010). 

This theory is based on three main criteria’s, power, legitimacy, and urgency. (Mitchell, Agle and wood 1998). The three components of the stakeholder analysis are all independent attributes within the framework. (wrinkle 2009 ). 

Power – these are the stakeholders that have influence along with authority in the organisation and outcome of projects. 

Legitimacy – these are the stakeholders that assess if the involvement of others is necessary. 

Urgency – these are the stakeholders that require immediate action 

The circles on the model represent the stakeholders who have power, urgency, and legitimacy. Within the circles and the model, it creates seven different region, dormant, discretionary, demanding, dominant, dangerous, dependent and definitive. 
Dormant stakeholders – these stakeholders have power but no urgency or legitimacy. The dormant stakeholders do not need to their communication needs but managers should be aware of these stakeholders. 

Discretionary stakeholders – these stakeholders fall under the legitimate category with no power or urgency. They do not require much attention and get on with their job role. The communication with discretionary stakeholders is that it is in the physical form of asking for further details. 

Demanding stakeholders – this is clearly in the urgency category and the needs of these stakeholders must be met when required. Although these stakeholders have the urgency to have their issues addressed their claims have no validity, whereby they do not have the power to push their agendas further. 

Dominant stakeholders – these stakeholders fall into both category of power and legitimacy. These stakeholders have authority and legitimacy. Their communication has twice the impact since this stakeholder falls under power and legitimacy and the stakeholders can play it very clever and use which ever one to their advantage to get the results they want. The communication from dominant stakeholders must be considered. 

Dangerous stakeholders – these stakeholders also fall into two categories. They fall in a mix power and urgency. This is the dangerous mix because these stakeholders have the best of both worlds of power and urgency. They are very useful stakeholders, and their requirements must be adhered to. 

Dependent stakeholders – these stakeholders fall into the mix of legitimacy and have the urgency. these stakeholders only need to be kept informed with everything going on. These stakeholders will come to need at some point, so it is best to keep them happy and informed.

Definitive stakeholders – these are the most important stakeholders in this model and the most important area in the model. Definitive stakeholders have power and legitimacy but also have the ability to get urgency from the business. Since these stakeholders are the most important, they must be kept informed, happy, and involved always. The entities requirements and issues of these stakeholders will be critical to the outcome of the project. For example, a manager in charge of a particular department would be a definitive stakeholder as they possess all three attributes of the salience model. 

The salience model is an easy and powerful way of distinguishing which stakeholders really count during change or a project. This stakeholder analysis should be considered as part of the planning process and major milestones of the project. Once mangers have done this, they should complete a separate analysis to identify the non-stakeholders and understand how they impact the project. One of the risks involved in this stakeholder analysis is that the stakeholders are likely to change their views and character, if this is the case then these stakeholders should be monitored closely and correctly.  

Below Is a template of the salience model in relation to the post office case study. 
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	Type
	Title
	Role

	Dormant Stakeholder
	Local politican + governemnet 
	Power 

	Discretionary Stakeholder
	Bureau de exchange 
	Legitimate 

	Demanding Stakeholder
	Local community 
	

	Dominant Stakeholder
	Banks, royal mail 
	

	Dangerous Stakeholder
	Customers, banks, royal mail plc 
	Power 

	Dependent Stakeholder
	
	

	Definitive Stakeholder
	Customers, managers, employees, local community
	Power 

	Non Stakeholders
	
	





Stakeholders under this theory can be identified by their possession or attributed possession by either or the above attributes. 

The stakeholder’s power to influence the firm, the legitimacy of the stakeholder’s relationship with the firm and lastly the urgency of stakeholders claims on the firm. This framework provides a comprehensive view of that assumption to whom the management team should pay attention too. 

The advantages of the salience model are that it provides organsiation’s with a deeper insight of your stakeholders. It saves time and effort as well as resources and more importantly it allows the organisation to complete their goals with minimal destruction. Having said that with all things there are also limitations to the salience model. Those being is that when applying the model to the organisation is it is very subjective and, in some cases, if your opinion is biased this can really affect your classifications. The way the model is presented and used it assumes that the attributes are either present or absent, which this can vary. To maximize the full benefits of the model and get the best outcome this takes time. It is also time consuming to monitor the three attributes regularly. Also, another limitation is that each stakeholder can be placed in more than one category at a time. 

In relation to the case study and using the salience model as an analysis, the stakeholders have been positioned in this manner because they are the ones who have power and influence over the dispute in this level of order. For example, the type of customers that go to the post office are placed as a definitive stakeholder because they are the ones with power and influence. Customers have the power to not use the post office services and, they have that influence over others to do the same.

Power interest matrix 

This is another well-known stakeholder analysis that is widely used by many organisations it is mainly used for categorizing stakeholders during a change to effectively be managed. Stakeholders are placed on the grid in accordance with the power and interest they have regarding this project or change. The common categories are placed in the following for groups, high power and high interest, high power and low interest, low power and high interest and low power and low interest. (Siavhundu. T 2019). 

The benefit of using this framework for your stakeholder analysis is that is allows you to develop strategies to manage all stakeholders effectively. Those stakeholders that have high power and high interest are those that will want to be engaged and involved regularly, during a change or a project. Those stakeholders with low power and low interest on the other hand do not require regular update and communication. 

Once again with the benefits of this model comes limitations and those are that this stakeholder analysis is also very subjective, and can may be not always work if you want to engage larger groups of stakeholders. When the numbers of stakeholders increase then this can become very time consuming for you to engage with many stakeholders. 

Using this model and to the case study again the customers are placed where they have high power and high interest in the organisation. Stakeholders such as the local community and politician have been placed whereby, they have high interest but low power when it comes to disputes over the pay at the post office. The government are interested in what will happen to the post office as a stakeholder but do not need to be informed regularly as to what the next steps are in coming to an agreement for pay with staff. 

Both mentioned models are very similar in terms of they are very subjective to the type of organisation and that both models work in the same way. The influence from the salience model is replaced with interest in the matrix model. 

Below is an example of the power interest matrix for the post office. 



Low                                                 Interest                                                High 
Reflecting on Thomas Kilmann’s conflict resolution model, critically evaluate the different conflict resolution approaches and suggest the appropriate approach for resolving the conflict. 

Thomas Kilmann model 

Thomas Kilmann conflict mode instrument is a renowned conflict model that has neem around for more than 30 years. The model was first introduced in the 1970’s by researchers Kenneth Thomas and Ralph Kilmann. The model was named after them. the two famously known as the Thomas Kilmann model. 

According to Thomas Kilmann the term conflict is defined as the condition in which individual’s concerns cannot be compatible with others. (Thomas. K. W. 2008). The Thomas Kilmann model was proven to be successful for individuals in various settings. It has been successful for organisations to understand how different conflict styles can affect the working dynamics personally and as a group. 

The model measures five conflict handling modes, competing, collaborating, compromising, avoiding, and accommodating. The five modes are described along two basic dimensions of a person’s behaviour. The first being assertiveness, which is the extent in which an individual tries to satisfy their own concerns and the second being cooperativeness. Cooperativeness is the extent an individual will try and satisfy the others concerns. For example, competing is assertive but not cooperative, accommodating is cooperative but not assertive and then you can have compromising which falls in the middle of assertive and cooperative.
(Schaubhant. N. a. 2007).












Below is an example of the conflict handling modes.
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Source: Thomas-Kilmann Conflict Mode Instrument (TKI®) competing 

Competing – competing is a power orientated mode. It is assertive and uncooperative. Competing is when an individual tries to follow their concern at the expense of others and will do this using whatever power fits at the time to get where they want. It can mean simply defending what you believe is correct and standing your ground. 
Collaborating – this is assertive and cooperative. This is when an individual’s try and find a solution whereby everyone is happy so you can work together to find the solutions so that it suits everyone. When collaborating between two people it may be wise to explore a disagreement just to learn from each other, settling condition that would that otherwise have them fighting for resources or interpersonal problem by generating a creative solution. 
Compromising – this is neutral positioning both assertive and cooperative. This is different to collaborating because here you will try and find a mutual acceptable solution to satisfy all those involved, in terms of you are not assertive not cooperative. It is between a middle ground. Since compromising follow in between competing and accommodating it means you will be giving up more than those who are competing but less than those who are accommodating. Compromise is more about trying to find a quick middle ground solution. 
Avoiding – this is unassertive and uncooperative. This is when the individual does not follow their or others concerns straight away. They avoid the situation/conflict and do not address the issue. Avoiding can be seen as played political in terms of keeping a distance from the issue, delaying it for a better time or simply removing yourself from a threatening situation. 
Accommodating – this is being unassertive and cooperative, which is the opposite to competing. When you are in the accommodating position generally you disregard your own opinion and concerns to satisfy others around you. It is a very generous and charitable thing to do in a conflict solution because you want the best for the other person involved. 
Dispute and resolution
Using the Thomas Kilmann model to resolve the issue, accommodating would be the best option for the resolution. The reason for this is because the pay freeze for employees at the post office wasn’t a freeze because the company wasn’t in profit but because it was more to do with the power played by managers. To resolve the dispute and end the strike it is recommended that the managers of the post office sit employees down and offer then the pay increase they deserve. The cost of living has increased the organisation should really take that into consideration and base their increase in line with government inflation. Also, to keep employees/ staff pleased it is necessary of honour the 2% that was already agreed as well as what they should have been getting when the organisation when in profit. BBC (2022). According to Thomas Kilmann model as discussed above accommodating is when you disregard your own concerns and are more charitable towards others. In this case the managers of the post office being more charitable to the employees means they also benefit from this pay increase along with the other 11,000 branches. This is a win - win situation for managers and the employees. The advantages the employees have is the support of the communication workers union. In any organisation when the union is involved this means that there must be a resolution for staff and chances are to keep employees happy, what they are requesting will be granted. It also means that it mitigates the loses of those branches being closed. 
Although it is only the 114 branches that have closed for 24hours, it the larger post offices that closed, the larger post offices being closed impacts everyone more than if a smaller branch closed. The closed branches are those on the high street which are the busier branches. So, in essence the impact of the 114 branches closing has a bigger impact than anticipated. 
Limitations for Thomas Kilmann framework 
On the other hand, although recommending accommodating to resolve the dispute there are limitations to this and those being that the managers can feel a power imbalance that leads to anger or resentment of staff, which then has an effect of the morale of employees. In some cases when using accommodating to resolve a dispute this can bring your confidence down along with your overall input at work, which results in again a negative impact on your work, productivity, and performance. The biggest limitations have got to be when suing accommodating for a resolution that it may be a reflection on your on-management skills and your ability to solve complex conflicts, since when you are accommodating you are really thinking about others and not your own goals and this can be perceived as your ability to solve problems. 
Overall to conclude Thomas Kilmann framework to resolve disputes in the workplace is a sufficient model to be adapted to any organisation. It is highly versatile in that sense and there is an option for everyone to win a dispute. Despites the limitations the framework may have the outcome of the disputes outweigh those limitations. 
Conflict is something that is never ending in all walks of life. Having said that some may have different views of how they perceive conflict. Some may see conflict as damaging and as a result avoid it at all costs. However, some may see conflict as a blessing and a must for organisations to grow, since conflict makes room for new ideas. Those that see conflict as an advantage they use it to their benefit. Whatever your views on conflict are the point of the matter is that there never is and never will be an organisation that is free from conflict. It is human nature that if humans are around and forced to working together that there will always be conflict of some sort. It is inevitable with humans and a regular occurrence in the working world. Conflict is the perception of differences of interest among people. (Thompson 1998). It is generally regarded as a disagreement regarding interests and ideas. (esquirel and keilder 1997). 

Conflict in the organisation is the friction that occurs when individuals’ goals, interests or values are incompatible, and those individuals tend to defeat each other’s attempt in trying to achieve their goals. It is this behaviour and the outcome of the behaviour that causes conflict which is the unpreventable part in an organisation. Commonly it is the different stakeholders such as managers and staff who are incompatible. Dealing with conflict is never easy and can be exhausting as it is the start to inducing emotions whereby people are feeling stressed and threatened. 
The way to overcome this and handle conflict in the workplace is by enhancing conflict management by using creative problem solving. Handling conflict in this manner allows people to view conflicted situations in a more positive manner and using them as a learning opportunity. 

Organisational culture 

The organisational culture is heavily influenced by the challenges the organisation faces internally and externally. It is also influenced by how the organisation learns to cope with such challenges. It is important to understand the idea of organisational culture and how the culture affects the organisation and employees. Organisational culture promotes unity and cohesion which in turn enhances the enthusiasm of employees overall improving the economy efficiency of any business. (Tianya 2015). 
Deal and Kennedy (1982) were the first to introduce organisational culture into the workplace. According to them they defined 4 generic types of culture. Those being the tough/macho culture, the work hard / play hard culture, bet your company culture and the culture of the process. Culture in the organisation can either be weak or strong. Where most of the employees have the same beliefs and principles are those that have strong organisational culture. It is there for employees to adopt the same kind of beliefs. 

Using the post office as an example the culture is very much strong in terms of the employee’s behaviour is one where they work together to achieve results. (BBC 2022). Therefore only 114 branches agreed to strike and the other 11,000 worked together and did not feel the need to strike. More recently what has impacted the workplace culture for the post office is the covid 19 pandemic. The pandemic had a tremendous swift on all businesses across the nation, whereby by organisations were forced to make changes in a short space of time and enforce working culture remotely with an expectation for staff and employees to comply and be adapting. The pandemic no doubt certainly changed the way everyone socialises, work, shop and live. 

This only proved to employers and employees that with most organisations you do not have to be in an office and can get your job done remotely from home. As everyone was getting used to the idea of working remotely employers were preparing for recovery and considering which cultural changes they wanted to retain and which they wanted to counteract. 

Although most professional office-based jobs were discovered to be able to work remotely for the post office that face – to – face service still mattered for them as a business and their clientele. For years the post office has built that level of trust and a relationship with their customers. As a result, in the second and third lockdown in the uk the post office remained opened to uphold these relations with their customers and still offer that face-to-face service. Of course, this was in line with the government guidelines of keeping social distancing and wearing a face mask. The post office was classed as essential where customers were still able to send important letters and parcels to loved ones who they were not able to meet. In essence the organisational culture for the post office pretty much remained the same as it was pre covid only with the new measures of social distancing in place and this is because for the post office as a business serving customers on a face-to-face basis was important. It was important to them as a business, staff, and the customers. For employees their mental health and wellbeing was at stake. 

The culture at the post office is defined by the collective norms of customers coming into the branch. However, as the technology has progressed, the culture at the post office has changed and adapted to doing more things in branch as supposed to online like most businesses, for example now you can return store parcels at the post office such as Asos or Zara. This isn’t to say that some services through the post office is better done via the internet such as vehicle tax. Prior to the pandemic and the organisational culture change at the post office customers would purchase their vehicle tax at the post office and physically have this displayed on their vehicle. That culture of customers coming into branch and getting their vehicle tax has changed and made easier for customer to do it all online and no longer need to display this in their vehicle. 

Conclusion 

To conclude it has already been established that change for business is imperative for them gaining competitive advantage. It is up to management to evaluate all angles involving the change process and how this impacts all stakeholders.  Reviewing and keeping close monitoring of the change process will ensure that the transformation is successful. Just as it is imperative for organisations to go through organisational change, this is the same with organisation power, politics, conflict, and culture. When all elements of change are carried out properly then you have the ideal working environment with increased productivity. Having said this sometimes with businesses they need drawbacks of when things do not go accordingly to plan. As organisations those drawbacks are a way of learning from mistakes and growing. 

As days go on with organisations there will always be some sort of change within the business to keep up with trends and some changes that are inevitable. Having a global pandemic has taught many organisations what they can do under pressure and if the country was to ever go through another pandemic, what actions to take. It has also taught many that when push comes to shove employees and employers are adaptable and will make the effort to work with what they have and must make the best of every possible situation. 




Recommendations 

There are many ways to resolve disputes around pay freeze. One of them being using the Thomas Kilmann model and using one of the relevant approaches such as the accommodating approach. However, there are other ways in which the dispute could have been resolved and that is offering the employees a 5% increase which is meeting the post office employees in the middle of what the increasing cost of living rise and what the post office initially offered their employees. Along with this also agree to give them the £250 one of payment for all employees and not pro rota this for those that are part time. 

By resolving the dispute this way, it will make the employees of the post office feel appreciated for the hard work they have done and continue to do. The employees need to be rewarded for their efforts during covid which were tough times for everyone and the only incentive that would be sufficient is in monetary value.  This in turn will boost their moral and naturally the productivity will be there too. The government helped all businesses in the uk during the pandemic and as a result it is only fair employees of those organisations also reap the rewards that were given to the organisation as help. (gov.uk 2022). 
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