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2
Introduction


 The Post Office is having problems with the financial losses that occurred during covid and trying to cut costs to survive. The Post Office is looking to engage an organizational change agent consultant. Within this assignment, a decision needs to be made as to which type of consultant will be the best. There are two types of consultant agents Internal and External.  In order to decide which one will be better an Interview will be carried out with a colleague who has knowledge about the differences between Internal and external consultants. Also, a stakeholder Analysis model will be used to identify the stakeholders that the internal and external consultants will work with to be successful. Then an evaluation will be carried out to see the different ways politics and power will help internal/external change agents consultants to be victorious 
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Consultants


When an organization like the Post office is in trouble seeking the help of a consultant for a change is a wise decision. A consultant can offer valuable advice and recommendations that can help the business overcome its difficulties or achieve its goals. They can provide fresh perspectives and insights that may not have been considered. So, if the business is struggling, they should not hesitate to seek the guidance of a consultant who can help to navigate their way to success. It's becoming increasingly common for businesses to seek out consultants who have a deep understanding of a particular subject or industry. These experts are able to provide valuable guidance and solutions to problems that might otherwise be difficult to solve. As competition between brands continues to intensify, it's essential to have the right knowledge and support to come out on top. Simply working hard may not be enough anymore. When it comes to working with consultants, it's important to understand the differences between internal and external consultants. Both types can help improve business efficiency, but choosing the right consultant for a specific project requires careful consideration.
“Consultants use their expertise to do several things to improve their clients' workforce, ranging from analyzing company strategies to creating plans for better work environments.” (team, 2022)
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Internal and External consultants

“Internal consultants are employees who work for a company or organization and provide consulting services to other departments within the same organization.” (Laffitte, 2023). It seems that an internal consultant is already working as a consultant within a company and is typically associated with the human resources department. They may also work with other departments, such as quality control or those that deal with employee relations. In some cases, they may even report directly to the company's executive leadership for strategic planning purposes. On the other hand, “A professional consultant not already hired by a corporation is considered an external consultant.” (PHAN, 2022) It is crucial to acknowledge that external consultants are brought in for their specialized knowledge and guidance on specific projects or issues. These contractors work independently with organizations to achieve their objectives and goals. By leveraging the expertise of external consultants, organizations can gain valuable insights and perspectives that can lead to more informed decisions and better outcomes. There are many advantages and disadvantages of both internal and external consultants. Internal consultants possess a unique advantage in their work as they are like family to the company. Their familiarity with the company's problems surpasses what external consultants could ever hope to achieve. Additionally, they are well-versed in the likes and dislikes of the workers, which can significantly contribute to winning their Favor. Conversely, external consultants run the risk of irritating workers since they cannot gain personal knowledge about them, which can impede cooperation. Consequently, external consultants may not be as successful as internal consultants in identifying the root of the problem. Employees often fail to identify flaws in their company's operations due to their long-standing sentimental attachment or loss of professional objectivity. This inability to see the bigger picture can hold an organization back from reaching its full potential. However, the solution lies in external consultants who bring a fresh perspective and can identify the root causes of problems. It is important to understand that sometimes, an outsider's view is necessary to truly understand what is going on and make the required improvements. 
Looking at the Problem the post office has regarding trying to cut costs or do something to make changes in order to survive. An interview was carried out with a colleague who answered I few queries that would help in order to decide whether to use an internal or external consultant. Initially, the first issue was deciding what can be done about the problem we had. After discussing with the colleague, we came up with some suggestions on ways to sort out the problem. The ideas we came up with were to either cut costs by reducing staff, increasing stock, “We can also maybe sell other products in branches in order to increase income.
 Especially in our local post offices as they will attract more customers.” ( Appendix 1interview) or introducing a whole new system of having self-checkouts in the store which will increase the footfall. The suggestion made by my interviewee was to introduce the new self-checkout system.  For this, my colleague suggested we get an external consultant to come in and put the new systems in place and provide the training to the members of staff in the branches. It's important to consider the expertise and resources that external consultants can bring to a project. Because consulting is their primary focus, they may be able to dedicate more time and effort to researching and analysing complex issues. This can be particularly valuable when it comes to gathering information that may be difficult to obtain. By contrast, internal consultants may be more limited in terms of the information they can access. Additionally, external consultants may be better equipped to anticipate future trends and challenges, whereas internal consultants may be more focused on the company's immediate needs. Finally, external consultants can provide valuable insight into the competitive landscape, helping their clients make informed decisions. It's important to recognize the unique strengths and contributions of both external and internal consultants. While external consultants may be more focused on quick solutions, internal consultants often have a deeper understanding of the company culture and can provide valuable insights and recommendations for long-term success. Underestimating the potential of internal consultants could result in missed opportunities and a failure to fully leverage the expertise within the organization. Because in the post office situation, a new service is being introduced internally members of staff may not have the knowledge to run the new systems. The external consultants will have access to a wide variety of organizations that they will be able to incorporate in the post of a new system. Looking at all the information that was gathered so far from the interview and personal research it is felt that a decision can still not be made without looking into it further. It is felt that we need to analyse further as to which stakeholders the internal and external stakeholders will work with.
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Stakeholder Analysis

[bookmark: _Hlk141314289]“A stakeholder is a party that has an interest in a company and can either affect or be affected by the business.” (FERNANDO, 2023) It's important to identify all the people and teams who will be involved or affected by any change we are considering making. These individuals are known as stakeholders. Before the change begins, it's a good idea to conduct a stakeholder analysis. This involves grouping stakeholders based on their levels of participation, interest, and influence in the project. By doing this, you can determine the best ways to involve and communicate with each stakeholder group throughout the project. The purpose of a stakeholder analysis is to ensure the success of your project, it is crucial to involve key organizational players early on. Conducting a stakeholder analysis is the first step to identifying which influencers and stakeholders to approach. This increases the chances of securing their support. By bringing these individuals together for a kick-off and early-stage meetings, you can establish early alignment on goals and plans. This ensures everyone understands what success looks like and how they can contribute. Early identification of potential roadblocks is critical, and a stakeholder analysis can help with this. By presenting a plan to key players early on and obtaining their approval, you can prevent potential obstacles from derailing the changes we want to put in place at the post office. When starting the change, we want to put in place, it's crucial to involve all relevant stakeholders as early as possible. By doing so, we will be able to gather valuable insights, identify potential roadblocks, and ensure everyone is on the same page from the outset. This early involvement can save time, prevent misunderstandings, and ultimately help us achieve our goals more efficiently and effectively. So don't underestimate the importance of involving key players early in the process. The stakeholders of the Post office would include the staff their customers, unions, management boards, suppliers and vendors, investors or banks, government regulators, and the community.
There are different types of stakeholder analysis theories the one that we will use to analyse our post office problem will be the stakeholder salience theory. 
“The stakeholder saliency model was proposed by Mitchell, Agle, and Wood (1997).” (Harrin, 2022) Utilizing the saliency model is crucial in effectively managing stakeholders. This model allows for the categorization of stakeholders, enabling you to determine the most efficient approach to involve them in your project. By incorporating the saliency model into your stakeholder analysis, management, and engagement, you can guarantee the success of your project and the satisfaction of all stakeholders involved. “The term salience means “the quality of being particularly noticeable, important or prominent". Stakeholder salience then means the importance you give to your stakeholders and the priority you give to stakeholder claims when making decisions and executing work.” (Stareva, 2019) When assessing the importance and relevance of stakeholders in a project, there are three key parameters to consider: power, legitimacy, and urgency. Power refers to the level of influence that a stakeholder has over the outcome of the project or organization. Legitimacy, on the other hand, is all about the authority and appropriateness of a stakeholder's involvement in the project. Finally, urgency considers the level of time sensitivity associated with stakeholder expectations and demands and the need for immediate action to address them. By taking all three of these parameters into account, project managers can better understand the needs and priorities of their stakeholders and work to ensure that their changes are a success. 
[image: ]
(Singh, 2022)
The stakeholders have been categorized into seven different classes and assigned to specific regions based on the criteria of power, urgency, and legitimacy. This is crucial for identifying and prioritizing the needs and concerns of each stakeholder group.
Dormant stakeholders: Being aware of dormant stakeholders is crucial for effective management. These stakeholders possess power but may lack urgency or legitimacy. However, it is not necessary to create a separate plan for their communication needs. It is still important to keep them in mind and consider their potential impact on the project or organization.
Discretionary stakeholders: It's important to recognize that there are stakeholders who may have a legitimate interest in a project, but do not hold much power or urgency. These discretionary stakeholders may only require occasional communication, perhaps in the form of answering specific questions or providing additional details. While they should not be ignored, they may not need as much attention as other stakeholders. 
Demanding stakeholders: When working with demanding stakeholders, it is critical to prioritize their requests and respond to them promptly. Their needs are time-sensitive and necessitate immediate attention, so it is essential to stay organized and efficient when fulfilling their demands. By providing timely and effective solutions, you can establish trust and maintain a positive working relationship with these stakeholders. Remember, fulfilling their needs quickly and proficiently is crucial for keeping them content and preserving their trust and confidence.
Dominant stakeholders: It is important to consider the communication needs of those in positions of power and authority. Their input is crucial to the success of any project or initiative, and their concerns should be carefully addressed. By working together and listening to their feedback, we can achieve our goals in a fair and equitable manner.
Dangerous stakeholders: It is important to prioritize the needs of stakeholders who have a high level of power and urgency, as they can be very beneficial for the success of the project. These individuals should be treated with care and attention to ensure that their needs are met in a timely and effective manner.
Dependant stakeholders: I think it's important to keep dependent stakeholders informed, even if they don't have as much power as other stakeholders. They can still be helpful in navigating the complexities of the organization, especially if you need to leverage their strengths. It's always a good idea to build relationships with all stakeholders and keep them in the loop.
Definitive stakeholders: Ensuring the definitive stakeholders are informed, satisfied, and involved is critical to harnessing their power and legitimacy, and driving urgency within the organization. In fact, this category of stakeholders is the most important in the model and should be a top priority.
It is essential to consider both internal and external stakeholders in decision-making processes in order to ensure the success and responsible operation of the post office. Valuable insight and feedback can be obtained from internal stakeholders, such as team members and clients, while external stakeholders, including regulatory agencies and members of the public, can have a significant impact on the outcome of a change we are thinking of applying. Failing to consider the needs and concerns of all stakeholders is not only unfair but also irresponsible. A fair and responsible approach to decision-making requires that all stakeholders are given due consideration. Understanding the various types of stakeholders that the post office has is essential. Those who are part of the organization, such as employees and managers, are considered internal stakeholders. External stakeholders, on the other hand, include suppliers, customers, and governments. It's important to keep in mind the needs and interests of both internal and external stakeholders when making changes that have an impact on the company. 
It's important to consider all options when making a change, and that includes utilizing both internal and external consultants. While internal consultants may have a better understanding of the company culture, external consultants can provide valuable insights and access to government figures. Ultimately, working with both types of consultants can lead to a more well-rounded and successful change. 
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Power and politics


Power is “The ability to make a state or person act or think in a way that is contrary to how they would have acted or thought otherwise and shape the course of events.” (Power in Politics, 2023) Adapting to constantly changing environments is crucial for our post office to outperform its competitors. Internal change agents who use the logic of attraction play a crucial role in this process by promoting a transformational dynamic that gradually attracts people to the idea of adaptation and permanent adjustment. It's important for the post office to recognize the power dynamics and politics involved in managing change, and to approach innovation strategically in order to succeed. The impact of power and politics on post office change cannot be ignored, but it is not the only driving force behind change. Change agents must have a deep understanding of these relationships and their effects to effectively promote change within the post office. It is crucial to recognize and navigate these dynamics in order to achieve successful change. Implementing changes within a company can be viewed as a process of influencing attitudes and behaviours through social and political means. It involves one person responding to another person's actions. Political factors are increasingly being recognized as having a significant role in the change. The study of power sources and their complexity and diversity is a widely researched aspect of organizational change and development. When analysing politics in our organizations, it is crucial to thoroughly evaluate power processes, decision-making, influence tactics, resistance to change, management of change, and the impact of change processes within the organization. This special issue will delve into the fundamental role that political influence plays in bringing about organizational change.
“French and Raven (1959) identified five basic sources of managerial power” (Singh A. , 2009)
1. Legitimate
2.  reward power
3. coercive power
4. expert power
5. referent power.
Legitimate power: As a leader of a team, it is imperative that you understand your legitimate power, which is the formal authority bestowed upon you within the organization. Your team members comply with your requests and directives because they recognize the legitimacy of the formal power assigned to you as their leader. It is absolutely critical that you exercise this power fairly and responsibly in order to maintain a positive work environment and to achieve the organizational goals set before you. Failure to do so may result in negative consequences for both you and your team. 
Reward Power: Managers must possess reward power to incentivize employees to meet their goals. This can be accomplished through a variety of rewards, including raises, promotions, bonuses, or even a simple compliment. By utilizing reward power, managers can effectively motivate their employees to perform at a higher level, thus improving overall productivity.
Coercive power: “Coercive power is the ability to deliver consequences if a person doesn't follow your wishes.” (team i. e., 2023) Supervisors must strike a balance when using coercive power in the workplace. While it may be effective in specific situations, they must also consider the potential negative impacts on employee morale and workplace culture. By utilizing other motivational methods, such as positive reinforcement and rewards, supervisors can establish a more positive and productive work environment for their employees.
Expert power: "Expert power is when people around you perceive that you have a high level of knowledge, expertise, or skill in a particular area because you've demonstrated your ability." (Riserbato, 2021) Drawing on one's expertise to provide solutions can be a powerful tool in dealing with workplace issues. Demonstrating confidence and decisiveness in utilizing this expert power can earn the respect of colleagues and effectively address any problems that may arise. It is crucial to recognize the importance of expert power in navigating the challenges of the workplace.
Referent power: “The simplest referent power definition is a type of power that stems from a leader’s ability to inspire and influence others.” (Wooll, 2021) People that use this type of power tend to lead by example or try to act as the role models for others to change their ways by looking at them. 
To put the changes in place within the office the internal consultants will need to go to management to ask to make the changes they want to make. The internal consultant may not have the power to make the updates to the current system. To add the self-checkout service being proposed the internal consultant will need a lot of external help as this is a very big project which will be ruled out across all the branches in the UK. However, if an external consultant they will have a lot more power and will easily be able to access the political factors that may affect the change that is being implemented. The external consultant will be able to access the government figures regarding how things have changed economically after covid 19 and may be able to make a better judgement on whether the change that is being planned with the post office will be effective or not. The downside of using an external consultant will be that they will have access to the day-to-day running of the post office's financial information and other private information regarding the post office. 
























Evaluation

After looking at all the information covered within this assignment. The interview initially did make me feel like the right choice to make was to have an external consultant. While carrying out the interview a few suggestions were made as to what can be done to change the problem that the post office was facing. Even though my first instinct was to use the external consultant I did go further and do a stakeholder analysis and look at the political and power side of things to make sure the decision I am making is the best for the post office to get of the problem of financial losses occurred during covid. The Use of external consultants to help with the new self-checkout system will increase the number of people using the post office in the long term as people do not like waiting around in long queues. This will speed up the process and increases profit in the long term.
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Appendix

Interview 
The post office is having problems with financial losses due to the impact of covid and to survive we by cutting costs. We would like to engage with a change consultant but don’t know whether to get an internal or external consultant. Can I please ask you for your advice on what you think should be the best option for us? 
Question 1: what changes do you think we can make?
[bookmark: _Hlk141270779] “The changes that I feel we can make are maybe not having as many members of staff in the branches. We only need 3-4 people per branch depending on the size the smaller branches don’t need that much staff. We can also maybe sell other products in branches to increase income. Especially in our local post offices as they will attract more customers. Another suggestion would be to maybe introduce a self-service checkout in some stores. This way we will reduce the staff cost. The initial start-up cost will be more but in the long run, it will be in our Favor.” 
Question 2: What do you think will happen if we don’t make changes?
“If nothing is changed no, I feel after a few years the way things are going all post office services will be available in other businesses which then will then force us to close branches and then eventually close all branches. “
Question 3: Do you know about the types of consultants?
“Yes”
Question 4: What are they and how do you think they can help? 
“There are two different types of consultants internal and external. Internal are current members of staff within the organization and the external are normally from an external company who will come into your organization and make changes. 
I feel if the changes we make are just related to adjusting the staff and selling other stock in-store then that can be done internally but if we feel we need to go down the route to introduce the self-checkouts then for this we will need external consultants as they will come in and change the way we currently run. There will be a lot of changes and will be a lot easier for our staff to take orders from someone with more knowledge about the new system rather than internal members of staff. All members of staff or if not all at least 1 person in each store need to be trained to use the new checkout system.”
Question 5: How do you feel this will help in the long term?
“The way technology is moving so fast. I feel it is very important to keep moving with the times. Our customers don’t like to be waiting in long queues and if this speed up all processes, then they will use post office services a lot more, therefore, increasing our footfall and eventually our profits.”
Question 6: If we chose to go with making changes by introducing self-checkouts. What do you think we should do, should we use an internal or external consultant to resolve our problem?
“I feel you should get an external organization that will come in set up all the technology needed and then train everyone who needs to be trained and then hopefully provide the aftercare as well.”
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