13

[image: ]

COURSE TITLE: Leading and Implementing Workplace Change
	
COURSE CODE: BMSK6003

STUDENT NAME: Cyril Ananwude	

STUDENT NUMBER: 1605309












Table of content                                                                                                     Page
Introduction…………………………………………………………………………3
Environmental change and organisational response……………………………..4
Likely issues with effective leadership change of the initiative…………………..6
Evaluating change program within the organisation…………………………….10
Possible barriers to successful implementation of the change and how to overcome them…………………………………………………………………………………11
Conclusion…………………………………………………………………………..13
Reference……………………………………………………………………………14


















Introduction
[image: Image result for homebase"]
This report will be looking at the current situation with Homebase and the things that needs to be change to help the stay competitive with its rivals. The changes in the operational system of the organisation will mean customers can buy things in the store and pay instantly without having to go to the till and queue up. This technological change is known as RFID (Radio Frequency Identification). This process uses electromagnetic waves to track items and with the help of the barcodes all information about the item is immediately transferred to payment system once it is scanned and this can be done as the customer is buying items in the store (Goff, 2016). Just like every change in an organisation that experiences resistance this initiative is bound to receive resistance from the employees, therefore this report will evaluate the organisation will be able to gradually introduce the changes without too much resistance from the employees. 
The report will evaluates the possible barriers that the changes will encounter and how the organisation will be able to overcome the barriers such using the Lewin’s change model and Kotter’s 8 change model. Homebase needed changes in their operational activities with many customers queuing up to pay at the till and the owners are not delighted with the number of customers complaining about the situation and the organisations have decided to make an urgent change. This information technology changes will help the customers to serve faster with better quality of services. 



Environmental change and organisational response
Homebase right now uses system to follow their record and this has not it possible for the organisation to be able have a relationship with their supplier and to know when ownership is been change during the last years from Wesfarmers to Hilco global, they are faced with difficulties in all area which lead them to many losses because of making so many mistake made by Wesfarmer because of having to come with idea which affect the previous business line which Homebase is known for in the UK which was known for house appliance outlet but when Wesfarmer came the have to bring in a DIY, which in turn affected the structure which was already in operation and sale and revenue where badly imparted  (Lin,, 2008). As a result, for the planned change to take place in Homebase it has to be technologically done so as to make the use of inventory more laid back than the one they are using in the organisation at the moment This technology application is known as RFID (Radio Frequency identification), even though it has already been in existence but it could be used in Homebase for a faster service to the costumer and will also help to monitor he inventor (Goff, 2016). Hence, to succeed the organisation have to look inward and also outward in other to know if change is necessary because change goes hand in hand with what goes on in the business world  where they have to put the customer first by making sure the shop at ease and too much change will affect this (Locke, 2011).  
Using the PESTLE analysis as a factor which will use to define how the change can take place, looking into 2016, we could notice in United Kingdom that some the leading factor affected the business and organisation in terms of the outward environment. These has impart on customers who are into buying DIY tools and home appliances, so it important for Homebase to have change in other not to affect the home owners. As there is current tension between the United Kingdom and European union, there will be increase on importation fee on goods that will be coming in while the eastern European will experience lower employment in their market   (Mendenhall, 2013). The trend of the present situation in the business environment shows that many customers are more incline with devices and materials that are environmentally friendly, therefore an input of making Homebase more attractive and giving the customer’s opportunities to give feedback concerning the usability of the product bought. 
The introduction of the process will bring about a lot changes in the Homebase operational standard such as;
· Improved communication in the organisation: The process of introducing a system that allows all the employees to view the buying behaviour of the customers will help them top channel their marketing strategies to the right customers (Jane, 2012). An improved communication will definitely be established as the organisation will be able to view and understand the needs of the customers while implementing the changes in the operations of the organisation. The marketing team will be able to understand the right techniques to use when communicating with the customers using clear and understanding strategies (Armstrong, 2013). As the system allows for information to be stored, retrieved and generate receipt when needed, therefore it will provide the customers will adequate and accurate information at all times. 
· Increase productivity: when this change is introduced into the organisational system it is very imperative that cost of operation will be save through reducing the number employees working at the till (Amos, 2012). The process by which the system works will enable an increase in the productivity as the organisation, as lean management approach will be adopted to utilise their economic of scale. An increase productive will also be orchestrated through reduction in the number of steps it takes for the process buying to the point of giving it out to the customers will be completed. According to Muller (2015) increase productivity will likely be view by many organisations depending on the strategy of change that is being applied by the organisation.   
· Internally generated benefits: Effective changes bring about exponential growth within the organisation as the internal core competency and capabilities of the organisation will be utilise effectively (Jones, 2013). In the case of Homebase it is very imperative that benefits of the changes will include many of the employees having more time to develop themselves through training and acquiring new knowledge within the industry. The number of customers that will patronise the organisation goods and services will increase as a result of creativity within the organisation (Muller, 2015). Although any change within an organisation is a risk that needs to be adequately examine taking into consideration the likelihood of failures and how the organisation will need to have alternative plans. 
Likely issues with effective leadership change of the initiative
As the organisation wants to change their operational system to include introducing a RFID to help the customers shop at ease without having to through process of queuing, although the leadership of the organisation will be faced with adverse reasons for the failure of the change such as listed below; 
· Not achieving stated goals –Sometime we put up determine goals and take some steps into achieving them, but we may not be able to attain them and could be tried by the goals we set. By not being able to get to our goals could make our morels go down, mainly if tend to fail more often. Getting to the expected goals could lead to high motivation we can see this theories of motivation. On achievable goal can be a setback to the organisation (Lin, 2008).
· Ownership change – Looking at the pat years, change of ownership will seem to have impart on the change that was supposed to happen because as new owners emerge they will come up with their own plan how to take the organisation to a greater height than the previous owners, before these plans are put in place it must get the approval of the management team as long as it tally with the plan and vision of the organisation (Eisenhardt, 2007).
· Organisational culture – As the change comes to the organisation it will affect the organisational culture as importance will place on how the old staff can be ease into the new culture that is been introduce, for the change to be properly use, technological approach must be use in which it might not sit well with some of the staff which were already in the establishment because they don’t know if it will come out a success (Agarwa, 2007). Using the Kotter change model, staff will have the knowledge of how the change is going to take place and how the organisation can gain from it. 
· Organisational structure The organisation using the horizontal structure which have different form of governance which always cause so many set back in decision making but with introduction of change it bring a fusion structure changes which is already on ground the organisation and what is the work at the moment (Lawton, 2015).Through the change information channel will be put in place so as to enable staff to get things done directly without having to go through protocols. 
· Not maximising shareholder wealth –Reason for investment is to be able to have a turnover on the funds which was given to us. Looking at it from the angle of finance theory aspect, it is the ability to use the funds of the shareholder; it is by giving bonuses and lifting the share market. Therefore for the organisation to succeed it is very important that their Net Present value stays positive to increase the wealth for the shareholders (Agarwa, 2017).  
· Being taken over – the fear of the organisation being taken over by another organisation could hinder the possibility of fully implementing the change that is needed in the organisation. The new leadership are likely to come with new strategy for the organisation which demands them having to teach the older employees to get used to it and this will involve expenses (Lydia, 2016).
· Disposable income- The organisation will be keen to understand the disposable income within the location of their operation in that way they will plan for the changes of both ownership of the organisation. According to ONS (2018) the number of new house owners is bound to increase on yearly bases as the government are giving financial assistance to first time buyers. In this way the organisation will boost of making more sales to the public through this process of the government initiative.                     
· Online trading- Another influence that will impact the organisation is the density from stores on the high street are mostly going online, this will mean the leadership make their online existence much more than what it was before and embolden customers to shop online. The leadership might decide to close some of the stores to boost their online presence and this way they will be able to safe cost of renting a shop and staff salary. Although the trend for the organisation in the past has been relying on the store physical presence but the new ownership has changed the process and focus more on online shopping than store (Bridges, 2011).
It is highly significant that many of the issues Raised that could lead to the organisation failure to implement the changes adequately is because of the leadership approach to the changes. A leadership without strategic plans that will incorporate the organisational vision and the mission while implementing change is likely to fail. According to Sampson (2009) many decisions that are being made before initiating a change program could hinder the progress of the changes, therefore it is imperative to conduct feasibility study and understand the relevancy of the changes in the business environment. This RFID system is bound to face with some difficulties because it new to the organisation and the employees will find it difficult to learn a new system while many will think the cost will be more while the outcome will be lower than expected (Gavis, 2016). Therefore some of the issues that the organisations are likely raise will include the following;


Evaluating change program within the organisation using Kotter eight change model 
According to Amex (2018) the eight stages design by Kotter to deal with how organisations can adequately implement changes in the organisation without experiencing too much difficulties or resistance from the customers. Kotter model could be describe one of the best ways for an organisation to implement changes as it will not rely on the sequential steps like every other forms of change model but rather it is more or flexible approach. Therefore in the case of Homebase effectively utilising the RFID here are the eight stages;
1. Create urgency: As the organisation was experiencing decrease in the number of sales in the past years it becomes very imperative that changes is being carried out in the organisation to give them competitive advantage. According to Neil (2012) the ability of an organisation to urgently establish a change program will help the organisation to stay active within the business environment because refusals to participate will lead to the organisation becoming obsolete. In the case of Homebase urgency of the situation was needed to help the meet with the needs of customers not to spend too much time in the store. This system is in various forms such as wallets that mean the customers could actually pay the items purchased without issuing their debit cards as everything is linked to the wallet. The urgency that was needed will help the organisation understands the buying behaviours of the customers and the marketing team will also be able to channel their marketing information to them adequately and precisely.                     
2. Form a powerful coalition: The process of forming coalition between the resisting forces and the supporting forces will lead to the process of the change meeting at an equilibrium position that everyone will be happy with the situation. According to Tim (2016) forming a coalition front in any organisation to lead to many aspect of the changes being compromised. Therefore in the case of Homebase some part of the changes will be compromised to facilitate the changes. It is recorded that some of the employees demanded that they are given adequate support that the changes will lead to retention of the employees and alternative plans are made just in case the changes fails to bring out the desire outcomes. According to Hayes (2016) the process of forming an agreement between two forces will mean accepting to work together for the progress of the organisation. many Homebase employees will support the changes in some aspect with an understanding that it will bring a better working condition for all and the organisation will experience growth and sustainability in all ramifications. 
3. Creating a vision for the change: In creating a vision for the change process will mean aligning the change program with the vision and mission of the organisation. According to Dean et al (2010) vision and the strategy of the organisation works together to bring about a successful change implementation within the organisation that will bring an increasing profitability. As the organisation will be taken over by new organisation it imperative that a new approach to the way things are done is given a closer look to ensure that it is smoothly integrating (Jones, 2001). Homebase are changing their vision through these changes because it will mean incorporating new ideas and approaching things differently such as the RFID, which will give customers a new way of shopping with ease and adequate time saving process.  
4. Communicate the vision: once the vision of the changes has being adequately communicated to the employees, the employees will implement it easily. The ability to communicate effectively to the employees is needed in all ramification of the change process because without it many will have a wrong perception about the changes (Leo, 2016). Lack of communication has made many of the change programs to fail; it recommended that communicating the benefits of the changes to the employees will attracts more people to support the changes. In the case of Homebase communication is very vital as most of the employees acted on the information received with the fear of new owners and nobody know what to expect from them therefore abiding with the direction of the organisation was very vital and important for the employees. According to Sol (2016) this stage of change is very important and reliable as it will guide the organisation through their next phase of implementing changes in the organisation. 
5. Removing the obstacles: Every change within the organisation will experience some level of resistance therefore for an effective implementation of changes it is vital to ensure that all obstacles are removed on the way of the changes. According to James (2016) these changes could include financial instability in the organisation, poor quality of the products, and bad reputation of the organisation. Therefore for the organisation to succeed it is needed for them to gradually remove all obstacles and reach compromising grounds with all the factors involved in the change process. In the case of Homebase not much obstacles was face as the employees are already looking towards the changes that is coming their ways through the new owners of the organisation. 
6. Creating a short-term win: A short term success story of the change is needed to boost the prominent of the changes within the organisation, it is very imperative that once the employees are aware of the short term successes of the organisation they will be prompt to join the change program and also ensure their success (Faden, 2016). In Homebase a short term success story will mean that the organisation are experiencing more revenue in the organisation with less traffic in the stores as most of the customers will shop at ease without having to queue for the till operators at the shop.  
7.  Building on the change: The process of building changes in the organisation will mean letting the people realise the short and long term benefits already acquired in the process. According to Armstrong (2016) the gradual process of building on a change process will mean enabling an environment that allow for employees to feel appreciated and allow making suggestions about the changes. In the case of Homebase once the organisation are making progress through the changes within the organisation and customers are satisfied with the outcomes then it is very imperative that the change is yielding the needed benefits.                8. Making the change a corporate culture: Kotter (2016) suggests that for effective changes to take place it is imperative to change corporate culture of the organisation and the perception of the employees. In the case of Homebase an effective change process that will incorporate the usage of RFID will mean infusing it into the organisational culture and allowing the process to move from step to another gradually. 
2.0 Lewin change approach: In recent years many organisation are using the Lewin Change model to implement changes within their organisation because of the effectiveness and the simplicity of the steps. The three steps enable organisation to plan for the changes and the gradual steps to implement using an appropriate leadership style, according Lewin (2015) this process could be seen as a process of breaking the ice which will mean unfreezing it before changing it to liquid and later consuming it as water. Therefore will be looking at the three sequential process of effectively implementing changes within the organisation; 
1. Unfreeze: According to Tim (2016) the period of unfreezing a change program within an organisation allows for the benefits of the changes to be communicated to the employees while seeking for their support for the program. This period is the most challenging period as it will time for the employees to be convinced about the changes and the fear of the unknown factor could deter them from supporting the changes. In the case of Homebase the employees that are working at the till will like to be there as it gives them opportunity to interact with the customers. Some customers will prefer the long standing method of having an interaction with the cashiers at the till, therefore the challenge for the leadership will be applying the right leadership approach while trying to convince the employees of the changes benefits. Giving the employees opportunities to evaluates the changes and give feedback of the interface will help in the process of implementing the changes. 
2. Change: At this point the organisation is able to implement the changes after the employees are convinced of the long term and short term benefits of the changes. According to Jeff (2016) an adequate changes within an organisation need the support of majority of the workforce within an organisation so that the number of resistance is less. Once the changes are implemented everyone within the organisation will be trained on the process of confirming and retrieving information from the customers buying habits. Like Homebase the organisation need to train the employees of the usability of the system and gain an understanding of the change process. Many organisations that have failed in the process of implementing changes come from the fact that enough support was not gotten at the initiation point of the change program.  
3. Refreeze: At this period the organisation has successfully implemented the changes that is needed within the organisation will looking forward to actually execute it while making it part of the organisational operational standards (Pete, 2013). The concept of RFID is to ease the way organisation handles the customer’s request about the products, therefore in the case of Homebase the organisation will monitor the human interface of the system and closely evaluate the usefulness of it to the organisation and the customers. The period also allows for smooth flow of the interaction within the organisation to fully evaluate how the employees are able to cope with the changes. According to Smith (2016) stability and sustainability of a change process within an organisation is directly related to the organisational vision and mission. In the case of Homebase it is very imperative that the organisation are competing with other organisations in the industry, therefore implementing a change in the organisation that will give them competitive advantage will need the support of all the employees. Making these changes a policy within the organisation will enhances growth and sustainability in the organisation.                         
Possible barriers to successful implementation of the change and how to overcome them
At Homebase there are possible barriers:
· Cost: If the cost of the project is too expensive there is a high tendency that the organisation may not continue with it and one of the ways to avoid the barrier is to conduct feasibility study of the project (Altman, 2008).
· Cultural change: When there is a shift in the cultural aspect of the organisation that resist the power structure then it will be difficult for the change to be implemented and one of the ways in which the barrier could be avoided is through the concept of educating the employees of the benefits and the expectations of the change (Kotler, 2010).
· Resistance from the employees: Once the employees are not adequately informed about the changes, they will resist the change for the fear of unknown; many employees would not readily accept changes even if they are sure of the benefits as it is normal for human to resist change (Agarwal, 2007). 
· Competitive rivals: The process of adequate implementation of a change program within an organisation will depend on the organisational strategy which will need to be active to stay competitive above their rivals (Kotler, 2015). 
· Uncertainty of the future: Many organisations that has implemented changes wrongly have either shut down or bankrupt, therefore implementing change will generate some doubt in the organisation hierarchy and because of that the management are certain of what future of the change will bring such as the changes that was carried in Heathrow terminal 5, which was wrongly implemented as many customers lost their luggage. Therefore, lessons learnt from this mean that handling the present will help the future to be sorted.  
Conclusion 
[bookmark: _GoBack]Homebase changes in their operational strategies were very much essential for the organisation to stay competitive in the business and gain more market share. To reduce the cost of operation by 20% it mandatory for the organisation to bring changes will impact on the customer’s service. Therefore the introduction RFID will reduce the overhead cost from staffing as the number will be reduced that device will handle many of the transactions most at the till. Although at the initial point the cost of setting the system will be expensive and training for the staff will also go up but the long term benefit of the situation will enormous. The current uncertainty surrounding the economic situation in the United Kingdom because of Brexit could become an issue for the organisation, because they will rely on foreign suppliers. It very imperative that the organisation will evolve with changes and have a long term benefit  that will ensure the organisation is able to adapt to any changes in the business environment. 
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