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Evaluate a contemporary theme in health management and its impact on organisational behaviour


Buchanan and Huczynski (2019) define an organisation as “a social arrangement for achieving controlled performance in pursuit of collective goals” (Buchanan and Huczynski, 2019 p.5). There are three main categories of organisation which are third sector, private sector and public sector (BBC Bitesize, no date). Third sector include “voluntary and community organisations”, they often distribute profits back into themselves to continue pursuing the group’s ambitions (National Audit Office, no date). Private sector organisations focus on profit and are owned by independents (BBC Bitesize, no date). Public sector organisations are to serve the public and are government led (Nancholas, no date). The National Health Service [thereafter, NHS] is a public service organisation as well as higher education and the civil service (NHS, no date). 
Organisational behaviour is defined as “the study of the structure and management of organizations, their environments, and the actions and interactions of their individual members and groups” (Buchanan and Huczynski, 2019 p3). 
This essay explores organisational change, change management, organisational culture and its impact on organisational behaviour. It considers why change is important in healthcare, the benefits and challenges of change, barriers to change, how best to implement organisational change and its effect on organisational behaviour. A variety of change models are identified before concluding. 


Organisational change involves “the actions in which a company or business alters a major component of its organization, such as its culture, the underlying technologies or infrastructure it uses to operate, or its internal processes” (Stobierski, 2020). Change can affect every area of an organisation including the individuals, groups and departments within it as well as the organisation itself and the wider society (iQualifyuk, 2023). An example of a major organisational change within healthcare is the relocation of a department within a hospital (NHS Blood and Transport, no date).  Whereas a minor organisational change may be the alteration of staff breaks on a ward (NHS Blood and Transport, no date). 


Change management is defined by CILIP’s Professional Knowledge and Skills Base (PKSB) as 	
“Understanding the critical factors in leading change or an organisational development programme. Facilitating efficient knowledge transfer and communication skills to ensure colleagues and stakeholders understand the rationale for change and that they are engaged and aligned with the solution” (CIPD, 2024). 

Kotter, (2011) describes change management as "a set of basic tools or structures intended to keep only change effort under control” and that the aim is to reduce the impacts on change (Kotter, 2011). Managing change well is essential for the successful uptake of change within an organisation (University of Cambridge, no date). By managing change, it ensures that the change is needed and beneficial to the organisation, resistance is less, and the change is sustainable (CIPD, 2024). To prevent resistance or failure of an organisational change it is important to prepare (Lawrence, 1969). Ways in which organisations can prepare for change include collection and analysis of data, identifying any obstacles and the prior identification of ways in which the change may be resisted (CIPD, 2024). 


Organisational change is essential within healthcare, it is important to implement change to keep updated with legislation and laws and make use of improved technology and evidence-based practice (NHS England, 2022). According to ANA Nurses Resources Hub (2023), “Evidence-based practice in nursing involves providing holistic, quality care based on the most up-to-date research and knowledge rather than traditional methods, advice from colleagues, or personal beliefs” (ANA Nurses Resources Hub, 2023).  Organisational change enables the NHS to adapt, to improve efficiency and to continue to meet the needs of the service most effectively (NHS England, 2022). Within Wales, the main objectives of organisational change in health and social care are for a healthier population, an improved quality and more accessible health and social care service with a sustainable workforce (Welsh Government, 2023).  Other benefits related to organisational change within healthcare include “improved patient experience and increased patient involvement” (Nilsen et al, 2020) as well as financial gain (NHS England, 2022).  For example: reducing the amount of non-essential single use plastic items in hospitals in the NHS which reduces the amount of money spent and the waste produced from the organisation (NHS England, 2022).  “Newcastle upon Tyne Hospitals NHS Foundation Trust is saving £80,000 and has removed every year almost 2 million single-use plastic items, including cutlery and bowls” (NHS England, 2022). Another example is the redevelopment of a hospital to improve care and maintain health and safety standards (RMJM, no date). “Throughout the processes of organisational change, such as a hospital redevelopment, staff need to be engaged, adequately informed, trained, and to feel supported by management” (Pomare et al 2019).


Organisational change is not always favoured and “70% of all transformations fail” (McKinsey and Company, 2024). Challenges that may prevent or cause difficulty for an organisation to accept change include lack of finances, past change initiatives failing and resistance from the workforce or government (NIBUSINESSINFO.CO.UK, no date). There may also be a resistance to change from employees due to a lack of understanding or inclusion to the change process (Saleh, 2024). Managers can be resistant to change and are not willing to accept that change is necessary (Creasey, 2024). They may not want to change out of fear of loss of power, skills or income or fear of the unknown (Creasey, 2024). Individual barriers to organisational change can include denying the need to change, a favoured disposition to the current service and uncertainty of the organisation’s future or the possibility of their own individual role changing (Strebel, 1996). Organisational change can be problematic as ambiguity is often created, this can lead to psychological and emotional distress as humanity often prefers a stable environment (Nilsen et al, 2020). Negatives of poor organisational change management may include financial cost and time cost (NIBUSSINESSINFO.CO.UK, no date).


“Organizational changes in health care are more likely to succeed when health care professionals have the opportunity to influence the change, feel prepared for the change and recognize the value of the change, including perceiving the benefit of the change for patients” (Nilsen et al, 2020).


There are various models explaining organisational change, they include: ‘Kübler-Ross Change Curve’ (Elisabeth Kübler-Ross Foundation, 2024), ‘Lewin’s change management model’ (Mind Tools Content Team, no date) and ‘Kotter’s 8-Step Change Model’ (Creately, no date).

Elisabeth Kübler-Ross Foundation, (2024) identifies 7 stages to how change is initially received and later adopted, these are: Shock, Denial, Frustration, Depression, Experiment, Decision and Integration (Elisabeth Kübler-Ross Foundation, 2024). These stages are not always linear and can be applied to change management and other events involving change such as loss of a loved one, work and business (Elisabeth Kübler-Ross Foundation, 2024). 

Lewin’s change management model was created in the 1940’s and it involves 3 stages of how to implement organisational change, Unfreeze, Change and Refreeze (Mind Tools Content Team, no date). Unfreeze involves accentuating what needs to be changed, ensuring there is support from others, creating the need to change and managing all concerns (Mind Tools Content Team, no date). Change requires regular communication, to dissipate rumours, to include others and empowering them to act (Mind Tools Content Team, no date). Refreeze involves solidifying the changes into the organisational culture, ensuring it is sustainable whilst providing support and assistance and celebrating accomplishments (Mind Tools Content Team, no date).

Kotter’s eight step change model outlines the stages of how to manage an organisational change effectively (Creately, no date). This includes establishing a sense of urgency, forming a powerful guiding coalition, creating a vision, communicating the vision, empower others to act on vision, to plan for and create short term wins, to consolidate improvements and produce more change and to institutionalise new approaches (Creately, no date).


Mullins and Christy (2016) state that organisational culture is “The collection of traditional values, policies, beliefs and attitudes that constitute a pervasive context for everything we do and think in an organisation” (Mullins and Christy, 2016 p.621). 
Organisational behaviour is influenced by the organisational culture which is affected by organisational change (University of Lincoln, 2022). Organisations that are successful in making sustainable change are likely to have a culture that encourages change (University of Lincoln, 2022). To create a culture of change there needs to be robust change management methods and early adopters to spearhead the change within the workplace or organisation (LaMorte, 2022). Early adopters are individuals who welcome change and understand that change is necessary, they do not need to be convinced to take on the change (LaMorte, 2022). Often when leadership or early adopters take on the change it is then more likely to be embraced by the rest of the organisation and is communicated clearly and effectively (LaMorte, 2022). Baseford and Schaninger (2016) outline four key elements that are needed for individuals to change their behaviour (Baseford and Schaninger, 2016). These include role modelling, fostering understanding and conviction, developing talent and skills and reinforcing with formal mechanism (Baseford and Schaninger, 2016).

The NHS have since created a change model that aims to provide “a valuable framework to enable effective and sustainable change that delivers real benefits for staff, patients and communities” (NHS England Sustainable Improvement Team, no date). This is said to be effective for both small scale and larger scale changes to create successful and sustainable transformation (NHS England Sustainable Improvement Team, no date).  The Welsh Government provides the NHS guidance on making changes to health services in Wales (Welsh Government, 2023). It provides guidance on how to best approach changes to services, highlighting the importance of the continual evolving of the NHS to keep up with technological advancements and up to date clinical practice (Welsh Government, 2023). 


Organisational change can be influenced by health management positively or negatively, affecting the result of the uptake of the change by the workforce and organisation. The behaviour of an organisation is influenced by the organisational culture and the organisational culture is influenced by the organisational behaviour and management of organisation change. Organisational change is beneficial, ensuring that services and legislation is up to date, improving the needs and efficiency of organisations. 
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