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Abstract
Change and change management are essential concepts to understand to ensure that change within an organisation goes smoothly. There are many resistances to change and change can often go wrong, so an effective change management strategy is important. Organisations are constantly changing for reasons that are both external and internal. There are many techniques, strategies, theories etc. to help change management. This document will look at an organisation that has recently made a change and look at the ways in which that change can be implemented successfully.
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Change is a process where something becomes different. Change within an organisation is driven by a number of different forces, and will always lead to the staff needing to adapt to the change. Over the past few decades we have seen technology radically alter the nature of change in organisations [1]. Computers are always getting better and new technology keeps on coming out, which organisations want to always be taking advantage of. There is always resistance to change however. To avoid conflicts and fight resistance it is essential to have a change management strategy in place [2]. 
Change management is essentially the management of change within a business. Individuals need to be prepared and equipped appropriately for the change that has taken place to be a success. Using a robust change management methodology has been proven to help change within organisations succeed [3].
There are different types of change that can impact organisations. Organisations go through change, people go through change, society changes, laws change, expectations change etc. A countries politics can force change, with Brexit being a good example of something that is having a massive impact on not just companies, but people across the country. Thousands of jobs have been lost due to the uncertainty that Brexit brings [4].
Kondratieff wave cycles describe large technological advances that brought many years of economic prosperity. The first cycle was at the start of the 19th century with the invention of the steam engine, and since then we have seen three more, and are currently in the fifth period of the Kondratieff cycle [5]. These cycles were changes that didn’t just change a few businesses, but changed the entire world and how we know it. 
An organisation that has undergone changes recently is Coleg Sir Gar. Coleg Sir Gar is a college with campuses across Carmarthenshire that have to provide many services to students. It is important that changes to the IT within the organisation are a success as otherwise it can disrupt the work of many students. The change they have implemented is providing Mac computers for students to use. This means that the tech support needs to well-versed in Mac technologies, and software licenses need to be obtained for both Windows and Mac going forward.  
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Change happens for a reason. Change is done to achieve the goal of improving a process [6]. The forces for change come from the external and internal environment in which the organisation is operating [7]. 
There are different ways that external influences can affect change within an organisation. Competition can force change. If another organisation is offering more services then that can create the need to change to match what others are doing, with failure to do so possibly causing loss to the company in the long run [8]. Most coffee shops offer customers free Wi-Fi. If one shop offers it and another does not, that gives the shop that offers it an advantage, because people who want that particular service will go to the shop that has it. Looking at Coleg Sir Gar, they aim to be the best college for students in Wales. If another college is offering students access to Mac computers then Coleg Sir Gar needs to. 
New technologies are often released that organisations want to take advantage of [9]. There is some video editing software that is only available on Mac so students studying courses that involve video editing will benefit from this software. Apple has chosen not to make the software available on Windows, which forces people who are considering getting the software to use it on Mac computers. 
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Change is not allows motivated by outside influences. Often change can be influenced from within the organisation. 
Coleg Sir Gar’s goal is to provide the best education to students that they can. Some students will be Mac users and will be using Mac software at home, then when in college be forced to use Windows 10. By providing Macs to be used Coleg Sir Gar is meeting the needs of the students that attend the college. Businesses will want their customer base to be happy so that people keep returning, and it’s similar for educational organisations. Coleg Sir Gar offers courses from level 2 up to higher education courses at level 6 [10]. They want students to progress and stay with the college, so they need to keep the students satisfied with what they are offering. 
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Force-field analysis is a framework created by Kurt Lewin for helping make change happen. Force-field analysis demonstrates the process of change, looking at how the driving and resisting forces will affect the change during the planning and implementation phases [11]. The framework was created in 1947 and Lewin spent four years researching the best methods for encouraging change [12]. The goal of analysing these factors is to reduce resistance to change before the implementation has begun. 
Step 1: First we need to define the change. In the case of Coleg Sir Gar it is introducing Mac computers. 
Step 2: When the change is defined you can list the forces that are working for and against the desired outcome of the change. These will be used for the force-field analysis diagram.
Step 3: Rating each of the forces allows us to see if there is more support for the change or more force against it. You can rank each force out of a number e.g. 5 and then total each side. If the total forces for the change are at 3 and the forces against the change total are at 17 then it becomes clear that there is far more reasons to be against the change than for. 
Step 4: A force-field analysis diagram should be created with the forces for change on one side and the forces against change of the other side. These forces need to be assign a numerical value.
Here is an example of a force-field diagram for Coleg Sir Gar getting Mac computers:
[image: ]

From this diagram we can see that the forces for change outweigh the forces against change. 
Step 5: Now that we know the barriers to change we can document the strategies to overcome these barriers. For each force for change we should look at any ways in which we can strengthen them and how opposing forces could be weakened. 
Step 6: When we understand the forces for and against change we need to start thinking about the implementation of the change. We need to identify the resources that are required and how we will be obtaining those resources.
Step 7: Create a detailed action plan designed to achieve the change. Include in the plan the timings of events, deadlines, milestones, and who in the organisation will be doing what. 
From doing the force-field analysis on Coleg Sir Gar we can see that there are more forces for the change to take place than forces against the change taking place. 
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There are always going to be people who resist change. They may believe the change is unnecessary or for the worse. Change may be a surprise to them. They may be unconfident that the change will be a success, but whatever the reason there are going to be people who aren’t ready for the change. It is important that we implement proven change management theories and strategies to help employees take to the change [13]. 
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Lewin’s three-step change model states that we need to unfreeze an existing situation before change can take place [14]. Lewin sees the situation before change can happen as frozen, stuck and unable to move. Only by unfreezing the situation can change happen. Then when change has happened we need to freeze again. We are using a three stage process to move from one static state to another static state. This three-stage process is: unfreezing; change; and re-freezing. 
Unfreezing does not refer to defrosting food, but refers to getting individuals to want to go with the change, rather than being stuck (or frozen) in their current way of doing things. Change comes after the individuals have accepted that change could be a positive. People wanting to go along with the change is essential. If people are still frozen in their old way of doing things then change will not happen. The freezing phase is making sure that once the change has happened it is sustained so that things do not revert back to before the change.    
The change model has been successful for people in the past and is a recommended way for understanding why change sometimes fails to move forward [14]. Unfreezing as a concept is found in other change models and is a good starting place for getting people to work towards change.
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This is a change management theory that was developed based on analysis of data taken from over 900 organisations over 10 years. The model details the process for individual change [15]. ADKAR is an acronym of the key ideas behind the model. These are:
Awareness – The individual needs to understand the change, why it is being made, and what will happen if the change is not made [16].
Desire – A persons desire to engage in the change. This is ultimately up to the individual and their circumstances [16]. 
Knowledge – The information and training that is necessary to know how to make the change [16]. 
Ability – Turning the individual’s knowledge into action to implement the change [16].
Reinforcement – Once a change is made it needs to be sustained. External reinforcements are rewards that are tied to the change. Internal reinforcements are the individual’s satisfaction in the change [16]. 
The model is similar to Lewin’s model with awareness and desire being parts of the unfreezing process [17]. This model is good for explaining the process of getting an individual to accept and work toward change. 
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This is a model for explaining organizational change. The models states there are three factors that need to be present before change can happen successfully. The model says that if the three factors are not present then the resistance to change will not be overcome and the change will fail. The three factors are: dissatisfaction for the status quo; vision for what is possible; and knowledge of the first steps that need to be taken for change [18]. 
The model is an algebraic equation. ‘D’ stands for dissatisfaction. ‘V’ stands for vision. ‘F’ stand for first steps, referring to the first steps that need to be taken for change to initiate change. ‘R’ is for resistance to change. The equation is as follows:
D x V x F > R
For change to occur, dissatisfaction, vision, and knowledge of the first move must outweigh the resistance to the change. The change equation explains how resistance to change can overpower other factors in the process and can be used to see what can be done to make the equation favour going through with a change.
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Don Kelley and Daryl Connor developed this model in the 1970s. The model focuses on the emotions that people feel when going through change [19]. There are five stages that the model details.
1. Uninformed optimism – You have the new idea and get unrealistic expectations about how great the idea is.
2. Informed pessimism – You start to act on your idea and then realise it is not as easy as first thought. You begin to have doubts about whether the change is good or not. Here some people give up on the change and don’t end up getting the benefit of the change when they have been through all the stages.
3. Hopeful realism – You get familiar with the situation and start to see objective truths which make you feel a bit more confident in the change.
4. Informed optimism – You start feeling some benefits as a result of the change. 
5. Completion – You have completed the change and are hopefully satisfied with it. You can proceed onto the next change. 
This model deals with the emotions an individual goes through when change occurs. It may not be accurate for everyone as it implies that people are guaranteed to feel pessimism towards change which is not always the case.
[bookmark: _Toc535009341]2.4.5 Kotter’s 8-step Process
John Kotter developed an 8-step process to follow for successful change in business. This strategy has been used by many businesses since its creation [20]. The steps are: 
1. Create a sense of urgency – Reduce the reasons that prevent change from starting. Make urgency felt so that people start feeling that change is needed [21].
2. Build the guiding team – The right group of people with the right characteristics need to be assembled to guide the change effort [21]. 
3. Get the vision right – Create a compelling vision to direct people efforts, and help the guiding team develop new strategies [21].
4. Communicate for buy-in – Make the message about the direction of change clear and credible. Overcome any confusion and distrust using new technologies that unclog communication channels [21]. 
5. Empower action – Remove the barriers that block people from getting involved. Recognise the achievements of people and listen to feedback [21].
6. Create short-term wins – People can become cynical about change if no positives show up. Create small goals that can be met frequently that diffuse cynicism. 
7. Don’t let up – Encourage people to be determined to make the change a success. Keep a sense of urgency for the change to happen [21]. 
8. Make change stick – Root behaviour in the reshaped organisational culture to ensure people continue to act in new ways [21].
This change strategy gives managers instructions on how to make change a success. It focuses on what managers can do to encourage employees and all of the points made are proven to work [17].
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This emphasises the importance of leaders assessing the impact of the change before the change takes place. There are seven factors involved.
Strategy – The plan to achieve a competitive advantage in the market. This should include a strong vision, and long term plan should be thought of before proceeding [22].
Structure – Leaders look at the structure of the organisation, looks at what the responsibilities are, and how different departments interact with each other [22]. 
Systems – Reviewing the effect that the transition period would have on the day-to-day activities of the company [22]. 
Shared Values - The accepted behaviour in the workplace and the core values of the organisation [22].
Style – There are different styles to leadership/management. The way in which leaders influence groups is very important [22].
Staff – The people in the organisation that do the work, their capabilities, and their roles [22]. 
Skills – The skillset of the workers and looking at if they are going to be able to personally manage with the proposed change [22]. 
This framework is less about the individuals working for the organisation and how the managers can push people in the direction that they want. 
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A manager is not going to get employees to support change if the manager does not understand their employees [23]. There is a difference between a leader and a manager. A manager is a title given to someone who has people work for them, a leader has people follow them and their example. It is important for managers to also be good leaders to get people on board to believe in the organisations change. 
Social intelligence plays a big part of leading successfully. Social intelligence essentially means having good people skills and understanding others as well as understanding your own place [24]. This is being good at listening, communicating, and understanding others. There are often changes to an organisation that puts people’s jobs at risk, and if a manager cannot understand why this would make an employee less motivated then they need to improve their social intelligence. 
There are many style of leadership and management. 
Leadership styles include: 
Situational Leadership – A leader will adjust their style to fit with what the people their trying to lead are like. 
Transformational Leadership – Leadership that causes change in people and social systems. The goal is to transform followers into leaders.
Transactional Leadership – Focuses on results, adapting to the existing structure of the organisation, and works out success based on the system of rewards and penalties. 
Visionary and Inspirational Leadership – Creating a vision that everyone can work towards. Inspiring followers to believe in their vision.
Management styles include:
Autocratic Management – Managers will make decisions by themselves. 
Democratic Management – The opposite of autocratic management. Employees participate in the decision making process. 
Paternalistic Management – Managers pay more attention to emotional and social aspects of their employees. 
Laissez-faire Management – Managers are hands off and allow groups to make decisions. 

Any leadership and management style could theoretically results in a successful change process. However some have been proven to work more effectively than others. A case study from 2004 about employee satisfaction in Gamma Company, a plastic manufacturer in North America, looked at how leadership and management style affected employees [25]. The case study found that autocratic management caused employees to not work to the standard that the managers expected. The nature of the company was to previously be closed to employees and not take their input. Success is found when leaders have concern for people, concern for production and are willing to try new ideas to implement meaningful change [26]. 
It is recommended that the people in charge of organisations listen to the people they want to follow them, have a vision, and get people to support that vision. Visionary leadership has been proven to get employees to work harder, because they believe what they are doing is for a purpose [27]. Autocratic management can be good if the decisions made by the manager are the correct decisions, but not listening to employees has been proven to lead to employees being dissatisfied with their jobs. A better management style is democratic management because employees are a bigger part of the company that they are a part of. 
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Change happens for a reason. Some change cannot be predicted and organisations need to be prepared to change to keep being a success. Change comes from inside influences as well as external. Changes can be technological, economic, social, and political; whatever the reason for change it happens and it is important that good change management strategies and theories are used to make that change a success.  
Bad change management has been shown to cause dissatisfaction from employees and lead to change not going well. Strong management has led to prosperity for organisations. There are many theories and strategies that managers should consider using. 
Lewin’s force-field analysis is used before a change takes place to help plan out how that change will be made a success. Getting an analysis of the all the different driving forces for and against change help people in control of managing change make the correct decisions. 
Coleg Sir Gar has undergone the change of adding Mac computers to its computer facilities. That meant changes for the IT staff, and changes for the people who plan out what software the college will make available for students. A good change management strategy can help fight any resistance to the change.
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A suitable change management strategy for Coleg Sir Gar is Kotter’s 8-step process. There will be people who do not see adding Mac computers as necessary and won’t want to learn the new technologies to ensure the change is a success, feeling the work is unnecessary. By creating a vision for change and going through Kotter’s 8-step process the people working can be won over, they can work to make it a success and when it is done they can be encouraged to feel proud of themselves as a way to enforce the change.  
A business journal reviewed Kotter’s 8-step plan and found that most of the steps were effective, providing good guidelines to change management [20]. If Coleg Sir Gar follows the 8 step process then they will be able to get employees to both believe in the change and want to make it a success. 
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