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[bookmark: _Toc36814070]Executive Summary

This report critically reviewed the change implemented by the Driver Vehicle and Licensing Agency (DVLA). The implementation of the change reviewed was the abolishment of the paper Tax Disc. The DVLA is headquartered in Swansea, United Kingdom and is responsible for maintaining the database of the drivers and vehicles. The organisation was started by the government and is partnered with the Department of Transport.

The report also includes the nature of the change undertaken by DVLA. The macro and micro-environment have been investigated by the assistance of the analytical tools SWOT and PESTLE analysis. The discussion of how the change impacted on DVLA’s capabilities such as physical, finance and human resources have been included in the report. The report also includes the discussion of the leader’s and leadership; the impact on the culture of the organisation by utilising the Cultural Web tool and investigation on the role of ‘change agents’ and if it has impacted the organisation. In addition, at the end the report includes the conclusion and recommendations.
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[bookmark: _Toc36814071]1.0 Terms of Reference

This report had been requested by the Senior Manager at DVLA on 6th February 2020. The purpose of the report is to critically review the change implemented by the DVLA, the abolishment of the paper Tax Disc. The reason for this change was to move towards an online system and to support climate change. This report will review further into why this occurred and the reason for this change. Thus, the report will discuss whether the implemented change was a success or failure and how individuals, systems and financial resources had been impacted upon, due to this change. This report was compiled by Shelina Begum and Saniya Karim and submitted on 3rd April 2020.




[bookmark: _Toc4956761][bookmark: _Toc36814072]2.0 Procedure

This report required information to be researched on the changes previously planned and implemented at the Driver and Vehicle Licensing Agency (DVLA). The procedures used to research and prepare this report include the following:

[bookmark: _Toc4956762][bookmark: _Toc36814073]2.1 Books, Website and Journals

The researchers have reviewed DVLA’s ‘changes’ by viewing books in the library, researching online websites and journals for further evidence.


[bookmark: _Toc36814074]3.0 Findings

[bookmark: _Toc36814075]3.1 Background Information of DVLA 

DVLA (Driver and Vehicle Licensing Agency) is an executive agency of the Department for Transport (DfT). DVLA is an institution established by the United Kingdom government which is created to ensure effectiveness and efficiency within the motoring industry (Department of Transport, 2014). The organisation is a public sector and is headquartered in Swansea, Wales. The organisation has over 5,500 employees working there. The organisation holds over forty-eight million driver records and forty million vehicle records. Thus, the organisation collects around six billion pounds in vehicle excise duty (VED) annually. This organisation is highly trusted in vehicle registration and has created a brand around efficiency and proper maintenance of vehicle and driver records in the UK. The work that this organisation does helps the government in ensuring road safety while keeping track of vehicles and drivers in the UK for relaxed law enforcement and the protection of road users. The main services the organisation provides are issuing driving licences, organising collection of vehicle excise duty and selling personalised registrations (Wireko and Skouby, 2016 and DVLA, 2020).
 
Moreover, the organisation is responsible for maintaining a database of drivers and vehicles for the United Kingdom (DVLA, 2020). DVLA must ensure records of all the people that have been registered to drive within the UK are accurate and up to date. Information that is held by the DVLA includes Name, Address, Date of Birth, Contact Number, Email, Vehicle details and any driving convictions. The organisation is required to ensure that these records are kept safe with the aim of ensuring that they are easily retrievable when needed by the people who have the right to access them. The DVLA also contributes largely to the achievement of road safety through ensuring that registers are frequently reviewed to make sure that only qualified personnel have the right to use the UK roads. Therefore, they work closely with law enforcement agencies and other responsible agencies to ensure that only registered vehicles get to use the UK roads for road safety (Coffey, 2016). The organisation also works with the motor dealers and with other companies within the private sector to ensure that car registration and the issuing of licenses to drivers is done under the set policies.
 
[bookmark: _Toc36814076]3.1.1 History of DVLA

The Driver and Vehicle Licensing Agency (DVLA) was previously known as the Driver and Vehicle Centre (DVLC). Initially, vehicle registration was fulfilled by the local authorities, which created a lot of chaos and a lack of effective control of road transport. Therefore, in the year 1965, the UK government focused on creating a centralised organisation that would help in ensuring the management of records and giving licenses to vehicles and drivers. The system was started by the Motor Act 1903. In the year 1975, eighty-one regional offices were opened to provide customers face to face services. Thus, during 1985, around 95% of vehicle excise duty licensing (VED) transactions were available at more than 4000 Post Offices. However, during that year fifty-three regional offices were closed. Furthermore, in 1990, the DVLA was renamed from DVLC and from 2004 to 2011, DVLA had Trading Fund Status. During the year 2012, the organisation decided to close all the remaining local offices to centralise enforcement operations at Swansea (Department for Transport, 2014). 

Furthermore, the legislative laws guiding vehicle licensing and vehicle registration include the Vehicle Excise and Registration Act 1944. The licensing of drivers, on the other hand, is completed as per the guidance of the Road Traffic Act 1988 (Department for Transport, 2014).


[bookmark: _Toc36814077]3.2 Nature of the Change Undertaken by DVLA 

There were macro and micro environmental impacts where the organisation had to decide on organisational change. One of the major changes undertaken by DVLA is the abolishment of the paper Tax Disc. This change took place in 2014 and is still an ongoing implementation. The reason for the change is that the DVLA wanted to move away from a paper-based organisation to modern and highly cost-effective business. DVLA had a plan in place to move its services from agile to cloud-based services and establish other infrastructural facilities that would provide a hub for vehicle services (DVLA, 2018).  The reason for this change was from the time when the government had an interest in the prospective contribution of information and communications technologies (ICTs), to transform their public services and governance in the early 1990s (Bovaird, et. al., 2005).

[bookmark: _Toc36814078]3.2.1 Macro Environmental Factors

However, to understand the macro-environmental factors, the PESTLE analysis was applied to investigate. According to Heerwagen, Kelly and Kampschroer (2016), one of the main drivers for a change in the nature of a business is to become leaner. This is due to a political factor where there has been increasing pressure from the government, for the organisation to be more agile and customer-focused. Moreover, the advancement in technology and the evolving environmental issues, meant that the DVLA were required to provide better services to suit more and more of the needs of its customers, whose requirements were equally developing in a modern world (Department for Transport, 2014).  

Heerwagen, Kelly and Kampschroer (2016) stated that the second main driver was the “communication and information technology breakthroughs”. However, it was understandable that the social aspect was having an impact on the organisation as the lifestyles of individuals were changing and the rising popularity of technology usage was growing. This is especially relevant regarding mobile technologies and the Internet that enables anyone to use or access any time of the day. Therefore, DVLA intended to make transformational changes by improving their services, delivering greater efficiency, reducing transaction time scales and costs (Department for Transport, 2014).

Furthermore, the organisation was subjected to legal and political pressures such as Tax Policies and environmental regulations such as the Climate Change Act 2008. There was pressure coming from the government to save money and support climate change. This was the environmental factor that was affecting the organisation. Therefore, it required the organisation to switch to sustainable resources and to reduce their carbon emission.  Moreover, DVLA had to adhere to the Regulatory Enforcement Law in which the organisation had to meet the targets set by the Secretary of State for Transport, by ensuring how the organisation budgets and manages their administrations (Department for Transport, 2014).

Thus, the organisation needed to recover from the economic global crisis which occurred in 2008, which additionally affected the government (Department for Transport, 2014). This was an economic impact which affected the government’s finance, whereas DVLA is part of the government and the impact. DVLA was required to save money for the global economic crisis, therefore, their organisation took the step of removing the paper Tax Disc where they thought it would be possible to save money. 

[bookmark: _Toc36814079]3.2.2 Micro Environmental Factors

The micro-environment of the organisation was investigated by applying the SWOT analysis tool. This investigation identified that the strengths of the change implemented by the DVLA were the reductions in cost and paper usage; automatic vehicle tax refund for the motorists who sell their vehicles; direct debit options where the motorists can spread their payment and that it is now easier for the organisation to keep track via online as the organisation knows who have made the payment or not (Department for Transport, 2014).

Furthermore, the weaknesses of the change implemented were drivers not taxing their vehicle online; employees and drivers not coping with the change; enforcement agents unable to track and the organisation not meeting their target or profit estimated. Additionally, the organisation’s threat of the implemented change was identified and that certain employees were struggling to cope with the latest technology; certain drivers did not have any knowledge in I.T. and there was a threat that the change would not be successful as it could be a failure. However, the organisation had the opportunity to improve and update its technology; train employees to up their skills; train the motorists on how to use the online system as certain motorists do not know how to use the system.  


[bookmark: _Toc36814080]3.2.3 Organisational Change by Applying Lewin’s Theory

According to the 2017/20 strategic plan, it was identified that DVLA had different issues that needed to be addressed such as infrastructure, introducing digital services as well as adopting cloud-based and agile services (DVLA, 2018). By applying Lewin's theory, it was identified that the unfreezing phase is the actuality of outdated technologies and infrastructural facilities used in the organisation. This stage helped the management in unearthing all the concepts that were not undertaken as expected and informed the employees and other involved stakeholders about the proposed changes to avoid any form of resistance. It was also meant to motivate workers and customers by assuring that none of them would be victimised or affected in any way.  The moving/transitioning phase involved making the necessary adjustments to the old systems and coming up with new systems that were more efficient and effective. To actualise this phase, the management at DVLA introduced different ideas to its operations.

The agency stopped using the previous Information Technology contract, this led to significant financial savings. by adopting modern digital technologies, leading to 92.3% digital uptake by 2018. In terms of modern workplace and competence, the agency is currently recruiting and retaining competent employees who guarantee quality and timely services to the customers. The unfreezing phase shows how management at DVLA is planning to maintain the new state of technology, infrastructure and personnel to ensure that it keeps on providing quality and timely services to the customers. According to its strategic plan, this will be achieved by conducting research and development to keep in phase with the emerging technologies and training employees to ensure they have relevant skills needed in different areas. Also, the agency has established a hub to assist in digital monitoring and plans to maintain unrivaled compliance, security and safety.


[bookmark: _Toc36814081]3.3 Leaders involvement in the Planning and Implementation of the Change 

In an organisation, leadership helps in defining the way power flows within the organisation, the decision-making strategies employed, the involvement of the employees in making these decisions or in company's processes among other factors (Nielsen, 2017). The various models focus in the fact that the change management process required looking into the need for change, planning for the required change, setting a vision for this change, engaging the employees in planning the change process, informing them about the change and then implementing the change process (Hussain et al., 2018). All these processes require leadership to ensure that they are undertaken in the best manner possible to achieve the desired change. It can be safe to state that leadership is the backbone of the change process as they engage in these processes to ensure that change has been adopted as planned (Doppelt, 2017).

Understanding leadership in organisations is essential in determining how decisions are made, and the way change is initiated in organisations (Coleman & Thomas, 2017). In the DVLA organisation, leadership is mainly hierarchical and hence follows the transactional leadership style where power flows from the topmost business leaders down to the subordinates and or the employees. Therefore, the management and especially the top management under the influence of the government are generally the primary decision-makers, and the employees have to follow these decisions (Binci, Cerruti & Braganza, 2016). The leadership dictates the creation of teams and strategies to support change as well as influencing the followers towards the intended change. Despite the leadership in the DVLA being largely hierarchical, they have developed various departments and functional centres where each department has their given roles that they have to perform to meet the intended objectives. Each of these departments is placed under different leaders who report to their superiors across the leadership structure (Hussain et al., 2018). Therefore, despite not being the primary decision-maker, the people in every department through top-down communication can share ideas and contribute to the organisation growth. However, the instances for employees to contribute totally to decision making are minimal as the system is mostly rigid and the making of decisions is primarily controlled by the top managers (Binci, Cerruti & Braganza, 2016). In this case, the leadership structure in DVLA tends to determine leadership in the organisation as primarily distributed due to the various departments that have managers and supervisors.

In this leadership, style leadership is shared among the various leaders, which allows these leaders to develop some sense of empowerment and have some level of autonomy. However, the decisions made by each leader are controlled based on the power that the managers have; this is since most decisions are made through consensus from the top management who have colossal command in the organisation (Heckelman, 2017). However, for the proposed changes to be effected in the right manner, there is a need to match leadership approaches taken and the abilities of the group members. For example, for the DVLA, their leadership style allows for the management and the subordinates to consult and communicate frequently with the top management for them to clarify the proposed changes. This is to ensure that these changes are effected in the right manner. Therefore, the organisation seems to widely employ the transactional leadership style as the roles of every member in the organisation are laid out, and members have specific laws and regulations that shape their behaviour (Coleman & Thomas, 2017). 

Considering DVLA is mostly a decentralised hierarchical organisation where the top management makes most decisions, there are various ways within which this will promote and hinder change. Firstly, this leadership strategy allows for the various top management officials to convene meetings where they can exchange ideas chaired by the CEO concerning the proposed change (Janićijević, 2017). The various departments are also involved where they contribute to the change through their leader. In this case, due to the consultation and engagement of the fellow experts or top management team, the decisions made concerning the intended change are well informed. The leadership style, in this case, allows for the top management to take control of the change process to lead each of the departments into implementing and accepting change (Anderson, 2019). Further, due to the use of the transactional leadership style employees would tend to be motivated by rewards to engage effectively in the organisation process. The leadership style allows for minimal questioning and rebellion from the employees. 

In detail, it can be noted that the leadership style implemented by this organisation is integral to change management. This is because the top management takes charge of the change process where they are involved in setting goals that would help the organisation achieve its goals and vision. Research provides that for the change process to be successful, it is essential to consider the vision, values and mission of the organisation as it is from all these that culture is built (Nielsen, 2017). The vision is expected to act as a guide that would steer the change process and serve as a guideline towards the development of strategic initiatives to achieve the change. The top management then shares the vision with the subordinates and other supervisors while at the same time, ensuring that they understand the role of the vision in the achievement of the desired goal. It has also been observed that people can only support a change process if only the whole undertaking is aligned with their belief system, which in this case is the culture of the organisation (Karina, 2016). Therefore, leadership is involved in planning and ensuring that the proposed change helps to achieve organisational goals, and it is supported by the organisation resources.

In the transactional leadership style, where the functions of the leaders and every member are clearly outlined, control is primarily enhanced (Jabri, 2017). Therefore, upon deciding the expected change, the management develops strategic plans that would guide the implementation of these changes in every department. Leaders come up with strategic goals that determine the organisation direction while stretching the capabilities of the people towards achievement. The developed strategic plans help propel the organisation towards the future, towards becoming competitive in their industry (Craig & Campbell, 2012). According to Gamble & Thompson (2010), strategies help guide the workers on the steps to take to achieve the set objectives or the route to take to achieve the organisation goals. Notably, the leadership style applied allows for the adherence to the set goals and objectives with minimal questioning, which implements the proposed change efficiently (Binci, Cerruti & Braganza, 2016).

Due to the leadership style employed by this organisation, the employees mainly follow and undergo the strategic plans that are made by the top management and chances for resistance are minimal (King and Stevenson, 2017). In the planning stage, the leadership style employed is essential as it entails bringing the management together, these are the top managers with experience and expertise on the issues that the organisation undertakes (King and Stevenson, 2017). In this case, through the course of the meeting, the management develops various alternative strategies and or solutions that can be employed to deal with the identified problem. Further, the management, in this case, makes sure that the ever developed plan and or strategy are in line with the organisational values and or goals. However, one major limitation is that the decision-making process, in most cases, tends to take time since there are many functional areas and or departments that have to engage in the process. Further, due to the many departments and hierarchical structure, there are layers of approvals that the required change has to go through which makes the decision making and approvals for the proposed changes to go through (Binci, Cerruti & Braganza, 2016).

Notably, the proposed changes will go through various departments where they are discussed by the leadership who then reports to the top management. The top management then uses the information provided to discuss the change and develop alternatives that could be best applicable to make this change (Holten & Brenner, 2015). In this case, due to the leadership employed by this organisation, the change process tends to take longer. However, engagement of leaders and various professionals within the workplace, implementation of the proposed change is becoming easier. Implementation for transactional leadership is made more accessible by the fact the systems and roles are explained. The employees, therefore, have to work with the new systems and adopt the new changes to avoid punishments. They have to work by the organisational procedures and rules (Binci, Cerruti & Braganza, 2016).
The major limitation of this process where decision making takes time due to the many departments and the need to consult. It is important to note that these leadership styles allow for minimal involvement from the subordinates as the plans and decision making is majorly done by the leaders (Hsu, Li & Sun, 2017). In this case, there are instances where the employees lack enough knowledge about the change as their involvement in the change process was minimal. Therefore, will-less knowledge and rigid systems, the subordinates have a hard time understanding the need for change. Notably, leaders are responsible for developing plans and controlling the organisation tasks and activities in ensuring that the set goals are achieved which explains their role in the change management process (Karina, 2016). Due to management control in all organisational processes, including communication, change implementation is straightforward. Communication that is effectively managed by the leadership, where the leaders take control of the change process through communicating the need for change this increases the ability to accept change (Craig & Campbell, 2012).


[bookmark: _Toc36814082]3.4 Changes Impacted on DVLA’s Capabilities 

[bookmark: _Toc36814083]3.4.1 Physical Capabilities

The DVLA’s main goal is to “get the right drivers and vehicles taxed and on the road as simply, safely and efficiently as possible” (DVLA, 2020). As a result, the organisation intended to make it easier and simple for individuals and the organisation by going paperless. Therefore, the organisation decided to remove the paper Tax Disc where it was estimated they will have a huge savings of seven million pounds annually. Removal of the paper Tax Disc decision was to go online to make it easier for the motorists where they will have extra benefits such as direct debit payment options, automatic refund when the vehicle is sold and there would be no vehicle ‘down time’ waiting for a disc (Department of Transport, 2014 and ITV Report, 2014). Furthermore, the organisation benefits were to remove postage costs and paper usage. Moreover, the change will benefit the organisation to keep track via online (ITV Report, 2014). However, the disadvantage of this was that the enforcement agents were unable to keep track of if the motorists have paid their tax as the enforcement team is not equipped with the technology.

Furthermore, DVLA as an executive agency of the Department for Transport, the organisation needed to demonstrate leadership on sustainability to the general public and private sector, its customers, stakeholders and the broader public. The organisation's overall strategy is aligned with the fundamental principles of sustainable development with a close connection between increased efficiency which has led to reduced costs (DVLA, 2018).

[bookmark: _Toc36814084]3.4.2 Financial Capabilities

According to many articles and the newspapers, this change failed to meet what the organisation estimated to achieve which was the target of the annual profit of seven million pounds. In the year 2017, according to the Telegraph and The Guardian newspapers, the Department for Transport admitted that 755,000 drivers did not pay their vehicle excise duty (Morley, 2017 and Topham, 2017). This proves that moving to online payment made many individuals either forget their payment is due or did not have any knowledge of taxing via online. According to the Independent Newspaper in 2015, before the change took place in 2014, the agencies working on behalf of DVLA clamped around 5,000 vehicles a month. However, after the change took place, it raised to almost 8,000 a month (Sabin, 2015).

Furthermore, The Guardian Newspaper in 2016 stated that DVLA had a £412 million drop in the collection of vehicle excise duty from the previous year before the change took place. The data was taken from the Financial Times via freedom of information invite where it revealed that during the twelve months after the change, from October 2014 to September 2015 the organisation collected £5.71 billion in vehicle excise duty. However, in November 2015, the Department for Transport did warn that “the number of untaxed vehicles observed on the roads was much higher in 2015 than when previously surveyed in 2013” (Jones, 2016).

According to the Department for Transport (2019), the annual review states that the estimated rate of untaxed vehicles was lower in 2019 than in 2017, it was a drop from 1.8% to 1.6%. However, even though this was the great news, although the organisation still has not met the target which was set out in 2014. The organisation had revenue loss of ninety-four million pounds in vehicle excise duty evasion in 2019 which is the 1.5% total amount due (Department for Transport, 2019). 

[bookmark: _Toc36814085]3.4.3 Human Resources Capabilities

However, the evidence collected from the newspapers indicates that the change has not been successful due to people not paying the vehicle excise duty, this could be that certain drivers do not have knowledge in technology (I.T.). Moreover, the downsides of the new system were that several motorists were unaware of the changes, this was according to the website money.co.uk. and regarding the large fines for vendors who do not promptly notify DVLA of changes (ITV Report, 2014)

Furthermore, the organisation has been collecting data to understand if the implementation change is being a success or a failure. The data collection enabled the organisation to gain knowledge of how many people tax their vehicle and what the organisation financial status is.


[bookmark: _Toc36814086]3.5 Impact on Culture within DVLA 

In compliance with the Handy’s four types of culture: power, role, person and task, it has been identified that the organisation’s culture is the ‘role culture’ whereby the “authority is clearly delegated within a highly defined structure. Such organisations typically form hierarchical bureaucracies where power derives from a person’s position and little opportunity exists for expert power” (CMI, 2015).

[bookmark: _Toc36814087]3.5.1 Cultural Web of the Culture Change of DVLA

The Cultural Web of Gerry Johnson and Kevan Scholes, which was developed in 1992, was applied to compare the previous culture before the change was implemented and the current culture after the implementation.

	
	Old Culture 2012/13
	Current Culture

	Paradigm
	Vision: “Customers are at the heart of our business and drive everything we do. Our digital services and our people exceed our customers’ expectations” (DVLA Annual Report, 2013).
	Vision: “Simpler, Better, Safer”

Goal: “to get the right drivers and vehicles taxed and on the road, as simply, safely and efficiently as possible” (DVLA, 2020).


	Stories
	Remained recognised with Two Ticks “Positive about Disabled People” symbol in recognition of its actions to support disabled people in the organisation (DVLA Annual Report, 2013).

Employee’s unhappy over weekend pay (ITV, 2015).

2012 – Workers staged a 24-hour strike in a dispute over closures and job losses (ITV, 2012).

2013- Seven employees suspended over ‘inappropriate comments’ on Facebook (ITV, 2013).

	Public Sector Awards 2018 Winner.

Winner of the FairPlay Employer Award.

Winner at the Public Finance Innovation Awards.

Employees' involvement in a charity where they have raised £58,803 (DVLA Annual Report, 2019).

DVLA advertising through television and social media for people to tax their vehicles.

	Rituals and routines
	Non-Executives Board meetings and
Annual Reports.
Monthly executive board meetings.
	Non-Executives Board meetings and Annual Reports
Monthly board meetings.



	Symbols
	Logo with a green triangle showing the road symbol

	Logo with the crown and the organisation name only.

Modernisation of their estate – ‘Model Office’


	Organisational Structure
	Governance Board – Chief Executive Officer, six Executive Directors and three independent non-executive board members (Department for Transport, 2014).
	Governance Board – A Non-Executive Chair, Chief Executive, six Executive Directors and three independent Non-Executive Directors.




	Control systems
	Governance and ministers, the
department and various parts of the centre of government in the Cabinet
Office and Treasury who implement both financial and process controls (Department for Transport, 2014).
	Chief Executive is responsible for the appropriate, effective and efficient use of public financial resources. The Chief Executive is accountable to the Secretary of State for Transport (DVLA Annual Report, 2019).



	Power structures
	Government/Parliament
Department for Transport

	Government/Parliament
Department for Transport



Table 1 – Cultural Web

The Cultural Web (Table 1) shows that the vision of DVLA before the change was implemented was “Customers are at the heart of our business and drive everything we do. Our digital services and our people exceed our customers’ expectations” (DVLA Annual Report, 2013). Whereas the current vision is “Simpler, Better, Safer” and the goal is “to get the right drivers and vehicles taxed and on the road, as simply, safely and efficiently as possible” (DVLA, 2020). This explains the culture before the change was more business-focused where they needed customers to bring up their business profits whereas the current culture is more focused on the customers, with supporting the customers to access the services easier and faster.

As seen in the Cultural Web (Table 1), DVLA was re-recognised for the Two Ticks for “Positive about Disabled People” in 2013 whereas in 2018/19 DVLA has been the winner for many awards. This demonstrates that the culture of the organisation has improved after the implementation change. However, before the change took place the organisation had been in the news over the employees being unhappy with their weekend pay, as different departments were receiving higher pay than them (ITV, 2015). Thus, there was a twenty-four hours strike by the workers in a dispute over the closures and job losses which was a worrying moment for all employees (ITV, 2012). Furthermore, in 2013, the organisation suspended seven employees for making unacceptable comments on Facebook about the organisation’s closure and the organisation (ITV, 2013). Moreover, after the change has been implemented, DVLA is advertising more on the television and social media for people to remember to tax their vehicle, as the change implemented had not made the organisation reach the target. 

The rituals and routines of the organisation remain the same. However, currently, the organisation holds regular meetings that are held with government ministers to review the current problems and the overall progress (DVLA Annual Report, 2017). Furthermore, the organisation’s logo has changed after the implementation, where the logo was with the green triangle with the road sign, whereas the current logo is plain and clear with a majesty crown symbol.  The power structure of the organisation has not changed, it is still ruled by the government and the Department of Transport. 

The organisational structure is similar, however, the structure before the change implemented shows that the Executive Chief Officer was the chair (see Appendix B, fig. 3 for the governance framework and fig. 4 DVLA Board) whereas the current structure (see Appendix A, fig. 1 for governance structure and fig. 2 for the governance model) shows the Non-Executive Chair. Furthermore, the current board has both strategic and corporate management responsibilities (Our Governance, 2020). The board of the organisation controls the whole system and various individuals have duties to report to.


[bookmark: _Toc36814088]3.5.2 DVLA Survey Comparison 

	Engagement
	Survey Conducted in 2013
	Survey Conducted in 2019

	Leadership and Managing Change
	33%
	49%

	My Work
	64%
	70%

	My Manager
	70%
	79%

	Pay and Benefits
	31%
	36%

	Resources and workload
	77%
	79%

	Inclusion and fair treatment
	74%
	79%

	Organisational objectives and purpose
	81%
	84%

	My Team
	79%
	83%


Table 2 – DVLA Comparison between 2013 and 2019
(DVLA Survey, 2013 and DVLA Survey, 2019)

Table 2 shows the positive percentage results from the 2013 and 2019 survey which shows how the employees feel in DVLA and how the culture has changed. However, by comparing the figures, they do not show a huge improvement. However, it shows that the culture of the organisation is enhancing the employees' needs and requirements, but it requires further improvement.

Moreover, the latest survey completed in 2019 shows that 70% of the employees are willing to work at least three years. Therefore, this explains the culture in the organisation and the implementation of change has not impacted the employees (DVLA Survey, 2019). 

Overall, the culture has not changed much, however, there have been small changes and the organisation has improved after the change by winning many awards. Furthermore, the organisation has been completing the government target, moving further towards supporting the technology and saving climate change. The culture of the change implemented did not impact the organisation and neither the employees. However, many employees were unhappy with the closures of other offices, but this did not impact the culture a great deal.


[bookmark: _Toc36814089]3.6 Change Agents and their Contributions

Change agents, in this case, can be categorised into external and internal. The external changes agents are the external forces that are outside the institution that influenced the change process for DVLA. In this case, the external change agents are the government and IT systems providers contracted to ensure the effective development and implementation of the tax systems. The government, as the first external change agent played a significant role in influencing the success of this change. Firstly, it is essential to note that as part of the government institutions, DVLA works closely with the government, to develop systems and plans that help achieve the government objectives and visions. One vision of the government is to develop the application of technology in organisations and or growing its economy through the adoption of technology.
  
Therefore, considering the government as a stakeholder and a significant influencer in decisions and plans made by their institutions. The government, as a change agent acts in influencing the decisions of the institution towards the change process. One of the concerns for the government that somehow made the change process complicated was ensuring that the use of online tax would ensure the protection of the privacy of the users. Notably, the government is most adamant about the protection of the privacy of the customers by making sure that the public cannot access their data. Due to this, the organisation has to invest in ensuring that the system being developed to move from paper tax to online tax needs to focus on protecting the consumer's data. On the other hand, the government played a huge role in funding projects proposed by the institution to ensure that the projects are achieved accordingly. Therefore, through funding, the government helps in making sure that the change process has been implemented successfully and that mistakes are avoided (Wireko & Skouby, 2016).

Other change agents include the IT team engaged by the organisation to develop software and systems that would help support an online tax system. The procured service and or organisation is expected to work closely with the organisations IT team to develop a system that would enable movement to the online tax system. These change agents have a significant contribution towards ensuring the development of change in the intended direction. The external team, for example, acts to provide consultancy information where they scrutinise the current systems and the need to implement better systems and how this would help the organisation internally to achieve efficiency, serve the most customers within a limited timeline, achieve ease in tracing of information among other factors (Murrell et al., 2017). The primary reason for engaging external change agents is to ensure that they bring new ideas to ensure the effective achievement of the proposed change. The IT experts, therefore, work on developing a system that the organisation can implement to achieve the intended change. They apply their IT skills to program and ensure the safety of the created program, ensuring that all backdoors are identified and made safe to prevent hackers from harming the effectiveness of this system. Therefore, these change agents work towards ensuring that the change has been adequately developed and implemented in the organisation. Therefore, these change agents not only provided consultancy and engaged in developing the system but collect information through investigations and market research to understand the viability of the change process (Dawson, 2019).

The internal change agents, on the other hand, include the top management team, the department managers and the supervisors. Notably, the top management team is responsible for planning where they determine the problem and discuss the best strategies to apply to solve this problem and how to go about achieving a favourable solution. The management team as a change agent one had the responsibility of ensuring that practical resources that would help achieve the proposed change are identified and put in place to achieve the set change. The agent looked at the proposed change and worked with the IT team to determine a budget that could be applied to achieve the entire change process. They also identify the various resources that could be employed to achieve the intended change effectively. Further, through brainstorming and engagement, they were able to identify the risks that would hinder the achievement of the intended change and come up with strategies to avoid these risks. They are also at the forefront of identifying tools and coming up with processes that would help in the achievement of the intended change (Carnall, 2018).

The supervisors and the department managers functioned by making sure that they investigate to find loopholes and problems within the organisation that needs to be solved. They link with the employees to find out the things that hinder their effectiveness and propose alternative solutions that can be employed to achieve efficiency. In this change process, the supervisors and department leaders focused on conducting investigations and market research to understand the effect of the proposed change would bring and how this would help in the achievement of sustainability. The primary aim for the supervisors is to ensure that the proposed change helps the employees and or subordinates perform their tasks with efficiency, improve customer convenience while at the same time improving the brand image (Petrou et al., 2018). Therefore, they conducted investigations to provide evidence on the viability of the proposed change, the ability of the change to help the organisation move forward and the various factors limiting the change process. In this process, it was easy to identify the threats and uncover the reasons behind failure to accept or achieve the intended result of the change process. Therefore, this informs top management on measures to take and the plans to develop in order to achieve the intended change (Dawson, 2019).

Supervisors engaged in teaching the need for change to subordinates; via the provision of information regarding the impact the change will have and the need to promote and or support the change. Teaching or offering training regarding the change process and or the impacts of change is essential in the achievement of the proposed goals (Jabri, 2017). The training offered by the supervisors in improving the worker's skills and imparting new knowledge on the need for change. Further, supervisors helped in translating the change to the subordinates to ensure that they understand the new system, each person's role is made clear, and the contribution towards the achievement of the proposed change is also made clear (Smith, 2019). Therefore, supervisors help the subordinates learn the impacts of the new actions and or activities while providing them with the best skills to achieve these goals and to perform their functions effectively. However, it is essential to note that the supervisors act as the links between top management and the organisation where they deliver the intended information to the subordinates and the managers (Dawson, 2019). through effective top-down communication, the change was easily achieved.  

The management was focused on interpreting the change processes to the employees, communicating the need for change, motivating employee behaviour toward accepting and or supporting the proposed change and acting to promote the formation of culture towards the change (Lunenburg, 2010). The supervisors also played a huge role in planning and allocating resources that would ensure the effective achievement of the proposed change. This is because their role is to help in ensuring that organisations achieve the proposed change as planned (Hayes, 2018). They also played a role in the development of the mission and the vision supporting the change as well as the change management plans while focusing on encouraging worker’s attitudes in the process of change towards supporting the change


[bookmark: _Toc36814090]4.0 Conclusion 
	
The proposed changes were to improve efficiency in tax payment for the customers by ensuring that they do not have to use the ever burdening paper system. Therefore, the proposed change entails moving into the online tax system and to achieve this change DVLA applies Lewin's 3 step model which is easy to apply. Further, moving to a cloud-based system would help ensure data protection while at the same time, improve customer efficiency. The proposed change helps the institution stay at par with the technologically advanced world where almost all functions are now being conducted digitally. This action also helps ensure that the customers conveniently access the services that they need. The report also makes clear the role that DVLA management plays in the change process and how well their leadership style helps ensure and hinder change success. It is made clear that with a highly hierarchical organisation where duties are well-laid put, power is distributed and moved from top to down and the management is in full control of the organisation. It is easy for the management to push for the changes or implementation of the strategies that they need to achieve the ultimate goal of the institution. Further, it can be noted that change agents play a significant role in the process of change where they help in initiating, planning and providing the necessary resources required to support the proposed change.

Furthermore, the change implementation of the abolishment of the paper Tax Disc was a failure as they have not met the target which the organisation was expecting. However, they have met the target of supporting climate change. During this process of change implementation, the culture of the organisation was not affected.



[bookmark: _Toc36814091]5.0 Recommendation 

There are several factors that DVLA can incorporate to make the change process more effective and hence attaining the intended goal. It has been identified that the DVLA institution is largely hierarchical where it applies transactional leadership. Meaning employees are bound by given rules and regulations and are expected to follow these rules to the latter. Further, employee engagement in making decisions is minimal, as the superiors make almost all decisions. In this case, it is identified that change requires employee's engagement and involvement to be successful as this reduces instances of resistance and makes it easy for the employees to be motivated to accept the proposed change. Therefore, the management needs to come up with strategies where employees are included in the change process. This may be through the creation of a change management team that incorporates some outstanding employees and or making sure that the employees are frequently briefed about the need for change, the importance of change and the improvement that the change will bring. Importantly, there is a need for the management to ensure that they assure the employees of job security as the implementation of the technology would tend to bring a notion that some employees might lose their jobs which would then cause some resistance to change.

Further, it notable that the institution aims at implementing an online tax system that would help improve efficiency and make storage easier by abandoning the paper tax system. However, it is essential to note that not all the users will be conversant with this new system, and it might take some time for people to feel comfortable with the system. This may be brought by the need to protect and ensure data security while assuring improved efficiency with the new system. Therefore, the management team needs to make public sensitisation or consumer sensitisation as part of the change process. This is to make sure that they understand the proposed changes and how these changes will make it easier for them to access and utilise the given services. The program would also help build the trust of this new system as the customers would be assured of data safety in the process.
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Governance Structure
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[bookmark: _Toc36814094]Fig. 1 - Governance Structure (DVLA Annual Report, 2017)
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[bookmark: _Toc36814095]Fig.2 – Governance Model (DVLA Annual Report, 2019)
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DVLA Governance Framework
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[bookmark: _Toc36814097]Fig.3 – Governance Framework 2012/13 (DVLA Annual Report, 2013)



DVLA Board
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[bookmark: _Toc36814098]Fig. 4 - DVLA Board 2013 (Department for Transport, 2014)
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