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Slide 1
Welcome to my presentation, my name is Emma Green, this presentation will review the key management models that were used to undertake an analysis of changes to Hywel Dda Health Board as a result of the Covid 19 global pandemic.
Slide 2
The author’s place of work is part of the National Health Service within the public sector. This report will focus on one of the biggest changes to employees and the health board during the pandemic. Hywel Dda Health Board employ approximately 14,300 staff, of which 2000 are administrative employees or management. 
Slide 3
The covid 19 Pandemic has had a big impact on work and life. Organisations needed to act quickly with many changes. 
National guidelines encouraged organisations to allow employees to work remotely, in order to stay safe and stop the spread. 
In the early 2000s, working from home emerged to save on commuting and to allow individuals a better work life balance. However when the pandemic hit, staff were advised to work full time at home if it was possible, this redefined the original concept of working from home which was originally for particular work types and occasionally. Additionally, many believe that working from home will become more common, as organisations have funded the cost for remote working, in return operational costs would be reduced as there will not be a need for office space. (Xiao et al, 2021)

There is no single definition of change given its wide diversity. Change according to Frahm (2017) is organisations continuously renewing their direction and strategies. Many authors agree that change is increasing and is not predictable. (Burns, 2009)

Grennan (2003) defines change as a relocation of power and skills. Similarly, Cummings and Worley (2014) assert that for organisations to survive they must have effective change management in place. However according to a Harvard Business Review, Nohria and Beer (2000) state 70% of change initiatives fail. 

The biggest change was staff needing to social distance, a national government rule. The health board like many organisations had to work quickly and allow staff to work from home to prevent the spread of the infection. Remote working came at cost to the health board.
Slide 4
Change management models are concept, theories and methodologies that provide a detailed approach to organisational change. They aim to provide a guide to making changes, navigating the transformation process and ensuring that changes are accepted and put into practice. Some of the top key management models are.
McKinseys 7’s model
John Kotter’s 8 step
Kurt Lewin’s 3 step
Kubler – Ross and AKBAR.
Organisations also use stakeholder analysis and matrix.
Internal and External processes are monitored through SWOT and PESTEL models.
Some of the models used will be further evaluated and criticised on the next slides. 
Slide 5
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Kurt Lewin’s 3 step change model is one of the highly recognised models of change which Lewin introduced in the 1950’s. The three steps include “unfreezing”, where the current state is established. It creates awareness regarding the upcoming change. This part of the change implements the support of the transition. It is important to recognise the willingness of people to change by fostering a realisation for moving from the existing state to the future transformed stated.
The Kubler Ross cycle agrees that it is essential to involve employees, to give them a sense of ownership, resulting in increasing their motivation. 

Lewin recognised that change is a process when an organisation must move into a new progressive state. The “moving” part of the model is implementing the change and where the change becomes reality. 
The final stage “refreezing” is about the change becoming embedded in day to day activities ensuring that the change made in the “moving” part becomes the new norm. This process can take time with employees adjusting to the change. 

Cameron and Green (2009) affirms that Lewin’s model is a useful tool for organisations considering change, when used in conjunction with his force field analysis, resistant’s and driving forces of the change can be identified, suggesting this model can then move to the next stage of the process.
During this process, audits ad evaluations were completed, identifying driving forces and restraints. (Holbeche, 2007)
Burns (2004) criticises the process as it assumes organisations operate within a stable environment and it doesn’t consider the issues around politics and power. Additionally its linear approach doesn’t structure attributes such as time and the internal and external environments. 

Similarly Burns (2004) claims the model can only be used for incremental changes, making it unsuitable for transformational changes. Kanter (2003) also argues that Lewin’s model is not suitable to open ended and continuous change.
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Lewin’s model has been reorganised according to McWhinney (1997) many times. Similarly Higgs and Rowland (2005) report that Kotter’s (1995) model can be mapped against Lewin’s. However, a more pragmatic 8 step process to the change. 
Kotter’s model focuses on organisational change whereas Lewin’s was designed to change in general. Kotter’s approach is more about creating movements rather than Lewin’s introduction of ideas. 
Kotter recommends 8 steps, which are processes that allow strategies to become successful. According to Cameron and Green (2020) Kotter’s approach has advantages and disadvantages.
Advantages:
· Defines a clear framework for strategic changes
· Identifies employees in favour of taking part in the strategy 
· “The operating system provides a potentially helpful, liberating separation between the more mechanistic elements or day to day organisational performance management” along with the creative and radical approach that organisations need to keep competitive. 
Disadvantages:
· “Buy in” could be difficult if the strategy is not popular with individuals, and they need persuasion.
· Politics could be created amongst managers resulting in control for the power with reference to daily operations such as budgeting. (Cameron and Green, 2020)

Kotter’s 8 Steps
1) Sense of urgency needed to start the process and activate energy.
2) Building a strong team inclusive of powerful leaders and managers
3) Create a vision, concentrating on the change needed to “capitalise” on the strategic opportunity. 
4) Communication between the stakeholders, identifying the future of the strategy
5) Move towards the change, removing any potential barriers and resistance 
6) Give recognition for short term wins, demonstrating the success, encouraging motivation
7) [bookmark: _GoBack]Don’t celebrate too soon, continue to learn and never give in. if the visions goal move, response must be imminent
8) Instil the changes within the culture. Fernandez and Rainey (2006) report that organisational members must embrace the changes day by day for change to be incorporated. 

According to Cameron and Green (2009) Kotter’s model is still current and used today, providing practicality and meeting organisational objectives. Despite stilly being current, the model is still being criticised, a main criticism according to Cameron and Green (2004) is its quick reaction to celebrate success and lack of accomplishment. It’s further suggested that the model assumes individuals will resist the change, similarly where there is resistance there is adequacy of why. (Kelman, 2005) Kotter (2008) however upholds his 8 step process and following the steps in succession. 

Both Kotter’s 8 step and Lewin’s 3 step focus on planned change, thus being targeted by criticism. Carnall (2007) criticised them for not adequately taking into account other changes occurring in an organisation. 
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Peters and Waterman (1980) developed the McKinsey 7’s model. The difference with this model compared to Lewin and Kotter’s structured steps processes is it looks at how elements of the framework can work together interactively. The goal of this model is to see how effectiveness can be achieved. 
The 7’s consist of
Skills - individual knowledge and competencies
Strategy – A plan to ensure a competitive advantage, reinforcing the organisational values
Structure – How the organisation is structured, change of command 
Systems – The technical infrastructure of the organisation, determining work makes the decisions
Style – How senior executives interact forms what management style leaders suffice.
Staff - employees, Human resources and anyone involved in training and recruitment 
Shared Values – Organisations mission and goals play an imperative role to sustain a productive organisation 
This model also has its advantages and disadvantages.
Advantages
· It allows various departments within the organisation to be united
· Organisations can track its progress and impact
· Been a long standing change model with many using its theory
Disadvantages
· Long term model
· With organisations changing, will the model stay relevant
· The model relies on internal factors, does not consider external influences

This model is applied in situations where changes are being brought into the organisations that would have an effect on the shared values. Grant (2008) criticises this model by claiming that there isn’t enough guidance once areas of concern have been identified. Additionally Bhatti (2011) states the model does not take into account financial resources, nor do they understand the importance. 
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Other models which were used were, stakeholder analysis, SWOT and PESTEL Analysis.
Brugha and Varvascovszky (2000) recognises that a stakeholder analysis is used to generate knowledge to understand behaviours, intentions, interests and what resources they have brought. This information is used when developing strategies for managing stakeholders. 

[bookmark: _Toc143456856]SWOT and PESTEL Analysis
A SWOT analysis is used to identify what needs to change. Doing a SWOT analysis collectively can provide a picture of how an organisation fits with the operating environment and analyses the issues that need to be addressed to provide a secure future goal.
Strengths are “positive tangible and intangible attributes” of a department or organisation
Weaknesses are factors that can have an effect on the obtainable goals
Opportunities are external factors that can offer possible benefits and 
Threats can influence existing ways of working and destroy the end goal.

The PESTEL analysis can provide useful headings for exploring both opportunities and threats. (Hayes, 2018)
When the strengths and weaknesses have been identified and addressed, ways of developing and making use of the strengths can then exploit opportunities enable the reduction of weaknesses and threats. Tools such as SWOT help to ensure that leaders of the change do not ignore key factors.
Force Field analysis is another framework to analyse findings to develop action plans. It also identified restraining forces as well as driving forces. 
The PESTEL analysis focuses on external factors that leader must be aware of.
Political factors include new legislation, regulations, banking. Political stability across the world can have an impact on organisational operations, for example Brexit and the election of President Trump as President of the USA, both of these can provide opportunities and threats to organisations. Within healthcare there has been a big threat to medication and equipment being received due to Brexit. 
Economic Factors include issues like exchange rates, cost of borrowing, cost of raw materials, new competitors.
Social factors like trends in births or ageing population. Varied attitudes to training and education can have an effect as it lowers the availability on trained staff. Cultural factors may also effect business ethics.
Technological factors according to Hayes (2018) “include issues such as levels of investment that competitors are making in research and development”. Also the development of artificial intelligence can also be an opportunity or threat. 
Environmental – External forces driven by the environment like weather and climate change 
Law – National or local legislation may change, these can have a big impact on organisations
[bookmark: _Toc143456857]Conclusion
To conclude this presentation has identified many change models, in particular 3 of the main models were explored. It identifies the need of having strong leadership for the change to implement successfully. All three models have similar factors.
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