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1. [bookmark: _Toc113214111]Introduction 

The report critically analyses current forces for change in Bridgend County Borough Council’s (BCBC) micro and macro environments impacting workplace capability and culture. Furthermore, SWOT and PESTLE analysis are utilised to identify internal and external current forces for change; coronavirus and climate change being the dominant forces for change in the macro and microenvironment. 

Stakeholders are identified through stakeholder analysis and matrices; staff, managers and information technology (IT) having the greatest influence and power over change.

Practical applications of workplace examples are applied throughout exhibiting rational understanding of leading stakeholders through complex workplace change whilst introducing problems typically encountered when planning, implementing and reviewing workplace change.

Furthermore, a sample senior manager referred as Lucy is examined throughout to demonstrate practical understanding evidencing theory to practise, through models and the application and adaptation of these into the working environment.

Research is supported by Currency, Relevance, Authority, Accuracy and Purpose (CRAAP) (Lewis, 2018). Similarly, Pearson’s RED model (Recognise assumptions, Evaluate arguments plus Draw conclusions) is utilized to ensure a critical approach is achieved (Enriquez, 2018). 

Harvard Referencing is adopted, validating research. Additionally, theories and models researched and implemented throughout this report underpin and promote cognisant delivery.

Change and leadership models and theories are assessed, along with critical examinations of the Kruger-Ross, Lewin and Kotter change management models, these being highly relevant yet also being the most significant models when implementing complex workplace changes (Harrison et al, 2021).

As addressed throughout the report of current research, it is determined that Lucy can adapt her style accordingly to situations, when leading stakeholders through change. Emotional intelligence, communication skills and leadership style play key roles in facilitating workplace change efficiently. 



























[bookmark: _Toc113214112]2. Forces for Change 

It is crucial organisations identify and adapt to change to maintain existence and consequently success. Subsequently, any organisational innovation necessitates appropriate competences (Sartori et al, 2018), for example, hard and soft skills. 

Hard skills are those competences utilized for tasks as creating activities, evaluating artifacts, or managing projects. Soft skills are achieved by a mixture of personality attributes, attitudes, and relational competences and generally applied across diﬀerent innovation tasks and activities. 

Macro and micro-environments are forces for change, both positive and negative, each impacting, among other things, primarily culture and capability and are reviewed below.

Coronavirus remains an unpredictable external environmental factor impacting businesses in complex ways, causing detrimental effects, often resulting in internal changes such as furloughs, leadership, staff disruptions and change, as well as process and structure reforms (Aronsson, Huusko and Wassulin, 2021).

Coronavirus has necessitated BCBC amending data processing policies; handling data modification for employees’ working remotely to allow compliance with General Data Protection Regulations (General Data Protection Regulation, 2022), a European Union (EU) regulation in law for data protection and privacy and an important component of EU privacy and of human rights law.

Most organisational changes are implemented in a planned manner, however coronavirus necessitated organisations to rapidly address and implement unintended changes, thus affecting organisational cultures and associated capabilities. 

For example, UK government regulations forced organisations to change how they operate. grocery and food retailers implemented measures to comply with government regulations through limiting in-store capacity, encouraging customers to avoid handling products whilst browsing and social distancing (Gov, 2020). 

Moreover, all products deemed non-essential by government were restricted. These measures impacted staff as workloads significantly increased, affecting capabilities. 

Additionally, employees should work remotely when government restrictions cannot be achieved. Thus, potentially losing connection with organisational core values, as evidenced by Belle & Burley (2015) where their research concluded employees not belonging, or working remotely, was apparent through a loss of stability and exclusion. 

This research underpins the concept that managers must or should positively remind employees through reiterating and encouraging company values to avoid negatively affecting organisational culture when transitioning through change. 

[bookmark: _Toc113214113]3. Culture and Capabilities 

Organisational culture can be described as the collective effect of the common beliefs, behaviours, and values of the people within the organisation (Morcos, 2018), being vital since it influences human behaviour and performance in the workplace (Health and Safety Executive, 2022). Moreover, Schein (2010) reinforces Morocs (2018), stating culture is a pattern of shared basic assumptions learned by a group as it solves external adaptation and internal integration problems

For example, BCBC value employees by providing reward and recognition programmes, delivering clear expectations, promoting diversity and equality which facilitates successful collaboration, motivation and productivity since employees share common values and goals, this being clearly evidenced in Xing et al (2018) in their example of local government adapting organisational culture towards entrepreneurship through collaborative partnerships. 

Culture plays an important role in organisations in whether it is a healthy and happy environment in which to work (Tsai, 2011). 

[bookmark: _Toc113214114]4. Micro- Environment 

A SWOT analysis (Appendix A) reveals several micro-environmental change forces, these being coronavirus, climate change and empowered staff culture. 

Porter’s 5 Forces Model (1985) is used to enhance SWOT analysis. Porter’s model addresses threat of substitutes, new entrants, bargaining power of buyers, suppliers, and competitive rivalry can be utilized to identify micro-environmental groups; examining the impact each group has on the organisation.  

For this report that factor having the greatest impact to BCBC is the bargaining power of suppliers. BCBC effectively operates on a monopoly basis, therefore competitive rivalry can be discounted, along with buyers, consumers, new entrants and substitutes. Consequently, the complexities introduced from the impact of coronavirus has given suppliers an advantage.

[bookmark: _Toc113214115]4.1 Coronavirus 

Coronavirus remains an unpredictable external environmental factor impacting businesses in complex ways, causing detrimental effects, often resulting in internal changes such as furloughs, leadership and staff disruptions and change, as well as process and structure reforms (Aronsson, Huusko and Wassulin, 2021).

Coronavirus is a major threat to micro-environment since approximately 3% of workforce are estimated taking sick leave or not working due to coronavirus.

16% of all UK businesses are predicted to stop trading affecting BCBC since rental incomes will decrease (Office for National Statistics, 2022). 

BCBC implemented amended working terms and conditions; regular hand washing, face coverings, social distancing and sanitising to prevent coronavirus contamination.

These changes fostered fear, uncertainty and mistrust among staff causing adverse changes in the organisations culture, resulting in demotivated employees, reduced productivity, motivation, ability and commitment. Combined with the impact of employees unable to work following coronavirus infection, the overall impact on BCBC was a reduction in overall effectiveness requiring a diversion of services towards converting schools into childcare hubs, transport [staff] to deliver free school meals to 8,000 families and repurposing depots as ambulance stations (Peskett, 2022).

This is analogous to the Bernes Transactional analysis (1961), in the sense that prior to compulsory working terms and conditions Lucy would have an adult-to-adult relationship with her staff yet transitioned to an adult-to-child relationship since imposing working terms and conditions forcefully on her staff. This could potentially impact relationships between Lucy and her employees’.

[bookmark: _Toc113214116]4.2 Climate Change

Internal forces of culture and capability are affected by climate change. ‘Climate change’ being a micro environmental threat; it potentially affects organisations and employees. In addition, central government work alongside BCBC aiming to achieve net zero carbon by 2050 (Local Government Association, 2022).

UK organisations being responsible for 18% carbon emissions (National Statistics, 2020), it is essential BCBC identify solutions to address ‘climate change’, through adopting sustainable behaviours and habits alongside behavioural changes, becoming socially responsible and adapting to climate change. 

Typically, this can be achieved through adapting and adopting corporate social responsibility changes implementing BCBC criteria, for example increases in stakeholder engagement, prevalence and power of ethically sensitive consumers, the level of sophistication of non-governmental organizations (NGOs), employees as a Corporate Social Responsibility (CSR) driving-force, along with increased CSR activity up, down, and across the supply chain (Latapí Agudelo et al, 2019). CSR achieved through reducing energy use, water use, climate awareness training and reducing pollution (Scott, 2016).

Managers will provide sustainability education and environmental awareness to staff via meetings encouraging behavioural and habit changes. Furthermore, mentoring helps nurture stakeholders; improving adoption of appropriate behaviour to meet CSR objectives.

Implementing recycling programs, promoting paperless workplaces and encouraging sustainable transportation further promotes sustainability. Staff may resist sustainable transportation (United Nations, 2021), however, BCBC provides schemes; allowing stakeholders to loan cycles as tax-free benefits, encouraging CSR objectives, consequently encouraging positive cultural changes (NHS Wales, 2015).

Resistance to behavioural changes are natural, anticipated and expected, the Fogg Behaviour Model (2009) (Appendix B), guides understanding of 3 factors contributing to behaviour change: motivation, ability and triggers. Ultimately, staff need prompting, be sufficiently motivated and must have the ability to change their behaviour to achieve CRS objectives. 

Some staff lacked motivation prior to implementing sustainable processes; therefore, required additional motivation to change such behaviours. For instance, Lucy will build colleague confidence and self-esteem through praise and encouragement where merited, further encouraging innovation and creativity, improving sustainability culture.

To help employees adapt to such changes ADKAR Model (2006), awareness, desire, knowledge, ability, and reinforcement, is implemented focussing on driving individual change, addressing barriers, limiting resistance to change. Reinforcement strengthens workplace change as evidenced by weekly meetings where stakeholders share doubts with suggestions for change through awareness, knowledge and desire.

Research indicates rising temperatures and increasing rainfall are consequences of climate change, correlating with lower productivity and increased conflict (National Bureau of Economic Research, 2015), thus, affecting organisational capability culture. This is evidenced in BCBC by increased office temperatures lacking air conditioning resulting in demotivated employees.

Markman (2018) argues people conceptualize things that are psychologically distant from them stating majority of individuals do not endure the effects of climate change; therefore, treat it as an abstract concept which does not motivate individuals to deal with climate change.

However, this is no longer true since many changes exist in Wales. Flood risk and coastal erosion is increasing because of climate change with latest projections showing 11.3% of land will be at risk from flooding, a rise from previously predicted 9.86% (BBC News, 2021. Rözer and Surminski, 2021).

If staff cannot change behaviour to address climate change it could affect the ‘empowered staff culture’ in the organisation, however, the Iceberg Model (1976) (Appendix C), can be adopted to overcome such barriers since it allows determining root causes of not adopting change behaviours, as evidenced by Nobles et al (2021) where the Action Scale Model, aligned with the Iceberg model, serves as a mechanism bringing together cross-sectional stakeholders reflecting on current practice, and consider future approaches.

[bookmark: _Toc113214117]4.3 Empowered Staff Culture 

The SWOT analysis identified a strength; ‘empowered staff culture’, determining ‘empowered staff culture’ being micro environmental. Moreover, empowered staff culture foster an environment where employees are encouraged to make their own decisions, communicate openly, positive work environment with high trust levels evidenced.

Empowered staff culture in organisations is positively associated with stronger job performance, job satisfaction, and commitment to the organisation (Lee, 2018). A strong culture is a driving force to improving organisational capabilities and since employees are committed, confident, perform better, resulting in staff retention, reduced costs and organisational growth (Habib, 2014). 

This compares to Hofstede’s Organisational Culture (2011); BCBC uses a ‘low power distance culture’, prioritising equality valuing equal treatment of everyone, creating greater confidence and commitment and a better work environment; hypothetically tending towards Ouchi’s Z model (Ouchi, 1993). 

For example, managers treat all employee’s equally; involving them in decision making, improving confidence in decision making whilst achieving tasks unsupervised. Such adaptation of leadership methods by BCBC managers (Transformational, Transactional, Participative and Delegative) has enabled managers to gain the trust of employees; fostering development and growth resulting in reduced turnover costs.

Despite many advantages there are drawbacks when organisations adopt such a culture. Turkmenoglu (2019) states negative use of power received, high risk of failures without supervision, conflicts result in less supervision among others are drawbacks to empowerment staff culture. For example, employees tend to abuse their power when being allowed to make decisions. 

[bookmark: _Toc113214118]5. Macro Environment 

PESTEL analysis (Appendix D) examined the organisations macro environment; identifying majority external forces are strongly driven by coronavirus. In this instance a volatility, uncertainty, complexity, ambiguity analysis (Bennis and Nanus, 2003) is utilized to underpin the PESTLE analysis; defining key characteristics of the external environment.

In such a presently volatile organisational situation decisions need to be made before all facts are apparent. Uncertainties occur regarding finances and job stability, whilst increased absenteeism is expected establishing complexities since employee workload will increase. Ambiguity exists since BCBC has never experienced a pandemic; therefore, experience is not applicable to explain new processes.

Coronavirus was identified as a major macro environmental force for change since it creates a precarious organisational situation presenting uncertainties regarding workplace health and safety. Furthermore, affecting organisational capabilities, for example employees being unable to work due to government rules and safety regulations.

Additionally, inflation increases economic impact; affecting the organisation since increasing service costs to align with inflation rates is naturally inevitable (Johnson et al, 2021).  

Evidently, the macro change factors are currently driven by social impacts such as budget constraints. Over the last 10 years BCBC has made £68 million of budget reductions (Bridgend Gov, 2021). If BCBC exceed budgets they cut services and jobs, increasing workload, reduced capacity, resulting in a culture of uncertainty and frustration.

Consequently, proficiency becomes compromised with BCBC having to complete more tasks with less employees, these potentially being unable to achieve required workloads and to standard resultant of these pressures. 

BCBC’s primary income is council tax, however, an increase in council tax in line with inflation is both inevitable and necessary; with the resultant public objections towards BCBC’s policies of implementing such measures. BCBC has steadily increased council tax annually since 2008 (Council Stats, 2022), however, this is a difficult situation in unprecedented times.

Whilst; many senior executives earn salaries comparable to senior executives in ‘Blue Chip’ organisations, BCBC are only accountable to stakeholders and not shareholders, raising the question of salaries commensurate with roles, where BCBC is required only to account for expenditure and not accountable to shareholders being a non-profit organisation.  

Continuously increasing council tax causes stakeholders to question the amount, however, if BCBC demonstrates positive engagement and action to cost reduction through salary cutting, any subsequent increases in council tax will be softened and served to reduce the culture of mistrust.  


[bookmark: _Toc113214119]5.1 Impact on Workplace Culture and Capability 

Coronavirus identifies as a major current external force for change which has and will impact future culture and capabilities. Coronavirus causes heightened employee anxiety related to job stability and finances (Basyouni and Keshky, 2021), as evidenced by employees worried about health implications due to coronavirus, impacting salary. 

Schein’s Organisational Culture Model (2010) enables BCBC to reconstruct culture from the effects of coronavirus through using basic assumptions to solve internal and external problems, evidenced by management regaining employee trust through communicating effectively and honestly.

Meeting stakeholders’ basic needs is vital. Maslow (1943) (Appendix E), postulates unmet needs help explain challenging behavioural patterns; if hungry and thirsty, most people deal with thirst first, a “stronger” need than hunger; therefore, recognising and applying hierarchal needs consents identification of psychological and physiological needs, permitting individuals meeting needs, subsequently leading to improved performance, behaviour and increased motivation, discretely suggesting employees are unmotivated, requiring objectives to fulfil their needs however, once those needs are achieved, employees become demotivated (McGregor, 2015). 

Hertzburg (1964) argues, stakeholder motivation is achieved through 2 factors; motivators and hygiene, being separate sets of mutually exclusive workplace factors that either cause job satisfaction or dissatisfaction and encouraging job satisfaction associated with self-growth and self-actualisation (Appendix F). 

Motivators and hygiene factors merged can affect the culture and capability of BCBC. For instance, hygiene factors such as working conditions are vital since employee’s satisfied with their working conditions are more likely to produce better work outcomes; increasing capability, enabling positive workplace culture. 

[bookmark: _Toc113214120]5.2 Conclusion

To conclude, it was determined coronavirus is a major micro and macro environmental force for change affecting BCBC budget, workforce and income. Effects of coronavirus on culture and capability were analysed, however, regular research is recommended to examine future impacts on BCBC since regulations may change.

[bookmark: _Toc113214121]6. Leading Stakeholders Through Complex Workplace Change
 
[bookmark: _Toc113214122]6.1 Change Management 

To efficiently lead stakeholders through change BCBC must implement change management methodologies through a structured approach to implement change; helping lesson unsuccessful change. 

Typical applied methodologies for change are Kotter’s (1996) and Lewin’s models (1951); both providing guiding change principles (Harrison et al, 2021), however, both have advantages and drawbacks. 

Unlike Kotter’s model, Lewin’s model is easy to implement. It only requires 3 steps performed in a short period, however, Hussain et al (2018) advocate additional information must be considered to adapt these steps to specific situations.

Reviewing these change models, it is evident BCBC is most suited to Kotter’s model since the change is complex; therefore, requiring in-depth processes.

Kotter’s 8 Step Change Management Model (1996) will aid in implementing the change; improving the chances of success through creating a sense of urgency by educating stakeholders on the rationale of urgency via meetings (Appendix G).


[bookmark: _Toc113214123]6.2 Organisational Change

Organisational change is commonly defined as an action in which a business alters a major component of its organization, i.e., culture, the underlying technologies, operating infrastructure, or its internal processes (Stobierski, 2020). Change is usually imposed by external factors for example, environmental changes and in this instance coronavirus. 

Alternatively, CIPD (2021) argues organisational change is a constant in many organisations, driven by several different forces including customers, markets and technology. Customers will always drive what they want, and organisations must adapt to stay competitive, however, for BCBC this is not the case as there is no competition. 

BCBC therefore, can present as a business in a competitive market, i.e., taking its services to the wider economy and competing there, for example, building and selling properties, IT and restaurants.  


[bookmark: _Toc113214124]6.3 Defining the Issue 

Prior to coronavirus remote or digital working was an exception rather than normal since most staff were office based, however, in line with Welsh Government targets organisations must replace infrastructure by providing remote working for 30% of its workforce by 2024 (Bridgend Gov, 2021). 

The primary reason for remote working is to protect staff from contracting and/or spreading coronavirus as well as complying with government rules and restrictions. As BCBC employs a high number of staff combined with restricted space, social distancing was unfeasible; therefore, remote working became inevitable, however, efficiently leading stakeholders through a change in workplace environment will determine a successful outcome.

As in April 2020, 46% employed worked from home, 80% working from home did so because of coronavirus. Prior to the pandemic 5% worked from home and 30% reported never working from home (Office for National Statistics, 2020. Pratt, 2020. Hobbs, 2021). 

Research indicates a demand for change along with significant increases in the amount of people working remotely during coronavirus, however, assessing advantages and disadvantages of remote working is key to establishing how changes affects stakeholders.

Utilizing Lewin’s change model (1951) supports stakeholders through change; identifying areas of strengths and resistances prior to implementing change (Appendix H).

For example, some employees prefer remote working and research indicates people are more productive working from home (Ipsen et al, 2021). 

This creates a cultural change for organisational good, allowing sale of real-estate no longer required, generating essential income. Furthermore, a move towards a 4-day week with people remaining on full time salaries coupled with evidence to suggest an improved work-life-balance is beneficial to both employee and employer, particularly as employees are more efficient from home environments. 


[bookmark: _Toc113214125]6.4 Justification for Change

As stated above coronavirus and Welsh Government targets are 2 primary reasons justifying change within BCBC, however, BCBC plans to move towards digital transformation, but the process was accelerated by coronavirus and Welsh Government targets.

Organisational change implies heightened staff pressures, to be increasingly adaptable, versatile, and tolerant of uncertainty to perform effectively in new or changing work settings (Dam, 2009), causing negative attitudes and behaviours; therefore, it is vital BCBC addresses issues to ensure stakeholders well-being is cared for through offering stakeholders professional telephone counselling with Care First. Care First is used extensively by many councils across Wales and the wider UK providing stakeholders emotional support to proactively manage stress at work (Care First, 2022).   

[bookmark: _Toc113214126]7. Working Remotely; Advantages and Disadvantages

Understanding advantages and disadvantages of remote working is vital to overcome barriers, delivering stakeholder opportunities. 

Existing knowledge of remote working can be questioned in an extraordinary pandemic context. For example, BCBC has not previously implemented remote working (Wang et al, 2020) and it was never a serious or real consideration.

Prior to coronavirus BCBC allowed remote working in exceptional circumstances when employees renegotiated contracts; suggesting BCBC lacked adequate knowledge in this area. 

[bookmark: _Toc113214127]7.1 Problems of Remote Working 

Wang et al (2020) claim work-home interference, ineffective communication, procrastination and loneliness are the main problems individuals endure when working from home. 

Ipsen et al (2021) argues, most people had a more positive than negative experience working remotely since work-life balance, enhanced work-efficiency and better work control were 3 factors exemplifying main advantages. For instance, remote working eliminates daily commutes, saving time, allowing employees’ a better work-life balance.

The SWOT analysis (Appendix I) indicates a primary strength of working remotely is flexible working; providing opportunities for the organisation since they will become more responsive to change, improving employee satisfaction and loyalty, improving well-being (CIPD, 2022). 

Roberts (2022) argues, flexible working poses a threat to organisations since managers are unable to monitor performance easily, however, this is overcome with regular performance reviews and software monitoring/ tracking time staff spend on specific tasks.

The biggest threats are privacy and security issues, since BCBC holds sensitive and personal information. Nevertheless, this provides opportunities for stakeholders as training is provided, consequently, benefits from change exist, given employees gain additional skills and knowledge. 

SWOT analysis identified weakness of; sociological and psychological challenges. For example, isolation, less social interaction and a lack of separation between work and private life negatively impacted physical and mental well-being (Xiao, 2020).

Mental health and well-being are affected given remote working requires individuals to work alone as opposed to office environments working alongside colleagues. To alleviate this threat, counselling services are offered supporting mental health and well-being.

Remote working provides opportunities since flexible working is beneficial. Working from home helps the environment and saves money; daily commutes become unnecessary; for example, prior to remote working many employees finished at 5pm, paying childminders to collect children from school and care for them until they arrived home. Working from home, enables them now to undertake this personally, resulting in reduced childcare costs combined with the additional benefits associated with improved parent-child relationships (Kim, 2020).

In conclusion, barriers, advantages, disadvantages, threats and opportunities exist when working remotely. Major barriers are ‘demotivation and isolation, and it cannot determine if working remotely is positive or negative for change since individuals’ experiences differ, however evidence suggests the trend is positive for both employees and organisations alike, striking a happy work-life-balance with increased productivity for employees and increased organisational efficiency through cultural change. Yet, being aware of such threats and weaknesses raised awareness to overcome barriers and implement procedures to minimise threats. 

[bookmark: _Toc113214128]8. Assess if Change can be Implemented by the Appointed Person

Lucy’s skill set is assessed to determine if she has the correct skills to successfully implement workplace change. 

[bookmark: _Toc113214129]8.1 Communication

It is crucial change is communicated effectively; facilitating cooperation and easing the process for employees. Effective communication promotes better understanding of what organisations and stakeholders are working to accomplish (Kalogiannidis, 2020).

For example, insufficient effective communication with stakeholders has previously caused a lack of stability within the organisation such as unclear objectives. This has proven to be costly and time consuming due to poor communication that could have been avoided had communications been effective.

Communication skills are crucial to effectively implement workplace change; therefore, excellent communication skills are vital to successfully communicate, consult and involve stakeholders, determining the success change initiative (NCVO, 2017). 

A communication skills questionnaire was undertaken, results indicate Lucy can communicate effectively but improvement is required to implement change successfully (Appendix J). To help facilitate improvement of communication skills Berlo’s Communication Process Model (1977) was implemented; allowing Lucy to understand the primary aspects which are part of the communication process along with the factors which affect them.  

Lucy has improved body language awareness facilitating increased communication skills, successfully implemented with stakeholders. Mehrabian (2007) states 55% of communication is performed through body language, 38% through tone of voice and 7% through verbal communication, advocating body-language plays a considerable responsibility in effective communications.

Active listening is crucial for change; a major commodity for gaining trust, helps resolve conflict, enables identification of problems and helps build knowledge; all being vital when implementing change. Studies revealed participants receiving active listening responses felt more understood and satisfied than participants receiving simple acknowledgements (Weger, 2014). 

Stakeholders are often disengaged when Lucy speaks, such behaviours demonstrating lack of trust. To overcome this, Lucy must improve active listening skills by listening to stakeholders, maintaining eye contact and not imposing opinions on stakeholders as active listening creates the opportunity to re-establish trust and develop healthy working relationships with her stakeholders.

However, active listening is not an easy skill to acquire, it demands practice, and requires changes in our own basic attitudes (Rogers and Farson, 1987).   

[bookmark: _Toc113214130]8.2 Emotional Intelligence 

Emotionally intelligent leaders and managers can effectively facilitate change and manage emotions involved in change; enabling leaders to overcome resistance to change (Issah, 2018). Lucy has undertaken an emotional intelligence questionnaire evaluating those areas where inadequacies exist (Appendix K). Results imply Lucy deficiencies in recognition of others’ emotions. To help Lucy recognise others’ emotions more precisely, Kraus (2017) suggests closing eyes and opening ears; listening to what people are saying and the ways in which they say it can improve the ability to recognise emotions. 

Chamarro-Premuzic and Yearsley (2017) state emotionally intelligent individuals avoid making unpopular choices, for example, invoking change. This affects the success of change as people feel uncomfortable about making changes. However, in this instance Lucy does not feel uncomfortable about implementing remote working.

[bookmark: _Toc113214131]8.3 Leadership Style

Leadership styles directly impact organisation’s change initiative success since leaders determine values, culture, change tolerance and employee motivation and different leadership styles assess leadership quality and effectiveness specifically as it relates to organisational goals (Germano, 2010). 

[bookmark: _Hlk110866510]Adapting leadership style in the workplace is crucial to successfully leading stakeholders through a period of change (Northwest Executive Education, 2021); thus, it is vital to possess the right leadership style to suit different situations.

Lucy can adapt leadership styles to any situation to meet stakeholder’s needs; commonly referred to as ‘Situational Leadership (1985)’. For instance, implementing workplace change alters employee behaviour, however, Lucy recognises the appropriateness of the leadership in the situation, she can adapt leadership styles accordingly. 

Moreover, situational leadership interconnects with emotional intelligence; individuals utilizing situational leadership hold high emotional intelligence, these combined assist success implementing the change (Benson, 2009).

[bookmark: _Toc113214132]8.4 Trust 

Trust is the foundation of important relationships, yet 70% of professionals do not trust their managers (Davies, 2020). 

Trust is critical in effective organisational change; influencing how employees think, act and feel regarding the current change (Smollan, 2013). Studies show trust is a crucial element in organisational change since it helps solve issues before they become problematic. 

Leadership trust is reciprocal and created incrementally, especially in times of change and disruption. If stakeholders do not trust Lucy, they will not openly communicate remote- working barriers encountered; ultimately impacting productivity and success of implemented changes. Adapting leadership to suit stakeholders’ needs’ is vital to change success.

[bookmark: _Toc113214133]8.5 Conclusion

In conclusion, communication skills, active listening and trust are key when implementing change, emotional intelligence underpinning this creating a powerful combination being useful since Lucy must show empathy towards stakeholders.

Lucy possesses high emotional intelligence in most areas lacking only the ability to recognise emotions. Likewise, research indicates high emotional intelligence and adapting leadership style is positively interlinked with leading stakeholders efficiently through workplace change. 

[bookmark: _Toc113214134]9. Stakeholders

Schiller et al (2013) define stakeholders as individuals or groups who can affect or is affected by the achievement of the organisation’s objective. Stakeholders are vital in organisations since they invest their efforts, expertise, money, time and knowledge; contributing to the success of an organisation (McGrath and Whitty, 2014). 

Stakeholders are influential in the success of Lucy’s change plans. Stakeholder analysis (Appendix L) identifies key stakeholders affected by the workplace change. Results identify senior management, staff, strategic leaders and decision makers, web team and IT department possess the highest amount of power and influence. Low power distance relationships exist in BCBC as stakeholders relate to each other on a non-hierarchical scale as demonstrated by Hofstede’s Power Distance model (2011).

[bookmark: _Toc113214135]9.1 Communication Plan

A change communication plan determines what method of communication is best when communicating change with stakeholders; helping them understand the need for change as well as how it will affect them (Appendix M). The results indicate managers and staff require daily communication opposed to public and councillors requiring communication as needed.

[bookmark: _Hlk112953610]After communicating changes, Lucy issued surveys seeking feedback, allowing stakeholders to voice opinions making them feel part of the decision-making-process overcoming any misunderstandings. 

[bookmark: _Toc113214136]10. Implementing Change

Organisational change involves intricacies; therefore, implementing change effectively requires full stakeholder commitment. Organisational change has a failure rate of 70%; education and training, employees’ apathy, inadequate management support, poor leadership and inappropriate organisational culture being contributing attributes to ineffective change (Damawan and Aziah, 2020. Mosadeghrad and Ansarian, 2014). 

To help Lucy predict how stakeholders react to change the Kubler-Ross Change Curve (2014) enables Lucy to support and help stakeholders through change (Veer, 2016). Part of the change model requires acknowledgement of the impact on employees and supporting them through change makes the journey easier, resulting in more chance of success. The impact on employees are acknowledged; resistance is expected, however, communicating change is vital to overcome resistance.

Conversely, there are limitations to Kubler-Ross Change Curve since stakeholders’ reactions are not easy to predict and individuals may react differently. Vieira (2017) posits, the model is outdated since it assumes change is negative initially leading to resistance, whilst for some stakeholders a change in circumstance may be positive thereby ignoring this possibility places managers at peril of failure to recruit supporters, reducing positive action for change.

To overcome this, open communication and transparency is key as well as utilizing Plutchik’s Wheel of Emotions (1991) to recognise all types of emotions. For example, in counselling, the Emotional Wheel can be a visual signal to identify and discuss one’s emotions.
 
Employees preliminary reaction to change will be upset or dissent as they refuse to accept change, however, once they accept change is taking place tend to act negatively. 

[bookmark: _Toc113214137]11. Monitoring Change 

A change management risk assessment (Appendix O) is undertaken to understand risks associated with change, the severity of the impact on employees and clarify what is necessary for change to succeed. From the results, resistance to change and unmotivated and unproductive stakeholders due to fear of change were ‘high risk’. 

Several stakeholders display negative behaviours since working remotely. Bandura (2002) states behaviour is influenced by both environmental and personal factors, adding that people, through their behaviour, also influence themselves and their environment. 

Several studies reveal environmental factors such as lighting, noise, colour and air quality influence behaviour; impacting productivity and the success of the change (Akbari et al, 2013). To overcome this, organisations must invest in appropriate lighting, minimise noise, improve ventilation and introduce indoor plants. 

Lucy exhibits positive behaviour communicating with stakeholders, however problems arise, for instance, frustration, if stakeholders do not assimilate information in a timely manner, resulting in conflict and negative emotion. 

To overcome this, the Drama Triangle (1968) can be implemented, dealing with emotions as well as encouraging self-ownership of behaviour. 

Lucy has set key performance indicators to monitor how well stakeholders working remotely are performing since change was implemented (Appendix P). Results indicate some stakeholders lack motivation and productivity; therefore, Lucy must address barriers by adopting motivational factors for the change to succeed. 

Luthans (2020) claims adopting motivational factors such as rewards, bonuses, achievement recognition and goal creation, results in improved motivation.

Mayo (1943) argued stakeholders are not motivated by pay or environmental factors but through having social needs met whilst working, proposed treating employees as distinctive people rather than interchangeable cogs in a machine delivers increased productivity, motivation and business performance. Likewise, Seppala and Cameron (2015) claim employee’s prefer workplace wellbeing and positive culture to material benefits. 

Lucy will adopt motivational factors such as written praise, intrinsic and extrinsic rewards and regular meetings to aid change success. Success is measured through setting key performance indicators, comparing the results to previous results where no such factors were implemented, determining if motivational factors increased productivity and motivation.

[bookmark: _Toc113214138]12. Evaluating Change 

It is vital to evaluate change determining areas of improvement and to confirm that actions being taken are proving effective. 

Gibb’s Reflective Cycle (1998) can be utilized to review progress, identifying room for improvement. 

Deming’s Plan, Do, Check, Act Model (PDCA) (Appendix Q), identifies whether stakeholders are meeting objectives working from home (Deming, 2018). If Lucy identifies and defines problems, it assists planning to overcome problems, implementing a systematic process for gaining valuable learning and knowledge for continual improvement. 

To ensure continuous improvement giving and seeking feedback is vital. A feedback questionnaire was issued to stakeholders (Appendix R), results indicate change was successful since all participants prefer to work remotely, satisfied with home working arrangements, equally or more productive and motivated than when working in an office-based environment. However, 16% of participants did not feel supported by BCBC since implementing change, to overcome this additional meetings will be available for stakeholders to discuss how BCBC can support them further.

[bookmark: _Toc113214139]12.1 Conclusion

In conclusion, key skills required for efficiently implementing change were discovered; emotional intelligence, communication skills and active listening. 

It is inevitable stakeholders will resist change, however, Lucy prepared for negative and positive emotions, adopting Kubler-Ross Change Curve (2014) and Plutchik’s Wheel of Emotions (1991), enabled increased social awareness. 

During the change process key barriers were discovered; demotivation and unproductivity, however, these were overcome through adopting motivational factors such as rewards and recognition.

Coaching and mentoring stakeholders is recommended to enhance performance in future workplace changes.

Additional research will establish whether this report accurately identified positive and negative aspects, but in due course further research will benefit additional datasets leading to more definitive results. 
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[bookmark: _Toc113214141]14. Appendices 

Appendix A SWOT Analysis Microenvironment 

	Strengths 

· Customer focused services 
· Counselling sessions for employees with Care First
· Remote working
· Manages personal data correctly 
· Open to change 
· Empowered staff culture 
· Customer focused 
· Training 
· Supporting staff 
· Leadership


	Weaknesses 

· Maintaining data and strategies 
· Maintaining skillset
· Remote working
· Do not always hit targets 
· Time management 
· Previously leaked data.
· Performance management 
· Some computer equipment need replacing to newer models

	Opportunities

· Training is provided to employees 
· Growth of the town; new infrastructure and schools. 
· Increase of services 
· Less overheads
· Help climate change as the organisation could save energy. Studies demonstrate that remote working could save up to 50% energy reduction in comparison to the pre-pandemic situation (Mantesi et al, 2022).
· Additional funding from local government


	Threats 

· Loss of data
· Changes to local government funding 
· No clear strategy communicated with senior managers 
· Existing legislation
· Important information being leaked as employees work remotely.
· Data breeches 
· Misuse of data
· Lack motivation 
· Overspend budget 
· Climate change 



















Appendix B Fogg Model 
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(Fogg, 2009).
















Appendix C Iceberg Model
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(Hall, 1976).
















Appendix D PESTLE Analysis 

Political 

BCBC undergo Welsh audits and individual inspections; ensuring high standards are achieved. Welsh Government and Central Government are involved with BCBC since they set targets that must be met. BCBC is regularly inspected; ensuring services provided are achieving high standards. 

A general election can change political emphasis, leading to changes in administration. Local elections impact BCBC due to local councillors overseeing the work of BCBC by setting strategies and priorities (The Electoral Commission, 2019).

Long-term population issues resultant from coronavirus could impact BCBC. 

Environmental

BCBC protect the environment by issuing the public with a fixed penalty notice of £100 under the powers of the Clean Neighbourhoods and Environment Act 2005 (Bridgend Gov, 2022). BCBC developed a low carbon community initiative in conjunction with several partners Challoch Energy, Nuvision Energy (Wales) Ltd and Passiv UK, empowering local communities to produce and share renewable energy helping tackle climate change. This is achieved through providing a small number of households with solar panels or solar-based ventilation. 

Further, Bridgend County Borough Council (2013) state climate change is considered by reducing all forms of air pollution through improving local air quality as well as maintaining and improving the quality and quantity of ground waters along with rivers and remote working; helping the environment due to less traffic, air and noise pollution (Bridgend Gov, 2021).

The effect of weather significantly impacts BCBC’s budget for example, rainfall in Wales is expected to increase 6% by 2050, projecting to lead to an increase in the likelihood of flooding of infrastructure, buildings and homes resulting in potentially going over budget to fix problems created by climate change (Netherwood, 2022). Temperatures in Wales are predicted to rise affecting roads, infrastructure, working conditions, droughts jeopardize access to drinking water and transport links. Adapting to climate change will cost the organisation, however, costs can be minimalised by undertaking regular assessments as part of a wider sustainability review.

Social 

Population growth of Wales between 2011 and 2021 grew 1.4%. Moreover, between mid-2020 and mid-2030 the population of Wales is forecast to rise 2.6%, from 3.17 million to 3.25 million (Welsh Government, 2022. Roskams, 2022). Increased population provides extra council tax revenue for BCBC; however, schools, dental surgeries and doctors’ surgeries must be built to accommodate the increase.

Immigration statistics show 180,493 applications for British citizenship in the year ending March 2022, 9% more than 2020 and 55,146 asylum applications in 2022, 56% higher than in the year ending March 2020 (Gov, 2022). The effects of increased immigration in the UK will put pressure on BCBC’s budget for instance, investing additional money into education along with other services immigrants receive. Moreover, the amount of social needs increase to accommodate migrants.

Lifestyle factors as demonstrated by the Dahlgren and Whitehead Model (2021) (Appendix T), effect the health of the population. A decline in health of BCBC residents affects the organisation since more people will receive housing benefit due to ill health. Furthermore, homelessness and demand for social care services increase putting pressure on BCBC’s budget. 


Technological 

New technology impacts BCBC since it is expensive and time-consuming training staff to use technology. Also, training will be more difficult while working remotely as staff cannot be trained in person. 

In 2022, BCBC launched additional services and a new homepage for residents to access all services online, allowing residents to manage council tax, benefits, and housing services via ‘My Account’ (Bridgend Gov, 2022). However, primarily paying and viewing services online may prove difficult for residents who do not own a computer/phone or have the skills to access services.
 
Cyber security is crucial since cyber-attacks are a major threat to BCBC. Survey results revealed in 2020 48% of UK organisations including city councils were victims of ransomware, costing £716,330 (Shakleton, 2021). BCBC compete with local councils to get funding and if not awarded the funding needed it could lead to outdated legacy systems leaving BCBC more prone to cyber-attacks. Additionally, a lack of training in internal cyber security skills could increase the threat further since employees will not have such skills to deal with cyber-attacks; potentially compromising personal and sensitive data. 

Legal

It is vital BCBC handle personal data in accordance with the Data Protection Act 2018 (Legislation Gov, 2018). BCBC must comply with strict rules called ‘data protection principles’ by using personal information fairly, lawfully and transparently. Data cannot be kept for no longer than necessary and must be handled correctly, ensuring appropriate security and must be used for specified, explicit purposes (Gov, 2022). The organisation hold sensitive information; therefore, sensitive data must be stored securely and separately from other personal data (Irwin, 2021).

Health and safety, discrimination, equality and diversity, employment and equal opportunities legislation must be complied. BCBC must comply with the following legislation: Human Rights Act, Regulation of Investigatory Powers Act, the Data Protection Act and Freedom of Information Act. Failure to comply with the above legislation could result in financial penalties. The Freedom of Information Act 2020 provides the public access to information held by Bridgend County Borough Council as they are a public authority.

Economical 

The Consumer Price Index (CPI) increased 8.2% in the 12 months to June 2022 and expected to rise to 11% this year. The increase of inflation is driven by coronavirus, Russia’s invasion of Ukraine, and supply chain-related issues (Morgan, 2022. ONS, 2022), pushing the increasing cost of energy, fuel, food, second hand cars and raw materials. 

The increase of inflation impacts BCBC; increasing service costs in line with inflation is crucial to prevent going over budget. Furthermore, overheads rise since electricity, gas and fuel costs have substantially increased.

Coronavirus caused economic hardship for councils across the UK affecting financial costs to local government and council budgets, however, extra government funding has been provided to help overcome such barriers (Burns, 2022).

BCBC’s primary income is generated from council tax. Annual increases will be implemented to align with the increase of inflation; however, Central Government intervene if they deem the increase to be too high. 

A general election could change central government resulting in changes to financial policies and government grants; thus, affecting jobs and businesses.

Coronavirus is a significant threat to the economy. GDP declined by 9% in 2020, the steepest drop since 1948 (UK Parliament, 2021). Moreover, a decline in spending on services by households can affect BCBC; impacting revenue. For example, people may not be able to rent businesses affecting revenue from business rates.







Appendix E Maslow’s Hierarchy of Needs
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(McLeod, 2022).















Appendix F Herzberg’s Motivation Two Factor Theory

[image: Timeline

Description automatically generated with low confidence]
(Nickerson, 2021).


















Appendix G Kotter’s 8 Step Change Model

Create a Sense of Urgency

Lucy held a meeting for stakeholders to communicate the urgency for the unplanned change. Although most stakeholders resisted the proposed change, some stakeholders reacted positively.

Lucy informed stakeholders there were no imminent job loses, however, increased absenteeism is anticipated due to coronavirus resulting in potential higher workload. Lucy reassured stakeholders by offering 1to1 meetings to discuss any further queries or concerns. Moreover, potential challenges need to be addressed to allow change success. 

Create a Guiding Coalition

Lucy advised stakeholders the change must be implemented for BCBC to continue operating since government regulations must be complied. A team of senior managers were elected as advocates for the change, communicating regularly via Microsoft Team’s to discuss barriers and identify issues.

To achieve a full ‘buy-in’ one individual from each department was elected to represent their team; facilitating trust.

Develop a Vision and Initiatives 

A shared vision helps clarify BCBC’s direction on what to do and what stakeholders need to learn; lessoning failure of change (Hoe, 2007). 

Benefits of remote working are discussed with stakeholders to achieve a full ‘buy-in’. Moreover, most stakeholders are starting to accept the change since there is no other option other than work remotely. 

Communicate the Vision

Lucy and senior management communicate with employee’s daily. Lucy must communicate openly and honestly with stakeholders for the change to be a success. A feedback survey was given to stakeholders, allowing stakeholders to voice opinions making them feel part of the decision-making-process overcoming any misunderstandings, resulting in stakeholders accepting workplace change.

Enable Action by Removing Barriers

Barriers and threats are identified from survey results and SWOT analysis (Appendix D), results indicate isolation and demotivation being the biggest threats. 

Accomplish Short-Term Wins

Rewarding team members who are meeting targets may aid change success.

Build on the Change

Key performance indicators monitored how well stakeholders are working remotely are performing since change was implemented (Appendix P). 

Institute Change

The final part of the change process is ensuring that the change is embedded into BCBC’s culture. 

Lucy supports stakeholders through by communicating regularly; facilitating ‘open workplace culture’. Rewarding positive behaviour through written praise motivates employees. Encouraging personal growth is vital to keep stakeholders engaged and loyal but achieving objectives too. Lucy must continue to establish a ‘open workplace culture’.







Appendix H Lewin’s Change Model 














Appendix I SWOT Analysis for Change 

	Strengths 

· Cost effective 
· Zero commuting 
· Flexibility in work schedule 
· Improved staff and wellbeing
· Work-life balance
· Higher productivity
· Save money 
· More time spent with family
· No work uniform 
	Weaknesses 
· Well-being and mental health 
· Increased distractions
· Social interactions decrease 
· Work-life balance
· Isolation 
· Less work completed 
· Increase costs of electricity and gas for stakeholders
· Equipment costs 

	Opportunities 

· Longer working hours 
· Increase in pay 
· Reduced staff turnover 
· Work-life balance 
· Reduced childcare costs
· Help the environment 
· Increased motivation
	Threats 

· Lack of stakeholder engagement 
· Lack of readiness to change 
· Loss of data 
· Misuse of data 
· Data protection may be compromised 
· Climate change
· Internet connection
· Decline of health
· Decreased productivity
· Objectives not being met
· Staff may not afford equipment 









Appendix J Communication Skills (Questionnaire) 
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Appendix K Emotional Intelligence (Questionnaire)	
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Appendix L Stakeholder Analysis 

	Public
Welsh Government 
Government 
Customers
Service users 
	[bookmark: _Hlk110190990]Senior management 
Staff and frontline staff
Strategic leaders and decision makers
Web team
IT department 


	BCBC
Councillors
Suppliers 
Local businesses 
Schools and colleges in Bridgend 
Sports clubs

	Care First 
Councillors


Low                                                                Interest                                         High












Appendix M Communication Plan


	Stakeholder
	 Objectives
	Channel
	Priority 
	Frequency
	Comments

	Public 
	Change in communication method
	Email, letters, phone calls and text messages.
	High
	As needed
	N/A

	Staff and frontline staff 
	Working remotely
	Emails, team meetings, in person meetings or Zoom meetings.
	High
	Weekly and sometimes daily.
	N/A

	Councillors 
	Working remotely
	Email
	Medium
	Monthly 
	N/A

	Senior Management
	Working remotely
	Emails, team meetings, in person meetings or Zoom meetings.
	High
	Daily
	N/A

	Care First 
	Discuss change in communication due to remote working
	Email, Zoom and Microsoft Teams.
	Low
	As needed
	Meetings via Zoom or Microsoft Teams opposed to face to face.


















Appendix N Kubler-Ross Change Curve 
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(Kubler-Ross, 1969).























Appendix O Change Management Risk Assessment 



	Key Risk
	Description
	Category 
	Mitigation Strategy 


	Resistance to change.
	Employees may resist to change. 
	High 
	Build trust and relationships with stakeholders.

	Wrong leadership style to implement the change successfully.
	Lucy may not use the correct leadership style to implement the change.
	Medium 
	Undertake a leadership style questionnaire to assess if Lucy can adapt her leadership style in different situations.

	[bookmark: _Hlk112496006]Unmotivated and unproductive stakeholders due to fear of the change.
	Stakeholders may be fearful of the uncertainty due to the change.
	High 
	Utilize motivational theories and build trust among stakeholders.

Reassurance is key. 

	Staff may lack skills to implement the change.
	Staff may not have the skills to work alone remotely without support from colleagues and managers.
	Medium
	Training and development will be offered to all staff. Coaching and mentoring staff when needed.

	Managing emotions prior, during and after implementation of change.
	Managing emotions if vital.
	Medium
	Utilize the Kugler Ross Change Curve to effectively deal with emotions.











































Appendix P Key Performance Indicator Results  
































Appendix Q Plan Do Check Act (PDCA) 
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Appendix R Remote Working (Questionnaire)


Available at: https://www.surveymonkey.com/r/V8K2W27 

	[bookmark: _Toc113195040][bookmark: _Toc113214142]Remote Working 


Top of Form
[bookmark: _Toc113195041][bookmark: _Toc113214143]Question Title
* 1. How satisfied are you with your home working arrangement? 

[bookmark: _Toc113195042][bookmark: _Toc113214144]Question Title
* 2. Compared to when the change was initially implemented are you feeling more optimistic about working from home? 

[bookmark: _Toc113195043][bookmark: _Toc113214145]Question Title
* 3. Do you have a dedicated workspace where you can work at your home? 
Yes 
No 
[bookmark: _Toc113195044][bookmark: _Toc113214146]Question Title
* 4. Do you have a healthy work life balance when working remotely? 
Yes 
No 
[bookmark: _Toc113195045][bookmark: _Toc113214147]Question Title
* 5. Where do you prefer to work? 
Office 
Home 
[bookmark: _Toc113195046][bookmark: _Toc113214148]Question Title
* 6. Are you less productive, equally productive, or more productive than when working in the office? 
Less productive 
Equally productive 
More productive 
[bookmark: _Toc113195047][bookmark: _Toc113214149]Question Title
* 7. Do you feel your organization is providing the proper support since implementing the workplace change to remote working? 
Yes 
No 
[bookmark: _Toc113195048][bookmark: _Toc113214150]Question Title
* 8. Are you demotivated, equally motivated, or more motivated than when working in the office? 
Demotivated 
Equally motivated 
More motivated 
Done 

Bottom of Form































Appendix S Remote Working (Results)

Available at: https://www.surveymonkey.com/results/SM-QpbwTZTKgQWwWuYHj_2FPi6g_3D_3D/














































Appendix T Dahlgren and Whitehead Model of Health Determinants 
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                                                                                  (Dahlgren and Whitehead, 2021).

Unfreeze
Ensures employees are ready for change


Change
Execute the change


Refreeze
Ensures the change is permanent


PLAN
Remote working 
Employees are  demotivated; thus, affecting productivity and not meeting objectives. Several employees are struggling to adapt to remote working.



DO
To overcome demotivation the manager will implement a reward regognition programme, communicate openly and arrange 1to1 meetings with employees. If employees meet onjectives they will either recieve a monetary incentive (bonuses) or a non-monetary incentive such as public recogntion or extra oppurtunities for professional development , depending on circumstances.


ACT
Give and recieve feedback to ensure continous improvement, this will allow the manager to overcome any barriers.


CHECK
Internal audit revealed an increase of productivity and objectives being met.
Performance reviews indicated  increased performance.


KPI Results

Needa help 	Performance management objectives	Motvation	Maintain and improve self-discipline	Time management	Team collaboration skills	3	3	Room for improvement	Performance management objectives	Motvation	Maintain and improve self-discipline	Time management	Team collaboration skills	6	No improvement needed	Performance management objectives	Motvation	Maintain and improve self-discipline	Time management	Team collaboration skills	9	9	
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