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Management Synopsis

In this report, the author will look at organisational change and the forces of change involved. Identified are 7 forces of change, political forces, economical forces, social forces, technological forces, organisational forces, legal forces and environmental forces. Reactive and proactive change is then discussed. The author then goes on to address several models for change including ones from Kurt Lewin, Bullock & Battens and Kott’s. It then looks into reactive and proactive change. Following from this, the reaction to change is looked at. During this both a PESTLE and SWOT analysis was done by the author. Evidence used from the authors workplace is also documented in the Appendix to show the changes that have been made and the mixed opinions on it. Lastly, a stakeholder analysis is done to show who needs to be kept updated with the changes.
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The macro- and micro explanatory models that tend to ignore conflict, chaos, and power in favour of listing universalistic steps—or, as this report's focus is on—leadership definitions and factors for effective change—remain dominant in the literature on organisational transformation. The author of this article evaluates and challenges some of the authoritative works on leadership in organisational change (MacKillop, 2017)
“The only thing constant within organisations is the continual change of these organisations.” This quotation appears frequently and is well-known in organisational and management literature. The topic of organisational change is now covered in a lot of textbooks and other academic and business literature. Even with all of this study and attention, many organisational change initiatives still fall short. According to calculations, at least half of all organisational change initiatives fail, hit a brick wall, or fall short of the goals they set out to accomplish. Numerous factors, including organisational culture, timing of the change endeavour, and the involvement of change-agents, contribute to the failure of so many organisational change initiatives (Bennebroek Gravenhorst et al., 1999)
For organisational change to be implemented successfully, communication is essential (DiFonzo and Bordia, 1998; Lewis and Seibold, 1998; Schweiger and Denisi, 1991). The transition of an organisation from its current condition to a new, more effective and productive state is known as organisational change. When the factors supporting change become more powerful than the forces opposing change, organisational change may occur. The forces can be both internal and external that push for change (Simsek & Louis, 1994) As an example, The Secret (authors workplace) has made many changes over the past 3 year since covid-19 and Brexit occurred. These are two major external forces where they had no option but to accommodate the new laws that were put in place and do with it the best they could. The Secret has an outdoor shack that they serve tea/coffee and snacks from and whilst restaurants weren’t allowed to open, they expanded what they could offer as a takeaway and also sold food to takeaway as a temporary measure until they were allowed to serve people in house. 
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As seen in Appendix (1) there are many external forces of change. By using a PESTLE analysis, the author has established many external forces that have affected her workplace over the past 3 years. 
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The world economy is rapidly changing, presenting a number of challenges to the organisation in the form of altered regulations, policies, and procedures, as well as altered business practises in the restaurant industry, due to the rapidly shifting global political environment and the turbulence in global politics. Covid-19 has been 1 of the huge external force that has had a negative effect on the restaurant industry. Due to covid-19, many changes were made overnight that The Secret had to follow otherwise they were not allowed to open. Some of these changes included a 2-meter distance meaning that they had to remove several tables out of the restaurant to adhere to the rule, anti-bac handwash made readily available for all customers and employees, masks to be worn by all: staff and customers. There was a lot of conflict with mask wearing and some customers would refuse to wear one which meant that unfortunately as a business they had to turn these customers away. A violation of health and safety law may result from either failing to complete a risk assessment that considers COVID-19 or from finishing one but not implementing enough controls to manage the risk of COVID-19. The enforcing authority can take a variety of steps, from giving employers specific guidance to assist them meet the minimum level to issuing enforcement notifications to encourage improvements. Serious violations and disregard for enforcement warnings may be punished criminally with hefty fines and perhaps up to two years in prison. Additionally, there is a more extensive enforcement framework that includes certain requirements and guidelines for premises with licences (Government, 2021)
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Currently, there is an immense economical change happening. As seen in appendix (1), the author has addressed several forces of economic change being, the cost of living has gone up when wages haven’t meaning less disposable income for consumers to eat out which will affect the foot traffic that comes into The Secret. There has also been a rise in interest rates, inflation, a huge rise in energy costs (gas and electric) for both the customers and the business premises meaning that the restaurant has had to increase their prices on many products. These economical forces of change have had an extensive impact on the restaurant industry. Given the astronomical extent of the increase in living expenses, charities and consumer advocates have cautioned that individual action alone would not be sufficient to shield millions from the prospect of poverty this winter. While Britain faces the possibility of a protracted recession, inflation has hit its highest point since the early 1980s. Without government intervention, it has been predicted that the number of UK homes experiencing fuel poverty could more than treble to 12 million in January. According to the End Fuel Poverty Coalition, 42% of households won't be able to afford to heat and power their homes adequately starting in January (Lawson, 2022)
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When it comes to the author's job, the public is a powerful force for change. Organizations must continually update their marketing plans, adjust their public perception, and occasionally even adapt and change how they function and provide a service according to trends, fashions, and altering interests. As an example, in the modern 21st century world, many people are more health focused and aware of what they are putting into their bodies. With this in mind, the authors workplace has adapted to provide a lot healthier dishes and healthy side alternatives to the common chips, such as veg and salad. They offer foods with less carbohydrates, less sugar and salts and saturated fats. Also, as many become vegetarian or vegan, it has become common in the hospitality industry for restaurants to offer a wide variety of meat and dairy free dishes to be able to accommodate for all dietary requirements. (Levin, 1998) 
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We live in an age of technological developments and enhancements. Some of these, if not all have the potential to change and make an impact in the authors workplace in an instance. Making previous technologies, processes, jobs and even whole businesses to become out of date quicker than they were even established. Practically all businesses use some form of technology whether it be a card reader to take card payments or like the authors workplace, using iPad’s at the table with their customers and taking all drinks/food through the tablet that will then use further technology to print all tickets needed into the kitchen and onto the bar. When restaurant owners assess whether to implement technology-based service innovations, they must consider not just the costs and advantages of the technology but also how consumers will respond to any associated procedural changes. Despite the labour cost savings, technology that degrades customer satisfaction may not be worthwhile (Dixon et al. 2009) As an example, in the authors workplace, iPad’s are used for all ordering, when used correctly and no fault in the system this method is most efficient. Although there is a downfall to using technology as if it malfunctions or disconnects from the internet then tickets will not be printed into the kitchen/bar. The author has personally experienced this issue, that was not noticed for over 20 minutes meaning that many customers had to wait a lot longer than initially thought. Prior to using technology, pen and paper was used to take orders and servers would hand the order into the kitchen or bar meaning that something like this wouldn’t have happened. The effects of change in technology can be far reaching and can completely change the way a place is managed and the whole design of the business.
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Organisations themselves can be the main force of change. As an example, the owners of the restaurant that the author works at also own 2 more restaurant venues. After taking over a well-known Italian restaurant that had been established for over 25 years, after much deliberation they decided to completely revamp the establishment and re-brand with a new name and style of dishes they served. Going from an Italian restaurant that served pizzas and pasta with dated décor that hadn’t been updated for the 25 years whilst it was owned by the Italian owners to then be completely gutted out and re decorated to match the owners more modern style. With this huge change came mixed reviews from the locals that surrounded it. As you can see in Appendix (3) the restaurant advertised its new name from what was Castellemare to The Lighthouse after they renovated the inside and completely changed the look and the style of food they served as you can see in Appendix (4). There have been very mixed opinions on the complete re-vamp as seen in Appendix (5). One potential customer commenting how they would have to visit at least 5 times as they can’t narrow down what they would choose off the new menu whereas someone then commented that they are gutted that the menu has been changed so much since before they re-branded. It goes on to have a comment from the owners of The Lighthouse that state that due to them not being Italian, and the chefs neither, that they didn’t think it would be authentic to carry on the way it was. This is a huge organisational change that although has taken risks with locals, overall, it has been successful. 
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During the past 3 years there have been many legal forces of change, from BREXIT to Covid-19 and the forever changing restrictions that were put in place to keep people safe. The pandemic and the constantly evolving laws, rules, and restrictions have been one of the major worries for restaurants during the past few years. Restaurants must maintain a high standard of safety, draw in customers, and avoid alienating both the public and their workers. It’s commonly known that since the pandemic hit, things have changed almost on a daily, so it’s been very hard for the restaurant owners to predict what’s coming next (Castiglia, 2022) 
With the ever-changing laws and guidance, many restaurants had to change the way in which they worked. From offering delivery service where before they may not have, being able to offer outdoor seating for customers and providing PPE such as masks and hand sanitizer. Research was done on over 200 different restaurants. According to the findings of this study, various strategies were employed to modify company models in response to the dining limits implemented as a result of COVID-19. These methods led to the development of themes, which led to the discovery of several recommendations, like creating backup plans, being adaptable and innovative, removing menu items, investing in a communication platform, and getting active with local government. Additionally, there are several actions that business owners needed to be careful with, such creating a crowdfund and selling gift vouchers (Noris et al, 2021)
The authors workplace owners are invested by their parents who are wealthy and well-known with their own established restaurants/hotels/places for weddings. Having the financial backing that they did, was a major advantage in such hard times where the laws were changing sporadically. Having the confidence that they wouldn’t close down, they were offering gift vouchers at a reduced rate and also whilst the law allowed them to, they were serving a limited menu for takeaway and drinks/snacks from their outdoor shack. Due to only opening in 2019, legally they were not allowed to claim a lot of the grants and loans available to many and could only put certain staff on furlough. Overall, the constant changes in law and legislation had a huge impact on the owners and their employees but they worked things to the best of their ability.
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Can businesses adapt and endure in the face of significant environmental changes? In that case, how do they adjust? The research on organisational change takes two major perspectives. Institutional theorists and those who focus on organisational ecology emphasise the strong forces of organisational inertia and contend that it is uncommon for individual organisations to be successful in implementing radical changes to their strategy and organisational structure in the face of environmental upheaval. This line of inquiry focuses on how environments choose organisations and how this process results in change in organisational forms as new entrants in an industry expose the traditional organisations that are unable to adjust quickly enough (Hannan and Freeman, 1984; Barnett and Caroll, 1995; DiMaggio and Powell, 1983; Greenwood and Hinings, 1996) According to the selectionist perspective, starting new business ventures is one way for companies to adapt (Barnett and Freeman, 2001; Christensen, 1997) Theories of strategic organisational adaptation and change, on the other hand, put more of an emphasis on how managerial activity and strategic decision-making shape organisational change (Child, 1997; Burgleman, 2002; Teece, 2007). They see organisational development as the result of an actor's choices and learning, as opposed to the result of a passive process of environmental selection. 
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Reactive change refers to changes that occur in response to an event or a series of related occurrences. The majority of organisations practise reactive change. This type of adjustment typically takes place when the demand for a company's goods or services increases or decreases. It may also be a reaction to a challenging circumstance or crisis that a company may be experiencing. For instance, a firm may be required to increase its technology investment in order to keep up with the fierce competition as a result of technological developments or developing technological changes. Recreation can also be seen as a reactive change that affects the whole company and takes place when it is going through a significant crisis (Juneja, 2015) 
When an organisation modifies its procedures after a threat or opportunity has already materialised, this is known as reactive change. Actively attempting to modify the workplace and its practises is what is meant by proactive change. Companies that embrace change proactively frequently aim to protect themselves from impending dangers or seize impending opportunities (Simmering, 2022) As an example, the authors workplace is a restaurant that is situated on the front of the beach with a lot of dog walkers passing. Even before the customers start inquiring about such accommodations, the restaurant owners devise a plan to reserve half of the restaurant to be dog friendly and they then publicised this new service. As a result of being created in advance of client need, this would be a proactive response to change. But if the restaurant owner waited to implement such a change until several staff had received numerous requests from customers to accommodate their pets and were turned down for a table, it would result in a reactive approach to change.
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There are several different change theories. Each one makes an effort to explain the procedure by which organisations successfully change their operational procedures, their organisational design, or their culture. Appendix 6 provides a summary of the models of change that some will be briefly discussed in this section. 
Kurt Lewin
First theory is from a well-known psychologist, based on the idea of force field analysis, social psychologist Kurt Lewin created a three-step approach for achieving change. The driving and restraining forces in a situation involving change are addressed through force field analysis. If there is to be change in a situation, driving factors must be greater than restraining forces. Therefore, managers must be prepared to forcefully push for change in order to overcome employee resistance. The Lewin model has three steps. Unfreezing is the initial phase, which entails removing any elements that sustain or support the old behaviour. These relics of the past in a business could be the method used for performance management or the compensation structure. The organisation "presents a new alternative" in the second step. This entails providing a simple and alluring alternative for a novel behavioural pattern. The last phase in this paradigm is "freezing," which calls for formal and informal reinforcement of new behaviour inside the business. Managers may have a significant impact on this step through the use of praise and encouragement (Lewin, 1951)
As an example, the owners who the author works for, as previously mentioned have recently taken over a restaurant that took a lot of change to become who they are today. The idea of how beneficial the new ways in which it would run and what extra benefits it would have for employees was an encouraging move as then they were more inclined to accept the big changes being made in their workplace. There are limitations to this model as the idea that just offering change will lead to the change being embraced or being sustained over time is not stated directly in Lewin's model. If efforts to bring about change within the company are ineffective, one of the model's three processes is likely to be at fault. This happened in the restaurant as some employees had been there for decades with previous owners and when new owners came along and made such huge changes they couldn’t adapt and ended up leaving. This is where both positive and negative outcomes to big changes need to be thought of.
Bullock and Batten’s Phases of Planned Change
For planned change, R.J. Bullock and D. Batten suggest employing research, preparation, execution, and integration. Their ideas are borrowed from managing projects. Managers establish the necessity for change and obtain the resources required for it during research. These resources might be either physical or conceptual, like the knowledge of management. Key decision makers and subject matter experts construct a change plan, which is followed by their assessment and approval in the preparation stage. The plan is then put into effect, and execution follows. During the executing phase, there should be possibilities for review. When all of the change plan's actions have been completed, integration can finally start. Integration happens when changes have been adapted to the organisation and are somewhat formalised, such as through organisational policies and procedures (Bullock & Batten, 1985) This model could have been used when owners were re-branding the restaurant as it has clear steps for change and points for review throughout.
Kotter’s 8 steps 
To achieve long-term organisational change benefits, John P. Kotter identified eight steps that every organisation must take: create a sense of urgency; gather a strong guiding coalition; develop a vision and strategy; communicate the vision; motivate everyone to take actions; produce short-term wins; combine improvements and produce even more change; and institutionalise the new approach (i.e., make it a part of the organisational culture) (Kotter, 1996)
One component is constant throughout all change models, both proactive and reactive, and that is the requirement for change managers. Change managers come in a variety of forms, and they have a wide range of responsibilities. Managers may be in charge of implementing change that isn't ever expressly specified or mandated, or a specific employee may be recruited specifically to do so (Carnall, 1990;Sims, 2002) Change managers come in two forms, transition management teams that usually consist of 8-12 people that collectively see through the change or a change agent which is usually just a single person assisting through the change (Simmering, 2022). Due to the nature of the changes made in the owner’s restaurant with a complete renovation of the place itself, the food that they serve and the re-naming of the restaurant, a transition management team was used for this. Including all 4 owners, the investors, the general manager, assistant manager and supervisors too. 
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Employees' responses to change may be influenced by their prior experience with organisational change. The earliest literature reviews on organisational transformation were written by Friedlander & Brown (1974), and some of these studies aimed to define the newly developing area of organisational development. The majority of organisational change research done by people like (Alderfer, 1977;Friedlander & Brown, 1974;Weick & Quinn, 1999;Woodman, 1989) concentrated on how organisations approach, implement, and respond to organisational change. The way organisational change employee's respond, however, is at the centre of things and a key factor in determining the degree to which any change can be successful. Although many works on organisational change consider how employees will react to the change, most have placed the emphasis at the organisational level. However, there is a related but different area of research where the emphasis has been on people's reaction to change (Judge, Thoresen, Pucik, & Welbourne, 1999) This line of inquiry is grounded in the expanding understanding that the likelihood that a change will be successful is significantly influenced by how those who will be affected by it feel about it (Bartunek, Rousseau, Rudolph, & DePalma, 2006) 
There are many things that an employee can feel before, during and after the change. These will have a big impact on the success of the change. These can range from an emotional reaction to change (Armstrong-Stassen, 1998), resistance to change (Stanley et al. 2005), change related stress (Bordia et al. 2006), fear of the unknown, and change anxiety (Miller and Monge, 1985) amongst many more. In many studies, it has commonly come up that people believe that they are in control of their own fate. Results showed that better reactions to the shift, including more acceptance of change, are produced by a stronger sense of control over the change (Wanberg & Banas, 2000)
The author conducted a SWOT analysis, which is shown in appendix 2, to evaluate how internal responses to change will be handled. The fact that the change is coming from the top of the organisation is one of its advantages. This indicates that those with the greatest influence and motivation are taking the lead. Having these individuals take the lead will immediately affect how those who respect and follow their leaders behave inside the change. The authors' employers had to rebrand a restaurant they had taken over, and while some employees didn't like the change and others resisted, in the end, either they accepted the change or left the organisation.
The lack of staff excess has been noted as one of the shortcomings. Meaning that when a restaurant is short-staffed, the owners frequently steal some personnel from another restaurant, however this means that the restaurant from which the staff was stolen may struggle as a result of being understaffed. Resistance and frustration may result from this. This is something that has happened on many occasions since the owners took over the new restaurant. It has caused many arguments between employee’s and managers and some people have left working for them. 
From the PESTLE and SWOT analysis, they have identified that the force for change is at an individual’s level. The short-term goal would be to encourage and include employees within the change and have an input so the change can happen as smoothly as possible. The long term goal is for the owners to have all restaurants well established and for all employees to feel acknowledged and listened to. This way they can retain the employees they have and further train them, giving them more responsibilities and better job satisfaction. 
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A stakeholder in business is any person, organisation, or group with an interest in a company and the results of its decisions. A stakeholder within the authors workplace would be both internal and external. As shown in Appendix 7, the internal stakeholders are the employees, managers and owners. The external stakeholders are the customers, suppliers, shareholders and society. To know who to keep updated and when with the changes the author has conducted a stakeholder analysis. 
[image: ]
In order for everyone to be kept happy with the change, communication to all stakeholders must be consistent. This can be done through many means such as weekly emails, face to face meetings and daily updates through a group chat. This will enable all to be actively involved and minimise the potential for uncertainty by any of the stakeholders.
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PESTLE ANALYSIS
	Political
	Economical
	Social

	Change in leadership (PM)

Government initiatives

Brexit

Strikes – trains – unable to get to work / royal mail – unable to receive things quickly in the post

Health and safety policies 

Taxation that affects the purchase and quality of products
	Cost of living has gone up when wages haven’t, less disposable income

Rise in interest rates

Inflation 

Rise in energy costs

War in Ukraine

Rising cost of food and drink produce – business then has to pass extra costs onto customers
	Brexit

Customers/Consumers are expecting the restaurant to be greener

People’s disposable income is less due to economical changes and therefor looking for good value for money

Aftermath of pandemic, people are not as social as prior

Burnout of employee’s




	Technological
	Legal
	Environmental

	Advance is Epos systems

Stock taking systems

Advance in kitchen appliances


	Changing in food standards

Potential of pandemic restrictions coming back into play 

Possible legal changes to employment law (employed and agency) (e.g. fire and re-hire)
	Flooding

Climate change

Extreme weather

Fire

Heatwave (Ice machine overheated and left restaurant without any)

Colder winters
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SWOT ANALYSIS
	Strengths
	Weaknesses

	Lots of current employee’s that are flexible to work in other establishments – already trained in the industry 

Knowledge of how to price a food menu

Unique menu items

Décor, ambiance and environment

Neighbourhood/location (next to the beach)

Outdoor dining options

Dog friendly

Great customer experience delivered

High ratings on trip advisor/food review sites
	Financial flexibility

We don’t have a surplus of staff available – when staff are short in one place, they will be taken from another but then that place may suffer

High-cost structure

Limited sales area coverage

Strong existing competitors 

Many emerging new entrants	

Limited parking availability 








	Opportunities
	Threats

	Learning to drive (personal opportunity to be able to travel to other restaurants to work)

Expanding business means more job opportunities for progression

Further develop the service team

Using high quality current staff to train new staff

Attract new custom with offers/deals

Develop and implement a loyalty scheme

Improve the overall customer experience

Develop relationships with online ‘influencers’

Demand for home delivery services
	Competition from other restaurants locally

Consumers becoming more price sensitive 

Low wage argument

Business costs

Product availability 

Current employee’s looking for easier work – less stressful – more money

Losing key/valuable customers

Weakening supplier relationships

Competitors offering better/improved products 

Declining economic conditions 

Home delivery competitors 
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Saturday calls for a delicious dinner and drinks overlooking
Bracelet Bay!

Meet us at our newly refurbished and iconic setting, The
Lighthouse. Just gather your family and friends, and we

will take care of the rest. @
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Introducing to you...The Lighthouse. Brasserie, Bar &

Kitchen and Lounge.

The Lighthouse is Swansea's new spot to meet, make
memories, eat and relax. Echoing all the elegance and
nostalgia, in its iconic setting overlooking Bracelet Bay.

Bar & Kitchen - will be a brand new menu, keeping our
famous pizzas & pastas but also including a classic fish
& chips by the seaside and a selection of fresh bagels
throughout the day. In the evening, the pizzas & pastas
will be joined by a small plates menu encouraging
groups, date nights and social dining. We will provide live
music weekly to create a buzzing atmosphere!

The Brasserie - will be a contemporary British menu and
include our spin on some classic dishes. We will use only
the finest local ingredients everything will be cooked from

fresh. The a la carte menu will also be accompanied by a
cost effective set menu throughout the week.

The Lounge - A private function room available to hire for
special occasions overlooking breathtaking views. Create
special memories and moments with loved ones here
and celebrate in style.

The team are eagerly awaiting to open the doors and
start delivering exceptional experiences to you. Our big
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something which wasn't authentic
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