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Executive summary
The purpose of this document is to research and identify the challenges faced by Apple Inc when enforcing a mandate of ‘return-to-work policy post pandemic.
The research identifies various change models such as Hodges & Gill’s typology of change and Lewin’s forcefield analysis. The report goes on to review change mechanisms such as Lewin’s three-step-change, Kubler-Ross change curve model and the Gestalt cycle that evaluates the process of implementing change.
Lastly the report concludes the research and suggests three improvements using the change models that can be used in conjunction with the driving factors and team strategy to implement effective processes and procedures moving forward. 

Introduction

Apple Inc – Manufactures and markets smart phones, tablets, computers and wearables. The organisation also provides the services and maintenance of such products. apple.com (2023) 
During the pandemic, global governments forced employees in all countries to leave their place of work and reduce social interaction in attempt to reduce the spread of COVID-19.

Apple like many other organisations had to make reasonable adjustments to allow its staff to work from home where possible. Eventually the effects and fears of COVID-19 were downgraded, and the public was allowed to return to work providing it was safe to do so.
Working from home for many organisations became the norm. Despite the ability to do so, organisations like Apple imposed mandates for staff to return to the office or at least a hybrid style of working. 




PESTEL Analysis
Political – Government policies created restrictions on travel and immediately reduced travel of all work forces. While there were strong guidelines for businesses to adhere to, many businesses like Apple put in place a work from home policy if applicable. Eventually the government guidelines phased out and soon organisations were demanding employees to return to work. (House of commons library, 2020)
 
Economical – In conjunction with social trends, products and services sored due to working from home restrictions and conditions. The public were streaming more media than ever before, which continued even after the full lock downs were lifted. When it was considered safe for people to return to the workplace, a high number of people continued to work-from-home. Despite this the demand for products and services continued to boom. (Sher, 2023).
Social - Fears of social distance appeared but new social demands for music and video content emerged. Exercising, and outdoor entertainment encouraged sales of devices and services. Even post pandemic heights, the social trends of home gyms and general improvement with home technology such as Apple TV meant sales of devices had skyrocketed and the complimenting services were in comparable demand. (Dayal, 2022)
Technological – When working from home policies were implemented due to the pandemic, businesses adapted by using video conferencing technology. Older workers had to learn new skills to remain relevant, while younger workers missed social interactions and looked forward to returning to the office. The new technology improved work-life balance for those in the "sandwich years" caring for children and aging parents. (House of Commons Library, 2020)
Environmental – While Apple has not been affected directly regarding environmental issues of the pandemic, the organisation has still seen associated positive and negative impacts. These include medical and single-use plastic waste and disruption to recycling processes. The positives have included reduced air pollution, and improved conditions affecting wildlife, biodiversity and climate change. 
Legal – Government restrictions were imposed with new laws for prosecution. This would have affected every member of society. Varying from one country or region to the next. Even though support staff for Apple were working from home, those working in factories did not have the opportunity to embrace technology to improve their working conditions. Instead, workers at the factories producing physical products for Apple were subjected to intense rules by the Asian authorities and travelling by public transport and working in densely populated environments remained the same. When restrictions had eased, more outbreaks followed and therefore more strategic planned change structures would need to be put in place. (Gupta, 2022)



[bookmark: _Hlk134207216]Hodges & Gill’s typology of change

To understand the situation of Apple at the time of the pandemic it is important to understand what the influences were driving multiple changes required for the business to survive and succeed in a highly turbulent market.

Looking at Hodges & Gill’s typology of change, it is fair to say that the changes made would be emergent in the beginning, and leading to contingent once Apple understood more about the situation. In relation to magnitude, the change would be somewhat a punctuated equilibrium. Therefore, protection of business with the need to adapt its practices would be a fast fluid change. The focus would be a strategic change in the way it does, this would also include an operational change further down the road for delivering different services. (Hodges & Gill, 2015, p. 23) On a level perspective, the initial impact of the pandemic affected the entire organisation of Apple, as it did for many companies globally.
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Lewin’s Forcefield Analysis

Looking at Lewin’s force field analysis it is difficult to exactly determine when and what influencing forces are acting, due to multiple changes in the operations of the business. Considering that there were multiple forces acting for and against various changes. The returning of employees to the workplace is addressed as follows using Lewin’s forcefield analysis diagram as follows. Appendix 2.

When Tim Cook CEO of Apple announced that all support staff were to return to the office, there were multiple forces from both sides at play. Apple’s senior management had concerns about productivity of the work force because there was minimal supervision of staff due to the working from home policy. (Sky News, 2022). 
It is understandable that middle management would also be concerned about their relevance to if they were not visibility involved with their team. The argument from the staff side was that the advancements in technology would allow staff to be more productive. Especially for those who find working in isolation more conducive to their role. This is typical of those working in tech industries. (Blevins, 2022)

Apples management wanted staff back at the office because this would encourage collaboration, innovation and natural osmosis. In opposition to this, many staff would have general concerns regarding safety and social distancing where practical boundaries required to be in place for staff to safely work together. (Lyons, K. 2022). When reviewing Maslow’s Hierarchy, (Appendix 7) there is conflicting personal needs regarding safety and social. This is another consideration that Apples management could have thought about.

One of the major issues faced by many businesses was the cost of travelling to work. Since technology made working-from-home more economical, staff did not have to incur the cost of travelling to and from the office. Many organisations like Apple were still incurring huge charges from the running costs of large buildings where staff had previously worked. This meant that Apple had to encourage its staff to return to work to ensure their infrastructure was being utilised. (Hensher, 2023)

During the pandemic, many markets emerged and flourished. Existing markets such as digital streaming grew dramatically and therefore resources needed to be intensified and re-directed to the demands of the market. New services required training of staff skills would have been delivered at best in a central location. New skills needed by the business would also create anxieties of existing staff with fears that they would not be able to acquire the skills to carry out the demands of the new business opportunities. This area of the force field analysis can relate to Appendix 4. Varying opinions in staff competency can be identified by this model. Even further evaluation for this area of training and upskilling staff for new business demands can be reviewed as part of appendix 5. (Henderson, 2017, p. 26)

Due to staff having a clear lack of contact with other team members. Apple were concerned about company culture and the deteriorating quality of communication. Being isolated, staff might not have realised the impact of reduced contact with other staff. Instead, remote staff would have begun to enjoy their new working conditions and found their work-life-balance to be optimal for their day-to-day roles. (CIPD, 2019)
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Lewin’s 3-Step Change Model

By reviewing Lewin’s 3 Step change process. The change from working-from-home can be simply identified as 3 separate sates of change. (Appendix 3)

Step1 - Unfreezing: When the pandemic was downgraded in its severity, many businesses were looking to return to the workplace. 

Step 2- Changing: Hybrid working became another new normal and so many employees at Apple were requested to work at the offices. 

Step 3 - Refreezing: As the fears and concerns of the pandemic became minimal. Apple decided that almost all employees were requested to return to work as part of a 2/3-day ratio which then led to a full 3/2-day ratio, where working conditions almost went back to a similar state they were prior to the pandemic. (Sky News, 2022).

In conjunction with the force field analysis model. Lewin’s 3 step process is considered a planning tool that can be used by managers to adjust and adapt as needed. During the pandemic there were constant changes and therefore an adaptable framework would be highly advantageous in an ever-dynamic environment. Despite changes being made to alter multiple operations in a safe way. In the end companies like Apple that could have used the 3-step change would usually revert to the original way of working. This doesn’t mean that the model doesn’t work. Only that the model is a simplistic one to use in reacting to small scale emergent changes. (Cameron & Green, 2015, p. 115)
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Kubler-Ross Model

When reviewing the Kubler-Ross change curve model there are many elements that can appear similar to the Gestalt Cycle (Appendix 10). Instead, the Kubler-Ross change curve model reviews the person or persons emotions while coming to understand about the situation they’re in and what is potentially ahead of them.
When considering the change of being asked to return to the office. The staff of Apple would have naturally felt shocked at first, then denied that it was happening, then soon after angered by the request. Mainly since they would have been accustomed to their new way of working. Immediately, bargaining would have followed as staff would have tried or at least attempted to argue their point in favour of their circumstances. Once this argument was lost and the strong request was pushed forward, depression of the reality would have consumed a high number of staff. 

While most staff would have moved into the acceptance phase. A high number of Apple employees petitioned as a group named ‘Apple Together’. This group will have remained in the anger, bargaining and depression part of the model while they protested about the changes. (The Guardian, 2022)

[image: Kubler Ross Change Curve Model Keynote Template]
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The Gestalt Cycle

The Gestalt Cycle reviews people’s interaction with changing environments. At the sensation and awareness phase, the entire organisation of Apple would have been fearful of the effects and changes due to the government guidelines being put in place. At the mobilisation of energy and action phase, staff would be setting up new practices to operate in a working from home phase. The contact phase can be considered as training and development for staff at Apple to continue working but in a new way. Resolution or closure phase would be the acceptance of new procedures and practices which would then lead on to the withdrawal of attention phase and staff at Apple would accept the new changes. (Cameron & Green, 2015, p.32).

When the effects and fears of the pandemic lessened, the new sensation and awareness would be the encouragement of returning to working at the office. A mobilisation of energy would be to re-set the new working conditions back to hybrid or onsite. These plans would then lead on to action and contact and eventual resolution and closure of the changes. In many ways, the Gestalt cycle overlaps and mimics Lewin’s three-step change process. Unfreezing can combine sensation and awareness. Mobilisation of energy and action would be considered as the move or second part of Lewin’s three step change. Lastly, resolution, closure and withdrawal of attention can be considered the 3rd and last step of Lewin’s model where a refreezing of a new strategy and practices takes place. 
(Cameron & Green 2015, p. 48)

Appendix 10 (The Gestalt Cycle)
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In respect of (Adams, Hayes and Hopson’s 1976 Change Curve), moving from working-from-home to back to the office. Staff from majority of organisations would have felt shocked at all the changes being made and the expectation of government and the organisation. Anger and frustration would soon lead to bargaining as staff members who had become accustomed to their new working-from-home arrangement and frustrated at the expense of developing their personal space. If the management of Apple were able to convince staff that returning to work was a benefit, then this would move into the phase of acceptance then experimentation of hybrid working would be possible. Once a reasonable or perceived benefit of returning to the office was discovered, integration would soon follow naturally. In most cases, integration can be enhanced with the use of team building exercises. (Cameron & Green, 2015, p. 34)
Applying any of the above models. Either Lewin’s 3 step change, Gestallt Cycle and Kubler-Ross change management model. The need for KPI’s (Key Performance Indicators). To measure the effectiveness of consultation and change is imperative. Assessments with metrics that highlight employee satisfaction, attrition, performance and productivity need to be administered. This can then be reviewed, and the desired alterations can be implemented. (Henderson, 2020, p. 112).





Driving factors for change

Culture is something that pushes people together by invention, discovery, or development in learning to adapt to problems. Schein (1990) Culture is often something that can be seen, but not understood. It is difficult to change culture, as it is developed individually and combined. This does not necessarily reflect the culture of the overall, but it’s awareness can be displayed in day-today activities. (Cameron, & Green, 2015, p. 315). 

Leadership plays an enormous part of the success for organisations to create effective change. Strong leadership by prescription tends to be promoted as heroic and heavily male orientated. Unfortunately, there is little documented or analysed regarding specific leadership performance. It is mostly an observational evaluation from outside the organisation with little internal metric to fully understand attributes of leaders and how they produce results. (Buchanan, & Badham, 2019, p. 108) When Tim Cook became CEO of Apple, the share price on August 24th 2011 fell by 6%. This was not a representation of Tim Cook but simply a change in leadership from Steve Jobs and his strong link with company culture, led to reduced market confidence in the brand. (MarketLine, 2012).

By definition, power and politics is an observational standard that can be witnessed from leaders of organisations. “Power: the ability to overcome resistance on the part of others, to exert your will, and to get results that are consistent with your own interests and objectives”. (Buchanan & Badham, 2019, p. 2). Another element that encourages the mandate set is the opinion of decentralized power. This may not necessarily be true, however fragmented, and remote human resource structures can lead to defragmented power. Something that middle management would seek to regain despite the needs or concerns of their staff. (CIPD, 2022). 	
Tim Cooks positive leadership role was accelerated due to government pressures regarding the unlocking of a US suspects phone. The FBI and US government were pressing for Apple to allow access to the suspects phone however Apple denied and rejected the request in court. Eventually Apple won the legal challenge from the FBI and continued to improve product security and encryption. Tim Cook’s leadership strategy, not only increased consumer confidence, but it led to an internal cultural transformation in the organisation. (Kim, 2020)
By a solid display of high leadership skill in defiance of other powerful establishments such as the FBI and US government. Tim Cook was able to gain enormous respect from both Apple consumers and staff. When the request was made for staff at Apple to return to the office, most staff complied and were reasonably coherent to the change. This is considered as ‘referent and legitimate power’ according to (Buchanan & Badham, 2020, p. 11) With rational and sensible facts presented to staff, the benefits generally outweighed the fears of the change required. (Buchanan, D., & Badham, R. 2020, p. 243). It can be said that most staff working in teams across any organisation would want to re-join their team members for the comradery, culture and additional social aspects of physically working within proximity of other team members. (Katzenbach and Smith, 1993).

Staff that did not want to return to the office might have been gently persuaded at first referred to as ‘reward power’ and then given ultimatums about their position within the organisation, referred to as ‘coercive power’(Buchanan, D., & Badham, R. 2020, p. 11). When considering McGregor’s Theory X & Theory Y model (Appendix 8), it is understandable that the senior management of Apple would have pursued with their mandate and exclusion at the expense of others. (Buchanan & Badham, 2020, p. 110)

Despite Apple being the largest company in the world (Johnston, M. 2022), there will always be concerns around ensuring that the organisation is maximising on its opportunities. Continuously emerging technology is driving revenue. Developments in, artificial intelligence, artificial reality, machine learning, block chain and centralised data, have now given enormous importance to the roles, of chief technology officers. Again, this comes into consideration with Lewin’s forcefield analysis appendix 2. Advances in technology and the fear of ability to up-skill would put further emphasis on the decision to encourage staff back to the workplace. Companies that do not continuously improve their digitalisation will be over-taken by their competitors. (Cameron & Green, 2015, p. 345-346)





Types of Teams
There are several types of teams that the organisation of Apple can fit to. At different stages of the pandemic, before during and after, there are several team fits that can be applied. According to (Cameron & Green, 2020, p. 68-74) there are team types such as a work team, self-managed team, parallel team, matrix team, virtual team, networked team, management team, project team and change team. Prior to the pandemic there would have been multiple work teams carrying out consistent and regular work, project teams where new services and business ventures were run. A mixture of parallel and networked teams would also have been a regular set up for creativity, problem solving and sharing of best practices. 
In the height of the pandemic, the organisation would have utilised a selection of management teams and change teams, where types of work would have allowed. Most staff however would have moved to virtual teams. Even after the pandemic, hybrid working has continued to allow for virtual teams. But with the drive to bring staff back into the office, closer more personal teams based around physical project, and change teams would be formed to drive cohesion of staff. (Cameron & Green, 2020, p. 68-74). By looking at the Belbin team-role summary sheet, you can see what types of role descriptions would have been in place for each type of team. (Appendix 9)




Conclusion
The pandemic has impacted the way businesses operate, including Apple. The PESTEL review identifies the different factors that influenced the changes made in mobilizing staff. These factors shaped working-from-home policies and the challenges management faced when the return to the office mandate was imposed.
The Hodges & Gill typology of change helps to understand the changes made were both emergent and eventually contingent, requiring both strategic and operational changes. The size of change was a punctuated equilibrium, requiring Apple to adapt quickly to protect the business, but also to capitalise on opportunity.
Lewin's force field analysis helps to explain all driving and restraining forces, such as concerns about productivity and social distancing. The advancements in technology allowed for some staff to be more productive when working from home, while others preferred the office for collaboration and innovation.
Apple's adaptability to the new working conditions allowed the company to continue operating successfully. However, the challenges of returning to the office required a much different strategy and operation. Lewin’s Three-Step Change Model, the Gestalt Cycle, and the Kubler-Ross Change Curve, all provide valuable insights into how Apple and its staff can navigate environmental changes effectively. These models similarly provide a structured approach to managing change by the employer, with the employee perspective.
Culture and leadership are essential factors in managing change. Strong leadership is critical for change processes to be successful, as it provides significant direction, motivation, and inspiration to the workforce. While culture can often be overlooked, it impacts change, and it can either facilitate or hinder change strategies.
Overall, the changes made by Apple have been beneficial with the adaptation of new practices and the implementation of contingent change strategy. The return to office mandate was not a success and a potentially arrogant decision, considering the McGregor theory X, theory Y model. Considerations and consultations were not made for those who didn’t want to return to the office. Apple could have found better ways to accommodate these employees to achieve better results.

The leadership of Apple can be considered as strong and wilful in the eyes of the consumer. However, the movement of ‘Apple Together’ suggests that a volume of existing and previous staff are unhappy about Tim Cooks forceful mandates across the Apple organisation.

Recommendations

1. Review the requirements of the organisation by using the Hodges & Gill model. To review the situation and who it will affect, how it happens, and the size of the change needed to achieve the desired outcome. When creating the strategy, a rolling review using the Gestalt cycle and the Kubler-Ross Change curve would identify issues along the way. By prioritizing employees during a consultation. Employees can give valuable insights and feedback on the change process. The return-to-work mandate should have been delivered as part of an incentive package to re-engage staff with their colleagues. This would alleviate a lot of resistance to change and overcome a lot of the objections. 
2. By Fostering stronger culture, collaboration and innovation, staff at Apple would feel more involved in the change and actively seek out natural adaption to requirements of the senior leadership team. Although many staff grew quickly accustomed to 100% working from home, a high number of them wished to return to the office. The existing leadership team should now create a project team or parallel team. This would be beneficial to work alongside the departments to ensure all divisions of the organisation is maximising its potential and delivering the best return to work incentives to all staff. Considering the elements of Maslow’s Hierarchy, the change agent or change management team would be able to ensure that all the positive benefits of returning to the office were well communicated.  
3. Continuous improvement reviews using Kubler-Ross and Gestalt cycle will allow for implementation and reflection of the process. KPIs such as employee satisfaction reviews, attrition, performance and productivity can be measured to best understand the effectiveness of the change implementation. The embracement of flexible working not only creates greater employee wellbeing but will also attract a greater variety of workers who will want to work for an organisation with optimal working conditions. 
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