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Executive summary






Introduction

Organisational change can occur for many different causes. Major changes like mergers, acquisitions, outsourcing, downsizing, streamlining, or restructuring can occur (St-Amour, 2001). On the other hand, minor adjustments are made across the board of an organisation to enhance business operations and efficiency. These adjustments take the form of departmental reorganisations, the installation of new technology, the closure of specific production lines, or the opening of new branches in different regions of the nation (Cawsey et al., 2012).
Change management is a structured method for moving an organisation, its people, and its processes from their current condition to a desired future state. Employees are able to accept changes in the current company environment thanks to this approach. Change can take many different forms, such as modifications to operations, tactics, or technology. Each form of change requires a different approach from the firm, which must be implemented. In order to survive in a volatile political, social, and economic environment, organisations must adapt and employ dynamic survival tactics (Hiatt and Creasy, 2003). Every environmental component seen in the natural world is always changing. Since change is resisted by people by nature, effective change management solutions are necessary.
Lewis (2011) asserts that change is frequently regarded as a sign of advancement and growth. Although an organisation is not compelled to change for financial reasons, a variety of factors, including the need for businesses to comply with legal requirements, shifting customer and/or client needs, newly developed and/or dated technologies, changes in the availability of financial resources, and changes to the labour pool, can cause an organisation to change.
Long-term studies on organisational change were undertaken by Moran and Brightman (2000), who also implemented effective change efforts in organisations. They made the following observations based on their experience: first, change is non-linear and frequently has no clear beginning or end; second, effective change integrates multiple improvement efforts, such as putting more emphasis on customers; third, change is a top-down and bottom-up process - top-down because it provides vision and structure; bottom-up because it encourages participation and generates support. Successful change requires tying individual performance to the organisation's goals.
This report aims to explain the significance of change management for an organisation's motivations and goals, as well as the processes involved, ways in which a company can involve all of its stakeholders, and strategies that an organisation can use to successfully implement change.

Case Study: Marriott International and the impact of Covid-19

J. Willard Marriott and his wife Alice founded Marriot International in 1927, starting with the A&W root beer brand. In 1956, the founder's son, Bill, converted the company into the hotel business, and over the next 25 years, it developed into a diversified company. Marriot International is well-known for its chain of hotels throughout the world. The hotel chain operates all over the world under a variety of brand names, including Marriott, Courtyard, Bvlgari, Ritz Carlton, Fairfield Inn, Renaissance, etc. As stated in its statement of core values, Marriott International's mission is to pursue excellence, put people first, which entails caring for its associates and having the associates care for other employees, acting with integrity, and serving the global community. The principal stakeholders in Marriott International are its shareholders, staff, clients, suppliers, franchise partners, and local governments of various nations across the world.
Employees at Marriott International are the main internal force guiding organisational transformation. Employees have a good outlook on the company, spread positive word of mouth widely, and have a lot of faith in the leadership of the company.
Only 54% of employees believe that the business outlook is favourable due to the Covid-19 outbreak. Given that the company is in the service industry and that the focus is on service providers, the visionary leadership with a strong emphasis on customer satisfaction through employee satisfaction helps the organisation build long-term viability. The company has been bolstering its information systems in an effort to be a leader in business analytics by leveraging data to strengthen its revenue management capabilities by analysing customer satisfaction, which is another internal driving force for Marriott. (Dallemand, 2019: Dec. 22) Marriott has a strong internal focus on customer satisfaction.
Economic and social variables are the external forces holding the organisation back, and Covid-19's largest effect has been the reduction in business. As a result, the company, which has a positive work culture and is highly rated by its employees for its career chances, has decided to lay off hundreds of Marriot Hotels employees (Bailey, 2020). In addition to economic and social constraints, the company is also being impacted by legal forces due to litigation brought against it for cyber attempts involving the data of 500 guests.
The organisation needs to develop a performance-based management system with a focus on key performance indicators like client/customer satisfaction, adherence to the hotel's standard operating procedures for guest safety and security, customer service, excellence in assigned tasks, and managerial effectiveness and efficiency. After creating these performance measurements, the company will concentrate on classifying the personnel into three groups: A-star performers, B-average performers, and C-poor performers. Then, policies will be created to turn non-performers into average performers through training programmes, to turn average performers into star performers through goal-oriented motivational programmes, and to reward star performers with all of the incentives currently offered to all associates.
Kurt Lewin established the change management model, which stated that individuals' old mind-set’s needed to be modified in order to accommodate new mind-set. Three steps must be used to accomplish this: unfreezing, changing or moving, and refreezing (Belyh, A., 2019). Refreezing entails stabilising the new position wherein the employees have accepted and are becoming accustomed to the change (Belyh, A., 2019). Unfreezing entails preparation for change. Changing or moving entails real transition to the change. This strategy can be used in an organisation where Marriott International employees have developed routines for receiving incentives and a particular work environment. As a result, it is necessary to first unfreeze this attitude. Counselling sessions for all employees in groups at various levels, where the goal must be made clear and the employees must be made aware of the new performance metric-based management system, can accomplish this. The following phase, change, will begin when the attitude has been unfrozen. This phase will comprise training programmes on how to adapt to a management system based on performance metrics and will ask questions about how to achieve it by increasing quality, productivity, and efficiency. All employees must have access to a clear definition of the performance metric, and they must get improvement-focused training. Each hotel department, including Food & Beverages, Operations, Bars, Housekeeping, etc., needs to have a performance metric checklist for the parameters of customer happiness and preserve safety and hygiene after the workers have realised the change.

Critical Analysis

The most popular models for change management are the three models developed by Kurt Lewin, Kotter, and Awareness, Desire, Knowledge, Ability, and Reinforcement (ADKAR).
 
The Lewin's Model has some ramifications because although change can be targeted, accomplished, and controlled, learning is a behaviour, and individuals learn in various ways. The potential for an organisational change to affect employee behaviour is uncertain. In addition, people oppose change. Planning, management, and leadership, however, could overcome this aversion to change. The order of things that happen throughout a change process also has a bigger influence on the change's outcome. Even while Lewin's process is important, it doesn't explain how change occurs or how to complete each stage. His model likewise assumes linear change, while in reality, change is wavy. This model also took into account the idea that the present condition is preferable than the future one. Because it is impossible to predict the future, this approach is criticised for making this assumption. It also disregards unexpected events because it is focused on the cause-and-effect relationship. 
Despite this criticism, Lewin's model is regarded as having a significant impact on behaviour, learning, and change management. Lewin's tactics are acknowledged in other models that were later developed (Reynolds, 2015). The early two stages of Kotter's paradigm, which create a sense of urgency and the steering coalition, are its strongest feature. Many organisational leaders go headfirst into a plan of forceful change without first convincing people that change is necessary. Instead than enticing a larger group of people who see the need for change, leaders and managers frequently believe they can drive the change via the power of their own identities. 
Kotter's methodology provides a very comprehensive list of the majority of factors you should take into account during the change process. Many leaders find it beneficial to establish the right frameworks and follow them before putting the change into action. For change leaders, it is also crucial to understand the need to achieve quick victories at the same time that people are losing faith in the entire change process (Reynolds, 2015). There are three significant drawbacks to Kotter's concept. First of all, it is essentially a top-down model. Kotter has extensive knowledge of working with associations on significant transformation initiatives, and the majority of this experience is with large businesses. When people anticipate a more bottom-up or participative method to dealing with change, it is less effective. The model is overwhelmingly effective as an agenda and a well-organised solution for change. Despite the fact that Kotter's model is dynamic when initiating change, it appears flimsy while managing the change. Particularly, its procedures don't provide more information for maintaining the change (Reynolds, 2015). 
The ADKAR model discusses the procedure and actions to manage change and is based on three phases. It is a goal-oriented paradigm that concentrates on the actions needed to produce results. For incorporating management concepts into the change management process, the ADKAR model is more advantageous.

Change Leadership Styles

Since the relationship between leaders and followers affects change leadership styles, numerous leadership philosophies have been developed based on this relationship (Antonakis & Day, 2017; Bass & Bass, 2009; Celik et al., 2016). According to the study, leaders can be categorised as either authoritarian, democratic, transactional, transformational, charismatic, or strategic. The most alluring leadership philosophies are those that Traut & Trowbridge (2013) established because they demonstrate leaders' readiness to adapt their conduct to new circumstances. In facilitating change, leaders are expected to play a variety of roles, including coach, champion, visionary, driver, executor, facilitator, and adapter.

Resistance factors to change

Change resistance is a typical human behaviour. People generally oppose changes in organisational culture, structure, and policies at work. However, it is crucial for the Marriott Company to establish measures to lessen employee resistance to change if it wants to successfully and effectively implement the change management programme. Kotter and Schlesinger (1979) outlined six ways that the Marriott Company can utilise to handle employee disobedience.
The first tactic is to include the employee in the transition process and encourage as much participation as possible from them.
The second technique is to properly inform the public about change management programmes in order to inform them of the advantages the programmes would have. They will feel more at ease implementing the adjustment as a result.
The third tactic is negotiation and consensus. With the support of all significant stakeholders and a consensus on key change concerns, the organisation should start the change management programme. On change initiatives that are undertaken with the consent of all pertinent stakeholders, there will be no pushback.
Supporting employees who are unable to adjust to the shift due to a handicap, emotional or psychological problem, or other threat, is the fourth option. If the business creates a suitable route for these individuals, they will progressively adapt to the change management programme.
In the event that the first four techniques don't work, the firm can still influence the workers by appointing a different union head than the one that is most appropriate.
The sixth tactic is to coerce the workers via verbal or nonverbal means, however this is not a very effective strategy.
Armenakis and Harris (2009) favour the phrase readiness for change over resistance to change because it "fits better with a positive approach framing change" (Armenakis and Harris, 2009, p. 132). Their readiness model functions as a road map for developing change readiness. 
The change message is an essential component of the model and its central idea, serving to strengthen organisational members' commitment to the change endeavour.
To summarise the aforementioned ideas, it can be said that, whether lowering resistance to change or raising preparedness for change is crucial for the successful implementation of change, a comparison of the two approaches reveals a number of parallels. 
Common tactics used by change agents to reduce employee resistance to change and increase employee preparedness for change include understanding the need for change, communication, support, dealing with employees' concerns, and active participation.

Ensuring the success of the change programme

The following are a few factors that will help the change management process:
Conversations and discussions with employee representatives that are fruitful and significant
To get insight into people's perceptions, online and paper surveys were conducted with all parties involved in the "change" around the world.
Effective communication at this point should notify the stakeholders of the changes' justifications and advantages
Overcoming the "inertia" by being open with all parties involved. The surveys could be a requirement to understand the viewpoint of the stakeholders.
All those who would bring about the change were informed of the action planning process's specifics.
It's crucial to maintain a cycle of ongoing evaluation throughout your change management process. You can keep track of what's working, what isn't, and what should come next by evaluating your change management approach. You can use the following inquiries to gauge your progress:
· Have we achieved our objectives?
· What does the evaluation state?
· Did we meet our deadlines?
· Are we experiencing the anticipated return on investment?
· Have we stayed inside our budget?
Not to mention, you may strengthen and boost management and staff buy-in as you communicate the favourable effects of your change management plan. A winner is liked by everyone. Share both your major and minor achievements.


























Recommendations

Change is unavoidable in the turbulent dynamics that today's businesses must deal with. Therefore, the emphasis should not be on resisting change but rather on ensuring a seamless transition to the new shift by informing all parties about it and assuring them that it is for the benefit of everyone involved. Any type of organisational change must be implemented successfully, and this requires careful consideration of the organisational structure, design, culture, management, and leadership to determine whether the change would be the best fit with the organisation's aims and objectives.
Prior to implementing change management, the organisation must first identify its underlying issues. The business might create a change management programme as a response to the global financial unpredictability. It can also create change management plans for improved logistics and operations. The business can implement new operational processes and technology solutions. Programmes can be introduced in ways that alter the company's mission and improve its corporate culture. In spite of all that, upper management training is crucial to giving them the specialised abilities they need to navigate the transition process successfully. 
Improvements:
· During periods of ongoing transformation, leaders must serve as advisers and change agents. 
· Cultures that are supportive of continuing innovation, learning, and change must be developed by leaders. 
· Leaders must assist staff members through significant digital shifts.  The need for greater information on how to lead and create efficient virtual teams has grown as a result of the predominance of Covid-19. Instead of waiting for the inevitable changes to occur, businesses should start acting pro-actively to digitalise.























Conclusion

To sum up, it can be determined that effective communication is a crucial component of change management. Educate the staff about the adjustments; explain why they were necessary and how they would benefit from them. To encourage employees to follow their lead and embrace the change, managers should develop a positive outlook on the change itself. Marriott has a history of accepting change rather than fighting it, and this trait should carry over into their future efforts to implement change management to make sure the corporation is ready to compete in any scenario.
Along with many other organisations, Marriott Hotels is experiencing business uncertainty as a result of the Covid-19 epidemic, and the corporation needs a long-term strategy to survive. Even though the company's current emphasis on associates and their well-being is crucial for long-term success, it is necessary to view it from a different angle and foster a greater sense of belonging, responsibility, and accountability among all stakeholders. They also need to understand that the quality of themselves—the human resources—needs constant improvement. The organisation will benefit from a performance metrics-based system that encourages individuals to create their own measurements, and implementing Kurt Lewin's model of change will be simpler because the new change must be consistent with the organisational culture.
This model will fit into the organisation's culture well because it is progressive and more employee-oriented, and it will be simple to persuade the stakeholders (workers, shareholders, etc.) to create a culture of productivity.
Strong emphasis on its human resources and integration with analytics is one of Marriott International's key competitive advantages. This is demonstrated by the company's investment in a prominent supplier of a science-based resilient training solution for promoting the mental health of its employees, despite some layoffs and a downturn in business sentiment as a result of the Covid-19 outbreak. By developing a culture that is not only concerned with the health of its employees but also with performance-oriented well-being, the organisation can further improve consumer confidence in the economy. This means that instead of having a uniform policy for all employees throughout the company, the organisation should focus on enhancing performance in the pandemic situation with regard to client safety and satisfaction, boosting employee motivation and morale, and investing in non-performers' training.

[bookmark: _GoBack]Instead of striving to give a clear, universally applicable solution, the structure of this report places a strong emphasis on in-depth and rich information that has been acquired. The interpretive approach is appropriate for this report because it offers a comprehensive understanding of how Covid-19 has affected leadership roles and changed enterprises, leading to increased digitalisation.  In this report, a qualitative methodology that is in line with the interpretivist paradigm was used. An exploratory research approach was utilised to examine the overarching themes of earlier studies on Covid-19, change management, digitalisation, and leadership and to pinpoint problems that could be the subject of future studies. In order to acquire a wide range of journals, articles, and conference papers for this study, a desk review was carried out and studies were discovered using computerised databases. To fully grasp the idea, the literature on Covid-19, change management, leadership, digitalization, and other topics were examined. To confirm the accuracy of the data being used, other leadership and change management literature were also consulted.  
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