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[bookmark: _Toc153834867]Abstract 
The aim of this report is to critically evaluate a change occurred in a chosen organisation, “rectify” and make necessary recommendations to the change managers on implementing future changes according to theory and change models.
 



[bookmark: _Toc143472482][bookmark: _Toc153834868]Introduction




Change is a crucial part of development in daily operations and process innovation in an organisation. One can be right in arguing that is not often seen as positive prior its occurrence, but in the other hand, it can also be beneficial for both, company, and its employees if managed and implemented correctly.

In this report, the author will investigate a change that has occurred in an organisation where he cooperates as employee, and analyse the nature of changes outlining what could have done better and could be taken into consideration up on implementing future changes, based on the model and theories for change management such as Kurt Lewin’s Change Model (Burnes, 2022), Kotter’s Eight-Step Plan for Implementing Change (Juneja, 2019) and strategic change model (Tang, 2017).

At the end of this report, the reader will be able to have a clear understanding of the chosen organisation’s background, the change being investigated in this report, the chosen organisation’s Pestel analysis, organisational culture impact on the change, where the company could have done better while implementing the change being investigated in this report, evaluation of the change models mentioned above, and in conclusion the proposal and implementation of the change strategy.  


[bookmark: _Toc153834869]Chosen Organisation - Background

The chosen organisation for this report is Westgate Hotel Ltd, trading as Falstaff Hotel in Canterbury, designated as Falstaff Hotel throughout this report. 

Falstaff Hotel is a recently rated 4-star hotel property by AA Hospitality, in the city of canterbury, Kent, southeast of England. It’s a small 50-bedroom property with long 600 years of history and a considerable group of loyal clienteles that have been visiting the property yearly for somewhere between 10 to 50 years. It has a strong market share among its competitors in the city and is home of one of the best cocktail bars in the city of Canterbury (Sinead, 2022). 
Since its acquisition by the current management in 2009, it has grown from £0.5millin in 2010, to £900.000 in 2018 and is looking to close 2023 over £1 million in revenue and annual occupancy of 78.4%. 
I have been involved with the company as rooms and revenue manager since May 2022, 

[bookmark: _Toc153834870]Change being investigated in this Report.


After the aftermath of Covid 19 pandemic, Falstaff Hotel’s directors focussed on driving the company forward and reaching the occupancy required to justify the necessary funding from the banks to invest on its expansion and consequentially recovering from the losses registered during lockdown. 

To start this process, the directors needed detailed insight information that does not only able them to gain competitive advantage over the competitors, but also to assist on strategic decision making, showing clearly where the company has been where it is and where it can go. 

While all those information’s and insight were vital for the internal analysis and predictions, the Property Management System (PMS) in use after the post covid reopening, lacked capabilities and features that able directors to see or keep track on how the company were doing.  With this inability in hands, the directors took the decision to change the PMS in use from Mews Property Management System to Opera Cloud PMS, a leading hotel solution from Oracle, equipped with tools, services and connectivity options required to run and grow a business (Oracle, 2020). 

[bookmark: _Toc153834871]External Evaluation PESTEL and Its Impact on the Chosen Company 

Pestel analysis allow company’s board to analyse the external factors that impact the business environment (CIPD, 2023). For the Falstaff Hotel, a PESTEL analysis will allow the directors to evaluate the factors that have impacted the hospitality industry and the business during and covid.

[bookmark: _Toc153834872]Political:
	Government restricted imposition on travel regulations such as mandatory testing and vaccination certificate, which consequentially affected tourism attractions.

[bookmark: _Toc153834873]Economic:
	Reduction in disposable income due to job losses
	Rise of Inflation and leaving cost.
	Exchange rate

[bookmark: _Toc153834874]Social:
	Change in people’s attitude towards travel, and awareness in hygiene and safety. 

[bookmark: _Toc153834875]Technological:
	Advanced property management system (PMS) that improves booking process, internal communication, and guest interaction. 
	Mobile interaction that offers, last minute deal based on house occupancy level automatically.
	Energy management system including smart thermostat, automated lightening, sensors of presence that reduce energy consumption improving efficiency and sustainability.
	AI integration to enhance customer service boosting interaction and rapid response.

[bookmark: _Toc153834876]Environmental:
	Environmental policies such as waste management, water conservation and energy efficiency and sustainable practices

[bookmark: _Toc153834877]Legal:
	Changes in labour laws such as minimum wages
	Healthy and safety regulations
	Building and Zoning regulation and noise restrictions
	
	

	


Covid 19 has caused many changes in hospitality business environment as it is a face-to-face operation and to adapt to post covid environment, Falstaff Hotel had to comply with many regulations such as social distancing, health, and safety protocol, amend its work policy to adjust to more flexible work arrangements introducing remote access where possible and adjusting to customers behaviours. 


[bookmark: _Toc153834878]Organisational Culture Impact on the Change 


At the Falstaff the leadership style is in between autocratic and democratic although more predominantly autocratic hence the staff have little input in the decision making and the predominant communication style is top down which influenced on a clear vision, understanding and engagement of the employees affected with the change. 

The organisational structure is composed by Directors, Group financial controller, Group operations manager, Operations manager, head of departments, supervisors, and team members. This means that decisions and communications occur vertically through different level of management, sometimes excluding head of departments causing disruption on a clear communication resulting in confusion at the operational level between what is being done or communicated to the customers and what is expected by the higher management when facing changes. This miscommunication and lack of training when implementing change, leaves team members uncertain on the when and what are the new procedures coming with change, resulting in frustration and poor customer service. A clear example of this organisational culture and  its impact on implementing change, is when the investigated change for this report was implemented, the team members were initially communicated of the change which would require training ahead of the implementation, the actual change occurred in the middle of the summer, the busiest period of the year, 6 months later from the  original date, with 1 week notice and 1 training session scheduled within the week, causing great stress and uncertainty among the team. One member took it so seriously that it led to his resignation 1 month after the change as the requirement and his adaptation to the new reality was leading him to depression. Another low point of the implementation of this change, was the lack of knowledge planning and professionalism of the change leader, who also was dismissed half way before the compilation of the new PMS configuration, causing further frustration and uncertainty among the team, who didn’t have knowledge of the new PMS and was also receiving a mix of inconsistent and wrong information from the change leader.  




[bookmark: _Toc153834879]Where the organisation could have done better


One can argue that implementing a change is easier said than done, due to implementation complexity and human behaviours towards the change, however there’s many steps that can easier the process if taken. 

[bookmark: _Toc153834880]Develop a comprehensive change plan – by creating a detailed plan including the possible resistance and how to approach it, give room to specify the actions to be taken, define clear objectives, time necessary to implement the change and divide responsibilities among the parts involved.  During the change, Falstaff did not develop a comprehensive plan, hence the change in the change leader who didn’t have enough knowledge to see the change through.

[bookmark: _Toc153834881]Effective Communication – by regularly communicate with all stakeholders involved and being transparent about the reasons of the change and its benefits and stamping a clear timeline, spread confidence and open the communication channels to ask questions and encourage feedback, from the team.  Falstaff directors felt the need to change the PMS with provide more insights at the top level, however departments such as front desk and housekeeping whom per example could change the room status from dirty to inspected on their phone, did not share the same need and as an effective communication weren’t present, team felt forced to discover what the future would be after the change happened.
 
[bookmark: _Toc153834882]Encourage Employee involvement and engagement – allow team members or elect a team members representant to bring their input and suggestions or address their concerns regarding the change. When team members feel included on the decision making, and heard they are less resistant to change. 
The change in question caused great frustration among the team resulting in some resignation due because team felt left out during the implementation of the change.

[bookmark: _Toc153834883]Effective training plan – Laisse with the team an effective training plan that will be caried out before the change become effective to ensure that team will have adapted necessary skills brought by the change to operate the change. 
The change implemented at the Falstaff did not have an effective plan and team had 1 week to adapt to the new reality.





[bookmark: _Toc153834884]Change Management Models

Change is a constant event in the organisations and to best manage it, leaders often turn to change models outlining the best practice to best fit into the change that they are managing. 
In this session, the author will analyse 3 of those models and choose one that best fit into the purpose of this report. 

[bookmark: _Toc153834885] Kurt Lewin Change Model (Burnes, 2022)

Lewin believed that a successful change involves 3 steps. Unfreeze, moving and refreezing ‌ (Burnes, 2022).

Step 1. Unfreeze

According to Lewin (Burnes, 2022), human behaviour is based in a “quasi-stationary equilibrium” based on a complex force, and in order to replace this behaviour with a new behaviour successfully, the equilibrium needs to be destabilised or unfrozen. To do this the change needs to be clearly communicated and the risk of not changing must be highlighted. Fears and support must be addressed for team showing concern.
 
Step 2. Moving or implementing the change

The moving action, take people towards research basis learning approach, giving people and individuals ability to come closer to more acceptable behaviour. This is where the change is implemented. 

Step 3. Refreezing

This part of the process looks to stabilize the new quasi-stationary equilibrium to guarantee success to the new behaviours or change implemented. At this stage often a change of culture, norms, policies, and process are required to sustain the change (Burnes, 2022).
   
[bookmark: _Toc153834886]Advantage of Kurt Lewin Change Model (McPheat, 2023) 
· Simplicity – Lewin’s model is easy to understand the change process in 3 simple parts; unfreeze, change, and refreeze. It also very flexible which means that it can be applied to different type of changes either in big or small organisation.
· It focuses on the human behaviour in the process of change, which gives room to understand how group and individuals affect changes.
· It gives the ability to evaluate the actual situation before implementing the change.

[bookmark: _Toc153834887]Disadvantage of Kurt Lewin Change Model (McPheat, 2023) 
· This model has received criticism that it’s too simple for some.
· It’s too rigid – business is in constant change which conflict with the 3rd stage of unfreezing.
· Its combative rather than nurturing and supportive of employees, involved in the change. 
· Works best on long time projects rather than short time project as it takes time to gain confidence from everyone involved and get them on board.

[bookmark: _Toc153834888]Kotter’s Eight-Step Plan for Implementing Change (Juneja, 2019)
Kotter develop an 8-step process that should be considered by the organisations implementing changes, and the steps are as follows:

Create sense of urgency – this stage consists in identifying the threats and its consequence in the future, oppose to the opportunity and benefits if actioned effectively. 
· Initiate honest dialogue in order to bring awareness to the involved parties and highlight how important, beneficial, and necessary a change is required.

 Forming Powerful Guiding Coalitions – to achieve what is required in this stage, the following needs to be completed:
· Identify the effective change leaders in the organisation, and key stakeholders, requesting their participation and input in the change process.
· Build a powerful coalition team that will work together in the change, involving various influential members from different department and level in the organisation.
Developing a vision and a strategy – at this stage, leaders determine the core values and ultimate strategic vision to implement change.
· Ensure that the change leaders have the ability to describe the vision effectively so the stakeholders can clearly understand and follow the vision.

Communicating the Vision – Communicating the change convincingly is powerful and is one of the crucial tools to connect the vision. This can be through performance review, training etc. 

· Handle people’s concern or issues honestly and getting them engaged. 

Remove Obstacles – Ensure that the processes and structure of the organisation are in place, and it also aligns with overall company’s vision.
· Continuously check for barriers or people resisting change and implement proactive actions to overcome those obstacles. 
· Reward people for endorsing change and its process.
 
  
Creating Short-Term Wins - Creating short term wins early in the change process, gives a feel of victory in the early stages of change.
· Create various short-term goals over long-term, that are achievable, more economical and present lower risk of failure.
· Reward contributions involved in goals achieved.
Consolidating Gains - Achieving continuous improvement, analysing the success stories individually and improving from those individual experiences.


Anchoring Change in the Corporate Culture 

· Share successful stories of change initiatives with the team whenever possible.
· Promote strong organizational culture that embraces and reflects the desired change in every aspect.
· Gather ongoing change support from current and new leaders within the organisation.
[bookmark: _Toc153834889]Advantages of Kotter’s Model (Juneja, 2019)



· Its an easy step by step model and easy to implement because of its clear instructions.
· It emphasises the involvement and acceptability of the employees e=for the success of the change process
· It promotes building acceptability for change over the actual change process.


[bookmark: _Toc153834890]Disadvantages of Kotter’s Model (Juneja, 2019)

· Because is a step-by-step model, skipping a single step might lead to a serious problem.
· The implementation of the all process, is time consuming.
· It’s a top-down model, which discourage participation or cooperation. 
· It can cause frustration and dissatisfaction among employees if individual requirements are taken into account. 





[bookmark: _Toc153834891]Strategic Change Model (Tang, 2017)

Strategic change identified by Andrew Pettigrew and Richard Whipp, suggest that changes should not be considered based only on the process, but also on the historical, political features and culture of an organisation.  According to them, to successfully execute a change process, an understanding of below strategic dimensions are required (Tang, 2017).
· Content of change – Objectives, purpose, and goals of the strategy.
· Process of change – Implementation of the strategy.
· Context of change – The internal (e.g. management decisions) and external (e.g. competition) environment, in which the strategy operates.
Content of Change
This stage takes look at the content of the change itself, analysing organisational parameters, including goals, strategies and specific substance that constitute the core of the change.  Understanding the content of the change and predicting the after change scenario, is crucial for directing and aligning the process effectively. 

Process of change
This stage focus on implementing the change, and the steps necessaries, managing and facilitating the change demands, including the role of the manager as a change agent, towards the way the change in content occurs e.g. the speed, sequence of activities, decision-making and communication systems deployed, and the resistance encountered. The key question here 

Context of change
“Context of change is the situation surrounding the organization – the playing field from where the forces of change emanate and where the change is accomplished. “Outer context” refers to the political, economic, social, technological, regulatory and competitive environment where the firm operates. “Inner context,” on the other hand, refers to the internal environment of the firm – its corporate culture, structure, formal and informal processes, political context, and power centres.
This Dimensions of Strategic Change framework is useful for understanding the complexities of organizational change, even for smaller and ordinary levels of change.
Also, as identified in this model, five central interrelated factors allow for successfully managing strategic change:”
1. Environment assessment (Continuous monitoring of the internal and external environment of the organisation)
2. Human resources as assets and liabilities (Employees should feel valued and trusted by the organisation)
3. Linking strategic and operational change (Building of organisational activities to lead to new strategic changes)
4. Leading change (The change should lead the organisation forward)
5. Coherence (There should be coherence in the others 4 elements)

[bookmark: _Toc153834892]Advantage of Strategic Change Model 

Contextual approach - The model emphasizes the importance of understanding the specific context motivating the change.
Integration of various perspectives - The model recognizes different viewpoints among stakeholders within the organization regarding the change and encourage the organisation to consider and integrate those multiple views. 
Integration of theory and practice - The model connect the gap between theory and practice by integrating academic research with real-world experiences. 
Flexibility and adaptability - The model emphasizes the need for flexibility and adaptability in managing change, recognising that change is often unpredictable, complex, and nonlinear. 

[bookmark: _Toc153834893]Disadvantages of strategic Change Model 

Complexity - The model is quite complex to fully understand and implement. It also requires a wide understanding of organisational systems, external factors, and multiple perspectives, 
Time-consuming - The model emphasizes the importance of thoroughly analysing the context and integrating diverse perspectives, which may require significant time and effort. 
Way to handle possible resistance to change - The model does not explicitly address the issue of resistance to change, which is a common challenge faced by organizations undergoing transformation.
Limited guidance on specific change strategies - While the model provides a framework for understanding change, it does not offer specific guidance on the selection or implementation of change strategies. An extra source is required to fully implement thee change.
Difficulty in measuring effectiveness - The model does not provide clear indicators or metrics to measure the effectiveness. This may make it challenging for organizations to evaluate the impact of their change initiatives and to identify areas for improvement or correction.


[bookmark: _Toc153834894]Proposal and Implementation of the Change Strategy

Falstaff Hotel is a small organisation hence due to the simplicity in its application and the being the only one which is not time-consuming, the model proposed to implement this change will be Kurt Lewin Change Model, over the other 2 models. One of the characteristics of the chosen model is its focus on people behaviour and in order to influence and get the team onboard and buy-in to the change, the leadership style adopted for this plan will be transformational and the implementation will be as follows:

Step 1 – Unfreeze
Communication of the change – a meeting is to be carried out involving all employees affected by the change direct or indirectly with the change and the meeting details are as follows:
· What is the change – The Property Management System (PMS) will be changed from Mews to Opera.
· When is the change will occur - A clear date of the change to be communicated on the meeting.
· Why is the change necessary? -  The reason of the urgency to change will be raised by the director, and this include the consequence of not implementing the change.
· Who is going to lead the change – A team to be formed by the directors that include managers of each department affected directly or indirectly by the change. 
· How long the process will take? Minimum 4 months
· Q&A between the team and the directors – The concern of team members should be addressed. 
· Create a training plan and support team. 

Step 2 – Implementing the change. 

This section consists in implementing the change by starting with the plan that will be followed to bring the change:
The implementation will start by clearly developing a plan on how the change will be implemented which will follow:

· Appointment of team leading the change- This will be constituted by managers of each department led by the director.
· A support team – this is constituted by the supervisors of each department and is led by the most knowledgeable manager of a department.
· A development of a training plan for the team involved to be carried out prior the change, so teams can be familiarised with the new reality prior the change.
· Having regular meetings during the change in order to update and engage the team, receive feedback, suggestions and ideas. 

Step 3 – Refreeze

· Implant the new system into the hotel culture, and operations, monitoring the desired behaviour and practices.
· Having regular meeting to evaluate the effectiveness of the change.
· Recognise and reward employees who has successfully embrace the change.	
 









[bookmark: _Toc143472499][bookmark: _Toc153834895]Conclusion

As conclusion we can say that however implementing a change might be complex due to people’s behaviour, resistance to change etc, the organisation and employees have much to gain by following change management models, wherever fits, adopting leadership style that give rooms to an open communication among all parties. 

We can also say that the top-down communication style has impacted greatly the change implemented along with lack of planning, involvement of the team, training, support and feedback. 

[bookmark: _Toc153834896]Recommendations


As recommendations, for future change implementation at the Falstaff is important that:

· A top-down communication is avoided.
· Autocratic leadership style predominancy is eased. 
· A comprehensive plan is put in place prior the change occurs.
· Make involvement of the team in the change process necessary.
· Training plan and support for the parties affected by the change.
· Monitorisation, recognition and reward after the change 


[bookmark: _Toc143472500]
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