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This report is about the change implemented by Microsoft. The major change in Microsoft was the culture as the company was declining on the product they produced. Analysing the macro and micro environment has been identified by SWOT and PESTLE analysis. Change management model utilised by Microsoft, ADKAR change management was implemented by Microsoft. The discussion on the leader and the involvement of the team, the change agent and the culture of the organisation.

At the end of this report a conclusion and recommendation has been included.
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[bookmark: _Toc98432501]1.0 Terms of Reference 

This report was requested by Brynach Heffernan on the 13th January 2022. The purpose of this report is to analysis and critical evaluate the major change previously implemented within an organisation. The report compiled by Sanjeedah Rahman and submitted on 18th March 2022. 

In this report to analysis and critical evaluate the change by utilising SWOT and PESTLE to analyse the change around the organisation. 

[bookmark: _Toc98432502]2.0 Procedure

The procedures that was conducted to prepare this report for the change planned and implemented at Microsoft, the researcher has utilised the Books and Websites for evidence of the change in the organisation.

[bookmark: _Toc98432503]2.1 Background of Organisation and Area of Change 

[bookmark: _Toc98432504]2.1.1 Background of Microsoft

Microsoft was founded by two childhood friends Bill Gates and Paul Allen in 1975. Microsoft was originally based in Albuquerque, New Mexico which then relocated in 1979 to Washington state. Microsoft is a computer company that produces software for personal computer (History.com, 2020).

According to Statista (2022), Microsoft has 181,000 approximately full time employees worldwide, which 60% are based in the home town of Microsoft.

According to Companies Market cap (2021), Microsoft is the third on the list with the market cap of $2.090T. Novet (2022) stated, Microsoft's fiscal second-quarter profits and revenue were higher than predicted. The stock originally fell in extended trade but recovered after the business provided a sales projection that exceeded expectations. Novet (2022) mention about the earnings and revenue, according to Refinitiv earnings were $2.48 per share, compared to analysts' expectations of $2.31 per share. According to Refinitiv, revenue was $51.73 billion, up from $50.88 billion projected by analysts. According to a statement, revenue climbed by 20% previous year, comparing to almost 22 percent rise in the preceding quarter. Microsoft's net income increased by 21% to $18.77 billion.

[bookmark: _Toc98432505]2.1.2 Area of Change

Microsoft has been not doing well in 2014. The company was seeing failure in the products they have produces, computer sales falling, software products declining old products were uninteresting and there was competition as Windows was not at the level of Google free of charge operating system (Denning, 2021). Microsoft also wanted to remain on the market.

The first change happened was when the leader changed, which the CEO Satya Nadella needed to make changes to Microsoft. The CEO who understood the company and working strategy better and wanted to change the working strategy from making products or software for namesake to what people wanted. Looking from the past why there has been failure and making changes for the organisation. The major change of Microsoft was to focus on customer and employees changing the culture.

Changing the culture was the first thing CEO do when appointed. Microsoft change was challenging as it was not just to improve the interactive with customer it was also how it generated new products and services to existing customers (Cohan, 2021).

To understand the macro and micro factors of Microsoft by utilising PESTLE and SWOT analysis (See Appendix A and B). Analysing the Microsoft external factors by utilising PESTLE. Microsoft has been impacted by external factors such as Technology and Legal. 
· Technology has been taking a fast pace and there are many competitor such as Google and Apple. Artificial intelligence (AI) is one such field in which big competitors such as Google and Amazon are spending resources. Microsoft also has the possibility to launch something fresh in the field of artificial intelligence and gain market share.
· Legal factor has impacted on Microsoft, as there has been discrimination happening with gender. There has been where one female worker was working hard but not getting promotion but male workers getting promotion moving high up. Also there were complaints of sexual harassment happening in the workplace during 2010 to 2016 (Ofshore Technology International, 2018)

External factor will have the impact on the organisation, legal factor of discrimination will impact on the brand name as the organisation strength is the brand, also the company has more than 150,000 employees worldwide may impact on the policy of the organisation. 

[bookmark: _Toc98432506]2.2 Change Models

Change management model helps organisation to implement change in stages. There are many types of change management model which an organisation can implement. Such as Lewin’s change management model, Kotter’s 8-step, PDCA model and Kubler Ross change curve (Lucidchart, 2022). 

Microsoft was approaching for fresh data analysis, which able to track sales and operation activities region and roles easier. Microsoft implements change management model from Prosci, ADKAR model. ADKAR model has five stage which describes the important phases of change which are awareness, desire, knowledge, ability and reinforcement (Delaini, 2021):
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(Prosci, n/a)

ADKAR model has aided Microsoft for the change as for the first stage awareness, Microsoft was aware of the old data system, which was challenging to align as each team had different data sources used for reports which impacted on discussing the risk and issue or effective conversation.  

According to Kimberling (2021), ADKAR model is not adequate to make certain organisational change management a success. The author mentions the ADKAR model does not work for everyone, the model works for action and behavior but will not see the end business result before the change.  

According Smith (2019), has stated that ADKAR model is for change at individual level starting for the bottom and moving up. The pros of ADKAR model is already having invention which needs changes to. ADKAR model is not theoretical approach it provides a practical change management.

Overall the ADKAR model aids businesses to change the existence of products to make it success and grow the businesses. Aiding at each level differently finding a solution which an organisation be able to make the product success.

Microsoft implementing ADKAR model is similar to Lewin’s change management model. Lewin’s change model has three stages which are, unfreeze, change and freeze (. 

· Unfreeze – Microsoft leader has looks into how people works in the organisation, thinking of how to focus on peoples need.
· Change – By communicating with the teams for different areas to make a change process
· Freeze – Having the change for long term, as Microsoft implementing the change in AI for the better future. 

Lewin’s change management has been criticized as to be simple which may not be relevant for current organisational situation. The politics, power and conflicts has been ignored by this model, it has ignore the importance of the employees’ feeling and experiences which plays a vital part in the change process. As ADKAR model works from the bottom up approach, Lewin’s change model works from top to bottom (Juneja, n/a).  

Change management model which Microsoft implement are more focused on the products and devices, Microsoft can implement change management model which would focus on people, as the change affects the individuals. Incorporating Kubler Ross curve model to understand the employees approach for the change.
[bookmark: _Toc98432507]2.3 Leadership – Management of Complex Areas

Leadership is a leader of which encourages vision for the future, setting goals, giving direction and priorities, providing the guide to see the goals have been achieved (Mindtools, 2016). 

The organisational structure of Microsoft is organised into divisions based on engineering groups and business functions group (See Appendix C). The corporation is organised into three divisions based on engineering groups, and nine divisions based on business functions.

Each division has team heads to lead the groups, there are fourteen Seniors Leadership teams. Although the division has senior leadership, they all report to the CEO.

Microsoft Digital collaborated with teams from across the company, including Commercial Sales and Marketing, Worldwide Sales Engineering, Partner Seller Exchange, Microsoft Cloud Data Sciences, Microsoft Sales, Microsoft Finance, and others, to deliver and drive adoption of MSX Insights (MSXi), a modern business intelligence reporting solution (Delaini, 2021).

Since taking over as CEO of Microsoft from Steve Ballmer in 2014, Satya Nadella has nearly totally transformed the group of senior Microsoft executives who make crucial decisions and resolve issues.
In a memo to employees in 2014, Nadella encouraged each member of the senior leadership team to make a "'all in' commitment as we embark on the next chapter for the firm" (Novet, 2020).

However, the departures have not resulted in the loss of significant institutional knowledge. Eight of the 14 members of Microsoft's current SLT, as the executive group is known, have been with the business for at least two decades. According to Fast Company, the group meets every Friday, where the meetings can last up to seven hours (Novet, 2020).

The leader CEO was involve with the change which was required, the team helped the leader with the change. Although there has been where senior leaders has left the job which did not affect the process of change, all the staff at Microsoft help the company. Those that hinder there work did not affect it stayed the same but later decided to leave the company. 

According to Cohan (2021) mentioned there are three factors that led to Nadella's success, as well as suggestions on how business executives might incorporate them to benefit their firms. Create a culture of customer value creation, innovate by fostering employees learning and hold people accountable for results.

[bookmark: _Toc98432508]2.4 Change Agents

Change agents supports the leader to implement the change in the organisation, change agent may be internal or external which plays catalyst role to fulfil change. Internal change agent are the employee of the organisation such as senior executive, leaders, manager and HR professional. The organisation appoints the change agent to aid in the change process. External change agent is a consultant who the organisation brings from outside, the organisation policies and regulation are enforced on the external change agent. The disadvantage of the external change agent for the organisation is not being aware of the history, work process and personnel of the company (BusinessFocus, 2021).   

In an article has mention Microsoft change agent was appointed in 2017 as president of Microsoft US, change agent was powerful and works with the company to set fast track for the future. Change agent believes the culture is vital for the change in an organisation as the result not having the culture in place the success is for temporary. Although the change are not from culture, it comes from people. Change agents has said Microsoft’s digital transformation has made many changes, the primary focus has been on customer-related changes (Morgan, 2021).

However Microsoft has used change agent which was mentioned by Morgan (2021), there was not much resource on the change agent by Microsoft. Microsoft has a research team who looks into the changes that are required. 

There are many change process that an organisation can utilising for making a change such as Lewin’s Force Field Analysis. Lewin’s Forces Field Analysis has a driving forces, in which requires changes in the organisation, as the external environment changing and restraining force which affects for the change, this is affecting internally in the organisation (Skepe, 2012). 

Applying Lewin’s Force Field Analysis to how Microsoft implemented the change process. This is how the researcher implementing the Lewin’s Force Field Analysis for the change in Microsoft.
[image: Timeline

Description automatically generated]

Forces for Change – 
· Digital transformation – needing to change the software’s or products to be more successful than previous. Such as Windows did not operate with Apple products, to operate with Apple’s product, Microsoft will need to change how Windows work.
· Competitors – Apple, Amazon and Google are the competitors for Microsoft.
· Culture – How the organisation was working as “Know-it-all” to “Learn-it-all”
Forces Resisting Change – 
· Customer and employees adapting the change. They maybe used to one setting, the impact of the change will affect both parties adapting to new change.
· Seniors leadership leaving the company who has worked for years, may not agree on the change.
According to EPM (2021), the advantage of the Lewin’s Force Field Analysis are, it gives a simple graphic analysis of the factors for and against change. The model encourages users to use non-quantitative data, such as how your team feels about the proposed change, as part of your research.
The model helps users to present their decision to their team in the best possible light by taking the time to optimise driving forces and minimise resistant forces. This increases the likelihood that they will support the change and that the change will be effective. The disadvantage of the model are the quality of the inputs into a Force Field Analysis determines the quality of the result. If relevant persons are omitted from the analysis, the outcome is likely to be erroneous. During your Force Field Analysis brainstorming session, significant differences of opinion may occur. When this occurs, the model gives no advise on how to proceed.
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The culture of a company specifies the right way to conduct within the organisation. This culture is made up of common beliefs and values that are developed by leaders and then communicated and reinforced using various approaches, eventually impacting employee perceptions, actions, and knowledge (SHRM, 2022).

Utilising Charles Handy’s culture model to identify which type of culture is Microsoft organisation. Handy’s culture model has four types of culture which are, power, role, task and person (McGrath and Bates, 2017). According to McGrath and Bates (2017), previously Microsoft was the role culture which the organisation structure was hierarchy. The current of the culture is Task type, leaders not putting pressure on the employees, they are teamed up to work together to solve any issues arise during the culture change. 

[bookmark: _Hlk98411780]Microsoft CEO made changes in the culture of the organisation, which was the first thing when appointed. The CEO having the understanding of the organisation wanted to focus on the culture change (Wadhwa, Amla and Salkever, 2021). Nadella also set out to change Microsoft's competitive and bureaucratic culture. After the CEO wife, Anu, introduced CEO to Carol Dweck's book "Mindset" years ago, the CEO urged staff to adopt a "growth mindset" the concept that individuals can learn new abilities and knowledge with enough effort. Soon after becoming CEO, he directed that key Microsoft executives to read Marshall Rosenberg's "Nonviolent Communication" (Novet, 2020)

Microsoft culture forms of mission, values and vision. Microsoft has set the culture for the customer values. Applying the Cultural Web to comparison the culture before the change was implemented and the culture after the implementation. 

· Paradigm – Microsoft mission statement has been changed over years, as the founder of Microsoft mission statement was "a computer on every desk and in every home". In 2013 the mission statement was "to create a family of devices and services for individuals and businesses that empower people around the globe at home, at work and on the go, for the activities they value most" (Foley, 2013). The current mission statement is “to empower every person and every organization on the planet to achieve more” (Microsoft, 2022). Before the change Microsoft mission before was to have computer, software and devices in everywhere, whereas the new mission is encourages all to achieve more, the swift change from being software and computer focus to investing in people.
· Stories – Simultaneously, the currently CEO created a culture of curiosity and learning. In contrast to Microsoft's conventional "know-it-all" attitude, he pushed the company's 120,000+ employees to embrace a "learn-it-all" curiosity (Wadhwa, Amla and Salkever, 2021).
· Rituals and Routines – Microsoft annual report has remained the same.
· Symbols – Microsoft symbols remains the same, it has not changed.
· Organisational Structure – Microsoft organisational structure has not changed from 2013. The organisational structure was divisional structure prior to 2013, which changed to functional structure (Pham, 2020).

The advantage of the cultural web are the cultural web approach provides an in-depth analysis of your company's culture. It may assist the organisation in identifying the firm's strengths and weaknesses so the organisation know what areas it need to improve on. The model can assist in understanding the path of organisation needs to follow to get the organisation to where it want to go. It can assist organisation in developing a plan for good change. It can help the organisation develop a clear strategy for going forward.

The disadvantage of the culture web are the procedure can be time-consuming and demands organisation and commitment. It might be challenging to conduct objective evaluations. Although analysing the six essential aspects can help an organisation understand where the firm is currently, it is up to leaders and management to evaluate the data and identify solutions for going forward. To get the most out of the process, it should be handled by someone or a team with experience in corporate culture and change implementation.

 


[bookmark: _Toc98432510]3.0 Conclusion

The purpose of change at Microsoft was the failure, the organisation was failing at the products and devices. When the new CEO was appointed was to fix the organisation culture, adapting to the change leader recognised the organisation better. The SWOT and PESTLE analysis recognised the what change needs to be and how it was impacting on the organisation. The change that also required was there are competitors such as Google and Apple. The change implementation was to remain strong in the market. Microsoft does not implement change management model, which follows the stages. Microsoft utilities ADKAR model for the products, which does not focus on the employees, understanding the employees for the change Microsoft could benefit from using Kubler Ross Curve model. Microsoft leaders and the senior executives works together as a team to implement any issues arise and the involvement includes every employees that are on the team. As the culture was the major change in the organisation the leader has benefited the change but still there is more improvement left in the organisation.

    

[bookmark: _Toc98432511]4.0 Recommendation

There are three recommendation (See Appendix D) which Microsoft can consider changing, the first is the HR department. There has been complaints about the HR department by the employees of Microsoft, as there was no action taken for the discrimination happening in the organisation. The action that would be recommended that the leaders take serious action towards the HR department reviewing the policy. This is high in priority as to employees may lose the trust in the organisation and will feel less motivation in doing the work. The review has been set to three months as to track the process and further review in three months.

The second recommendation is Innovation, Microsoft has been lacking on the innovation, coming up with innovation keeping the organisation with the environment. Microsoft is known for innovation but the organisation has lost the focus on the innovation which can pull the organisation down. The action for the innovation leaders and development teams having meetings to consider the innovation plan. This will be reviewed after 6 months but initially this will be ongoing review.

The third recommendation is utilising different change management model. Microsoft implements ADKAR change management model which is good for the process of products, but by implementing a different change management which can also focus on how employees feels about the change requiring in the organisation. Unhappy staff can affect the progress of the job. This has been given low priority as this is something that the organisation could apply.
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