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1.0 [bookmark: _Toc89023823]Introduction
The first part of this assignment will look at the variables that drive transformation inside an organisation. These elements will take into account both inside and outside of the organisation. 
The assignment will then consider how to effectively guide stakeholders through change in the workplace by first identifying who the stakeholders are and then critically reviewing two change models.
As a career-oriented person, the student sees change as an opportunity to learn and build abilities while also utilising her current skill set, all of which will help her advance in her job. Change enables the student to adapt to new systems and conditions, and it broadens her experience in the job.

[bookmark: _Toc89023824]1.1 What is Change?
Change in the workplace is defined by Indeed (2021) as "anything that interferes with past work patterns, team members, job roles, or specific job obligations." Changes might be minor, such as a change in management staff or the addition of a new colleague, or they can be far more complex, such as a change in policy, a new process, or even a total shift in corporate direction.
When a change occurs in the workplace, Emerson and Stewart (2011) define it as an endeavour to capture a benefit opportunity. When a change occurs, there must be some type of management in place to properly manage the change and carry it through the entire process.

Internal, external, or both variables can drive the need for change in the workplace, which is determined by cause and effect, where a particular thing, the cause, results in a need for change, the consequence. The coronavirus pandemic exemplifies a broad and generalised illustration of modern changes in practically every workplace. The virus is an external issue, the cause, that has compelled enterprises to make substantial changes in their business practises, the result. The adjustment could be as basic as restricting the amount of customers in a building to completely revamping the company and implementing work-from-home or hybrid jobs.
Workplace change is referred to as organisational development by Cummings and Worley (2015), who emphasise causes for workplace changes such as solving challenges, adapting to environmental changes, improving performance, and increasing an organization's effectiveness and capabilities.

[bookmark: _Toc89023825]1.2  Why can change result in failure?	
As stated by Duck (1993), “Change is intensely personal. For change to occur in any organization, each individual must think, feel, or do something different. Even in large organizations, which depend on thousands of employees understanding company strategies well enough to translate them into appropriate actions, leaders must win their followers one by one.”

[bookmark: _Toc89023826]2.0 Factors that Drive Change
Organisations should conduct macro-environment and micro-environment analyses, according to Beamish and Ashford (2007), to gather together the strengths, weaknesses, threats, and opportunities of organisational change, allowing them to identify and arrange matters that require remedial action before change is implemented.
A SWOT analysis is used to aid the strategy implementation of  inside a business, with the goal of enabling a "realistic, fact-based, data-driven look at the strengths and weaknesses of an organisation, initiatives, or within its industry." Kenton, W. ( 2021).
Drummond, G. and Ensor, J. (2005) believe that it is important to undertake an analysis of the external environment to enable the business to highlight the changing opportunities and threats that may need to be tackled before proceeding with a change.

Internal elements that the business will be aware of and so have some control over are strengths and weaknesses.
Despite the fact that there are several reasons for change in the workplace, Tahir (2019) identifies some key internal elements that push the want to change:
1. Vision – Businesses have the ability to alter their vision or direction.
2. Values - Change can be sparked by core values or policy changes. For example, if a company examines its staff and discovers that it is recruiting a particular set of people, it may decide to readjust its principles to encourage equal opportunity.
3. Expertise - A company's primary skill may evolve as technology advances or new ways of working become accessible, which is linked to vision.
4. Leadership - Team dynamics may alter as a result of changes in leadership at all levels. Tuckman's stages of group development  Tuckman,  B. (1965) highlight changes within a team, and leadership will naturally become a part of that team with some amount of power.
5. Employees - Staff skills, values, attitudes, and behaviours are all important factors in change. If a talented and experienced individual retires, for example, an organisation may need to adapt its processes or systems to replace any tacit knowledge that was lost with that person. New recruits may also come into a business with skills or ideas that haven't been put to use yet, enabling for transformation.
6. Performance - The most important driver of change, if a company’s performance falls short of expectations, such as losing contracts or failing to meet profit projections, changes are unavoidable. A failing organisation will fail if it does not change.
[bookmark: _Toc89023827]2.1 	Macro Analysis
The University of Sydney claims that (N.D). 'In a new environment, a PESTLE study provides for a strategic and systematic examination of a company's prospects, risks, and opportunities.' The breakdown of  PESTLE is Political, Economic, Social, Technological, Legal, and Environmental issues, all of which are external elements over which a business not much authority and which can drive change. According to J. Kotter (1997), macro-environmental pressures are becoming increasingly powerful, forcing enterprises to cut costs while maintaining or improving service quality.
[bookmark: _Toc89023828]2.2 	Political
'Political determinants include tax policy, environmental regulations, trade limitations and reform, tariffs, and political stability,' as stated by Pathak, R, (2021). The amount to which a government can affect a sector or a firm is determined by these elements.
[bookmark: _Toc89023829]2.3	Economic 
According to Hoque, Z. (2005), financial issues are an overriding limitation in some companies, implying that financial factors might prevent a business from accomplishing its goals to their full potential.
[bookmark: _Toc89023830]2.4 	Social 
Social factors according to Bruin, L. (2016) are “dimension of the general environment represents the demographic characteristics, norms, customs and values of the population within which the organization operates. This includes population trends such as the population growth rate, age distribution, income distribution, career attitudes, safety emphasis, health consciousness, lifestyle attitudes and cultural barriers.”
Social change, according to Diamond, A. (2012), is the most challenging for people to accept since it might result in opposing views and values, which emotions can alleviate.
[bookmark: _Toc89023831]2.5 	Technology
As per Pestle Analysis, N.D, “These factors pertain to innovations in technology that may affect the operations of the industry and the market favourably or unfavourably. This refers to automation, research and development, and the amount of technological awareness that a market possesses’.
According to Marwick (2001), technology may play a significant role in overcoming the crippling obstacles of time and space; more modern IT systems have improved services and reduced wait times, maximising the delivery of public services. Technology advancements have had a significant impact on Admiral Insurance's progression and improvement, but there are some drawbacks. Not all staff members are capable of learning and adapting to technological change, and while technology has advanced significantly over the last decade, there are still some staff members who find it difficult to get on with how advance technology is.
[bookmark: _Toc89023832]2.6	Legal
As per Professional Academy, N.D, “Legal factors include - health and safety, equal opportunities, advertising standards, consumer rights and laws, product labelling and product safety. It is clear that companies need to know what is and what is not legal in order to trade successfully. If an organisation trades globally this becomes a very tricky area to get right as each country has its own set of rules and regulations.”
The Data Protection Act of 1998 is an important piece of legislation. Admiral has a responsibility to its employees and customers to ensure that their information is protected and not widely disseminated. According to Cheminais, J. et al. (1998), all data controllers must take an ethical perspective on a daily basis to ensure that no one is wrongfully discriminated against. Admirals are required to follow The Data Protection Act, and failure to do so will result in significant financial and reputational consequences.
[bookmark: _Toc89023833]2.7	Environmental
As implied by Gray, B. (2016), "all the factors directly related to, influenced by, or decided by the surrounding environment" must be evaluated. Weather and natural disasters, geographical location, climate change, and sustainability are all possibilities. Consider the apparent increased frequency of natural disasters, as well as their influence on many organisations' operations and future planning.”
[bookmark: _Toc89023834]3.0 	Micro Analysis
Havaldar, K. (2005) explains environment analysis in the context of marketing, but the idea is the same for any change within a business. He recommends that the primary goal of internal environment analysis is to permit a business to distinguish its precise strengths and weaknesses, as well as pinpoint any threats or opportunities, like a MACRO-environment analysis.
[bookmark: _Toc89023835]3.1	Customers
Admiral insurance's key responsibilities include setting overall direction and goals, providing services to customers, and making decisions that affect its staff, customers, and reputation. This emphasises the importance of customers during times of change. Peppers and Rogers (2004) describe how consumer needs change over time due to a variety of variables such as lifestyle changes, competition, and so on. In order to adapt to changing customer wants, the company’s culture must also change.
[bookmark: _Toc89023836]3.2	Employees
Employee ideas, values, and attitudes can all play a role in cultural challenges at the Admiral. Some employees are resistant to change, believe their method of working is the best way, and are very much stuck in a routine. The company must be aware of these types of employees in order for them to plan and act on their behaviour in order to avoid more problems.
[bookmark: _Toc89023837]3.3	Media
The media can have a big impact on insurance companies and their public image since it broadcasts both good and bad customer service stories. Media management is crucial for promoting positive organisational updates and reducing the impact of negative publications on their reputation. The media has a big influence on strategic management, especially when plans and changes can get a lot of coverage. Many consumers are not hesitant to vent their frustrations on social media platforms such as Twitter or Facebook, which can have a significant impact on customers' decisions to insure with Admiral.
[bookmark: _Toc89023838]3.4	Shareholders
Because every Admiral employee is a shareholder, how they perform individually has an overall impact on how they perform as a corporation, which can affect the share price. When it comes to strategic management, it's important to remember that there's an emotional component to consider. Change is typically welcomed by stakeholders and shareholders only when it benefits them. Shareholders can be hesitant to change when it comes to anything they don't agree on.
[bookmark: _Toc89023839]3.5	Suppliers
Admiral's supply chain is diverse, with both direct and indirect vendors (claims settlement). Admiral provides insurance and associated goods and services in the United Kingdom and globally, as well as support services in India and Canada.
'The supplier's prospective negotiation power is significantly boosted when the supplier's input elements account for a large portion of the total cost of the product to the buyer,' according to VisualParadigm (N.D). Suppliers who meet [certain] criteria will have higher bargaining power on average.'
[bookmark: _Toc89023840]3.6	Government
The government, according to Lomax and Raman (2007), is a crucial micro environment component as well as a macro factor since it is influential, has power, and creates legislation that organisations must follow.
[bookmark: _Toc89023841]3.7 	Conclusion
G. Johnson (1992) created the Cultural Web, a model that includes what Johnson views to be the key influencing variables of culture, all of which contribute to Admiral's culture and are observable when doing both macro and micro environmental evaluations (see appendix A).
Technology developments, as recognised in environmental studies, are continually changing factors. Organizations may not always be able to control micro-environmental concerns, but they must strive to manage them in conjunction with macro-environmental elements.
[bookmark: _Toc89023842]4.0  Workplace change
In change management, leadership is crucial, and part of that leadership is determining who needs to be involved with the change and to what extent each party will be involved. A stakeholder analysis is the best method to finish this.
Stakeholders are divided into internal and external groups when it comes to change. Customers, suppliers, shareholders, investors, members of the public, and even the media are examples of internal stakeholders, while external stakeholders are customers, suppliers, shareholders, investors, members of the public, and the media.
Admiral underwent a change with the implementation of a new system. Guidewire is a solution that allows you to include several sorts of policies on one page and can be accessible under one umbrella. Throughout the company, Guidewire changed several systems, processes, and records management storage. This resulted in significant changes across the board, including a shift in how the Information team managed and processed information requests.
The business used John Kotter's 8-step change methodology to announce the new system to the departments.
[bookmark: _Toc89023843]4.1 Establishing a sense of urgency
According to J. Kotter (1996), the first stage of the change process is to develop a feeling of urgency, there must be a compelling reason for change to take place.
Lewin, K. (1951) emphasises the significance of identifying necessity change and why it is critical to their job. The team was capable of supporting the change and participate in its execution after understanding the need. Staff  fail to recognise what is pushing the change and the value it might bring to them and the business, according to Strebel, P. (1996).
[bookmark: _Toc89023844]4.2 Creating the guiding coalition 
According to Finkelstein, M. (2004), change leaders must tackle different interests and enlist the help of all parts of the organisation to help create a vision for change and gain widespread support and momentum. This emphasises the significance of forming a strong management coalition to guide the company through transition. Admiral profited from having separate governing coalitions for each service area in a number of ways. Because each service area is accountable for its own work, each management team was able to work on executing the change and planning the change process relevant to their team. The Information team was able to go on with the process and work on building a vision for change that was specific to the service area, which was more effective and efficient.
[bookmark: _Toc89023845]4.3 Developing a clear shared vision
Although Lewin (1951) does not mention a shared vision as a critical component of the change process, organisations should be able to develop one based on the knowledge received during the unfreezing stage. Finally, by establishing a vision, companies provide stakeholders with a clear picture of the change's intended outcome. 'The Unfreezing stage is arguably one of the more crucial stages to comprehend in the environment of change we live in today,' says Conelly, M. (2020). This stage is all about preparing for change. It entails coming to terms with the fact that change is necessary and preparing to leave our current comfort zone.'
[bookmark: _Toc89023846]4.4 Stakeholders
As explained by Finkelstein, M. (2004) , it is vital for stakeholders to be included in the choices and actions that make change within the place of work. The student considers that there should be an additional step amongst developing a concept and sharing the change, which aims only on the stakeholders and an analysis of the effect that a scheduled change will have on each stakeholder.
[bookmark: _Toc89023847]4.5 Communicating the change vision
Diamond, A. (2012) emphasises the necessity of including staff in the transformation process. Members of staff must feel valuable so that they can provide recommendations and know that their opinions are valued.
The change was effectively communicated because the team was given information and training sessions to support with the new system, but they were not included in the communication about what the team needed the system to do, how it would be used, or why the system's actual users would find it advantageous. This, according to the student, is why many members of staff protested the new system's implementation and attempted to avoid using it.
Managing change means working closely with staff and establishing clear targets about how the change will be handled as stated by Lindenberg Group, (2018).
[bookmark: _Toc89023848]4.6 Empowering broad-based action and people to act on the vision
The guiding coalition applies the change in Kotter's fifth stage by providing the vision and enabling members of staff to apply the change in their positions, but it's still crucial that they have a lot of help to get started. According to him, leadership is basically about change. Leaders are accountable for initiating and empowering organisational change in fundamental ways that can result in new opportunities. Kotter, J.  (1997) outlines how change used to happen slowly and seldom because it was the usual to only modify things if they were broken. Because organisational revolutions have not always been widespread, this offers a reason why long-term staff may resist change. Managers in Admiral frequently fail to see that staff who are affected by a change will need time to adjust. Nonetheless, managers were unaware of the team's resistance until it was brought to their notice. To address this, a team advocate taught the new system's resistor and aided her in integrating it into her day-to-day position.
[bookmark: _Toc89023849]4.7 Generating short-term wins
Kotter, J.  (1997) expresses the importance of obtaining short-term victories and the impact they have on team values and morale; if staff feel they are accomplishing short-term wins, they will be more motivated to work toward the more difficult long-term goals.
Because a number of Admiral employees were averse to change and unable to comprehend the advantages of changing systems, creating short-term successes was tremendously valuable. Guidewire was presented one step at a time to each department that would be using it. Staff were able to grasp the system and realise its perks after the first stage was effectively deployed, which enhanced their enthusiasm for change and assurance in using the system. Staff would have found it much more challenging to adjust with the new change,  if the entire Guidewire system and functionalities were implemented all at once, resulting in lower performance.
[bookmark: _Toc89023850]4.8 Gains
At this point of the process, emphasising victories and rewarding the changed behaviour is critical to keeping employees motivated and preventing them from reverting to their old habit as identified by Lewin, K. (1951).
Many change efforts fail at this point, according to Kotter, J.  (1997), since short wins are celebrated before the change is completely adopted and integrated into the business’ culture. People will take varying amounts of time to fully adapt to the shift, so it's critical that support is still on hand to those who need it.
Admiral was effective at this step of the change process, the system was built, but the various features of the system were applied in practice to verify that staff were able to utilize the system and confidence in doing so before introducing additional change. This worked effectively in the company because the staff were already familiar with the technology; all they had to do was adapt to using it for other jobs.
[bookmark: _Toc89023851]4.9 Anchoring new approaches in the corporate culture and institutionalise the change
Change only holds once it becomes "the way we do things around here," according to Kotter, J. (1997), implying that it is critical to incorporate change into company culture so that these changes become societal norms and shared values. He goes on to say that this isn't just a process that happens; leaders must demonstrate to their employees how specific behaviours and attitudes will help them increase performance and attain the vision.
According to Viherlaiho, M.  (2014), a key flaw in Lewin's model is that the stages fail to account for people's emotions and experiences, which might have detrimental implications. The author notes that during times of transition, some individuals may be more enthusiastic than others, causing others' feelings to be overlooked, resulting in a lack of excitement or even resistance.
Nickols, F. (2012), another critic of the Lewin model, believes that a vital aspect of implementing change is stability, which should be the ultimate phase of any change process. Stability is necessary for the company to continue to constantly evolve and incorporate it into its corporate culture, with the change eventually becoming the standard. Because of the possibility of redundancies and cost-cutting targets, many staff are afraid about losing their jobs at Admiral.
Guidewire has become a standard feature of the customer data processing process at Admiral during the system update process. The old style of working has virtually been forgotten. Guidewire is now the only system utilised by business personnel, and it is continuing to spread throughout the company, becoming ingrained in the company's corporate culture.
[bookmark: _Toc89023852]5.0 Conclusion
The student has investigated what change is and why it can fail during this paper. The good leadership of any change endeavour, not management, is the most important component in reducing the chance of failure. Communication is seen as a crucial contributing aspect to successful change leadership, with a high level of emotional intelligence serving as the overarching quality. A leader that is highly emotionally aware will be able to comprehend their follower’s annoyances, and actions, and will be able to actively engage with them to remove any insecurity and expedite the transition process.
The student believes that Lewin's model would be an excellent beginning point for implementing change, but that, due to the drawbacks identified, such as rigidity and oversimplification, it should be utilised cautiously as advice rather than being thoroughly followed. The student is also concerned about the refreezing issue. The student works in a fast-paced setting where processes alter weekly. The ability to freeze a process has the potential to disturb the fluidity of the adaptive workplace.
Lloyd and Maguire (2002) stress the relevance of an organization's understanding of itself and its surroundings, claiming that such knowledge is necessary for long-term success.
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