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Executive
Any organisation must go through the process of organisational change in order to remain relevant and adapt to the changing market (Muldoon J. 2020). Due to the COVID-19 pandemic, the BBC has undergone a significant transformation as a public service broadcasting organisation. The success of the BBC's change management strategies is examined and evaluated in this essay. Several models, including the force field analysis, stakeholder analysis, Lewin's three-step model, and Kotter's eight-step model, are applied during the analysis. The results show that the BBC's change management strategy was successful because it used both planned and emergent change models to address the issues brought on by the epidemic. The BBC also overcomes staff opposition to change by offering them rewards, support, and training. The recommendations in this essay's conclusion are meant to help the BBC stay current by continuing to change and adapt.
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1. Introduction
The difficult process of organisational change entails changing a significant aspect of a company's organisational structure. Organisational change may be required as a result of factors like technological development, evolving consumer preferences, and environmental conditions. Due to the COVID-19 pandemic's recent outbreak, the BBC, a public service broadcasting organisation, has just experienced a time of significant transformation. This report examines the BBC's change management strategies and assesses how well they work in addressing the problems the pandemic has brought about.

1.2 BBC
The British Broadcasting Corporation, also known as the BBC, is a public service broadcaster that was founded in 1922. It is governed by a royal charter that describes its public service mandate and establishes its governance framework. The majority of the BBC's funding comes from television licence fees paid by UK households (Authority of the House of Lords. 2022). It offers a selection of programmes on a range of media platforms, including radio, television, and online services. News, current affairs, entertainment, and instructional programming are all available on the BBC (Ofcom. 2023). Millions of people throughout the world watch its programmes, which have a reputation for objectivity, accuracy, and excellence (Lord Foster of Bath. 2022). In recent years, the BBC has undergone major transformation, including a shift to online services and adjustments to its funding scheme (Jim, 2022). The BBC has also been compelled by the COVID-19 pandemic to respond swiftly to modifications in the media environment, audience demographics, and governmental policies.
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2.Nature of Change
Businesses and organisations, like the BBC, must constantly deal with the nature of change. The BBC is currently undergoing changes, as seen by Tim Davie, director general,'s recent announcement that the organisation will switch to an online-only service over the next ten years (Jim, 2022). 
The move to an exclusively online service is motivated by the altering media landscape and audience demographics (Nic Newman. 2023). Digital platforms are being used by more people to consume media, increasing audience competition. The BBC had to act rapidly to stay up with the times because the COVID-19 pandemic has also accelerated the migration to digital platforms.

The BBC will undergo a significant change with the shift to an online-only service, which will bring various difficulties. Reaching the millions of Britons without a reliable internet connection, especially those in rural regions, is one of the obstacles. The BBC needs to make sure that during the changeover it does not lose the majority of its audience and waste millions of pounds.

According to Rosamond Hutt (2020), maintaining the BBC's reputation for objectivity, accuracy, and quality in a competitive market of online content providers is another problem. While giving its viewers a customised and integrated online offer, the BBC must find ways to stand out from other providers.

The BBC must implement efficient change management strategies to solve these issues (Townsend Matthew, 2019). To determine the driving and opposing forces as well as the interests and impact of stakeholders in the change management process, it is necessary to conduct a force field analysis and a stakeholder analysis (Statt Nick.2019). In order to direct the change management process and guarantee its efficacy and sustainability, the BBC must also implement change management models like Kotter's eight-step model and Lewin's three-step model.

Finally, in order to keep up with the rapidly changing media world, the BBC must invest in new technology and capabilities. This entails experimenting with new delivery techniques and platforms, giving workers assistance and training, and encouraging an innovative and adaptable culture.

In conclusion, businesses and organisations must constantly deal with the nature of change, and the BBC is no exception. The BBC has a number of hurdles as it transitions to an online-only service, including reaching viewers with slow internet connections, upholding its reputation for excellence, and setting it apart from rivals (Teerlink Rich, 2019). The BBC must implement efficient change management strategies and make investments in new tools and capacities to meet these issues.

2.1 Analysis of the Force Field
A change management approach called force field analysis is used to pinpoint the forces that are promoting and opposing a specific change. Understanding the many forces impacting change aids organisations in formulating plans to lessen the damaging effects of the opposing forces and maximise the beneficial effects of the driving forces (Page, M. et al. 2018).

The shifting media landscape, audience demographics, and government legislation are some of the factors propelling the BBC's move to an online-only service. The BBC has had to modify its content and delivery strategies as a result of the proliferation of digital media channels, increased viewer rivalry, and the rise in people using digital platforms during the COVID-19 pandemic (Phil, 2016).

The BBC's evolution has been significantly influenced by government policies as well. Since the BBC receives public funding, it is subject to government oversight and budgetary decisions, which has led to changes like the switch to online services and changes to its funding model.

The move to an online-only service, nevertheless, is also opposed by a number of factors, including the need to reach viewers with slow internet, uphold the BBC's reputation for excellence, and stand out from other online content providers (Diane, 2022).

The BBC must offer targeted solutions to viewers with slow internet connections in order to combat these opposing influences, such as investing in more readily available and reasonably priced broadband options. The BBC should also keep spending money to uphold its reputation for objectivity, accuracy, and quality. It should also stand out from other providers by providing its audience with a customised and cohesive online service, observed by (Lancet,S,，McKittrick,L.& Morando Rhim,L, 2021).

The force field analysis assists the BBC in identifying the many forces impacting the change and in formulating plans to lessen the detrimental effects of the resisting forces and increase the beneficial effects of the driving forces. This strategy will assist the BBC in managing the shift to an online-only service while allowing it to continue providing valuable public service broadcasting.

2.1.1 The Change's Drivers
The media environment, audience demographics, and government policy are the three main groups that are driving the change that the BBC is going through.

The media environment has played a significant role in shaping the BBC's change. The BBC's programming and delivery techniques have to be reviewed in light of the growth of digital media outlets and the rising viewership competition. The BBC must modify its offers in light of the rising popularity of subscription-based streaming services like Netflix and Amazon Prime in order to stay relevant in a world that is becoming more digital. This entails experimenting with novel content formats, making online platforms as effective as possible, and using technology to draw in and captivate viewers (Phil, 2016).

The BBC's transition has also been fueled by changes in the audience's demographics. As the COVID-19 pandemic accelerated the shift towards digital platforms, audience preferences and behaviors have evolved (Karasvirta,S.& Teerikangas,S. 2022). Younger generations, in particular, have shown a growing disinterest in traditional linear television and have gravitated towards on-demand and personalized content. To address these changing demographics, the BBC has had to adjust its focus, programming, and distribution methods to meet the needs and expectations of a more digitally-oriented audience (Jim, 2022).

The BBC's shift has also been significantly influenced by government policies. The BBC is subject to government scrutiny and budgetary decisions because it is a publicly subsidised broadcaster. The move to online services and adjustments to its funding model are only a few examples of how the government has pushed for improved efficiency and openness in the use of public monies (Nic, 2022).

The BBC is undergoing transformation as a result of shifting government policies, the requirements and aspirations of its audience, and the impact of new technologies on the media environment. The BBC's future as a public service broadcaster in the digital era will depend on its capacity to properly address these forces of change.

2.1.2  Change’s Resistance
The BBC's requirement to reach viewers with spotty or slow internet connectivity, particularly those in rural locations, is one of the main obstacles to the organization switching to an online-only service. According to Flovik, L, Knardahl, S. & Christensen, J.O. (2019), despite the rise in popularity of digital platforms, some populations still lack consistent access to high-speed internet. Ensuring equal access to BBC services and content is significantly hampered by this digital divide. 
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The BBC must look for ways to close the connectivity gap in order to overcome this resistance, such as working with internet service providers, making investments in infrastructure development, or implementing alternative distribution techniques that can reach audiences with spotty connectivity (BBC, 2022). 

Another challenge is the need for the BBC to maintain its reputation for excellence, objectivity, accuracy, and quality in the highly competitive online content market. As more online content providers emerge, the BBC must find ways to differentiate itself and stand out. It needs to continuously deliver high-quality content that resonates with its audience while upholding its core values (Janna and Lee, 2017).  

The BBC must offer focused ways to overcome these obstacles in order to reach viewers with slow internet connections. To encourage employee participation and engagement in the change management process, the BBC should offer training and support. The BBC should also keep spending money to uphold its reputation for objectivity, accuracy, and quality (Novitskaya,A. 2020). It should also stand out from other providers by providing its audience with a customised and cohesive online service. For the BBC to keep on top of the changing media scene, it should also think about investing in new technologies and capabilities. In order to address concerns regarding the expense of the transition and the appropriate use of public funding, the BBC needs lastly make sure that it communicates properly with stakeholders.

2.2 Stakeholder Analysis
A tool used to identify and assess the numerous stakeholders affected by a change as well as their amount of influence and interest in the change is called stakeholder analysis. The stakeholders in the BBC's decision to switch to an online-only service are the general public, media firms, government regulators, and staff.

The BBC's main stakeholders are its viewers, and they have a strong focus on the BBC's content's accessibility and quality. The switch to an online-only service may have an impact on viewers with slow internet connections and raise questions about the impartiality and caliber of the content (KPMG, 2015).

Employees are important stakeholders in the transformation as well, and they have training and job security as their top priorities. Some employees may be resistant to the change since it could mean losing their jobs or having to learn new skills.

The BBC must be monitored by government regulators to make sure it fulfills its duties as a public service broadcaster. The move to online services and revisions to the BBC's financing model are two examples of how the government has pushed for better efficiency and openness in the use of public funds (De',R.,Pandey,N.&Pal,A. 2020).
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Since the BBC's shift to an online-only service may have an impact on their business models and competition for viewers, media companies are also involved in the transition.

Burnes, B. (2019) observed that the general public is also involved in the transition because the BBC is a publicly funded media organisation that represents the public's interests. The public has a stake in the BBC's programming's caliber, accessibility, and effective use of tax dollars.

2.3 Lewin's Three-Step Model for the Change
Lewin's three-step paradigm for managing change entails unfreezing the present condition, implementing the change, and then refreezing the transformed state to make the change irreversible (Albrecht, S.L., Connaughton, S. & Leiter, M.P.2022). The three-step Lewin model has been used by the BBC to respond to the COVID-19 outbreak.
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Unfreeze: In Lewin's approach, the current condition must first be unfrozen in order to determine whether a change is necessary. The COVID-19 outbreak forced the BBC to respond swiftly to shifting conditions and viewer demands. The BBC recognised the need for change right away and started making preparations to switch to an online-only service.

Making the change is the second stage in Lewin's model. The BBC has made a number of adjustments; including switching to online services and reorienting its products to better serve its audience's evolving needs. In order to stay current with the changing media landscape, the BBC has also changed its programming and delivery strategies.
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(Figure : BBC News television viewing by demographic group)
Refreeze:The final step in Lewin's method is to refreeze the newly formed state to permanently enact the modification. The BBC has been monitoring the adjustments to make sure they are effective and making changes as needed. The BBC has also provided rewards, help, and training to employees to encourage participation in the change management process. The BBC is committed to making sure that the advancements it has made are long-lasting and sustainable in order to continue to be a valuable and effective public service broadcaster.

Lewin's three-step model has been deemed by the BBC to be an effective tool for managing change as a result of the COVID-19 pandemic. The BBC has been able to quickly react to changing circumstances, implement changes that are effective, and guarantee the changes are long-lasting by employing this technique (Charley Coleman. 2022).

2.4 Kotter's Eight-Step Model for the Change
Another popular change management framework is Kotter's eight-step model, which entails instilling a sense of urgency, establishing a guiding coalition, developing a strategic vision and initiatives, producing short-term successes, removing obstacles to action, maintaining acceleration, recruiting volunteers, and ingraining new methods into the organization's culture. The eight-step Kotter approach was used by the BBC to respond to the COVID-19 epidemic.

The BBC saw the necessity for quick action in reaction to the COVID-19 pandemic, taking into account the shifting media landscape, audience demographics, and governmental policy.

Creating a guiding coalition: The BBC put together a group of executives, managers, and subject matter experts to drive the change management process.

Creating a strategic vision and initiatives: The BBC developed a strategic vision and initiatives to address the challenges posed by the pandemic. They recognized the need to adjust their offerings and focus to better serve their audience, transitioning to online services, and revising their funding model. This strategic vision provided a clear direction for the organization and served as a roadmap for the necessary changes (Gov.UK, 2022).
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Recruiting a volunteer army: By articulating the vision and initiatives, soliciting comments, and promoting involvement, the BBC engaged staff members and stakeholders in the change management process.

Enabling action by removing obstacles: The BBC recognised and got rid of obstacles like stakeholder or employee reluctance, a lack of resources or technology, and problems with regulatory compliance.

The BBC created short-term successes to generate momentum and show progress towards the strategic goal and initiatives. This involved creating and distributing fresh material, growing its online offerings, and enhancing audience interaction.

Maintaining acceleration: The BBC maintained acceleration through tracking and assessing results, resolving criticism and issues, and adjusting to changing conditions.

The BBC anchored new approaches in the ethos of the organisation by reiterating the strategic goal and initiatives, praising and rewarding staff' contributions, and incorporating the changes into regular business practises.

2.5 Evaluation of BBC for the Change
The BBC's strategy for managing change was successful because it used both planned and emergent change models to address the difficulties brought on by the pandemic. 

The driving and opposing forces as well as the interests and influence of stakeholders in the change management process were identified with the aid of the force field analysis and stakeholder analysis. The use of Kotter's eight-step model and Lewin's three-step model helped direct the change management process and ensure its efficacy.

The BBC also overcomes staff opposition to change by offering those rewards, support, and training. As a result, participation and engagement increased, the fear of the unknown was lessened, and it was easier to grasp how the changes would be beneficial.

3. Conclusion
In conclusion, organisational change is a difficult process that entails changing a significant aspect of a company's structure. Organisations all over the world have been pushed by the COVID-19 epidemic to quickly adjust to a new situation. The BBC had to react to the pandemic and adjust to the changes it brought as a public service broadcasting entity.

The BBC's strategy for managing change was successful because it used both planned and emergent change models to address the difficulties brought on by the pandemic. Lewin's three-step model, stakeholder analysis, Kotter's eight-step model, and the force field analysis all contributed to the direction and sustainability of the change management process.

The BBC also overcame worker resistance to change by providing them with incentives, encouragement, and training. As a result, participation and engagement rose, people were less afraid of the future, and it became clearer why the changes would be good for them.

4. Recommendations
To improve its online offerings, the BBC should keep investing in cutting-edge digital technologies. To engage and captivate the audience, this entails investigating cutting-edge technologies like artificial intelligence, virtual reality, and interactive content. The BBC can draw and keep viewers in a digital media environment that is becoming more competitive by continuing to be at the forefront of technological advancement.

To accommodate the wide range of preferences of its audience, the BBC should put its efforts into providing individualized and customized content experiences. The BBC may offer curated playlists, personalized recommendations, and interactive elements that appeal to certain viewers by utilizing data analytics and audience insights (Derek, 2022). The BBC can boost audience loyalty and engagement by customizing the user experience.

The BBC should keep putting a high priority on diversity and inclusivity in both its employees and programming. The BBC can make sure that its material connects with its varied audience and accurately depicts the society it serves by representing a wide mix of perspectives, cultures, and voices (Tim, 2023). Through inclusive programming initiatives, partnerships with underrepresented communities and talent, and diverse hiring practices, this can be accomplished.

The BBC needs to remain alert to any adjustments to laws or regulations that have an effect on its operations. The BBC will be better able to negotiate potential difficulties and maintain compliance while preserving its independence and public service mandate by being proactive in communicating with regulatory agencies, taking part in policy discussions, and adapting to new needs.
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Daily Mail and Mirror focused their top headline topics more on lifestyle, celebrity and
entertainment news.

Commercial news providers also argued that the quality of the BBC’s online news coverage fell short
when it came to sourcing or attributing stories. They felt the BBC could do more to drive traffic to
their websites.

Under its Operating Licence, the BBC must ensure that it provides adequate links to third-party
online material, particularly within news. The aim is not solely to provide support to the wider news
industry; provision of these links also contributes to the BBC's delivery of Public Purpose 1 by helping
users access a wealth of information in addition to its own content. In doing so, the Operating
Licence notes that the BBC should exercise careful judgment about the links that it offers.

The BBC told us it is focused on improving the quality, rather than the volume, of links within news
items when looking to comply with this condition. We examined this area also as part of our content
analysis. This work identified that most of the online news providers, including BBC News, supplied
internal rather than external links within its news items, as shown on the following page.
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Figure 6: Breakdown of sample of news items that include an internal or external links on BBC
News homepage (website and app) and selected subpages (website)

Internal links (%) = External links (%)

BBC News website 84.8 15.2

BBC News homepage
BBC News app 83.1 16.9
Health 84.3 15.7
BBC News website Science 70.5 295
subpages Politics 88.2 1.8
World 733 26.7

Source: Ofcom content analysis

Figure 7: Breakdown of sources for external links in sample of news items on the BBC News
website’s homepage:

Twitter Business or
organisation
website UK International .
newspapers media Academic
journal
41.1% 19.6% 12.5% 10.7% 7.1%

Source: Ofcom content analysis. The remaining proportion of external links were to sources such as other social
media, UK legal and political bodies and international legal and political bodies

The researchers also looked at the destination of external links. Of those on the BBC News
homepage, around 40% were to tweets, one in five to business organisations, and one in eight to UK
newspaper sites. In contrast, over 80% of the external hyperlinks on the Daily Mail Online and The
Mirror went to sites offered by broadcasters, newspapers and other online publishers.

The BBC's internal website links provide an important service to online users. These links connect
readers to ‘explainers’ elsewhere on the BBC website, as well as in-depth analysis and commentary,
helping them gain a better understanding of stories in the news. But our work indicates that the BBC
could provide more links to external, third-party content. External links support the wider industry
and benefit audiences by providing access to a wider range of material.
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Ofcom will return to these themes as part of its Small Screen: Big Debate programme of work
around public service broadcasting. We look forward to engaging with broadcasters and audiences
to understand how the long-established principles of public service news media can succeed over
the next decade.
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Annex 1: Key Facts and Figures

April 2018 to

March 2019

Total Mins spent watching broadcast TV per day 3hrs09 mins | 3 hrs47 mins
PYPRERRIIN Pcrcentage of radio listeners with DAB set 64.0% 42.6%
PRSSPSNNIIN Percentage of listening hours through a digital platform (DAB, online DTV) 52.9% 325%

Percentage of households with broadband * 82% 7%

% of adults who use their mobile phone to access the internet * 71% 57%

Total spend by BBC on news and current affairs ** £175m £170m

Total spend by BBC on news and current affairs as a proportion of total spend** 13% 12%

Total spend by BBC on news ** £136m £127m

Total spend by BBC on news as a proportion of total spend** 10% 9%

Total spend by BBC on current affairs ** £39m £43m

Total spend by BBC on current affairs as a proportion of total spend** 3% 3%

Total hours output by BBC on news and current affairs** 22,643 22,268

Total hours output by BBC on news and current affairs as a proportion of total output** 49% 6%

Total hours output by BBC on news ** 20,480 20,424

Total hours output by BBC on news as a proportion of total output** aa% 2%

Total hours output by BBC on current affairs** 2,163 1,844

Total hours output by BBC on current affairs as a proportion of total output** 5% %

Average minutes viewed per day to National News genre across total TV - all individuals | 14.1 mins 16.7 mins

Average minutes viewed per day to National News genre across total TV - 16-24s 2.8 mins 4.5 mins

Average minutes viewed per day to National News genre across BBC (all individuals) 10.6 mins 12.5 mins

Average minutes viewed per day to National News genre across BBC (16-24s) 1.7 mins 3 mins

Average weekly reach (3+ mins) to BBC News at six (adults 16+) 12.7m 14.5m

Average weekly reach (3+ mins) to BBC News at ten (adults 16+) 14.6m 16.2m

Average weekly reach (3+ mins) to BBC News channel (4+) 11.7% 16.9%

Average minutes viewed per day to current affairs genre across total TV - all individuals 2.4 mins 2.9mins

Average minutes viewed per day to current affairs genre across BBC - 16-24s 0. 5mins 1 min

Average minutes viewed per day to current affairs genre across BBC - all individuals 1.9 mins 2.4 mins

Average minutes viewed per day to current affairs genre across BBC - 16-24s 0.4 mins 0.7 mins

Average weekly reach (3+mins) to Question Time by all 16+ aim 4.8m

Average weekly reach (3+mins) to Panorama by all 16+ 3.7m 4.0m

Totallistening to radio by all adults 15+ 88.8% 89.6%

Totallistening to radio by 15-24s 81.3% 85.3%

Listening to Today Programme by all 15+ 12.8% 13.6%

Listening to Jeremy Vine by all 15+ 12.8% 12.9%

Total online population accessing BBC News website (18+)*** 63.7% 63.4%

TV viewing data source- BARB

For programme viewing data the peak month across the time period has been selected.

Radio listening data source- RAJAR

*Ofcom Technology Tracker — Jan-Jun 2019 vs Jan-Jun 2014

**Spend source: Ofcom/BBC Figures have been adjusted for CPI (2018 prices). Figures include spend
on programmes; Hours source: Ofcom/BBC — 2018 vs 2013 full year

***Comscore - March 2016 vs March 2019
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voice is represented

With its unparalleled local and regional newsgathering resources, the BBC should be able to

represent the whole country authentically through a variety of style, tone and subject matter.
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BBC News has good overall reach online, but this doesn’t tell the
whole story

Many aspects of the overall picture of online engagement with BBC News appear to be positive. Our
annual survey of news consumption suggests that the BBC is the most-used news source online,
reaching 64% of adults who use online services. Almost half of people who consume news on their
smartphone access BBC News. The BBC is also the most commonly followed news organisation
across all social media sites. However, further analysis suggests there are significant differences
between demographic groups. Industry data suggest that in the past year there has been a 10%
decline in adults aged 16-34 accessing BBC online news, compared with a 6% increase among over
55s.

Social media has fundamentally changed how audiences engage
with news online

Half of all adults now use social media for news, and this rises to more than three quarters of 16-24
year olds.

To better understand how people engage with news content online, and the role that the BBC plays,
we commissioned research to map the ways in which people consume online news. Our study
identified three typical ‘news journeys’:

o -
Habitual 7 Goal-driven Incidental
consumption ' consumption consumption
Accessing news content, Actively looking for news content  Accidentally coming across news
usually through one source, to either fact-check, hear about while doing something else,
regularly, as part of a routine. breaking news or extra usually through social media,

information around a topic. word of mouth or notifications.

“TV news in the morning and in “If I hear some kind of quirky fact “I definitely see news articles without
the evening, sort of six o'clock for or an interesting story.. I'm going seeking for them. So, for example, if I'm
the local news and the national to go to my laptop and | will just going through my phone, let's say
news” search Google” Snapchat for example, there'll always
Male, 62, Yorkshire Male, 45, London be clickbait articles that you can see”

Female, 27, London

For habitual news journeys, audiences told us that BBC News had always been the first port of call;
it was part of their routine and many had grown up watching the BBC with their parents. On
smartphones, we found these journeys often took place in the morning or at night, indicating they
were part of a daily routine. Sky News and the BBC News app were the most frequently visited news
sources during these journeys.

For goal-driven journeys, the BBC was seen to be a reliable source for finding out more information
on particular topics. And as we set out in more detail above, people visit it during breaking news
events.

26

Incidental journeys were when people came across news content, usually on social media feeds or
as a result of a push notification from a ‘news aggregator’ app such as Apple News or Upday. At
these times, people generally had a different mindset. They were on these platforms to be
entertained or to catch up with friends, rather than actively to seek news. At these times the BBC is

wving for the attention of the user with ather online activities
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Three in four UK adults now watch, read or listen to BBC news

The days when people caught up with the news at set times of day, and heard little in between, are
long gone. Half of adults now use social media for news, and vast numbers of stories are available
24-7 through a wide range of online platforms and devices.

The BBC’s mission, which is set by Parliament in its Charter, requires it to serve all audiences. Making
its news and current affairs output available on television, radio and online is part of its mission.

Further data on people’s consumption of news and current affairs across all platforms, output hours
and programme spending can be found in Annex 1: ‘Facts and figures’.

Television

Despite the growth of online news, television is still the main way people access news. Television
news continues to be watched by 79% of adults according to our research, although there are big
differences between demographic groups:

Figure 2: BBC News television viewing by demographic group

D20

All adults Aged 16-24 Minority ethnic Aged 65+
backgrounds

Source: BARB 2018/19

Across its TV channels in 2018, the BBC broadcast around 23,000 hours of news and current affairs
content, accounting for just under half of its overall output. The majority of those hours (77%) were
accounted for by the BBC News and BBC Parliament channels. Around two-fifths of BBC One’s
schedule comprises news and current affairs programmes.

Figure 3: Hours of UK news and current affairs by each BBC service
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