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This assignment will be based on an organisations ability to recognise both macro and micro environment changes that could impact on the workplace culture and capability whilst recognising and utilising a change model. Researching environmental changes along with organisational changes to support stakeholders effectively through the change process whilst adhering to detailed framework in order to identify and implement the change. This is to gather evidence on whether there is a distinct link between environmental changes and the culture and capability of its workforce to. It will also highlight if the organisation is aware of and uses change models to fully engage with staff and supports them along with their stakeholders through the change. The discoveries made will be liked to a workplace example and a conclusion drawn. This report will draw a conclusion that the students current workplace has struggled to embrace change and would have still continued as an archaic process driven organisation if it wasn’t for the world pandemic of COVID-19 forcing tunnel vision to change and embracing change for the benefit of its staff, stakeholders and the organisations output. 
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[bookmark: _Toc85325249][bookmark: _Toc38920585][bookmark: _Toc456901517]2.0 Critically analyse the current forces for change in the organisation micro and macro environment that can impact workplace culture and capability

In order to critically analyse the current forces for change within the writers organisation and their impact on culture and capability the writer has firstly researched and understood what organisational change is and what factors can drive the change and how it can influence workplace culture but also impact on its staff, customers, stakeholders, and investors.
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Donald & Author (2019) state that organisational change can be defined by the reactive internal change process to external forces where change is inevitable but implemented in a controlled way. Organisational change provides the business and its staff with ongoing development opportunities and growth of the business and services, customers expect the best and for products/services to change and adapt with the times and if an organisation fails to change or move with the times or keep up with customer expectations, they inevitably forcing the customers and business elsewhere. Forces that will inevitably drive an organisation to change include government changes, globalisation, staff retention and changes the economic market. According to Parry, Kirsch Et.Al (2014) an organisation that drives successful change and diversity within the organisation would either consider employing change consultants or utilising existing change managers with a proven track record for successful implementation of changes as inexperienced individuals driving a change inevitably suffer a failure rate as high as 70%.
Whilst Kotter, P. (2012) supports the above that there are many factors driving change he states that staff also play a pivotal part in the change process. Whilst some have often experienced change/growth within an organisation, with a failure rate above it is inevitable that the majority of changes have not resulted with the best outcome leaving staff withdrawn, despondent and angry for any ongoing transformation or changes. Their fears and worries can indeed have a negative impact on any positive change after experiencing many previous efforts fail. Successful change must be driven and supported by transformational leaders that are able to draw on the positives of change, empathise with staff but lead with a clear vision that encourages and supports staffs input, fears but also rewards positive contributions. Mayer et al (2008) state that leaders who practice good emotional intelligence support better working relationships and thus in turn can mould an individual to see the positives in change and support an organisation through the process. 

A study conducted by the American Government for change review Ostroff (2006) confirms that by giving staff an opinion on change and to participate directly in the change process enables an organisation to directly focus on stakeholders needs from on the ground staff deal with their requests on a daily basis. This in turn enhances confidence, understanding vision and end goal that an organisation is trying to reach.
Organisations with a higher stakeholder satisfaction and customer relations are more profitable following a change. Good relationships between internal colleagues, customer satisfaction and a drive to one attainable and realistic goal can be met. 
This view of a common goal with the engagement and support of all staff is supportive of the writers view. In her workplace it is common practice for the change to be implemented without the knowledge of the organisation staff. A small paragraph change to a standard letter, a legislative change or even a change to your break time is never communicated thus resulting in staff upset, resistance to change and errors during processing leading to customer complaints.

In conclusion, a change is something that is different to the ‘norm’ it’s a process or procedure that can be driven by factors beyond an organisations control but in order to be implemented efficiently and succeed an organisation must nurture its staff to view change as a positive in order for them to deliver the expected results. There is evidence to support that change managers will engage and encourage staff to get on board and support the change and development by explaining the positive outcomes once implemented and the successful part that each individual has to play, why their input is important along with the individual and organisations achievement in the change cycle.

[bookmark: _Toc85325250][bookmark: _Hlk67575679][bookmark: _Hlk54825094][bookmark: _Hlk58018767]2.1 Forces for change 

Rouse, D. (1998) states that forces for change are attributed to an organisation’s workforce and not any internal or external changes. They state that despite the world being ambiguous and unpredictable it is familiar and steadfast in its way of doing business, and whilst staff and stakeholders continue to work towards one vision change does not come. The only certainty is change in staff, not change in the environment.
This vision is simply not supported by Mitchel, A. (2016) where the current effects of change are driven collectively by external forces, society, countries growth and government politics drive change that is then implemented and supported by representatives within an organisation. In addition, Fullan, N. (1993) identifies and supports Mitchel, A. (2016) theory that innovation and reform is driven by external forces, but that change can only be implemented from grass roots, engaging with knowledgeable staff that will lead to a successful and productive change process. Fullan and Mitchel’s views are closely linked to that of the writer who agrees that although change will come and must be embraced it is the staff that understand the key elements of the day-to-day running of an organisation are the most knowledgeable engage with and progress the change providing support and stability of employment are guaranteed. 

Within the current workplace the current forces for change within the organisation were not planned years in advance as many government changes are but was thrust on the business due to the world pandemic of Covid 19 virus. Within days a fully functioning government department with over 5000 staff on site, investigating, processing, and supporting an agency that issues over 5000 driving licences a day abruptly came to a standstill. With the UK isolating its most vulnerable citizens and others told to work from home this was unprecedented times for everyone. 
With an organisation that heavily relies on the NHS to support their investigations, staff on site to examine medical records and issue licences along with collaborative working with policy and external stakeholders, this was impossible. Hauliers, emergency services, healthcare workers and all support staff still needed the licences, but the agency could not issue them. 
The external forces that forced the macro change were beyond the organisations control. However, with an immediate request to Parliament to change legislation supported by dedicated investigation staff, a strong IT department and the issue of encrypted laptops to isolating staff quickly ensured that those in need of a licence to support the economy and the NHS would be made a priority for our investigations. Positive processing changes were implemented without any staff input, no time for explanations to stakeholders or staff and no time to ensure that the change in policy and procedure would work, it has to simply be implemented. This forced to change resulted in a split workforce, some staff were disgruntled that they had been chosen to work from home whilst others hadn’t, some struggled to find the space and peace to work from home whilst juggling work, parenting and home schooling whilst others thrived on the change and the opportunity to enhance their expertise and support a positive change brought about during unprecedented times. 


[bookmark: _Hlk76829828]Within middle managers now having to remotely supervise their staff that were chosen to work, ensure GDPR regulations were still adhered to by homeworkers whilst still attempting to manage staff in the office and their work output this was indeed no easy task. Medical officers need a strong support network to efficiently carry out their daily tasks, many systems are used in decision-making and many knowledgeable caseworkers have an input into a decision. With the change in culture along with the lack of support home working staff did not feel capable or stable enough in their decision making skills and many suffered from stress and burnout that inevitably resulted in resentment of their colleagues that were not chosen to work from home. The organisations medical department functions as a team, much like a bike it is made up of varying parts that all work together to common goal of making a licensing decision much like that of a bike where all components work together to turn the wheels. With the support of colleagues, doctors and nurses, policy and system support stripped away and individuals working solely on a laptop, isolated at home often with their family around them inhibited their ability to perform the basic of tasks in order to keep the cogs of the Department functioning and licences being issued with the backlog to date of over 482,000 medical cases needing review, the highest figure for all transactions in the organisation since its creation in the 1970s.

To conclude Evans, L. (2012) states that there are three key components that drive change, external influences, attitudinal development of an organisation and its staff/stakeholders. Each of these is relevant and key components when identifying and implementing processual, perceptual, and analytical change. By understanding and knowing your environment can sometimes aid an organisation through change. However, there are some instances where change cannot be forecast but must be implemented immediately in order to continue providing a service/producing goods. Fortunately, drastic, and imminent changes are not commonplace within the organisation but given circumstances the agency has continued to provide but limited a service to its stakeholders. It is with this view in mind that staff who contributed to the change in any way have a vision for success and a drive for excellent customer service.
[bookmark: _Toc85325251]2.2 Micro and Macro environment

When analysing the macro and micro environment within an organisation, it’s imperative to firstly understand the change process and how an organisation is reactive to radical macro change in legislation and process support during a worldwide pandemic.

In the current workplace and in order to gain an understanding of her organisation she conducted a SWOT and PESTEL analysis of the macro environmental changes that has forced a archaic organisation into a reactive response allowing them to identify might grow environment changes to support the imminent change in direction. As well as highlighting key strengths it also addresses significant weaknesses and threats that could potentially with the right vision and drive be turned into opportunities for future organisational growth. 

Appendix A (PESTLE for MACRO environment) highlights a radical change that was thrust upon the organisation that in turn reacted with positive legislation and staff at home working changes in order to support the UK economy and continue to license ‘key workers’ to continue the vital work. There are many external factors that pose a risk to the organisation during the pandemic but the main difficulty or issue facing the organisation is that of home working. From an agency perspective the negatives outweigh the benefits in relation to cost, equipment, scale of the change and support that would be needed not only from IT but also the teams/peer support. But with the change that must be implemented the organisation has to draw on the positives and highlight these to their staff as a benefit in order to drive the change. The only viable option given the lack of on-site staff was to implement and support home working. This in turn raised questions surrounding on-site staff, i.e., should this opportunity be open to all staff and not those that are vulnerable and isolated? How would operational staff process and issue a licence from home? How would IT and infrastructure support staff in over 2000+ locations? And how or what stakeholders would fund the change. She also highlighted that increasing home working would have a positive effect on the environment and local community with less staff travelling to work, less traffic and congestion, resulting in reduced carbon footprint.

Appendix B (SWOT for MICRO environment) covers a slightly different analysis whereby she has considered more internal factors that are posing a risk, with the main issue once again being home working. The strengths of home working highlighted show that the organisation could continue to support the UK economy, keep drivers on the road while still meeting the Secretary of State targets to minimise backlogs and prioritise ‘key worker applications’ should they choose to implement this service the weaknesses identified would be the lack of peer support, data regulations not being met, decline in mental health, along with the drop in productivity and inability to manage staff and quality check work over so many locations. Threats of system hackers, closure of schools so children were also at home whilst staff were trying to work, significant increase of multitasking but with the quick burnout of immense pressure to reach targets could result in staff burnout. But by turning the weaknesses and the threats into opportunities it was clear to see that the positives clearly outweighed the negatives. More flexible working, less travel time, reduced carbon footprint, streamlined medical process were all highlighted as positives that would come out of the change thrust on an organisation in a world of uncertainty and despair. Whilst some staff refused to adapt and change others embraced the new way of working allowing them more time at home with the family or more time identify development and progression opportunities within the home working environment. 
When Parliament abruptly changes legislation and advises it organisation to implement the change today the senior managers positive and reactive attitude quickly trickled through staff with the majority fully supportive and eager to get on board with the change. Instantly purchasing additional IT equipment or restoring and rebuilding its current stock to distribute to isolating staff eager to work from home. This was process that was to take months to rollout and during that time on-site staff could see the benefits and advantages their colleagues at home were benefiting from whilst they were stuck in the office. Because of this the organisation applied to an external stakeholder for additional funding to support the purchase of additional laptops so that the dedicated on-site staff also had the opportunity to reap the benefits of home working whilst also supporting the organisation in maintaining its level of output, keeping it backlogs to a minimum and the wheels of the UK economy in motion. 

According to Hartwig, S and Mathews, S (2020) many organisations fail to fully engage with its staff during the change process resulting in jealousy, sabotage and even staff loss that can lead to a change not being implemented. By engaging with staff from the outset, being open and transparent and positive to the change enables an organisation and its senior managers to entice their staff to follow their lead, embrace the change and support the new vision.
To conclude this is indeed evident within her organisation that a transparent leader/change manager that fully engages with their staff and drives them to change during any change process did result in success. The vital changes that were imposed in the workplace overnight were not initially met with positivity but by drawing out the strengths and weaknesses of the opportunities available highlighted key benefits for staff, stakeholders, and organisation, and this could only mean the implementation of a positive change for all. 

[bookmark: _Toc85325252]2.3 Culture and Capability  

Change is one of the key ingredients in building and sustaining high-performance organisation in the current climate. It is true in the ever growing, complexed and fast changing world organisations are competing in today. 
According to Parashar, M. and Singh, S. (2005) macro and micro-policies are the determining factors in the ability of an organisation to adapt to new challenges and take advantage of growth potential. However, the relationship between successful growth of an organisation and the culture and capability of its workforce do not always mirror the same success. Burns, R. and Dietz, T. (1992) states that although the culture and capability of an organisation are important, they are not linked directly to the environment changes they will not necessarily cross paths, for example a change manager will be sufficiently knowledgeable about the organisation’s environment in order to track and compare any factors that impact on the organisation and focus on all contributing factors that are driving a change, their vision is the change in the product or services not the day-to-day running of staff, technical support or the organisations values.

It workforce with a diverse background, interests and education levels will provide the foundations from which an organisation can grow providing the support the capability of all staff members. From on the job training to supporting enhanced skill sets, driving a positive attitude within the organisation, and supporting individual’s health and growth key factors within the change process. In contrast to Parashar, M. and Singh, S. (2005) Hossein, D et. All (2013) highlight that it the diverse culture of a working team that has a profound impact on the capability of an organisation and in turn the output and growth it produces. Recruitment of talented individuals with shared attitudes and values supported by the correct workforce aids and learning will drive forward change and encourage other staff to follow their lead.
Like any other resource capability, culture and innovation within the workplace can deteriorate over time if it is not reviewed and revised with input from all stakeholders. The organisation must embrace both processes and assets to reach an end goal providing it has set the fundamental building blocks to achieve this. By providing a made-to-measure and robust capability resource will reflect a positive culture and maximise output results. Kasper, H. (2002) supports the above and indeed the view of the writer where organisations that support and drive an open and inclusive culture is reflected not only in the capability of its staff but the clarity in the meeting personal and common goals. It drives an individual and an organisation to be the best or deliver the best it can, and these components are essential to support a successful change.

Within the current workplace the culture of the organisation drastically changed overnight from customer facing, meetings and colleague support to zoom calls, home working, distance learning and the reliant on mainstream technology to sustain an organisation throughout a world pandemic. Although a change in parliament legislation was made immediately the process wheels of a government department are always slow to kickstart and with the organisation predominantly office-based they had neither the equipment, resources nor know how to set up home working for over 2000 staff. Within days of staff being sent home ill-equipped to continue their role in a small and steady manageable backlog grew exponentially to over 600,000 medical applications. The majority of these applications were ‘key workers’ hauliers, paramedics, fire personnel, NHS staff and the like all needing a licence to keep the country running and us as individuals safe and with this in mind a vision was set, and all available resources exhausted to implement it. The capability in the organisation’s technology to sustain the change would have taken months to investigate, the limited laptops and PCs available was simply not enough for all the staff along with managing a team of 20 staff all in different homes and arranging delivery of equipment was a logistical headache. Although there were initial push backs from staff, negative comments, and some point-blank refusal to change their ways of working the strong culture that the organisation is known for began to shine through with staff volunteering to use their own IT equipment, broadband supply and even happy to be retrained in other work streams drove the change forward allowing it to be implemented within a week. 

To conclude although her organisation is still very much in the recovery phase of the Covid 19 pandemic and still with a considerable number of staff still working from home the backlog has reduced by over hundred and 50,000, waiting times for key workers have dropped from six months to 14 days and despite the initial negativity from some staff and the concern around mental health and skill ability during isolation/homeworking for the majority it has been a success. Allowing staff greater flexibility with their working times, increased family time, reduction in the carbon footprint from travelling to the office and a happier and more contented daily pace that is reflected in individuals that our still customer and stakeholder focused. Pankaj, M. (2018) confirms that by developing a strong culture within the workforce and sustainable capability then developing and implementing a change will be successful and customer driven. Inclusiveness of staff stakeholders and management can truly support a change and embed it into the culture of the organisation.



[bookmark: _Toc85325253][bookmark: _Toc54909703][bookmark: _Hlk45484871][bookmark: _Hlk45923756]3.0 Evaluate how organisational stakeholders can be effectively led through complex workplace change

According to Whitmore, J. (1992) the use of change models within an organisation are becoming more popular in the workplace today, allowing organisations to effectively lead all stakeholders through complexed changes.
John Kotter’s (1996) developed his 8 Step Model of Change from research of over 100 organizations which were going through a process of change. He identified that by implementing a basic step-by-step model that provides clear descriptions throughout the process change, emphasising the involvement and acceptability of the employees to drive the process to success while major emphasis is placed on building acceptance and compliance for the change instead of the actual change process. Although the steps are seen by some as time-consuming Rose (2002) it provides clear description and guidance for stakeholders and staff on the entire change process that is relatively easy to follow and implement.

Kotter (1990) states that irrespective of the organisations size or the size of the change model is can always be implemented successfully to support and drive the process giving clarity to staff and stakeholders. He also states that although change models are easy to follow and useful tools the employees must also have a good working knowledge of the knowledge, display autocratic leadership skills, and practice good emotional intelligence in order to support and drive change with their co-workers.
Kotter’s (1996) view is further supported by Taylor, J. (2006) that a unanimous drive between co-workers to reach a goal is successful not all individuals will have the necessary level of emotional intelligence or leadership skills needed to succeed. Some will exceed their own expectations and the knowledge and skills will set them apart from their peers allowing them to develop further and become outstanding leaders.

Another model of change is the Kurt Lewin’s change model (Lewin, K. 1947). Burnes, B. (2020) states that in its simplest form it can be used to identify and progress an organisation or individual through a change process. He further adds that the three simple steps of ‘unfreezing’, ‘change’ and refreezing is the only process that should be followed to enhance an individual skill whilst continuously monitoring and reviewing the goal. His view however is not supported by the research and opinions of Bakari, H. et all (2017) conclude that there will not always be organisation or stakeholder support to be able to unfreeze a current and effective working process just to refreeze and be left with a very similar outcome. Their view is that analysis of current work positions along with constructive discussions will inevitably identify the obstacles that may arise prior to ‘unfreezing’ or changing a process that is paramount in continuing the efficiency of an organisation and its stakeholders. 

Kotter’s view along with (Wagner, J. 2010) supports the writers view that a structured small, stepped progression plan is not only the best way to support the growth and drive of an organisation but with the right leaders and clear two-way communication will lead each member of staff clearly and efficiently through the complex change by working as a team, developing themselves and others through the organisations ‘stepped vision’ for change.

Simply forcing staff into a change without clearly explaining what is expected of them and why will result in staff refusing to accept the change for example increased sickness, decrease in productivity, closed and isolated mind that will breed negativity throughout the organisation. With effective management, clear communication, and empathy with the staff regarding the change will draw on the personal qualities of individuals who will then work harmoniously with co-workers and stakeholders to ensure change is a success. Buhler, P. (2002) also support her view stating that ‘offering a well stepped change programme will ensure that staff freely participate in the progression of the change and the organisation rewards them for their efforts. This will result in staff retention and loyalty amongst them to their organisation whilst they strive to implement the change successfully and efficiently. As stated above the writers organisation does not adopt the view of Burnes, B. (2020) where an organisation must freeze and unfreeze process but fully supports and implements Kotter (1990) that small steps worked alongside employees, stakeholders and the organisation will drive successful change.


[bookmark: _Toc85325254]3.1 Workplace example   

In the current workplace across all departments and with all managers there is no set change process in place to guide or implement any change of varying levels. Despite the many departments with varying skill sets and individuals wishing that they could suggest process changes, highlight anomalies, or even have their vision implemented in a change this way of working is not looked upon favourably by the organisation. As an archaic process and driven department that relies heavily on the ethos of ‘this is how it has always been done’ it takes great courage from staff to speak up and greater difficulty for them to make a change. However, at the beginning of 2019 worldwide pandemic broke out grinding the country and most of the world to a standstill. Staff were not allowed to attend the office to investigate and process medical applications, while the NHS were unable to support the organisation with expertise and resources to complete the investigation. The organisation found itself with an archaic on-site system no processing staff and a backlog that was quickly growing. An immediate legislative change in Parliament allowed the organisation to implement ‘home working’ with immediate effect. This put an extreme amount of pressure on all stakeholders and staff is not all departments had the facility or resources to support the change and with no common change process each department was unclear on what the other was able to do. Effective communication and organisational responses from senior management would have ensured that each member of staff had the capability to work from home, that the environment did not impact on their work and that the culture and ethos of the organisation for customer satisfaction was met at all times. This was not forthcoming and what happened was laptops were sent to some staff who did not have access to broadband, not enough IT equipment was available to all staff resulting in resentment from the ones that were forced to work from home, school closures meant that entire families were living 24/7under one roof and therefore not supporting a good working environment along with the lack of peer support and mental stimulation from being in the office.

By simply implementing the Kotter eight step change process would of alleviated the majority of the issues raised above and could have maintained the backlog of applications through the first few months rather than increasing it. Engaging with all staff both at home and still at the office would have enabled the organisation to understand where and with who key knowledge and strength lie and directed them to specific work streams aiding the decrease in the back log and lessening staff uproar at how equipment/work were distributed. An ever-increasing backlog coupled with the decrease in staff engagement/enthusiasm resulted in a parliamentary meeting with the organisations chief executive to explain the position. It was following this meeting that all staff were given the opportunity to share their views on their working conditions, work streams, ideas for change or any constructive comments in order to compile a comprehensive stepped change plan to be implemented immediately. From this staff who are struggling with homeworking due to lack of IT equipment, children being at home or no knowledge of the work they were asked to do were able to (whilst adhering to government guidelines) return to the office for short periods in order to carry out their role. It also enabled the office staff who are struggling to find childcare for them to attend work allowed them the opportunity to work from home and ease their stress. 

This pandemic forced the organisation into implementing imminent change the did for a short while disrupt staff working conditions and their output but by simply implementing a process change that drew on all the positives, addressed the negatives, and included views of employees and stakeholders would have led to lower backlogs and more contented staff from the outset. Despite this setback the current ‘home workers’ are content in their role and still playing a vital part in the running of the UK economy whilst supporting their families at home and juggling more than one job and current ‘on site workers’ are also playing a pivotal role by continuously monitoring internal and external forces that may bring about further changes.

To conclude, Drucker (2012) states that good leadership brings people together and supports results to achievement and accomplishment. As highlighted above this is unfortunately not commonplace in the current workplace, there are many possibilities and staff abilities within the organisation’s workforce that are being overlooked because of the archaic process driven view where change is very rarely an option. If only the chief executive had the view of Pena-Acuna (2017) and engaged with her staff to, continuously monitored macro and micro changes in order to enhance the organisations output could have resulted in this change being implemented prior to the pandemic and therefore significantly reducing the chaotic forced change and significant increase of applications that are still rising 18 months after the pandemic it.
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STRENGTHS

Are currently the only service providers
Recruit the best IT system build and
security consultants

Private Sector and governed by
Government guidelines

Trained staff that can screen/process
applications

Systems fully supported by home
Broadband

Online learning platforms

Individual Teams accounts

Code of conduct covers working away
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still heavily reliant on hard copy data
and filing cabinets

School closures resulting in whole
families at home and no quiet
workspace

Staff moral and mental health decline
capture and store irrelevant
information

inexperience staff unable to utilise
knowledge of their surrounding team
teamwork and collaboration is the key
to effective licensing decision making
inability to quality check work
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Streamline services and medical review
processes

Trial homeworking that has always
been negatively viewed for lack of
senior management confidence in staff
Use medical records for a decision and
not request the same information on a
prepopulated questionnaire

Be part of a radical change in
Government legislation
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Staff resistance and unwillingness to
buy into a new way of working

Archaic system to support the increase
in home workers

Hackers intercepting personal data
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with no government firewall

Loss of staff

Loss of staff experience and
enthusiasm

Loss of the team working ethos that
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Staff knowledge becoming stagnant
will less interaction between onside
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