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Executive Summary 


This report focuses on the relocation of BBC Wales from their old site in Llandaff to the new site in Cardiff City Centre, as well as the observed procedures and changes in management during this process.

BBC Wales is the national public broadcaster for Wales and is part of the BBC UK. 
They are known for providing high-quality broadcasting content, including TV, radio, and online services for the citizens of Wales and the rest of the UK. 		BBC Wales also offers Welsh-language content on both radio and TV, and actively supports the expansion and promotion of the Welsh language and culture, including educational programming.

Given the complexity and size of the company, which encompasses numerous departments, various change management models have been used to analyse these changes. 									However, the preferred model for this report is Kotter's eight-step model, as it is better suited for large and complex organizations like BBC Wales.

This model provides insight into the relocation and the changes that occurred during the COVID-19 pandemic in 2020, particularly focusing on the period from 2017 to 2022. It explores how these unexpected circumstances influenced the decision-making process and subsequent changes in management.
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· Introduction

The company I have chosen is BBC Wales, and the change I will be discussing is their move from the Broadcasting House in London to the new site, Central Square, in Cardiff City Center.

When we talk about change, the first definition that comes to mind is making something become different. 

Change is a constant part of our lives in many ways. Change Management is about managing a specific set of changes to improve the company, regardless of the circumstances or factors involved.

BBC Wales is the regional site for BBC in the country of Wales. It covers all the broadcasting services provided by BBC in Wales.

BBC Wales is the national broadcaster, offering TV, radio, and online services. They also have their own orchestra. Additionally, they have incorporated or added services in recent times, such as S4C, which is a Welsh language TV broadcaster.

Regarding the location, BBC Wales is based in Cardiff. However, they have multiple site locations and specialized areas to cater to specific service demands, including post-production, production, and creative content in different cities, including Swansea.

The change we will be focusing on is the transition from the main site in Llandaff to the city centre in Cardiff. This change was planned in 2015 and has been ongoing until around 2022. Although there are still some remaining issues to address, most of the change has been implemented.

Why did they need this change? Well, BBC Wales needed to meet the broadcasting needs of Wales in terms of TV and radio. The reason behind this change, was the need to update their technical infrastructure to a more efficient and state-of-the-art system.

BBC operates under a board of members who administer the entire organization from London. They also have to comply with the government broadcasting regulator's specifications. Therefore, there are certain technical requirements to be met.

In this case, the aim was to update the technology by implementing an Internet Protocol (IP)-based infrastructure. This means that the entire building operates using internet protocols and cables instead of relying on old audio and video cables, this improves the workflow and ensure a more modern and futureproof updated system.






· About the BBC Cymru Wales

	BBC Wales is the division of the BBC responsible for broadcasting services in Wales. Their primary goal is to provide national television, radio, and online content, with a specific emphasis on promoting services in the Welsh language. While their headquarters are in Cardiff, they also have additional locations in cities like Swansea and Bangor to meet specific service demands.

Although BBC Wales was established in 1964, the focus of this paper is on the period from 2015 to approximately 2022, during which the department underwent changes and transitions. 
These changes were necessary to keep pace with the latest advancements in broadcasting technology, particularly in the streaming and internet era. To adapt to the digital age, BBC Wales upgraded to state-of-the-art IP technology at their new site in downtown Cardiff.

BBC Wales operates under the governance of a board of members based in London and adheres to the specifications set by Ofcom, the government broadcasting regulator. Ofcom establishes the standards for transmitting and delivering programs to the public.

BBC Cymru Wales is a division of the BBC that serves as the primary public broadcaster in Wales. With approximately 1,200 employees, it produces programs in both English and Welsh for television, radio, and online services. 
BBC Cymru Wales operates two TV channels (BBC One Wales and BBC Two Wales) and two radio stations (BBC Radio Wales and BBC Radio Cymru).

The TV channels can deviate from the main network feed to broadcast national programming. They offer a diverse range of English-language programs, including the flagship news program BBC Wales Today.

BBC Cymru Wales also provides Welsh-language programs, such as the news service Newyddion that is supplied to the Welsh channel S4C under the BBC Cymru brand. Additionally, they provide playout and technology services to S4C through a partnership agreement.

BBC Cymru Wales operates two radio stations that cover the entire country. BBC Radio Wales broadcasts in English and provides local programming for approximately 20 hours a day, while BBC Radio Cymru offers Welsh-language programs across various genres for a similar duration. During off-air periods, Radio Cymru simulcasts BBC Radio 5 Live's overnight program.

In the online and interactive realm, BBC Cymru Wales has its own dedicated mini-site on BBC Online and contributes news and features to other sections of the platform. 
They also provide news stories for the BBC Red Button interactive service.
Furthermore, BBC Cymru Wales houses the BBC National Orchestra of Wales (BBC NOW), a full-time orchestra that performs concerts in different locations throughout Wales. Many of the orchestra's concerts are recorded for broadcast on various BBC radio channels.
· Reason for change.

BBC Wales has successfully relocated its headquarters from Llandaff to a new building in the center of Cardiff, despite the challenges posed by the global pandemic. The move was deemed necessary due to the outdated and unsuitable nature of the previous headquarters for modern broadcasting.

The new base, situated in Central Square, boasts cutting-edge IP technology, making it the most advanced broadcast building in Europe. This technology allows seamless communication between devices within the building and incorporates the latest internet advancements into production processes. 				While radio services began operating from the new site two months earlier, daily TV broadcasts are set to commence.

The relocation was crucial in consolidating the broadcasting infrastructure into a single site, ensuring efficiency during the pandemic. Most staff will continue to work from home as part of social distancing measures, with only those involved in critical broadcasting allowed in the new building.

The project, which cost £100 million, remained within budget and represents a long-term investment in Welsh broadcasting. The new headquarters provide state-of-the-art technology, facilities, and studios to support the creative work of a modern broadcaster. Despite the challenges posed by the pandemic, the team successfully completed the move.

The new building is part of the redevelopment of Cardiff's city center, marking the final phase of office block construction near Cardiff Central station. 		The previous Broadcasting House in Llandaff, opened in 1966, was renowned for its modern architectural style but had become inadequate for the evolving needs of broadcasting. 										With the relocation, BBC Wales aims to be closer to its diverse audience in the heart of Cardiff, embracing change and looking toward the future of broadcasting in Wales.

















· Opinion based in a force field analysis.

Change management is a complex process that involves various factors and circumstances that must be taken into consideration to achieve successful outcomes. 
The factors that influence change can be categorized as internal or external. In the case of the BBC's management and relocation of its site, several factors have driven this change.

From a political standpoint, the government's objective is to attract more people, businesses, and national exposure to the city of Cardiff. 			This is an effort to position Cardiff as a prime location for media broadcasting companies and other businesses, generating profits for both the BBC and the city of Cardiff. This aligns with the objective of increasing business attraction, which is crucial for economic growth and sustainability.

Another factor that has influenced the BBC's decision to relocate is social. The BBC aims to improve its image and community involvement in Wales. Recent scandals have damaged the BBC's reputation, and they want to demonstrate their commitment to the community and the people of Wales. 				This is a critical step in rebuilding trust and restoring confidence in the organization.

Technological advancements have also played a vital role in the BBC's relocation decision. The upgrade to state-of-the-art technology is intended to enhance operational efficiency and collaboration with other broadcasters, meeting the demands of the current requirements for transmission. 				The latest technology will make work easier for technical operations and staff members, improving their overall performance and productivity.

Legal reasons and environmental considerations are also critical factors in the BBC's decision to relocate. The BBC wants to ensure that the new site is environmentally friendly and sustainable. 						They aim to minimize the impact on the environment and create a favourable working environment for their staff. This is a testament to the organization's commitment to corporate social responsibility and ethical practices.

Internally, the relocation to a smaller site is expected to reduce operational costs. However, there are differing opinions on whether this will be cost-effective in the long run. 											This is an important consideration, as cost optimization is essential for long-term sustainability and profitability.

In terms of service and products, BBC Wales plans to operate 24/7 to align with the services offered in London and Manchester. 				Optimizing worker flow and improving their quality of life by reducing commuting time is a priority, as it is expected to enhance their performance at work.


However, change management also presents challenges. One of the significant concerns during and after the transition to the new site is job loss. 			The management of job losses has been seen as a weak point in the change management process. 
Organizations must have a comprehensive plan in place to manage job losses effectively and support those affected by the change.

Another challenge that the BBC has faced is innovation. Implementing new technologies requires expertise, and there is a shortage of highly skilled individuals. 
This poses a challenge for the organization, as there is a lack of skilled personnel to adapt to the new technology. 

The BBC underestimated the importance of maintaining production quality and craftsmanship in their programs, relying too heavily on digital capabilities. 		This is a critical lesson for organizations to balance technological advancements with traditional methods to maintain quality and craftsmanship.

The leverage force field analysis suggests that it is essential to address the opposing forces rather than solely focusing on increasing the driving forces. 	This means that organizations must identify and address the obstacles to change, such as job loss and technical challenges. 						By tackling the opposition forces in time, they can be transformed into driving forces, leading to successful outcomes.

Considering the size of the organization, there have been various challenges, both big and small, that needed to be addressed. 

The BBC's relocation decision is a significant undertaking that requires careful planning, execution, and management. 

Overall, the change management process appears to have been effective. However, it is essential to give due attention to opposing forces and challenges to achieve successful outcomes. 

















· Kotter’s eight step model applied for change.

Key Points in Kotter's 8-Step Change Model:

· Create Urgency: 

Getting everyone on the same page is not an easy task. You have to present a compelling argument for change by highlighting both the positive and negative aspects, as well as the future opportunities and risks that may appears, much like the impact of the Covid-19 pandemic. 							Having open conversations about market trends is crucial for bringing people on board and demonstrating the necessity of change. 	Additionally, you must seek support from customers, industry professionals, technology providers, companies, and even the government. It's all about gathering the necessary resources and building that support.



· Form a Powerful Coalition: 

Having strong leaders who visibly support the change and can convince people that it is mutually beneficial for all parties involved is a necessity. 			However, connecting and bringing together a large and diverse group of influential individuals from different departments of BBC Wales poses a strategic challenge. 									
While modern technology allows us to video conference and work from home, being physically present is still paramount for building rapport with your team. Making them work together as a whole unit and maintaining momentum is crucial.



· Create a Vision for Change: 

To gather and connect all the great ideas and solutions to form a clear and memorable vision is as important as identify the core values driving the change, create a concise summary of the envisioned future, and develop a plan to make it a reality. 
Don't overlook valuable input from those lower down the hierarchy, including frontline staff who possess first-hand experience of daily challenges. 
Discovering the underlying values, simplify the resume of the future, and ensure your team embraces the change. 					Coordinate the explanation so that it convinces everyone and moves the project forward.







· Communicate the Vision: 

Be sure everyone is on the same page and understands the vision, to talk about it frequently and integrate it into all aspects of the organization is very important in fact. Demonstrate through your actions that you're committed to the change and you are leading by example.
Effective communication is crucial at every level of the management hierarchy. This is where BBC Wales fell short, as the information shared among staff members lacked consultation and was mostly informative. 					By involving the specialized experts who work on the ground every day, particularly in technical areas, we can gain valuable insights into their needs and resource gaps. 										The frontline staff holds essential knowledge about everyday requirements. Let's consider their input and ensure their voices are not ignored.



· Remove Obstacles: 

Try to identify and eliminate the opposing forces that are hindering the change. 											Assign change leaders to guide and push the process forward by reviewing and aligning the organization's structure, job descriptions, and systems with the change goals. 											It's important to avoid making hasty decisions that could negatively affect the desired outcomes. 									Recognize and reward those who support the change and convince resistant staff members to help them see the positive aspects of the change. Encourage them to change their mindset and become advocates for the change.




· Create Short-Term Wins: 

By celebrating small steps and recognizing them as accomplished goals, you can maintain people's motivation. 						
Set short-term goals that are realistic and aligned with the overall vision. Utilize a straightforward and well-organized critical path analysis to assist in this process. 								
Evaluate the risks and advantages of each goal independently and give recognition and rewards to those who successfully attain them. 		
This approach will cultivate a sense of achievement and propel further advancement. Unfortunately, BBC Wales seems to overlook and underestimate the significance of this aspect.





· Build on the Change: 

Learning from previous experiences, such as those at BBC North Media City or BBC Scotland's new facilities, is crucial and often overlooked.
Take note of both successes and mistakes, as they provide valuable insights for continuous improvement. 
Don't settle for initial accomplishments; instead, continually set new goals and embrace fresh perspectives, leaders, and individuals to maintain momentum and strive for ongoing enhancement. 
It's essential to never stop seeking new ways to make things better and foster a culture of continuous improvement. BBC Wales should draw lessons from these past experiences to drive their own progress.



· Anchor the Changes in Corporate Culture: 

Ensuring that the change becomes integrated into the core philosophy and standard workflow of BBC Wales will facilitate future changes and developments within the company. 
Continuously discussing progress and sharing success stories will encourage individuals to view change positively and become more receptive to further transformations. 
It is important to reflect the values of the change in the hiring and training processes, enabling new employees to embrace the new culture and philosophy that initiated the change. 
Recognizing and acknowledging the key individuals who drove the successful implementation of the change is crucial, while also planning for new leaders to carry forward this approach in the future. 

By following these steps, you can increase your chances of successfully implementing change and making it a natural part of your organization's culture.


















· Conclusions and recommendations.

This is just a thought, and to be honest, after reading several books on the subject, I've come to realize that the model used for this entire transition at BBC Wales is likely a combination of different models tailored to the specific needs of each department. 
What works for the HR department may not work for the technical or journalist departments. It seems that they have utilized various models, including a customized version of Kurt Lewin's 8-step model.

However, I must point out that learning from past experiences, such as BBC North Media City and BBC Scotland's new facilities, is an aspect that has been greatly overlooked. 

By learning from both successes and failures, we can continuously improve and find better ways to implement changes. It's important not to stagnate with early success but to keep creating new goals, bringing in new perspectives, leaders, and people to maintain momentum and strive for continuous improvement.
Integrating the change into the BBC Wales philosophy and workflow will facilitate future changes and developments within the company.

Regularly discussing progress and sharing success stories will encourage people to view change positively and be more open to new ideas. The values of the change should be evident in the hiring and training of new employees, ensuring they embrace the new culture and philosophy that drove the change.

Observing and recognizing the key individuals who successfully implemented the change and planning for new leaders to continue this approach is vital. It is crucial not to fire workers or technical staff before or during the transition, as their expertise and support are essential.
 It's ironic to see some workers being let go, only to be rehired by umbrella companies to work on the same site during the transition.

Regarding professionalism, it's important not to hire recent graduates for high-level management positions where time is critical, especially in the broadcasting industry where live broadcasts are time-sensitive. 

Additionally, BBC Wales failed to fulfill their agreements with third-party companies during the commissioning and decommissioning of sites, causing significant delays and economic penalties.

It's clear that BBC Wales did not learn from their previous mistakes in Manchester Salford Quays and London White City. 
When planning, it's crucial to have a deep understanding of your company or business. 






Here are some key findings:

First, consider buying instead of leasing, unless the city centre location is too expensive. 

Second, avoid letting go of staff until the new site is fully operational to maintain confidence and a stress-free transition. 

Third, refrain from hiring trainees for critical positions with time constraints. 

Fourth, ensure third-party companies meet deadlines, specifications, and security checks. 

Fifth, learn from past mistakes to avoid similar situations. Lastly, align your business and services with working hours to avoid wasting resources and money.
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