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1.0 [bookmark: _Toc112874348]
 Introduction 

The premise behind this assignment is to demonstrate an understanding of leading change management. This will include relevant theories, models and frameworks, and any other aspects appropriate to this discourse. The student will use his workplace as a case study to provide a practical backdrop for change management. This will be backed by observations and evidence were applicable.

[bookmark: _Toc112874349]1.1 Background

Let us get the elephant in the room out of the way. Statistically, 70% of all organisational changes fail and there is a plethora of reasons that can lead to this, including, a weak culture, and lack of vision or buy-in (Gleeson, 2017). Understanding the process of change and knowing how to manage it can increase the chances of success. As John Kotter, who is regarded as the father of change management in the modern era, noted, transformation is a process and not an event (Kotter, 1995). Burnes (2004) stated that change is part of the fabric of any organisation, therefore, important. 
So, what is change? According to the Chartered Institute of Management change ‘involves accomplishing a transition from position A to position B and managing any problems which come up during the process’ (CMI, 2014), and according to Kotter, managing this change requires the use of basic structures and tools to control said change. Peter Senge (2006) explained change management as managing complexity, planning, evaluation, and strategy application.
The way this change is managed has a direct bearing on its success. The key to this is people. Change requires a behavioural shift in both the organisation and its people. It is they who can make or break change. Overcoming any barriers and exemplifying a change vision means removing people's fear to change. This is in part down to the leadership’s management style and the way they communicate change.
The recent Covid-19 pandemic has meant that many organisations have experienced change management to varying degrees with many taking a holistic approach to dealing with change (Srivastava et al., 2020). 
How a change is approached is dependent on the nature of the change required. Reasons for the change include financial, market conditions, technology, and political and legislative. The methodology is as varied as the reason to change. Just a cursory search through academic texts results in many models, theories, frameworks, and tools. The most popular include Kotter’s Change management theory and Lewin’s 3-stage Model of Change. Then we have the behavioural change models Kûbler-Ross Curve and not to dissimilar Bridge’s Transition model to the outlier of Maurer 3 Levels of resistance and Change model that focuses on the reasons change fails. There is no one fits all method to change only the best options available. 
Instigation of any change process is not too dissimilar to project management. Indeed, they go hand in hand. Just like change management, projects and programmes are designed to deliver change from one guise to another. Doing this well will ‘address resistance and reduce performance impacts and secure sustainable benefits more rapidly’ (APM, 2017), the bugbear of any change process.
[bookmark: _Toc112874350]2.0 The Case Study

As alluded to earlier the student feels the best avenue to explain the change process is through a real-life example. The name of the business has been changed for reasons of confidentiality and will be known henceforth as Alpha Ltd. The affiliate business will be known as Beta Ltd. 
[bookmark: _Toc112874351]2.1 The Scenario

The student’s employer is a Wholesaler catering to the restaurant and takeaway market. It has a bolt-on retail business that caters to both commercial and retail customers. The recent Covid-19 pandemic has placed a strain on the market outlook. Recent data show larger competitors and the market seeing year-on-year declines (CLH News, 2022).
Recent events have further compounded matters that have seen the cost of trading jump (Aldrick, 2022), supply chains being disrupted (CLH News, 2022), inflation rampant (ONS, 2022), and disposable incomes at a precipice (OBR, 2022). The direction of travel points to a bleak future. 
Alpha Ltd.’s financial situation mirrors that of the market. Management has been in denial of its predicament, but market conditions dictate change is in the offing. 
Any change solutions will inevitably mean cost savings to put Alpha Ltd on a sound financial footing to weather the coming storm. So, what are the options? Downsizing or right sizing are options. Others include cost-saving strategies; reducing hours, lowering wages, reducing headcount, or the nuclear option; closure (Maurer, 1999). The latter option is what Conner (1993) called the ‘burning platform.’ The idea is to create a sense of urgency for change. The threat of closure is used to change behaviour or suffer the consequences. The student regards this as an extreme choice. Drawbacks can manifest themselves in the form of low morale, misinformation, or worse employees leaving. This will not place a positive spin on the change process. Negativity will not enamour people to change. Yes, there is urgency for change however, if the businesses need to use such a method, then they are beyond saving. 
However, there is another option that the management deems plausible. Currently, Alpha Ltd trades with other wholesalers operating in the same market segment that is smaller in size. What if both businesses were to ‘right size’ whereby Alpha Ltd reduces in size and Beta Ltd increases its business footprint? (Appendix 1 and 3).

How was this deduction made? The answer is simply reality. Just like John Kotter’s parable ‘Our Iceberg is melting’ (Kotter Rathgeber, 2006) most of the management is oblivious to their current situation and others are aware but take on the roles of many of the characters. The student's role is that of a neutral observer, the unbiased one. Metaphorically speaking our iceberg is sinking but the situation is recoverable if lateral thinking is applied. Looking at Edward De Bono’s ‘Six thinking hats’ (De Bono, 2009) investigative tool the student is wearing all the hats except red and blue. The red hat is worn by most of the management as they are letting emotions get in the way of reality and the blue hat requires leadership to wrest control of the situation. Sadly, this is lacking at present. 
The student considers this option viable, however, the proof is in the eating. Tasked with the role of Change Manager how would he validate this solution? If valid what are the processes involved? What can hinder or help the process? There is a lot to consider. To keep things simple financial reasons will be kept to a minimum other than that any outcome should place both businesses on a sound financial footing with minimum disruption to both operations and its people. As water flows in the direction of least resistance, so should change and this is where attention will be focused.
[bookmark: _Toc112874352]3.0 The Human element

There is a resolution to the two businesses' financial predicament. However, this does not tell the whole story. There is a human element. Any change requires people to change. As with any story, there is a beginning, a middle, and an end. The beginning stems from management nay leadership. The two are interconnected as both leadership and management are shareholders and are the ultimate stakeholders. 
Financial information is available that shows the businesses' finances are stretched. This is also, known to the student who is employed by Alpha Ltd in an account’s capacity. His observations suggest that management is simply in denial of their ongoing financial woes. To instigate a change process, you need to understand your psychological state to move to a positive state.
Organisational change management roots lay in popular psychological studies the most widely used are the Kübler-Ross Change Curve (Kübler-Ross & Kessler, 2005) and Procheska and Diclemente stages of change (Prochaska & Diclemente, 1994). Both describe stages of emotional change a person transcends. Both models offer an avenue for individual change and in turn organisational change. However, the Kübler-Ross model is directed at group change and specifically notes that it is often a major event that forces change. It allows a more directive approach to change, unavoidable under the circumstances. From the student’s observations, there is a link between management's emotional state that neatly fits the curves, shock, and denial. Possibly anger and guilt too for putting the businesses in this plight (Berne, 1968). These function as a barrier to change. Kegan et al (2009), in their book Immunity to change: How to overcome it and unlock potential in yourself and your organization,’ consider these emotions an immunity to change, in effect an excuse not to change. These emotions are attributed to management and a lesser extent to employees who face a lower threshold to change. On one hand, management is stuck in their ways, and on the other, they know change is required. Overcoming these ‘competing commitments’ requires self-awareness on the part of the individual and group. Identifying the ‘big assumption/s’ is needed. In this instance the business is sound. It is not. Therefore, is there a need to change? Understanding this reduces a barrier to change. You can argue that this is down to the organisation's culture, but the student feels this has more to do with the weak management process or their laissez-faire leadership style. Being initiative-taking is the way forward. That requires persuasion on the part of the change manager if he is to deliver the strategic vision of change (Gavin & Roberto, 2005). Persuasion requires the student to be skilled at conversation i.e., communication, being a collaborator and applying adaptive leadership as and when necessary (Shapiro, 2018). Elizabeth Kübler-Ross (1973) in her book on death and dying was specific on communication and its timely deliverance because of its effect on change. 
Collaboration seems the best way forward and everyone needs to buy into the vision for change, and according to Andrea Shapiro (2018) that requires a ‘positive endemic’.
[bookmark: _Toc112874353]3.1 The Resistance

The change will inevitably set off a cycle of resistance that is part of the change management cycle (Moran & Brightman, 2000). The student as the Change manager needs to be aware of this. It would be incorrect to assume that this will only occur from those in positions of servitude but also from other stakeholders. Dealing with resistors is necessary and how you do so (Appendix 2) will impact the change process. 
Andrea Shapiro in her book Creating contagious commitment: Applying the tipping point to organizational change, characterises four groups of individuals that exist within the change process. They are resistors, apathetic, incubators, and advocates. The names are self-explanatory. Just as in Edward de Bono’s Six hats they follow a similar pattern of thinking. Identifying the resistors and advocates is key to behavioural change. The business situation means an apathetic will be negligible, the resistors are the management, it is they who the student as change manager needs to turn into incubators and advocates. If they do not lead by example, then the change will be a non-starter. Realistically, the process of change needs to provide quick wins to get all on board as Shapiro observed early adoption to change gives a competitive advantage. Otherwise, the use of one of the ’seven levers of change’ (Shapirio, 2012), the removal of resistors could be considered but in the current economic climate where staffing issues exist, persuasion and support would be preferable.
[bookmark: _Toc112874354]3.2 The Vision

To do so the student as change manager needs to ‘sell’ this change. It will need to be communicated to all stakeholders regardless of their status and influence. A mission statement is not appropriate because such a statement defines the business's purpose and primary objectives. No, what is required is a vision. Although similar it explains the values that guide belief about how things should be exercised succinctly leaving no room for misunderstanding or misrepresentation (the anathema of trust). Doing so reduces anxiety, stress, fear, and resistance to change, thereby, aligning views for a smoother change experience.
[bookmark: _Toc112874355]3.3 The options

Other options available range from educating through communication, negotiating an agreement, explicit and implicit coercion, and getting involved from the outset, useful for building trust and belief in the change (Kotter & Schlesinger,1979).
They all have their associated risks but those that require time should be adopted only if necessary or in small measures. The realistic option is coercion. This is counter-intuitive to the leadership style the student feels best suited to the current situation. This leadership style although understandable would stem from senior management as they understand the urgency of the change. Time is money. 
Still, even with urgency in play, planning is the desired philosophy. Kotter & Schlesinge (1979) suggest the way change strategies are deployed can have a direct bearing on success. According to their ‘strategic continuum,’ the ideal pace of change should be towards the slower end of the scale. This requires a more participative approach. Situational factors may make this difficult. 
Management and the student as change manager have an advantage worth mentioning, culture. Both businesses are staffed primarily by those of Bangladeshi heritage. Hofstede’s ‘Cultural dimensions’ show that Bangladesh culture has a power distance score of 80 (Hofstede Insights, 2022) that denotes Bangladeshi accept hierarchal order that requires no justification. It can be argued that this conforms to a strong organisational culture one that can break down resistance to change (Abdul Rashid et al., 2004). In contrast, a weak management culture can hinder change (Kotter & Heskett, 1992). 
This organisational paradigm or ‘cultural web’ according to Johnson et al (2008) are interlinked and can be modified. The assumptions and beliefs that the employees have about the businesses the student as change manager must overcome through the divestment of information. There have been attempts to do so in the past for example Volkswagen’s efforts of transparency after the Diesel gate affair to change the cultural mindset that proved elusive even after two years (Neville & Schneider, 2021). 
Nonetheless, the student envisages the primary obstacles will be within the upper echelons of management. The fear of the unknown makes people not want to change. Has Maslow (McLeod, 2022) put it people need certainty? Management knows there is a need for change, but the desire needs to be there too. The 2017 Financial Services Change Survey (ibid) found that 74% of management consider the fear of change a major barrier to change. Therefore, the onus is on the change manager to alleviate this fear and remove any self-doubt. 
[bookmark: _Toc112874356]3.4 Organisational politics

An issue that the student foresees is organisational politics between the two businesses. Has mentioned above in the chess analogy there is a duplication in the power structure of the businesses (see Appendix 4). Change requires a shift in power across management, functions, and the workforce. This will require Alpha Ltd to divest some control to Beta Ltd and managing this is a key part of the change process. Organisational politics can be both positive and negative as noted by Mintzberg and is a defensive posture to change, read denial. (Cacciattolo, 2014). Politically skilled people can facilitate organisational change (ibid). It is, therefore, a trait that a change manager needs. 
[bookmark: _Toc112874357]4.0 The need for change - why Models?

According to Allison Gill, Chief Executive of Crelos (Gill, 2013) there is a myriad of reasons why models of change are necessary. They include
They deliver value - According to Prosci.com (Prosci, (2022.) website, those that implement successful change management are six times more like to succeed in their endeavour than those with poor change management, and a direct financial correlation for those that do.
Models provide a point of reference for organisational change – This includes stakeholder analysis, communication plans, and an action plan.
Models help to educate about the change process - Changing people's behaviour is key to successful organisational change. This can be achieved through the transfer of knowledge and being aware of the emotional states of those concerned.
Models provide a benchmark for assessment – Depending on change criteria change progress can and should be monitored. Not only on an individual level but an organisational one to access the progress of change. 
[bookmark: _Toc112874358]5.0 The Models

The above reasons only come to play if the change is understood and implemented. The model of choice should be the one that addresses the needs and concerns of all concerned. The Association of Project Management (2017) lists no less than twenty-two change models ranging from behavioural models such as those mentioned earlier and some that are discussed throughout this assignment. 
The scenario above lays out the present situation and the desired end goal of the change programme. As a change manager, the student will need to take a subjective view of proceedings. An analogy that befits the change process is a game of chess, there are the pieces, the stakeholders, there is the board the environment the businesses operate, and the trick is to place all the pieces in the right place to obtain equilibrium, a stable and sustainable business. However, the problem is a duplication of pieces, just like the game the businesses have duplicate roles, many in positions of power, the kings, and queens, and just like them, they will fight for supremacy. This is the battleground that the student will have to navigate. The actual change is structural as described in Appendix. Even so, a framework is required to execute change. The student will discuss two models of change simply because they are tried and tested models. 
[bookmark: _Toc112874359]5.1 Lewin's Three-step change model

The first is Kurt Lewin’s three-step change model (Burnes, 2020). This is more of a behavioural model of change. The basic premise is to unlearn what is known, learn what is required, and embed this new learning. The first step is to increase the driving forces that direct behaviour away from the current situation. Reduced cash flow? Secondly, remove barriers that hold back change. The mindset. Thirdly, combine the first two steps to bring about a solution. To arrive at this stage as with other models require motivation, trust, and communication. This will aid the next stage of changing behaviour and that is acceptance of the new equilibrium only then can the final stage be solidified as the new normal. In short, the model demonstrates which forces can promote or hinder change, a mental model if you like. When applied to the change scenario (see Appendix 5) you understand the micro factors that exert themselves on the businesses you can begin to understand where change is appropriate.
[bookmark: _Toc112874360]5.2 Kotter’s 8-Step Change Model

Kotter’s model (Smith et al., 2014) as the name implies is an eight-step process. The first three steps involve creating the environment for change, the next three empowering the organisation, and the latter two incorporating and sustaining change. Each step can be found in Appendix 6 accompanied by a synopsis of each stage relevant to the change. The first step of urgency has been mentioned previously. As have steps two, three, four, and five. Step six is to create short-term wins. That is where the chess board analogy comes to the fore. Moving the pieces to achieve equilibrium an example of which is the relocation of delivery vehicles, saving costs, and alleviating journey times and time constraints on the delivery staff. As mentioned prior reducing stress mitigates resistance and increases the well-being of employees are easy wins. Choosing the ‘win’ is just as important as the win. Some will incur more costs and time. As a change manager, it would be wise to pick the lowest-hanging fruits first. Vilfredo Pareto offered a tool that helps decide the fruit. Known as the 80/20 rule he ‘premised on the idea that 80% of a project's benefit can be achieved by doing 20% of the work’ (Kenton, 2022). Less work for the change manager then!
[bookmark: _Toc112874361]5.3 The pros and cons

Kotter’s model does have its advantages and disadvantages as with any model. The simplicity of the model allows for clarity of proceedings. Its emphasis is to bring all on board the change process more so with the behavioural aspect than the change itself. As for the disadvantages, it is a step-by-step model so any deviation from the change plan can have undesirable side effects. The solution as discussed later is micro-projects. Doing so will abate one of the criticisms of this model and that is time. Building success quickly will not allow resistance to change to fester. The last criticism if you can call it that is that the model is a top-down approach. Under the circumstance, the student feels this is best for both speed of execution and communication. However, this does not allow for feedback so communication must allow for this. 
Lewin’s model means change is inevitable, therefore, should be embraced. However, forcing acceptance can create resistance to change especially for those whose roles are affected. Organisational politics come into play multiplied by a factor of two as two workforces are involved. Thus, it lacks the human element of change as it focuses on behavioural changes at the beginning. This can be seen as antagonistic and not entirely conducive to change that requires teamwork. Plus, it focuses on the magnitude of change not the speed of change (Bekmukhambetova, 2021). As with Kotter’s model it too is a top-down approach. 
When comparing Kotter’s model to Lewin’s steps one through to four is the ‘unfreezing,’ steps five through to seven are the ‘change’ stage, and step eight is ‘refreezing.’ Kotter’s model though is a more detailed approach that the student considers more appropriate as this is the first attempt at organisational change. It focuses on stakeholder buy-in. Although both models are rigid Kotter’s approach allows for easier augmentation of other processes to deliver the change. Its focus is leading change as opposed to managing it with responsibility bestowed upon management. On this basis, the student considers it the most appropriate model to adopt.
[bookmark: _Toc112874362]6.0 Tools for change

The models provide a framework for change. What they do not offer is a means to verify the necessity for change, validation of change, analysis of those impacted, and post-assessment and monitoring of change. 
[bookmark: _Toc112874363]6.1 Pre-implementation

The reason for the change has been discussed and agreed upon by management but how did they arrive at this decision? Are there any other options that can be explored? 
The accounts of Alpha Ltd show a deterioration in trading over the past few years after an initial phase of expansion. A breakdown of accounts of both Alpha Ltd and its direct competitor is in Appendix 7. These show they experienced either stable or increased turnover between 2019 and 2020. However, the onset of the pandemic leads to a deterioration in sales. The competitor is an established brand in the business community, to compete and gain market share Alpha Ltd expanded aggressively by acquiring more storage capacity, increasing delivery capacity, and with it the inevitable increase in headcount. Whilst this may have seemed to be the prudent way to do business, it was done so without tight cash control. Increased storage meant more stock increasing supplier credit. In turn, more sales were needed to sell said stock. Customers were offered favourable credit terms to do so. 
The student wearing his ‘black hat' understood this was not sustainable and with hindsight, so it proved. Why? The Covid-19 pandemic struck. Metaphorically speaking, the business was like an elastic band. At one end were the suppliers (the creditors) and at the other end were the customers (the debtors) and in the middle sat Alpha Ltd. During the expansive phase, this elastic band was stretched to a point that forces acting against the business, or its environment could have a devasting effect. So, it proved.
The usual culprits for analysing the reason for this and the need for change are the time-tested P.E.S.T.E.L and S.W.O.T analysis tools. The former studies external factors (Political, Economic, Sociological, Technological, Legal, and Environmental) that can influence an organisation. The latter is used to identify internal strengths and weaknesses, and external opportunities and threats to an organisation. However, the student feels it would be more appropriate to use Porter’s 5 Forces Model of Competitive Advantage (Porter, 2008). It is a useful tool to break down and understand the competitive nature of the business and complements a P.E.S.T.L.E analysis. The focus of this model is the external or macro environment and the ‘forces’ that affect the business's ability to survive. Granted, the tool provides only a snapshot of the current situation that is true of a S.W.O.T analysis nor does it provide an answer to how to maintain change (Goyal, 2020), which is the domain of change models. 
The P.E.S.T.L.E analysis in Appendix 8 sets out the key external factors that are afflicting the business. In this economic downturn (Hutton, 2021), (Hutton & Ward, 2021), sales cannot be relied upon, and government handouts given during the COVID-19 pandemic may not be forthcoming due to strain placed on the public purse. This will impact cash flow. As government statistics show there is an element of sociological change to public spending habits detriment to the retail sector as a whole (ibid).
The outlook does not bode well when looked at in tandem with Porter’s Five Forces model (Appendix 9). The more salient aspects of the analysis show the lack of size disadvantages the bargaining power of the business. Having the extra storage capacity is a drag on cash flow if underutilised. Then there is the credit and debt issue. Having too much debt owed to creditors means the balance sheet is not exactly appealing to credit insurers or suppliers and neither is the extensive use of credit facilities offered to customers who may be in financial distress. This increases transportation costs and is further compounded by the relentless rise of fuel due to factors beyond the control of both businesses and governments. Any help here will be limited. Under normal circumstances, the threat of substitutes would be a worry, however, with the world facing shortages and transportation bottlenecks (Hopson, 2022), the exact opposite applies. If anything, this strengthens suppliers' hands and reduces choice and competition. Conversely, this raises the barrier for new entrants thus limiting competition. 
Porter’s model in effect demonstrates the business strengths and weaknesses as well as the threats and opportunities that may present themselves. Finally, the student agrees with the management solution. Combining Alpha Ltd and Beta Ltd increases bargaining power with suppliers. Beta Ltd can use the spare storage capacity. Boundary restrictions will be alleviated by dividing the sales area with the bonus of reducing transportation costs. The Force field analysis (Appendix 5) should be used to identify any roadblocks and support mechanisms to aid in the decision-making process. The fly-in of the ointment is still customer credit terms. This can be offset by offering better prices for prompt payment.
[bookmark: _Toc112874364]7.0 Probability of success

We know the change required but what is the probability of success? The usual methods for measuring a successful change implementation are KPIs, milestones, performance targets, and financial results all valid tools. These are either transitory or final gauges of success. Will the change happen? Beckhard and Harris formulated an equation that predicted whether a change would occur (Cady et al., 2014). Their formula is C = [ABD]> X, where ‘C’ is the change likely to take place. For the formula to work, you need to increase output by increasing dissatisfaction, desirability, or practicality. There is an elevated level of dissatisfaction with the current situation (A), there is an understanding of the desired state, and there is a plan of attack (D). All these numerically speaking are in positive territory. The cost of change is by nature minuscule, if it was not there is no point in the change. Therefore, the probability of change is good. 
[bookmark: _Toc112874365]8.0 The Road map

We have reason to change. We have a valid reason to change. What is needed is a road map of change. There are various tools available in programme management for a change manager to execute a change plan they include, flowcharts, timelines, work breakdown structures, and action plans. All require a strategy to implement change. Appendix 10 lays out an implementation strategy and the reasons for the choice. Due diligence should be observed through the use of S.M.A.R.T objectives.
The nature of the change allows for the project to be broken down into micro-projects. Doing so means any work breakdown structure need not be linear and various projects can be run in tandem to hurry the change along. It has the added benefit of maintaining momentum and negating resistance if the change is flowing. Further, it validates the change vision and can be seen as easy wins as each project is completed. Not only this as each milestone is met collated data can also be assessed as verification of progress. 
As mentioned earlier not all changes go to plan and deviate from the prescribed course or worse fail. To minimise risk Levitt’s Diamond tools (Tahir, 2020) should be considered. The components of change are interconnected so any deviation in one part can affect another. Effectively, it acts as an impact analysis tool. 
[bookmark: _Toc112874366]9.0 Stakeholders

These tools would have little value if the information gathered is not effectively decimated to the appropriate persons of interest, the stakeholders. This is a framework for those involved in the change process. It sets out those that need to be informed of the change process. This is defined by the scope of the change process that dictates their interest, involvement, interdependencies, influence, and potential impact. It also acts as a power matrix that informs the user as to the level of influence the stakeholder exerts. This latter point is important in the event the change process needs to be modified say as a corrective measure. It is, therefore, a key reference document for a change manager. A stakeholder analysis is in Appendix 10 and is accompanied by a description of the relevant stakeholder and their roles and influence. As with other tools mentioned throughout this analysis is part of risk management.
[bookmark: _Toc112874367]10.0 Communication

No stakeholder analysis is complete without an accompanying communication plan. This is directly tied to the stakeholder analysis. This document sets out those who need to communicate, when, and how and should be informed by the communication style of those involved. It provides a feedback loop. Appendix 11 shows a combined stakeholder analysis and communication plan for the change process accompanied by a brief description process. 
As explained earlier, change involves a human element. It is human nature to perceive anything they do not understand as a threat. Communication provides transparency and together with a stakeholder analysis an avenue for further information. This acts to break down any resistance and advocates a reason to promote change and closes an avenue for misinformation to be spread by an apathetic. It is, for this reason, the information should be initially provided at the outset to all employees.
[bookmark: _Toc112874368]11. Leadership

Effective communication requires leadership. Kotter (1996) summarises that leadership “set of processes that creates organizations in the first place or adapts them to significantly changing circumstances. Leadership defines what the future should look like, aligns people with that vision, and inspires them to make it happen despite the obstacles.”
According to Harold et al., leadership is important to organisational change, however, they note that there is no specific leadership style linked to change (Alavi & Gill, 2017). Even so, the student believes that the adoption of an authentic leadership style is needed if a change is to be enacted with minimum resistance. One of the virtues of such a style is trust and transparency. They are as Stephen Covey put it the glue of life (Covey et al., 2020). These two qualities are needed if cynicism is to be avoided. According to Reichers et al and Rubin et al, for followers and management respectively, cynicism can be a barrier to change (Alavi & Gill, 2017). Other qualities include effective decision-making, communication, and self-regulation a component of emotional intelligence (Goleman, 1995). Indeed, attributes prescribed by Goleman are a prerequisite to mitigating resistance. However, he recommends an authoritative leadership style is best suited for change (Goleman, 2000). 
The student’s emotional intelligence will play a key role as a change manager if he is to function as a bridge within the organisation. The student is not advocating that his role here is transformational but would like to engage “with others in such a way that leaders and followers raise one another to higher levels of motivation and morality” to engage in the change process (Burns, 1978).
The student contends that management is absolving themselves of ownership of the problem by shifting blame to another or simply they see themselves as not having the qualities and capabilities to change. Conner (1998) in his book ‘Leading at the edge of chaos’ suggests there are six leadership styles that fit change management they are, Anti-Change, Rational, Panacea, Bolt-on, Integrated, and Continuous. The student’s observation makes it obvious that management’s prior state is ‘antichange.’ 
However, Kotter’s 8-step Model requires management to change too if it is to be applied successfully. The current leadership position is ‘bolt-on,’ hence, the need for change, and the goal of the change manager is to shift this to a new default position of ‘continuous’ leadership. If not, change will not become embedded within the organisation. 
Peter Senge (2006) discussed the characteristics of a learning organisation in his book ‘the fifth discipline: the art and practice of the learning organization’ that can easily be attributed to change which are, shared vision, personal mastery, team learning, mental models, and system thinking. However, just as in Lewin’s model for an organisation to learn it needs to unlearn if it is to change. 
[bookmark: _Toc112874369]12.0 Gauging success

Measuring success is dependent on the outcome of the change process. In this case, it is purely financial. The numbers need to add up. Therefore, the measuring methods are a positive cash flow, a healthy balance sheet, and low gearing. All reduce the breakeven point and increase the return on investment for a sustainable future. 
Other factors that should be considered, are the stakeholders happy with the new status quo, which includes employees, and let us not forget management too. Then there is the time factor. Was the change achieved in a timely fashion?
There is another side to this too. What are the ‘disbenefits? What have stakeholders given up? So long the gains accentuate loss this should not be a problem. Appendix 12 sets the criteria upon which success can be measured and to whom this information should be divested too. No information, no celebration!
[bookmark: _Toc112874370]13.0 Conclusion

Urgency requires a new way of thinking. Lateral thinking allows for a different approach. If management can use lateral thinking to adopt change, then why not for the whole organisation? As De Bono said, “Sometimes the situation is only a problem because it is looked at in a certain way. Looked at in another way, the right course of action may be so obvious that the problem no longer exists.” (Dawson, 2011).
Doing so has the benefit of increasing transparency, organised thinking, and inclusivity of shared understanding. The ‘wearing’ of different hats helps in understanding the issues before they take hold, thus, making a change that is more streamlined and incremental (De Bono, 2009). 
This open approach creates a nimble organisation. Nimble organisations are flexible, resilient, able to adopt change faster, and able to succeed in unpredictable economic environments that currently exist (Conner, 2000).
As a change manager, the student’s main function is to manage people. According to Moran & Brightman (2000), that requires knowledge of human behaviour groups and leadership, and this, in turn, is dependent on the student's understanding of himself and the environment. This assignment is based on a theoretical application based on a real-world change event, however, if the student were to lead change successfully, he understands as Moran & Brightman (2000) concluded that change is nonlinear, incremental, bi-directional, involves personal beliefs, and values as well as being measurable to sustain change. The qualities they list as characteristics to be successful are visionary, authentic, dedicated, and socially aware to interact with stakeholders. The student’s understanding of change leadership and the qualities required are within his ability to align the business for change. 
Change in management innovation can have a significant effect on the business's competitive nature. Hamel (2006) posits change requires management to challenge their notion of management and use a myriad of tools as part of a continuous programme of creativity. As he puts it this needs to be a ‘marked departure from traditional management principles, processes, and practices or a departure from customary organisational forms that significantly alters the way the work of management is performed.’ 
Overall, it would be prudent for any organisation to employ or keep people who are ‘advocates’ of change to mitigate any future change process (Neville & Schneider, 2021). Empowering employees through delegation according to Kotter (1996) is crucial in a change process. It also reduces stress that may occur during change (Riley & Park, 2014). 
The change process is about sustainability too. Identifying and implementing the change can improve efficiency, turnover, lower costs and reduce waste (Fakhouri, 2017). The knowledge gained in doing so needs to be shared equally between the two businesses if there is to be a return on investment. Doing so requires a bond to form during the learning curve. This positive group dynamics will support change (Tuckman & Jensen, 1977) as well as define roles within the management of both businesses that will accelerate change and reduce conflicts (Belbin, 2010).
Referring to the elastic band analogy Conner (1993) likened this to resilience. It is this quality that will enable an organisation to return to stability when a change removes the forces acting upon it. Here this means securing the business's future. 
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