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[bookmark: _GoBack]In this era of globalization and rapid advancement in technologies companies are enforced to embrace change in order to survive and maintain their competitive advantages. Organizational change can be defined as the significant feature of organizational development (Martin, 2006). OD dictates the strategies used to improve the organizational culture, structure and environment. The organization needs to change regardless of the size and degree of change, organizations need to respond to technological advancements, consumer preferences, market trends, new opportunities (D’Ortenzio, 2012). The biggest challenge of a company is to respond to internal and external factors and overcome the resistance to change (Yilmaz & Kılıçoğlu, 2013). 
There is a direct relationship between individuals and organizations. If an organization wants to change individuals of the organizations must be willing to embrace change (Debra L.Nelson, 2013). Therefore, in order to commence the change process effectively motivation and willingness of employees to involve in change process is really important. Similarly, there are many other factors that are affected by change process. 
This case study highlights the reasons and factors led to failure of Nokia and change process initiated to manage the downfalls of the company. This study will discuss the factors that derive change. This study will also analyze the change models that could be applied. In this study the resistance to the change plans introduced will be discussed. 
Nokia is Finnish company established in 1865. Nokia is a public limited company listed on Helsinki Stock Exchange and New York stock exchange (Nokia, 2012). It was the second largest mobile phone company after Samsung (based on sales of 2012). It had a market share of 22% in the first quarter of 2012. It was the market leader from 1998-2012. Back in 2012 it had manufacturing facilities in 6 different locations across the globe namely China, United Kingdom, Finland, Hungary, Germany, Mexico, Brazil and the Republic of Korea. Their research and development centers are situated in Finland, Japan and China. 
Nokia launched its first mobile phone in late 1980’s then in the rise of 1990’s its popularity increased and it remained market leader for almost 14 years. After the introduction of new technology, it lost its market share to apple, Samsung, HTC. It is still struggling to regain the market share and profits.
After 2007, many mobile phone manufacturers like HTC, Sony and Palm were manufacturing touch based smart phones with Microsoft windows like operating system which was not much user friendly but they were well accepted by the market. Although their phones have resistive touchscreens but still consumer preferences were soon inclined to touch smart phones. In January 2007, Apple introduced its first capacitive touch smartphone with an entirely different operating system which was extremely user friendly. It had multi sensitive touch gestures. Launch of iPhone disrupted the whole mobile market. After the launch of iPhone Nokia came up with a smartphone with capacitive touch but with a same Symbian software which was not appreciated by the market. After that Nokia kept on launching different Symbian smartphones with same flawed software. Along with smartphones, Nokia kept on selling smaller and cheaper button phones which helped them for a while. Later in 2008 Google introduced Android software in comparison to IOS in Apple phones. Android system had open customizability options, numerous features, hardware adaptability and Google search engine support. Most of the Nokia competitors jumped to the new opportunity whereas, Nokia failed to adapt to the market needs and kept on making Symbian phones. During 2010, people were using Samsung Galaxy and Nokia was launching smartphones with outdated software. They even introduced extra features like highest quality camera in their models but it didn’t help much. Its market share was already taken over apple and Samsung. 
There are many reasons for the demise of the biggest mobile phone manufacturer but most importantly their lack of innovational, resistance to change, ability to adapt to the changing consumer preferences and bureaucracy. Although new entrant and rigorous competition led the company to embrace change but bureaucracy is also found to be one of the drivers of change. According to different studies the prototype of touch screen and 3D user interface was not accepted by the senior management of the company way before Apple and therefore, competitors adapted the technology. Nokia was forced to give its market share to Apple and Samsung. Thus it shows the company was innovative and capable enough but bureaucracy became the biggest challenge (O’Brien, 2010).  All these factors will be discussed later in detail. 
Organizational changes result due to internal and external factors where firm is struggling and needs to amend its structure, culture or environment and its poor performance. The environmental factors compose of demographics of the workplace and use of different available technologies. Strategic changes can be defined as the change of vision, mission, aims and objectives of the company to achieve the desired results. It can be further defined as alteration of organization strategy explained by the scope, competitive advantages, synergy and resource deployment (Hofer and Schendel, 1978).
The biggest driver of change could be the invert looking of Nokia. They didn’t realize the changing preferences of their customers. They didn’t innovate with time giving the opportunity to Apple to enter the market. They were not prepared for the new competition. Therefore, entrance of new rival shook its position and hence led it to organizational change.
Because of the new entrants and the introduction of new technology the consumer behavior completely moved to touch screen smart phones. In spite of the changed consumer choices Nokia kept on launching the same flawed phones which were being rejected by the market. They missed the significant smartphone revolution. 
Lack of good leadership became the driver and internal force to change in Nokia. Leadership has to be flexible enough to embrace the changing surrounding environment and changing trends. Top management of the firm was all Finnish and same age members due to which there was some lack of creativity and adaptability. The leadership of Nokia was conservative. 
Organizational structure and culture of Nokia was bureaucratic. The complicated organizational structure hindered the timely and effective decisions to improve the performance of the company. In order to pass a single project decision, it could take months to be made. Hence, the company was not responsive towards the fast paced mobile phone market. 
Therefore, the change was inevitable for Nokia. The board of directors appointed a new Canadian CEO Stephen Elop (Nokia Corporation September10, 2010). The decision was shocking and controversial because none of the CEO’s in the history of Nokia has been non-Finnish. After joining the company, the new CEO tried to implement different strategies. The enlisted strategic changes were implemented by the new CEO. These decisions and their effect on the process will be discussed in detail. 
Strategic changes made by the new leadership
· Announcement of strategic partnership with Microsoft for the development of Windows phone. Elop said that android market was crowded and it would difficult to differentiate from competitors therefore they are using Windows system to offer customers a unique experience.
· They terminated Symbian phones gradually. The fading out of Symbian phones would depend on the customer responses. They were launched in some of the markets afterwards.
· Stephen Elop also changed the priority of Meego from high end markets to niche market. They launched one Meego device in 2011 after the announcement. 
· They outsourced development and production of Symbian to Accenture. 
· Later on they had to close the non-profiting Meego division and thus many laying offs.
· They Sold Vertu high end luxury phones to a private equity group EQT VI to focus on the production of Windows phones.
· Sold QT division to Digia because QT developed applications are not compatible with windows phones so they sold the division in 2012.
According to situation of Nokia various models of change management can be applied. At first given the situation of Nokia, the first model that can be used to apply initiate change process is Kurt Lewin model of change. It has three stages, unfreezing, change and refreeze. The unfreezing stage dictates the realization and the making them aware of the current situation and the need for change for the survival of the company. It can also be termed as creating awareness and realization regarding the inevitable change that is beneficial for the business. Therefore, the new leadership made the employees aware of the situation and declining performance of the company through a memo. As the market trends suggested that people are moving their choices to new smartphones provided by their competitors. Therefore, it is high time to start working on a different technology and different design other than Symbian touch screen phones. After joining the company, he emailed every employee for their suggestions regarding the changes they want to see in the company. He asked every employee to participate in the change process so they are aware of the current state and check their willingness. Therefore, after the unfreezing stage the leadership began to implement the change process by selling of the non-productive Symbian division to Accenture. They looked for different strategic partnerships in order to help them develop new software or innovate in the mobile market. He then joined Microsoft for the production of new windows phones technology. The last stage is the refreezing after selling the ineffective side of the business he then announced that they will launch new windows phones as their new product and discontinuing Symbian phones in order to control the losses. He laid off the employees to simplify the bureaucratic structure of the company. He tried to change the leadership style from authoritarian to participative by encouraging the employees to be a part of the process (Ramachandran, 2013). 
Although there are some flaws in application of this model as the appointment of non-Finnish CEO came as a shock to all the employees. They were not very comfortable at first. Since Nokia was Finnish company risk taking and adaptability to change are not promoted in Finnish culture. Therefore, due to uncertain situation employees felt at risk and it can lead to more job security issues. So cultural difference factor was ignored and it served as a resistance in change process. The resistance from the employees also increased when Elop’s memo came out named as burning memo (Lam, 2013) in which he blamed the employees as the cause of demise of Nokia and their behavior was also not helpful. It also said that they should change their behavior. Also, the sudden rejection of Symbian software was also a shock for stakeholders and employees because all the expertise of the firm was in the same software and Nokia had put so much investments in it. There were a lot of layoffs for this reason. Numerous projects were terminated which increased resistance among stakeholders. MeeGo project was also terminated. Intel was their strategic partner and they were also upset of the sudden closure. It was rumored that new CEO is Trojan horse of Microsoft since he had connection with company in the past and he is only there to bring Nokia down so it can be sold to acquired easily (Lam, 2013). Since, in this turmoil of changes good and effective communication among leadership and employees could have brought desired results quickly. Good communication and motivation of employees would have made this transition phase easier. Therefore, when Nokia started implementing change moving towards Windows phones their share price dropped in the start because shareholders were not ready for this change. Although windows phone was life saver boat for Nokia. They managed to attract people towards a new trend. 
Now we apply Kurt Lewin force field analysis to further analyze the change process initiated by Nokia. In this analysis two types of forces are taken into account restraining forces and driving forces. These forces are opposite to each other therefore they work to attain equilibrium in the end. Any imbalance in this equilibrium causes change in the organization. Although new CEO tried to communicate with the employees but due to cultural differences, instability of the company those changes were difficult to implement. [image: ]
(Source: Sundus Tanweer Khan et al., 2017)
Bridge’s transition model is also similar to Kurt Lewin 3 phase models letting go, neutral zone, and new beginnings. This model could also be applied in the situation of Nokia. The employees were not participating in the enhancing the creativity or technological advancement of the company. After the strong competition from Apple and Samsung, Nokia had to bring strategic change. The board realized that change in leadership is evident in order to initiate the change process (Hassan, 2013). This could be characterized as letting go stage. Hence the approval of new CEO was brought to commence the change (Riley, 2012)
The neutral phase involves a lot of resistance and anger from employees and shareholders. It acts as a bridge way between the old and new system (). Similarly, in the case of Nokia employees were shocked and resistant towards the change. They were also concerned about their job security and their tasks. The neutral zone can be crossed successfully with help of effective communication among top management and employees. Hence the issue for Nokia was also lack of communication and increased resistance from all the stakeholders. The share price of Nokia dropped by 10% in response to the change plans initiated by the new CEO (Lam, 2013).
Then the laying off and termination of the old system and ineffective products and division of the company were also part of the organizational changes he introduced. The new strategic partnerships in search of new and effective products. He changed the focus of the company on making Windows phones with the help of Microsoft. Therefore, after simplifying the structure of company and major changes in product Nokia managed to launch new windows phone and it was accepted by the market and then huge production of windows phones. Because of this new technology Nokia managed to gain some market share and profits. Although windows phone saved Nokia but was the change long term. Another question that I believe is the main concern is the time they took to finally making profits. Was the timing of the new technology being good enough.it is very important because by 2012 many companies were making touchscreen smartphones even the people were brand loyal over couple of years. Windows did save the company but they had to respond faster this time so they are not left behind. I believe that if Nokia could have started investing in the android technology alongside the windows phone they would be much better because market trend was already established consumers were not ready to let go off the android systems and iPhone. Their rigidity and un-flexibility in adopting the trend could be the reason of their downturn. 
Kübler-Ross Grief Model can be used to present the reactions of stakeholders of Nokia. Anticipating the reaction of stakeholders is very important before change implementation. 
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Greif Model 
	
Stages
	
Emotional response of stakeholders

	
Shock 
	Some loyal customers, employees, strategic partners (Intel) were shocked at the announcement of new strategic partnership with Microsoft and termination of Symbian phones production on February11, 2011

	
Denial 
	People were in denial of any change because the change plan was communicated by the announcement and they had many confusions and questions 

	
Anger 
	Then denial and shock turned into anger and they started protesting. There were many negative comments all over the internet regarding new CEO. He was called Trojan Horse 

	

Bargaining 
	When the change seemed confirmed and real stakeholders started to bargain on some of the points like some consumers wanted the applications downloaded on old phones to be transferrable to windows phone. Developers community wanted software development kit for Windows phone. Some customers wanted one of the model of Nokia N9 which was made limited (Nokia Hong Kong, 2011) 

	
Depression
	When their bargaining options were not met they went into depression phase or back into anger phase. Some of the people started switching to other phones. 

	
Testing 
	People were curious about the new windows phones 

	
Acceptance 
	Friendly user interface and good quality camera in the windows were accepted by the consumers steadily and resulted in profitable last quarter of 2012 



Eventually another change model by Kolb and Frohman can be used to assess the change process at Nokia. The change process can be evaluated in detail. Scouting is the first stage. The first step of this model is to plan the change, assess its feasibility and if it is considered feasible then commence the process. But in the case of Nokia the change process began very late and abruptly. They were already far behind in the market and therefore, had to act swiftly. the plan of development of new windows was not very thought through. 
After scouting next Entry stage begins, in which the reactions from people should be anticipated. According to all the researches and reports the stakeholders of Nokia were in shock and not prepared for this drastic change. The new leadership could have done stakeholder mapping in order to anticipate their responses and thus act accordingly. The willingness of stakeholders is critical for the success of any change process. In the change strategy adopted by Nokia this stage was entirely missing. They were not prepared for the reaction of employees or shareholders. Although Stephen Elop used a Memo to present the causes of downfall of the company and he presented few market research facts in the memo to convince employees why change is necessary (Burrows, June 2011). In order to bring better results. 
Then comes the diagnosis stage in which the evaluation of causes and effects of the change should be addressed. Because of less time availability Nokia failed to carry out this process as well. The leadership had to make announcements regarding the developmental projects (partnership with Microsoft) to start developing the new product. They didn’t perform the diagnosis of change carefully. They did not analyze its effects and the pressure it would put on all the stakeholders. Diagnosis leads to planning stage which takes the diagnosis obtained from the previous stage and plan according to six different subsystems. People, Authority, Information, Task, culture/ policy and environment. The company should assess the strategic change according to its effects on different aspects and if they can provide solutions for most of the subsystems then should be commenced. People include the employees so the change affecting the personnel then authority means the power vested in different job roles. So Nokia had to minimize the complexity of the structure first and overlapping of job roles among senior management and top positions. Complex decision making and difference of culture between CEO and the employees. These issues were not identified in the first place or they were not addressed properly. The company could have laid off the under-performing senior staff and made leaner teams to simplify the decision making process. Because people had fear of losing their jobs, they were not aware of the sudden changes this could result in demotivation and dissatisfaction of employees and in turn it can hinder the change process. The task subsystem is relation to employee satisfaction. Then, problems of culture subsystem were also ignored. As Symbian was considered as pride of Finland and they were not ready to let the Symbian software go because of their personal association although it had its limitation and was no longer in high demand. Therefore, when CEO sold Symbian to Accenture it came as a shock again. The external pressures was there due to fierce competition in mobile market and financial losses. As a result, they had to innovate and let go of the ineffective and non-essential projects. Nokia ignored some of the problems that could arise due to change process and as a result their change process did not bring success for them as early as anticipated. 
After planning model, they should have moved to action phase. After that last stages are valuation and termination stages in which you evaluate the results being generated by the change and then the time to discontinue or modify it according to the needs. Nokia was forced to drastic change because of less time for planning and implementing the strategy. as mobile phone market Is fast paced and entirely based on technology and innovation. So in hyper competitive environment time is essence and since Nokia was already lagging behind for almost 2 years. Then the drastic change was unescapable. They had to move fast in order to retain the competitive advantage. They did not do their shareholder analysis. Leadership should have taken initiatives for motivation of employees and communicate the change process to them clearly. They could put up small rewards on the achievement of goals related to the transition from Symbian to windows phone. The change should be communicated properly at all levels including employees, strategic partners and developer communities. The shock and resistance was mainly because the employees got the news at the time of announcement with the flashes. They were made aware of the final decisions and they were not taken into confidence or informed properly about the strategic changes. He tried to communicate with people by making them aware of the driving forces and reasons for change but not bout the plan. Since Elop has to lay off people to simplify the organizational structure so many of them had risk of losing jobs. Although the change process did give them good results in the end but Nokia had to bear consequences of the mismanagement of strategic changes. The share price kept on decreasing until the launch of first Lumia phone. Hence in order to bring an organizational change all the stages including entry, diagnosis and evaluation should be done and then implemented. 
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