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1
what is change?


Change in business is unavoidable and in this initial chapter we look at the causes and drivers of change. These will come from both inside and outside the organization. The change may be caused by events in the specific market in which the organization operates, such as new competitors or actions that existing competitors take, or it may be something in society in general such as demographic changes or developments in the economy. Some changes will be driven by the need to solve problems within the organization but even if a manager is satisfied with everything an organization does and achieves, changes from outside the company may still affect it. It is therefore vital that managers learn to deal with change so that its impact on the organization can be beneficial – or at least is not detrimental.


 


Change can be defined as ‘to make or become different’ and in business usage generally refers to improvements that are being made, so change in this context must therefore be managed. Many people are resistant to change in both their business and personal lives but change is inevitable. One only has to look at the changes that have taken place in business over the past years to realize that it is a continual process and not one that can be avoided.


Change will happen whatever you try to do. It is far better to manage the change in order to maintain profitability and viability for your organization and planned changes can bring lots of benefits to the organization such as reduced costs when suppliers are reviewed and perhaps changed or improved productivity when business processes are improved.


The causes and drivers of change


There will always be a number of drivers of change impacting on your organization. These could include the following.


New technology


Depending on your business, this could be new equipment or machinery becoming available, or ways of doing things that will make your product better or make it more cost effective to produce. Alternatively, it could be the technology you use to produce information rather than goods. And of course, major changes have taken place in recent decades in terms of online businesses. Very few businesses can afford to ignore the drive for an online presence and possibly for online sales to take the place of more conventional, and traditional routes to market.


Communications


This is closely allied to the changes in technology referred to above. The exponential growth in the use of communications technology such as mobile phones, emails, social networking websites and the internet both as a research tool and as a route to market in recent years has been responsible for many changes. These could affect your sales and marketing strategy as well as how you communicate with customers and suppliers and how you produce information for use in the business.


Product innovation


All products have a lifecycle and will inevitably decline in terms of profitability, so new products must always be in the pipeline.


Product improvements


The lifecycle of a product can often be extended by making minor improvements to it. This can be in response to what is happening in the market – what your competitors are offering, for example – or to what your customers are telling you they need.


Changing markets


Old competitors will inevitably drop out of the market from time to time and new ones will enter. Or it may be a more fundamental change to the market in which you operate such as a change in the way goods are sold (think of the growth in online sales, for example) or to the actual goods on offer (for example, who buys typewriters these days?).


Regulatory changes


Many industries are subject to specific regulations (the food industry, for example) but all businesses are affected by general regulatory changes that may happen, such as employment law, and cause changes that must be dealt with.


Competitiveness


The need to maintain competitiveness is ever present, so what your competitors do may demand action from you and cause changes to become necessary in your organization.


Economic factors


During times of economic downturn or recession, demand for an organization’s products and services may decrease, so there may be a need to cut costs or review procedures to ensure that profitability is maintained.


Demographics


An ageing population brings different requirements and this may affect the product offer of an organization or how the products are sold.


Social changes


The way people live is ever-changing. For example, there are more single-person households and one-parent families. What effect will this have on your product offer? It could also affect your personnel policies if more flexible working is demanded or if people want to work beyond retirement age for example.


Environmental factors


There is an increasing emphasis on matters such as climate change and recycling which may require a reaction from any organization. For both social benefit and marketing purposes it may be desirable to implement a recycling project in the organization, for example.


Global markets


If your organization exports its products, or plans to do so in the future (or if your competitors do) changes here will have an effect on how you do business.


For change to be successful there must be a number of conditions in place:




	
Commitment – pressure to change and the commitment necessary to make change happen must come from the very top of the organization. If senior managers and/or owners and stakeholders in the organization do not make very clear their commitment and back this up with appropriate resources, communication and action then it is highly unlikely that the workforce will become convinced of the need for change. Without this commitment any change programme that may be tried is likely to fail.


	
Leadership – there must be a clear vision from the leaders in the organization and this vision must be effectively communicated to the workforce so that they ‘buy in’ to the process of change. If the leadership is not consistent or not sufficiently convinced themselves of the need for change, then successful change will not happen.


	
Resources – change will not happen if the workforce responsible for making it happen do not have sufficient time allowed for the extra work and the financial wherewithal to cover the extra expenditure for equipment, overtime, marketing and so on. These resources must be guaranteed and provided by the management of the organization. Without resources, not only will the staff be unable to carry out the changes but they will also be likely to put in less effort as they will undoubtedly feel that the senior managers are not sufficiently committed to the change that is being proposed.


	
An active approach – the leaders in the organization must take action. There is little point in repeatedly stating that they are committed to change and giving reasons for the proposed changes (even perfectly valid reasons) if they do not back up their words with action. As we have stated, they must provide resources such as time and money and they must prepare plans, timescales and appropriate guidance for the workforce.





These four conditions – commitment, leadership, resources and action are absolutely essential before any change process will show results.





2
when is change needed?


In this chapter we address the question ‘when is change needed?’ As improvements are continually needed in business, the answer is ‘always’. So, how can you decide what needs to change? The first step should be to check the current position by conducting a complete review of the business and preparing a business plan. Changes that may be highlighted include the need to update technology or to improve training.


Improvements will be in one of three areas – developing new or improved products in response to market forces, improving business processes to ensure that things are done more efficiently or effectively, or altering perceptions, perhaps by improving a brand’s value. A business case for change can be made by evaluating the potential for profit or savings and this is also detailed in this chapter.


Finally, we will look at restructuring a business and the ways in which an organization can be structured.


 


The short answer to the question ‘When is change needed?’ is – always. Organizations are never perfect and they should be constantly changing in order to improve. Improvements in all aspects of business, whether it is in profitability, costs, delivery times, customer satisfaction, staff performance or culture, are only ever achieved by change. Also, the events going on around all organizations must be reacted to and changes will need to be made to adjust to things going on in any market.


So, what might need to be changed? Again, there is a short answer – everything. But, to be more specific, innovations and improvements should be sought in the following areas:




	working practices may need updating


	there may be new applications and uses for existing products


	staff skills may need improving


	customer response times could be shortened


	customers may demand something that you do not currently do or supply


	new markets may be available


	customer care programmes may need to be improved


	production machinery and equipment may need to be replaced


	new products may be possible


	new technology may produce improvements


	costs could be reduced.





These – and probably several other areas – should be reviewed to see where improvements, innovations and updates will help the organization towards its objectives. The first move is to take a careful look at the current situation.


A full review of business performance is a necessary prerequisite to any change process. A wide-ranging business review should be a regular part of any organization’s strategy but it could also be triggered by a variety of circumstances, such as:




	Poor performance – if the organization is not felt to be performing as well as it could or should.


	Revision of the business plan – if it is some time since the original business plan was prepared then a business review can be used as a precursor to preparing a new one and to making the changes in direction and so on that are identified as necessary.


	Changes in the market – if new competition enters the market in which the organization is operating, for example, or if new products are taking away the organization’s market share then changes will become an urgent necessity and a review of products, markets and competitors is invaluable.


	Growth plans – if its senior managers are ready to move it to the next level then assessing the performance of an organization is the best way to see where change is necessary.





Conducting a review


The aim of a business review is to get a clear picture of the organization’s current position. A full business review report should involve the following:


A summary


Include a summary of what the organization does – this might take the form of a very brief history of the organization, what it produces or provides to its customers, how many people are employed and so on.
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