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Introduction  

In this Unit Review you’ll be asked to: 
 
Look at a change that has taken place in the recent past in the organisation and using this 
example explain: 

• The benefits of this change to your organisation 
• The barriers to the change and practical ways that these were/or could have been 

overcome  
• how well the change was communicated to people in the workplace 
• the possible human and financial effects that the change had upon: 

o people,  
o departments 
o the organisation 

 
Assessment criteria 
 
You will need to show that: 
 
The benefit of innovation and change for the organisation is explained 
The barriers to change and innovation in the workplace are identified and practical ways of 
overcoming these barriers is explained 
The importance of communication in successful implementation of change is explained 
Possible human and financial effects of change upon people, departments and the 
organisation is explained 
 
 
Marks are out of 100 (total).  To pass, 50% must be achieved in each category.   
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M3.02 - Understand Change in the Workplace 
 
Give a brief description of a change that has taken place in the recent past in the organisation 
where you work. Briefly consider the scope and difference from the original circumstances  
 
At my university we recently moved into fantastic new premises and a new era for our college 
was proclaimed. In order for us all to fit in the new space, there were three different stages of 
staff restructuring that were needed – admin, technical and academic.  
 
The recent change I would like to discuss is the reduction in our academic team from approx 
30 staff to 22. We were originally teaching the Bachelor of Arts degree in Graphic Design 
(BAGD) and were merged with a separate team from the Masters of Arts for Communication 
Design (MACD) resulting in some positive and negative results. There was a parallel change 
too occurring due to the withdrawing of government funding. From these three factors, (move, 
restructure and funding change) I will focus on the change in staff for the benefit of this 
exercise. 
 
 
The Benefits of Change and Barriers  
(50 marks overall) 
 
1. What were the benefits of the change for the organisation / team / individuals? 
 
The new structure gave an opportunity to create a one new Graphic Communication Design 
Programme (GCD) out of the former two parts.  
 
This benefitted the college organisation as it makes our future subject offer of Graphic 
Design more connected, more robust and allows for improved research activity. It has already 
improved the student experience offer as the new GCD programme offers a broader package 
of study and increased crossover of activities and lectures between previously separated 
courses. It also extends the potential period of study from three years to five. 
 
It benefitted the staff team as it gave us the chance to expand our BA teaching practice into 
MA level and so offers personal development. Suddenly there was a change to working 
practice and to staffing practice that had been in place for years. New teams could be formed 
and different groups of subject practice could extend all the way from Stage 1 on the BA to 
Stage 5 on the MACD.   
 
Individual tutors could rethink their positions, some after many years in the same job. Some 
were given the opportunity to apply for a choice of different roles. This led to new ideas into 
the content of our teaching and new opportunities for learning and teaching practice such as 
peer learning and buddy systems. It offered a good expansion of teaching practice.  
 
The individual students benefitted as they had a large department to draw from and 
opportunities to meet more tutors and other students. We now plan to recruit students who 
might stay with us for 5 years. The move offers a pretty unique sharing of facilities and 
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workshops – if all goes to plan. The openness of courses at the college means there is 
potential for students to mix and work with students from other disciplines. 
 
 
1a.  What were the barriers to the change? 
First, the threat of job losses to the whole team was a barrier as jobs were cut and part time 
lecturers were made redundant. Certain close colleagues were pitted against each other for 
only one job and this caused a division in allegiances. 
Second the fear that the BA team would lose the value of the course they had established 
over the years.  
Although the premises move brought about the merger there was dissent among staff who 
thought that the changes in GCD didn’t make sense. Other course and departments were 
believed to be benefitting from the restructure on paper (in the restructure diagram) in terms of 
staffing while GCD appeared to be being cut. 
BAGD workshops were moved to different premises off-site that was feared to be detrimental 
to the pedagogic aims. This triggered a student protest, which in fact brought the student 
community together. 
BAGD resources like computers, printers and cameras, had to be pooled and shared and 
were feared to be taken away. Yet other courses held on to their resources tightly (they hid 
them) and were perceived not to share. 
 
The perception was that the existing working teams were going to be destroyed in the new 
structure. Individual students and staff talked about being overwhelmed by the change in size 
and scale of the new building. Some feared that they would not cope with the large scale of 
workshops and with the transition itself. 
 
1b.  What practical steps were taken to overcome these barriers? 
At the start of the premises move staff were invited to focus groups and working parties. On 
the BAGD team we all got involved with planning space and resources and found it a hard but 
good process. 
 
At the start of staff restructuring however, there was no consultation with GCD staff. We were 
not represented at the top meetings and not asked to give our suggestions. 
We knew that staff change would come and as we had watched technical staff being 
restructured and library staff being made redundant too. This made us a bit nervous as we 
saw colleagues going. There were no reassurances from senior managers as staff losses 
were inevitable.  
 
We requested a meeting with the Head of College to discuss the loss of resources. 
Staff took up stress counselling and redundancy advice. Training in interview techniques were 
offered by managers and taken up by staff. 
 
 
 
1c.  What other practical steps might have been taken to overcome these barriers? 
A working party could have been set up to aid staff restructuring. We recently had a very 
successful review and revalidation process and that could have been used as a good starting 
point. The timing would have been perfect. 
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The Dean could have explained the vision of the college staffing more to the team. He could 
have asked for our suggestions to take up to the top meetings. 
The Head of College could have explained some anomalies such as why some progammes 
with half the number of students had the same staff levels as our large programme.  
Rumours of favouritism for other programmes should have been squashed and made 
common knowledge that they were incorrect.  
 
More reassurances about the sense of loss of resources should have been addressed. The 
impact of reducing resources that had been built up over the years was perhaps 
underestimated. 
 
The formation of new teams out of the old should have been acknowledged. Team leaders 
were not clear of their aims and objectives in the newly created Programme. This was 
because the appointment for the post of Programme Director (PD) was left unadvertised for 6 
months. There was an acting head of MACD and an existing head on BAGD, but neither 
wanted to make decisions on behalf of the absent PD. 
 
The lack of leadership slowed down the process of change and allowed a gap in support to 
occur. As in Kotter and Schleisinger said,  

‘Managers can head off potential resistance by being supportive in difficult 
times. Managerial support helps employees deal with stress and anxiety 
during a transitional period.’ 

Examples of support could have been better communication between the senior managers 
and the middle managers. If the reasons for restructuring and loss of resources had been 
explained with greater clarity then it would have helped in hindsight. 
 
 
 
Effectiveness of communication 
(26 marks overall) 
 
2a.  Briefly explain why communication is important in ensuring the success of a 
change (20 marks) 
 
The communication can make all the difference to whether a change is taken on board 
properly and in long lasting. In our situation knowing about the reasons for the restructuring 
was vital provided in one large briefing to the whole college staff which went quite well. The 
next step was a follow-up session with a question and answer format to try to nip rumours in 
the bud. 
 
In situations of change, there are often people who disagree privately but won’t put their hand 
up in a lecture to ask a question. These are resistors and they can cause quite a lot of 
damage if they are left out of the decision-making. If communication can be clear and honest 
then it takes away the potential for rumours that passive and active resistors use. 
 
Different forms of communication can bring people into the process at different stages. 
In the early stages communication takes the form of consultation and information. In the 
middle stages, good communication can make it less stressful, for instance if managers are 
able to offer employees support through stress counselling or training for redundancy or 
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retirement. Once the change is implemented then recognition for contributors and about the 
benefits of the change would help stakeholders with any adjustments. If participants are able 
to contribute to the change process then the change is more likely to be perceived as 
successful. 
 
 
 
2b.  Give an example of how the change was communicated to people in the workplace 
using the example in Question 1. (3 marks) 
 
The change was communicated via email and a large briefing from the Head of College. 
A new structure was published on the intranet for all stakeholders to see. Then letters were 
sent to all staff who needed to reapply for their jobs. Interview panels were set up and staff 
were asked to participate in the interviewing of colleagues.  
Verbal reports about the change process were also unofficially communicated by staff in 
others areas who had been restructured. This was not part of the official plan. Rumours were 
circulated about the ‘real’ reasons for the changes, which did not help, instead only clouded 
the issue and caused anxiety. 
 
 
2c.  In your opinion, was this communication process effective and what, if anything, 
could be improved in this area?  (3 marks) 
 
In my opinion the publishing of information was well done. There were different forms of 
communication, emails, intranet and a letter from the rector. All these things helped to give an 
overall picture that the college didn’t actually have any choice but to restructure. 
 
The stress counseling provided was also good as it recognized that this was indeed a tough 
process for the staff. 
 
The rumour situation could have been handled better as the resistors cause unnecessary 
anxiety during the restructuring. In my opinion it would have helped to have had some 
communication to deny rumours perhaps on a website or blog. The trouble with blogging is 
that it is not monitored and so people can publish anonymously. 
 
The local change could have been handled better by involving the GCD progamme staff in its 
own future. Instead there was no consultation and a staff structure was imposed that clearly 
was not made for our benefit. An explanation of the methodology would have been helpful to 
help staff understand the reasons why our existing teams were taken apart.  
 
The promise that the restructuring would be reviewed after one year was not followed through 
and in fact denied. This led to a distrust of the process, as the review was an opportunity to 
correct some of the communication problems. This change process is still ongoing as I write. 
 
 
Human and financial effects 
(24 marks overall) 
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3a.  What are the human and financial effects that the change had upon the 
organisation? (8 Marks) 

 
The human effects  
The human effects are that the new changes did bring about a breath of fresh air 
and stopped people doing the same thing year after year. New people were 
recruited and some staff that were inefficient were moved away to other roles or 
made redundant. This was quite refreshing overall. 
 
The perception therefore was that the result of the changes was positive and 
produced a forward thinking team in parts of the organisation where the change 
was handled well. External partners saw this as a new creative community and 
drew lots of attention while the move to new premises is in the headlines. 
 
In other departments where the change was not handled well, then the results 
were less successful. Although existing staff were recruited into new roles the team 
still did not buy in to the change due to not being included in the process from the 
start. These departments did not appear to be as motivated as others. Staff were 
still demoralised 14 months after the restructuring process began. These 
stakeholders believed that they had lost something of value and could not see that 
the organisation as a whole had benefitted from the restructuring. 
  
Financial effects 
The financial pressures on educational establishments are tougher than ever. The 
changes were essential to the University surviving in the current economic climate. 
There was really no choice. The restructuring meant that the staff costs were 
reduced and kept on target for the tight budget set by the Rector.  
 
The new building is an asset to the brand of the University, and should attract more 
applicants in the coming years. In fact our applications are down year on year but 
not as much as the national average for art and design courses, so in effect the 
University is using the new building to enhance the offer to applicants in this 
difficult time. 
 
A further financial effect is that the loss of resources has caused students to have a 
reduced experience. We have had complaints from the students about lack of 
equipment and that the building is not as perfect as it looks. In fact many 
organisational problems still persist. The student satisfaction rate has yet to be 
published. 
 
 

3b. What human and financial effects has the change had upon the departments or 
teams? (8 Marks) 

The human effect on some of the local teams in BAGD and MACD is that the 
restructuring has made tighter teams who can work together more efficiently. There 
has been a renewal of purpose sense of community. A couple of people have left 
and this meant that colleagues had to pitch in to fill the gaps. There has been a 
breaking down of previous barriers between departments within the course. The 
walls have come down in the staff structure as we have witnessed the walls 
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coming down in our actual physical space too. The open plan studios in the new 
premises are a metaphor for an open style of teaching with everyone being able to 
see what we do, so the MACD and the BAGD are mixed up much more.  
 
Financial effects 
The combining of the BAGD and the MACD should help with recruitment 
(customers) during a very difficult time in the sector. We hope to retain students 
from the BA and encourage them to sign up for the MACD. This did not happen 
before, as there was no connection. 
 
In terms of cost, then the University has made massive savings at a time when it 
had no choice due to the withdrawal of government funding. We are looking 
forward to seeing the figures once the Rector publishes them later in the year. This 
saving should help with the long term planning of the University. 
 
The value of the brand has increased, as the external perception is that we must 
be doing well to have moved to a beautiful purpose built premises. Lots of external 
partners want to collaborate with us in the next two years and host conferences, 
talks, events etc.  
 
The open plan style of teaching makes us look very forward thinking in terms of 
pedagogy and research. We appear to be an attractive proposition to international 
students due to the media interest in the move and in the potential expansion of 
the brand. 

 
 
 
 

3c. What effects has the change had upon individuals? (8 Marks) 
There are two sets of answers to this question as these changes are still ongoing. 
We are not at the end of the process at this point. 
 
Early adopters to change have seen an increase in the standard of their daily lives 
at work. This is the organisation and facilities sector in the new premises and 
includes the centralised services like IT and our Continuing Professional 
Development partners, who have gained many assets during the process of staff 
restructuring, in terms of space and resources. They have been involved in the 
planning of change and so were allocated good space and equipment. They 
enjoyed the process of change and were involved in the planning and meetings. 
Their staff team feel empowered by their new surroundings. The students like to 
work in these areas, as the staff are generally positive about the future and do not 
focus on day-to-day problems. These centralised teams supports BAGD and 
MACD in the delivery of teaching. 
 
The individuals who belonged to subject areas within BAGD and MACD have had 
the opposite experience of change. They were not involved in the planning of staff 
restructuring and as a result feel they have not come along with the changes as 
quickly as they would have liked to. They were involved early in planning of space 
and resources but felt manipulated into giving up their assets to the common pool. 
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The fact that they were not allowed to participate in the actual staffing restructure 
means that now they are less likely to facilitate later stages of change. 
 
As a result the students (customers) can sense the lack of commitment to the 
University structure and see distrust in their behaviour towards the organisation as 
a whole. This academic staff group fell that they were coerced into parts of the 
change (for example having to pool their cameras and computers) and yet have 
seen no benefit as a result (they can’t use same cameras as they are now block 
booked out by other courses). This feeling of coercion and manipulation could be 
quite damaging in the long term to the external facing partners and customers. 
Poor communication to these individuals has meant that there is a lack of trust in 
the organisation as a whole.  
 
However there is still time for some of these things to be rectified. A new Head of 
College is due to arrive and also a new post has finally been filled for Programme 
Director for GCD. Both should bring a clear vision and new aims for the 
Programme. The staff hope to be able to participate in the final stages of the 
restructuring in the coming academic year and put the last one down as a period of 
transition. 
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