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With the arrival of new technologies and
connectivity, it has become easier to work both in
a physical and remote manner over the last few
years.

As a result of the Covid-19 pandemic, most
employees and companies have been forced to
adapt quickly and unexpectedly to remote
working, with the consequent need to digitalise
the workplace and adapt employees to it, which
is sometimes a real challenge for SMEs.

Throughout 2020, the Alares Foundation carried out
a series of studies, which showed that
approximately 60% of companies had not
implemented remote working in their organisation,
which made it difficult to adapt to the new reality in
which we find ourselves. [Ref-1].

Productivity is considered to be one of the most
relevant aspects when talking about remote
working. According to the "Work from Home &
Productivity" study on remote work habits in
comparison between pre- and post-confinement
periods, it found that, according to their analysis,
when people work remotely for two to three days a
week, performance increases by up to 19% and
quality of work by up to 18% on those days. [Ref-2].

1. Introduction
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Needless to say, workers' lives have been affected in
recent months, but for millions of people who used
to work "independently", the change has not been
as striking as for others, as it is their usual way of
working.

According to the World Economic Forum, "the
implementation of new technologies will affect the
labour market, so over the next five years, a
significant number of companies expect to make
changes in their locations, their value chains and
the size of their workforce due to factors beyond
technology". [REF-3].

Today's pandemic situation can be seen as an
essential turning point for digital transformation in
the workplace, which is another aspect to consider
when it comes to remote working.
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In this sense, the adaptation of employees to new ways of working is essential in
order to offer a service that meets the needs of consumers. To address this
process in a way that does not generate reluctance among employees, there is
change management. But what exactly is change management?

The workplace digitalisation has been essential to maintain business services
and continue to respond to the needs of customers, whose consumption
habits have also been altered in this respect.

According to "The Future of Jobs Report 2020", in Spain, the COVID-19 pandemic
has provided almost 86% more opportunities to telework by accelerating
digitalisation processes by almost 93%, among other determining factors. [REF-
3].
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According to the Business Process Management Body of Knowledge (BPM
CBOK) Guide, change management is considered as a "structured approach to
managing the people and organisational aspects of change to achieve desired
business outcomes". [Ref-4].

According to the Business Process Management Body of Knowledge (BPM
CBOK) Guide, change management is considered as a "structured approach
to managing the people and organisational aspects of change to achieve
desired business outcomes".

Without adaptation and proper support in the new ways of
working, the impact on employees can be very great, which is
why change management is indispensable when it comes to
tackling a change of this magnitude.

2. ¿What is
Change Management?
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Businesses are always changing as a result of advancing technology and the new
ways in which customers act in the marketplace. Organisations need to know
how and when to make changes in order to achieve their goals.

Change in organisations does not happen by itself, that is, it is always caused by
forces both internal and external to the organisation. On the one hand, external
forces are caused by various factors such as; the constant demand for new
products and services from customers, the need to adapt to new technologies,
the solutions offered by customers or a pandemic such as the one that has
caused the need to digitally transform the workplace, among others.

On the other hand, with regard to internal forces, the need to

increase the company's results, the definition of new and

increasingly agile organisational structures, and to foster a sense

of belonging and adaptation to change on the part of the

employees stand out.

The need for change management
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In implementing a change, we will find both change ambassadors - who are
responsible for promoting, scaling up, supporting, and implementing the change -
and change receivers, who are those affected by what is being changed within the
company.

According to Everett Rogers, "change is not determined by the age of the workers, it
is a people issue". [REF-5].

Among the actors involved in change management, it is worth highlighting the
following:

1. Innovators: Considered to be the first group to adopt new technologies. They tend
to be characterised by the fact that they like to discover new things and keep up to
date with technology.

2. Early Adopters: People who adopt new technologies when they believe that the
technology will be useful and bring some kind of benefit..

3. Early Majority: Group of people who are not known for discovering new
technologies but are willing to use them..

4. Late Majority: This group is very similar to the previous ones but, in this case, they
are more distrustful and reluctant to technological changes and new ways of
working.

5. Laggards: Traditional people who embrace change when under pressure to use
new technologies.

Studies conducted by Kotter International show that 30% of projects are
successful in their implementation, while the rest of the projects do not go ahead
for two main reasons; resistance and/or cultural reasons that are not adequately
addressed (75%) or lack of senior management sponsorship (25%). [Ref-6].
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Leaders' adaptation to the current 
situation.
Leaders have been confronted in recent months with a number of unfamiliar
challenges to which they have had to adapt in the shortest possible time. Among
the main challenges they have to face now or in the near future are the following:

Leaders will have to figure out how to deal with such situations of great
uncertainty and be able to maintain an atmosphere of "safety" among the people
in the organisation, so that their motivation and commitment cannot be affected.

1. Uncertainty

Since the pandemic, businesses and consumers have become accustomed to
constant change in a dizzying way.

The main changes are in consumer trends, as consumers have started to shop
online as a matter of course and the trend is for this change to consolidate and,
secondly, another big change is in the digitisation of companies, mostly carried
out to ensure their survival, having developed this digitisation practically from
one day to the next.

In this sense, leaders must be resilient and know how to adapt to change, being
prepared at all times to act on it and transmit the benefits of change to their
teams, to generate motivation and improve productivity.

2. Constant changes
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Changes in the way companies work have drastically changed the management
of people, moving from direct contact in the office to telematic management of
teams. It is essential for leaders to adapt to the new models in order to keep their
teams motivated and to transmit maximum openness at all times, with fluid
communication and great transparency in decision-making. In this way, the spirit
of unity will be reinforced, and employees will feel that no one is left behind.

By considering these three main aspects, leaders will be able to keep their team
motivated even when there are changes in the company.

3. People management
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Change stages–
Freeze Model. 
Companies find themselves in a competitive environment, which forces them to
continuously search for solutions and evolve, where they invest a great deal of time
in adapting new models of change. In order to establish such changes, Kurt Lewin
established the Freeze Model, which is made up of 3 stages or phases. [REF-7]:

This first stage consists of understanding the situation in which the SME finds
itself at the time of the change, where the people involved in the change must be
aware of the starting point and the resources available for the change. According
to Lewin, for any change there are two types of forces: on the one hand, those
who collaborate in the implementation of the change, which are considered
driving forces, and on the other hand, those who resist change, also known as
restrictive forces.

1. Defrosting

It is at this stage that change takes place. In it, the actions established for its
correct implementation are carried out, always accompanied by progress
monitoring, establishing mechanisms to check its effectiveness.

2. Change

It is about creating a sense of stability, in which the people who have been part of
the change feel comfortable, and serving as a basis for future change.

3. Freezing
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Any change is a factor that should initially bring advances and benefits for the
organisation and in turn improvements in different components linked to it, i.e.
its profitability, competitiveness, among other factors that are detailed below:

Advantages of the change.

A company's employees have a key role to play in change, in this sense, if
they are prepared from the outset to embrace change, both organisationally
and procedurally, it will be possible to reduce the company's organisational
costs.

1. Company’s costs reduction:

Change management in a company guarantees and ensures better
company stability, which in the future leads to organisational growth.

2. Organisational growth:

Once a company's change management strategy has been developed,
internal employees are empowered to understand the developments
involved and to adapt the corporate culture to the change that has taken
place.

3. Human talent leverage:

As explained, change brings about organisational growth, which is
associated with the creation of new teams and work groups and the
enrichment of employees. As a result, productivity and quality of work is
increased.

4. Increases employee wellbeing and motivation:

Change improves organisational resilience, making it easier to adapt to
market changes.

5. Increased success in projects and initiatives:
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Once we have detailed what change management is and which are its actors,
we realise that change management can occur in all types of organisations. It is
therefore important to know what the main risks are when dealing with change
management, in order to avoid inadequate implementation.

Risks involved in change

Failure to carry out a diagnosis of the state of the organisation can change
the roadmap for the implementation of change in the company, which is
why it is essential to do so. The disadvantage of carrying out a business
diagnosis is that it can entail a high cost for the company.

1. Not carrying out an organisational diagnosis:

For the correct assessment of risks, both external risks and those at the
internal level of each process must be considered. In this way, appropriate
controls and KPIs can be considered to ensure that the change is
implemented correctly, without destabilising the project or diversifying
objectives.

2. Risk measurement and assessment:

The role of the company's leaders is central to the change management
strategy. Normally, in an organisation, it is assumed that the company's
management will project and lead the change. This is not correct, as it is the
leaders of the company who know to what extent change can impact
positively or negatively on internal processes.

3. The role of the leader in the organisation:
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To achieve the objective of implementing change in an organisation, it must
be ensured that changes are planned and properly communicated to all
members of the organisation. Otherwise, detractors may appear and the
strategy could be damaged and the change not implemented.

4. The need to plan and communicate change:

As just explained, at some point in the change management strategy, there
may be people who show resistance to change or naysayers. These
detractors are usually identified by those who are less accepting of
technologies in their daily work, or who have been performing their tasks in
the same way for a long time.

5. Resistance to change:

If a change monitoring plan is not established, changes may not be
implemented correctly, unbalancing the change management plan and not
being able to establish the improvements involved. For this, it is necessary to
carry out a correct monitoring of the changes, establishing measurement
KPIs.

6. Follow-up of changes:
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When developing a change management strategy and in order to have a 
positive impact on the company, a methodology must be followed, as outlined 
below.

3. Methodology
for a successful 
change 
management.

Impact analysis
Strategic Impact Analysis.

Firstly, the change management strategy must include an analysis of the
impact of the change in question. In this way, it will be possible to check how
this change will affect the company and its people at a structural level, as it
may generate susceptibilities or fears, which would be a mistake because it
could generate resistance to the novelty and make it much more difficult to
implement.

During this phase, the impacted groups are identified and
the gap between the AS IS and the TO BE of the change is
analysed. In addition, it is advisable to study the
predisposition to change of the people involved in order to
mitigate resistance and identify their possible fears and
frustrations.
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Communication
Communication needs

A key part of a change management strategy is the communication to
employees of the aspects that are to be changed in the company. Proper
communication management is essential to be able to reach and convince
employees to adopt this change and to avoid any reluctance to do so.

Key communication elements

In order to properly develop the communication strategy in a change
management plan, a number of variables must be considered and defined
and developed:

What needs to be communicated. Normally at this point,
employees should be told what is going to change within the
organisation and why it is going to change. In this way, we are
involving them in the change from the outset, which can help us
later in the process, avoiding resistance to change..

Who communicates. The person who communicates the change
must be chosen carefully, normally a change ambassador is chosen
who will be the person responsible for communicating the change
to the rest of the organisation. Care must be taken because, in very
hierarchical structures, communication by the person in charge can
be seen as an imposition and may generate some reluctance on the
part of employees.



17

To whom communicate. If our SME is not very large, we can make a single
communication for all employees or by departments. However, if you have a
slightly larger company (a medium-sized company, for example), it is
interesting to divide the audiences by profiles so that the message is better
received, personalising it for each one of them.

How to communicate. At this point we must choose the best
communication channels for our employees, either through the use of email
or more attractive channels such as posters, a banner on the company
intranet, a descriptive infographic, etc. In this way we will attract the
attention of our employees so that they understand and accept the change
as something positive..

Based on the definition of the aforementioned aspects, a
calendarised action plan must be established for the development
of the communication plan, with the aim of not establishing
communications that are too close together in time, so as not to
overload employees with information.
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Collectives Management
Change in a company requires a number of people who are ambassadors of
change, people from within the organisation who function as supporters of
change, who accompany employees in the adoption of change and manage
possible conflicts that may arise.

In addition, a driving profile is key to communicating the benefits of change
and thus mitigating resistance.

For this, it is necessary to size the groups involved in order to
select the right person or persons and to communicate their
role and the support activities they will have to carry out
throughout the change management project. In this way, it
will be easier for the rest of the employees to adopt the
change, as there is internal involvement.
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Training
Training key elements

At this point, for the correct development of the training strategy, as for the
communication strategy, the following variables must be defined:

What you want to train in. Determine where employees will need
training in this area.

Who is going to train. Establish the trainers. They can be internal or
external people who will deliver the training we have determined.

Who we want to train. At this point we need to know which people
in the company we want to train.

How we will train users. In this respect, we must define the format
of the training that will be given to employees, whether it be training
pills in the form of short videos, face-to-face courses, a syllabus and
an exam, etc..

Finally, a feedback tool or system should be defined by which
course users can assess the quality of the courses and of the
learning process in general.

Once these variables have been defined, the scheduling of the training
actions must be defined in order to carry them out at the right time.
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Tracking and monitoring
As a final point of the change management strategy, a follow-up and
monitoring strategy of the activities carried out must be developed in order to
ensure the transformation by measuring and monitoring these activities.

In order to measure and monitor these activities, a set of
simple and measurable baseline indicators should be defined,
allowing improvements to be implemented in case of any
deviations from the plan.
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Recent times have not been easy for SMEs, especially
considering the change in the way they work due to the
confinement caused by the Covid-19 pandemic.

SMEs were forced to digitalise the way they deliver their
services and sell their products, often very quickly and without
the necessary preparation that such processes entail.

SME workers, for their part, were forced to adapt to new ways of
working, working remotely, without any contact with their
colleagues, and with new working tools that they did not use on a
day-to-day basis.

Such drastic changes in the way of working can lead to a decrease
in employee productivity, with a consequent loss in the company's
turnover.

Change management strategies are designed to prevent these
developments in companies from posing a risk to employees and
company profits.

A change management strategy is made up of a number of
factors that, when carried out in a scheduled and orderly manner,
can make employees see change not as a threat, but as an
opportunity to improve the way they work, taking ownership of
the change and becoming a supporter of it.

Conclussions
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In this regard, a strategic impact analysis should be carried out
first, to check how the change would affect the organisation,
followed by preparation by the change managers, who will be
responsible for communicating and getting employees to accept
the change.

On the other hand, it is essential to develop an internal
communication strategy appropriate to the vicissitudes of each
employee or group of employees, in order to make them
understand the change and get them to adopt it naturally.

In addition, change is likely to bring with it a number of training
needs in terms of technology or work processes, so developing a
training strategy with employees is essential for them to
understand the magnitude of the change and to adopt it more
easily.

Finally, each of the actions in the change management strategy
must be monitored and measured, in order to see if there is a need
for change and then make it.

In conclusion, a change management strategy is absolutely
necessary to understand and adopt any kind of organisational
change in an SME. Facilitating its adoption and getting the
business back to business as usual as soon as possible depends
on such strategies and how they are managed from the top.
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