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INTRODUCTION 

This guidance is a response to requests from youth offending teams (YOTs) in 

Wales for some practical help when faced with an impending merger with 

either another YOT or another team within the same local authority. It was 

commissioned by members of the youth justice Practice Development Panel 

in Wales, following a thematic meeting to look at this issue. 

A number of mergers of both kinds have already taken place in Wales. The 

likelihood of more seems high, given the current climate of change both in UK 

Government (following the Taylor Review) and with possible local authority 

area re-designation in Wales. 

Judging by the mergers which have already taken place in Wales, there seem 

to be a variety of scenarios to which this guidance may be applied in future. 

In recent years, mergers have taken place between YOTs of very different 

sizes—for example Rhondda Cynon Taf  with Merthyr Tydfil  - and in the past 

between Blaenau Gwent and Caerphilly. Another example is the merger of 

three different local authorities (Swansea, Neath Port Talbot and Bridgend) to 

form Western Bay YOS. There have also been mergers between the YOT and 

the Youth Service within the same local authority; for example in Wrexham 
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and  Pembrokeshire.  

The aim of this document is to present overarching principles which can be 

related to any merger situation, rather than any which are directed to specific 

scenarios.  
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THE PURPOSE OF 
THIS DOCUMENT 

AND 

HOW TO USE IT  

This guide leans heavily on the experiences of people working in youth justice 

services in Wales who have direct experience of mergers in a number of 

different capacities. Their advice has been gathered through a series of inter-

views to enable some underpinning principles of how to go about mergers to 

be developed and give some tips on things you need to do and shouldn’t 

overlook.  

The responses are not attributed to individuals in order to preserve anonymi-

ty. They give a sense of the range of the challenges faced by people working 

in different spheres of the local authority hierarchy and their solutions, some-

times found through trial and error, but based on real life experiences from 

the recent past. All quotes are written in italics to give some sense of the ac-

tual feedback and flagged as “Top Tips”.  

This can be linked to information on the theory of change from a general, ra-

ther than solely youth justice, point of view. Colleagues from the Business 

School at Aberystwyth University have contributed tasters from different or-

ganisational change theories in Appendix I. Why not dip in and out of here as 

you’re reading the main document just to give points of reference? The Kotter 
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TOP TIPS 

Top tips from colleagues are used to develop our own, home-grown, 

guidance on mergers most relevant to us here in Wales. They touch on 

a variety of things which will be helpful in planning a route through a 

complex process which is likely to follow several stages, involve a num-

ber of stakeholders; folks like staff, young people, parents, 

health, police, local authority chief executives and members -

the list goes on! 

8 step change model is very relevant and relates well to the way this guide is 

written. 

To underpin all of the above, there are some websites indicated in the body 

of the document, and in Appendix II at the end, which will guide you to 

sources of information you may find useful. For example, on training in 

change management, leadership and project planning. 
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A ‘HOW TO’ 
FOR 

ORGANISATIONAL 
CHANGE 

We considered everything said by the folks we interviewed and used it to con-

struct a model of the four main stages for mergers in Wales: 

 

Each of these stages has elements which people felt were essential – these 

are outlined below. There is some repetition in here but that simply reflects 

that certain elements of the process may need attention throughout.  



 

 9 

This stage includes those actions which will set the process of change in con-

text so that the ‘why’ and ‘how’ are both considered and support is gained 

from those who need to be convinced that the change is a good idea and will 

be successful. 

 

1.1 Understanding the drivers 

There have been a number of drivers of change apparent in the mergers in 

Wales. In some places, several drivers have influenced the decision to merge. 

It’s pretty much essential to be very aware of why the change is being consid-

ered as a case will have to be made to develop the necessary support and buy

-in (see 1.2) and the reasons for change will undoubtedly influence the mer-

ger process itself.  

Drivers which we were told have influenced change in Wales include: 

 Financial constraints/making savings  

 Examples of other successful mergers in the area which can also 
be a catalyst for change – and a good source of information for 
how things can be done 

 Welsh Government policy towards local government reform  

 A falling statutory YOT caseload with a need to maintain essen-
tial YOT functions, making economies of scale desirable 

 Police, Probation, Health and LSCB preference for regional col-
laboration  

 The YOT Management Board itself 

 A closeness and synergy between the two merging authorities/
parts of the same authority 

 An emerging skills shortage across the involved services that 
could be mitigated via a merger 

 Partners’ limited resources to commit to individual YOTs in their 
areas 

 And, above all, the best interests of the children 

 

1. Pre-planning 
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This list isn’t exhaustive - there may be things which apply to you which 

aren’t here - but it’s recommended that you do consider the drivers as this 

will be an important and focussing aspect of the process throughout.  

 

1.2 Developing support and buy-in 

Everybody we spoke to had a pretty clear line on this – it’s essential to de-

velop support from the very top level if your merger is going to work. Doing 

this will involve ‘selling’ the idea and the benefits of the new organisation 

being proposed – with a realistic appraisal of what the goal is and how you’ll 

achieve it. 

To do this, it will be best to develop, and be able to articulate, a compelling 

vision for the future organisation which can engage the most senior players 

in the local authority and partner organisations i.e. councillors, senior offi-

cials, politicians, CEO’s, and not forgetting the staff in the merging organisa-

tions as well of course. 

Part of ‘selling’ the idea to get buy-in will include stressing the potential 

gains. Views expressed on this were that the new organisation may give: 

 A much better understanding of the roles across and between 
a larger, more integrated team 

 Increased involvement of YOT operational managers in wider 
children’s services management meetings resulting in a better 
range of services being provided more seamlessly to young 
people  

 Increased efficiencies - YOT officers may gain greater capacity 
so that there is a boost to outcomes for young people  

 An increase in YOT resilience to deal with resource cuts from 
partners 

 An ability to explore new areas and methods of working 
across the whole range of business 

 An increase in the resource as a whole by bringing more resili-
ence and sharing of specialist resources such as mental health 
and speech and language provision 
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At this stage, it will be the leaders of the merging organisations who will 

champion the need for change through existing meetings and structures 

(some LAs in Wales have designated change management teams who may be 

involved here). When change is supported and is being planned (section 2), a 

‘Leadership Board’ (sometimes called  ‘collaboration board’ in Welsh mer-

gers) will be needed.  

The aspect of leadership, and its crucial importance, was mentioned by all 

interviewees and it seems vital that this part of the process is carefully con-

sidered and effectively done (please skip ahead to 2.1 to read more about 

this).  

 

 

The planning stage will be based on some key decisions about over-arching 

objectives and functions made in pre-planning but will then focus on the 

more detailed aspects of: 

 Consultation with staff and partners 

 Understanding the culture 

 Communication of the ongoing decisions 

 Agreement of the detail of staff structure 

 Functions and location of offices/bases. 

 

This stage will require skills in leadership and change management so, alt-

2. Planning 

USING THIS SECTION 

Just a word about this section – various stages are described so you can 

get a feel for what’s entailed but the order they’re presented in isn’t 

‘linear’…so don’t think you’ll have to do them in the sequence written 

here. Consultation (2.7) will be something you can do at any stage - sev-

eral times in the process in fact -  so just think about all these stages as 

things you can do in your preferred order. It’s up to you! 
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CAUTION! 

It’s easy to see the planning stage as the biggest, most important part of 

the process. Don’t be fooled by this. Don’t get trapped into planning 

without action. A good plan is iterative. In effect, it will have several 

phases where different things happen (some at the same time), building 

on what’s gone before.  Good plans change and adapt to new circum-

stances and information. This will have to be handled with a project 

management approach to ensure the various things suggested below are 

happening – there’s advice below (2.6) on how to do this. 

hough the rest of this section looks at tasks, there is information at (2.11) for 

those who feel they need extra input on these things to be confident of their 

skills and the skills of their managers. 

 

2.1 Creating a Leadership Board  

All the advice from folks interviewed points towards the vital role of a 

‘Leadership Board’ in a 

merger. This board should 

direct the strategic deci-

sions which need to be 

made by focussing on the 

core functions as the main 

part of their brief. The 

more detailed operational 

changes should be led by 

the Change Team (2.3, be-

low) which may include an 

external person if you de-

cide to use one. 

The Leadership Board will 

usually be created from the 

The Leadership Board 
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TOP TIPS 

‘The Board should meet regularly during the process’ 

‘It should start with the key functions in mind regarding planning the new or-

ganisation and then build outwards’ 

‘…start mapping and build out duplication in the new organisation’ 

‘…think about delivery not the teams to do it’  

‘Ensure there’s strong leadership on the Board which is good at bringing people 

together and maintaining links with partners outside the change programme’ 

‘Managers should see the long term advantages and put these 

above their short term interests’ 

two merging leadership teams (management boards in YOT/YOT mergers)…

this, in itself may present logistical problems of timing and over-

representation. The following points were suggested as a guide for how it 

should work (outlined in more detail in 2.2 below) and it’s membership from 

the Wales experience. 

The Leadership Board will also need to decide on the issues of data reporting 

(how to respond as one organisation) and how data may be split for local au-

thority reporting if this is necessary. Similarly, consideration should be given 

to responsibilities for outcomes to young people, during and after the mer-

ger. 

Learning from mergers in Wales tells us that there needs to be an identified 

YOT Manager who can then be the figurehead. Neglecting this until later may 

result in the possibility that staff from the merging organisations won’t have a 

clear idea who is in charge. This is a major point. If a process to appoint a new 

head of the organisation has taken place, it’s suggested that that person 

quickly assumes the overall responsibility for the change process and this will 
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help embed the new cultural identity. 

An additional function of the Leadership Board is to create a ‘Change Team’ – 

this is outlined in (2.3) below but is definitely a decision which must be con-

sidered very carefully.  

 

2.2 Leadership Board Key Task: Framing the new organisation 

As a key part of the planning phase, the nature of the new organisation and 

what it will do needs to be nailed down so people know what they’re working 

to create. It seems natural to look at current resources as a way of planning 

for the future but several people have suggested that the reverse is true – 

look at the function you need to build and then create the structure for that. 

See the top tips below to help you think about the process and what it entails. 

It helps when there is an openness and maturity of discussion between the 

members of the Board, senior officials and politicians in the local authority. 

The Board should focus on the strategic elements of the merger and be able 

to pass the overarching strategy, when developed and agreed, to a Change 

Team (see section 2.3 below for more on the Change Team).  

This last point is really important – there must be a two-way flow between 

the two groups, possibly helped by having a member of the Leadership Board 

on the Change Team (your decision!) but certainly helped by having good, and 

regular, communication to keep everyone focussed on the twists and turns of 

the process. 

 

The Change Team 
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TOP TIPS 

‘The main challenge - getting a good link-up with children's services in each 

area; including maintaining current management team links across the YOT 

and other parts of people's services’ 

‘Don't focus on cuts or efficiencies - these should follow good reform, not drive 

it’ 

‘Key aspect…operational delivery is paramount, don’t forget this!’ 

‘It may be necessary to change things which are currently working when the 

new YOT is formed as new needs are generated’  

‘Ensure staff are ready for change through sound preparation – people need 

to be prepared for a change of culture for it to be successfully embedded’ 

‘Make sure you plan the move itself – bear in mind the practicalities’ 

‘Plan how the data will be sent/split: one plan but data split by LA area’ 

‘Adopt a project management approach and try not to stray from 

it… so give yourself a proper approach framework’  

2.3 Leadership Board Key Task: Creating a Change Team 

As the Leadership Board (above) are dealing with the more strategic issues of 

linkages and overall purpose of the new organisation, a team needs to be as-

sembled which will work across the merging organisations to: 

 Focus on the detail of implementing the changes on the ground  

 Consider how the workforce should be remodelled to meet the 
new needs 

 Agree the success criteria which can inform a review (4.2) after 
the change has been embedded 
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LEADERSHIP BOARD CHECKLIST 

 Gain the ‘buy-in’ at strategic level 

 Develop the vision and sell the idea 

 Create the Change Team 

 Provide governance and direction for the 

Change Team 

 

As this team are dealing with issues of change, they need to be: 

 Aware of the business and the needs expressed within the Lead-
ership Board’s outline of what the new organisation must do 

 Made up of representatives from all the parts of the merging 
organisations in order to understand the business itself 

 Trained in the skills of change management 

 Well linked to the Leadership Board and the staff teams to max-
imise the flow of information in both directions 

 

Membership of the Change Team will need careful consideration in order to 

play off the competing issues of having a good enough spread of knowledge 

of relevant areas of business against not having too many folks sitting round 

the table. 

Achieving this balance will depend on the nature of the role of the new organ-

isation and which aspects will be prioritised. It was suggested by people inter-

viewed that there could be sub-groups created (to focus on Court work, for 

example, or ISS provision) to discuss particular topics with one member re-

porting back to the main team at meetings. Having a local knowledge of how 

each area of business plays out in localities will be important but must be bal-

anced with how the Leadership Board see the overview of the new organisa-
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tion. 

Views on the role of the Change Team are outlined in the Top Tips – but the 

main objective is to make the strategic plan a reality so that the new organisa-

tion can be created in a positive way. 

 

2.4 Understanding the cultures of the merging teams 

All the material on change management mentions this aspect of mergers as 

critically important. We’ve devoted a whole section to this for this reason so 

jump to section 4 below for material on culture and cultural change. Although 

the Leadership Board will need to be aware of this, it’s the process leader 

(YOT manager), and their Change Team, who’ll have the biggest role in influ-

encing this by the way they consult, react, plan and embed the change….and 

review afterwards. 

 

2.5 Deciding whether to use external help 

Quite a few of those we spoke to said that external help is very useful for 

bringing an independent, fresh set of eyes; equally, some said this isn't essen-

tial. The final decision may depend on funding available but several people 

thought this was money well spent.  

A consultant or independent person from another organisation can bring their 

own experience from both a theoretical and practical background which can 

inform managers who may be new to dealing with change. They also have a 

role to ‘drive’ the process and may be more likely to suggest changes which 

may not have been thought about by the locals because ‘that’s not the way 

we’ve always done things round here’. 

If you do decide that you’d like some help, YJB Cymru have been involved in 

previous merger situations in Wales and may be called upon to act in this ex-

ternal role if this would be helpful. Please get in touch if you need to. 



 

 18 

TOP TIPS 

‘You need to be aware that middle management and/or frontline can often be 

the most resistant to change. To overcome this, external facilitation by a con-

sultant is very useful and important in that a ‘neutral’ party is more likely to 

give difficult messages to the workforce’  

‘The consultant should focus on the operational issues leaving strategic deci-

sions and planning to the Board’  

‘An external pair of eyes can be important if the leader of the process has 

been in place for a long time’  

On the other hand . . . 

‘An external person is not as important as the skills and abilities of the person 

doing the work. What's more important is having the authority to act decisively 

and be assertive’ 

‘While an external facilitator can be useful to deliver difficult mes-

sages, taking the lead internally as a new starter can be an enabler’ 

 

2.6 Programme and project planning 

As any merger will take quite a bit of time (up to 2 years was quoted by sever-

al, from inception to people sitting at their new desks) it makes sense to take 

a project management approach. This sets out steps to take and processes to 

follow which will help make sure you don’t miss things out, so you know 

where you are at any one time, what should be happening and where you’re 

going next. 

Some of the key bits in programme management will be tools you can use 

which help you map the time ahead (Gantt charts etc.), keep track of your 

updated documents via version control and, crucially, allocate jobs to folks so 

nothing slips through the net.  
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JARGON ALERT! 

In project management ‘speak’, particular tasks should have 

‘owners’ (Prince2) – this avoids that awful situation where nobody 

knows who’s job something is, so….it doesn’t get done. 

Formal training in project management approaches like Prince2 can be really 

worthwhile. Alternatively, there are plenty of books and websites out there 

for you to pick up knowledge on this. Take a look at the links in Appendix II. 

 

2.7 Consultation 

This is a really vital part of the process which can get feedback to help guide 

some really important decisions the Change Team will have to make. Consul-

tation should be used to gather information including: 

 How functions should be delivered 

 The possible locations of the YOT base  

 The preferences of partners and users of the organisation 
(including young people) 

 General feelings about the whole merger and views from ‘left 
of field’ that haven’t previously been considered 

Some key things to bear in mind when building the new culture are: 

 Consultation will only be effective if the Change Team are will-
ing to listen and act on advice, where possible 

 Expectations will have to be managed and people must under-
stand that some kind of change will be inevitable 

 Feedback about the information gathered must be given so 
people feel as though their input has been acknowledged 

 The honesty and openness mentioned above in the early lead-
ership meetings must be apparent during the consultation 

 It may be necessary to have a number of layers of this process 
so initial ideas can be presented, feedback gathered and then 
re-presented for views (this links to the comments in 2.8 on 
communication) 
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2.8 Communication strategy  

Plenty has already been said about this above but that’s because it’s so im-

portant. 

The whole merger will start with communication, continue with a flow of 

communications between the Change Team and the Leadership Team, involve 

up to date messages and updates with staff teams and involve feedback from 

the whole organisation during and after the merge. See the top tips below, 

which testify to how important this is.  

 

TOP TIPS 

‘make sure you articulate a compelling vision for the future organisation’ 

‘There is a need for a continuous dialogue and engagement with staff and 

unions. This needs to explain the ‘why’ stressing the advantages i.e. better 

outcomes for young people, strength of practice improvement, sharing of bet-

ter working practices and, as a by-product, better job security for staff’ 

‘Ensure communication works so everybody’s getting the same messages at the 

same time’ 

‘Set out the vision for staff from the very beginning’ 

‘Communication with staff and partners needs to be continuous and 

repeated’ 

2.9 Maintaining business as usual 

One important thing to remember is that while the merger is going on, the 

business of the organisations will have to continue. Someone needs to keep 

an eye on this at all times…probably a designated person/people in the 

Change Team and feed information to the Leadership Team if there are prob-

lems. 
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TOP TIPS 

‘Change management training for operational and strategic managers should 

be considered as essential when starting this process’ 

‘Early in the planning stages, change management training will prepare man-

agers for the skills they will need to successfully plan how they will 

steer a course through the tasks which face them and help embed 

the new ideas with staff groups’ 

2.10 Practicalities – buildings, conditions of employment, travel 

These need to be planned in this stage and will have direct actions attached 

so the move itself will go as well as possible. The detail of what needs to be 

done, with comments, is set out in the next section, ‘Moving House’, acknowl-

edging this change from planning to reality. 

 

2.11 Assessing, planning and getting change management training  

This part is right at the end of this section, as it’s not quite the same as the 

others; i.e. it is a stage in the planning but an area of knowledge which will 

enable all the other bits of planning. People leading the change will benefit 

from change management training (if they don’t already have it) even if a 

hired consultant will know the material or the local authority is able to pro-

vide help in the form of designated staff with this knowledge. It’s also worth 

making sure other key staff in the merging organisations are trained to ensure 

the greatest chance of success.  As you can see from the top tips above, peo-

ple were very definite on this point. 

The actual move itself will have been planned in the previous stage. Now 

though, faced with the actual integration of staff groups, the Change Team 

will have consider things from both a practical ‘moving the furniture’ view-

point and a cultural one – how do we ensure a new, positive culture is creat-

ed? 
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RESOURCES 

Here’s some places to look for training in change management…. 

 APMG Change Management  - Foundation and Practitioner 
training: www.theknowledgeacademy.com/CMT   

 courses.independant.co.uk: a website where you can look for 
courses that will suit your need and budget 

 www.c4cm.co.uk: the Centre for Change Man-
agement, offers modules of online training 

 Academi Wales has a range of management 
and change resources: 

http://www.theknowledgeacademy.com/CMT
courses.independant.co.uk
http://www.c4cm.co.uk
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3 Moving House 

 

3.1 Premises 

This will be a prime concern and at least one colleague admitted that the 

initial plan didn’t work out so well as, initially, teams were sitting in separate 

bases so further changes needed to be made (see 4.2, ‘reviewing the chang-

es’). 

Obviously, there will be health and safety aspects which go beyond the remit 

of this document – size of premises for the numbers, access for less mobile 

staff and access for young people, services to the building (especially IT con-

nections) and so on. The key aspect of this being focussed on here, however, 

is the need for the organisation, where possible, to be co-located and not 

have teams sitting in isolation in separate buildings.  

If the geographical size of the area makes this a non-starter, the suggestion is 

that integration of different functions in the same offices is still paramount 

rather than putting separate teams in separate offices. 



 

 24 

TOP TIPS 

‘Have a co-location site that can serve the whole area’ 

‘Person-focused services like YOTs need to take account of geography and 

access to services’ 

 ‘Due to the nature of YOT business, with so much face to face work, delivery 

needs to be rooted in the communities. Young people often don't have the 

means to travel to a central location for interventions, for example’ 

‘..teams need to be integrated to work properly. In our merger this happened 

6 to 7 months in and this gave a huge impetus. Previously, people 

were ‘hanging on to team identity and not changing behaviours but 

they did when they joined together in the same building’  

 

3.2 Staff conditions of employment 

This aspect of a merger is one which, colleagues stressed, made ongoing ar-

rangements in the new organisation a lot more straightforward. It’s not im-

possible to cope with varying conditions of employment but will complicate 

things and perpetuate a feeling of ‘us and them’ if people’s arrangements for 

leave and appraisals are different. It is important here, as with a number of 

the other stages, to engage and consult with unions throughout. 

 

3.3 Dealing with issues of distance and travel  

If the area now being covered by the merged organisation is a large one, is-

sues of how to deliver effective services may have to be faced. As this can be a 

particularly difficult issue in parts of Wales, aspects of rurality and remoteness 

from the YOT base are covered in some detail in the YJB Cymru report which 

can be found on the Knowledge Hub (see Appendix II).  

There are a number of good practitioner-inspired top tips in here, including: 

 Making use of Skype or video/phone conferencing  
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TOP TIPS 

‘We do try to group cases as far as is possible with case managers who cover 

one area. If we then get a further case in that area, if appropriate, they will go 

to the same person’  

‘We tend to allocate custody cases to a small number of staff to avoid wasting 

time repeatedly driving long distances’ 

‘We are not rigid in our approach as the primary driver is to ensure 

that young people have their needs met and have some consistency 

if possible’ 

TOP TIP 

‘Make allowances/plans for maintaining business as usual – it’s easy to under-

estimate how much effort and attention goes into the merger so a 

focus needs to be maintained on how services are maintained’  

 Sharing offices with partner organisations away from the YOT 
base for the above or face to face meetings 

 Brokering arrangements with neighbouring YOTs to visit cases 
for each other where young people live nearer the other base 

 Pooling resources with a partner to increase capacity 
(organisations where YOTs have merged with Youth Services 
already adopt this strategy but it could be used more widely).      

 

3.4 Maintaining business as usual 

This is mentioned in section 2 relating to planning the move. As you’re mov-

ing house, however, it would only be natural to expect some issues of service 

provision to arise. Having a Change Team lead for this as a ‘go to’ person will 

help keep a necessary focus and give a point of reference to managers and 

staff who may be experiencing issues. 
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TOP TIPS 

‘Give enough time to allow staff to change without forcing them. Allow time 

and space for people to see benefits’ 

‘Accept that you’re not going to do it perfectly….there will be issues following 

the merger, however well it is done’ 

‘Be sure to review change. You may think you’ve got it right, but the 

staff may not’ 

4 Moving Forward Together 

So…everybody’s at their new desks, the IT’s working and everything’s fine 

then….isn’t it? 

 

4.1 Embedding post-merger 

The next phase of the merger begins here – actively monitoring how it’s all 

settling down, checking that things are embedding, being aware of and willing 

to change stuff which isn’t so good. It’s probably a good idea to make some-

one the ‘champion’ of this – the ‘go to’ person who leads this phase and can 

gather the feedback from staff and managers.  

There may be minor fixes which are easy to solve or this may require the fo-

cus of the Leadership Board. It’s suggested that the person who leads this is a 

member of the Change Team; this is for you to decide.  

Whoever it is needs to have a pretty direct route to the workforce so they can 

monitor things without it seeming odd or intrusive but also have a role (and 

confidence) to engage at Leadership Board level in an appropriate way. 
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4.2 Reviewing the changes 

Good project management practice is to have a defined point at which a re-

view is done. Again, this is something the Leadership Board will do, perhaps 

led by the Change Team and informed by the champion.  

At the outset, the Change Team should have agreed success criteria with the 

Leadership Board and these will form the basis of the review. 

One aspect of merging two previously separate groups is the fact that both 

will have established a way of doing their business over time, built around a 

number of different things – the size of the team, the skills and characteristics 

of its members, the leadership team and it’s impact upon the day to day run-

ning of the business…the list goes on. The net result of this is a complex ar-

rangement where certain things are ‘normal’ and ‘acceptable’ and can usually 

be summarised as ‘the way we do things around here’. 
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CHANGING 
THE 

CULTURE 

All the people interviewed for this guidance made frequent references to the 

importance of this element of the process – that changing offices or central-

ising services will not guarantee that 

two (or more) teams will inevitably 

coalesce into one.  

Susan Heathfield is an experienced 

human resources expert. She manages 

her own consulting company, regularly 

contributes to professional publica-

tions and discusses changing organisa-

tional culture in several articles on: 

www.humanresourcesabout.com.  

She thinks that changing organisational 

culture is the hardest task a leader will 

take on. A workplace culture will have 

formed over a number of years but 

change can only occur when people 
“ We simply don't do it like that here, dear…” 

http://www.humanresourcesabout.com
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USING THIS SECTION 

For this section, we’ve sourced some material from a couple of experts 

who’ve been heavily involved in studies of this area. There’s also some 

other links to tools you can use to assess existing cultures which can be 

used alongside the views of the Leadership Team and Change Team. 

understand the need for change in order to achieve goals and success.  

She outlines three major steps involved in changing organisational culture: 

1. Understand the current culture 

2. Decide where the organisation wants to go 

3. Empower individuals to change 

 

4.1 Understand the current culture  

Understanding your current culture can be done using formal assessment 

tools available online (see below) or by observing your organisation as an im-

partial observer would do.  

Culture takes years to form and it is hard to take a step back and observe em-

ployees and their interactions as if you have never seen them before.  

Try the following suggestions: 

 Pay attention to the emotions of others as well as observe their 
behaviour as these will give an indicator of the culture. What 
makes people angry, upset, or excited will tell what values are 
at play in your organisation 

 Gain valuable insight into the culture of your organisation by 
observing what people get into conflict about 

 Look at what people have on display on their desks, notice-
boards, newsletters, the tone of emails, how common areas are 
utilised 

 Look for what cannot be seen or is not being spoken about. 
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These observations of the culture should be carried out regularly to reveal 

your existing culture and see if it’s helping or hindering success. Or you can be 

more direct (and this links to ‘Consultation’ 2.7 mentioned above). Interview 

groups of employees and observe behaviours and interactions along with lis-

tening to answers given.  

Direct questions about culture are difficult to answer as culture is hard to de-

fine but you can get a picture of the organisation through asking indirect 

questions such as “What would you most like to see change about this organi-

sation?”. The results of your observations and outcomes of interviews can be 

used to design your own survey to gain more information from employees or 

you can use a validated assessment tool. See the resources box below for a 

list of useful cultural analysis models and tools. 

 

4.2 Decide where the organisation wants to go 

When an organisation has decided its strategic direction it will then need to 

determine what the culture should look like to support it and plans need to be 

implemented to bring it about. 

The cultural analysis models can be used a second time but, this time, people 

should answer with a desired culture in mind. Comparison of the two assess-

ments will then give an indicator of how an organisation should begin their 

change process. 

www.ocai-online.com can provide a work kit which will help facilitate a cul-

ture change. They suggest: 

 Using change circles to discuss the current and ideal culture and 
to ‘inform, involve, engage, energize! 

 Involving as many as possible from all levels to aid engagement 
and encourage investment in the planning for change. It also 
allows for the widest possible information return from the 
workforce 

 A ‘bottom up’ approach builds trust and can enable leaders to 
spot potential conflict and doubts and work together with col-
leagues to solve the problems helping to reduce the likelihood 
of sabotage 
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RESOURCES 

Some suggested assessment tools to gauge culture …. 

 Denison 1992 - the “Organisational Culture Survey” - a tool 
which highlights interrelationships and can reveal what changes 
may be needed. More information, and the culture survey, can be 
accessed at www.denisonconsulting.com. Analysis using this 
model will indicate the organisation’s values and beliefs and how 
they impact on performance and form a first step to enable lead-
ers to effectively plan change processes. 

 Cameron and Quinn 1999 - the “Competing Values Frame-
work” is a way to identify the culture of an organisation based on 
its core values, assumptions and approaches. It assesses 6 charac-
teristics of a company and shows a dominant cultural type. 
(www.ocai-online.com ) 

 Hofstede’s Multifocus Model - www.geert-hofstede.com. An 
online questionnaire is completed and the organisation then re-
ceives a report describing their culture which will enable employ-
ers to see if it aligns with their goals. This website also supplies a 
free of charge app that looks at the relationship between strate-
gy, context and culture. 

 Robert A. Cooke’s Organisational Culture Inventory - 
www.humansynergistics.com (needs accreditation prior to pur-
chase). They claim that this is “the most widely-used and thor-
oughly researched tool for measuring organisational culture in 
the world”. Leaders need to know the behaviours 
they need for successful attainment of their goals 
and believe that any organisational change 
should start with a cultural analysis.  

“Top down” approaches may be faster but can cause resistance. It’s beneficial 

to invest time and effort at the beginning of any change process to increase 

the chances of success. 

‘Organisations need to determine their vision, mission, values, goals and ac-

tion plans and the culture needs to align with this. All employees need to 

have these communicated to them and they need to understand and believe 
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in them in order to engage in them. Leaders must support the change not 

only through verbal support, they need to “walk the talk”, change their old 

behaviours, where necessary, and emulate the culture they are hoping to 

achieve. 

 

4.3 Empower individuals to change 

People must decide to change their own behaviours to create the culture 

which supports the vision. Heathfield says that this is the hardest step to 

achieve. Support from leaders and the provision of training are the two most 

important elements in changing the culture of an organisation. Leaders have 

an influence on culture as they have the decision making powers and are re-

sponsible for establishing strategic direction. 

Workers need to understand: 

 What is expected of them, and  

 How to do the new behaviours 

Training can be used to communicate and teach the new ways. It is important 

to keep workers informed along the way as this may increase commitment 

and success (see ‘communication 2.8, above). Praising desired behaviours will 

have a positive influence on ensuring those behaviours become embedded in 

the organisational culture. 

Mitchell Lee Marks (www.watercoolernewsletter.com/managing-culture-clash

-in-mergers-and-acquisitions/) points out that employees become aware of 

corporate culture when they are part of a merger and how theirs may differ 

from that of the other organisation(s).  

He argues that companies must acknowledge that culture clashes will occur 

and address this with workers up front in order to limit the negative impact of 

the cultures coming into conflict. He describes three levels of cultural learning 

which can take place taking place during a merger: 

 None 

 Shallow learning, and 

 Deep learning 
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He shows that deep learning has a positive effect on the success of the inte-

gration but shallow learning had undesirable effects on the success of the 

integration and did little to reconcile differences.  Taking the time to focus on 

cultural learning prior to mergers can result in: 

 Greater cultural understanding between the organisations, 

 Easier resolutions to differences, and  

 Commitment to the combined organisation 

When the combining of cultures is properly managed it can result in a com-

bined effort to come to a decision about what the culture of the new organi-

sation needs to look like in order to achieve its objectives and greater success-

es than either company would manage alone. 
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APPENDIX 1 
THE 

SCIENCE BIT 

This appendix contains tools and resources, including good practice examples, 

sources of information on what makes a good YOT, Wales Audit office materi-

al on collaboration etc.  

The first section, however, is about models of change which are accepted as 

‘best practice’ from the business sector. You can compare these with the 

model of change we’ve constructed based on the feedback in Wales.  

This section tells you about the ‘theory of change’ from a generic (i.e. not just 

youth justice) viewpoint and outlines accepted ‘best practice’ from the busi-

ness sector including how different factors might affect the catalyst for 

change and the appetite to undertake the process in a constructive and posi-

tive way. It links to the points made in the document above which have been 

built around the comments made by the folks interviewed. 

Thanks to Sophie Bennett, Ratnesvary Alahakone and Kate Williams from Ab-

erystwyth University who provided the information for us to put in here.  
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Teleological 

theories 

Change processes following this theory present change 

as an unfolding cycle of: 

 Goal Formulation 

 Implementation 

 Evaluation 

 Learning (modification of goals etc.) 

Dialectical 

theories 

Change processes following this theory focus on re-

solving conflicting goals between different interest 

groups. They are likely to be used when a high level of 

resistance from stakeholders (such as employees) is 

anticipated. These theories develop strategies which 

aim for stability and balance of power. 

Life Cycle 

theories 

Change processes following this theory see progress as 

cumulative where each stage, is required to move to 

the next; i.e. Flamholtz (1995) Seven Stages and 
Kotter's 8 Step-Change Model. 

Evolutionary 

theories 

Change processes following this theory believe change 

occurs in a continual cycle of: 

 Variation (actions/events that occur, not 
necessarily planned) 

 Selection (best fit with available re-
sources) 

 Retention (maintaining new structure) 

1 Theories of Change  

There are four main change theories which provide alternative views of the 

change process. These are listed in the table below. All of these theories see 

change as involving a number of events, decisions and actions but differ in the 

degree to which change requires certain stages or is constructed/

predetermined. More information about each of these can be found in the 

Handbook of Organizational Change and Innovation (2004) edited by Scott 

Poole Marshall and Andrew Van de Ven. 
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1.1 Kotter's 8 Step-Change Model 

This model gets to the heart of how successful organisational change actually 

happens and answers the question “how do you go beyond simply getting 

your message across to truly changing people’s behaviour?”. 

Successful change occurs when there is: 

 Commitment 

 A sense of urgency or momentum 

 Stakeholder engagement 

 Openness 

 Clear vision 

 Good and clear communication 

 Strong leadership 

 A well-executed plan 

 

Kotter’s model recognises each of these characteristics by suggesting the fol-

lowing steps: 

According to Kotter, many initiatives fail or, at best, fall short of their original 

aim, because the organisation either lacks interest in the proposed change or 

spends too much energy resisting the change management process. Rather 

than shoving a project down the throats of operational managers change 

leaders need to generate a sense of urgency about the task in hand and get 

the right team together to deliver transformational change. Change comes 
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WHAT DOESN’T WORK? 

1) Under-communicating – the goal of organisational change is to get 

as many people as possible on-side, i.e. working toward the same goal. 

Information must be relevant and come with the opportunity to 

ask questions. 

 

2) Pushing information – good communication isn’t simply about data 

transfer. Change inevitably leads to conflict. Accordingly, open and hon-

est dialogue is essential. 

 

3)  Not walking the talk – Kotter says “Deeds speak volumes.” When 

there’s a gap between words and deeds the destructive 

force of cynicism grows. Change is undermined. There-

fore behaviour must be consistent with the vision. 

about because there is some underlying crisis: users are unhappy, costs are 

rising, budgets are cut, competitors have the advantage and so on. 

A good start is to use compelling, eye-catching situations to see problems and 

solutions. Honest facts and dramatic evidence — customer and stakeholder 

testimonies — show that change is necessary. Seeing something new hits 

people on a deeper emotional level without the usual negative responses and 

resistance. 

However, successful change doesn’t happen unless there is open and honest 

dialogue. Consequently and paradoxically, it can be a good thing to have peri-

ods of conflict which bring out the best (and worst) in people because a 

change leader will almost certainly emerge; someone who feels great urgen-

cy, pulls people together, and defines the guiding team. 

What is our vision for the future? What change is needed? What do we need 

to do to realise our vision? Good answers to these questions will help the 
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organisation to make the future they want more likely. 

Keep communication simple and to the point and above all understand the 

mood before conveying our message and addressing people’s anxieties, dis-

trust, or anger. And finally, clean up communication channels so that im-

portant messages are highly visible and understood. 

Large scale organisational change needs momentum, a sense of achievement, 

and optimism. Therefore, it is essential that results are achieved quickly. Short

-term wins serve four important purposes: 

 Provides feedback about the validity of the vision and strategies 

 Gives those working hard to achieve the vision recognition and 
encouragement 

 Builds faith in the change project — attracting those who are 
not actively involved. 

 Takes away power from cynics 

 

It’s important to maintain that momentum — not letting up — so the early 

changes can be built upon.  

Finally, make change stick by nurturing the new culture, developing positive 

behaviour and shared values through a series of successful changes. In a 

change effort, culture comes last, not first. This is the controversial and key 

point about Kotter’s 8 Step-Change model. Making it stick is about: 

 Achieving tangible results quickly and ensuring change is em-
bedded. 

 Tying results to new behaviours; showing people what the or-
ganisations really cares about. 

 Reinforcing the new culture through training and coaching; 

 Giving people who act according to new norms influential and 
visible positions. 

 Not giving up until you get the needed behaviour and results. 
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WEIGHING UP KOTTER 

 

Some of the strengths of Kotter’s model: 

 Focus on buy-in of employees as the focus for success 

 Clear steps which can give a guidance for the process 

 Easy to understand 

 Can be successful when all steps are well communicated 

 Fits well into the culture of classical hierarchies 

 

And some of the weaknesses: 

 The linearity of the model can lead to wrong assumptions 

 Once the process has started, it is difficult to change the direction 

 The model is clearly top-down, it gives no room for co-creation or 
other forms of true participation 

 Can lead to deep frustrations among employees if the stages of 
grief and individual needs are not taken into consideration 

 

 

Adapted from www.leadershipthoughts.com 

What Leaders Need to Know/Successful Change Man-
agement — Kotter’s 8-Step Change Model 

2 Alternative ‘academic’ strategies of change  

In addition to Kotter’s Model the following ‘Academic’ strategies can be used 

alongside Kotter’s step-by step process. These can provide further detail on 

the processes that can be used at each stage and are presented as two op-

tions. An example of practical implementation is provided in the form of a 

case study.   

http://www.leadershipthoughts.com
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Element Description 

Additional 

factors 

(Egan) 

Operation 

in practice 

Kotter’s 

stage 

Unfreeze 

existing 

level of 

behaviour 

Create a vision of 

a more desirable 

future state 

Assessing 

current sce-

nario for: 

problems 

opportunities 

etc. (basic 

SWOT) 

Goal setting Creating 

the cli-

mate for 

change 

Move to a 

new level 

Adjusting atti-

tudes and beliefs 

and modifying 

processes, sys-

tems and struc-

tures that shape 

behaviour 

Developing 

range of pos-

sible futures, 

evaluating 

these. Creat-

ing strategy, 

forming this 

into a plan of 

action 

Skill develop-

ment 

Engaging 

and ena-

bling the 

organisa-

tion 

Refreeze 

behaviour 

at new 

level 

Reinforcing new 

behaviours 

(rewards and 

incentives aligned 

to company’s 

revised mission/

aims) 

  Feedback 

and manage-

ment control 

Imple-

menting 

and sus-

taining 

for 

change 

 

2.1 First option - a three-step process 

Here we suggest the use of Lewin’s three-step process (with additional ele-

ments from Egan 1996). 
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1. Recognising 

need for 

change; start-

ing process 

Force-field analysis  

2. Diagnosing 

what needs 

to be changed 

& formulating 

vision of  

future state 

Assessing problems/opportunities, develop-

ing new perspectives, establish baseline, 

define future direction 

 

Creating the 

climate for 

change 

 

3. Planning 

how to inter-

vene  to 

achieve de-

sired change 

Is change strategy appropriate? Are require-

ments for action clear? Consideration of 

linger-term implications. Anticipation of 

reaction by staff. 

Creating the 

climate for 

change 

4. Implement-

ing plans & 

reviewing 

progress 

 

Communication of compelling vision. Man-

agement of stakeholders.  Uncertainty man-

agement to ensure commitment, feedback, 

co-ordination between implementation 

managers and staff implementing change. 

Engaging 

and enabling 

the organisa-

tion 

5. Sustaining 

the change 

Evidence of potential for long-term commit-

ment? Reinforcement of changes – how? 

Managing consequences of change. 

Implement-

ing and sus-

taining for 

change 

6. Leading 

and managing 

people issues 

 

Do leaders empathise with workers etc.? 

Do actions promote trust and commitment? 

Identification and engagement with individu-

als who can promote success of change. 

Engaging 

and enabling 

the organisa-

tion 

7. Learning Single-loop: detecting errors and acting on 

feedback to modify behaviour of others. 

Double-loop: reflect on outcome of above, 

identify and challenge assumptions, open 

possibility of experimenting with new ways 

of behaving. 

Implement-

ing and sus-

taining for 

change 

2.2 Second option - a basic change plan 
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External environment Immediate task-related environment and 

wider environment 

Employees & other tangible 

assets 

Buildings, plants inventories etc. 

 

Formal structures Groupings of activities, job design, systems 

etc. 

Social system Culture and social structure 

Technology Organisations core products 

Dominant coalition Objects that control policy making 

This second option is an amalgamation of Lewin, Egan, Beckhard & Harris.  

Unlike Kotter’s model, this does not necessarily view change as a linear pro-

cess, however it does contain the same stages as this model (demonstrated 

below). The basic change plan, shown above, may be more effective than 

Kotter’s model in more complex organisational circumstances  -  where de-

partments and process are deeply interconnected.   

Additionally, using the basic model above, it is possible to consider each step 

in relation to Kotter’s elements (below) over short, medium and longer term.  
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APPENDIX 2 
OTHER 

USEFUL STUFF 

RESOURCES 

The following can all be found on Hwb Doeth, the Welsh Youth Justice 

Practice Development Panel’s on line resource hub at http://wccsj.ac.uk/

yjb-cymru-hub/   

 Welsh YOT Management Board Guidance—YJB Cymru  

 Communication Strategy example from Wales  

 Legal guidance for collaboration – Welsh Local Government Asso-
ciation  

 Improvement Assessment: Collaborative/Partnership Working - 
Audit Tool 

 Choosing strategies for Change – Kotter and Schlesinger  

 Leading change – Why transformation efforts fail – Kotter  

 

Other useful documents and links……. 

 HMI Probation – ‘Partners in Crime’….the findings from YOT in-
spections in England and Wales www.justiceinspectorates.gov.uk  

 Project management tools and tips - 
www.businessballs.com 

 

http://wccsj.ac.uk/yjb-cymru-hub/
http://wccsj.ac.uk/yjb-cymru-hub/
http://www.justiceinspectorates.gov.uk
http://www.businessballs.com
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