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I. IntroducƟon 
This report proposes a change management plan for the determinaƟon and applicaƟon of a set of 
codified Rules for the official Discord server of the podcast Arrested PoliƟcs, hosted by Alistair 
Shambles and Rory Newark, to which premium subscribers have access. There are almost 2000 
members of the Discord server from which three moderators have been selected by the single server 
owner who is a producer of the podcast show. Of the 2000 members acƟvity is seen from around 20-
30 members on a rotaƟng basis in a given month. The recent developments in the conflict seen in 
Israel and PalesƟne has led to a deterioraƟon in discussion and behaviour on the text-only Discord 
server. The enforcement acƟons moderators can take are: Ɵme-out the offending member for 1 to 7 
days, or submit a ban review for the offending member to the server Owner. This has prompted the 
moderaƟon team and Owner to decide how the organisaƟon would be best served in tackling this 
problem going forwards, while the situaƟon in Israel and PalesƟne shows no signs of resolving. They 
have decided to establish a set of ground rules for server members to abide by. The moderaƟon team 
believes this will (1) make moderaƟon efforts easier to enforce with a tangible arƟfact to reference, 
and (2) hope the presence of codified rules will lead to improved behaviour by establishing norms. 

II. IniƟal Analysis 
While the Owner operates under a Flux and Change approach to change, facilitaƟng and supporƟng 
others in his leadership role with the perspecƟve that the end state of the organisaƟon is unknown.  
The nature and end state of this parƟcular change is known and consists of two parts: deciding upon 
a set of rules, and deciding upon the applicaƟon of those rules. The end state is an organisaƟon with 
a set of rules that codify the dominant and most desirable norms. Therefore, a planned approach to 
change is appropriate in this case. Analysis of this change presents the Organismal metaphor as the 
most appropriate. This change is an example of an organisaƟon responding and changing to fit to the 
external environment, requiring all parts to adjust to retain co-ordinaƟon and coherence. The 
facilitaƟve leadership style of the Owner also supports use of this metaphor. This metaphor also 
helps to explain the tensions present within the organisaƟon which need to be managed to remain in 
alignment with the brand as a whole (Table 1). The main strategic challenge the Discord Server faces 
is trying to replicate a similar ethos and tone to the Podcast Show and simultaneously being different 
in form and funcƟon. 

 

One key descriptor of the organisaƟon is the two different modes which members in the organisaƟon 
operate in. The day-to-day acƟviƟes of regular members (ie poliƟcal discussion on Ɵmely news items) 
are removed from the strategic management decisions. KoƩer’s Dual OperaƟng System approach is a 
clear match (Cameron & Green, 2019). However, as laid out in secƟon II.A. Field Theory of this report 
there are several obstacles to using this approach. The main difficulty this report cites for discarding 
KoƩer’s approach is that while there may be felt need for change, deciding upon rules of conduct 
and how to apply them is not an appealing or popular big opportunity that draws interest for 
members to volunteer their Ɵme and effort. This is supported by the Owner’s aƩempts to recruit 
more moderators so far being unsuccessful. 

  



Area of tension Podcast Show Discord Server 
Purpose LeŌ-Right dialogue 

Find common ground 
Respect disagreements 
 

Facilitate discussion for 
premium podcast subscribers 

Discussion Tone Robust, Professional, 
Respecƞul, SomeƟmes playful 

Direct, challenging, Wayward, 
Pandering, Highly interpreƟve 
and subjecƟve 
 

Discussion Format 1-to-1 
OŌen physical in-person 
Synchronous 

SomeƟmes 1-to-1, OŌen 1-to-
many or many-to-many 
Online 
Synchronous and asynchronous 

ParƟcipant relaƟons Friendship, respecƞul, Tacƞul Acquaintance, Strained, 
Superficial, ContenƟous, 
SchismaƟc 

Table 1: A list of some areas of tension between the Podcast Show and Discord Server which affect 
congruence within the larger brand IP. 

 

There are two sub-cultures present in the organisaƟons. These are informed by an array of factors: 
exisƟng norms of the organisaƟon inform the culture, as well as norms brought in by members 
through expectaƟons and past experiences of other social media plaƞorms and debate panel shows. 
Those underlying assumpƟons influence the culture of the organisaƟon. Regular members 
experience a Person Culture is described by low concentraƟon of power and low formalisaƟon 
(Handy, 1999) & (Harrison, 1972). The culture revolves around individuals with emphasis on personal 
responsibility and is centred on values. Individuals argue their poliƟcal posiƟons based on their 
values, revealing only slivers of their idenƟty at their discreƟon. This is in contrast to the Power 
Culture of the moderaƟon team: power is highly centralised and formalisaƟon is only slightly 
increased by virtue of having a recognisable moderator label affixed to their username. Decisions are 
consequenƟal and made by consensus so moderators must appeal to one another and the Owner. 
The result is differenƟated sub-cultures within the organisaƟon (Figure 1.1 and 1.2). 

 

 

Figure 1.1: The Regular Members’ sub-culture and Moderators’ sub-culture is mainly differenƟated 
by the difference in centralisaƟon and impact that has on their proximity to power. 



 

Figure 1.2: The differenƟated sub-cultures within the organisaƟon share some commonality; 
someƟmes they are aligned but other Ɵmes are in contradisƟncƟon. 

 

III. Proposed Change Plan 
This report considers Lewin’s three-step model as an appropriate framework to plan this change. The 
model also uses the organismal metaphor for change (Cameron & Green, 2019). Lewin’s approach 
includes four interrelated parts, each of which is covered in the following secƟons. 

 

A. Field Theory 
Field Theory is a way of mapping the forces applied to a group, resulƟng in the status quo of current 
group behaviour. In this case, three driving forces and three restraining forces have been idenƟfied 
(Figure 2) and elaborated upon below. 

 

 

 

Figure 2: Force Field Analysis of the Arrested PoliƟcs Discord Server. 

  



1. Low day-to-day relevance of exisƟng power structure 

The day-to-day acƟviƟes for the vast number of members in the organisaƟon (text discussion with 
other members) don’t rely upon or interact with the exisƟng power structure This results in a 
perceived low relevance for change by those members since there is no urgent pressing need. 

2. Low commitment to the group 

The organisaƟon is a low commitment group. Premium subscripƟon (which enƟtles one to 
membership) is low cost of £3.50 per month, and there is no reason or extrinsic incenƟve given for 
members to re-engage if they decide to stop parƟcipaƟng.  

3. Group member Anonymity 

The nature of Discord as a plaƞorm affords members anonymity, allowing them to post messages 
under a pseudonymous username. This reduces the scope for building relaƟonships and group 
cohesion as similariƟes in idenƟty or characterisƟcs are unknown or at the least more difficult to 
uncover. 

4. Extreme Power CentralisaƟon 

The power to make change in the organisaƟon resides with 0.2% of the people within it. This 
extreme power centralisaƟon is highly restricƟve and prevents flexible, innovaƟve, or creaƟve 
soluƟons from emerging as they cannot be implemented or granted legiƟmacy without the Owner. 

5. Reliance on Volunteerism 

This change requires planning, which relies upon volunteers to take on addiƟonal work and 
responsibiliƟes in addiƟon to those in their personal and professional lives. The expectaƟons set 
upon volunteers by the Owner are very lax: each moderator can decide upon their level of 
commitment. Combined with the very low number of moderators, this is especially restricƟve to 
change. 

6. Storytelling without Embodiment 

A key tool in managing and effecƟng change is using storytelling for poliƟcal means to establish 
legiƟmate and normaƟve power ( Buchanan & Badham, 2008). For storytelling to be effecƟve, the 
target audience must relate to and idenƟfy with the future described. The effect of posƟng 
anonymously under pseudonyms means that any story told lacks the idenƟty of the storyteller who 
would serve as an embodiment of the story. Members’ desire and ability to hide their idenƟty and a 
Person culture being centred upon the individual are at odds. 

  



B. Group Dynamics 
In order to create ‘disequilibrium’ (Schein, 1988) Lewin argued that group behaviour should 

be the main focus of a change, as individuals are constrained by group pressure to conform (Burnes, 
2017). Changing the forces described in secƟon II.A. Field Theory ‘unfreezes’ the organisaƟon and 
allows status quo to be changed.  

1. Improve relevance of exisƟng power structure with day-to-day acƟviƟes 

This report advocates greater interacƟon between the Owner and moderators within the 
day-to-day discussions of the community. Seeking to address the separaƟon of these two groups 
using curated weekly evergreen topic discussions would also generate an artefacts and new norms 
granƟng further meaning to the change. 

2. Increase commitment to the group 

Ahrens et al (2019) describe the process of integraƟng people back into the organisaƟon as 
“(Re-)Understanding the Dream” whereby social capital is accrued by the organisaƟon and 
distributed among the community, and unequal exchanges through highly detailed over-
communicaƟon results in generalised exchange through reciprocity. DistribuƟon of social capital 
could be achieved in this case by creaƟng and assigning new roles to members and would grant 
affiliaƟve power to those individuals. Even unserious or humours roles based on in-jokes would serve 
to widen the power base within the organisaƟon. 

3. IntenƟonally change culture through structure 

The loss of control from radically decentralising power poses too high a risk of potenƟal 
damage for a commercially-linked organisaƟon to its brand, reputaƟon, and premium subscriber 
count. This report suggests that intenƟonally shiŌing the culture of the whole organisaƟon to a 
Power Culture not only addresses the cultural riŌ between the sub-cultures of moderators and 
regular members, but it also powerfully aligns the organisaƟon’s culture with its mission: a space for 
poliƟcal discussion explicitly governed by leveraging power to build coaliƟons and consensus.  

 

C. AcƟon Research 
Lewin argued for theory and pracƟce to be strongly linked. “There is nothing so 

pracƟcal as good theory” (Lewin, 1951). AcƟon research also describes the methodological 
approach taken in Lewin’s three step model, where the feedback loop of acƟon, research, 
and evaluaƟon cause a spiral of diagnosis leading to tailored soluƟons. Applied to this case, 
this report suggests that the whole organisaƟon is included through the use of polling and 
non-private open feedback forums in order to help the group answer quesƟons collecƟvely. 
The mass size of the organisaƟon means that a lean towards consultaƟve and confirmatory 
votes would be more construcƟve than group discussion. 

  



D. Three Step Model 
Lewin’s three step model consists of Unfreezing the field forces supporƟng the status 

quo behaviour, Moving using an AcƟon Research methodology in a trial and error approach, 
and Refreezing to stabilise the group in a new equilibrium to prevent regression. 

 

 

Figure 3: Lewin’s Three-Step Model applied to the case of Arrested PoliƟcs. 

 

1. Unfreeze 
Unfreezing in achieved by strengthening the Driving forces or weakening the 

restricƟng forces. This report has used field theory in secƟon II.A. Field Theory to 
examine the forces driving and forces restricƟng behaviour that results in the status 
quo. This report idenƟfied three areas by which to disrupt the status quo in secƟon 
II.B. Group Dynamics. 

2. Moving 
The Unfreezing step “creates moƟvaƟon to learn but does not necessarily 

control or predict the direcƟon of learning” (Schein, 1996). This report suggests for 
the first acƟon taken is to poll organisaƟon members on their preference on how to 
address the deterioraƟon in behaviour. This will confirm whether there is a felt need 
for the change and will guide its direcƟon. The iteraƟve approach of acƟon, research, 
and more acƟon allows the organisaƟon to move from less acceptable behaviours to 
more acceptable behaviours (Burnes, 2017). This step is where the rules themselves 
should be established in associaƟon with the group by an iteraƟve process of 
draŌing, feedback via polling, and reworking. The same method should be applied to 
collecƟvely answer the quesƟon of how the rules should be enforced with the 
moderaƟon team acƟng as the change group making proposals and responding to 
poll feedback iteraƟvely. 

3. Refreeze 
The purpose of the Refreeze step is to forƟfy the new status quo of group 

behaviours and prevent regression of the group to the old behaviours. Rewarding 
desired outcomes in this case could take the form of highlighƟng those individual 



members who demonstrate exemplary conduct. This too could create a short-list 
which the Owner and moderators could draw upon with reference to future changes. 

 

IV. Conclusion 
Lewin’s framework offers an approach whose parts he saw as mutually reinforcing and synergisƟc 
whole. Engagement and communicaƟon with the whole organisaƟon is crucial to the successful 
implementaƟon of this change. The need for effecƟve communicaƟon is especially acute using 
Lewin’s model, as the change can take a long Ɵme to implement. Using AcƟon research to bind the 
Moderator group’s noƟons and the pracƟcal experience of regular members seeks to address this 
need. A main challenge for this change is the acceptance and adopƟon of the rules agreed upon. 
There are not enough moderators to rely on puniƟve enforcement alone and therefore this report 
seeks to uƟlise the power bases which exist, and broaden them further as a deliberate strategy. A key 
limitaƟon of Lewin’s approach is its ignoring of power and poliƟcs, despite the Moving step 
describing a process of consensus and coaliƟon building. While this report provides jusƟficaƟon for 
the selected approach for this change, the recommendaƟon to transiƟon to a more explicitly poliƟcal 
organisaƟon will make using Lewin’s framework significantly more difficult for future change. Other 
frameworks which readily consider poliƟcking would be appropriate.  
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