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Executive Summary
The report explores the implementation of change management techniques, used to evaluate the emergent changes undergone by Uber in 2017, which resulted in a change in leadership style. By identifying the supportive and resistive forces influencing change, through the use of Kotters force field analysis, it is possible to select suitable change management models, to evaluate the proposed changes, which included Lewins 3-step change model and Kotters 8-step change model. The resulting evaluation demonstrated the need for change, and that the proposed changes were suitable. However, they did show that some of the opposing forces, including the government and stakeholder are neglected from the change approach.
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1.0 Introduction
This report focuses on critically evaluating the 2017 change management of the cultural procedures and policies, which were implemented on behalf of Uber, by the newly installed CEO Mr Dara Khosrowshahi, due to the spate of negative publicity targeted towards Uber. 

1.1 Aim and Objectives
The aim of the report is to critically evaluate the change in organisational culture, as part of the effort to “clean up” Ubers negative image due to the events in 2017. Suitable ‘change management frameworks’ will be identified and applied, to highlight where the changes have been effective and where they have been ineffective. The following objectives have been selected to contribute to the success of the evaluation:
· Establish an understanding of Uber, which includes: the business models; difficulties with change; current change management frameworks used, if any; trends of change.
· Appraise a range of ‘change management frameworks’ to determine suitability for change event in 2017.
· Develop a recommended approach to mitigate resistance to change.
· Develop a methodology to monitor and improve the effectiveness of the change.





2.0 Background Information
2.1 Uber Technologies
Since the start of Uber (formerly Ubercabs) in 2009, it has experienced much success, in the form of expansions and diversification. This has resulted in Uber being the world’s largest taxi company, currently spanning over 900 cities in 69 countries (A Heartman, 2016).  
With the ever-increasing size of Uber, it is regularly in conflict with a range of external entities. Rather than appeasing the entities, Uber maintained a stance of competitiveness, supported with active disregard and avoidance of its legal and/or moral obligations (Madhani, 2018) (Lilc, 2018). To further fortify its success, Uber has become neglectful of its internal influences, which include its staff, policies, tactics and various stakeholder. This has created discontent within the organisation, whilst creating a scandalous external image (Lilc, 2018) (Dickey, 2019) (Conger, 2019).
In 2017, Uber endured a bottlenecking effect of emergent changes. Following an assault, which involved an Uber driver dragging a passenger out of the car and attacked him. An investigation by the public utilities commission (PUC) in Colorado, demonstrated that Uber had every means to perform background checks of its drivers, but opted to neglect the process and yet it revealed that in the single state, 57 drivers had criminal records and 1 was a convicted felon (Economist, 2017) (Samuels, 2016). 
Further investigations into Uber, has identified the use of notorious apps, which were used to track and gather data of competitors and law enforcement. Apps with variant names such as “Surfcam” were used to track and gather information on the competitors, with the purpose of poaching drivers, or request fake taxi trips. Some areas have banned Uber from operating, as a result, Uber created the “greyball” app, which was designed and used to track and evade law enforce (Economist, 2017).
There has been many allegations against, that Uber has been misleading and underpaying its staff. Many drivers were placed in a predicament of being paid less than the national minimum wage and some drivers lost money due to trips. Additionally, an investigation and the use of the app “UberCheat” showed that Uber was purposely pricing the route travelled as a straight line, rather than the actual route travelled (Economist, 2017). 
In 2017, allegations of sexual harassment were made against a manager, which resulted in tactics to silence the allegations. It was shown that part of Ubers executive staff, which included CEO Travis Kalanick, ignored the allegations and supported efforts to cover it up. The investigation into harassment, resulted in firing of 20 employees and the resignation of Mr travis Kalanick; Senior Vice President of Engineering, Amit Singhal; Senior Vice President, Emil Michael (Economist, 2017).
The series of these events provided an ever-increasing resentment by the drivers, negative feedback from customers and a scandalous public image. This resulted in the dismissal of 20 employees and the resignation of many senior staff members, including the CEO Mr Travis Kalanick. Uber required urgent changes to rectify the problems and “clean up” the company’s image. Uber hired Mr Dara Khosrowshahi as the new CEO, who actively removed Mr Kalanick’s critically viewed ‘14 value’ approach, in exchange for the ‘8 cultural values’ approach, which was derived by all staff throughout the company’s hierarchy (Zipkin, 2017). 





2.2 Change Management 
Change management is when an Organisation, Changes the process of its day-to-day operational methods. Such as, technologies, organisational structure, whole structure, or strategies, as well as the potential effects the changes may have on the organisation, current employee and the clients (Britannica, 2017) (Spacey, 2016) (Cameron & Green, 2012). 
Changes within any organisation are inevitable and tourism services such as Uber, must be adaptable to change, as it can happen at any point during the organisations trading history (Britannica, 2017).  The management and employees of Uber must be adaptable to these changing environments, if the organisation is to survive in the future (Lauer, 2021). (Cameron & Green, 2012)

2.3 The Sharing Economy 
A resulting concept of industry 4.0 is, the “Sharing Economy” approach. This concept utilises ‘Big Data’ to provide and improve services, through the method of societies and communities actively supporting each other by the sharing of resources. The aim is to reduce waiting times; reduce costs; increased utilisation of resources, increase the availability of resources, all whilst placing the control within the hands of the customers, clients, and investors. Uber’s business model is a pioneer of the sharing economy. However, as moral exploitations occur within Uber, regulative bodies started to impose new legislation, forcing Uber to improve its employment standards. (Cannon & Summers, 2014). 



2.4 Planned and Emergent changes
Planned change facilitates the movement from one condition to another and relies on the reliability of an organisation’s forecast of its environment, to be successful (Spacey, 2016). Uber regularly planned changes which focused on expansion, diversification, and recruitment tactics. This resulted in the rapid growth of the company (Spacey, 2016). 
In contrast, emergent change emphasises the need to be responsive and adaptive: that change is constantly in effect and requires vigilance of trends, technology, culture and demands. As stated, Uber experienced a spate of emergent changes throughout each level of the hierarchy. Uber was the target of governments, bureaucrats, stakeholders, competitors and activists. This resulted in regular lawsuits, which included fines, changes in policies and procedures, restructuring the company and renaming / rebranding the company (Spacey, 2016) (Turker, 2018).
Due to Ubers failure to acknowledge and prepare for the emergent changes, it resulted in many senior managers and executives being removed from their positions and replaced with a new team and model to improve its ability to address the emergent changes.
(Spacey, 2016) (Turker, 2018). 






2.5 Stakeholders Grid
Figure 1 depicts how Uber should prioritise its stakeholders. Throughout Ubers reign under Mr Kalanick, it has only met some of the condition, whilst neglecting others. The ‘manage closely’ section, is essential for a business to operate and survive. Uber regularly under minded these stakeholders, resulting in regular conflict with government officials, deceitful tactics against competitors and regular dismissal of its managers. The ‘keep informed’ stakeholders enable the smooth operation of the company, they are essential for the company to succeed. Uber’s approach leading up to the change in 2017, applied a divide and conquer technique, which involved splitting the potential demand of work through as many drivers as it could. This approach resulted in drivers competing by providing higher standards whilst being underpaid and unable to leave their job. The ‘keep satisfied’ stakeholders focused on building and maintaining its reputation. This is essential to ensure a healthy customer base. Uber actively prioritised the customers, by ensuring options of quality vs cost and frequency of drivers. However, due to neglections of other stakeholders, it resulted in the media aspect deteriorating, ultimately leading to the need of change management (Hasan Dinçer, 2016).
[image: ]Figure 1: Stakeholder Map

2.6 Resistance to Change 
Some employees may resist change when they have not been briefed on the reasons for the change or the thinking behind the decision-making. Listening to employee concerns and ideas will help reduce resistance to change (Cameron & Green, 2012). Due to methods of expansion, diversification and tactics of recruitment, the incentives to be an Uber driver, have diminished. As more drivers are recruited within an area, the existing drivers are having to compete for the work/fares. If the drivers can no longer collect sufficient fares, they enter financial difficulties, the stress of financial difficulties then impacts the quality of their service, which in-turn results in negative feedback regarding the drivers. Staff have had to adhere to many changes and policies since the organisation began. Although the changes have shown to be positive for the company, as it has prioritised expansion of the company throughout the globe, there has been much negative feedback from the staff. During its expansion, Uber has met resistance from the taxi industry and government regulators. (Connely, 2008-2021) (The New England Council, 2021). 








3.0 Uber Change Management - Kalanick
As a co-founder of Uber, Travis Kalanick implemented his own 14 values as depicted in figure 2, which Uber were supposed to follow. The 14 values appear to follow a trend of individualistic self-promotion (A Heartman, 2016). 
‘Being yourself’, ‘optimistic leadership’, ‘champion mindset’, meritocracy and toe-stepping’, ‘principled confrontation’, ‘inside out’, ‘own don’t rent’, ‘always be hustlin’ – these 8 values focus on an individual being themselves and promoting their thoughts.
‘Super-pumpedness’, ‘obsession with the customer’, ‘let builders build’, ‘making bold bets’, ‘inside out’, ‘celebrate cities’, ‘make magic’ – these 6 values focus on Uber promoting the organisation by requesting and enforcing high quality service.  
[image: Table
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Based on the bad publicity received in 2017. It demonstrates that the 8 individualistic self-promoting values, only apply to those high up within the organisation’s hierarchy (Uber Elites). Whereas those at the bottom of the hierarchy are bound by the organisations promoting values. 
Kalanick’s leadership style focused was autocratic and authoritative, where he would continually micromanage the company (Mustafa Karaca, 2020) (Cameron & Green, 2012). However, his incompetence when faced with a crisis was criticised as being a one-man-show. Uber drivers have made many attempts to stand up for themselves, to ask for a fair liveable pay. To be provided with the pay that was agreed. The result has consistently involved Uber elites rejecting the drivers attempts to self-promote, whilst reiterating and enforcing the 6 values which focus on providing a better service (A Heartman, 2016) (Conger, 2019) (Cava, 2017). 
Due to increased opposition from Ubers employees, drivers and competitors, various governments around the world have positioned themselves to impose new legislations directed at Uber its business model. (A Heartman, 2016) (Conger, 2019) (Cava, 2017). 











3.1 Lewins Force Field Analysis
The force field analysis conceptualised by Kurt Lewin, is intended to primarily justify the need for change and secondly identify factors to overcome to further aid in the preparation for change. (Lauer, 2021) (Talib, 2018) (Cameron & Green, 2012)
As depicted in figure 3, the table is used to consider if the removal of the former CEO Travis and his 14-value approach, in exchange for the current CEO Dara and his 8-value approach, is justified.
The weighting values in support of change have been determined based on the severity of each of the emergent events in 2017, which has led to the change. The values resisting change have been determined, based on how drastic the change is and how much resources is required.
As depicted in the stakeholders map, the drivers and employees are critical for the company to function. Due to the neglect of the drivers, which resulted in resentment and discontent, the service provided was at risk. By incentivising the drivers and providing them a voice, it will allow the company to return to a quality service. As such the high support has been marked 8. There has been much racial, disability and sexual discrimination along with sexual harassment. These events impacted on customer demographics and were in breach of government policies and laws. The resulting loss of customers to competitors and the pressure from the government, has awarded high support of 8.
The primary driving force for Uber, is its brand / public image. Whilst Uber’s public image is deteriorating, it is costing the company money, due to its drivers and customers moving to its competitors. By restoring the public image, it will allow Uber to return to its fortified position. As such, this has been marked the highest benefit of 9.

The boycott campaign, actively influences customers to turn away from Uber and damaging its public image, due to its antics. Although the boycott has proved ineffective on its own, it is still an issue that needs to be resolved. As such, it has been awarded a mid-ranged value of 7. The purpose of Uber’s high competitiveness is to improve profits, any effort to improve this is of benefit, thus a mid-ranged value of 7 has been awarded.
By improving training, it enables everybody to work productively as a team, it benefits the structure of the company. However, it also takes up time and resources. As such, it has received an average support value of 5.
The immediate reduction in profit will prove to be the primary resistance, as it counters the desire for expansion and competitiveness. As such it has been awarded an 8. Providing the resources and time to train staff provides an inconvenience to the company, employees and drivers. Although it is beneficial, it will meet some resistance. As such, it has been marked 6. 
The “Uber Elites” benefit and are familiar with the hierarchy. It will likely be resisted by those who are comfortable. As such, this has been awarded a 7. 
As shown in figure 3, there is significant support for change. The support will radically change the organisations’ structure and work to “clean up” Uber’s image. The resistance is merely an inconvenience. As such, it can be concluded, that the proposed change is justified and required.
[image: ]Figure 3: Lewins Force Field Analysis


3.2 Uber Change Management - Khosrowshahi
When Dara Khosrowshahi was installed as the new CEO, as part of his evaluation of Uber’s bad publicity in 2017, he scrapped the 14-value model, for the ‘8 values of cultural norms’ as depicted in figure 4. This new approach was designed to remove the stigma presented by the hierarchy and install values, which everybody is equally accountable for. It made efforts to reassure the people at the bottom that they will be heard; discrimination against staff and customers will not be tolerated; it moves away from individualism, in favour of promoting a sense of community. Private clubs were supported, which encouraged staff to speak out and be heard. Regular reviews of the policies were conducted under the approval of the staff. Training was provided, to ensure all levels of staff understand any changes (Uber, 2021) (Cava, 2017).
Dara’s democratic and affiliative leadership approach to change, acknowledged the support values, as demonstrated in the force field analysis. As such, the proposed change, was met with enthusiasm and support (Madhani, 2018) (Cameron & Green, 2012).
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4.0 Change Management Framework
Whilst considering both the 14-value model and Lewin force field analysis, the 8 cultural norms model, supports / recognises the result of the incidents in 2017. As such Uber has been forced to undergo radical changes, in order to survive. Uber has demonstrated a strength in planned changes but a weakness with emergent changes. To evaluate the effectiveness of the changes, analytical and directive tools, will be used, which include: ‘Lewins 3 step change model’ and ‘Kotters 8 step change model’. (Spacey, 2016) (Cameron & Green, 2012) (John E. Barbuto, 2016)













4.1 Lewins 3 Step Change Model
The Lewins 3 step model, is focused on applying emergent change in a structured format, which is aimed at implementing a frictionless transition, where possible. The steps are focused in isolation, to ensure the transition is effective. (Lauer, 2021) (Talib, 2018) (Cameron & Green, 2012)
The approach by Dara have been applied to Lewins 3-step model, as depicted in figure 5.
As the staff already showed discontent with Uber, the desire for change was already present. Dara acknowledged the problems, sympathised and sold a new vision for the company and its employees / contractors. This resulted in stakeholders ousting pernicious staff, including the former CEO Travis Kalanick.
Dara made efforts to involve all the staff in creating new polices including the creation of the 8-cultural norms. By providing the staff with a voice and mechanisms to implement change, helped to mitigate much of the tension. Dara led the way for change, but it was implemented by the workers.
In line with the ‘refreeze’ step, Dara reaffirms the culture values, through the use of training and promotion. Support is provided to staff organised clubs, which address LGBT concerns, policy or recreational / teambuilding. Any concerns can be raised and heard. Any potential changes in policy, foregoes a companywide vote, prior to implementation. 
As such, Lewins 3 step model demonstrates a successful approach to the change event.
[image: ]Figure 5: Lewins 3 Step Model

4.2 Kotter’s 8-Step Change Model
Kotter’s model approaches change by including and informing staff at all levels, throughout the decision-making process. Each step is used and built on to support the following step, as depicted in figure 6 (Cameron & Green, 2012).
1. Create Urgency
The events leading up to Ubers change in 2017, created a sense of urgency, as staff became discontent, and the public image quickly started to diminish. Uber stakeholders recognised the need for change. 
2. Build a coalition
By hiring Dara Khosrowshahi, he presented his views and conditions, which involved the removal of pernicious staff. Leaving Dara with supporters / a coalition.
3. Create a vision
Dara’s vision was to create an inclusive environment, where staff at all levels have a voice and can help change and improve the company, for the better. Uber were successful at creating a climate for change, which removed negativity and replaced it with positivity and optimism.
4. Communicate the Vision
The company as a whole, helped to shape the vision for change. Under the guidance of Dara, the staff voted on change and policies, which would benefit both the worker and the company. In turn, the creation of the 8 cultural values were created.


5. Empower Others
 To encourage the staff to support the required changes. Dara dismantled much of the hierarchy of the “Uber elite”, by providing each employee with a vote to affect policy changes.
6. Create Quick Wins
 Each of the 8 cultural values has a range of methods and steps applied, which helped to implement the change. The primary focus of the change was to be inclusive with the staff, which empowered the staff and supported the vision, with incremental changes, leading to a successful implementation.
7. Build on the Change
Uber now actively support staff organised clubs, which are there to support all concerns and ensure every voice is heard. Any potential change to policy, is voted on, to ensure the companies changes are in the right direction.
8. Embed the Change
Uber has successfully developed a change model which has built a sense of community by empowering its staff with the ability to help shape the organisation. By granting and encouraging voting, Uber are ensuring that the sustainability of the changes remain.
By applying Kotters 8-step change model, it demonstrates that Dara and Uber have produced and implemented a credible strategy, which is succeeding at removing the stigma, associated with the workers conditions.
[image: ]Figure 6: Kotter’s 8-Step Change Model










5.0 Discussion
Despite Ubers success as a new business model and a pioneer for the ‘sharing economy’ concept, it has continually been the subject of opposition and introduced legislation, to tackle aspects of the sharing economy. Uber has repeatedly undermined or bypassed laws and legislation for the purpose of exploiting the situation. The results of Uber’s actions which prove immoral, have created a scandalous image. 
Travis Kalanick’s 14 step model, derived from his autocratic and authoritative leadership style, demonstrates an attitude of ‘step on everybody to get to the top’. This approach has created internal pressures from staff who are disgruntled due to the poor work conditions and efforts of under payments. 
The use of Lewins force field analysis, was used and successfully demonstrated and justified the need for change. The weighting in favour of change, has a ratio of more than 2:1. Lewins 3 step model is broad in the concept, but demonstrated a successful strategy, which included an acknowledgement and support of change as part of the unfreezing stage; the transition stage was successful by placing the ability to change, in the hands of the staff. To support the refreeze stage, Uber have provided support, training and voting rights which are designed to improve the quality of the change.
The use of Kotter’s 8 steps, details the supports and acknowledges the strategy of 8 cultural norms, as implemented by CEO Dara, to be a success, demonstrating his democratic, affiliative leadership style, an effective approach. However, it fails to acknowledge the details which are not of success. As such, the governments and competitors are continuously applying pressure to force Uber to change further. The values of ‘persevere’ and ‘make big bold bets’ still support Ubers continuous antagonization of governments and local authorities.

In comparison of the two models applied, Kotter’s 8 steps, considers each step individually and each step must be accomplished, prior to continuing to the next step. This approach is a step by step methodology on how to implement change. However, it does not acknowledge some of the stakeholders. When considering the stakeholder grid, this approach focuses heavily on the ‘keep satisfied’ and ‘keep informed’ stakeholders, it is ideal during moments of confusion, as a result of emergent changes.
Lewins 3 steps focuses on vigilance of the supporting and resisting forces. Each of the 3 stages identify all the factors including the stakeholders. Additionally, each stage may require a range of methods to address each aspect. This approach focuses on identifying the opposition, in order to reduce or remove it as a factor. Although this method is not as specific or as quick to apply as Kotters 8 steps, it will be most advantageous when considering all of the stakeholders.  










6.0 Recommendation
Ubers approach to change and a rebuild of its brand / image, has progressed successfully under the leadership of Dara Khosrowshahi. However, further research into events after the 2017 events, have shown that there are still some activities, which impede on the workers rights. Legislation being imposed by various countries include the re-defining the of what constitutes as an employee and a contractor. Additionally, Uber has automated its system, which monitors customer feedback and automatically suspend its workers ‘uber driver’ ability. This method places the drivers in an ethical dilemma, which puts the drivers at increased risk. Such as, accept abuse in all its forms, or lose work / finances.
It would seem that Uber’s changes were successful following 2017 management change model. However, they do seem to be reverting back to neglect of its workers.
It is recommended that Uber re-evaluates its model, and continues to improve on its cultural norms; stop opposing government legislations. Otherwise risk a complete reversal and decimation of the organisation.
Due to Ubers present predicament of neglecting its workers, it demonstrates that Dara’s approach focuses more on the Kotters 8 step model, a quick fix to calm things down. In order to success, it is recommended that Uber apply its change in accordance with the Lewins 3 step. They must address all of the stakeholders as a planned strategy, rather than trying to avoid them.




7.0 Conclusion
Throughout this report, it demonstrates that during Ubers rapid growth / expansion, it has encountered much resistance from external and internal entities. As a result, in 2017 a range of resistance factors accumulated beyond acceptable standards. The stakeholders recruited Mr Dara Khosrowshahi, to implement change with the aim of restoring / “clean up” Ubers image. By using change management techniques, on the changes implemented by Dara, it is possible to conclude the following:
· Prior to the change in Uber. The company’s image was being diminished.
· Prior to the change in Uber, staff were becoming discontent with the status-quo.
· The 14 values were biased dependant on the position within the hierarchy.
· Since the instalment of the CEO Dara, Uber’s image is beginning to improve.
· Since the change in Uber, the staff tensions have been eased.
· Dara’s 8 value model, is acceptable and successful, in comparison to the prior 14-value model.
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live locally
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Period.
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collective resilience is our
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We are customer obsessed
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and business by solving their problems,

maximizing their earnings or lowering their costs.

We surprise and delight them. We make short-
term sacrifices for a lifetime of loyalty.

We act like owners

We seek out proble 1s and we: solve them.
help each other and those who matter to us.
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finish what we start and we build Uber to last.
And when we make mistakes, we'll own up to
them.
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Sometimes we fail, but failure makes us smarter.
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go!

UBER
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inside and outside our
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debate, and to take them from
concept to action.
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