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Executive Summary

This summary is to show that the author of this report can demonstrate a systematic, extensive and comparative knowledge and understanding of the sustainability leadership challenges facing the development of twenty first century business. Also this summary is to show that the author can systematically plan a sustainability change initiative.
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Introduction

Change management is the process, tools and techniques to manage the peoples side of change to accomplish the required business outcome. Change management includes the organisational tools that can be used to help individuals make successful personal transitions resulting in the acceptance and realization of change (Creasey, 2007). 

Managing change is important as people are at the centre of various changes in the workplace. People professionals and Human Resource functions are among those who are best placed to push towards a more effective change. Due to the fact that they have a role and responsibility to guarantee that the organisation development, redesign, due process employee voice and clear communications are correctly and effectively addresses as part of the change process. Also, L&D professionals have a particular role to play in guaranteeing the long term sustainability of a change, through effective design and delivery of learning initiatives (CIPD, 2021).

Sustainable organisational change is the ability of an organisation to constantly adjust and advance the organisation’s processes in order to create lasting change and have a competitive advantage in the business market. Also sustainable change not only includes applies change but it also allows an  organisation to maintain the change for a long period of time (Abbas, 2022).

The way that an organisation ensures that they have a successful transition and keeps the sustainable change management on track is by following the guide of five pillars of sustainable change and they consist of:

1. Leadership – The role of leadership is crucial in change management. Leaders need to be committed to change in order for the change to be successful. Which means that the leaders will need to be able to formulate an effective vision and motivate people to move towards the change. For example, leaders would have to be able to communicate the vision clearly to ensure people understand it, and to motivate their employees to advance further towards change.
2. Strategy – If the vision considers what the organisation is trying to change, then the strategy is going to look at how the organisation is going to change it. By ensuring that everyone is working towards the same goal, which then makes a well-crafted strategy more likely to stick and become embedded into the organisational culture.
3. Culture – Culture is the culmination of environments, people and the core beliefs that make up an organisation. However, if the company culture discards risk, it is probable that the changes will be halted after they are applied. Adversely, if the company culture embraces risk, then the changes are more likely to be successful in the long term.
4. Structure – The structure of an organisation can also play a big role in deciding how successful a change initiative will be. For example, companies must analyse their own organisational structures and determine how to support change strategies with the abilities and limitations of the structures.
5. Systems – These are the methods in which organisational subparts collectively join together to work as a whole (Bair, 2017).

Therefore the purpose of this report is to continue the investigation of BMW’s sustainable leadership challenge from my previous assignment, which consists of reducing carbon dioxide emissions through resource efficiency and the utilisation of the circular economy. This is going to be done by applying a specific change management model and that is Lewin’s Change Management Model. Another purpose for this report is to justify and detail all the components of the plan, by ensuring a clear vision and purpose for BMW’s change, BMW’s readiness for change, BMW’s roles and responsibilities within the change process, a robust communication strategy, having a complete training and support system, measuring progress and evaluating the success of change initiatives (Advised Skills, 2023). 

The Change Model

A change management model is used to help outline, define and simplify the development of change within a business or organisation. There are many change management models such as Lewin’s Change Management Model, the McKinsey 7-S Model, Kotter’s change management theory and ADKAR change management model etc (Hicks, 2022).

However, for the purpose of this report, the main change management model that is going to be focused on is Lewin’s Change Management Model, as it is easy to understand due to the three steps which are unfreeze, change and refreeze (see figure 1), beneficial as this model is based on human psychology, creates sustainable long term change and puts people first (Management Training Specalists, 2023).



BMW’s Purpose and Vision

In the past the automotive industry, have not been dedicated towards sustainable practices. As the traditional assembly line of manufacturing processes depletes vast amounts of energy, metals, plastics, toxins, and manpower which then leads up to creating a massive carbon footprint towards the automotive industry (Pohl, 2021). 

Therefore BMW has noticed this and looks to unfreeze the traditional assembly line of manufacturing processes, by ensuring a clear purpose that constantly looks at ways to design the future and continually drives sustainability forwards with their innovations. BMW’s vision is to become a 100% circular economy, as the circular economy is the key to conserving resources and reducing carbon emissions which follows the sustainable leadership challenge from the previous assignment (BMW, 2023).

The outcome of the change process of reducing carbon emissions through resource efficiency and the utilisation of the circular economy, is to set new standards with the support of BMW’s innovations. With a holistic approach towards sustainability to BMW’s entire value chain. Also another outcome of this change is to reach climate neutrality throughout the entire value chain by 2050 (BMW Group, 2022).

The way that BMW is ensuring that all stakeholders understand and support the change is through effective communication which consists of informing them through publications such as reports, brochures, press releases, marketing and social media campaigns and speeches. Getting the stakeholder to listen to media evaluations, online surveys or stakeholder interviews. Involve the stakeholders in advisory panels and focus groups, multi stakeholder forums and roundtables and one on one/bilateral meetings (BMW Group, 2020).

BMW’s Preparation for Change

The way that BMW is preparing for their sustainable change to reduce carbon emissions through resource efficiency and the utilisation of the circular economy is by using their existing resources and capabilities such as promoting E mobility, as the number of electric vehicles increase, the carbon emissions decrease. Due to the fact that not only are the cars manufactured by BMW electric, but the cars that are used in the production of electric vehicles also run on electricity. For example, the BMW factory in Landshut have over 500 logistics and production vehicles as well as the transport system operate using electricity, which consists of everything from tow trucks and sweepers to forklifts and electrified trucks (BMW, 2023).

Another way that BMW are preparing for the sustainable change of reducing carbon emissions is through their factories, as BMW intend to only use materials that are made using regenerative sources of electricity, so that BMW can have a sustainable supply chain. For example, the BMW factories in Dingolfing and Munich use water power, the local green energy to power up their factories. Another example would be the Leipzig factory uses wind power to help cover the need for electricity and at the San Louis Potosi factory in Mexico they use solar power to power up their factory (BMW, 2023).

The way that BMW are preparing to reduce carbon emissions through resource efficiency and the circular economy through sustainable initiatives that look at where you are sourcing raw materials from. For example, BMW have set up an industry wide initiative called Cobalt for Development, which consists of responsible mining practices in the Democratic Republic of Congo (BMW, 2023).

Another way that BMW are preparing to reduce carbon emissions through the utilisation of resource efficiency and the circular economy is through having closed loop materials, and to recycle materials which supports the plan to conserve resources (BMW, 2023).

For example, BMW not only is BMW using low carbon steel but they are also recycling all the steel they use. Therefore all steel waste, such as the leftovers from the press shop their doors are cut from metal blanks, is either recycled so that it can be consumed again in the direct material loop or is sent back to the steel trade to the steel producers where it can be renewed into new steel (BMW, 2023).

BMW’s Potential Barriers Towards Change

In order for BMW to prepare for change they would have to identify potential barriers towards their change and these potential barriers could consist of:

· Lack of clarity can happen due to the fact that employees may be unaware of the benefits of any change that will be more fearful than excited about the change.
· Poor communication strategy can occur when the proper communication amongst everyone is not diluted or is misinterpreted while travelling from top to bottom, which could then affect the software implementation and the execution of the change initiatives will fail as well.
· Execution of several projects at once could cause a barrier to change as one project could take longer to complete than expected so it is significant to review the project frequently and change the scope of the project if needed.
· Lack of active participants could occur as employees would be expected to accommodate and embrace the change but numerous factors make them uneasy about the change. As the employees could be confused about where to start, have difficulty in accepting the new change management processes and are fearful of the cons outweighing the pros (apty, 2021).
· The continuous transition towards electrification, digitalisation, efficiency and sustainability is affecting all areas of the BMW Group including human resources, development, suppliers and sales in the global production network (BMW Group, 2022).

BMW’s Strategies to Overcome Potential Barriers

Even though there is a plan laid out for everybody to follow, there is still going to be barriers that will be identified and the way that these barriers can be overcome is by:

· Communicating the vision amongst everyone that is involved in the change, as it will then allow them to see the long term benefits of the change and how it is suitable for their broader strategies. As this will allow provided information to be given to everyone involved in the change about what is changing and why it is changing, which can then increase peoples understanding and help them to become more comfortable with the idea of change.
· Allocating enough resources guarantees changes will be carried out on time and avoids employee frustration.
· Providing training for the change as there will be new technology and skills needed to implement the change. Also providing training guarantees that employees know what is expected of them and once they have had their training they will know how to do their jobs after the changes have been applied (apty, 2021).
· BMW has overcome their barrier of the continuous transition towards electrification, digitalisation, efficiency and sustainability by further optimising their vehicle production processes. Which then allows BMW to not only benefit from the traditional high flexibility of its production network but to benefit from the high level of qualification of its employees as well. Which leads to the BMW Group to become stronger and become more resilient (BMW Group, 2022).



BMW’s Roles and Responsibilities Within The Change Process

Mapping out a devoted change management team is crucial as they would oversee the sustainable change process within the organisation and make sure that everything is running smoothly. This team should consist of representatives from numerous areas within the organisation, guaranteeing that all features of the change initiative are considered and managed efficiently (Advised Skills, 2023).

The representatives that are overseeing the sustainable change and are ensuring that all features of the change initiative are considered and managed effectively are:

· Board of Management member responsible for production
· Board of Management member responsible for development
· Head of vehicle life cycle and product sustainability
· Head of sustainability in the supply chain
· Spokesperson for Corporate Citizenship
· Head of Human Resources policy and strategy
· Project Management for sustainability in production
· Head of circular initiative for the BMW Group



BMW’s Communication Strategy

The way that BMW is using their communication strategy to send a clear and concise message that conveys the vision, purpose and the desired outcomes of the sustainable change process is by making use of collaborative networks by talking to representatives of different fields and communities and becoming one global stakeholder community around the world is to have one dialogue around the world. The way that BMW are doing this is by partnering up with One Young World, Digital Life Design (DLD), having the Open Manufacturing Platform and having internal collaborative networks by using ConnectedWorks (BMW Group, 2022).

One Young World is a charitable organisation that was formed in 2009 and has gone from success to success and have expanded immensely over the years, as they have had young celebrity inspirational leaders such as Emma Watson and Meghan Markle. In today’s world the One Young World community consists of young leaders, NGO’s, universities, corporate partners and supporters that are activists, humanitarians, world leaders, business leaders, thought leaders, entrepreneurs and innovators. Where they gather together at the annual summit to discuss and rethink issues such as education, social projects, climate and environmental protection and to expand their networks. Imagining and actively shaping a new kind of future is the aim of the One Young World Summit (One Young World, 2023).

BMW utilizes the One Young World format as a collaborative network to enable BMW to gear out their corporate objectives more towards the needs and expectations of a global society. The way BMW have done this is by supporting their employees in shaping their own future, with a special focus on developing their young talents. As BMW guides these individuals through personal development process, encourages them to develop an overview of the entire company through training and helps them establish a personal network. Therefore, the aim is to enable them to become committed, visionary mangers, who form the foundation of a successful cooperation within a future oriented BMW Group and make and active contribution to real corporate citizenship. The benefits of this format is that it allows for the young talents to have the opportunity to have a voice and devise solutions to a more sustainable future towards the company (BMW Group, 2022).

DLD – Digital Life design is Europe’s leading innovation conference, that focuses on the ways in which the internet, with its new digital business models and technical possibilities, is transforming markets, media, culture and society (DLD, 2023)

BMW has collaborated and have been their mobility partner and sponsor since 2015. DLD gathers people from the worlds of politics, business, culture and the media together. For example, they have had Mark Zukerberg, Naomi Campbell, Paulo Coelho and Jim Snabe as guest speakers (BMW Group, 2022).

BMW’s Open Manufacturing Platform is an open technology platform and a cross industry community. Which seeks to advance the development of Smart Factory solutions that can be used jointly by the OMP community in the automotive and manufacturing industry. The benefits of BMW using the Open Manufacturing Platform is that it will speed up future industrial IoT development significantly, make production more efficient, offers members new possibilities to unlock the potential of their data, allowing industrial solutions to be developed and integrated faster and more surely. The challenge that BMW are facing is trying to encourage other companies to become part of the OPM community (BMW Group, 2019).

Also another way that BMW are utilising their communication strategy for their sustainable change is through social media and the way that BMW supports their sustainable change initiative is by: 

· Improving employee involvement and engagement, as this would allow information to flow in multiple directions rather than just from the top down. For example BMW utilise microblog applications, crowd source ideas through the organisation and involve employees more directly in the change initiative.
· Forming a collaborative culture is an extremely effective way of bringing employees together to implement new processes and to share experiences.
· Using idea generation through social technologies or simple suggestion boxes in the form of blogs or message boards with comments, which can then allow sufficient opportunities to share, generate and build on ideas in a collaborative and open format that has clear visibility across the organisation.
· Social media applications can create more engaging and personalised learning experiences that relates to the change initiative. Through using live web meetings and telepresence solutions that bring together dispersed teams for a common learning experience. An organisation can also use user generated content platforms such as YouTube, which allow staff members to provide short video or audio training segments that is relevant to the change initiative.
· Social media can boost an organisation’s internal branding.

BMW’s Training Programme

Once the change has been implemented, BMW are looking to refreeze their change so that they sustain the change long term by improving the expertise in the workforce, which BMW have done by investing 416 million euros in the training and further education of their employees. The training programmes in 2022 concentrated on the future oriented fields of electrics, data analytics, artificial intelligence, innovative production technologies and new working methods. Also to sustain the change the BMW Group encourages employees motivation and creates future proof jobs (BMW, 2023).

Conclusion

The purpose of this report has been met as the report provides a coverage of BMW’s change initiative, which is done by the application of Lewin’s Change Management Model which is shown through utilising the three steps of unfreeze, change and refreeze. 

BMW have utilised the step of unfreeze by seeing that they needed to change the traditional assembly line of manufacturing processes, by ensuring a clear purpose that constantly looks at ways to design the future and continually drives sustainability forwards with their innovations. BMW have also utilised the step of refreeze through their preparation for change and identifying their potential barriers for change.

BMW have critically examined the change process by creating strategies to overcome the potential barriers and have critically analysed the roles and responsibilities within the change process as well as having a robust communication strategy through their collaborative networks and through using their social media channels to support their sustainable change initiative.

Another purpose of this report has been met as BMW have refroze their change to sustain the change long term through their BMW training programme and by encouraging motivation towards the employees as well as creating future proof job for them too.

Recommendations

To further advance BMW’s change initiative I would recommend that they look into using cars that operate on using hydrogen technology and hydrogen fuel cells to reduce their carbon emission and to also have their electric vehicle charging points solar powered or powered from an renewable energy source so that the electric vehicle charging points are not taking electricity from the grid.
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Action Plan

· To reduce greenhouse gas emissions based on sound scientific plans by 2030
· To reduce carbon emissions at production of BMW facilities to be decreased by 80 percent globally by 2030
· To become a 100% circular economy
· To decrease carbon emissions within the supply chain
· To produce aluminium wheels for BMW and MINI vehicles from 2024
· To use carbon dioxide reduced steel for their vehicles from 2025
· To achieve climate neutrality by 2050
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