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Background

Lyft is a transportation service that was launched in the summer of 2012 by Logan Green and John Zimmer. By creating an app based transport service, it gave many more people easier access to car rides (Gallagher, Billy. 2017). The company is based in San Francisco and it now operates in over 200 states throughout the USA with aims of expansion overseas (Successstory.com, 2017). The company has successfully expanded throughout the USA over the past year with the help of their useful new tool ‘Lyft Driver’ (Business Insider, 2017) and they are now looking at moving in on the UK market following Uber’s recent licensing issues (theguardian.com, 2017). 

Introduction

The aim of this report is to critically analyse and evaluate Lyft’s change management strategy whilst using the relevant theory. The report will be looking at the reasons for change, the stakeholder support, the change management team and their stakeholder plan. It’ll also be looking at any resistances to change and from there conclusions and recommendations will be made for the future. 

Objective

-To utilise different change models by relating them to the case study to, evaluate the current change within the organisation

Reasons for Change

Since Uber’s custom and reputation has slowly began to decline, its competitor Lyft has surged forward to become one of Uber’s main competitors (Skift.com, 2017). Uber’s decline in business was a great opportunity for Lyft. The reason for Uber’s unravel came after the #DeleteUber campaign where 500,000 users deleted the app due to Uber still running during a taxi strike against Donald Trump’s travel ban on Muslim majority countries (theguardian.com, 2017). Lyft quickly expanded the 
company so that its service ran over 350 cities (160 additions) and they upgraded their smartphone app as a marketing effort to attract more customers (Lyftblog.com, 2017). As Uber’s popularity fell, Lyft’s popularity grew, and they saw this as an opportunity to make the most of the situation the two companies were in (theguardian.com, 2017). The beginning of the change process was, to expand to 50+ cities, meaning that new drivers within these states would be signing up to use 
the app for the first time. Lyft already had a presence in 200 cities across America. The expansion began in February 2017 and they then launched their new driver’s app ‘Lyft Driver’. Lyftblog.com, 2017 states; “In our largest launch to date, Lyft rolled out the welcome mat to 50+ new cities today. The move is part of this year’s massive expansion, which we kicked off with a 40-city launch just one month ago.” This made the company more appealing to new drivers as the app offers a tailored driving experience with many new features for them to utilise. This app transitioned existing drivers from the old app which was used for both passengers and drivers. This type of change would be classed as Developmental Change due to the organisation improving current strategies that are already in place (Business Queensland, 2016).  Following the success of their expansion throughout the US, Lyft is now looking at moving into the UK market which would be an international transition. 




Lewin’s Force Field Analysis
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By using Lewin’s force field analysis, the forces for and against change within Lyft, are clearly demonstrated as it illustrates the complications within the change process 
when planning and implementing (Schein, 1996). The forces for change are: 

Job Prospects

Company expansion will inevitably lead to larger job prospects for those working within the company and, for those that are outside of the company (Hayes, J .2014). When the company expanded their operations throughout the US in early 2017, Lyft began recruiting new drivers in the months leading up to the expansion. Krisher, T. (2017) states; “To pull off the expansion, Lyft has been recruiting new drivers for months, many in smaller towns that weren’t previously served.” This illustrates that, in the months leading up to the international expansion, the company will need to start recruiting months in advance. This then leads to job opportunities within head office and, for new drivers. 

Increase in revenue

An increase in revenue is a driving force for company expansion as their services in a new country will contribute to their overall profit margin (Hayes, J .2014). Since their expansion throughout the US, Lyft’s profit margins have improved already which gives us an idea of what it will be like when the company moves overseas. Roof, Katie states; “The U.S. rival has seen its revenue growth more than triple, according to a report from ‘The Information’… Lyft brought in $483 million in revenue in the first half of 2017, compared to about $150 million in the same time frame last year.” 

Credibility

When the company moves into the UK market, Lyft’s credibility will hopefully grow as more and more people will be aware of their services. This is a driving force for change as Lyft wants to become the dominant ridesharing service in the US and hopefully the UK, following Uber’s recent licensing issues in London. 

Consumer desire
Following Uber’s licensing issues in London, the ridesharing service’s future is currently on hold making room for another ridesharing service in the vibrant city. Butler, Sarah, and Gwyn Topham states; “Uber has been stripped of its London licence in a surprise move that sparked an outcry from a coalition of customers, government ministers and drivers at the ride-hailing company.” Consumer desire is a driving force for change within Lyft, as London has currently been left without a 

ridesharing service and for many people that was their means of transport. The city will hopefully be an opportunity for Lyft to enhance their reputation.
Against the forces for change are the opposing forces which are fear of failure, staff fearful of new technology, comfort in the company’s current position and lastly, cost. To move forward with the change process, change is achieved by either strengthening the driving forces or weakening the restraining forces (Change Management Coach, 2017). This can be done through Lewin’s three steps to change model.

Lewin’s three stage Change Process














Lewin’s three stage Change Process is made up of ‘unfreezing, moving and refreezing’, all of which are necessary in executing a change effectively. The first stage in the process is ‘Unfreezing’ which entails getting ready for the change. Change Management Coach. (2017) states; “It involves getting to a point of understanding that change is necessary, and getting ready to move away from our current comfort zone.” In Lyft’s case, the company needs to expand internationally therefore staff must travel to the UK to scope the area and determine what regulatory challenges the launch may face. BuzzFeed.com (2017) states; “While in the UK, Lyft staff scoped out the potential for a British launch, investigated the regulatory challenges associated with any launch, and discussed why London was the candidate for the company's expansion outside the United States.” This is the stage where Lyft are currently at however, if to move forward, they must progress into the ‘Moving’ stage where the company would be moving towards a ‘new way of being’. This stage is thought to be the hardest as people are often unsure or even fearful of what the new change must bring (Change Management Coach, 2017). Therefore, support is really important during this stage which can be done through ongoing communication across all staff members and appropriate training if required. During this stage, staff will need to be stationed in the UK, and they will oversee the launch and make sure its running effectively (Change Management Coach, 2017). This will hopefully then move onto the ‘Refreezing’ process. This stage establishes the change and its stability by monitoring the company’s progress and by forming new relationships, that will ultimately strengthen the company’s expansion. 


Kotter’s 8 steps to Change
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There are many theories about how to execute change, one of which originates with John Kotter, who introduced his eight-step change process in his book "Leading Change." This theory illustrates a plan that can be carried out when executing a change (Mindtools.com, 2018). 
Kotter’s first step is to create a sense of urgency around the need for change. This helps to spark motivation within the team to get things moving. In Lyft’s case, this has been done by announcing the need for expansion to compete with their main rivals Uber. This was discussed within their head office located in San Francisco and they’ve already began the ball rolling in the change process by travelling over to the UK with staff who are motivated and supported by their vision (CNET, 2018). The threats of not changing are not being able to compete with main rival Uber as they have already achieved international success. The success of the change will lead to company growth and ultimately, an internationally thriving business. To see this success, leaders within Lyft must allow their staff to ask questions and become 
fully involved so that they feel a part of the change (Mindtools.com, 2018).

The next step is to get a powerful group of people together that support the idea which should be a mix of respected leaders, experts and stakeholders from across the organisation. In an article publicised by Business Insider.com, it details which senior Lyft employees have met with Transport for London representatives. This includes Chief Strategy Officer Raj Kapoor and Head of Global Policy and Strategy; Mike Masserman (Price, R ,2017). The Transport for London representatives that were included in these meetings were Director of Transportation and Innovation; Michael Hurwitz, General Manager of Taxi and Private Hire; Helen Chapman, and Head of Strategy, Technology and Data; Matthew Hudson (Price. R, 2017). By having these meetings with Transport for London, Lyft are creating a vision for change which will hold values central to the process. Titcomb, J. (2017) states; “The conversations have centred on how Lyft’s business model works and around London mayor Sadiq Khan’s new transport strategy.” This shows how Lyft are working with Transport for London to create a business strategy to create an inspiring picture that people will want to be a part of. 

The fourth step is to keep communicating the vision frequently across the company. It’s important to talk about it often to demonstrate the kind of behaviour that the company’s looking for (Mindtools.com, 2018). This has again been done through regular meetings with senior member of staff. The next step is to filter the information down to the other members of staff such as the drivers, in order to keep them informed of changes within the company. This could be done through the new driver’s app ‘Lyft driver’ as a focal point for information. When executing a change, its vital that everyone is kept informed to avoid anyone excluded from the change in progress (Cameron, E. & Green, M. 2015).  

The fifth stage of the change process is to remove any obstacles that are standing in the way of the change. It seems that, from an article publicised by Titcomb, J. 2017 in the newspaper ‘The Telegraph’, some senior members of staff working for Transport for London still need convincing as to whether they should allow another ride hailing company to operate in the city. This is after Uber had ‘failed to ensure passenger safety, neglecting to report criminal offences and follow rules on background checks.’ Lyft needs to focus their energy there to overcome this obstacle that may be in the way of change. They can do this by sharing their ‘passenger safety’ information with Transport for London as it details how they are going the extra mile to keep passengers safe. Drivers must have sufficient background checks plus the interview process is made up of a telephone interview and a face to face interview to ensure they are employing the right people for the job (Lyft.com, 2016). 


The sixth stage of Kotter’s process is to ‘create short term wins’ as a great motivator for staff, is success. By giving rewards throughout the change process, staff will become motivated as they’ll be able to see that their efforts aren’t going un-noticed (Mindtools.com, 2018). This can be done through bonuses, job benefits and so on. 
 
Many change projects fail because success is declared too early. To achieve long-term change, the leader of change must analyse what went right and what needs improving after each success, to keep building on what has been achieved (Schein, E. ,1996). Lyft must keep this is mind during the change process and they can do this by bringing in new change agents that will have fresh ideas. 
Finally, with any change, it should become a central value in the organisation for it to be successful. Making continuous efforts to ensure that the change is seen in every aspect of the organisation will help to embed it into the company’s core values (Schein, E. ,1996). Its important that the company’s leaders continue to support the change and any other staff members as everyone should be on the same page. Lyft can do this by recognising staff members contributions so that they feel valued and, by celebrating every success story. This will help people to not lose faith in the change.

Type of Change

Lyft is currently implementing a planned change which is a purposeful, calculated and collaborative effort to bring about improvements with the assistance of a change agent (Roussel 2006). It is also a Transitional Change as Lyft are trying to bring in a new strategy that will create a new service overseas. Transitional change can be seen as challenging to implement and can increase employee discomfort (Business.qld.gov.au, 2017). This can be resolved by clearly communicating the impacts and benefits of the change to staff, reinforcing job security and regularly updating staff with developments in the change.














Stakeholder Map
























Stakeholder mapping is an important tool as it helps to identify key people who need to be a part of the change process. By communicating with stakeholders early and frequently, you can ensure that they fully understand what you are doing and understand the benefits of your project. (Mindtools.com, 2017). Below is a Power Grid which prioritises Lyft’s stakeholders in order of power.





	Keep Satisfied

-Insurance
-Investors
-Customers
-Map APT provider
-Payment processor

	Manage Closely

-Senior employees

	Monitor

-Drivers


	Keep Informed

-Drivers
-Insurance
-Investors
-Customers
-Map APT provider
-Payment processor
-Senior employees






The stakeholders that need to be kept satisfied are the insurance providers, investors in the company, customers, Map APT providers and payment processor. This means that they need to be kept informed with every development in the change and they also need to give their approval to move forward. Senior employees will need to be managed closely as they will be the ones dealing with this level of change within the company. This can be done through meetings and training. The drivers will only need to be monitored as this change will not really affect them. If they are kept informed of new developments, then they shouldn’t be affected. Lastly, all stakeholders will need to be kept informed of the whole change process to ensure that everyone is onboard with the change







Change Management team

The Change Management team includes Chief Strategy Officer Raj Kapoor and Head of Global Policy and Strategy; Mike Masserman (Price, R ,2017). Mike Masserman was previously Lyft’s head of government relations but he was given a new role of overseeing Global Strategy this year (Titcomb, J, 2017). He is the change agent leading this change process. A change agent is a person who helps to transform an organisation by improving business processes and interpersonal interactions. There are two types of change agents: internal and external (SearchCIO.com, 2018). As part of his role as change agent, Masseran has had to define a clear vision for the project, set a leadership agenda, diagnose problems and build relationships with clients (Boomer Business Summit. 2018). The type of leadership style that he has adopted is Transformational. Transformational leaders inspire their team members because they expect the best from everyone, and they hold themselves accountable for their own actions. They set clear goals, and they have good conflict-resolution skills which leads to high productivity and engagement (Mindtools.com. (2018).


Resistance

Resistance to change in any scenario isn’t unusual as many fear the unknown and what change may bring. To manage it effectively, change agents must recognise the resistance in order to, overcome it, and deal with it (Knowhownonprofit.org., 2018). The change agent must then open it up to discussion by asking questions, listening and trying to understand them. The agent must then work with whoever has raised concerns, to create solutions that work for them. Hayes, J (2014) states; “The key to managing resistance is understanding motivation. For each member of your team think about what their motivation might be, how this will be affected by the change and how you might revise your change plans accordingly.”
In Lyft’s case, the resistance to change is the fear of the unknown, comfort in current position and the fear of failure. This can be dealt with by sufficient training for staff so that they are aware of what’s happening around them and they are aware of how it will affect them. Once the resistance has been challenged and overcome, staff should be invited to complete a survey detailing their feedback on how the situation 
was dealt with so that their feedback can be considered for reference when dealing with future changes ( Knowhownonprofit.org., 2018).





Conclusion

To conclude, Lyft is moving in on the UK market to become the dominant ride-sharing service however, they haven’t moved past the ‘Unfreezing’ stage of the change process. The change has not yet been implicated therefore, the change models utilised in this report have laid out the processes that they should use to be able to expand their company internationally. 


Recommendations

It is recommended that, Lyft progress through the change process from ‘unfrozen’ to ‘refrozen’ in order to achieve international success. Once the move is finalised, they can then begin to work on stabilising the change by making it a long-term goal and not a quick success. They can do this by reviewing their small successes to evaluate went well and what needed improvement. By doing this, they can then learn for future reference and that will hopefully strengthen their business.
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�             Move





�             Refreeze





            �              Unfreeze





-Monitoring throughout, new relationships made, routines in place.





-Ongoing communication throughout, staff support through training, staff stationed in the UK ready for launch.





-For the company to expand internationally�Lyft staff must travel to the UK to scope the area and determine what regulatory challenges are associated with the launch.
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