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[bookmark: _Toc224318095]Executive Summary
The report states that digital disruption, increased focus on online shopping, and rising competition in the logistics sector have contributed to the change for UPN. Digitalisation is being adopted within the firm, with consideration of McKinsey’s 7S framework and an evaluation of the roles of organisational culture and transformational leadership in managing change. Based on the analysis, the UPN strategy primarily focuses on operational efficiency, digital integration, and stakeholder coordination. The report recommends that AI-based logistics, member coordination, efficient customer service and sustainability improve the efficiency of delivery, reduce costs, drive shipment visibility, and improve customer service performance. All these measures allow UPN to achieve long-term competitiveness.

[bookmark: _Toc224318096]1. Introduction to the Organisation
The organisation selected for the research is UPN (United Pallet Network). The company is a renowned palletised freight distribution firm in the UK (UPN, 2026). The firm was founded in 2001 and has developed into a large-scale logistics firm that connects transport companies in the UK to Europe. The widespread network of UPN includes more than 100 member firms across the UK and other European nations. The mission of UPN is to provide quality palletised freight service to its customers using the strong network of trusted logistics providers. The vision of the firm is to meet service standards while also focusing on responsible logistics and sustainability practices. For example, UPN has introduced carbon-neutral delivery strategies.
UPN operates in the freight and logistics distribution sector, which plays a major role in retail operations, supply chain, and e-commerce. The logistics industry of the UK generates around £146.19 billion as of 2026 and employs 8% of the national workforce (Mordor Intelligence, 2026). To withstand competition, UPN tries to provide secure and fast transportation of goods to its customers. However, in the recent past, the logistics sector of the UK has experienced significant changes due to digitalisation, automation, the growth of online shopping, and sustainability pressures. These factors create both opportunities and challenges for the firms in the sector. For example, an increase in online shopping has created growth opportunities for the logistics sector. On the contrary, large players like Amazon have adhered to sustainability needs and invested in technologies like automation and drone delivery (Dauvergne, 2020). It is difficult for medium-scale firms to make such substantial investments, thereby resulting in immense competition. This report evaluates strategic change management and organisational adaptation of UPN in the dynamic business environment of the UK.
[bookmark: _Toc224318097]2. Environmental and Organisational Analysis
[bookmark: _Toc224318098]2.1. External Environment Analysis
Table 1: PESTEL Analysis
	Political Factors
	· Changes in government transport policies, customer processes, and trade regulations have affected the logistics sector of the UK.
· Due to Brexit, the UK-EU trade rules have changed, leading to increased border checks and documentation, thereby affecting operational costs and delivery time (Kren & Lawless, 2024).

	Economic Factors
	· Rising fuel prices, trade war, economic slowdown, and inflation have increased operational expenses for logistics firms in the UK.
· Rising labour costs in the UK create operational challenges for the service sector.
· The e-commerce sector of the UK is expected to have an annual growth of 7.01% by 2029, which is an opportunity for pallet delivery firms (ITA, 2026).

	Social Factors
	· Growing demand for online shopping has benefited delivery service firms in the UK (Allen, Piecyk & Piotrowska, 2017).
· Consumers demand quicker deliveries, tracking systems, and high-quality services, which create operational and financial management challenges for the pallet delivery entities.

	Technological Factors
	· Digital tracking systems, AI, warehouse automation systems, and route optimisation technology have improved the efficiency of the freight sector (Sodiya et al., 2024).
· Although large-scale entities are adopting these technologies to grow their businesses, small-scale firms are suffering due to a lack of investment capability.

	Environmental Factors
	· Governments expect logistics firms to reduce carbon emissions.
· The UK’s target of achieving net zero emissions is creating challenges for pallet delivery service firms that depend on partners to achieve greener logistics solutions (Shahzad et al., 2024).

	Legal Factors
	· Legal factors like changing labour laws, safety standards, and transport regulations are affecting logistics firms.
· Failure to adhere to regulations affect smooth operations of the sector.



[bookmark: _Toc224318099]2.2. Internal Environment Analysis
Table 2: SWOT Analysis of UPN
	Strengths:
· Strong distribution network with over 100 independent transport members.
· Fast and reliable pallet delivery services across the UK and Europe.
· Investment in real-time digital tracking measures, AI, and big data has helped UPN improve shipment visibility and meet customer expectations.
	Weaknesses:
· Increased dependence on member companies for their operations.
· Difference in operational practices, service quality, and technology adoption rate.
· Inability to coordinate a large network of operations like other firms, such as Palletways.

	Opportunities:
· Growth of online shopping creates opportunities for pallet distribution companies (Tornese et al., 2021).
· Firms coordinate with reliable logistics partners to manage delivery volumes.
· AI-based route optimisation, digital logistics, and automation technology have allowed firms to improve consumer experience.
	Threats:
· Strong competition from other logistics providers in the UK, like Palletways, Fortec Distribution Network, and Pall-Ex Group.
· Rising fuel costs, environmental regulations, and economic uncertainty create operational challenges.
· War situations like the Russia-Ukraine war affected logistics services across the globe (Ngoc et al., 2022).



Based on the PESTEL and SWOT Analysis, UPN can benefit from its strong network coverage, efficient distribution systems, and growing demand for e-commerce across the UK and Europe. The company would also use advanced technologies for efficient tracking of products. However, rising fuel costs, market competition, regulatory pressures, lack of coordination among member firms, service inconsistency, and inability to invest extensively in more technologies can affect the firm in the long run.

[bookmark: _Toc224318100]2.3. Triggers for Change
Constant upgradation of technology, changing customer behaviour, and industry competition have affected the internal capabilities of UPN. One major trigger is digital disruption. Technologies such as automated warehousing, real-time tracking, and data-based logistics measures are transforming the operations of freight companies (Kern, 2021). Consumers expect more visibility regarding how they receive their shipments. If UPN do not develop its digital systems continuously, it will fail to compete with its rivals. Another trigger is AI tools that allow supply chain firms to optimise delivery routes, identify demand, and drive operational efficiency and decision-making (Odumbo & Nimma, 2025). UPN has adopted AI-based logistics solutions to improve its performance, but failure to upgrade and utilise these technologies in the long-term can create challenges for the firm. Another trigger is the growing emphasis on online shopping. E-commerce firms like Amazon require flexible and faster delivery networks. This creates pressure on pallet distribution entities to manage tight deadlines and high volumes of distribution. UPN needs to change its infrastructure to handle this rising demand. Lastly, the lack of organisational capabilities and the need for innovation within UPN indicate the need for change. Differences in operations and technology adoption can also create differences for the firm in coordinating with its member entities. So, strategic change can be helpful in overcoming these challenges and allowing UPN to achieve growth in the evolving sector.

[bookmark: _Toc224318101]3. Review and Evaluation of Change Management Models
Organisations facing rapid technological and environmental changes need a structured change management approach to overcome the issues (Pugh, 2016). Although several change models can be adopted by firms, like Lewin’s change model and Kotter’s 8-step model, McKinsey’s 7S framework is most suitable for UPN, as it focuses on aligning several organisational elements and ensuring change across all stages (Alam, 2017). The model consists of seven elements and insists that making changes in one element can affect others, thereby contributing to effective organisational transformation. 
Strategy: The strategy of UPN needs to focus on digitalisation, service delivery, and respond to the growth of online shopping. Therefore, UPN can develop its capabilities and compete with its rivals. Research by Abdelilah, El Korchi and Balambo (2018) suggests that an organisational strategy should be flexible in a logistics firm. However, the 7S model does not explain how it should be implemented, which is a limitation of the theory. However, in the case of decentralised networks such as UPN, the network members would have conflicts in managing resources and advanced inputs. This leads to conflicts of interest and, hence, makes alignment of the seven elements of McKinsey difficult.
Structure: UPN operates using a network of independent member firms. Although the structure ensures flexibility and coverage, it can create coordination issues while implementing change. Studies by Egeberg and Trondal (2018) indicate that organisational structures based on partnership face unique challenges while adopting change across all units. For example, many partners would be reluctant to invest in digitalisation.
Systems: In the recent past, UPN has developed a digital tracking system to drive its service quality. Also, the use of AI tools has allowed the organisation to automate its processes and data management. However, technological change needs consistent adoption of change across all networks (Sadaoui et al., 2025). The 7S model indicates the importance of systems, but fails to provide guidance regarding how to manage them across collaborative networks.
Shared Values: In a logistics firm, the shared values are soft elements and indicate service quality, reliability, and collaboration for all partners. However, aligning shared values for UPN across all member firms and stakeholders can be a challenging task. For example, employees with fewer digital skills might show resistance while AI tools are adopted within the firm. This can create a barrier to change.
Skills and Staff: In a logistics entity that is driven by technology, employees need to adopt new skills to challenge the current operational practices. In UPN, the introduction of new systems would create a need for training the employees and managing change. Studies by Cameron and Green (2019) suggest that workforce capability is essential towards ensuring successful change adoption within firms. The 7S model recognises this relationship, but fails to provide ideas for developing specific skills of the workers.
Style: Leadership styles are essential in guiding employees through change. Effective leadership and collaboration across networks can allow leaders to align partner firms and employees to complete organisational objectives.
The analysis suggests that McKinsey’s model ensures organisational alignment for UPN, but it also has one limitation. The model is diagnostic, indicating that it can help identify issues during change, but does not provide a solution to them (Odeh, 2021). For this reason, several researchers insist on combining the model with other change models. For example, Kotter’s 8-step model indicates a suitable sequence for change implementation, whereas Lewin’s model indicates how firms can move from their present practices to new behaviour by implementing change. Due to these factors, a hybrid model is most fruitful for UPN. The 7S model would help recognise organisational issues and indicate reasons for change. On the other hand, Kotter’s model can be used to implement the strategic change within the firm. This combined effort would ensure firms understand both behavioural and structural aspects of change. 

[bookmark: _Toc224318102]4. Leadership and Organisational Culture in Change
A successful change management within a firm is supported by effective leadership and organisational culture. In the case of UPN, there is a possibility that implementing digital change can lead to several issues, such as resistance, a lack of shared vision, and poor knowledge among employees. So, a suitable organisational culture and leadership effectiveness are essential for the entity.
Transformational Change:
To introduce change within UPN, the managers need to adopt the transformational leadership style. This strategy focuses on motivating and inspiring employees to achieve organisational objectives (Eduzor, 2024). Leaders of an entity utilise this approach to communicate vision, encourage innovation, and support the employees during a change process. In UPN, transformational leadership would be essential in guiding technological change. For example, once the company adopts advanced AI, blockchain, and similar technologies, the leaders need to communicate the benefits of these to the employees and partners. This would drive increased acceptance of the technologies. Transformational leaders would also promote learning and innovation, which allows firms to respond effectively to digital disruption (Martín-Rojas, Garrido-Moreno & García-Morales, 2026). Also, transformational leadership is important to motivate employees during change. Once the workforce starts to recognise the purpose for change and is supported by leaders, they are likely to accept new processes and systems. The leaders of UPN can also motivate the independent member firms in different regions, encourage collaboration, and ensure effective adoption of digitalisation across the entire supply chain of the firm. Although transformational leadership motivates employees, it can overlook factors like cost pressure and operational control. Also, the model mainly focuses on vision and inspiration and hence, overlooks operational challenges (Chitiga, 2018). In a complex logistics network, leaders need to monitor performance, take accountability for mistakes, and ensure processes. Only focusing on inspirational motivation might not be sufficient to ensure successful change implementation within the firm. So, transformational leadership need to be supported by cultural theories and practical management to allow effective digital change adoption in UPN.
Schein’s Model of Cultural Change:
One effective framework for understanding the culture of a region is Schein’s model. This concept explains culture through three specific levels, which are espoused values, artefacts, and underlying assumptions (Hattangadi, 2017). The first level, artefacts, consists of visible elements of a culture (Porkka, 2016). For UPN, these would involve operational processes, communication platforms, and digital systems of the firm across its diverse network. These visible elements are useful while implementing new systems and technologies. The second level, espoused values, guide behaviour of stakeholders associated with change (Bourne, H., Jenkins & Parry, 2019). For UPN, values like operational efficiency, service effectiveness, and reliability are essential. While adopting digital change, the leaders need to realise that the values support the process. For example, in case a digital technology like using chatbots fails to provide effective services to customers, then that should not be adopted. The last level is basic underlying assumptions, which are beliefs that guide behaviour. These beliefs need to be influenced by leaders over time. For example, in UPN, many employees might feel that the existing system is effective and hence, might resist change. So, changing the present cultural beliefs would also be an essential responsibility of the transformational leaders. 
Since in the network structure of UPN, cultural alignment is challenging, Schein’s model can be supported by focusing on individualised consideration, innovation, and motivating independent firms to change their cultures for organisational growth. However, one limitation of the model is that it fails to provide adequate guidance on how leaders can change the cultural practices of their networks. Cultural change is a slow process and hence requires consistency in leadership support. In the context of UPN, the transformational leaders can share values and collaborate with partners. Also, cooperation and technological adoption across member networks are essential for the firm. At the same time, organisational culture can either resist or support the leadership initiatives. So, leaders need to communicate change initiatives early and drive employees' motivation towards the digitalisation process.

[bookmark: _Toc224318103]5. Proposed Strategic Change Management Plan
As a response to the digital disruption and rising competition in the global logistics industry, UPN needs to adopt a structured change management plan. The strategy focuses on improving the digital capabilities of the entity by adopting AI, blockchain, big data, and digitisation across its supply chain and network members. The plan is prepared considering the long-term goal of UPN to provide efficient and reliable pallet freight distribution.

[bookmark: _Toc224318104]5.1. Change Vision and Objectives
The vision of the proposed change is to transform UPN into a digital and efficient pallet network. The strategy is aimed towards providing transparent, sustainable, and fast delivery services to its customers. The main objectives of the change management strategy is as follows:
· Digital Integration: Adopt an improved data sharing and digital tracking system across 90% of UPN member depots in the next 12 months.
· Operational Efficiency: Improve route optimisation and reduce the delivery time required by 15%. This objective can be achieved by ensuring coordination between depots and advanced route planning.
· Improving Consumer Experience: Providing real-time updates, tracking information, and reducing delays ensures improvement in the customer satisfaction score by 25% in the next 12 months.
· Network Collaboration: Ensure that all the member companies are integrated in the new digital and operational systems of the firm in the next 12 months.
· Sustainability Objective: Efficient route planning, fuel-efficient driving, and load optimisation can reduce fuel consumption by 10% in the next 24 months.
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To implement change successfully within UPN, there is a need for understanding the influence and interests of different stakeholders.
Table 3: Stakeholder Analysis
	Stakeholder
	Interest in Change 
	Influence
	Role in the Change Process

	Board of Directors
	High
	High
	Providing funding and an approval strategy.

	Management team of UPN
	High
	High
	Lead decision-making and implementation of the change.

	Network member firms
	High
	High
	Adoption of operational changes and digital systems.

	Employees
	Medium
	Medium
	Adoption of operational processes.

	Customers
	High
	Medium
	Attain feedback regarding the present service quality.

	Technology provider
	Medium
	Medium
	Provide digital technologies, systems, and support.



The most essential stakeholders of UPN are the network member firms, as it operates in a cooperative logistics circle. Lack of support from the member firms would make it difficult to implement technological and operational changes across the supply chain.
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A phased approach is used to ensure the implementation of the change plan within UPN.
Table 4: Change Implementation Framework
	Phases
	Key Activities
	Expected Outcome

	Phase 1- Planning
	Assess technology partners like GXO, analyse digital capabilities, and develop an implementation schedule.
	Clear change management roadmap

	Phase 2- Development of the Systems
	Improving the digital tracking systems, data integration platform, and online reporting tools.
	Development of a strong digital infrastructure.

	Phase 3- Training employees
	Training of employees and network members on new processes and systems.
	Improvement of employee capability

	Phase 4- Implementation
	Introduction of systems across diverse network depots and member firms.
	Improvement in operations

	Phase 5- Supervision
	Performance evaluation and addressing existing operational problems.
	Continuous improvement
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Table 5: Communication Plan of the Change
	Audiences
	Communication Strategy
	Frequency
	Purpose

	Board of directors
	Meetings and strategic reports
	Quarterly
	Review the overall progress of change

	Network members
	Online meetings, organising workshops, through emails
	Monthly
	Explain the value of digital technologies and how they will contribute to the competitive advantage of both the firm and the network members

	Employees
	Organising internal emails and training sessions to motivate the workforce
	Weekly during the fourth stage of the implementation plan
	Develop an understanding of the digital technologies

	Customers
	Service notification and updates on the website.
	Weekly
	To ensure transparency with the consumers



The communication plan is effective in allowing network partners and employees to analyse the benefits of change. This is expected to create improved cooperation, drive investments, and allow acceptance of the advanced tools.

[bookmark: _Toc224318108]5.5. Financial and Resource Plan
The adoption of the digitalisation plan would require financial investments and adequate allocation of resources. These investments can ensure UPN successfully implements the change and maintains competitiveness in the global logistics industry. The proposed change plan for UPN would require around £3000000 to acquire AI-based route optimisation tools, a predictive analytics platform, big data, and blockchain-based logistics. Also, capital needs to be invested in the training of employees and in allowing operational improvements of the firm. A two-year financial plan is prepared for the company.
Table 6: Financial Investments and Share
	Area of Investment
	Estimated Costs (All values in £)
	Percentage of the overall budget

	Digital logistics system
	1200000
	40%

	AI and Route Optimisation Technologies
	900000
	30%

	Training and Workforce Development
	300000
	10%

	Cybersecurity and IT infrastructure
	300000
	10%

	Consultancy and change management team
	150000
	5%

	Monitoring and Evaluation
	150000
	5%

	Total estimated budget required
	3000000
	100%



In addition to the financial needs, the change initiative would require UPN to acquire human resources to manage the technologies. 
Table 7: Resource Allocation
	Type of Resources
	Role in Implementation

	Change management team
	Analyse project progress and cooperate with the network members.

	IT Specialists
	Develop and maintain the digital logistics systems.

	Training managers
	Deliver partner and employee training programmes.

	Representatives of network members
	Allow suitable adoption of the systems across different partner companies.



[bookmark: _Toc224318109]5.6. Risk Assessment and Mitigation
The adoption of change within an entity is associated with several risks (Misra et al., 2017). During the digitalisation strategy of UPN, the company is likely to encounter the following risks.
Table 8: Risk Matrix and Mitigation Strategy
	Risks
	Likelihood
	Impact
	Mitigation Strategy

	Change resistance from network members
	Medium
	High
	Provide training and showcase the benefits for all stakeholders

	Delay in technology implementation
	Medium
	Medium
	Working with experienced IT personnel

	Operational disruption during the transition phase
	Low
	High
	Introduction of a phased implementation strategy

	Increased short-term expenses
	Medium
	Medium
	Prioritising investments and monitoring the present budget

	Cybersecurity threats
	Medium
	High
	Adoption of strong data protection tools like blockchain




[bookmark: _Toc224318110]5.7. Evaluation and KPIs
UPN needs to track certain KPIs to ensure that the change plan is achieving objectives as per forecasts. In case the KPIs indicate limited improvement, there would be a need for the firm to develop a contingency strategy.
Table 9: KPIs and their Purpose
	KPI
	Purpose

	Delivery time performance
	Measures operational efficiency

	Customer satisfaction score 
	Assess the overall service quality

	Shipment tracking accuracy
	Analyse the effectiveness of digital systems

	Operational costs per pallet
	Analyse cost efficiency

	Network member adoption percentage
	Measures overall participation in the digital systems



[bookmark: _Toc224318111]6. Discussion and Critical Reflection
The strategic change plan of UPN focuses on improving digital integration, collaboration among the members and overall efficiency. One strength of the proposed plan is that it directly addresses the challenges identified, like digital disruption and rising competition. The plan emphasises digital tracking systems, an integrated data platform, and AI-based route optimisation strategies. The strategies can allow UPN to enhance operational efficiency. Another aspect of the plan is that it follows a structured approach, including stakeholders, communication strategies, financial planning, and evaluation using KPIs. These aspects make the change process easy to supervise and organise effectively. However, the plan also has a few limitations. One major issue is that the plan of UPN is dependent on the response of member firms. Since member entities operate independently, an inconsistent use of technologies might occur. This would result in reduced reliability of services and, hence, create a delay in tracking of shipments, ultimately affecting customer trust. Another limitation for UPN is the substantial financial investment required for acquiring the technologies (Gupta et al., 2024). In case funding is not sufficient, the digital systems might be implemented more slowly. This would create technology gaps and prevent UPN from competing with larger-scale logistics firms in the market. Since the networks of UPN work with limited resources, the inability to acquire advanced technologies can affect the overall implementation plan.
From an ethical aspect, the change plan ensures transparency and fairness for all employees. The adoption of digital tools would prevent unfair job monitoring. However, the company needs to work on improving the skill set of the workers through adequate training. Ethical management of information is also essential for the logistics firms' post-adoption of digital systems. The plan also focuses on route planning, optimising loads, fuel consumption, and hence, can lower its carbon emission rates. However, to further improve sustainability initiatives, long-term commitment and additional investment need to be made from both the firm and its network providers.
An alternative strategy for UPN would have been to expand its present infrastructure, such as building depots and increasing pallets to handle rising demand. While the strategy increases delivery capability, it does not address operational efficiency or digital disruption. So, the proposed plan of digitalisation is more suitable as it drives coordination, route optimisation, and digital tracking across the present networks. However, to successfully implement it, the leaders should play a major role in training and motivating the employees and make them capable of working with the advanced technologies.

[bookmark: _Toc224318112]7. Conclusion
The digitalisation plan of UPN provides a clear strategy for the entity to improve its operational and digital capabilities. While the plan benefits the entity in terms of customer service, efficiency, and sustainability, the success of the plan would be based on adequate stakeholder cooperation, leadership efficiency, and the ability of the firm to manage its technological and financial challenges. To maintain competitiveness in the logistics sector, it is essential for the board of UPN to initially invest in advanced technologies like AI and data analytics. Then, developing strong collaboration with the member firms would ensure standardisation of the digital tools. The employees should be motivated and trained to develop their digital skills and utilise the advanced technologies. Lastly, integrating sustainability initiatives should be prioritised to ensure high-quality service and competitiveness over a long-term period.
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