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1. Introduction
Change has become a fundamental and ongoing part of business life. In today’s fast-paced and highly competitive global economy, companies face continuous pressure to adapt to new technologies, evolving customer expectations, regulatory shifts, and international competition. These pressures are particularly pronounced in the logistics and supply chain sector, where efficiency, speed, and technological innovation are critical to meeting the demands of e-commerce, retail, and manufacturing clients. Automation, artificial intelligence (AI), real-time data analytics, and digital systems are transforming how goods are stored, moved, and delivered, requiring companies to continuously innovate and restructure their operations.
A major example of such transformative change in the logistics industry is the acquisition of Wincanton plc by GXO Logistics in 2024. This takeover is not simply a financial transaction; it represents a strategic and operational transformation for both companies. For Wincanton, the acquisition introduces new technologies, global best practices, and access to a larger international network. For GXO, it strengthens its presence in the UK and Irish markets and expands its capacity to serve a diverse range of clients. Importantly, the acquisition has significant implications for employees, management structures, warehouse operations, and company culture, highlighting the human dimension of large-scale organisational change.
This report explores the drivers behind the acquisition and examines its impact on staff, operations, pay, benefits, and organisational culture. It identifies both the challenges and opportunities that arise when integrating two large logistics companies, and evaluates how effective change management can facilitate a smooth transition. To provide a structured analysis, the report applies established change management frameworks, including Lewin’s Three-Step Model, Kotter’s Eight-Step Model, and the McKinsey 7S Framework, demonstrating how GXO can navigate this complex change process strategically.
Finally, the report presents a Change Management Plan designed to guide the integration process, focusing on clear communication, leadership development, financial planning, workforce engagement, and employee well-being. By examining both operational and human factors, this report aims to provide a comprehensive understanding of how GXO can achieve a successful merger while maintaining employee trust and operational excellence.

2. Company Overview and Background
2.1 About GXO Logistics
GXO Logistics is one of the largest contract logistics providers in the world. Headquartered in Connecticut, USA, the company operates in over 25 countries with more than 130,000 employees (GXO, 2024). GXO was created in 2021 after separating from XPO Logistics, allowing it to focus purely on warehousing, automation, and supply chain management.
GXO is known for its strong focus on technology and innovation. The company uses advanced systems such as warehouse robots, automated picking, AI forecasting, and data analytics to improve accuracy and efficiency. Many of its warehouses are “smart warehouses” that use digital tools to optimise space and speed up delivery times.
The company works with major global brands in retail, fashion, technology, food and beverage, and e-commerce. GXO’s strategy is to keep expanding globally by acquiring companies that give it access to new markets or special expertise — like Wincanton in the UK.
2.2 About Wincanton plc
Wincanton plc is one of the UK’s most established logistics companies. It was founded in 1925 and has been a trusted name in the transport and storage sector for nearly 100 years. Before the acquisition, Wincanton employed around 20,000 people and managed over 170 warehouse and transport sites across the UK and Ireland (Wincanton, 2023).
The company provides logistics and supply chain services to a variety of sectors — retail, grocery, construction, and defence. Some of its biggest customers include Waitrose, B&Q, Co-op, and the UK Ministry of Defence.
Although Wincanton was profitable and well-respected, it faced growing challenges. The company struggled to compete with international logistics giants that had more advanced technology and automation. Its systems were often older, and some of its pay and benefits structures varied between locations.
By joining forces with GXO, Wincanton hoped to gain access to modern technology, global best practices, and new career opportunities for its workforce.
2.3 The Acquisition
In February 2024, GXO Logistics announced an offer to buy Wincanton for 605 pence per share, valuing the company at around £762 million (GXO, 2024a). The deal was approved in April 2024 after review by the UK Competition and Markets Authority.
For GXO, the purchase helped it expand its presence in the UK and Irish markets. For Wincanton, the deal offered financial stability and access to global technology and systems. However, as with all mergers, the integration created uncertainty for employees and management.
Many staff were concerned about how this change would affect their jobs, wages, and working conditions. Warehouse workers, in particular, worried about automation and possible job losses, while managers feared duplication of roles and cultural change.

3. Why Change Was Necessary: Triggers and Environmental Factors
3.1 External Factors Affecting the Logistics Industry
Several external factors influenced GXO’s decision to acquire Wincanton:
a) Digital Transformation
Technology is rapidly changing the logistics sector. Automation, robotics, and AI are reducing the need for manual labour while improving speed and accuracy. Companies that fail to invest in digital systems risk falling behind. GXO’s takeover enables Wincanton to modernise quickly by using GXO’s proven technology.
b) Growth of Online Shopping
The boom in e-commerce has transformed customer expectations. Consumers now demand next-day or even same-day delivery, which requires highly efficient and flexible logistics operations. The acquisition allows GXO to handle more online retail customers across the UK.
c) Labour Shortages and Pay Pressure
The logistics industry in the UK has been struggling with driver shortages and rising wages (Logistics UK, 2024). Companies are under pressure to improve pay, working conditions, and training to attract and retain staff.
d) Environmental Regulations
The UK government and the EU have introduced new rules aimed at cutting carbon emissions. This pushes logistics companies to invest in greener technologies, such as electric vehicles and energy-efficient warehouses.
e) Intense Competition
Competitors such as DHL, Kuehne + Nagel, and Amazon Logistics have vast resources and global networks. To stay competitive, Wincanton needed to join a global leader like GXO.
3.2 Internal Triggers for Change
Inside Wincanton, several issues made the acquisition necessary:
· Old IT systems and lack of automation
· Inconsistent pay structures across regions
· Limited access to global contracts
· Rising operating costs
· Need for large-scale investment that Wincanton could not afford alone
By merging with GXO, Wincanton could overcome these weaknesses through shared investment, advanced technology, and stronger global connections.

4. How the Acquisition Affects the Organisation
4.1 Warehouses and Operations
One of the most significant changes will occur in Wincanton’s warehousing operations. GXO plans to introduce advanced automation and robotics across key sites, which will transform the nature of many roles. Manual jobs, such as picking and packing goods by hand, may either disappear or be redefined, with employees transitioning to managing, monitoring, and maintaining automated systems. Some warehouses may also be consolidated to reduce duplication and increase efficiency, while other sites may undergo layout or workflow redesigns to accommodate new technology.
To support this transition, GXO will implement comprehensive training programs that provide employees with the skills needed to operate new machinery, use data-driven warehouse management systems, and adapt to digital workflows. While these upgrades are expected to improve productivity, reduce errors, and enhance operational speed, they may also generate anxiety among employees concerned about job security, change in responsibilities, and learning new technical skills. Clear communication and supportive leadership will therefore be critical in easing these concerns and maintaining morale during the transition period.
4.2 Management Structure
The acquisition will result in the integration of Wincanton’s management structure with GXO’s global framework. This restructuring may lead to redundancies in administrative and support roles where responsibilities overlap, but it will also create new leadership positions within the UK arm of GXO, offering opportunities for career progression. Managers will need to adapt to a more data-driven and performance-focused environment, where decisions rely heavily on analytics, reporting systems, and measurable outcomes rather than solely on experience or intuition.
Additionally, managers will play a crucial role as change leaders, acting as a bridge between top management and front-line employees. They will need to guide teams through operational changes, implement new performance metrics, and ensure that communication flows effectively both up and down the hierarchy. This adaptation may require management training in areas such as digital leadership, change management, and team motivation to ensure smooth integration and sustained productivity.
4.3 Employees, Pay, and Benefits
GXO expects to realize approximately £45 million in cost savings over three years through the integration of Wincanton (GXO, 2024b). To achieve this, the company will review and standardize pay structures and employee benefits across all sites. While some employees may gain access to improved healthcare, pension plans, or global career development opportunities, others might lose certain local advantages or allowances previously offered at Wincanton sites.
Maintaining trust during this period is essential. Transparent and consistent communication regarding changes to pay, benefits, and job expectations will be critical in preventing misunderstandings and resentment. Employee feedback channels, consultation meetings, and clear documentation of policies will help staff feel informed, involved, and valued throughout the transition.
4.4 Organisational Culture
Perhaps the most complex challenge of the acquisition lies in integrating the organisational cultures of the two companies. Wincanton’s culture has historically been local, people-focused, and built on long-term employee relationships and loyalty. In contrast, GXO operates with a global mindset, prioritizing technology, innovation, and performance-driven metrics.
Merging these cultural approaches will require patience, deliberate effort, and clear communication. GXO will need to foster mutual respect between teams, promote collaboration, and identify shared values to create a blended culture that retains Wincanton’s human-centered strengths while embracing GXO’s technological and performance-oriented practices. Initiatives such as joint workshops, team-building events, mentorship programs, and clear statements of shared purpose can help facilitate this cultural integration, reduce friction, and support long-term employee engagement.

5. Using Change Management Models to Understand the Process
5.1 Lewin’s Three-Step Model
Kurt Lewin’s model (1951) describes three stages:
1. Unfreeze – Prepare people for change. GXO needs to clearly explain why change is happening and how it benefits employees.
2. Change – Introduce new systems, structures, and processes. Provide training and support during transition.
3. Refreeze – Stabilise the new organisation once the changes are in place. Celebrate successes and reinforce new habits.
For GXO, the “unfreeze” stage means acknowledging staff concerns and building trust. The “change” stage involves the introduction of automation and new management systems. Finally, the “refreeze” stage means embedding new behaviours and ensuring long-term stability.
5.2 Kotter’s Eight-Step Model
John Kotter (1996) expands this approach into eight detailed steps for leading change:
1. Create Urgency – Explain the reasons behind the acquisition.
2. Form a Powerful Coalition – Bring leaders from both GXO and Wincanton together.
3. Develop a Vision for Change – Create a shared mission focused on innovation and people.
4. Communicate the Vision – Keep all employees informed through regular updates.
5. Empower Employees – Provide training and resources to help them adapt.
6. Create Short-Term Wins – Highlight early successes, like improved warehouse efficiency.
7. Consolidate Improvements – Use small wins to build momentum.
8. Anchor New Approaches in Culture – Make sure new systems and behaviours become permanent.
Applying Kotter’s steps helps GXO create a clear, step-by-step integration plan and prevent confusion among employees.
5.3 McKinsey 7S Framework
The McKinsey 7S model (Waterman et al., 1980) shows that successful change depends on seven connected factors:
· Strategy – Expanding UK operations with automation and digitalisation.
Structure – Reorganising management to fit GXO’s model.
Systems – Integrating HR, payroll, and IT systems.
Shared Values – Combining Wincanton’s people focus with GXO’s innovation mindset.
Style – Adjusting leadership to be both data-driven and empathetic.
Staff – Reskilling employees to meet new technical demands.
Skills – Building new abilities in automation, robotics, and data analysis.
This model reminds leaders that every aspect of the business must work together for change to succeed.

6. Leadership and Culture During Change
Strong leadership is critical during a merger. The leaders at GXO and Wincanton must show confidence, empathy, and communication skills.
A transformational leadership style — where leaders inspire and motivate rather than command — is most effective (Bass & Riggio, 2006).
GXO’s CEO, Malcolm Wilson, has stated that the company will respect Wincanton’s legacy and workforce while moving forward with innovation (GXO, 2024b). This balanced approach helps employees feel valued even as the company changes.
Middle managers and warehouse supervisors also play key roles as “change champions.” They are the bridge between top management and front-line staff, helping explain the changes and calm fears.
Cultural integration is another leadership challenge. Instead of forcing one culture onto another, GXO should aim for a blended culture — combining Wincanton’s local relationships with GXO’s technological edge.
Workshops, joint team-building events, and shared value statements can help achieve this.

7. Proposed Change Management Plan
7.1 Objectives
1. Fully integrate Wincanton operations into GXO within 24 months.
2. Retain at least 90% of key warehouse staff during integration.
3. Standardise pay and benefits fairly across all sites.
4. Introduce automation in 10 key warehouses within two years.
5. Improve employee engagement scores by at least 10%.
6. Deliver £45 million in annual cost savings by year three.
7.2 Financial Plan
	Category
	Estimated Cost (£ million)

	Systems and IT integration
	25

	Workforce training
	10

	Communication and engagement
	5

	Redundancy and restructuring
	8

	Change management consultancy
	7

	Total Investment
	55


Savings will come from improved efficiency, reduced duplication, and automation. GXO expects to recover the costs within three years.
7.3 Communication Plan
How Meetings and Discussions Will Be Carried Out:
In addition to these communication channels, GXO and Wincanton will hold regular team meetings to discuss updates and upcoming changes. These meetings will take place in dedicated spaces such as conference rooms, training areas, or quiet office spaces where staff can focus without interruptions. During these sessions, managers will explain any new processes, policy changes, or operational updates in a clear and structured way. Employees will be encouraged to ask questions, share concerns, and provide feedback so that everyone understands how the changes will affect their daily work. Visual aids such as presentations, printed guides, or demonstrations may be used to make the information easier to understand. These meetings help ensure transparency, build trust, and give employees a sense of involvement in the change process.


· Goals: Keep employees informed, reduce anxiety, and promote engagement.
· Key Messages:
“We are investing in people and technology.”
“Your roles are valued, and training will be provided.”
“Standardised pay ensures fairness.”
· Channels: Emails, newsletters, intranet updates, town halls, and union meetings.
· Feedback: Anonymous surveys and “You said, we did” updates to show progress.
7.4 Implementation Timeline
1. Months 0–3: Announce vision, form integration team, communicate frequently.
2. Months 3–6: Review HR systems, map pay and benefits, assess warehouse technology.
3. Months 6–18: Implement new systems, restructure management, roll out training.
4. Months 18–30: Evaluate progress, celebrate successes, embed new practices.
7.5 Evaluation Plan
Success will be measured using:
Employee retention rate
Cost savings achieved
Productivity levels
Employee engagement surveys
Pay and equality data
Customer satisfaction
Regular reviews every quarter will ensure the company stays on track and can adjust if needed.

8. Workforce Implications
8.1 Pay and Benefits
After integration, pay rates will be reviewed to align with GXO’s global standards. Some employees may benefit from higher salaries or better health coverage, while others might see fewer local allowances. Transparency and fairness will be key to avoid resentment.
8.2 Job Security and Training
While automation could reduce certain manual roles, it also creates new technical jobs — such as robot maintenance, IT system support, and data analysis. Retraining programs should give existing staff first access to these roles.
8.3 Working Conditions and Well-being
GXO’s strong safety and well-being culture will likely improve working conditions. However, adapting to new systems can create stress, so GXO should offer counselling, stress management, and open dialogue.
8.4 Employee Voice
Formal consultation with unions and employee representatives is essential. Staff should be encouraged to share concerns and suggestions. A feeling of inclusion helps reduce resistance.

9. Risks and Mitigation
	Risk
	Impact
	Mitigation Strategy

	Workforce resistance
	Delays or low morale
	Early communication and reassurance

	Cultural differences
	Misunderstanding, conflict
	Cultural workshops and mixed teams

	System integration issues
	Operational downtime
	Phased rollout and testing

	Loss of key staff
	Reduced performance
	Retention bonuses and career development

	Negative media coverage
	Damage to reputation
	Transparent communication with public and unions






Potential Timeline & Steps for Full Integration
1. Pre-Integration Planning (Before / Immediately After Acquisition) — ~3–6 months
· Set up an Integration Management Office (IMO) / team responsible for coordination. datarooms+2Forrest Advisors+2
· Define governance, roles, and responsibilities. datarooms
· Draw up a detailed integration plan: tasks, milestones, dependencies, KPIs. Forrest Advisors+1
· Begin “Day-1 readiness” planning (how to operate on the first day after legal close).
2. Regulatory / Legal Phase — Variable (already partly done)
· In GXO-Wincanton’s case, regulatory review was significant: CMA investigation, hearings, remedy proposals. GOV.UK+2GOV.UK+2
· Once approval is given, finalise legal and financial closing steps. (For them, the CMA clearance came with conditions.) gxo.com
3. Initial Integration Execution — First 6–12 Months After Close
· Integrate finance, HR, and support functions first. According to PwC, many companies complete these within a year. PwC
· Migrate or align financial reporting, payroll, and HR systems.
· Start combining key operational processes (e.g., warehouse management, procurement, IT) in a phased way.
· Communicate strongly: launch change-management programs, hold town halls, start training.
4. Mid-Term Integration — 12 to 24 Months
· Cultural integration: run workshops, team-building, address differences in management style and values.
· Deep operational integration: merge IT systems (ERP, warehouse management), fully roll out shared processes.
· Roll out training programmes so staff become skilled in new systems (robotics, automation, data analytics).
· Begin capturing cost synergies: GXO forecasts full annual cost synergies by the third year. gxo.com
5. Synergy Realisation and Stabilisation — 24 to ~36 Months (or more)
· Continue to realise the £45m run-rate synergies GXO expects over three years. gxo.com+1
· Monitor KPIs: cost savings, employee retention, productivity, engagement.
· Reinforce “new way of working”: embed new processes into business-as-usual (refreeze).
· Close out integration projects, and transition from “integration mode” to “stable operation mode.”
6. Long-Term Review and Cultural Embedding — 3+ Years
· Evaluate what has worked and what hasn’t.
· Continue refining systems, especially IT, culture, and leadership alignment.
· Consolidate lessons learned; update policies; solidify shared identity.
· Possibly run further integration/optimisation projects (e.g., further automation, scaling up joint operations).

Why It Could Take This Long
· Complexity & Scale: Merging two large logistics firms (with many warehouses, staff, IT systems) is complicated.
· Technology Integration: Aligning different systems, especially in logistics (warehouse management, robotics, data), takes time.
· Cultural Differences: Integrating Wincanton’s “people-centered” culture with GXO’s high-performance, tech-driven culture requires gradual change.
· Regulatory Constraints: As shown in the GXO-Wincanton deal, regulatory approval added complexity and delay. GOV.UK
· Synergies Phased Over Time: The cost savings (synergies) are expected to accumulate over several years, not immediately. gxo.com+1
· Change Management Risk: Rushing integration can backfire (e.g., unhappy employees, failed IT projects), so a balance of speed and quality is needed. PwC+1

Summary ,Short-term (0–12 months): integration office set up, early functions merged, regulatory tasks, launch communication & training.
· Mid-term (12–24 months): deeper system and process integration, culture blending, start realizing cost synergies.
· Long-term (24–36+ months): fully embed new operations, achieve most synergies, stabilise business, evaluate success.

10. Conclusion
The takeover of Wincanton by GXO Logistics is a major event in the UK logistics industry. It is driven by the need for technology, scale, and efficiency, but it also affects thousands of people and their livelihoods. Managing this change successfully will depend on how well GXO balances business goals with human needs. Using models such as Lewin’s, Kotter’s, and McKinsey’s 7S, GXO can structure its change process effectively. Strong, transformational leadership — supported by clear communication and genuine care for employees — will determine whether this merger becomes a success story or a source of disruption. If GXO invests in people, provides honest communication, and respects Wincanton’s legacy, the combined organisation can emerge stronger, more innovative, and ready for the future of logistics.
Given the scale of the acquisition, the complete integration of Wincanton into GXO is likely to take between two and three years. This timeline reflects the complexity of aligning large-scale operations, technology systems, workforce structures, and organisational cultures. The process begins with pre-integration planning, establishing an integration management team, defining governance structures, and developing detailed plans for operations, HR, and IT. Regulatory approvals and legal formalities are completed to ensure compliance, followed by initial integration of key support functions such as finance, HR, and payroll systems.
In the subsequent 12 to 24 months, deeper operational integration occurs, including the implementation of warehouse automation, consolidation of processes, and rollout of staff training programs so employees can effectively operate new systems. Cultural integration is also critical during this phase, as GXO works to blend Wincanton’s people-focused approach with its own technology-driven, performance-oriented culture. The final phase, which may extend beyond 24 months, focuses on embedding new processes into day-to-day operations, realizing projected cost savings, stabilizing performance, and reinforcing the combined company’s shared values and culture.
Overall, this step-by-step approach — from planning and regulatory compliance to operational and cultural integration — ensures that the merger is sustainable, minimizes disruption to employees, and maximizes long-term efficiency and productivity. While ambitious, this timeline allows GXO to manage risks effectively and fully capitalize on the opportunities created by the acquisition.
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