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Executive Summary 

it is believed that Uber has had a tough year in 2017, with a vast amount of bad publicity starting with Campaigns such as Delete Uber on January 30th and ending the year with Former CEO being forced out of the company, Uber have certainly started a process of change in order to tackle their toxic culture regarding sexism and sexual harassment in the work place, Including introducing new team members such a Frances Frei to help with these issues Frei’s explanation of future plans for the company suggests ideas of management training and restructuring of management hierarchy along with hotlines and procedures, which has been met by positivity However it could be argued that more can be done the author believes that the recommendations given in this report could stop such a toxic environment these include Use performance reviews to hold senior leaders accountable, Enhance and develop the board and the decision making of the board and Provide an effective complaint process, the Companies leaders from research in this report have made questionable decisions and it is believed they should be held accountable for their actions, A restructuring of the board is needed to improve representation of the company and provide a review of Uber’s management teams, within the workplace Uber must create a way Employees can be heard without fear Uber could set up a company's "anonymous hotline" to raise issues namelessly.
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1 - Introduction 

This report will focus on an array of issues that surround Uber regarding their “toxic work culture” including sexual harassment claims and losing Ubers Licence to operate in London as well as other reasons for Uber’s change in leadership, the report will identify these reasons and the process the change as well as including theory such as Kotter’s eight step change model and Lewin’s force field and unfreeze, refreeze model.

2 - Uber and The Sharing Economy 

Uber offers an alternative service to taxi cabs, where its drivers use their own cars as private car hire. The company was set up initially in San Francisco California, United States of America in 2009. Uber now operates in 633 cities worldwide. It develops, markets and operates the Uber car transportation and food delivery via its mobile apps. (Uber, 2017) 
 	“The Sharing Economy is a socio-economic ecosystem built around the sharing of human, physical and intellectual resources” (no author, 2016) this definition of The Sharing economy Botsman (2012) describes this more as a ‘collaborative consumption’ Botsman insists that it is “A social and economic system driven by network technologies that enable the sharing and exchange of assets from spaces to skills to material possessions”  Investopedia (2017) simply defines the sharing economy as allowing individuals or groups to make money from their underused assets (Investopedia, 2017) this could include homes, cars and office space.  









[bookmark: _Hlk500344224]3 - Reason for change 

It is said to Uber have had a horrific year in 2017, The company is in the midst of trade secret lawsuits, consumer protection lawsuits, and bans from cities. (Neiger,2017) A few of these issues are highlighted below. 
 	In February 2017 a blog was published from a Susan Fowler a former employee of Uber discussing her time at the company, Fowler openly talks about experiencing sexual harassment from her manager Fowler (2017) states “my new manager sent me a string of messages over company chat. He was in an open relationship, he said, and his girlfriend was having an easy time finding new partners but he wasn't. He was trying to stay out of trouble at work, he said, but he couldn't help getting in trouble, because he was looking for women to have sex with” and once Fowler stated her grievance with HR was met with resistance from upper management as she states Fowler (2017) “Upper management told me that he "was a high performer" and they wouldn't feel comfortable punishing him for what was probably just an innocent mistake on his part”
 	Another issue that lead to Uber changing According to Bhuiyan (2017) A top executive at Uber “obtained medical records of a woman who had been raped during a ride in India” the president of business in the Asia Pacific, Eric Alexander, obtained the medical records of the victim and then showed the medical records to Uber’s now former CEO Travis Kalanick and Senior Vice President Emil Michael and various  executives at Uber were either told about the records or shown them.
 	Another problem that Uber faces is Bhuiyan (2017) states that Ubers CEO got into a shouting match with Uber driver, it is reported that the conversation got heated between the former CEO when the driver asked about the lowering of prices, according to Bhuiyan (2017) “it is said that the per-mile rate has stayed at around the same price” however because of Uber’s other services such as Uberpool and UberX, creating less of a demand for UberBlack its premium service. This could be the reason why the Driver is not seeing the same results as previous.
 	Another reason for Uber to change is losing Its Licence to operate in London, London has 3.5 million users and Butler (2017) states that Uber lost its licence to operate in London after a a decision by regulator Transport for London, due to the way Uber carries out its criminal record checks Butler (2017) states that transport for London require all “All cab drivers must undergo what's known as a Disclosure and Barring Service (DBS) check, essentially a criminal record check to ensure no one unsuitable is driving cabs or taxis. They also need to provide medical certificates to show they're fit to drive” with the transport regulators stating they were unhappy with the approach Uber has regarding the DBS checks however, it can be argued that Transport for London did changed the policy toonly accept checks that had been processed through its own contractor, GBGroup, not how Uber currently does these checks through third parties like On Fido. This left 13,000 drivers would need new DBS checks as a result. And as a result, most were Uber drivers.
 	Another issue facing the company was a concealed data breach, the breach of data reported that Uber concealed a data hack that affected 57 million customers and drivers with 600,000 drivers having their names and licence details exposed. It is said that Uber paid off the hackers to delete the data (Lee, 2017) however Uber's new chief executive Khosrowshahi exclaimed that "None of this should have happened, and I will not make excuses for it," he also added “While I can't erase the past, I can commit on behalf of every Uber employee that we will learn from our mistakes." (Lee, 2017) 
 	All these reasons aided in the result of Uber change that CEO Kalanick to step down, Wiener (2017) States that Former CEO of Uber, Travis Kalanick, “resignation came on the heels of a series of public disgraces” this includes internal sexual harassment claims and gender inequality and several departures of top executives within the company itself. (Wiener, 2017) Wiener (2017) also states that board member Bill Gurley, one of the ones who pushed for Kalanick’s resignation, stated by social media that there would be “many pages in the history books” dedicated to CEO as well as adding that “very few entrepreneurs have had such a lasting impact on the world.” This showcases that Uber under Kalanick’s leadership the business venture will be considered a failure and will be remembered for its negative reasons. It also shows that during his employment Kalanick has never been scrutinised for his failures within the company and possibly should. Swisher (2017) informs that “Uber has hired Harvard Business School’s Frances Frei as a top leadership and strategy exec to fix its management mess” 






3.1 - Uber and the Stakeholder Power Grid 

Freeman (1984) as stated by Hayes (2007) defines “a stakeholder as any individual or group who can affect, or is affected by, the achievement of the organisations objectives” 

Stakeholders involved in sharing economy businesses, especially a company such as Uber stakeholders can range from Drivers to passengers to The Government officials and whilst the change in Leadership at Uber is a welcomed change within the company, Uber according to Hayes (2007) must manage their stakeholder relationships, this can be done through producing a Stakeholder Power Grid, Ubers Stakeholders consist of;

	· Private Taxi Companies
	· Competitors 

	· Government
	· Restaurants – Uber Eats

	· Uber Drivers 
	· Investors and Shareholders 

	· Uber Passengers 
	· Employees


 
All these Stakeholders have an invested interest in both of Ubers successes or failures. According to Grundy each stakeholder must assess the power and Influence as well as attitudes towards the proposed change (Hayes 2007). As seen below in figure 1.
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Figure 1.


Private Taxi Companies 
Private Taxi Companies are a stakeholder external to Uber they have a general negative view of Uber. Taxis don’t gain through having Uber present in the marketplace but are not powerful enough to make drastic changes and affect Uber a great deal.
Competitors 
Competitors such as Lyft, ridesharing and Go car share are considered a stakeholder they have a negative connotation of Uber but like private taxi companies have little influence on Uber and put external pressures on Uber as they are external to the company however are still vital as they whilst issues occur at Uber are able to proceed to take clients and customers away. 
Uber Drivers and Passengers 
Whilst Uber is going through the change of leadership this will affect the company’s drivers and passengers whether they may be supportive, they are not fully powerful however do have an influence on the company and its performance.
Government
The Government of various countries are against Uber for example in London Uber lost their licence to drive and are unable to until they meet regulatory policy (Example) the Government and local authorities have an invested interest in Uber and whilst currently they are against them may end up following them if the company changes its policy and Toxic Culture inside and out. 
Investors, Shareholders and Uber Partners 
All have a shared interest in the success in Uber and have a high powerful influence on the company’s decisions as previously stated it was that board member Bill Gurley pushed for new leadership within the company after the problems came to light. 
Employees 
Employees depend upon Uber for an income so are invested within the company and its future and if culture continues to be toxic more employees will leave or be made redundant due to its eventual collapse of sales and profit.

  



4 - Change Process 

Figure 2
[image: ]





An Individuals capacity to change management requires the understanding how people experience change and what they need to change successfully. It also requires knowing what will help people make a successful transition: what messages do people need to hear when and from whom, when the optimal time to teach someone a new skill is, how to coach people to demonstrate new behaviours, and what makes changes “stick” in someone’s work. Individual change management draws on disciplines like psychology and neuroscience to apply actionable frameworks to individual change. Uber Drivers, managers and passengers will be going through a certain level of change to develop fully as a company. (Procsi, 2017)

 	It is believed that even while all changes can be seen as unique and all individuals are distinctive from one another, research proves that there are actions that can be taken to influence people in their individual transitions. Change management provides an organised approach for supporting individuals in a business to move from its current state to a future state. (Procsi, 2017)








[bookmark: _Hlk503126623]4.1 - Lewin’s three step model of change 

Lewin (1947) argued that a successful project involves the following three steps as seen below; 
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Lewin (1947) stated by Burnes (2009) argued that the stability of human behaviour was founded on a ‘quasi-stationary equilibrium’ reinforced by a multifaceted field of driving and restraining forces, which also refers to his previous work known as force field (burnes, 2009)

Step 1 – Unfreezing 
the unfreezing of the current company status quo firstly to unlock from the existing level of behaviour and identify the urgency or need for change the companies employees within the organisation need to be made aware of the change, Uber 

Uber unfroze its current status quo, when the CEO Kalanick stepped downwhich involved their attitudes to sexual harassment and  It was understood that maybe this wasn’t the best way of running business and doing things this way did not work, and it created more problems with Governing bodies.

Step 2 – Moving
this is to execute and deliver the intended change to reach a desirable state after the change for example Uber understand that their current situation is not ideal and have developed a strategy to tackle company culture and retrain staff in management skills and well as creating a new management system.
Step 3 – Refreezing 

Ensures that the change becomes permeant and refreeze or stabilise a group at a new level of behaviour, in terms of Uber, once the company has reached its optimum level of improvement they can adopt it and make it the new way, this means Uber can create a safer environment for employees, drivers and customers.
 	Despite Lewins three step model of change being useful however the theory is static and doesn’t take into account the individual and their own coping cycle and individual’s ability to accept change. 

4.2 - Coping cycle 

As you will see below in figure. is a copy of the coping cycle model and its 5 stage process this process is what each and every individual will go through whilst coping with change along with Lewin’s three step theory the theory coincides with the coping cycle as it demonstrates that the process of change that during the time of unfreezing within an organisation it can become weaker from its current state and regain status quo at the end of the processes. 

as seen below in figure 4 
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The coping cycle comprises of 5 stages:
[bookmark: _Hlk503126796]Stage 1 – Denial 
Denial as defined in the Oxford English dictionary (2008) as “refusal to acknowledge and unacceptable truth or emotion” this means that When individuals are faced with the need to make or accept significant changes, the first reaction by many individuals or groups of individuals is to deny there is even a requirement for a change at all. (Burnes, 2009) 

Stage 2 – Defence 
once realises that change is taking place and they cannot stop it, they may feel rejected and depressed, so will therefore reject the change and hold onto current practices, this can then turn into defensive behaviour whereby people will defend their past practices. (Burnes, 2009) 

the denial and defence phases of the coping cycle is where the author believes that this was the point before the departure of CEO Kalanick and that this was the start of the next part stage 3 the discarding to make significant change CEO Kalanick would have to leave for the companies survival. Luckily Frei (2017) declares that staff want to change and want the company to improve She states “they’re looking for leadership, looking to do the right thing and are embarrassed”

Stage 3 – Discarding 
When people realise that change will take place whether they like it or not and that it does not affect them or that they need to adjust and adapt to the new situation they have been given individuals then begin the process of discarding their past behaviours and procedures recognising that what was suitable in the past is no longer suitable for the current situation and come together by creating this new way of business. 
Stage 4 – Adaption

It is believed that no one proposed solution is ever to likely be 100 percent suitable from the outset. Therefore, for the change to be successful, Burnes (2009) states that “not only must those who affected by it adapt to the new ways, but the new ways must adapt to fit in with the existing people and circumstances”.

Stage 5 – Internalisation 
This is the stage of the coping cycle where change finally becomes fully operative, the new ways of working and behaving have been established and fully developed. People reach the point where, psychologically, they see the changes not as new but as normal or the way things should be, the company’s employees accept the change and improve. This is also where the three step model refreezes once again and creates a new status quo. (Burnes, 2009) 



















4.3 - Lewin’s force field 
Burnes (2009) explains that the general concept of Lewin’s Force Field diagram is that there are both forces for and against organisational change. When the status quo or the current organisation positioning is maintained this means there is balance and suability between both the driving forces and restraining forces however if the driving forces out ways the restraining forces this means that change must or can be made to create a new equilibrium or status quo within the organisation. 
See figure 5 below for an example of Ubers Driving and resisting forces 
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The Author believes that the above driving and restraining forces are relevant concerning Ubers change there are many issues that Uber has that make the driving forces so pertinent these includes all bad publicity such as sexual harassment claims, rape allegations and losing its licence to operate in cities such as London also other aims of a video leaking out of former CEO Kalanick shouting at Uber driver.
 	The fact that Uber want to continue in the marketplace and provide a service means they should change as if they do this means an increase in sales and customers also even though there may still be a risk to drivers and passengers about sexual harassment or rape the change in procedures that Frei states in an interview with Swisher, Swisher (2017) asks Frei about what they are doing to prevent such issues where Frei responds “A couple of things. But one, there are so many hotlines, formal and informal, for if anything bad happens to anyone I would expect it to be surfaced” which she also said that it was never done before, this means that victims will get the support and help they need and will potentially increase in participation for both customers and drivers alike as they feel safe to do so. 
 	The restraining forces that Uber possibly have According to the author would be Company culture and its Resistance to change According to the Collins concise English dictionary (2008) Resistance is “a force that retards or opposes motion” this definition is perceived as highly scientific however still accurate in many cases as resistance can be perceived as an emotion not strictly a force in terms of organisational change Greenfield (2008) persists that organational change should be avoided at all costs explaining that “it sucks up time, energy and emotion, distracts you from your main purpose, disrupts operations, annoys your people, undermines morale and rarely delivers the promised benefits”  However Greenfield also states that it is good for companies to redevelop due to constant change Greenfield (2008) states that “the world of work is shifting at a mind boggling rate that we have little choice but to continually change or risk being left behind”. The fact that Uber don’t want to get left behind and continue to be present and relevant within the market place means that they need to change.
 	Another restraining force is disruption to the current business, which is true for Uber as there was training involved in management due to the lack of training received before Frei (2017) Claims that “So there are 3,000 managers at Uber that are not set up for success and it’s not their fault” this will disrupt business and cost to implementing this change and including the cost to days missed due to training but as this change will improve the company when it comes to the refreezing or Internalisation of the company’s new status quo. 
 	








[bookmark: _Hlk503044734]4.4 - Kotter’s 8 steps to successful change 

Burnes (2009) stresses that Kotter believed that his eight stages are a process and not a checklist, and that successful change cannot happen if it doesn’t go through all eight stages these include. Establishing a sense of urgency, creating a guiding coalition, developing a vision and strategy, Communicating the change vision, empowering broad-based action, Generating short term wins, Consolidating gains and producing more change and Anchoring new approaches in the culture skipping even a single step or getting too far ahead without a solid base almost always creates problems. (Burnes, 2009) Uber has gone through this process also to change leadership for example 

Establishing a sense of urgency 
Due to Ubers troubles market shares in the company dropped significantly compared to competitors, Molla (2017) states that “since the beginning of 2014, Uber has gone from owning 91 percent* of the U.S. ride-sharing market down to 74.3 percent as of this month” this creates urgency in the company to start making a change, otherwise this can make their position in the marketplace and staff jobs insecure, Lyft, Uber’s main competitor has been the main benefactor in Uber’s fall, during the delete Uber campaign Uber’s market share dropped 5 percentage points whereas Lyft’s market share gained about the same amount the very same week. (Molla, 2017) 

Creating a guiding coalition 
The introduction of new figureheads at the company such as Frei show a strong new start for the company with promise. 

Developing a vision and strategy 
Due to their issues with sexual harassment as previously discussed the new vision for the company is to create a stable and safe environment for both women and men for staff, drivers and consumers alike with Hotlines and procedures out in place where there wasn’t before. Khosrowshahi states that “We will do the right thing. Period.”

Communicating the change vision
sharing visions of the company through interviews demonstrates the new vision by conducting these interviews and enthusiastically sharing their ideas.

Empowering broad-based action
Frei (2017) states that sufficient training will be put in place for managers along with a reorganisation of the current structure Frei states that mangers were set up for failure a review of the system shows that managers had an odd ratio of teams some would be in charge of 30 and others could just have one person to be in charge of. This means that staff could either never see their manager or have typically   

Generating short term wins 
Frei in an interview with Swisher (2017) explains that she wears an Uber T-shirt everyday as a performance measure she goes on to explain that “I’m wearing the t-shirt until everyone at Uber is proud enough to wear the t-shirt”. She also expresses that a way in which she will define her impact within the company will be “The t-shirt moment is going to be a really good one for me, when there’s 15,000 people wearing the Uber t-shirt”. This is considered a short-term win or a goal as it shows progression and a start to the change in the organisation 

At this point in the change process the author believes that Uber has not yet progressed onto the final two phases of Kotter’s 8 stages to successful change, however as stressed the company will need to be successful.











[bookmark: _Hlk503131925]5 - Recommendations 

Uber has been inundated with bad press and changes needed to be made which seems to be happening as previously discussed, there are some recommendations the author will make in regard to the research done for this report, these recommendations include: 

1. Use performance reviews to hold senior leaders accountable: The Companies leaders from evidence previously provided have made questionable decisions in their roles as leaders such as Kalanick and Alexander creating a system that can make leaders accountable for their mistakes and where they will be specifically assessed on their efforts to build an inclusive, happy, and diverse work place.

2. Enhance and develop the board and the decision making of the board: A restructuring of the board is needed to improve representation of the company and provide a review of Uber’s management teams, along with the restructuring of the board possibly creating a chairperson for the company to show that Uber is on the right path and is serious about changing its ways and overhauling its culture along with committee that will potentially monitor its senior managers' compliance with its new values and test commitment to promoting an ethical work place environment.

3. Provide an effective complaint process: to stop issues of sexual harassment within the workplace Uber must create a way Employees can be heard without fear Uber could set up a company's "anonymous hotline" to raise issues namelessly. Independent employee relations teams should also be doubled in every region and have mandatory training in human resources. 









6 - Conclusion 

In conclusion it is believed that Uber had a tough 2017, with a vast amount of bad press and bad publicity starting with the Delete Uber Campaign and ending with the Data Hack, Uber have certainly started a process of change in order to tackle their toxic culture regarding sexism and sexual harassment in the work place, Frei’s explanation of future plans for the company suggests ideas of management training and restructuring of management along with hotlines and procedures, which has been met by positivity However it could be argued that more can be done the author believes that the recommendations given in this report could stop such a toxic environment reoccurring and make the change a successful change and refreeze and make the changes not as new but as normal or the way things should be, to avoid such things happening again in the workplace
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