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Abstract
Nowadays, change management has a more and more significant role in enterprises and how to make the advantages of changes becomes the focus of each enterprise. In this report, Alibaba Group has been chosen to research on and identify its internal and external change drivers. Then Lewin’s Force-field Analysis is used to identify forces for and against its change. Next, change management theories and strategies are evaluated to help reduce resistance to change and successfully implement the change initiative. Finally, contemporary leadership are recommended to lead a successful change process and successful change management cases of Amazon and Coca-Cola are studied.
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1. [bookmark: _Toc535003147]Introduction

In the Merriam-Webster, the word change has different definitions like making radically different or giving a different position. Also, it has the meaning like shifting from one to another or undergo a modification. 
Change management is the management of individuals, teams and organizations from the present state to another ideal future state. It is an organizational process that helps change stakeholders accept and embrace change in their business environment. In some project management, change management is a management process that accepts and changes through project factors. Kotter defines change management as the management of controlling enterprise change efforts by using basic structures and tools. The goal of change management is to reduce the impact of change on employees and avoid the demoralization of employees.[1]
1.1. [bookmark: _Toc535003148]Alibaba group 
The organization of my choice is Alibaba Group[2][3], which was founded in 1999 by Jack Ma and serves Internet users from more than 240 countries and regions worldwide. It operates a various business including online trading markets, payment platforms, and cloud computing services[4] to promote international and domestic trade. Also, it strives to create convenient online trading channels for all people around the world. 
While experiencing severe technical challenges, Alibaba’s E-Commerce is incubating the leading mobile basic services in the industry: stable mobile network access services, efficient cross-platform mobile development mode, etc. Looking forward to the future technological development, the world we live in will be further digitized. Faced with this upgrade tide, AR or VR has very good prospects and opportunities for businesses and developers to participate in the creation.
2. [bookmark: _Toc535003149]Change Management

2.1. [bookmark: _Toc535003150]Change drivers
Change drivers are pressure to force the company to make something different or better. Change drivers include strategy, plans, designs, products, services and so on. WHELAN-BERRY[5] splits the change driers into three types: accepted change vision, leader’s change related action and change related communication. First, the enterprise should embrace the change vision as positive for employees and stakeholders. Second, the actions taken by the leaders represent the significance of the vision and outcomes, the implementation of which should be supported. Third, regular communication should be made to resolve problems about change initiative, implementation, challenge and success.
[bookmark: _Toc535003151]2.1.1 PEST Analysis
EST analysis[6] is a model that uses environmental scanning to analyse four factors in the overall environment: political, economic, social and technical factors. Next is to identify the Change drivers affect the Organisation refer to PEST analysis.
For the political factor, government is pushing most of the enterprises to conduct e-commerce after China joining World Trade Organization, and the government decided to give the most support to Alibaba Group.
For the economic factor, people are more accustomed to online payment and more and more small and medium enterprises need the online trade platform to get market share.
For the social factor, the number of Internet users is increasing rapidly with the development of mobile devices. The amount of trade implemented in online platform is also increasing with the rapid development of economy.
For the technical factor, AI is influencing the development of e-commerce nowadays. Big data and cloud computing are contributing to the development of Alibaba Group. With the data, enterprises and trades becoming larger, traditional ways of analysing is no longer useful, cloud computing has emerged at this time. As a result, this drives the enterprises to better understand the status of business, forecast the future and drive action with improved insights.
In future, IOT service will connect the things with people and give more chances for enterprises to develop. Also, AR and VR technologies will give customers a full view of items which could stimulate the trades of the platform.
2.2. [bookmark: _Toc535003152]Lewin’s Force-field Analysis
Force field analysis[7] provides an overview of the change problems that need to be tackled by a business, splitting factors into forces for and against change. In Lewin’s model, there are two power driving and restricting change. 
[bookmark: _Toc535003153]2.2.1 The Three Stage of Change
The first step for organization is to accept necessary changes, which means set up new operation method after breaking present situation. The leaders should make sure the content to change and get support from higher manager.
The second step for organization is to find new methods for work, people may take some time to accept the new direction and take part in the revolution. At this time, frequent communication is necessary for leaders and employees, rumours need to be dispelled. 
The third step for organization is anchor the changes into enterprises’ culture including identify the support and barriers for and against the change.
[bookmark: _Toc535003154]2.2.2 FFA of Alibaba Group
There are many reasons for employees to resist change in the organisation[8] such as fear of the unknown future. For Alibaba Group Change, Lewin’s FFA is used to illustrate the likely forces driving and resisting the change proposal.
Step 1: Define the Change.
Change from Traditional Application Model to Distributed E-Commerce Operating System.
Step 2: List the forces working for and against the desired change.
Forces for changes: More teamwork is needed, Improvement of development efficiency, demand for new business is increasing, developing code needs simplification, database and server need faster response.
Forces against changes: Cost of software and hardware, New technology test, Staff fear of departmental transfer, Business disruption, Extensive training session.
Step 3: Rate each of the forces for and against change in terms of strength with high(3), medium(2) and low(1).
Step 4: Figure 1 is a Force-field analysis diagram.
[image: ]
Figure 1: Force-field analysis diagram of Alibaba Group
2.3. [bookmark: _Toc535003155]Change Management Theories and Strategies
[bookmark: _Toc535003156]2.3.1 The Prosci ADKAR model
The Prosci ADKAR Model[9] is a framework for understanding and managing individual change. Organizations that want change to succeed must start with personal change. How can personal change succeed? The ADKAR change model is generated in this situation, starting with the impact on individuals. ADKAR represents five milestones which are as follows.
Awareness, Actors are aware of planned changes and necessity and importance of changes.
Desire, Willingness of actors to change, expectations for change, support it or not?
Knowledge, Actor have necessary knowledge to carry out this change.
Ability, Actor have enough ability to lead, implement and complete the change.
Reinforcement, Actor have measures to solidify the state, habits and results of change.
From ADKAR analysis, we could know the key factor for is awareness, desire begin to produce since the predictable benefit gained from training. After achieving the goal, it solidifies the result of change and forms a habit. At this time, incentives and other means are used to strengthen the positive results and complete the cycle of change.
For Alibaba Group, many reasons may make actors lack of desire and motivation, this time they need to enhance their goal. Figure 2 illustrates the situation with low desire.
[image: https://upload-images.jianshu.io/upload_images/2805637-411922705ae866e0.png?imageMogr2/auto-orient/]
Figure 2: ADKAR model with low desire diagram
After the change in Alibaba Group, change is not consolidated enough and cannot be sustained. Currently, incentives need to be given to change behaviour. Figure 3 illustrates the situation with low reinforcement.
[image: https://upload-images.jianshu.io/upload_images/2805637-5d7055a22dccd979.png?imageMogr2/auto-orient/]
Figure 3: ADKAR model with low reinforcement diagram
[bookmark: _Toc535003157]2.3.2 The Change Equation
The Change Formula[10] is used to quickly obtain an intuitive impression of the possibilities and conditions of organizational change. Organizations conform to the needs of managers and move forward with time. The formula is as follows.
 D x V x F > R = Dissatisfaction x Vision x First Steps > Resistance to Change
The Change Formula can help organization grasp the three essential elements to overcome the resistance to change such as dissatisfaction with the current situation, expectations for the future vision of the organization and efforts towards a vision were initially realized.
For Alibaba Group, the current situation is that the number of customers is increasing and more servers are needed, while distributed E-Commerce Operating System may bring many conveniences to the organization like quickly server response, more reliable system and low software cost. In small scale testing, the developer gained some of the successful results. As a result, the organization overcome the resistance to change and won great success at last.
[bookmark: _Toc535003158]2.3.3 The Kübler-Ross Model 
The Kubler-Rose model[11] describes five independent stages in the process of dealing with grief and disaster. The phases in this model became widely known as the Five Stages of Grief including denial, anger, bargaining, depression and acceptance. For software debug in the technical department of Alibaba Group, employees may experience the six stages too.
Stage 1: Denial. The developer of the system may think there must be something wrong with the user rather than their code.
Stage 2: Anger. The developer may be angry when they see bugs submitted by users.
Stage3: Bargaining. The developer wants to make excuses for the error and even want to make it a new function for users.
Stage 4: Depression. The developer finds his problem and is getting sad about it, he doesn’t want to be fired by the leader.
Stage 5: Acceptance. The developer calms down and figure the problem out, he thinks it is easy to fix the bug.
[bookmark: _Toc535003159]2.3.4 The Longaker Model
Christine Longaker has the same category of Elizabeth Kubler-Ross because her work is based on the experience with death and hope. The meaning of Longaker model is on helping her solve deeper problems of mental and existence such as the purposes for life, the reasons for living here and the importance for different things. 
For Longaker Model, four steps are taken to help manage changes. First, you will be shocked and don’t believe the changes. Second, you will have resistance psychology because of the changes. Third, the trend of change will enforce you to accept the changes and make effort to help. Finally, when successful results have achieved you will be pleased to accept the new reality and have a peaceful mind.
[bookmark: _Toc535003160]2.3.5 Kotter’s 8-Step Change Model
John Kotter’s 8-step change model[12] comprises eight overlapping steps. The first three are all about creating a climate for change. The next on engaging and enabling the organisation. And the last, implementing and sustaining change.
Alibaba Group’s change is taken as an example to implement the following 8 steps.
Step 1: Increase urgency. Market and competition should be assessed and find current, potential crises and major opportunities.
Step 2: Build the guiding team. A strong technical team is built up as a change leadership, even the leader team could work like an excellent team.
Step 3: Get the vision right. Create a vision to lead change and develop strategies to achieve the vision.
Step 4: Communicate for buy-in. Lead coalitions for change should set an example and use continuously communicating new vision and strategy in all possible ways.
Step 5: Empower action. Remove obstacles to change and encourage risk-taking and unconventional ideas, activities and behaviours.
Step 6: Create short-term wins. Make plans to achieve visible performance improvements, or "victories" one after another, and publicly praise and reward those who contribute to the success.
Step 7: Don’t let up. Make full use of people's growing trust in change, change policies that do not match the vision of change, train people who can implement the vision of change, and promote the deepening of change.
Step 8: Make change stick. Through customer-oriented and result-oriented behaviour, the team can create better performance, clarify the relationship between new behaviour and organizational success, develop new ways to ensure the continuity and inheritance of leadership development.
[bookmark: _Toc535003161]2.3.6 The McKinsey 7-S Framework
The 7-S model[13] points out that enterprises must consider all aspects in the process of development. In the model, strategy, structure and system are considered as the "hardware" of enterprise success, while style, personnel, skills and common values are considered as the "software" of enterprise success. McKinsey's 7S model reminds managers all over the world that software and hardware are equally important. For each of the elements specifically: 
Strategy: In the face of the rapidly changing business environment, the organization makes a general plan for its long-term survival and development.
Structure: Organizational structure is a mode of showing the order, spatial location, contact mode and aggregation state of each part of the organization, in order to effectively aggregate all parts of the organization and strive to achieve common goals.
Systems: Enterprise system refers to the combination of a series of regulations and constraints, which are embodied in the standardization and institutionalization of a series of behaviours.
Shared Values: Shared values are the core of corporate culture and the strategy of all members of the organization.
Style: It mainly refers to the corporate culture, which is the sum of values, professional ethics and codes of conduct formed in the long-term production and operation process.
Staff: the employees and their general knowledge and capabilities.
Skills: All production and operation activities are the process of creating material wealth and spiritual wealth by employees with certain technical ability using corresponding production factors.
2.4. [bookmark: _Toc535003162]Contemporary Leadership
Leadership style[14] refers to the behaviour pattern of leaders. The customized leadership style is gradually formed in the long-term personal experience and leadership practice, which plays a role consciously or unconsciously in the leadership practice. The contemporary leadership styles which is good to structure and lead a successful change process are as follows:
Democratic Leadership: In this leadership style, subordinates participate in decision-making and the contribution of subordinates is the most important. The most unique characteristic of this kind of leadership is that communication is positive upward and downward. 
Transformational Leadership: This leadership is about initiating change in organizations, groups, oneself and others. The leaders motivate others to do more than they originally planned and set more challenging expectations and usually achieve higher performance. 
Cross-Cultural Leadership: This leadership normally exists where there is various culture. This leadership is also seen as a way for leaders who are working in today's globalized markets. 
Charismatic Leadership: In this leadership, a charismatic leader demonstrates his or her revolutionary power. Charm involves the change of followers' values and beliefs.
Visionary Leadership: This kind of leadership requires leaders to realize that the methods, steps and processes of leadership are acquired through people. Most great and successful leaders are far-sighted. Good leaders always turn their vision into reality.
2.5. [bookmark: _Toc535003163]Case-Study
1. Amazon.
Since 2001, Amazon has set the goal of "the world's most customer-centric company", in addition to promoting itself as the largest online retailer. Since then, building a customer-centric service-oriented enterprise has become the development direction of Amazon. However, Amazon never stops changing itself, which is benefit from its change management.
Amazon began to promote third-party open platform (marketplace) on a large scale in 2001, network service (AWS) in 2002, Prime service in 2005, outsourcing logistics service - Fulfilment by Amazon (FBA) to third-party sellers in 2007, and digital Text Platform (DTP), the predecessor of KDP, in 2010.
2. Coca-Cola
Coca-Cola is a retailer, marketer and manufacturer of non-alcoholic drinks and offers 500 beverage and non-beverage brands in about 200 countries. As people pay more attention to health and are willing to invest in health products, Coca-Cola is developing juices and energy drinks. This suggests that the company's strategy is to respond to different consumer tastes and expectations and change itself accordingly.
Coca-Cola used force field analysis to guide people who need appropriate training and AKDAR model to creates an awareness of the need for change, generates people's desire for the transition process, and provides people with knowledge on how to help the process of change. Also, Coca-Cola develops strategies to reduce staff's disdain for change. Kotter and Schlesinger's strategy are very useful for Coca-Cola's role in employee resistance management.
Coca-Cola, as a company, has a tradition of accepting change rather than resisting it. It should be translated into future change management efforts to ensure that the organization is best suited to marketing in a variety of environments.
3. [bookmark: _Toc535003164]Conclusions
3.1. [bookmark: _Toc535003165]Summary
[bookmark: _GoBack]In summary, change management has at least 3 different aspects including adaptation, control and impact. For organizations, change management means defining and implementing procedures or technologies that deal with change in the business environment, and profit from changing opportunities. Many cases suggest that the success rate of change is even lower, which often leads to the fear that "change is death, unchanged is death". But faced with different pressure from inside and outside, unchanged will certainly fail. So, it is more important to know how to change rather than why and what to change. 
Alibaba Group has recognized the trend of the technical development and attempted to change for better. Its change from Traditional Application Model to Distributed E-Commerce Operating System is a huge change for the whole organization, which means more employees input, more cost input and a wide range of risk. However, it uses different change management theories and strategies to reduce resistance to change and successfully implement the change. As of 2018, Alibaba has the 9th highest global brand value.
3.2. [bookmark: _Toc535003166]Recommendation
Through the whole evaluation in the report, I recommend Kotter’s 8-Step Change Model for the organization most. It can give you a full view of the driving and restricting force of the change. Based on that, you can follow the process to implement the changes and keep on promoting the development of change through short-term achievements. However, the whole process of the model doesn’t have a step to focus on the psychological changes and pressure of the employees involved in change. Therefore, the importance steps from the Kübler-Ross Model and the Longaker Model can be added to make the process more perfect. New process for change management theories are below.
Step 1: Create a sense of urgency. 
Step 2: Build the guiding team and coalition. 
Step 3: Form a strategic vision and comfort employees involved. 
Step 4: Enlist a volunteer army.
Step 5: Enable action by removing barriers and reduce employees’ resistance. 
Step 6: Create short-term wins and motivate employees. 
Step 7: Sustain acceleration and make employees the new reality.
Step 8: Make change stick and create a peaceful atmosphere. 
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