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1. [bookmark: _Toc503136375]Change Management 
According to Cameron and Green (2015) ‘the world we live in continues to change at an intense rate. The organisations we work in or rely on to meet our needs and wants are also changing dramatically, in terms of their strategies, their structures, their systems and of course their expectations of their staff and their managers’. 
Change management is the process, tools and techniques used to manage the people side of change so that the required business outcome can be achieved (Hayes, 2014). 
Change management incorporates tools and techniques that can be utilised to help individuals make successful personal transitions resulting in (Organisations, 1996) the adoption and realisation of change. 
Change management is an important tool in developing an individual’s process through change efficiently, it looks to tackle a person’s resisting behaviour and emotion towards change so that the change can be successful. Not all people resist change, but the management of change is detrimental when considering ‘large organisational change’ (Cameron and Green, 2015) to ensure that business outcomes are successful. 










[bookmark: _Toc503136376]1.1 Change Initiatives 
Cameron and Green (2015) identify six essential characteristics of successful strategic change initiatives these must be adhered to for successful change: 
· Alignment – All components of the change plan must be integrated and linked into the whole organisational structure.
· Attunement – All aspects of change must be carried out in line with the organisational values, to mirror the preferred organisational culture. 
· Critical Mass – A critical mass of people are aligned and in tune with senior management throughout the change plan. 
· Building organisation capacity, capability and readiness – The contention is that the more the senior management recognise the need to develop capability and readiness amongst employees the sooner the change can become a way of life and not something to be feared. 
· Encouraging individual, team and organisational learning – Managers should be well supported with training if they are to be successful. Mentoring, reviewing and feedback mechanisms help the change process and build ongoing change capability. 
· Mindset – The whole of the change process will operate within a certain mindset or prevailing culture. This culture can be altered by initiatives to encourage a positive mindset. 
These characteristics will be an integral part of the recommended change plan put forward by the change agent. Change models will be utilised in the report to identify factors that will influence the change process, these are listed below:
· Kurt Lewins - Force Field
· Kurt Lewins - Unfreeze, change, refreeze
· Kotter -  8 steps to Change
1.2 [bookmark: _Toc503136377]Planned Vs Emergent Change 
Planned change is often deliberate and a product of conscious reasoning. The opposite to planned change is ‘emergent’ (Burnes, 2014), this type of change unfolds in a spontaneous and unplanned way. 
The planned approach to change has a clear beginning, middle and end, it is controlled and driven by management. Planned change is deemed to be more successful than emergent as a clear plan can be set out before initiating the change strategy. The change conducted by Deliveroo was deemed to be ‘planned’, although some emergent qualities shone throughout the process as outlined later in the report. Even the most carefully planned changes have emergent elements (Dawson, 1996), this report outlines the effects of the external environment on the change process, and puts forward ways to tackle emergent change that is impacting the planned change process. 
2. [bookmark: _Toc503136378]Industry Environment – Sharing Economy 
The sharing economy is a socio – economic system built around the sharing of human and intellectual resources. It includes the shared production, distribution and consumption of goods and services by different people and organisations. Whilst the sharing economy is still a relatively new concept, it has the potential to connect all aspects of social and economic life (Matofska, 2016). 
The sharing economy refers to the use of resources or assets rather than a monetary purchase, some aspects of this are: exchanging, renting, lending and collaborative consumption. Hilary Clinton (2015) appraised the sharing economy noticing that it created exciting new opportunities, but noted that workplace protection and employee rights were a concern. The truth is that the way we work in the 21st century is changing, driven by technology and the overlap of culture of working at work, but also from home – it could be argued that we are witnessing the ‘Third way of work’ (UK, 2015). 
The UK is a world leader in the sharing economy and the November 2017 Budget statement from the Chancellor provided welcome news on support for further growth of the industry. The world’s first ‘sharing economy tax allowance’ is being introduced and this will incentivise participation by providing users with two £1k tax breaks for online trading and property. Roughly 11% of the UK population are providers in the sharing economy taking part by renting out space/ time and vehicles to earn income. Currently worth £7billion the sharing economy is estimated to grow up to £140billion by 2025. Additional measures to ensure this happens outlined in the budget include: encouraging more people to get involved with technology through £30million investment in digital courses, Doubling the annual allowance through the enterprise investment scheme and speeding up development of driving technologies by investing £540 million in electric cars which will see businesses such as Uber boom (UK Gov, 2017). 
3. [bookmark: _Toc503136379]Deliveroo 
Deliveroo is a technology company that focuses on marketing, selling, and delivering restaurant meals to the household or office. History and Structure of Deliveroo:
· Founded in 2012 by Will Shu and Greg Orlowski
· Operate in 12 countries internationally (UK, France, Australia, Singapore, Netherlands, UAE). 
· Over 300 Employees at London Office, with over 5000 riders 
· Shu would have liked to launch the company 10 years prior but opted to wait for computing power, connectivity, mobility and digital technologies to improve
· Valued at £1.6 Billion, backed by global asset management firm’s T Rowe Price and Fidelity Management (Previous investors of Facebook & Tesla)
· Global revenues increased by 650% in 2016 and now delivers in over 200 cities. (Financial Review, 2017) Have 8 lead investors. 
· Motto ‘Bring more food to people, more quickly’
· Work with over 4000 Australian restaurants. 
‘’Deliveroo is the next chef’s choice for investment bankers considering the next hot public listing’’ (Financial Review, 2017). 


[bookmark: _GoBack]Figure 1. Organisational Structure  (CrunchBase, 2017)
	Name:
	Job Title: UK

	Will Shu
	Co-Founder & CEO

	Greg Orlowski
	Co-Founder & Chief Technology Officer

	Mike Hudack
	CTO

	Juan Diego Farah
	Head of Business for Deliveroo

	Matteo Sarzana 
	General Manager 

	Caroline Hazlehurst
	General Manager 

	Stevan Popovic 
	Partnerships Manager

	Dan Webb
	VP of Engineering 

	Alberto Menolascina 
	Corporate Strategy

	Mathilda Nathan
	Head of International Supply Strategy

	Amy Harris
	Engineering Manager

	Greg Beech
	Lead Engineer 

	Ayman Hafez
	Product Manager 

	
	

	International:
	

	Brian Sze – Hong Kong 
	Head of Business Development 

	Levi Aron – Australia 
	Country Manager 

	Phil Padberg - Netherlands
	General Manager 


 
Deliveroo Culture:
The mission: 
‘To bring the worlds local restaurants into everyone’s home or office – fast’. 
Beliefs: ‘The customers are as passionate about great food as we are’. 
The Deliveroo brand is repetitively reinforced throughout the business model, with an importance to incorporate the riders labelling them ‘Roowomen’ and ‘Roomen’. (Deliveroo, 2017). 

[bookmark: _Toc503136380]3.1 Aims/ Objectives of the report 
Aim: 
· To put forward recommendations of how to effectively use key change management models to monitor and review the processes of change from the perspective of the individual, team and organisation. 
Objectives:
· Identify key stakeholders who have an impact on the change that is happening and analyse how Deliveroo can facilitate different needs of those stakeholders throughout the process of change. 
· Identify the resistors of the change, and use best practice to suggest ways to tackle.
· Identify and evaluate the need for change management models to monitor the process of change to ensure people’s needs, wants and concerns are met at all levels throughout the process. 
· Using Kotter 8 steps to change analyse how Deliveroo should manage and review the change, ensuring there is a clear way to clarify when the change has been completed. 







4. [bookmark: _Toc503136381]Change Approach 
The figure below represents an approach to change as used by the Australian Government successfully, this will be utilised to outline the steps needed to manage the change (AusGovernment, 2015). 
[image: ]Figure 2. Change Approach plan 



















[bookmark: _Toc503136382]4.1 The Change 
What is Happening?
Deliveroo is launching Deliveroo Editions — clusters of pop-up kitchens to help restaurants expand around the world. Deliveroo announced in April 2017 that clusters of pop -up kitchens will be launched to help existing restaurants launch delivery services in areas they don’t already cover. 
The Deliveroo Editions is funded entirely by Deliveroo and will compromise of 6/7 portable kitchens per location, with the expectation to launch 30 sites in the UK by the end of 2017, creating 1,000 jobs through the new initiative.  ‘RooBox’ kitchens are popping up over London, as part of the 30-site plan by the end of 2017.                                                      Further Edition locations are planned internationally including Australia and Singapore. Shu states that as they put up the capital to fund the edition kitchens they can charge a higher commission on each order – Shu expects Deliveroo Editions to be a significant part of the company in 3 years.  (The Guardian, Business Insider, 2017). 
Why is it happening?
Deliveroo met with top partners in 2016 to discuss how they can ‘segregate the delivery business from the in-house business’ so they can do both better and challenge competitors (Businessinsider, 2017). Introducing Deliveroo Editions creates 2 separate business models, one that is new to the food industry. 
Shu was asked recently how closely he was looking at automation and driverless cars when it comes to the food industry, as Dominos announced this year that they are testing delivering food using starship technology robots in Europe. Shu is not ‘super actively focused on automation’ and wants to explore new avenues in the food industry.
In Summary Deliveroo Editions is another way for the company to differentiate from its competitors, such as UberEATS. Uber hasn’t explored the pop – up market and restaurants using editions will be unable to offer food cooked at those locations to other food services, such as Uber, JustEat or Hungry house – outsmarting its competitors (The Guardian, Business Insider, 2017).
5. [bookmark: _Toc503136383]Stakeholders 
At any given stage of the change project stakeholders can emerge to become more important than others because of their potential to satisfy critical organisational needs. The figure below represents a stakeholder map which can be used to identify the blockers of the project based on their attitude and power towards impacting the change process. The map was plotted based on the perceptions towards Deliveroo Editions. 
Figure 3. Stakeholder Map 
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Analysis
[bookmark: _Toc503136384]5.1 Adapters to change:
Owners/investors: have a high influence and level of power when it comes to making decisions regarding the change process. They should maintain a positive attitude throughout the process to encourage others to embrace the change. If the investors see fit to influence decisions being made they have the power to impact the change and the way it is managed. Management should be given the opportunity for support and training throughout the process. 
Deliveroo clients: They have been given the chance to scale up their business and make higher revenues through the edition service. The clients will adapt to the new initiative in the market. 
Competition: The editions will be a marker for other companies to watch closely in terms of the future of fast food. Deliveroo will try out this new service and if it is successful their competitors may utilise the business model themselves. 
Staff: They May have more working hours/ there will be an increase in employment opportunities for new staff. Even though the employees have limited power they play an integral part in the change, especially the Deliveroo riders who may strike if the workload increases at a faster rate than pay, therefore some incentive for staff could be initiated. 
[bookmark: _Toc503136385]5.2 Blockers to change:
Local council / legislation: Have a big influence on the change as Deliveroo have failed to ask for planning permission to post its RooBox around the UK. Deliveroo must adhere to the law in order to continue with the initiative – if they don’t the council threaten shut downs (The Guardian, 2017).
Local residents: They are not happy with noise congestion from the RooBox sites, which were illegally positioned without planning permission. It is within Deliveroo’s best interest to keep the residents on side, they could do this by offering some type of incentive including free delivery or a discount (The Guardian, 2017).
Winning the support of those who oppose the change will have the power to influence the outcome – local council legislation needs to be addressed first. 




[bookmark: _Toc503136386]6. Resistors / Driving forces for change 
[image: ]Using the stakeholder analysis, the resisting and driving forces of the change can be identified. (Figure4. Factors effecting the status quo)











Refer to figure as the driving and resisting forces to the status quo of the company whilst the change is being implemented. Each force is numbered to represent the amount it is effecting the status quo out of 5. The driving forces total higher than the resisting forces suggesting that the change can be successful.  
[bookmark: _Toc503136387]6.1 The Driving Forces: (These forces drive the reason for change)
It’s a competitive market – The fast food delivery market is highly competitive, compromising of businesses such as UberEats, Hungry house and JustEat. In order for Deliveroo to become more popular they needed to explore new avenues in the food market i.e. Pop-up kitchens. Their competitors had not explored this avenue thus far, Deliveroo raised over £700m in investment for the new RooBox kitchens. 
Long term Revenue- Deliveroo has already raised £700m investment needed for the edition plans, company CEO states Deliveroo editions will play an important part in growing long term revenue within 2-3 years. The business has been valued 5 times higher than that at the end of 2016 (£355m), by 2019 the business could peak over £1.6bn. (CrunchBase,2017). 
Viability- The investment has been raised, they have the staff, now it’s time for the plans to be implemented before their competitors hop on the Pop-up kitchen bang wagon. ‘Building organisation capability’ Cameron and Green (2015). 
[bookmark: _Toc503136388]6.2 Resisting forces: (These factors resist the change that is happening)
New Technology- The need to compete in the highly competitive market of fast food is high. Technology is restraining Deliveroo from growing as its CEO as stated the company is not ready to invest in new technologies unlike its competitor’s dominos. Deliveroo wish to become market leaders by exploring different avenues aside from technology in order to be a success. Pursuing a new avenue is therefore forced upon Deliveroo in order to outsmart its competition. 
Council/ legislation- It has come to air that Deliveroo did not seek planning permission for its edition kitchens and has caused uproar amongst local councils. Reports state that Deliveroo have been issued with planning enforcement notices that require them to stop preparing and delivering food from the sites. This issue is heavily restraining Deliveroo in implementing the change strategy smoothly, this issue needs to be addressed immediately. 
In Summary 
The factors that will influence the change can now be identified as:
· Adapters to change – Investors, Management, clients, competition. 
· Driving forces – Competition, Long term revenue, Viability 
· Blockers to change – Local council, Local residents 
· Restraining forces – New technology, local council and legislation 

7. [bookmark: _Toc503136389]Unfreeze, Change, Refreeze
Kurt Lewins (1947) change management model can be used to access the state or stage of the change and what needs to be done to manage it. (Bold text highlights steps that have been achieved so far). 
Unfreeze: Create the motivation to change
· Determine what needs to change – exploration into new market 
· Understand why that change needs to take place – to outsmart competition
· Ensure there is support from senior management (stakeholder analysis)
· Create a compelling message to employees about change, use the vision and growth strategy as evidence 
· Remain open to employee concerns 
Change: Embrace a new way of working 
· Communicate by describing the benefits (has been portrayed in media)
· Prepare everyone for the increased workload 
· ‘Alignment’ Cameron and Green (2015)
· Create risk assessments to manage risk 
· Deal with problems immediately – ‘Attunement’ Cameron and Green (2015) it is concerning that problems arising from legislation are not being addressed efficiently and are damaging company image. 
· Empower action through day- to - day direction 
· Negotiation with external stakeholders – This action must be taken to ensure the local councils and its residents don’t hinder the implemented plans of further Deliveroo edition locations. 


Refreeze: monitor and stabilise 
· Anchor the change into business culture, by identifying adapters and blockers of the change. ‘Mindset’, Cameron and Green (2015). 
· Ensure leadership, ‘Critical mass’ Cameron and Green (2015) and establish feedback systems 
· Provide support and training to management 
· Keep everyone informed throughout different stages so stages of implementation can be monitored effectively 

8. [bookmark: _Toc503136390]Steps to making change work
Certain steps need to be taken in order to implement and monitor change. Kotter’s 8 steps to change (1995) model should be used as a plan to get through any change smoothly. The change agent has proposed a plan in line with Kotter’s 8 steps for Deliveroo to follow:
1. Deliveroo should increase urgency amongst its management outlining why they have to adapt to change, a compelling message should be used to encourage and inspire employees that the change is needed. It would be sensible to suggest Deliveroo engage its employees in the statistical data projected by the ‘Editions project’ in line with an incentive (Possible bonus) once the change has been completed. 
2. Building the right team is important when dealing with large scale change. Deliveroo should put together a team of employees from different departments so they can discuss idea’s about managing the change and to deal with problems that may arise from all levels of management. Representatives could be elected by each department. 


3. Getting the vision/ culture right for Deliveroo. The growth strategy should incorporate the ‘Editions’ vision and be forced upon employees to make them see how much growth this change could create, thus far editions that are up and running are doing well. That being said they should tackle the issue of compromise amongst local councils to ensure they have full local support for each of their sites. 
4. Involving people throughout this change will be really important for community buy-in. Full engagement is needed with employees from all levels to ensure they get the information they need when they need it. Suggested plans: Action plan (Breakdown of tasks), communication plan, training plan and resistance plan. (See appendix for plan template). 
Just recently Deliveroo made a big step in improving the ‘rider’s rights’ by contracting out bike insurance that would cover 75% of weekly salary for illness and accidents. This was not available to the consumer previous to this and is a contract made up between themselves and Bikmo, who offer the insurance for £1.86 a week and will cover up to 26 weeks of work (BBC NEWS, 2017). Responding to the needs of workers will be integral throughout the change process and Deliveroo should continue to respond to all plausible employee needs.
5. The next step is removing obstacles that are blocking the change, this maybe; compromising with councils on legislation, offering incentives for employees or even the local residents. Deliveroo do not want to create a bad image for themselves as this may discourage clients, investors and customers from using Deliveroo. At this step in the change feedback can start to begin and the resistance plan should be in full action. 
6. Creating short term aims will help manage the different levels of change. Some suggestions could be:
· Empower employees to adapt to change, by compelling them with incentives and being open with them at all aspects of the process. 
· Once identified, deal with the blockers and restraining factors towards the change, to ensure the change can continue smoothly.
· Monitor how people are managing change based on feedback from the guiding change team. 
7. Step 7 is too encourage persistence as a culture. Ongoing progress reports should be created by each department to monitor change so any problems can be dealt with. Identify resistors from stakeholder analysis and Lewins force field. Then use a questionnaire style form to get feedback from employees, customers etc. this will help monitor the current state of people change. Produce a simple risk assessment based on the resistors (See appendix 4). 
8. Finally step 8 is to make the change stick. To reinforce the value of the change to the company and embrace/ empower employees and investors are a part of an inspiring change that is taking place in the food industry. With increased growth, Deliveroo will need to hire more employees, in order to market themselves to better graduates they should focus on the image Deliveroo is portraying and reinforce the brand they want to be throughout. 












[bookmark: _Toc503136391] 9. In Summary 
This report was produced to assess how Deliveroo should deal with its large scale planned change ‘’Deliveroo Editions’’. The figure below was the suggested management approach to change made by the change agent. 
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· The change was identified as ‘Deliveroo Editions’ exploring new avenues. 
· The big changes were; increased job roles and adhering to legislation
· The change approach above was adapted to make the management plan
· The change was implemented in April 2017 and is on-going, therefore the change agent suggested strategies they could use to monitor and implement the change smoothly. (Kotter and Lewins) 
· The change agent suggested ways to monitor change through risk assessments, feedback reports and action plans 

[bookmark: _Toc503136392]10, Final summary of Recommendations 
1) Empower action amongst all levels of employees including senior management, by compelling message to employees regarding change to encourage them to adopt to change. Incentives could be offered as a long-term result of employee- buy in. 
2) Offer employees training and support throughout the process of change and be open about the change to keep everyone informed. 
3) Set Aims and objectives to monitor how the change is managing short and long-term. 
4) Build the right team to manage the change based on feedback from representatives of each department. 
5) Negotiate with external stakeholders to ensure change is adapted by all parties smoothly. All problems should be dealt with immediately (Legislation enforcement by councils), to ensure the brand isn’t damaged. 
6) Change should be outlined in small broken-down tasks that need to be monitored and assessed. 
7) Put together plans so that the change can be monitored these include: Action plan, communication plan, training plan and resistance plan. 
8) Ensure and empower leadership to make sure monitoring and evaluation is accurately conducted. The hope is that employees will reach a critical mass whereby they align and tune themselves integrally throughout the change plan. 
Assessing the results via audit reports, employee feedback and monitoring the resistors will contribute towards a smoother process through change. 
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[bookmark: _Toc503136394]12. Appendices
	Activity 
	Responsibility 
	Timeframe 

	
	
	

	
	
	


1. Example of Action Plan framework 

2. Example of communication plan 
	Date 
	When should the message be communicated?
	Answer:

	Audience 
	Who is the target audience and what are their needs? How might they respond…
	

	Reason for communication 
	What are you trying to achieve through communication 
	

	Risk 
	What is the worst thing that can happen? What can we do to battle this?
	

	Activities 
	What method will you use to communicate the activities? 
	







3. Example of training plan 
What skills do people already have?
What skills do they need?
What skills are we trying to acquire?
How will the training be funded and who will conduct it? (AusGovernment, 2015)

4. Resistance plan 
	Key area of resistance 
	Action needed to address
	Responsible person 
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