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[bookmark: _Toc133967825]Introduction

The main purpose of writing this report is to propose a suitable change management plan to implement a strategic change in my chosen organisation, Coca Cola HBC. I will propose suitable leadership style to implement the change.
I chose the Coca Cola HBC partner of Coca Cola, who is focused on the packaged good and strategic bottling business in established, emergent and developing markets. I chose this organisation because it has been the centre of many change pre, during and post COVID. Currently they are about to embark on a change of organisational structure and change in organisational culture. In 2020, the organisation received the, ‘CIPD People Management award for the best mentoring initiative’ (Klein, 2021). Coca Cola HBC is a dynamic and fast acting organisation has been awarded for its COVID 19 efforts in maintaining organisational culture and employee connection through technological innovation, through its effective leadership. In addition, it has been voted in the 2022 Dow Jones Sustainability Index, as the world’s most sustainable beverage company (Bastian, 2022).
The main business analytical tools that will be underpinned in this report are PESTEL analysis, and stakeholder analysis, which will be utilised to analyse the external environment business environment. The main change management theories that will be underpinned in this report are Lewin’s Three-Step Model –planned approach, Kotter’s Eight-Step Plan for Implementing Change and Pettigrew Model of Change.

This report will consist of three main sections.
Section 1 will serve to introduce Coca-Cola HBC and it's changed history, then I will conduct a PESTEL analysis and SWOT analysis. I will discuss the impact of change Coca-Cola hub such as leadership styles used, the impact on organisational culture joint implementation and areas of improvement. Then I will propose a changed to be implemented in the future due to the ambiguity and uncertainty of the future. 
Section 2 will be a critical analysis of Lewin’s Three-Step Model –planned approach and Kotter’s Eight-Step Plan for Implementing Change. Then I will identify the suitable changed model to implement the proposed change from Section 1.
Section 3 will include a change management plan based on Kotter’s Eight-Step Plan for Implementing Change, choice of leadership style and approach for the initiation and implementation of the plan, and step by step process to implement the change strategy. I will conclude Section 3 by identifying the impact of the chain strategy on the culture us Coca-Cola HBC. 
Then I will conclude with a summary of my findings and And justification for my choice. 
[bookmark: _Toc133967826]Section1 

[bookmark: _Toc133967827]Coca Cola HBC Background and Change History

Coca-Cola HBC is a packaged goods and strategic bottling Coca-Cola Company partner. It is a growth-centred business which operates 29 countries and serves 715 million customers. Coca-Cola HBC places an emphasis on its environmental impact and the economic development of the communities in which it operates. Their product offering is broad and ranges from water, sports drinks, energy drinks, tease, coffee, alcohol spirits, juices, and alcoholic and non-alcoholic sparkling beverages. Some notable brands in their product range include Fanta, Sprite, Powerade, Coca-Cola, Coca-Cola Zero, Schweppes and Costa Coffee, to name a few. Coca-Cola HBC has 33,000 employees It's highly and sustainability performance in ESG benchmarks such as MSCI ESG and Dow Jones Sustainability Indices. It is a publicly listed company on the London Stock Exchange and on Athens Exchange (CCHBC, 2023).
Coca Cola HBC has dealt with its fair share of changes, pre-COVID with the introduction of Thorsten Klein as their Group Director for Leadership and Culture (2019) and during the COVID period (2020-2021), when the Coca Cola partner company, implemented changes in how it maintained its ‘Work Hard Play Hard’ culture and its new found collaborative culture, whilst working remotely in the lockdown era. Following the pandemic period to present, and in the year 2022, more changes were introduced. They were introduced as Coca-Cola HBC focused on future proofing, crisis management, changes in organisational structure and introduction of a new organisational culture. Below, I highlight pre COVID changes, COVID era changes and post COVID changes.

Pre Covid Changes
Thorsten Klein joined Coca-Cola HBC with ambitions to introduce ‘a new culture of sharing and learning.’ Coca-Cola HBC's culture was a culture of performance with people who were energised and driven by results, and both passionate and resilient. Coca Cola HBC's organisational culture was a ‘Work Hard Play Hard’ culture (Klein, 2021). With Klein’s arrival transformation began and his first step was to change behaviours and mindsets, alongside leadership, and change the focus to a more cross-functional collaboration approach. Furthermore, he wanted to transform the organisational culture from being driven by the results to understanding how results are achieved (process thinking) (Klein, 2021). Here we saw the beginning of a transition by a distributed leader.  

COVID-era Changes (2020 - 2021)
During the pandemic Coca Cola HBC introduced digital learning, working, socialising and support platforms (Klein, 2021). In response to the global lockdown and they needed to maintain the strong organisational culture Coca-Cola HBC had cultivated, there was a need to digitise and fast. To avoid disruption in Coca-Cola HBC's culture, there were pulse surveys sent out and a feedback application which leadership used to identify the needs of their employees. They implemented real time solutions to employee concerns, and even offered a 24/7 assistance programme for colleagues to utilize during difficult personal challenges. Leadership ensured that they were always engaged and visible to employees, despite the remote working conditions. Management was trained to be able to support their teams effectively. They also gave access to employees to embark on cross country and cross functional collaboration virtually food projects on online platforms. There was also he continuity in development and learning using digital learning platforms.
As a result of this new digital culture, employees started practising it in creative ways by setting up virtual coffee meetups, after work drinks, cooking classes and even virtual festivals (Klein, 2021).
Post Covid Era (2022- to date )
One of the 5 Growth Pillars is to ‘cultivate the potential of our people’, and in the integrated annual report 2022, there is an emphasis on designing a future ready organisation (CCHBC, 2023). Coca Cola HBC set out on a Growth Story 2025 Strategy, and they took some time to evaluate the strategy. They found it was imperative to future proof their strategic direction, due to the uncertainty with the economic pressures, war crisis in Ukraine and other potential crises that may arise.  In 2022 Coca-Cola HBC launched 3 group-wide initiatives, Project Oxygen, Project Dolphin and Dynamic Pods.
Project Oxygen was birthed as a response to pain points of employees, by increasing investment in key employees and prioritising them. Additionally, it aims to reduce bureaucracy, streamline processes, simplify processes, and invest more time in value adding areas (CCHBC, 2023).
Project Dolphin modular functional frameworks but a more consistent approach. It proposes a reimagining of the organisational structure across the groups markets, to create consistency with room for modifications based on the market to best serve customers. Although it leaves room for personalization, it must not infringe on the ability to prioritise capabilities critical for growth (CCHBC, 2023).
Dynamic Pods were introduced to bring in dynamic structure, to ensure success and agility in critical areas. It would include cross functional teams whose sole role is to offer quick, quality, and focused dedication to critical business areas. 10 dynamic pods were deployed in 2022 to accelerate business in cafes, restaurants, and hotels channel, and to optimise trade investment. Coca-Cola HBC plans to increase the number of dynamic pods in 2023, to focus on specified markets (CCHBC, 2023).  

[bookmark: _Toc133967828]PESTEL Analysis (COVID and Post- Covid)
PESTEL stands for political, economic, social, technological, environmental, and legal areas of the external environment (Lynch, 2018). The PESTEL analysis tool can be used to look at the past to be able to make sense of the future. However, with the current uncertainty and ambiguity in the external environment, it is difficult closely forecast future implications of the current environment (Lynch, 2018).
Pestel Analysis
	
	Factors During COVID
	Factors Post- Covid
	Importance to the Organisation

	Political
	*Government Imposed Lockdowns (COVID)

*Closure of non essential businesses
	*War Crisis in Ukraine
*Reopening of Hospitality businesses with easing of restrictions
	HIGH

	Economic
	Business closures and government intervention to save struggling businesses.


	*All-time highs in global inflation and increased costs of living. 

*Food shortages due to global warming and War in Ukraine

*Looming recession/economic downturn
	HIGH

	Socio- Cultural
	*Digitisation of consumers and technological knowledge
*Social distancing measures
*Emphasis on mental health
	*Remote working accepted as the new normal 

*Mental health awareness
	MEDIUM

	Technological
	*Social media marketing

* Remote working introduced during lockdowns, technology solutions 
	*Remote working continued for digital solutions for businesses

*Open AI becomes mainstream
	HIGH

	Environmental
	*Global warming was being put at the forefront

*Sustainable business and need for transparency.
	*COP 26 and COP 27 Net Zero initiatives and the Electric vehicle declaration (2040)

*UN Net Zero declaration
*Green Initiatives
	MEDIUM

	Legal
	*Lockdowns were mandated 
*Vaccinations made mandatory for certain jobs
	Vaccinations made mandatory for certain jobs
	LOW




Key Drivers of change During COVID
For Coca-Cola HBC the key drivers of change during COVID were the government mandated lockdowns and social distancing rules introduced. These measures led to a large portion of the employees to start working remotely, hence this led to the digitization of the employee experience. Coca-Cola HBC successfully managed to adapt to this successfully and even received an award from CIPD for its successful mentorship of its people (Klein, 2021).
Another key driver for change during COVID for Coca-Cola HBC was the sociocultural concern about mental wellbeing during the lockdowns. They understood the need for a solution by creating a 24 hour, seven days a week assistance programme for employees going through a difficult time to have someone to speak to (Klein, 2021).
As a result of the lockdowns, technology became an integral aspect of Coca-Cola HBC's efforts to digitise their organisational culture and their day-to-day work functions. The introduction of remote working, led to a loss of the collaborative nature of the organisation, thus organisations relied heavily on video conferencing technologies, the internet and specialised software (Klein, 2021). Coca-Cola HBC responded by developing applications, sending out surveys, organising meetings with management, check-ins, making platforms for employees to collaborate on projects, and further develop their skills through different learning platforms online. These changes were brought about bear the necessity of technology in such a time (Klein, 2021).

Key Drivers of change Post COVID
Similarly, in the post covered era which is late 2021 to present day the war and crisis in Ukraine is a key driver for change. Not only its economic implications but because Coca-Cola hbc has operations running in Ukraine it was integral to the organisation. Coca-Cola hbc had to seize operations for a period of the conflict have innovations were taking place for damage to the facilities. However, business continued with employees making deliveries from local warehouses which housed inventory. Coca-Cola HBC introduced the ‘Re-skill 2 Win’ initiative to retrain relocated employees in Ukraine, to secure them a new position where they had fled (CCBHC, 2023). 
For Socio- cultural factors, there is the extension of use of the employee assistance programme that was utilised during the COVID lockdowns, to provide further assistance with dedicated webinars to employee victims of the crisis in Ukraine and their families. The organisation also offered up 12 Coca-Cola Care Centres at some of their offices in central and western Ukraine, as refuge and to offer supplies to people affected by the conflict (CCHBC, 2023). Socio Cultural needs globally are integral as the organisation’s employees and customers are affected by some of the external environmental pressures, more than the organisation itself.
Another key driver is the global inflation crisis, high cost of living and looming recession. Coca-Cola HBC reported in their annual integrated report for 2022, that raw materials and packaging were affected by the inflation. As well as the soaring energy prices increased production and haulage costs for the organisation due to the conflict in Ukraine following trade embargoes against Russia (CCHBC, 2023). As all these economic factors increase the cost of production, it affects the customer and the efficiency of production. 
Technology is another critical key driver of changed in the post COVID era. COVID introduced remote working and the need for technologies to improve efficiency and maintain productivity (Klein, 2021). In a post-COVID world, where some employees work remotely, and especially in a company like Coca-Cola HBC, who operates in multiple markets and has a wide organisational structure. Technology is integral in achieving efficiencies in networking and interdepartmental collaboration. Even more now digital solutions for businesses can be utilised in the day-to-day working operations to improve efficiency and to create new ways of working in teams. An example is Coca-Cola HBC’s introduction of Project dolphin, project oxygen and dynamic pods. These changes are relatively new, but they involve collaborative work with some teams comprising of members of staff who still work remotely. Coupling this with the introduction of a digital culture during COVID, these three initiatives have technology as the critical resource needed for successful implementation.
This makes the economic, political, socio-cultural, and technological environment implications a high priority and key drivers of potential future change. The war and post COVID economic situation are examples of crises that Coca-Cola HBC can, to some degree future proof itself or reduce the effects of such uncertainties with proper changes implemented in the organisation for crises management.

Leadership Styles used to Manage Change 
The COVID era changes were implemented using a mainly bureaucratic leadership style, where leadership decided for the most part how operations would change. This decision occurred since lockdowns were imposed by governments, and measures had to be taken fast. The nature of the changes that had to be implemented could only be successfully implemented with this style of leadership. Once the organisation had responded to the lockdowns, there was consideration of the feedback of employees to tailor these technologies to benefit their needs.
Thornton Klein’s personality as a leader is a larger contributor to the involvement of opportunities for employees to collaborate during the pandemic. As he shared that he started working for Coca-Cola HBC prior to COVID with a vision in mind of making Coca-Cola HBC's culture more collaborative (Klein, 2021). Despite the lockdowns he did not let it deter his vision for Coca-Cola HBC's culture, instead he found a way to fit his leadership style which is that of a divergent leader mainly, into the new digital Coca-Cola HBC (Klein, 2021). 

Criticism of Change Process and Proposed Change
Coca Cola HBC could have better prepared its employees with skills of crisis management so they can think of and implement solutions in crisis situations without being prompted. If the staff were sensitised to the current business environment climate and the high levels of uncertainty, they can be would have helped the organisation to respond quicker to change. During COVID and in the post COVID era the organisation had to socialise their employees and reintroduce themselves wo one another. However, the return to the office, in my opinion needs better guidance and reintroduction to all staff, as some teams have a mix of remote and office staff. This hybrid work environment cannot fully function as the organisation did pre COVID and cannot function in the manner the organisation adopted during COVID. This leads to the need for the organisation to consider its entire structures, processes and how conducive they are for the vision it has for a collaborative work environment with a flatter organisational structure. 
I suggest a suitable area for change would be the leadership style from bureaucratic to contingency style leadership. Specifically, which favours the divergent leadership approach without leaving the bureaucratic approach behind entirely. So not to shock the staff in a volatile global environment, to feel as though the weight of the world is on their shoulders. To flatten the organisational structure to allow for collaboration from the bottom up. A change in the organisational culture will occur through giving more responsibility or decision-making tasks to teams, so to activate a critical thinking mindset. From this Coca Cola HBC would be able to identify key employees whose skills are not developed. This would ultimately lead to being able to offer tailored trainings for all staff on crisis management and readiness to adapt in ambiguous circumstances. With the ultimate goal of creating a cross collaborative structure, leaders who are divergent leaders and autocratic when speed is needed, people who are capable of solving problems, and staff with agility and resilience to survive the uncertainties of global volatility. All this will be achieved through a change in leadership style and organisational structure and crisis management training, thus impacting cuture.
 
[bookmark: _Toc133967829]Section 2: Change Management Models

[bookmark: _Toc133967830]Lewin’s Three-Step Model –planned approach (1890 – 1947)
Lewin’s Three-Step Model was developed by Kurt Lewin a social psychologist who studied leadership styles and their effects (British Library, n.d.). The framework consists of three steps step is unfreeze, the second is change and the third is refreeze. The first step on freeze would usually involve group discussions to allow others to hear differing points of view thus initiating the adaptation of rigid beliefs attitudes and values. The second step change involves introducing the new ideas or the change to the group (British Library, n.d.). The first step serves to reduce the individual resistance to change, thus making step two easier. The final step is to refreeze the new beliefs attitudes and values that have been instilled in Step 2, to avoid individuals reverting to their original set of beliefs attitudes and values (British Library, n.d.).
The advantages of this three-step model or that it considers the forces of resistance when introducing a new change to an organisation. According to Lewin resistance is rooted within the individual themselves or between a group. (British Library, n.d.). This model is positive because the unfree stage encourages the introduction of an idea to the entire group, sensitising them and challenging there set believes attitudes and behaviours (British Library, n.d.). As the group’s mindset changes, the individuals are more likely to reduce their resistance to change. I believe this is a critical aspect of any change model, in the initial stage all people involved in the change must be informed of the vision of the change. However, there are criticisms for this model.
The three-step model is often criticised put assumption that the implementation of changes linear in nature. (British Library, n.d.). This is especially true in the case of Coca-Cola age BC and my proposed change it's not simple and has complexities. The change involves a change in structure, a change in leadership style and a change in the process is and the mindsets of the people within the organisation. (British Library, n.d.). This model will most likely work in a bureaucratic leadership organisation and a process-based change situation. However, given the level of complexity of my proposed change, this change model will not suffice.
[bookmark: _Hlk133941146]
[bookmark: _Toc133967831]Kotter’s Eight-Step Plan for Initiating Change (1995)
Kotter’s Eight- Step Plan for Implementing Change was introduced in 1995 by John Kotter a professor at the Harvard Business School. (Kotter, 2012). The framework consists of eight steps: establish a sense of urgency, creating the guiding coalition, developing a vision and strategy, communicating the change vision, empowering broad-based action, generating short term wins, consolidation gains and producing more change, and anchoring new approaches in the culture (Kotter, 2012). (see diagram below)
The first four steps in the change process, defrost the status quo. Steps five to seven serve to introduce the new practices. Finally, the eight step solidifies the changes in organisational culture and freezes them (Kotter, 2012).

Figure 1 Adopted from Kotter’s Eight-Step Plan for Implementing Change (1995)
(Kotter, 2012)

The eight-step model is structured and clear and Acknowledges the importance Of small milestones along the way to the bigger vision. This is an essential aspect one employee morale is essential for the successful implementation of a change. The acknowledgement that there is a resistance to change even along the journey not just initially, makes this model essential to empowering people to stay the course. This model acknowledges that change occurs progressively not just in one stage, and that small objectives should be set out to be able to track Texas has successful implementation of the change. (Linkedin, n.d.).

However, like any change model the eight-step model does have its limitations. First the model takes a very prescriptive approach, and its inflexibility may not suit a complex multifaceted change situation. For example, if a business is changing its product, its process, its leadership style, and organisational structure in ways that are not harmonious, this model would not suffice.( Linkedin, n.d.). This model assumes that change occurs in a linear way, rather than being continuous. Also, it does not account for psychological areas that could affect the smooth implementation such as loss of morale resulting from external forces or low performance from staff. It assumes that the change will be implemented smoothly without any hiccups apart from convincing staff to be part of the change process. (Linkedin, n.d.)
Change Management Model of Choice
Overall, The change management model to implement the strategic change of decentralisation and reduction in bureaucracy, whilst training staff for crisis management, is the Kotter’s change management model as it is more detailed in its approach and is compatible with implementing a transformational change. The level of complexity of my proposed change strategy is compatible with Kotter’s eight-step model because the organisation was already in the transition of being collaborative pre COVID. However, I would not recommend this model if the transformation will change was starting from a centralised structure.



[bookmark: _Toc133967832]Section 3: Proposal and Implementation of Change Strategy 

Change Management Plan





[bookmark: _Toc133967833]
Initiating and Implementing Strategic Change

Step 1: Establish a sense of urgency.
I would start by identifying sources of complacency within staff, which is most likely low performance standards, absence of crisis and it incompatible organisational structure.(Kotter, 2012). From my external analysis and the change history of Coca-Cola HCB, I identified that the bureaucratic style of centralization within the organisational structure, impeded on the full transformation will change to a more collaborative working environment. Despite the strides during COVID, the organisation had a bureaucratic system being run by a divergent leader. My first step would be to make the connections with employees that their dissatisfaction is linked to the structure of the organisation and the decision-making process.(Dean, 2010). And initiating the introduction of meetings to discuss decisions within key staff groups which will be fed to senior management for consideration. I would remind the staff of the recent crisis we have encountered and that is imperative for all of us to be equipped with the skills to think creatively of solutions during such times.

Step 2: Creating the Guiding Coalition
The ideal team to carry out this change would include all levels of management not only senior management so this would be the supervisors, the people managers, the mid level managers and senior managers. They would offer an insight into the people on the lower level of the organisational structure and could guide on how the new structure of modular teams would look like. This team would need to have expertise in the individuals in the organisation, credibility and good reputations and key players in the lines of business they would be leading. (Kotter, 2010).

Step 3 and Step 4: Creating and Communication the Vision and Strategy
I would combine step three, four and five together because the ultimate vision is to create a collaborative organisational structure that is flat. With more of a modular framework inspiration, but it would be consistent and not change. (Kotter, 2012). The vision would be to allow for decision making to be possible and to be easily communicated to senior management. Conducting step three and four together allows for employees to feel a part of the vision and strategy creation process. Which is unlike a bureaucratic leadership style, this would allow employees to feel and re-enact the future vision once the change is implemented. Employees would pick which groups they would like to belong to and we would immediately changed the way they work to observe whether that change in structure is suitable. And we would have weekly meetings for a month and re shift groups. We would track the effectiveness based on the productivity metrics.

Contingency Leadership style
His style was centred around the visibility and engagement with management during COVID, with the regular virtual meetups, senior management supporting lower-level management to support their teams, surveys and feedback in real time, virtual festivals, and opportunities for collaboration in project learning platforms. (Klein, 2021). All members of Staff would have to undergo crisis management training to ensure that they are able to adapt to future uncertainties. all members of the organisation leadership and staff to unlearn and relearn together, further fostering a collaborative environment. Divergent leaders, where the goal is to cultivate and coordinate. And from a managerial approach according to Henderson et al. (2015), creating opportunities for employees to network and meet increases the ‘trust and connectivity’, which allows for ‘effective collaboration.’ Thus, it allows for a distribution in the remaining three functions of a leader sense making, inventing, and visioning (Henderson et al., 2015).
[bookmark: _Toc133967834]Conclusion
In conclusion it is essential to look at the external environment and the change history of an organisation in order to implement an adequate change management plan. However not, not all change management should be long term. In my case of Coca-Cola HCB, they have been in a transition to change their organisational structure, their leadership style and the organisational culture. Most of the transition was complete however they needed to make a bold step, it transformation organisational change to switch over into the new culture they had cultivated. Hence my decision to implement this change as some organisations loom to finalise and refreeze a change.
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