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[bookmark: _Toc28991049]Introduction
Starbucks is one of the best coffee brand in the world. It is an American coffee brand and have 30,626 stores in the world (Knoema, 2019). Revenue of the company is $27.3 billion (Forbes, 2019). In this report the recent organizational history of Starbucks and how the company handled the external impact on their business has been presented. The recent history will represent the change initiatives that Starbucks have recently undertaken. Model for change has been developed with the incorporating issues related to strategic change in Starbucks and how leadership style managed the change has been evaluated. The impact of organizational culture on the change management programme has been also evaluated in the report.
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[bookmark: _Toc28991051]Recent History of Starbucks:
Below recent histories of Starbucks will help to understand the change programs of the company and their implications.
Earnings per share is 11.86%: Starbucks has increased earnings per share about 11.86% in 2019 (Macro Trends, 2019). Starbucks makes sure proper utilization of the investment of Shareholders. It helps them to maximize their earning per share and shareholders stay satisfied. As a result, shareholders keep investing in Starbucks to be beneficial and the company get clear flow of investments. By utilizing the investments, they expand business and makes sure continuous growth.
Increasing amount of customers is only 4%: Customers of Starbucks have increased about 4% than past history (CNBC, 2019). Customers have felt less attracted toward Starbucks because of some limited time offerings. For example, higher charge on latest demotivate customers to have Starbucks’ coffee. Budget conscious people avoid their services for the higher costs of services and it slowed down the growth in customers’ number.
Shuttering 150 stores in US: Starbucks has decided to shut down its 150 stores in US within 2019 because of having 1% sales growth rate (Thrillist, 2018). The company have announced in the last year about the closing and the reason is weak sales in the stores. Starbucks want to terminate the saturation they are facing in the 150 stores in US. Low sales growth of 1% is not allowing Starbucks to give maximum return on the investment made by investors which makes investors annoyed. By closing these stores, Starbucks is concentrating on potential market to become highly profitable.
Lacking of employees creates more pressure for employees: Starbucks’ managers hire 10-12 employees and engage them with more works for 15-20 hours and it creates much pressure on employees (Co Worker, 2019). A shift is consist of 4.5 hours and employees have to work over an hour of the work time and it makes employees depressed. They do not get enough time for any break and it increases employees’ turnover. It shows the underestimation of higher level authority toward the employees and do not give their best in work because of their anger toward the company. It harms the quality of services and create customers’ dissatisfaction sometimes because of reckless behaviour of employees.
Starbucks pays less wages to the employees: Starbucks pays less wages to their employees without considering the work hour they have worked hard. The company has filed marched to San Jose City Council in order to get the permission of paying employees under the minimum wages (Actions, 2019). In California, employees are struggling to make their salary double because it is tough to lead life in expensive states with less income. It makes employees’ life harder therefore Starbucks should not continue this trend. It may be hard one day to find eligible employees for the company because people will not get the minimum wage and avoid the company. Even it harms the quality of services because existing employees do not work actively and serve as usual experience to the customers.
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PESTLE analysis refers to the six external environment that affects the operations of a business. Political, economic, social, technological, legal and ecological environment are the external factors that affects Starbucks. The effects of external environment on Starbucks and how the company have interacted with the environment are demonstrated below:

Political Environment: By analysing political environment, companies become able to know about the impact of political factors on a company and marketers can find out right direction to interact with the impacts. Starbucks has to maintain good relationships with the countries from where they import raw materials, labour and operate business. If the company fail to maintain relation with the countries it will harm their business. For example, Starbucks import coffee beans from Latin America, Africa and Asia and maintain good relation with the countries to get best coffee beans (SHAPE, 2019). The best coffee beans bring premium taste on their coffees.




Economic Environment: Economic environment analysis indicates the economic factors that effects a company and companies can decide how they will handle it. The economic factors such as: buying power, exchange rates, interest rate etcetera have impact on Starbucks’ business. For example, interest rate in Argentina is 63% which is higher than other countries and the company has to pay huge amount interest in the country (Trading Economics, 2019). Therefore, the cost of Starbucks increases. The company utilize the loan and ensure maximum return which help them to cope up with the higher interest rate.
Sociological Environment: Social environment refers to the impacts of sociological factors that influences a business and companies can take necessary steps to handle the influences. Living style, culture, shared beliefs etcetera are the social factors that influences Starbucks. For example, people is becoming health conscious and knows that hot drinks such as: coffees and beverages contains higher level sugar which is unsafe for their health therefore they are visiting Starbucks less than past times. Starbucks has taken steps to reduce using sugar in food items about 25% than before and it is attracting people again toward them (CNN, 2016).
Technological Environment: Technological advancement influences business positively and helps to generate more revenue. People is becoming tech savvy day by day and want online payment, home delivery and other facilities. Starbucks has become partner with Uber eats to provide home delivery and developed their mobile apps to provide them efficient order facilities with cash on services within 2020 (The Verge, 2019). Starbucks utilizes advanced coffee machines and become more efficient in producing coffee and bringing variations in tastes. It also decreases their production cost which increases profit level automatically.
Legal Environment: Legal rules and regulations of countries affect the operation of business and companies have to consider the laws to ensure smooth operations. Import and export laws effects the coffee industry and create barriers in executing business. Starbucks has to maintain the export and import laws to do business without much interference of government. Starbucks does not follow minimum payment la and pay less to the employees which makes employees life harder. The company have filed request to San Jose City Council to continue the less payment policy (Actions, 2019).

Ecological Environment: Ecological factors shows the impact of ecological factors and directs the companies to reduce the environmental impact of the company. People is becoming environment conscious and like the companies who have environment saving programmes. Starbucks use recyclable cups to reduce throwing wastage in land and have target to eliminate 1 million straws within 2020 (Starbucks: 2, 2019). The company makes LEED certified stores in the coffee sector and people like their stores for this environment friendly features (Starbucks: 1, 2019). All these steps increases their global reputation and increases demand.
[bookmark: _Toc28991053]Strategic change management and leadership styles at Starbucks
[bookmark: _Toc28991054]Defining change management: 
Change management is a comprehensive term which correlates the employees, organizations to equip the employees, work process, system to make organizational change (Kash et al., 2014). Organizational change can happen in any areas such as in research and development strategies, outlook in the stores, leadership approaches, investment philosophies etc. Changing the perception of employees is the most important issue in any change management in any types of organization because employees will implement the change not the organization. Starbucks have also taken a number of change programs which have been analysed in above sections.










[bookmark: _Toc28991055]Nature of change management process:
Change management process is a set of actions and activities to bring change in an organization to bring the expected change in organizational structure to meet the desired outcomes.

Change Management process (Kuipers et al., 2014)
Above change management model is a comprehensive diagram and planning process which has considered in-depth issues to bring change programs in an organization. One important feature of this change management process (CMP) it has divided the change process in three stages: at the first stage it has included the planning activities. The second stage has incorporated the actions to do the change. Finally, the evaluation stage has been included.
Inclusion of change management strategy and model is very important for the overall effectiveness of change management because there are different models such as soft models and hard models (Bucheli and Wadhwani, 2014). The suitable models need to be selected for effective change.
Incorporation of the evaluation phase has added new value to above process. Change management is a continual process which comes again and again when the company wants. Therefore it is important to evaluate the flaws in existing models, strategies and plans and reflect in future change management programs. This phase helps a company to do the same. This phase gives the opportunity to Starbucks to evaluate each perspective of change management and make corrective plans in each step, models or strategies. This will help the company to improvise the change management programs.





















[bookmark: _Toc28991056]Planned and unplanned change: 
A company decides to initiate change for different reasons, some of them are planned and some are unplanned changes. This section will critically analyse their types.
[bookmark: _Toc28991057]Planned change: 
Starbucks made many decisions in the past which are internal planned change. Examples include changing the tests of coffee and beverages, reducing the amount of sugar from beverages, introducing a varied types of coffees, adding lunch and dinner menu etc. All of these are examples of internal planned change which the company takes for internal change for many reasons, most often to broaden the service areas.
There are many instances of change in which Starbucks was forced to bring change because of the forces form external sources; these are called planned external changes (Giauque, 2015). Watching the saturation of café industry in USA in 2017, the company made an extensive expansion plan. Starbucks did this mainly to bring business growth because it was not getting enough revenues from home market. This is called planned external change. Starbucks got enough time to make required actions for this change.
[bookmark: _Toc28991058]Unplanned change:
Organizations frequently need to make change decisions which are triggered from external forces on which the company has no control over (Fernandez and Rainey, 2017). In such cases, Starbucks is also forced to make required changes and these are unplanned.
Starbucks experienced increasing number of employees from multi-national orientations such as Asians or Africans. This happened gradually and large portion of employees at Starbucks consisted of from such nationalities. The situation happened above is not intentional and Starbucks didn’t initiate any plan to incorporate such diversified forces of people.
Global coffee market is expanding very fast and Starbucks had to expand the business globally. The external forces have forced Starbucks to expand the business in global market. This is how the external forces have pushed Starbucks to make unplanned change.


[bookmark: _Toc28991059]Model of change management:
Change management model is a framework explaining the process of implementation of desired change. Here, Kurt Lewin’s Change Management Model has been applied.
What change to implement? Starbucks introduces more than 80 types of beverages by changing the ingredients in the store in front of customers. Implementing such approach is tough because baristas and partners need extensive attention and efforts to make such varied types of drinks. Starbucks struggled to implement this change.

Change management model (Al-Haddad and Kotnour, 2015)
Unfreeze: This first stage of change model implies that Starbucks need to prepare, equip, persuade employees to understand the importance of such change, making them understand the positive impact of change to better outcomes (Van der Voet, 2014). Starbucks need to make employees understand that staying in the comfort zone, only a few types of beverages is not enough to sustain in the competitive world. Such effective communication will prepare employees psychologically; thus change process will be convenient.
Change: At this stage, Starbucks need to ensure the ingredients, machineries, capabilities needed to make the change happen. This stage also involves training, development, mentoring and coaching for the employees so that they grow capabilities to carry out the jobs. 
Freeze: Once employees get used to the new process, they grow efficiency and settled. Employees need to be rewarded to encourage more efficiency and engagement.


[bookmark: _Toc28991060]Change management and leadership: 
Starbucks leaders follow servant leadership styles and transformational leadership styles. Servant leadership styles help the employees to yield the best performance for the company because the leader provides all necessary assistance to the employees. As a result, employees find it easy to implement the change. 
On the other hand, transformational leadership itself is change oriented and it involves making necessary arrangement to take the enterprise at a new level. Such leadership styles help Starbucks to implement change management programs.

















[bookmark: _Toc28991061]Impact of organizational culture on change management program:
Change management program are the supporting process that companies apply on themselves to foster the growth of the company. Organizational culture plays significant role to implement change management program. 
[bookmark: _Toc28991062]Organizational culture and values of Starbucks have fostered change process:
How the organizational cultures at Starbucks have helped the change process, has been evaluated below:
The culture of continual development is change oriented: Starbucks culture emphasize on continuous development and work to change the existing situation (Starbucks: 3, 2019). The company encourage the employees to deliver developed services and foods toward the customers therefore they have to change themselves to be the better service provider. Starbucks’ encourage employees to emphasize on their continuous learning to keep on learning new thing and provide better services by developing the quality of their foods. For example, employees of the company have invented new food items such as: Green Tea Latte, Iced Latte & Crème Frappucino, Irish Cream Cold Brew, lemon pop cake etcetera by learned more and become able to invest these food items that increased Starbucks’ demand.
The culture of helping each other and challenging the status quo is change appreciating: Organizational culture of Starbucks is relation driven where employees have friendly relation among them (Starbucks: 3, 2019). They shares strong bond among them and help each other on their work. As a result, the performances of employees’ gets improved and they remain ready to accept any kind of change because they make the changes easy by helping each other on their work. For example, Starbucks hire 10-12 employees for a store and this small range of employees maintain a store by helping each other.
Continuous training and development encourages change program: Starbucks invests on the training and development program to enhance the skills of their employees because they consider employees as the most valuable assets (Starbucks: 3, 2019). It helps them to achieve organizational and personal goals easily by developing their capabilities. Therefore, they become continuous learner and keeps learning new thinks which fosters the change management program. For example, employees of Starbucks received training on making healthy foods and it make them capable of using less sugar in their foods furthermore they have targeted to reduce sugar use about 25% within 2020.
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Leadership is the way of influencing employees to achieve success of an organization by ensuring their best performance. Starbucks uses Servant leadership and transformational leadership to lead their employees and it help them to implement the change process.
Servant leadership helps employees to equip themselves for change: Starbucks use servant leadership approach to increase loyalty of employees by involving them in all aspects of decision making process (Penn State, 2017). It helps them to increase employee retention and the employees become more experienced furthermore adjust with the change management process easily. Starbucks gives employee flexibility and freedom to learn and face all the problems strongly. Employees of the company shares their concern with the higher management and feel more empowered. As a result, employees carry on their stuffs by giving their best effort and it increases the productivity of Starbucks. 
Transformational leadership itself is change oriented: Starbucks’ leaders become able to build confidence of the employees by being charismatic leader (Joseph Chris, 2015). This leadership style makes the employees more adaptive and become able to adjust with the changes of organizations that brings better outcome of the change. Starbucks leaders become able to motivate employees highly and they work with positive mind. Leaders challenges employees to solve problems that enhance their creativity. As a result, employees become able to find out new ways of doing work. Starbucks’ leaders can address the problems of employees’ and prevent them by mentoring or counselling that increases the quality of services and foods.
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The expansion plan of corporate objectives have appreciated change programs: Starbucks articulated expansion strategy Blueprint for Profitable Growth in 2011 to ensure their expansion across the world (Course Hero, 2020). Expansion objective of Starbucks have appreciated the change process of the company. For example, Starbucks have expansion plan of 157 premium stores in India and closed 150 stores from US to focus on the expansion of the company including India and other countries.
The corporate vision of incorporating IT is change oriented: Starbucks have developed own mobile apps to take online orders, online payment and voiced order services to deliver efficient order facility to the employees (Starbucks: 4, 2019). The company developed apps for both iPhone and Androids to deliver advanced services for their customers and increase demand. This corporate vision also fostered the change management process.
[bookmark: _Toc28991065]Evaluation of changes: 
Starbucks believes that change is inevitable and must be implemented in a timely manner. Untimely change doesn’t bring any success to the organization. Companies that failed to bring change in timely manner have lost from the market. Nokia, Motorola are the examples of such failure examples. This section has critically evaluated the change initiatives of Starbucks with their effect on the organization. 
Starbucks has become partner of Nestle to boost sales 13%: Starbucks has become partner of Nestle in 2018 to ensure worldwide reach of Starbucks’ brands in the form of consumer packaged goods (Starbucks Stories: 1, 2018). Nestle has acquired the right to serve Starbucks coffees in all countries. Nestle have huge coverage in 190 countries where Starbucks have coverage only in 76 countries (Nestle, 2019). Because of this planned change of the company, Starbucks will be served in many countries and it will boost the sales of Starbucks 13% than present sales rate (CNBC, 2019).
Including more drinks and beverages to their menu: In this spring 2019, Starbucks made another change decision. It launched Cloud Macchiato, Green Tea Latte, Iced Latte & Crème Frappuccino, Cold Brew with Casara Cold Foam (Starbucks Stories: 1, 2019). The company have added lemon pop cake, energy drink named Starbucks Triple hot Energy, Bottled Frappuccino, sunrise blend flavoured coffee, rolled wafer named Starbucks Cookie Straws to their food items. Starbucks also introduced ne beverage ‘Irish Cream Cold Brew’ in US and Canada stores (Starbucks Stories: 2, 2019). Because of this planned change, all these new items have attracted many more new customers to their cafes and it fostered their sales.
Has become partner with Uber eats and inspiring customers to order through their mobile apps: Starbucks has another change plan to enhance their delivery service being partner of Uber eats to within 2020 (The Verge, 2019). Uber eats will ensure fastest delivery of Starbucks’ foods and customers will get foods where they want to have. Though, customers will not need to visit Starbucks’ stores and it will save customers’ time. Because of this change, sales of Starbucks will increase highly. Starbucks is developing their mobile apps to deliver customers’ efficient order experiences and it will create high customer gratification.
Starbucks’ premium reserve brand: Starbucks has another change plan to open ‘Starbucks Reserve SODO store in 2018 to introduce their premium reserve brand through showcases (Starbucks Stories: 2, 2018). Customers can seat in lounge chair besides the fireplace of stores and enjoy their latest reserve espresso furthermore flaky cornetti from Princi. Because of this change customers get premium environment to be relaxed and enjoy quality time. Starbucks deliver a unique experience to the customers and it attracts thousands of customers daily to their stores.
Considering the benefits of employees: Starbucks provide part time job facilities to their employees and it increases employees’ loyalty toward the company (Indeed, 2017). Employees can do part time job after finishing their work in Starbucks and it helps them to earn more furthermore leave better life. Even Starbucks give scholarship to their student employees and it helps employees to carry on their studies. Beneficial employees programs help the company to increase employee retention.
Decreasing use of sugar: Starbucks has initiated another change plan to reduce sugar use about 25% within 2020 (CNN, 2016). Many health organizations have invented and showed the effects of sugar that causes serious diseases in human bodies. Starbucks has considered the consequences of using too much sugar and decreasing sugar use to ensure better health of customers.


Focuses on making services and stores eco-friendly: Starbucks joined US Green Building Council in 2001 and made first Leadership in Energy and Environment Design certified store in 2005 (Starbucks: 1, 2019). It is the largest builder of green stores in café sector with 1600 green stores and this steps helps them to reduce environmental impact of them. Starbucks uses recyclable cup from 2006 and have plan to eliminate the use of straws about 1 million within 2020 (Starbucks: 2, 2019). All these eco-friendly change management steps increases the global reputation of Starbucks and customers become loyal to them who are environment conscious.
Expansion plan of Starbucks: Starbucks have opened 30 new premium coffee stores, the company have planned to grow premium stores by being sustainable (Business Standard, 2019). Investment for each stores is 1.5crore to 2crore, and taken the steps to open 152-157 stores in India including 5 in Gujarat (Economic Times, 2019). Starbucks considered India as one of the top five global market for the company that have potential of making the company’s expansion successful. This change oriented project will assist the company to become successful by targeting the huge population of India.
[bookmark: _Toc28991066]Recommendations:
All the effective changes helped the company to increase customers but the increase was only 4% (CNBC, 2019). Because of the high price of Starbucks’ foods have slowed down their growth. Starbucks could be able to attract huge number of customers globally by reducing the price of products. The company should become cost efficient and reduce the price to increase the number of customers. The company should also increase the presence of stores in global market to indulge itself with growth factor of those emerging and developing economies.





[bookmark: _Toc28991067]Conclusion:
Starbucks has achieved the title of the most demanding café in the countries where they have services. The company is famous for the variations in coffee flavours and the premium stores environment that served to the customers. Customers stay ready to pay the premium price for their foods because of the premium quality foods and stores. That has made them highly profitable and the revenue is increasing day by day. Starbucks has become partner of Nestle and boosted their sales enormously because of the huge coverage of Nestle which is greater than Starbucks existing coverage (Starbucks Stories: 1, 2018). Beside this, Nestle is also a famous brand and Starbucks become able to utilize the company’s brand value to increase sales of their packaged foods. The company have invented new food items such as: Green Tea Latte, Cloud Macchiato, Irish Cream Cold Brew and many more beverages and drinks that increased their sales than before (Starbucks Stories: 1, 2019). Because of getting so many options in drinks and beverages, customers maintain continuous purchase. Becoming partner of Uber eats have made customers’ purchase easy because they get home delivery at anywhere they want (The Verge, 2019). It has increased the demand of Starbucks because customers can save their time by getting home delivery.  But the company can serve services with lower price to increase customers more and become more profitable because huge customer base avoid their cafes for the higher prices. 
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