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Executive Summary
This report explores the typologies of change that can be applicable to Air Canada, a major Canadian airline, including strategic, structural, technological, and cultural changes. The report identifies both external and internal factors that can trigger changes for Air Canada and applies force field analysis to examine the driving and restraining forces that impact the airline's operations. The report analyzes Air Canada's response to the COVID-19 pandemic by applying Kurt Lewin's model and Kotter's eight-step model. The report identifies the challenges faced by Air Canada in the current dynamic environment and suggests leveraging its strengths to remain competitive in the airline industry. The report also critically examines the key themes and changes made by Air Canada during the pandemic. The report discusses the challenges faced by Air Canada during the COVID-19 pandemic, including decreased demand, travel restrictions, and financial challenges. It analyzes driver factors for change, leadership, and approaches to change. The report recommends regular assessments of different types of change, adopting new technologies, prioritizing customer service, and following Lewin's and Kotter's models for effective change management.
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1) Introduction 
Air Canada is a prominent airline, serving over 200 airports across six continents, with a focus on safety, customer service, and innovation. The company has undergone significant changes recently to adapt to market and customer demands. Customer service is at the core of Air Canada's business, with innovation considered the most critical factor. (Forough Karimi-Alaghehband and Professor Suzanne Rivard, 2014). This has included a major transformation programme aimed at improving efficiency and reducing costs, as well as a renewed focus on innovation and digital technology to enhance the customer experience. This report will discuss various typologies of change that an organization, specifically Air Canada, can undergo, including strategic, structural, technological, and cultural change. The triggers of change for Air Canada, both internal and external, will be explored, and a force field analysis will be conducted to identify the driving and restraining forces affecting the airline's operations. The report will also apply Kurt Lewin's model for change management to Air Canada's response to the COVID-19 pandemic, and discuss how the Kotter eight-step model could be applied to analyze how the airline has approached and implemented significant changes.
The COVID-19 pandemic had a significant impact on Air Canada, leading to decreased demand, travel restrictions, financial challenges, and a focus on cargo operations and repatriation flights(Maneenop and Kotcharin, 2020). Air Canada's response to the pandemic involved changes in culture, digitalization, compliance with changing regulations, stakeholder analysis, and various leadership styles and approaches to change. The airline's response demonstrated the importance of resilience, agility, and adaptability. To remain competitive and successful, Air Canada should regularly assess the different typologies of change, keep an eye on both internal and external factors, adopt new technologies, prioritize customer service and collaboration, leverage its strengths, review and adjust its operations and policies, and follow Kurt Lewin's and Kotter's models when implementing significant changes.

2)Main Findings
2.1) Typologies of change
Typologies, at their finest, yield comprehensive theories that explain the various causal connections between structure, strategy, and environment(Miller, 1987). In the case of Air Canada, there are several typologies of change include:
Strategic change: Strategic changes are implemented by organizations with the aim of achieving goals, enhancing their competitive advantage in the market, and responding to market opportunities or threats. Such changes may involve modifying the policies, structure, or processes of the business. Typically, the upper management and the Chief Executive Officer bear the responsibility for overseeing strategic changes(Gupta, 2023). For Air Canada, strategic change could involve shifting its focus from domestic to international markets, or expanding its service offerings to include new destinations.
Structural change: Structural change involves changes to the organizational structure of the company. This could involve restructuring departments or divisions, changing reporting lines, or altering the size of the organization. A significant transformation in the way an industry or market operates, typically triggered by significant economic developments, is known as a structural change(Ganti, 2021). Air Canada could undergo structural change by consolidating departments, streamlining operations, or creating new departments to support growth in certain areas.  
Technological change: Technological change involves the adoption of new technologies that improve efficiency, productivity, or customer experience. Also involves enhancing existing technologies and inventing new ones to improve current products and introduce new products to the market. This process leads to the development of new markets and structures while making obsolete markets irrelevant(Technological Change, no date). For Air Canada, this could include the adoption of new software systems to better manage inventory and passenger data, or the implementation of new customer service tools such as Air Canada App (Air Canada Mobile App, no date) Cultural change: Cultural changes may be necessary to ensure that employee behavior is aligned with the organization's current and future business objectives, such as after the merger of two companies with distinct cultures. Successful implementation of cultural change initiatives often requires a gradual approach that is sustainable and allows employees to adapt and adjust to changes without disengaging from the organization(Definition of Cultural Change - Gartner Human Resources Glossary, no date). Air Canada could undergo cultural change by emphasizing the importance of customer service, or by promoting a culture of collaboration and teamwork.
2.2) Triggers of change
In the context of organizational design, a "trigger" refers to a business decision that can initiate change, such as an event that leads to the restructuring of a company or department(West Monroe, no date). Triggers of change for Air Canada could include:
External factors: External factors that could trigger change for Air Canada might include shifts in the global economy, changes in consumer behavior or preferences, or changes in the regulatory environment. For example, the COVID-19 pandemic had a significant impact on the airline industry, forcing Air Canada to make changes to its operations and service offerings. In 2020, the airline industry suffered economic losses of $168 billion(Taking stock of the pandemic’s impact on global aviation, 2022).
Internal factors: COVID-19 offers a chance to reconsider transportation policy in our vast, sparsely populated country. It prompts a critical evaluation of whether a free market economy is the optimal framework for structuring air travel(Dostaler, no date). Internal factors that could trigger change for Air Canada might include changes in leadership, mergers or acquisitions, or shifts in organizational priorities.
3)Force field analysis 
Force Field Analysis, originally developed by Kurt Lewin for social psychology, is now used in business decision-making. It works on the premise of an equilibrium between driving and resisting forces. To effect change, either the driving force must be increased or the resisting force must be decreased. The tool is useful in decision-making by examining the factors for or against a change and justifying the decision. (MindTools | Home, no date).


Source- (Davidson, 2016)
Driving forces: Organizational driving forces for change are implemented to improve efficiency and productivity, both in businesses and other types of organizations(Admin, 2021). 
High demand for air travel: Air Canada benefits from a high demand for air travel, particularly for business and international travel.
Global alliances: Air Canada has formed strategic partnerships and alliances with other airlines, such as Star Alliance, which allow the airline to offer a wider range of destinations and services to customers.
Strong brand image: Air Canada has a strong brand image and reputation for safety, reliability, and quality service. According to the recently published Brand Finance report on Canadian brands, Air Canada's brand worth has increased by 88% to $1.8 billion, thereby positioning it as one of Canada's top 50 most valuable brands(Canada, n.d.).
Restraining forces:Restraint forces refer to those that work against or diminish the impact of driving forces (Kaminski, 2011).
High competition: Various airlines are vying for prominence post-COVID, with Flair Airlines, Porter Airlines, Swoop, Transat, Sunwing, WestJet, and newcomers Canada Jetlines and Lynx Air, all pursuing growth strategies(Folliott, 2022). Air Canada operates in a highly competitive market, with many other airlines offering similar services and destinations.
Economic conditions: Economic conditions, such as recessions or fluctuations in exchange rates, can have a negative impact on Air Canada's operations and revenue.
Operational challenges: Air Canada faces operational challenges such as weather disruptions, airport congestion, and labor disputes, which can impact its ability to provide reliable and timely service.
Air Canada operates in a complex and dynamic environment, with both driving and restraining forces impacting its operations. While the airline benefits from a high demand for air travel and strong brand image, it must also navigate high competition, economic conditions, and operational challenges. By leveraging its strengths and addressing its challenges, Air Canada can remain competitive and successful in the airline industry.
4)Kurt Lewin's model
Lewin's Three-Stage Theory proposes that any change process, whether for individuals or organizations, involves multiple transitional stages and is not a linear process. The model emphasizes the need for careful navigation to achieve stability.(Kurt Lewin’s Change Management Model: The Planned Approach to Organizational Change, no date). 
Kurt Lewin's model for change management can also be applied to Air Canada's response to the COVID-19 pandemic. The model's three stages can help Air Canada navigate the challenges posed by the pandemic and make necessary changes to adapt to the new reality.

Source- Lewin’s change model (Malik, 2023)
Unfreezing: In the unfreezing stage, Air Canada would have analyzed the impact of the pandemic on its operations, finances, and employees. The company would have had to create a sense of urgency to adapt to the new reality and respond to the pandemic's challenges. This might have involved revising the company's business model, adjusting its operations, and addressing the safety concerns of passengers and employees.
Moving: In the moving stage, Air Canada would have implemented the changes necessary to respond to the pandemic. This might have included suspending some flights, introducing new safety protocols, and implementing remote work for non-essential employees. Air Canada also had to adjust its fleet and routes to adapt to the changing demand for air travel during the pandemic.
Refreezing: In the refreezing stage, Air Canada would have stabilized the new changes to make them permanent. This might have involved establishing new policies and procedures for safety, communicating these changes to customers and employees, and evaluating the effectiveness of these changes. As the pandemic continued, Air Canada would have needed to monitor and adapt its response to ensure its sustainability and continued success.
Kurt Lewin's model can help Air Canada manage the changes necessary to respond to the pandemic. Also, Air Canada can ensure that its response is well-planned, well-executed, and well-supported, which will ultimately lead to a successful outcome in the face of a rapidly changing and uncertain environment.
5)Kotter eight-step model

Source-(How to Successfully Implement Kotter’s 8 Step Change Model | Lucidity, no date)
Life is characterized by the inevitability of change, which can take various forms and meanings depending on the individuals, circumstances and contexts involved (Gathungu, 2008). The Kotter eight-step model is a change management framework developed by John Kotter, a Harvard Business School professor. It provides a roadmap for organizations to follow when implementing significant changes, such as mergers and acquisitions, restructuring, or new strategies. In his book "Leading Change," Harvard Business School Professor and renowned change expert John Kotter (1996) presented an 8 Step Model of Change. This model was developed based on Kotter's research of 100 organizations undergoing a change process. The 8 steps involved in this change process are as follows: creating a sense of urgency, forming powerful guiding coalitions, developing a vision and a strategy, communicating the vision, removing obstacles and empowering employees for action, creating short-term wins, consolidating gains and strengthening change by anchoring change in the culture(Kotter’s 8 step Model of Change, no date).
In the context of Air Canada, the eight steps of the Kotter model could be applied to analyze how the airline has approached and managed major changes in its business operations. Here's a breakdown of each step:
Create a sense of urgency: This step involves convincing stakeholders of the need for change and generating a sense of urgency to act. Air Canada may have used this step to communicate the need for change and the risks of not doing so, such as increased competition or declining profitability.
Build a guiding coalition: This step involves assembling a team of people with the authority, expertise, and credibility to lead the change effort. Air Canada may have created a cross-functional team of executives and managers from various departments to oversee the change process.
Form a strategic vision and initiatives: This step involves developing a clear and compelling vision of what the organization will look like after the change, as well as specific initiatives to achieve that vision. Air Canada may have developed a new business strategy or identified areas for improvement in its operations.
Enlist a volunteer army: This step involves mobilizing employees at all levels of the organization to support the change effort. Air Canada may have engaged employees through communication, training, and incentives to get them onboard with the new strategy.
Enable action by removing barriers: This step involves identifying and eliminating obstacles that could prevent the change effort from succeeding. Air Canada may have addressed issues such as outdated processes, insufficient resources, or resistance from stakeholders.
Create short-term wins: This step involves generating quick wins and visible results to build momentum and maintain support for the change effort. Air Canada may have implemented changes that delivered tangible benefits, such as cost savings or improved customer satisfaction.
Sustain acceleration: This step involves consolidating gains and continuing to push forward with the change effort. Air Canada may have reinforced the new behaviors and processes that were established and looked for ways to build on the initial successes.
Institute change: This step involves embedding the changes into the organization's culture and making them part of the way things are done. Air Canada may have institutionalized the new business strategy or operational improvements and integrated them into its ongoing operations.
Air Canada could have used the Kotter eight-step model to drive change in a structured and comprehensive way, emphasizing stakeholder engagement, momentum, and embedding lasting change into the organizational culture.
6)Stakeholder analysis

Source- Adinda (2023)
The systematic collection and analysis of qualitative information to identify the individuals or groups whose interests need to be considered during the development or implementation of a policy or program is known as stakeholder analysis(Schmeer, 1999). Stakeholder analysis is an important tool for understanding the various groups that have an interest in the operations of a company. Here's an analysis of the key stakeholders of Air Canada:
Customers: In order for Air Canada's customers to continue using and recommending its services, they must be satisfied with the quality of the airline's offerings. To achieve this, the company must take various measures. If customers are not content, they may switch to another airline(Rahman, 2023c). Air Canada's primary stakeholders are its customers, who are interested in receiving safe, reliable, and comfortable air transportation services at competitive prices. Air Canada's efforts to improve its services and operations can help attract and retain customers.
Employees: When employees are content with their work, they are more likely to stay with the company for an extended period, leading to reduced labor turnover rates and associated costs. Moreover, happy employees tend to work harder and provide better customer service, enhancing the overall performance of the company(Rahman, 2023c). Air Canada's employees are important stakeholders who are interested in job security, fair wages, benefits, and working conditions. The airline's efforts to create a safe and positive work environment can help retain employees and maintain their loyalty.
Shareholders: A company pays dividends to investors when it is profitable. In contrast, a lack of profitability means that the company cannot pay dividends. Air Canada has both institutional and individual shareholders who may receive dividends based on the company's profitability(Rahman, 2023c). Shareholders are interested in the financial performance of the airline, including its revenue, profits, and stock price. They may also be interested in the company's long-term strategy and investments in new technologies and services.
Suppliers: Air Canada considers its goods and service providers to be important stakeholders in its operations. The airline is dedicated to collaborating with its suppliers, but it expects them to meet specific, rigorous standards if they wish to work with the company(Rahman, 2023b). Suppliers of goods and services to Air Canada are interested in maintaining good relationships with the airline and ensuring timely payment for their services. They may also be interested in the airline's plans for growth and expansion.
Government: Regulations play a vital role in maintaining airline safety and protecting passengers and crew members, which is crucial for the continued operation of Air Canada. However, if the government enacts excessively stringent regulations, it could pose a challenge for the airline to sustain its business(Rahman, 2023b). The Canadian government is a key stakeholder in Air Canada, as it regulates the airline industry and is responsible for ensuring the safety and security of air transportation. Government policies and regulations can affect the airline's operations and profitability.
Competitors: Air Canada faces competition from various rivals in the airline industry. In the domestic market, it faces challenges from WestJet, Porter Airlines, and Flair Airlines, while in the international markets, it competes with several global airlines(Rahman, 2023). Air Canada's competitors are interested in maintaining or increasing their market share, and may be interested in the airline's pricing strategies, marketing campaigns, and new services.
Communities: Air Canada operates in various communities around the world, and its operations can have an impact on local economies and the environment. Communities may be interested in the airline's efforts to reduce its carbon footprint and its support for local causes and initiatives.
Creditors: Air Canada's creditors are interested in the airline's ability to repay its debts, including loans, bonds, and other financial obligations. They may also be interested in the airline's financial stability and long-term prospects.
Air Canada must balance the interests of these stakeholders and ensure that its operations are sustainable and profitable in the long term.
Key Themes and Critically Analyse
The implementation of various restrictions in airline transportation may have severe long-term consequences on the global airline industry (Nižetić, 2020). Air Canada, like many other airlines, was significantly impacted by the COVID-19 pandemic. In this analysis, we will explore the key themes surrounding Air Canada during this time, the driver factors for change, stakeholder analysis, leadership, and approaches to change.
Key themes during COVID-19:
Decreased demand for air travel- Evidence suggests that the COVID-19 outbreak and its containment efforts have had a substantial impact on air transportation. This impact can be attributed to reduced supply caused by the government response and reduced demand for travel due to the outbreak (Li et al., 2022).
Travel restrictions and border closures- To curb the spread of COVID-19, countries across the world have resorted to border restrictions. For instance, some countries have recently suspended travel from Britain to prevent the spread of a fast-spreading variant of the SARS-CoV-2 virus detected there (WHAT THE DATA SAY ABOUT BORDER CLOSURES AND COVID - ProQuest, no date).
Health and safety concerns for employees and passengers- Air Canada, in partnership with its employees, is committed to prioritizing safety above all else, in line with our Flight Path behavior of "Safety First, Always". All business operations will be conducted with the utmost attention to ensuring the health and safety of employees, customers, contractors, agents, subsidiaries, associated companies, and the general public, while also meeting all obligations under applicable regulations (Air Canada - Commitment to Safety, no date).
Financial challenges and cost-cutting measures-According to Air Canada's CEO, Calin Rovinescu, the company anticipates that a cost reduction program, along with lower jet fuel prices and projected savings from capacity reductions, will help mitigate around 50-60% of the total revenue loss the company faced in the second quarter of 2020(Air Canada slashing costs and capacity as CEO sees “unprecedented challenges” - BNN Bloomberg, 2020).
Focus on cargo operations and repatriation flights-Air Canada has disclosed its plans to gradually suspend most of its passenger transborder and international flights by March 31, while also significantly reducing its domestic network. Despite these changes, the airline has continued to facilitate repatriation flights and support the movement of essential goods and cargo (Government Of Canada, Statistics Canada, 2020).
Government aid and support-The support provided by the Canadian government is highly valued, as it helped create a level playing field at a time when governments worldwide were assisting their respective national carriers in the face of the unprecedented downturn caused by COVID-19. This assistance enabled Air Canada to preserve numerous jobs and travel options for Canadians while also acting as an additional level of insurance, facilitating the airline's ability to raise additional liquidity and compete effectively in the post-pandemic market (Canada, 2021).
Driver factors for change:
Culture: Air Canada's culture shifted to prioritize health and safety, agility, and adaptability.For the eighth year in a row, Air Canada has been recognized as one of Canada's Best Employers in 2023 by Forbes, highlighting the company's dedication to offering exceptional employment prospects to Canadian workers (Air Canada Named One of Canada’s Best Employers by Forbes for Eighth Consecutive Year, 2023).
Digitalisation: Air Canada accelerated its digital transformation, with a focus on online booking, contactless check-in, and mobile apps. Air Canada's mobile app now offers innovative features such as turn-by-turn navigation, day-of-travel booking, and loyalty-plan functionality. The redesigned app is user-friendly and allows passengers to use loyalty points to upgrade their flights (AWS Is How: Air Canada Creates Innovative Digital Experiences for the Benefit of Travelers | Amazon Web Services, 2023).
Competition: Air Canada leads the Canadian domestic market but faces strong competition from WestJet, as well as many competitors in international markets (David, 2023). Air Canada faced increased competition from other airlines and alternative forms of transportation.
Government regulations: Air Canada had to comply with changing regulations and guidelines related to travel, health, and safety. Such as COVID-19 testing, proof of vaccination, or quarantine requirements(Changes to COVID-19 travel requirements, no date).
9)Conclusion
In conclusion, Air Canada faces various typologies of change, including strategic, structural, technological, and cultural change. The airline must navigate external and internal factors, such as the impact of the COVID-19 pandemic, shifts in the global economy, and changes in leadership. Force field analysis highlights the driving and restraining forces that impact Air Canada's operations, including high competition, economic conditions, and operational challenges. The Kurt Lewin model helps Air Canada manage change, particularly during the COVID-19 pandemic, by analyzing the impact of the pandemic, implementing necessary changes, and stabilizing new changes. Lastly, the Kotter eight-step model provides a roadmap for Air Canada to follow when implementing significant changes such as mergers and acquisitions, restructuring, or new strategies. By leveraging its strengths and addressing its challenges, Air Canada can remain competitive and successful in the airline industry.

10)Recommendations
Air Canada should regularly assess the different typologies of change that it could undergo to adapt to changes in the market or regulatory environment.
The company should keep an eye on both internal and external factors that could trigger change and have contingency plans to respond to them, as the COVID-19 pandemic has shown.
To improve its operations and customer experience, Air Canada should consider adopting new technologies that could enhance its efficiency, productivity, and customer service, such as software systems and mobile apps.
To foster a more customer-centric culture and promote innovation and continuous improvement, Air Canada should prioritize customer service and collaboration among employees.
Air Canada should leverage its strengths, such as its high demand for air travel and strong brand image, to remain competitive in a highly competitive market.
To navigate operational challenges such as weather disruptions, airport congestion, and labor disputes, Air Canada should regularly review and adjust its operations and policies.
To respond effectively to the COVID-19 pandemic or any other crisis, Air Canada should follow Kurt Lewin's model and engage in a well-planned, well-executed, and well-supported response that involves unfreezing, moving, and refreezing stages.
When implementing significant changes such as mergers, acquisitions, or new strategies, Air Canada should follow the Kotter eight-step model to ensure a successful outcome.
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