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Leading and Implementing Workplace Change in DHL
[bookmark: _Toc133661876]Introduction
Organisations around the entire globe are experiencing significant changes in several forms, which affects them, their stakeholders and their employees. Such changes include regulatory changes, mergers and acquisitions, restructurings and transitions in leadership (Galbraith, 2018). According to Johnston et al. (2017), any organisational leader who has executed a change process understands that it is possible for even planned programmes to fail due to inappropriate implementation. It is not easy to turn plans into reality. While poor implementers retain close to no value, excellent implementers retain more value.
Every change process can leak value at some stage in the process of implementation. This is because some implementers may fail to sustain their initial intended results, fail to achieve bottom-line impact or fail in prioritising initiatives which end up undone. Majorly, successful as well as unsuccessful transformations depend on the commitment of the organisational leaders and their sense of ownership to the implementation process. Alignment to the change process is not adequate as it entails both ownership and commitment. In the wake of the COVID-19 pandemic, organisations were forced to undergo significant changes in several aspects (Johnston et al., 2017). Most organisations were sent into an abrupt shock that saw most of them react rapidly towards their supply chains, remote working arrangements and speeding up their decision-making capabilities. Although most organisations were adversely affected by the pandemic, this paper will focus on the measure DHL took to adapt to change during COVID-19.
[bookmark: _Toc133661877]Current State of DHL
DHL Worldwide Express is a privately-owned global logistics company consisting of DHL International and DHL Airways. It is the oldest and largest worldwide air-express company. The company had expanded phenomenally into a global giant since its establishment in 1969 when it was an air-courier service from California to Hawaii. The firm delivers to over 227 countries globally with over seventy-thousand destinations. It delivers heavy and small parcels to destinations throughout the US, Europe, Pacific Rim, Africa and the Middle East. Its ever-expanding global presence has promoted other firms such as the United States Postal Service, United Parcel Service and Federal Express (Dolphin, [no date]).
As a logistics company, DHL connects firms to markets by offering services such as inventory management, warehousing, freight forwarding and multi-modal transportation. It is a critical support service for global manufacturing, which is not only multilocational but also sophisticated.
Doctors in Wuhan, China, began to receive patients with unusual symptoms in December 2019. The patients assessed manifested pneumonia and respiratory issues. The chapters of the pandemic spread fast, and the world came to a sudden standstill with countries introducing restricted movements and quarantine rules. By the third week of April, more than two and a half million new COVID-19 cases had been reported in over two hundred countries. In the same period, almost two hundred thousand people lost their lives (DHL, 2020).
[bookmark: _Toc133661878]Relationship with the company
My father has worked for DHL for one and a half decades. As such, any changes in the company affect me directly. From his working experience at DHL, I can say that the organisation has a unique working culture. In 2022, the company was recognised by Fortune Magazine as the best workplace. My father is always given ample time to spend with us. I have also visited him on a few occasions at his workplace. In my observation, the organisation upholds diversity and inclusion, and inclusive work insinuates that it offers the same conducive working environment. Besides, the company extends equal opportunities for all and encourages all its employees to bring their whole selves to work.
The company believes that acceptance and unity is the core strength of its network. Each of its employees has something unique to offer. According to the company, its work is based on the experiences and realities of all its employees. During the COVID-19 pandemic period, DHL was among the adversely affected companies. While most companies were forced to lay off most of their, DHL moved to allow employees to work from home (DHL, 2021). My father was able to balance time for family and work, which further improved family bonds.
[bookmark: _Toc133661879]Recent and current change initiatives in the report
In change management, organisational change can be necessary for various reasons. One of them is to support regulatory requirements. Organisations may also initiate change to survive in the prevailing changing market that is very dynamic. In addition, organisations may change to keep up with the changing needs of their customers or achieve a goal of leading in the sector of their respective products. Lastly, organisations may want to increase customer satisfaction, efficiency, and profit.
Strategic planning is not wrong until when it unfolds as planned. A good strategic planning process entails the crystallisation of the intention of the management. This process helps the organisation to articulate a clear vision of where it wants to go. A strategic organisation is intentional in defining its direction. Such an organisation develops techniques for determining progress. Mintzberg (1971) asserts that it is not always the case, as in some instances, it may entail grappling with reality, adaptability and action. Mintzberg described an emergent strategy as a pattern of action that arises over time in an organisation where there are no specific goals and mission, or irrespective of goals and mission. According to him, strategy arises over time since intentions collide to accommodate a changing reality. Mintzberg notes that an emergent strategy is a set of behaviour or actions of an organisation that are consistent with time. The result of an intended action course is the emergent strategy. "Deliberate strategies provide the organisation with a sense of purposeful direction." (Stobierski, 2020). Emergent strategy implies that organisations have a sense of purposeful direction.
COVID-19 is one of the most sophisticated global processes, with unprecedented lockdowns, interconnection and disruption. It induced an emergent knowledge strategy for organisations. The outbreak is regarded to have unexpected and inevitably impacted on many organisations (Bratianu and Bejinaru, 2021). It opens the discussion of how organisations such as DHL should have responded to this crisis and the actions that it would have taken at a strategic level.
[bookmark: _Toc133661880]Recent history of the organisation's impact from the external environment
DHL did not have experience handling external influences such as the COVID-19 pandemic. As a logistics company, the pandemic crippled operations, and it could not meet demands because of the overwhelming pressure. Besides, there was a restriction on air travel, which removed the cargo capacity of normal air transport. The enactment of restricted air transport also emanated from shortages of labour because employees were forced to remain at home. There was also a reduction in ocean movement significantly.
The company felt the impact first in China because of the role the country plays in international manufacturing. Since Wuhan plays a critical role as DHL has its presence there, being the epicentre of the pandemic affected the operations of the company in China significantly. In addition, there was a significant impact of the pandemic on DHL since China is a big consumer of global agricultural commodities and other products.
Disruption to manufacturing in China caught up with global supply chains; ocean carriers called off sailings, shortage of truck drivers for container pickup and a backlog in the major container ports in China. Major global organisations such as medical supplies and equipment, pharmaceuticals, electronics and automotive were affected. The entire logistics company that has over 80% of the goods in the country was adversely affected, showing the impacts of the lockdown on Chinese logistics. Between January and February 2020, the volume of transported commodities reduced by below 15% compared to the previous year (Twinn et al., 2020).
To the rest of the world, the pandemic led to border closures and lockdowns that restricted cargo movements, the major business of DHL. Protocols such as keeping social distances at a warehouse further complicated the issue. Keeping the workers safe also contributed to freight bottlenecks. For instance, there was a 37-mile-long truck line on the A4 highway in the European Union after Poland closed its borders with Germany. The lockdown also created an acute shortage of truck drivers in India which led to over fifty-thousand containers piling up in the ports of Kattupalli, Kamajarar and Chennai (Twinn et al., 2020).
In terms of the three major segments of global transportation, that is, air, land and ocean, there were significant impacts of the pandemic, most of which affected DHL as a logistics company.
i. Air freight: there was a 19% reduction in March 2020 due to an acute decline in passenger flights, which carry goods as belly cargo. This reduction was also contributed by a decline in China's manufacturing output. Nevertheless, as governments and shippers turned to air cargo for vital goods, there was an increase in air freight and increased delays at the airports. An increase in capacity started to be experienced around Mid-April. Overall, the capacity reduction was greater compared to the net demand reduction, which supports high rates of air freight (Twinn et al., 2020).
ii. Land freight: unlike air and ocean transport, land transport remained moderately available worldwide since roads remained in operation. Only countries with sharp lockdowns experienced a severe reduction in the use of land transport. DHL’s trucking capacity was strained due to the additional demand for their services., such as the transportation of medical and food supplies during the lockdown period, in addition to a decline in the availability of employees (Twinn et al., 2020). This led to higher rates. Spot road freight rates fell in various markets because other economic sectors that depended on land transport were not at full capacity.
iii. Ocean freight: in the first months of 2020, there was a 10% drop in the total volumes of containers handled at Chinese ports (Twinn et al., 2020). There were significant constraints to ocean freight globally, affecting key exporters such as Mexico, India, China and Brazil. Key importers, such as the European Union, were affected. According to DHL, the routes between Europe and Asia, Latin America and the United States experienced weak demand, which led to additional blank sailings.
Shortages in labour also disrupted DHL since some of its logistics are based on trucks. The organisation struggled to fill drivers' roles. Closures of normal routes disrupted trucking activities to a large extent. DHL was forced to think on its feet because the pandemic began impacting its operation. It quickly put together task forces and maintained communication across the board efficiently (Grimshaw, 2020).
[bookmark: _Toc133661881]Issues of Strategic change, models, and Leadership Style
Change is an unavoidable occurrence in any organisation. It is critical for organisations to manage changes successfully. After the Covid 19 pandemic, most organisational were negatively affected as this was an emergent strategic change. Planned organisational management was necessary to help the organisation to transition through the post-pandemic era.
[bookmark: _Toc133661882]Kurt Lewin’s Change Model
Lewin developed a change model consisting of three steps: unfreezing, changing and refreezing. The model is a practical and simplified tool that can help organisations to manage change. According to Lewin, the change process involves the creation of a notion that change is necessary, then moving towards the desired and new behavioural level and solidifying new behaviour as the organisational norm (Hussain et al., 2018). According to this model, it is necessary for organisations to consider the available options that can help them to move to the anticipated state and utilise the best route available. The probabilities of every route should be considered and analysed critically before being abandoned or adopted. Organisations may resist change if their customs and habits are opposed to the change or if there is internal resistance to change, mostly stakeholders. Internal stakeholders include employees, managers, shareholders and owners.
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Lewin’s Model (Raza, 2019)
6.1.1 [bookmark: _Toc133661883]Unfreezing
This is the first step of Lewin’s model. It entails preparing the organisation to appreciate why change is necessary by breaking down the prevailing status quo prior to building a new modus operandi. Besides, it involves creating a compelling message to show why the current way of doing things is not appropriate, hence necessitating change that everyone can understand. The step also entails preparing the organisation by challenging its existing behaviourism in terms of attitudes and values. Strong motivation can be created by forcing the organisation to re-examine its core. It is not possible to generate a meaningful change if such motivation is not invoked.
The organisational change was necessary post-COVID-19 for DHL to recover. As countries globally put safety protocols in place, DHL quickly pivoted to digital transformation and e-commerce. Its employees were shown the need for such change, and the organisation increasingly made plans to go virtual and digital. The pandemic has accelerated the speed with which DHL is able to digitally enhance its processes through transitioning to collaboration and remote work and executing technology in its operations.
DHL was able to assess its one-source supply chain and, just-in-time and realise the dangers associated with them. Most operations needed rethinking, such as leveraging the Internet of Things or using robots. Since the pandemic has cost several jobs, the company has been moving to integrate robots in covering some mundane jobs such as packaging. This has created opportunities for its employees to develop other skills. The company also engaged its employees towards investing in furthering their skills to help them to transition to work amid these technologies and remote working environments. Digitisation has helped employees to enhance performance instead of replacement for skilled employees.
6.1.2 [bookmark: _Toc133661884]Change
According to Lewin, change is a process where an organisation should move or transition into a new state. This is when the change becomes real. Transitioning to change does not take place in a day, but it takes time before people can embrace the new direction and take part in the change. It is critical for all stakeholders to appreciate how the change will benefit them and hence need to contribute towards the change.
DHL has moved into the data-led approach. The pandemic showed how unequipped the organisation was to handle disruptions to normal operations. The industry employs resilient and flexible procedures that are based on data. Free-flowing data across an ecosystem of the supply chain ensures transparency and visibility in logistics operations. This insinuates that an unanticipated change cannot be a disaster for the delivery. Instead, it can be an opportunity for rerouting the global flow of goods and still getting to the destination on time. DHL has advanced its analytics within the supply chain, meaning it is possible to draw as many insights as possible and turn them into executable opportunities on a scalable setup.
6.1.3 [bookmark: _Toc133661885]Refreeze
This is the third stage of Lewin’s model. The organisation is ready to refreeze when the changes have taken shape and have been embraced as the new norm at work. This can be depicted from signs such as consistent job descriptions and stable organisational charts. This stage is meant to help individuals in the organisation to institutionalise or internalise the changes by ensuring that the changes are incorporated into the daily running of the business. Employees in this stage feel comfortable and confident in the new working environment.
DHL has managed to shorten processes that took longer to implement, such as collaboration and remote work, the use of technology in operations and a shift in the last mile delivery ownership. DHL achieved this in a few weeks, and all employees were able to transition to the new work environment. With the undoubtable importance of logistics, especially from lessons learned from the COVID-19 pandemic, the new operational changes that have taken effect at DHL are welcome to most people. This is because logistics is now appreciated as a valuable driver for organisations. The adoption of the IoT to track shipments and their conditions has been fully implemented post-pandemic period. According to the company, the supply chain has changed and is unlikely to return to pre-COVID days (Kaur, 2022).
Russell defines organisational change management as “the planned organisational-wide effort to increase individual and organisational effectiveness via behavioural science knowledge.” (Ackoff, 1990) Organisational change is meant to reduce possible general structural business changes that may adversely affect an organisation. Particularly, organisational change management focuses on macro and micro levels. According to Russell, 50% of change initiatives resulted in minimal change. While this does not mean that change may hurt the organisation, it means that it may not be meaningful. He also notes that when an action plan towards change is being developed, the change leader is key (Michigan State University, 2019). It is critical to identify the important issues and then collaborate in plan creation.
Largely, DHL’s leadership style has been authentic leadership. To start with, Yukl (2010) defines leadership as "the process of influencing others to understand and agree about what needs to be done and how to do it, and the process of facilitating individual and collective efforts to accomplishing shared objectives". Authentic leadership, on the other hand, insinuates a style of leadership in which persons have high integrity standards and are responsible for their actions. They make decisions not on short-term success but on principles (Gardner et al., 2021). Authentic leaders are motivated, and they strive to create meaningful relationships with their team as they work towards the organisational vision and mission.
In the wake of change, the external environment, such as the COVID-19 pandemic, is a clear indication that flexibility in leadership style is key. According to the situational leadership theory, leadership style should be a function of context. That means that different circumstances will require different types of leadership styles. According to this approach, there is a need to match the elements of the style of leadership and the maturity or preparedness levels of the followers. The theory identifies four main approaches to leadership:
i. Telling: this entails the leader making decisions and telling employees what to do in an authoritative and directive approach.
ii. Selling: the leader should make decisions, work and communicate to persuade the employees instead of directing them.
iii. Participating: the leader should work with members of the team in decision-making. In addition, he should encourage and support them, which is more democratic.
iv. Delegating: the leader should assign the responsibility of making decisions to members of the team and oversee their work.
Hersey and Blanchard's approach also points out four levels to follower maturity levels in the leadership approaches.
i. Level M1: followers have low commitment and low competence.
ii. Level M2: followers have high commitment but low competence.
iii. Level M3: followers have low confidence and commitment but high competence.
iv. Level M4: followers have high competence and high confidence and commitment.
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Maturity levels (Gardner et al., 2021)
According to the situational theory of leadership, the key to successful leadership should be matched with corresponding employee levels.
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(Gardner et al., 2021)
7 [bookmark: _Toc133661886]Impact of organisational culture to change management programme
Organisational culture refers to a set of shared organisational practices and values that guide the actions and behaviours of employees in the organisation. Organisational culture is mostly established and influenced by organisational leaders. The shared values and beliefs are communicated to the employees in order to shape their organisational understanding and influence their work behaviours (Tsai, 2011). A strong organisational culture can help employees to know how to behave in different circumstances in the workplace. A weak organisational culture, on the other hand, can make employees lack a clear understanding of how to behave in different situations.
7.1 [bookmark: _Toc133661887]Characteristics of organisational culture
The culture of successful organisational setups can be successful if it has one or all organisational cultures. DHL’s organisational culture entails innovation and taking risks. This has given the organisation adaptability and flexibility. They experiment with new ideas. Attention to detail is another characteristic. This is the extent to which employees are expected to portray accuracy and analysis. With such a culture, DHL gets a competitive advantage over other logistics companies by helping it to differentiate itself from others. Being clear in detail is also an effective way in which the organisation impresses customers and ensures repeat visits. Third, outcome orientation is another feature of organisational culture. It refers to the degree to which the organisational management focuses on outcomes or results instead of processes and techniques. As an outcome-oriented company, DHL emphasises results, achievement and action as critical values. Employees are mentored and trained to deliver the best results to the company. After the COVID-19 pandemic, DHL allowed most of its workers to work remotely. Due to a result-oriented culture, performance went a notch higher.
Organisations that are outcome-oriented outsmart organisations that lack this special feature (O’Reilly et al., 1991). Organisations should also have people-oriented cultures, which is the degree to which their decisions consider the effect of results on people within the organisation. This promotes a culture of respect for individual rights, supportiveness and fairness. DHL believes that people are the greatest asset. It creates an environment where work is enjoyable, and employees do not feel obligated to choose between work and other life aspects. In DHL, there is an emphasis and culture of treating people with dignity and respect.
In addition, aggressiveness is another feature of organisational culture in which people are competitive and aggressive instead of easygoing. Organisations with aggressive cultural values outperform rivals and competitiveness. DHL is one such example. By emphasising aggressiveness, they may fall short in corporate social responsibility, which is not the case with DHL. CSR is a critical aspect of DHL's strategy. The company implements its motto of "Living responsibility" by supporting Global Volunteer Day (living responsibility fund), supporting education (Go teach), support (Gohelp) and focusing on the environment (Gogreen) (DHL, [no date]). Lastly, organisations should depict stability. This is the degree to which a firm's activities do not emphasise growth but the status quo. Organisations with stable cultures are bureaucratic, rule-oriented and predictable. They aim to align and coordinate personal efforts for the greatest efficiency levels. When the environment is certain and stable, these cultures may help the organisation to be effective since they provide a constant and stable output level. DHL has such a culture which prevents quick action.
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Organisational culture dimensions (O’Reilly et al., 1991)
8 [bookmark: _Toc133661888]Future change management plan
Change management is a critical skill that keeps an organisation going, especially for the management. It is not simply about coping but a career. “Change management is the discipline that guides how we prepare, equip and support individuals to successfully adopt change in order to drive organisational success and outcomes." (Prosci, [no date]). DHL needs to pull a changing course in negotiating the COVID-19 post-pandemic adjustment and adapt to the changing world.
According to Kotter, efforts of change management are taken by organisations as major initiatives to reverse the downward trajectory experienced in the organisation, improve the organisational culture, enhance the quality of its products or services and boost productivity. Change management efforts are necessary for every organisation from time to time without having to reinvent itself, failure to which it can easily lose its competitive market share. The management can sit on its potential and miss out on new industry developments, opportunities and trends. Besides, its competitors can take the market niche positioning and catch up with it. DHL can apply change management principles dictated by Kotter to enhance its post-COVID-19 recovery process.
i. Establish a sense of urgency: the organisation should establish areas that need urgent efforts of change management. Such areas include post-COVID-19 recovery and building a new organisational structure to compete effectively in the changing global logistics dynamics. The change leader should convince the manager that the status quo is very dangerous compared to efforts of change.
ii. Form a powerful guiding coalition: most efforts towards change are carried out by new management. If DHL introduces new managers in the organisation to effect change, they should tap into the existing managers' and employees' talents and involve them in the change management process. This will create a robust guiding coalition that trusts the employees and understands the situation's urgency for change. There will be a positive sense of change if organisations can explain the need for change and the outcomes expected from such change to junior employees.
iii. Create a vision: the leaders managing the change efforts should communicate a vision in order to resonate with employees in the entire organisation. The vision should reiterate the improvement that can be accrued in the entire organisation as a result of a small change.
iv. Communicating the vision: DHL leaders should communicate the intended results of the change and the impact on each employee. Besides, the communication efforts should answer the question of "what it means for them". If the vision fails to answer this question, the change efforts can fail among the intended company's stakeholders.
v. Empower others to act on the vision: change management leadership of DHL should empower individuals at all levels to decide on the efforts of change. Empowerment should not be very structured to take away the capabilities of improvisation of the managers working towards the change. In addition, empowerment should not be too loosely defined that those in charge of execution can deviate from the objectives and desired vision.
vi. Plan and create short-term wins: before the positive change, the change efforts will bring disruption since it is transforming the status quo. The introduction of remote working for DHL employees due to restricted movement in the COVID-19 pandemic, for instance, led to a decline in productivity levels at first since employees were coping with the new norm. Change management focuses on short-term wins envisioning a transformation in the long run. DHL should provide a detailed understanding of how the short-term wins are suitable for the overall objectives and vision of the change management efforts.
vii. Improvement consolidation and produce more change: short-term wins give employees a renewed vigour to implement efforts of change. The change leaders should establish a framework where consolidation of improvements can take place and create space for more change efforts.
viii. Institutionalise new approaches: DHL's leadership should institutionalise the changes and processes made. It should stress how the efforts of change have delivered success in an intended manner. It should also point out the connection between new behaviour and corporate success. The organisation management team of DHL should establish a performance, leadership and organisational structure that mirrors the new approach.
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9 [bookmark: _Toc133661889]Conclusion
Leading and implementing change in the workplace is a function of different combinations of employee behaviour and leadership styles. In addition, change is not avoidable, and this is evident by the influence of COVID-19 on most organisations, including DHL. The pandemic caused significant disruptions to logistics and supply chains globally. Consequently, most companies, such as DHL, had to make changes to adapt their operations in order to meet their new demands. Organisational change is necessary for such companies because of the changing consumer demands, which has led to a shift towards more contactless deliveries. DHL has to adapt to these changes to remain competitive.
The pandemic also exposed vulnerabilities in global logistics, which led to delays and disruptions in goods transportation. As a logistics company, DHL should re-evaluate its strategies and ensure that it is resilient and capable of withstanding future disruptions. The accelerated trend towards digitisation and remote work were also significant changes in the organisation's operations which have been embraced. In order to remain competitive and efficient, DHL should bring all its stakeholders on board with these changes.
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