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Executive Summary

This report sets out the current operating climate for Eddie Stobart, a UK based haulage company. The report identifies the reasons why addressing emissions within its fleet are vital to ensure continued growth and profitability within a sustainable future. 
However, the report acknowledges that such a fundamental change does not come without challenges and to address these, the author has set out the need to carry out a change management plan. No change is, however, straightforward and the author has identified key reasons why change may be resisted and how a thoroughly planned and well thought out change management plan can help mitigate any resistance to change. 
The report identifies a set of key actions to be considered. These include the need to fully recognise the current climate that the business operates within, the need to create a shared vision, and the importance of building a strong and diverse team. In addition, measure such as understanding the importance of communications and innovating for the future are also included as part of the change management plan. 
While this report has set out, in Appendix 3, a comprehensive step by step change management plan, the author has also recognised areas where further understanding within the company is needed to ensure complete success in delivering a zero-emissions transportation company that is fit for the future. 
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Introduction
Emissions from the transport sector in the UK account for 28% of all UK emissions, making it the largest emitter in 2020 (ONS, 2023). 
Despite an overall reduction in the UK’s overall greenhouse gas emissions by more than a third compared to 1990 (ONS, 2023), the transport sector has struggled to reduce its emissions, despite the growth in electric vehicles (ONS, 2023). 
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In recent years a number of important developments have been taking place within the sector to try and address the issue of high emissions, with the overall aim of making the sector more sustainable.
In 2021, the UK Government announced plans to phase out the use of fossil fuels by implementing a date when the sale of all new cars, vans and lorries will need to be zero emission. For the HGV sector, this means that all new HGVs in the UK will need to be emission free by 2040 (UK Gov, 2019).  In 2023, the European Union followed with a target for all cars and light vehicles to be zero emission by 2035 (European Parliament, 2023). 
Yet while overall climate policies have reduced emissions, they have failed to make an impact on the transport sector where emissions remain high (European Environment Agency, 2022). 
Heavy goods vehicles (HGVs) are responsible for around 18 per cent of greenhouse gas emissions and 13 per cent of nitrogen oxide (NOx) emissions in the UK (British Retail Consortium, 2023).  While within the EU, emissions from HGVs rose by 5.5% between 2000 and 2019 (European Environment Agency, 2022). 
The latest IPCC report highlights that even with reductions in CO2 due to improvements in energy efficiency, this alone hasn’t been enough to offset the rising emissions in transport, energy consumption, agriculture, and buildings (IPCC, 2023). 
Reducing emissions from transport will be a key part of the solution and will ultimately put the UK and the EU on track to meet their net zero emissions targets (UK Gov, 2019).
As one of the UK’s largest haulage companies, employing over 6,500 and operating across 43 sites in the UK and Europe, Eddie Stobart aims to provide its customers with ‘end-to-end logistics, providing industry-leading services to many of the UK and Europe’s best-known brands’ (Eddie Stobart, 2023).  
The company is committed to operating in a responsible way towards the environment, people and the giving back and once the company identifies a green initiative they work with their customers on implementation (Eddie Stobart, 2023). However, with around 2,700 vehicles and 5,000 trailers, one of the key ways in which the company can drive a reduction in its emissions and move to a sustainable future is through the decarbonisation of its fleet.  
Moving from a fossil-fuel based business, however, involves a fundamental change in the current business models and this can be extremely challenging to achieve. But it is vital to the success of businesses today that they must recognise that change is inevitable and to remain a growing and competitive business, they need to evolve (Abbas, 2023). 
However, despite its challenges, change is achievable and there are examples of companies that have succeeded in delivering a transformational change. 
Throughout its history, Unilever has faced many periods of transformational change. From globalisation following the second world war to the introduction of mass communication technologies and easier transportation route in the 1960s, the company has been able to deliver this change, grow and evolve while remaining highly successful in the markets that it operates (Jones, 2005).  
More recently increased pressure from changing consumer preferences, technological advances, competitor pressure, changes in management, and poor financial performance has meant the company has needed to adapt and change once more (Abbas, 2023). These recent changes within the business have led to increased sustainability, better financial performance, higher customer satisfaction and better digital outcomes (Abbas, 2023). 
Unilever is not alone in achieving successful change management. Other companies such as Microsoft, who developed a change strategy to support the integration of sales automation tools, or Booking.Com, who moved all its workforce from Office 365 to Google workplace, show that effective change can be achieved with a well thought out plan (Karpenkova, 2022). 
The aim of this report is therefore to set out the actions that need to be taken to integrate a successful change management programme at Eddie Stobart, to develop a plan to build a sustainable transport haulage and storage company that is fit for the future while managing the change effectively for stakeholders including employees, customers. 
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Resistance to Change
Change is not rational and just explaining why the change is needed is not enough to drive transformative change (Harvey and Broyles, 2010). 
According to Harvey and Broyles (2010) understanding the reasons why people resist change is the key to delivering a successful change management programme. There are indeed many reasons why people resist change and try to keep the status quo. Factors including salary impacts, anticipated changes to the role within the company, lack of skills and training to embrace new developments, a lack of communication or resources, the loss of trust or even the culture within the organisation, all increase resistance to change (Stanwick and Stanwick, 2021). 
Furthermore Olmstead (2022) describes the top causes of resistance to change as being from mistrust and a lack of confidence, emotional responses, fear of failure, poor communication, and unrealistic timeframes. People who have experienced previous difficult, painful, and ineffective change efforts are more likely to be suspicious of the motives behind any change management process (Kotter, 1996). 
In his book on leading change, Kotter (1996) highlights that many attempts to deliver effective change management fail and result in wasted resources and burned-out employees. In fact, according to Karpenkova (2022) around 65% of all change projects fail. 
Many managers can underestimate the resistance to change within their organisation, but a strategy that is based around education and communication, involvement, support, and negotiation can succeed (Kotter and Schlesinger, 2008). 
And it’s worth noting that while a large majority of change programmes fail, those with a well-planned strategy were able to remove the barriers and deliver successful outcomes (Karpenkova, 2022). 
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Managing the Change

The way forward – The Plan: 
Inconsistent strategies that are not clearly planned are more likely to run into problems (Kotter and Schlesinger, 2008). Change management models provide theories and methodologies which guide organisations through organisational change (Whatfix, 2022). Using a change management model will ensure the organisation is able to navigate the transformation process and build acceptance of the changes (Whatfix, 2022).
There are many change management strategies that the company can deploy, including: Lewin’s Change Management Model; McKinsey’s 7-S Model; ADKAR Change Management Model; and Kotter’s 8-step Theory (Whatfix, 2022). 
Many organisations have delivered successful change through using change management models. In 2020 Microsoft adopted the ADKAR Change Management Tool to implement a new approach to data analysis (Microsoft, 2023).  When implementing change, NHS England, have developed their own change management model based on a central theme of a shared purpose and including key indicators around performance and improvement (NHS England, 2023). 
For this report, the author has identified the Kotter Change Management Theory as being the most appropriate for the company to use. Kotter’s Change Management Theory is one of the most well-known approaches for organisational change (Pollack and Pollack, 2014). Kotter’s model has 8 steps to manage change: 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 (Management Study Guide, 2023). 
However, there are some criticisms of Kotter’s 8 step change theory. Some suggest that it is not sufficiently detailed enough to deliver change management in all situations while others have suggested that it is not ‘general enough and of being over planned’ (Pollack and Pollack, 2014). Furthermore, due to its step process, some suggest that missing out on a single step is likely to cause problems and the programme is less effective due to its top-down nature (Management Study Guide, 2023).
However, despite some limitations to the theory, the author has identified that Kotter’s Change Management Theory to be the most suitable starting point, although it has been adapted to reflect the priorities of the transport sector. 
The key areas identified within the change management plan for Eddie Stobart include: the current business climate; a shared vision for the future; building the team; the importance of communications; and driving innovation for the future.  

The current business climate: 
There are many internal and external drivers of change within an organisation such as globalisation, collaboration, the cost of non-compliance, increased awareness of employees around environmental and social issues, and changes in innovation and increased competition (Stanwick and Stanwick, 2021). 
But to survive and grow in changing times, a business must be able to look ahead and manage many differing and sometimes competing future scenarios (Paton and McCalman, 2008). 
In his Harvard Business Review paper in 1997, Drucker wrote that ‘a winning strategy will require information about events and conditions outside of the institution’.  He argued that companies need to look at noncustomers, new technologies and new markets. With this knowledge a business will be able to allocate resources and prepare for new challenges and changes that arise from sudden shifts in world economies (Drucker, 1997). 
Gathering and analysing outside information will become a major challenge for businesses (Drucker, 1997) but as businesses are today faced with an increasing number of issues around sustainability, which can ultimately create difficulties in determining what it is that they need to address (Van Tulder and Van der Zwart, 2006, quoted in Van Tulder, 2018) identifying these issues has become increasingly important. Therefore, one of the most important first steps is to identify challenges and opportunities that the company faces. 
Materiality are issues identified that could ‘substantially affect an organisations ability to create value in the short, medium or long-term (The Integrated Reporting Council, 2013). 
By using a materiality assessment to assess key environmental and social issues, ensuring that these issues are embedded in the business strategy, spotting any upcoming areas of risk, identifying opportunities to stay ahead of competitors and managing resources (KPMG, 2014) demonstrates that the company have analysed risk and opportunities for the company and its stakeholders (Wolfgang Von Goethe, 2023). 
To ensure that they prioritise important issues that have the biggest impact on their business, the environment and communities, Nestle carries out a materiality assessment every twelve months (Nestle, 2023).  
Other companies that have used a materiality assessment include Redrow (2022), GSK (2022) and Philip Morris International (2021). Due to the growing focus on materiality in reporting, such as through the Global Reporting Initiative, KPMG (2014) suggest that around 80% of the world’s 250 largest corporations now carry out a materiality assessment to identify the most important issues for the business and its stakeholders.  
The inclusion of a materiality assessment is therefore a vital first step in identifying the key issues of importance and an example of a materiality assessment for a company in the transport sector has been highlighted in appendix 1. This identifies areas of concern for the sector around risks from climate transition, pollution, sustainable services, workforce health and safety, and waste and recycling (Materiality Matrix, appendix 1). 

Shared vision for the future: 
Successful change management strategies are ones that have a clear vision of the future direction of the company (LSA Global, 2023). And while a materiality matrix will identify key current issues for the company, working towards a shared vision needs an approach that actively involves stakeholders in developing and delivering the future vision (LSA Global, 2023).
Creating a shared vision helps an organisation identify what changes are needed and why they are better than the status quo, what is driving the need for change and how the changes align with what the future vision for the company looks like (LGA Global, 2023). It sets out how the world is changing and what impacts this will have on the company (Kotter, 1996). 
In addition, creating a shared vision enables the company to identify the areas that need to remain the same and those that need to change (Hoe, 2007). 
The importance of creating a shared vision is highlighted by the number of change management models which include developing a vision for change (Doten-Snitker, Margherio, Litzler, Ingram, and Williams, 2020) and while they diverge on the involvement of stakeholders in the creation of a shared vision, the overall view is that stakeholders must be collaboratively involved in the process (Doten-Snitker, Margherio, Litzler, Ingram, and Williams, 2020). 
Kotter (1996) highlights that a good vision will recognise the sacrifices that need to be made, but also highlights the eventual benefits that will become available. 
According to Kotter (1996) the most effective visions share a number of characteristics. They look to the future, they identify new possibilities, they are realistic, and they are easy to communicate (Kotter, 1996).  

Building the team
Companies that are successful in embracing change and building corporate sustainability into their organisations have leaders that are change champions and who create the right environment where others within the organisation are open to accepting the change (Stanwick and Stanwick, 2021). 
A successful strategy needs leaders who have the necessary skills to drive and navigate the change (PMI, 2014). According to the Project Management Institute (2014), the role of a change leader is to prepare the organisation for the change and ensure that the organisation has buy-in from stakeholders. 
However, successful change management is not just about who leads the process. According to the Project Management Institute (2014) there are two factors that result in effective change management. The first being support by senior management and the second being the involvement of other stakeholders (PMI, 2014). 
Kotter (1996) describes the process of change management as so difficult that success often involves many people from across an organisation. He argues that there is danger when relying on one sole executive such as the CEO in delivering change. No one individual would be able to deliver all the aspects of a change management plan, such as developing the vision, communicating it to a wide audience, eliminating all the obstacles, and anchor new approaches within the organisation’s culture (Kotter, 1996). 
Kotter, (1996), advocates for an approach that builds a ‘guiding coalition’ which includes people with power, expertise, credibility and leadership. Furthermore, Macaulay (2023) argues that collaborative leadership across an organisation is in fact an essential part of delivering successful change and to be effective, organisations must develop a team of leaders from across the organisation.
There are examples of where a coalition has been used to great effect including the NHS who established an NHS Net Zero Expert Panel to understand how and when the NHS would be able to reach net zero (NHS England, 2020). 
Senge, Lichtenstein, Kaeufer, Bradbury and Caroll (2007) expand on this viewpoint by stating that businesses are recognising the limitations of what they can achieve alone and are now starting to look outside of their own organisation. 
When responding to environmental and social issues, there is evidence that organisations are realising that they are better equipped to respond as part of a coalition (Kanter and Hayirli, 2022) and there are many collaborative examples that we can point to. This includes the Milan Food Policy, which has seen a collaboration between public and private sector organisations join together to tackle the rising problem of edible food going to waste (Ellen MacArthur Foundation, 2023). 
Within the transport sector there are also examples of collaboration initiatives, including the UK Government’s New Zero Transport Board (UK Gov, 2023) and Ceres’ Corporate Electric Vehicle Alliance (2023) which has brought together a collaborative group of companies focussed on transitioning to net zero emissions. 
Therefore, one of the key areas of change management for Eddie Stobart needs to involve building a team of leaders from across the organisation who will deliver the change management plan. But further to this, the company also needs to look at wider collaboration across the industry.




The importance of communications 
According to a report by the Economist Intelligence Unit (2013, quoted in PMI, 2014) poor communication is one of the main reasons of why change management initiatives fail. Their research highlights that half of all unsuccessful change projects could be put down to ineffective communications (PMI, 2014). 
Indeed, it has been highlighted that the key to delivering sustainable change lies in effective communications (Proctor and Doukakis, 2003). Furthermore, The Management Study Guide (2023) highlights that without involving and motivating key stakeholders an organisation is unlikely to succeed in delivering change. 
Research by PMI (2014) shows that key factors that result in an effective change management programme include creating an effective communications plan, the execution of the plan, and continuous measuring and communication. 
As well as being one of the most important parts of the change management process, communications, are, however, also one of the most complicated (Management Study Guide, 2023). Therefore, a clearly planned communications strategy is an important part of the change management plan for Eddie Stobart.  
A clearly planned communications strategy builds trust as it helps everyone within the organisation to understand why the change is necessary and the role that they play within it (Trauner, 2023). While communications across both internal and external audiences should be ‘consistent, frequent and across multiple channels’ (Trauner, 2023). 
There are many channels that the company can choose to communicate the change vision, including: emails, speeches, videos, newsletters, interactive workshops, and social media. But the important part of the communications plan is to ensure that it communicates the change vision clearly, that it highlights the benefits and impacts of the change, ensures the active participation of leaders in communicating throughout the change process, uses all available channels, provides opportunities for a two-way conversation and feedback, and repeats the message throughout the process (Management Study Guide, 2023). 

Innovating for the future 
Whereas many businesses have previously been able to use many tools to identify future scenarios and take well-informed decisions, when addressing sustainability challenges predicting the future is becoming increasingly challenging and there is a need to work with new approaches that recognise an uncertain future (Sharpe, Hodgson, Leicester, Lyon and Fazey, 2016). 
Business such as Eddie Stobart have enjoyed success in the past, this has the potential to become a future threat if the company fails to view change as an opportunity to develop and grow the business into a sustainable company (Stanwick and Stanwick, 2021). 
Many businesses have failed due to their inability to predict future trends that may impact their current business model. Kodak, which was once one of the world’s largest producers of cameras, suffered failure due to its inability to foresee the future growth of digital cameras (Watson, 2021). Another example where failure to identify growing trends is the former video renting company Blockbuster, whose failure to address the growing streaming services meant that their business model was ultimately unsuccessful (Hampton, 2017). 
Drucker identified four areas that contribute to making change happen. These ACE-I areas include: abandonment of areas an organisation has outgrown or has become obsolete; continuous productivity improvement; exploiting successes; and innovation (Corporate Learning Network, 2021). 
The Three Horizons framework centres around the need to bring together stakeholders, as identified earlier, to look at three distinct patterns. The first horizon enables organisations to look at the ways things are currently done and which areas no longer fit within the a new sustainable future. The second horizon identifies transitional activities and innovation that can then lead to the third horizon, which is the future direction for the organisation (Sharpe, Hodgson, Leicester, Lyon, and Fazey, 2016). 
 In developing a Three Horizons Framework, the company should follow a series of steps: examine the present concerns; explore future directions; ensure innovation is in play; consider the essential features to remain (Sharpe, Hodgson, Leicester, Lyon, and Fazey, 2016).  An example of a Three Horizons Framework is included in Appendix 2.
Businesses that use a Three Horizon approach are in a better position to understand short, medium, and long-term futures (Sharpe, 2019). 
One of the key aspects of the Three Horizons approach is the need to innovate new technologies and processes. Innovation is extremely important to an organisation’s survival and growth. As shown earlier, companies that have failed to innovate and spot future trends have struggled to remain competitive or survive. 
Additionally, sustainable innovation has become increasingly important. Traditional innovation, although profitable, can cause harm to employees or the environment (Lee, 2021). The Three Horizons Framework not only identifies ways that the company can innovate, but it enables this to be done in context with other issues, such as sustainability. 
Within the heavy goods sector the Three Horizons Framework will help to identify short-term, medium-term and long-term innovations, such as improving the efficiency of HGV fleets, shifting from fossil fuels to low carbon technologies such as hydrogen, and the use of other low carbon fuels such as biodiesel and biogas (British Retail Consortium, 2023). 


3
Conclusion
This report has set out the reasons why change management is needed at Eddie Stobart. It has identified the reasons why change is often resisted and identified the best way forward for the company to deliver effective change, using a change model process. The full change management model is included in Appendix 3. 
Whilst the author has identified key areas within the change management process, such as the current business environment, a share vision for the future, building the team, the importance of communication, and innovating for the future, the author acknowledges the limitation to this report. Therefore, although included within the change management plan for Eddie Stobart, further research should be carried out into areas such as training and support and monitoring and assessment. 
 However, this report identifies vital steps that the company needs to take and should be taken into consideration when further developing the change management plan. 

Appendices 
Appendix 1: An example materiality matrix (S&P Global Ratings, 2022) 
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Appendix 2: An example Three Horizons Framework 
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Appendix 3: Eddie Stobart, Change Management Plan

	Goals
	Objectives
	Strategies
	Timeline  

	
A new vision


	Create a new vision for the company going forward.  



 


	Conduct a stakeholder analysis to identify key stakeholders. 

Carry out a materiality assessment to identify the key issues for stakeholders. 

Using the Three Horizon’s Framework, identify the key business as usual, new approaches, and the need for change. 

Identify risks for the company and wider sector. 

	Within first two months. 



Quarter 1. 






End of quarter 3.








End of quarter 3.  

	Building the leading team

	Ensure an effective team is in place to manage the change management process. 

	Use the stakeholder analysis to identify key members of the change delivery team. 
	End of quarter 4. 

	
Raise awareness
	Get buy-in from the senior management team/company board. 

Communicate the need for change. 

Identify and communicate the benefits of change, 



	Identify key messages and develop an overall communications plan. This should include addressing: the need for change; how the company will get there; the benefits to reaching the goals; the opportunities and business case. 

Deliver an online/in-person training session on the risks of climate change and emissions from transport. 

Identify key advocates within the business to act as ambassadors within their function. 

Continuously seek feedback. 

Address any concerns though online Q&As with the senior change management team ensuring they are seen as engaging and available. 

Continue communications throughout the change management process in order to keep momentum and address any future concerns. 


	End of quarter 3 and continue throughout the change management process.










As soon as can be reasonably carried out, but by the start of the change process. Ideally quarter 3/4 


Quarter 3. 






Continuous.  


Beginning at quarter 3 and carrying on throughout the process. 




Continuous. 

















	
Innovating for the future
	Where are the key are can be done to increase sustainability.

Innovate and research to identify new technologies to achieve overall aim of reducing the company’s emissions.  





	Identify collaborative networks. 

Identify what is not working within the organisation and the need for change using the three horizons framework.

Ensure effective collaboration to learn from others in the industry. 

Begin setting targets 

	Quarter 2. 



Quarter 2. 







Quarter 3. 




Quarter 4. 

	
Ability
	Give employees the tools they need to be confident and able to work with the new technologies. 



	Identify relevant training initiatives. 




Reward those employees who are embracing the changes. 


	End of the first twelve months and as new initiatives are brought into the company. 

First two years of change initiatives. 

	
Monitoring 
	Monitor the change – is the company seeing a reduction in its emissions from transport. 






	Identify the most common concerns and ensure these have been addressed. 

Share experiences and use positive feedback. 
 


Can the company learn from any mistakes. 

	Continuously. 





This should be done throughout the process. 



Continuously. 
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