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1.0 Introduction
This assignment is aiming to analyse the strategic change in business organisation. Strategic change influences business performance and significant factors which impact on business brand image in the market. Strategic change is aimed to make things better in the organisation. The main objective of this assignment is to analyse the strategic change in DHL and different drivers and tools used to manage change and made it compatible in a business environment. Macro and micro environmental analysis made using different tools like SWOT, PEST and VRIO model to understand organisational health. Strategic changes guide the company to prepare, equip and support them to drive outcomes (Kelman, 2017). For a company to successfully launch its strategic changes, it has to consider its environment; both micro and macro environment. Analysing the impact of the country’s condition, it will have on the industry, and the company will assist in making a suitable strategic change.
[bookmark: _Toc19633179]2.0 Discussion
This part has given its attention to the different tools and models used to analyse DHL performance and its strength in the market. 
[bookmark: _Toc19633180]2.1 Concept of Strategic Change 
Strategic change is re-organising a business or marketing strategy that is solely performed to achieve a crucial objective, and organisational change refers to the standard results of reconsidering the business plan (Huy et al., 2016). A business that is going through a maturing process requires turnaround deals. Turnaround actions such as re-engineering, re-organisation and innovation are the operational part of the strategic change (Fairley, 2019). Re-engineering is the systematic radical changes made by a business or company to get its work done. The changes are made in the overall business cost, its services, production, and quality of using various techniques and tools that define a company’s system in the customer-related procedure (Piva and Vivarelli, 2018). The increasing number of competitors in the market forces a company to plan and adapt new strategic changes or lose its competitiveness. 
The changes in the company are supposed to help it fortify its means cross-divisionally (Kolter, et., al., 2010). The system of e-commerce is sought to be capitalised for growth for penetrating new markets like in Chile, Malaysia and Vietnam. The company seeks to garner at least 30% of revenue as a group by extending business in the emerging markets by 2020. The mission of the company is “Excellence, Delivered. – is our guiding light” (DHL, 2019). 
[bookmark: _Toc19633181]
2.2Environmental analysis (Micro and macro environment) 
[bookmark: _Toc19633182]2.2.1 SWOT Analysis-
This analysis of DHL Company will provide a detailed investigation of the strengths, weaknesses, opportunities and threats.
	Strength:
· Brand portfolio.
· Cover leading market share in the worldwide air cargo market
· More than 220 countries connected with its network.
· 275,000 employees are serving worldwide
· Secured position of “World’s Top 50 Cargo Airlines” in magazines (Piva and Vivarelli, 2018) 

	Weakness:
· Poor marketing (Virmani, 2019)
· Reliance on local agencies
· Government-owned competitors
· Market share growth is limited due to government competitors. 


	Opportunities:
· Stable cash flow
· E-commerce
· Market penetration
· DHL can tie-up with corporate houses
· Can enter into financial markets 
· Worldwide business expension

	Threat:
· Rising competition
· Local agencies
· Exchange rate
·  E-commerce attraction 
· Natural disasters and weak spending economies 
· Increased electronic communication avoiding traditional messaging like (letter).


Table 1: SWOT analysis                          
The company has its department dedicated to customer relationship and consistently maintained a higher level of customer satisfaction among the customers. It has a robust, reliable supplier for raw materials spread across the globe. Until 2016, DHL supply chain was operated in Canada and the USA (Lieb and Lieb, 2010). Their automotive sector is shifting to China, India and Mexico as they are the notable vehicle and its part manufacturers (Novicevic et al., 2004). The company invests in enormous resources for training and learning programmes for its employees, resulting in a workforce that is highly skilled and motivated to perform best. DHL Company has invested in building a strong brand portfolio by expanding its market to 220 countries in the past 40 years. Setting up and expanding the business to new territories require substantial investment though the return on investment is not instant, it affects the company’s economy (Rajkumar and Abraham, 2018). Due to its extensive network across the globe, local agencies and their partnership are essential for the company. It directly impacts the regulation of the company. Rawlins, De Lange and Fraser (2018) stated that stable cash flow contributes to new opportunities to invest in such as new technology or new product or service. E-commerce is the present shopping trend. It promotes the opportunity of DHL to expand in this platform. DHL has its foot in almost all the markets; using this potential, they should focus on their international supply chain. DHL has various small and prime competitors in all the markets (Piva and Vivarelli, 2018). Their primary threat is the local courier agencies that operate at lesser and perceptive prices and can provide quality service. The value of a country’s currency keeps fluctuating against another country. Fluctuation in the exchange rate affects companies like DHL that deals internationally (Lieb & Lieb, 2010).
[bookmark: _Toc19633183]
2.2.2 PEST Analysis-
This detailed PEST analysis of DHL Company will cover the external factors that can have either a positive or a negative effect on the company and how these factors affect the operations and its market in various countries.
[image: ]
[bookmark: _Toc19633214]Figure 1PEST analysis                                                                                       Source- (Fairley, 2019). 
2.2.2.1 Political Factors: 
Diverse ranges of political factors are prevalent that impact the profitability and chances of company survival in the market. DHL profitability may influence with the sudden change in existing regimes to civil unrest and significant decision for the common public by the government. The government made some laws with regards to business-like as contract law that restrict DHL, prohibit alcohol or and some strict norms and inefficient red tape are discouraging business. 
Piva and Vivarelli, (2018) stated that protection of company intellectual property is unsecured, some country does not have policies of IP protection and made DHL risky to invest. Some trade barriers also influence business in the host country, and if they are healthy, it may benefit for companies to save companies by preventing potential exports.
Increased rate of taxes in the economy also influence DHL profitability. An increased tax directly impacts the fare/charges which restrict customers to use aircraft services very frequently. Government policies for minimum wages are not implemented effectively, which adversely influence the cost of aircraft operation and reduce its profitability (Massa, Tucci and Afuah, 2017). The DHL Company was emerged in Germany and later expanded throughout the world. The political condition of Europe is stable with flexible trade rules which make it easy for the company to do business (Manzini, Pareschi & Persona, 2007). However, if DHL provides services in countries with unstable political conditions, it might affect its business while obeying different import and export tariffs and trade policies, resulting in more cost and less sale (Ravanfar, 2015).
2.2.2.2Economic factor: Growth of the CEP market is directly linked with the level of GDP. International trades are rising with industrialisation made DHL services more important for various industries. Increased quality awareness among customers, reduced product life cycle are significant issues that were forcing DHL to maintain its high-quality standards (Brozovic, 2018).
Global crises have declined economic standard and adversely affected the entire logistic market. Shipments have been decreased, and the recession has forced big companies to fight for managing operational cost and management has to change their investment plans and business strategies (Tennant, 2017).
2.2.2.3 Social factor: 
Social factors affect customers’ needs, and it is vital to know about customer needs to get competitive business advantage. Role of Research & Development is significantly vital for analysing customers’ needs. DHL has to respond change for fulfilling society requirement from business (Ravanfar, 2015). DHL has to survey customer satisfaction, market surveys, and employees’ satisfaction survey to build the right brand image in market. Borderline has removed in EU which made business more accessible to the public in different countries of EU. Emerging markets are enabling the company to develop its brand image and getting competitive business advantage from these standard areas (Brozovic, 2018).        
DHL has to maintain some social cost under its CSR policies to attract customers. DHL has to manage this cost by conducting an environmentally friendly program to balance the environmental friendly oriented customers (Kelman, 2017).
2.2.2.4 Technological factor: Technology plays an essential role in the logistics business, and DHL is based on reliability and speed. DHL supply chain has introduced advance technology (Robotics). LocusBots and Sawyer collaborative robots are mainly used in its operation, and it has improved its productivity using augmented reality glasses in warehouse operations. Kunisch et al. (2017) admitted that DHL also running some pilot project like artificial intelligence to improve its customers’ services. Advance technology has registered a 10% increment in its shipments accuracy by increasing automation in its hubs and gateways. On-Demand delivery service has increased the first-time delivery success for e-commerce shipments from 80% to 92% (McIlwraith, 2016). DHL parcel metro has been introduced by DHL eCommerce unit for fast services among online retailers. That would meet customers demand intraday and next-day delivery. Parcel Metro has installed customised software that develops a virtual delivery network of local and regional to ensure maximum flexibility. 
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[bookmark: _Toc19633215]Figure 2 DHL company structure                                               (Source: DHL, 2019)
The structure of the company is a functional one, and it is also known as the bureaucratic structure. There are teams or units broken up as per the specialisation of its workforce. Value chain analysis makes sure that the internal activities of the firm are analysed when it is converting inputs to outputs (Rawlins et al., 2018). 
[image: ]
[bookmark: _Toc19633216]Figure 3-VRIO Analysis of DHL                                 (Source: Virmani, 2019)

	Valuable
	The company owns valuable sources of competitive advantages to improve its reputation and brand, Network distribution, the stability of finances, innovativeness and custom services (Massa, Tucci and Afuah, 2017).

	Rare
	Inaccuracy is rarely found in DHL services which made it valuable among customers (Virmani, 2019). 

	Imitable
	Company skills and services competencies cannot copy due to its high tech services. 

	Organised to capture value
	The company has a flair for creating innovation, custom services and a distribution network that they have organised in order to multiply in value 


Table 2: VRIN                                          source: (Lina and Ullah, 2019).	

The express division of the company, DHL is optimising its costs that are incurred indirectly by standardisation of existing processes. The company is trying to streamline the Information Technology processes architecture to adhere to quality requirements and global standards in terms of operational resources and facilities (Chen, 2015). The size and the weight of the shipments judged if they are matched for the network or not thereby trying to use it as best as possible. 
[bookmark: _Toc19633184]
2.3 Drivers of Strategic Change  
The understanding of competition and customer analysis has helped DHL to initiate in its marketing activities. The present competitors are J.B. Hunt Transport, FedEx, XPO Logistics and United Parcel Service. The future competitors are, however, tough to analyse since they are unseen (Kunisch, 2017). There are two ways of analyzing the situation of the company as per the rate of competition, the company can make a study based on customers who might approach another competitor for services or placing the existing competition in the market in brackets as per strategy-based groups as per the competitive strategy of the same (Lu and Wen, 2012). 
Understanding the marketing strategies of the competitors of the company is very important. The companies in the league of DHL have used geographic and demographic strategies of segmentation for catering to the needs of different customer profiles. They are also using targeting strategies in order to understand the deliverables (Kohler, 2016). It has been observed that the leading department stores in the UK have established tie- ups with DHL, which gives the company its competitive advantage (Huy, Sonenshein and Bresman, 2016). 
Strategic positioning is the relative position of the company within the industry as about the performance of the company (ISC, 2019). The company can have a competitive advantage based on two fronts, first is the by cost leadership and then by differentiation. The company DHL seeks to economise while setting prices so that they can capture the market segment that is being targeted. They have provided products with an acceptable quality with balanced prices which makes them turn towards that of cost leadership. 
The phrase strategic advantages were coined by the Baldridge Glossary (2008). It is a phrase that refers to marketplace benefits which put a decisive influence on the likelihood of an organisation to succeed in the It future. 
[image: ]
[bookmark: _Toc19633217]Figure 4 Strategic positioning model                                  (Source: Rajkumar and Abraham, 2018)

A translate into two things that are either the company can use lower costs or premium pricing (Massa et al., 2017). The advantages are mostly the sources of the organisation’s future and current success that is relative to the other companies selling substitute products. The two sources of advantages are partnerships and core competencies. The company that is in the league of DHL will make sure to go with the latter first and strengthen the internal capacities of the organisation. However, since they already have tie-ups with UK-based departmental stores, it can be said that the company wants to make the most of both the strategies to amplify the intrinsic capabilities and complementary capabilities in other organisations. 
As per their annual business report, 2017, company is offering to extend the post business units which are based on the demand of the market and is continuously expanding their range of allied services in the business of German parcel along with the development of digitisation of service offerings. The company is also planning to certify the employees as PeP experts latest by 2020 so that they are satisfied and can drive a level of quality of performance. 
[bookmark: _Toc19633185]
2.4 Kurt Lewin Leading Change 
[image: ]

[bookmark: _Toc19633218]Figure 5-Lewin’s model of change management                    (Source: Process Street, 2019)
Change management is an essential part of a business if the company wants to evolve. The process that is propounded by Lewin divides the entire volume of the process of the company into smaller parts that are unfreezing, making changes and refreezing. The first step is to dive into the details of how the company is already working. That helps companies such as DHL eliminate unnecessary biases and weed out the commonly accepted mistakes. The company can use communication, education and support for aligning the forces and weed out difficulties arising in transition addressing problems as they arise. Once the newly made changes are in the process the company managerial staffs have to refreeze the situation and lock in the changes, so that old destructive ideas and habits do not resurface. The company processes cannot remain the same if they are to launch themselves overseas hence this model of change can be used so that there is a conversion from the gross profit to a profit from operational activities. 
[image: ]
[bookmark: _Toc19633219]Figure 6- McKinsey’s 7-S model                            (Source: Ravanfar, 2015)
DHL can also make sure to analyse the strategy, structure, skills, systems, staff and shared values. DHL has the competent force to serve customers and advance technology in, and style of delivering services is valuable among customers. DHL has a functional business structure which enables it to manage different functions by different departments. 
[bookmark: _Toc19633186]3.0 Approaches to leading strategic change in DHL
Appropriate leadership changes were required for the development of DHL’s credibility and profitability. Organisational changes cannot be avoided; therefore, some of the processes that can be adopted for the same are: 

[bookmark: _Toc19633187]3.1 Lean production method 
There are plenty of methods that could have been applied for cutting down on wastage and eliminating any chances of the excess cost of production. Lean methods of production could have been utilised for the reduction of wastage and for creating a flow in production. The aims of the technique reiterate the goals of Six Sigma, which sets out to follow the techniques to strive for a more significant reduction in the rate of defects. The two methods identify the root of wastes differently.
 
[image: ]
[bookmark: _Toc19633220]Figure 7-Lean six-sigma                        (Source: Furterer, 2016)
Incorporation of Lean Six Sigma in the company helped in the building of the problem-solving attitude, which meant that finding a more efficient way became involuntary. The company found a better way to make sure that the supply chain was clean, and the process of optimisation of the cross-divisional business was actualised. 
A lean method of production used the PDCA (Plan-Do-Check-Act or Adjust) process and tools such as that of 5S and eight wastes to practically paving the way for continuous development.  
[image: ]
[bookmark: _Toc19633221]Figure 8- PDCA model based on Kaizen model for continuous change          
 (Source: Lina and Ullah, 2019)
PDCA method is a part of Six-sigma or Lean six sigma, and it makes sure to streamline the processes for improvement of customer satisfaction and augmentation of loyalists.
The process of TQM or Total Quality management was also implemented so that it helped in the company’s process of elimination and reduction of pitfalls and errors. The streamlining of the management of the supply chain was relevant to the process of improvement of customer experiences (Tennant, 2017). Making sure that customers were satisfied would also mean the training or re-training of employees, checking the extent of skill-gaps so that the company aims were fulfilled. 
[bookmark: _Toc19633188]
3.2 Change among Individuals  
One of the first and foremost signs of weak operational practices is that they are not making the stakeholders aware of the changes that the company about to make in the system. That is where the annual reports come in handy since it informs all relevant stakeholders regarding what kind of changes the company is undertaking (McIlwraith, 2016). Change awareness practices can be one of the methods adopted so that there is a practising of information security. The original part of awareness is in letting people know how to the changes as per DHL are taking place, and the second part is making them act in a way that the company aims are fulfilled. 
The second part can be interlinked to that of awareness and training, but they are not the same. Another way of creating awareness is through the company HRM, who will circulate reports while conducting meetings in regard to the same for the benefit of common knowledge. That is instrumental in making people understand the rationale behind the changes, and therefore, it creates a difference. Conditioning attitudes bring about a difference in people’s perceptions the reason why knowledge dissemination can never be enough through the HRs. 
An analysis is made showing how people are responding to that of risk forming the essential part of knowledge distortion and prejudice. Awareness is required as it makes a positive difference in the organisation. Awareness campaigns were run by competent candidates who never stepped outside the envelope of their capacities the reason why it was a success as far as DHL is concerned. The incompetence gap was closed, which is a part of Mitnick’s social engineering.

[image: ]
[bookmark: _Toc19633222]Figure 9Managing transition in a company using Bridges Transition Model.                (Source: Noe et al., 2017)
The emotional transition in lay man’s terms is the movement from one emotional state to another (Kohler, 2016). The model put forward by William Bridges known as the Bridges’ Transition model seeks to understand the kind of resistance to change employees may have shown in the face of changes in the DHL. The model is something that an organisation can use or has used so that changes can be better explained to the employees. A company cannot run without people, so it affects them the most. The company has been smart by giving importance to the process of transition than the outcome indicating change. 
[bookmark: _Toc19633189]
3.3 Cultural Processes in Strategic change  
Management if strategic changes have many angles and are a way out for organisations that are facing an ever-changing cultural, economic and political force. One of the most critical questions that the company needs to decide on is that of the kind of people they need and in what ways can they be rewarded, acquired and developed (Lieb and Lieb, 2010). Many political questions were decided on which includes who will influence the strategy and mission of DHL, how can power be distributed horizontally and vertically, who will be promoted for the more significant benefit of the company (Lieb and Lieb, 2010). The questions concerning culture include what core beliefs and values are essential to actualise the company’s strategy management, what are the subcultures being desired and if there ought to be an overarching of corporate culture, in what ways can the HRM mould and shape the culture etc. 
Rajkumar and Abraham (2018) proposed that culture can be sought to be stated that it is one of the critical issues in DHL that was required for the change. HRM was always instrumental in hearing out the grievances of the employees, which meant that the experience was appreciated. Participative leadership and a more democratic approach helped the company overcome the issues that could have lead to severe resistance. The company realised that group norms often influence individual behaviour since companies are mostly team-based, so the group norms were studied in detail to rule out and clarify any problems with the change rationale. 
[image: ]
[bookmark: _Toc19633223]Figure 10- The cultural web in a typical organisation.                  (Source: Chen et al., 2015)
The managers of the organisation realised the neo-negotiable cultures that should guide the behaviour of the people like that of dedication to customer satisfaction. Increased sustainable returns for shareholders were another such value that was strived to be held on to for the company while significant organisational changes were in the pipeline. The cultural processes included that of value which meant the creation of new processes. It was that of the lean methods that were promoted since it cuts down on wastage, thereby optimising productivity. This value was driven so that it energised the employees of the company, manifesting their discretionary efforts to the maximum.
                                                   
[bookmark: _Toc19633190]3.4 Response to change (resistance, conflict) 
There were many categories of changes that were seen amongst employees of the workplace at DHL. 
3.4.1 Some of them were non-active: The company employees were very comfortable rather too comfortable as the cash flow for the company was stable however changes were inevitable, and some chose not to react or comment on the same as the company chose to take measures to reduce the carbon footprint by encouraging biking to work and car-pooling (Lieb and Lieb, 2010). They were seen to be as either dreading the change or just choosing to be in denial about it. The percentages of such people were about 1 out of every 30 or so employees the reason why it did not affect the oncoming change management procedure (DHL, 2019). 

3.4.2 Reactive: Approx 50% of the people in team adheres instead of responding to the necessary changes. They thought that being cut off from facilities made it marginally to exceedingly unfair, and it was a hefty price to pay for the sake of being an employee of the company. It had been taken by the company to be a straightforward knee-jerk reaction to the process of ongoing changes. Mostly they felt that the job-perks being removed were not worthwhile as other companies had not started doing it. Hence, it was explained that sometimes it was better to start a trend that will yield positive benefits than to remain passive and sit, knowing that there is an obvious problem. 
3.4.3 Positive and proactive: There were at least 5 out of every 30 people in a team that saw something positive that would come out of the strategic changes being implemented. Being proactive gave them a sense of increased control (Kolter et al., 2010). They accepted that the changes were on the way at all times, accepted their emotions, reframed the situation to make it light and decisive while making sure to take actions in cooperation of the changes to be implemented (Kelman, 2017). 
[bookmark: _Toc19633191]3.5 Organisational Learning 
There is a growing concern in regard to the premise of organisational changes than the outcome of such change itself. It is the reason why organisational learning has been gaining prominence over the last 30 years or so. It is something that can be interpreted to be something in a continuum from the progress of complete learning to that of no learning. 
Manzini, Pareschi & Persona (2007) stated that organisational change is a continuous process that produced permanent changes in many areas of the company’s integrated initiatives. The organisation had acquired new inputs that were analysed. These new inputs were in the form of any changes in the company, DHL, changes in technology and company culture. 
The second wave of organisational learning was in the form of retention of newly acquired inputs depending on how effectively those inputs were integrated with the processes that already existed. The last part of the organisational learning involved the stabilisation and using of the new-acquired inputs in the daily processes related to the organisation (Manzini, Pareschi and Persona, 2007). Organisational learning is something improved the capacities of the company for further ways of learning. The company was flexible enough to incorporate improvement of capacities for the addressing of the grievances or issues by the identification of novel alternatives or other possible solutions. 
[bookmark: _Toc19633192]4.0 Conclusion 
Strategic change is essential in business to improve business performance. Strategic analysis of DHL made here, which showed that the company performing well in the international market still needs some improvement in customers’ services. DHL has given attention to e-commerce services and new technology to made delivery easy. DHL Express has made many changes in the past in regard to that of their letter, parcel dispatch, freight transport, express delivery, e-commerce solutions and management of supply chain. The changes were required since the internal services were supporting the entire group in the Global Business Services or GBS. The processes of Global Forwarding initiated by Tim Scharwath as a part of Freight division had been instrumental in starting the process of strategic changes on behalf of the company. Changes in the position of the new Customer Solutions and Innovation passed by Ken Allen, who was responsible for change on behalf of the organisation.
[bookmark: _Toc18601438][bookmark: _Toc19633193]
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