













CHANGE INITIATIVE REPORT: EXXONMOBIL SUSTAINABILITY INITIATIVE



Tariq Hassoun





EXECUTIVE SUMMARY
This report addresses Exxon's pressing challenge of transforming its fundamentally unsustainable practices into a sustainable business model. It emphasises the importance of a well-designed change initiative plan and the selection of an appropriate change management model to guide Exxon through this complex transition. The key components of a change initiative plan are identified and analysed, providing a comprehensive framework for successful change implementation. The report analyses Exxon’s organisational context to evaluate leading change management models’ compatibility with Exxon’s needs.

Considering Exxon's organisational context and the need for transformational change, Kotter's 8-Step Change Model is recommended as the most suitable change management model. The report concludes with an action plan utilising Kotter’s 8-Step Change Model (Appendix A), which outlines the key steps and timelines for Exxon's Sustainability change initiative. This action plan provides a practical roadmap for Exxon to follow in its journey towards sustainability.
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[bookmark: _Toc136078513]INTRODUCTION
Exxon (Exxon) are faced with a pressing business sustainability challenge; how to make a major oil and gas corporation, founded on fundamentally unsustainable practices, a sustainable business? To overcome its many environmental, technological, social, and regulatory sustainability challenges, Exxon requires transformational change. Driven by inspirational and charismatic leadership, Exxon must develop an innovative and sustainability-focused organisational culture that not only has the capabilities to overcome complex and unprecedented challenges but also possesses the intrinsic motivation to become a sustainability leader within the energy sector. With this clear change initiative in mind, Exxon must deploy a plan that will enable the organisation to effectively navigate this complex transition. This report will identify and analyse the key components of a change initiative plan, select the most appropriate change management model for Exxon’s organisational culture change aspirations, and deliver a robust change initiative plan.
[bookmark: _Toc136078514]KEY COMPONENTS OF A CHANGE MODEL
Organisational change on a regular basis is integral to the growth and success of business. It allows organisations to retain or gain a competitive edge and remain relevant in evolving markets by stimulating innovation, increasing efficiency, driving sustainability, etc. However, many organisations struggle to successfully implement change initiatives, citing a wide range of causes for failing to meet its objectives, such as starting with a poor change management strategy, ineffective communication, lack of employee engagement, and failing to identify and address resistance (By, 2005). Applying one of the many established change models can help address these challenges, however there is no one size fits all and the right change model must be applied within the right context to be effective. Understanding the key components of a change initiative plan and how they apply within a specific context will make it easier to select a model, or combination of models, that will best support Exxon’s change aspirations (Errida A, 2021).

There are several widely accepted change management models, such as Lewin’s Change Model, the McKinsey 7-S Model, Kotter’s 8-Step Change Model, and the ADKAR Change Model. All models provide guidelines to help successfully lead change, but every model varies in its approach and application. Although each model is unique, many of them share the same key components. It is important to understand these components and determine how they can be applied to develop Exxon’s change initiative plan.

[bookmark: _Toc136078515]VISION AND GOALS
Starting with a clear vision and goals is crucial for several reasons: it establishes a roadmap for success, aligns stakeholders, motivates individuals, enables effective decision-making, and facilitates progress towards desired outcomes (Errida A, 2021). It serves as a guiding compass, shaping the organisation's culture, strategies, and actions. Supporting the vision with specific, measurable, attainable, relevant, and time-bound (SMART) goals will help develop a plan that will enable the organisation to realise its vision. Exxon’s change initiative plan must go beyond defining its vision—becoming the most sustainable organisation in the energy sector—by establishing a set of goals with key milestones that provide a clear path to achieving the vision (Leonard & Watts, 2022).

[bookmark: _Toc136078516]STAKEHOLDER ANALYSIS 
Conducting a stakeholder analysis provides a structured approach to understanding and assessing the interests, influence, and potential impact of various stakeholders on a change initiative. Identifying and engaging relevant stakeholders, including employees, shareholders, local communities, customers, governmental and regulatory authorities, suppliers, and environmental groups will enable change leaders to understand stakeholders’ concerns, expectations, and potential resistance to change (Shirey, 2012). Engaging and effectively addressing the concerns and expectations of Exxon’s large and diverse group of stakeholders will require significant time and resources but will play a critical role in reducing resistance.

[bookmark: _Toc136078517]CHANGE MANAGEMENT TEAM
Establishing dedicated change management resources responsible for planning, executing, and monitoring the change initiative will keep activities on track by providing focus and a point of responsibility and accountability. The resources must possess the necessary expertise and authority to drive the sustainability efforts (Prosci, n.d.). As a multinational corporation, Exxon’s workforce is vast and dispersed, likely requiring several change management teams to implement throughout the entire organisation. To better optimise its resources, Exxon would benefit from partnering with an external consultancy firm with a global presence, such as McKinsey or IBM. This would enable Exxon to deploy a smaller, but highly trained, internal team of change experts that would engage with the consultant at a strategic level and use the consultant’s extensive resources to ensure implementation and standardisation across Exxon’s global network. 

[bookmark: _Toc136078518]GAP ANALYSIS
Assessing the current state of sustainability within Exxon and comparing it to its sustainability expectations will help identify areas for improvement and determine the gaps that need to be addressed to meet its objectives. A gap analysis will enable leadership to develop a strategy to overcome issues and improve performance. Additionally, the outcome will help Exxon prioritise actions and allocate resources more effectively (Leonard & Bottorff, 2022).

[bookmark: _Toc136078519]ACTION PLAN
Developing a detailed plan outlining specific actions, timelines, and responsible parties for each initiative helps create a roadmap that will guide employees, with specific actions, to achieve change. An action plan provides structure, accountability, and transparency to change management efforts. It facilitates effective planning, resource allocation, progress monitoring, communication, and risk management, ultimately increasing the likelihood of successful change implementation (Ewenstein, et al., 2015). 

[bookmark: _Toc136078520]COMMUNICATION AND ENGAGEMENT
Creating a comprehensive communication strategy will ensure timely information is disseminated to stakeholders about the change initiative and its progress. Sharing external success stories will inspire and motivate employees and other stakeholders by providing insights and opportunities to learn from organisations that have successfully implemented sustainable practices to improve organisational performance (Johnson, 2017). Developing and distributing easy to digest content, such as short videos or infographics, will help engage employees at all levels to foster a sense of ownership and commitment towards the initiative’s goals. Employing multiple channels of communication (e.g. social media, email, townhalls, etc.) will increase Exxon’s penetration and further embed its key messages. Using targeted communications—communications tailored for the specific stakeholder—will drive more impact by appealing to each stakeholder’s needs and interests (Clayton, 2015).

[bookmark: _Toc136078521]TRAINING AND EDUCATION
Providing training and educational programmes to enhance employees' knowledge and skills related to sustainability will not only help employees better understand the change but will also enable them to adopt new concepts more easily. A solid understanding of the changes being implemented will reduce resistance and create greater engagement by helping employees understand how the changes will benefit them and the organisation. Exxon may include educating staff on best practices, promoting environmentally friendly behaviours, and encouraging innovation in sustainable technologies and practices (Ardent Learning, 2021).

[bookmark: _Toc136078522]PERFORMANCE MEASUREMENT AND EVALUATION
Establishing key performance indicators (KPIs) provides a simple but robust way to track progress towards goals. It is important to regularly assess and evaluate the effectiveness of initiatives, to identify areas for improvement, and make necessary adjustments to ensure ongoing success (Bond, 1999). There are various methods Exxon can employee to assess the success of organisational change, such as employee readiness assessments, employee engagement and buy-in assessments, satisfaction surveys usage, and utilisation reports.

[bookmark: _Toc136078523]CONTINUOUS IMPROVEMENT
Fostering a culture of continuous improvement by encouraging feedback, learning from failures, and adapting strategies accordingly is crucial to ensure the changes made are not only embedded in the culture but continue to develop. Regularly reviewing and updating the change initiative plan based on emerging trends, technological advancements, and evolving sustainability standards will ensure the plan remains relevant and impactful  (Bond, 1999). Exxon must continue to invest in its employees beyond the completion of the plan by providing additional training, empowering employees to make changes, and creating a safe space to fail.

Applying these components to Exxon's context would involve aligning the vision and goals with sustainable practices and setting specific targets for reducing carbon emissions, transitioning to cleaner energy sources, and minimising environmental impact. Engaging stakeholders, including shareholders, environmental groups, and local communities, is crucial for building support and addressing concerns. The change initiative plan should encompass initiatives such as investing in renewable energy and integrating sustainable practices across the organisation. Effective communication, training, and performance measurement will be key to driving behaviour change and tracking progress towards sustainability goals.
[bookmark: _Toc136078524]SELECTING A CHANGE MANAGEMENT MODEL
Exxon presents a challenging environment for change implementation due to its size, complexity, and diverse stakeholder base. Selecting the most effective change management model will provide a systematic approach to guide Exxon through the complex process of implementing change. Selecting the most effective change management model for Exxon requires a thorough understanding of the organisational context, careful evaluation of various models, and consideration of implementation factors. 

Before selecting a change management model, it is crucial to comprehend the organisational context within which the change will take place. Assessing the cultural aspects of the company will help in understanding how employees perceive and react to change initiatives. Exxon has a rich history and a distinct organisational culture. Employees recognise collaboration, integrity, and innovation as some of the organisation’s strongest cultural values, while identifying agility, performance, and execution as some of its weakest (MITSloan Management Review, n.d.). The prevalent leadership style within Exxon will influence its approach to change management. Understanding the leadership philosophy and practices is essential for aligning the change management model with the organisation's leadership. Exxon has been known for its hierarchical and disciplined leadership style. The company has historically emphasised a top-down approach to decision-making and has operated under a highly centralised organisational structure (Crowley, 2022). 
Several change management models exist, each with its own strengths and limitations. Evaluating these models based on their compatibility with Exxon's needs is critical. Some commonly used models include:

1. Lewin's Change Management Model: Lewin's three-step model (unfreeze, change, refreeze) emphasises creating an awareness of and a sense of urgency for change, implementing change, and anchoring it into the organisation's culture. It suits situations where stability and structure are important (Hussain, et al., 2018).

2. Kotter's 8-Step Change Model: Kotter's model focuses on establishing a sense of urgency, developing a vision, building a guiding coalition, and empowering employees to enable successful change. The eight steps are formed within three phases: create climate for change, engage and enable, and implement and sustain. It is suitable for large-scale, transformative initiatives within complex organisations like Exxon (Kotter, n.d.).

3. McKinsey 7-S Framework: This model examines seven interconnected elements, including strategy, structure, systems, and shared values, to identify areas that need to change. It provides a holistic view and is useful when the change requires aligning multiple organisational components (Suwanda & Nugroho, 2022).

Taking the above factors in to consideration ensures that Exxon’s change initiative is executed efficiently and that the desired outcomes are achieved in a manner that is sustainable and beneficial for the entire organisation. As a longstanding and highly successful organisation, Exxon provides the stability and structure required to leverage a model such as Lewin’s model. However, the large-scale and complex nature of the initiative requires transformational change, which will ultimately need to challenge the status quo, presenting Kotter’s 8-step model as a viable option. Kotter’s 8-step model will also help overcome some of Exxon’s hierarchical constraints by establishing a guiding coalition and empowering employees to drive change.
[bookmark: _Toc136078525]CONCLUSION
Exxon faces the challenge of transforming its fundamentally unsustainable practices into a sustainable business model. To achieve this, Exxon requires a change initiative plan that addresses key components essential for successful change implementation. These components include a clear vision and goals, stakeholder analysis, a dedicated change management team, gap analysis, an action plan, effective communication and engagement, training and education, performance measurement and evaluation, and a culture of continuous improvement.

The selection of an appropriate change management model is crucial for Exxon's success. Considering Exxon's organisational context, such as its cultural values and leadership style, is vital in choosing a model that aligns with the company's needs. Several models, including Lewin's Change Management Model, Kotter's 8-Step Change Model, and the McKinsey 7-S Framework, offer different approaches and strengths.

Lewin's model provides stability and structure, making it suitable for leveraging Exxon's well-experience leadership and organisational maturity. However, given the need for transformational change and overcoming hierarchical constraints, Kotter's 8-step model emerges as the most viable option.
[bookmark: _Toc136078526]RECOMMENDATIONS
Recommendations for developing Exxon’s change initiative plan to become the most sustainable organisation in the energy sector by developing a more sustainability-focused and innovative organisational culture:

1. Develop a clear vision and set SMART goals: Exxon should establish a vision of becoming the most sustainable organisation in the energy sector and define specific goals with key milestones. These goals should provide a clear path to achieving the vision and guide the change initiative plan.

2. Engage stakeholders: Conduct a thorough stakeholder analysis to understand their concerns, expectations, and potential resistance to change. Engage stakeholders, including employees, shareholders, local communities, customers, and regulatory authorities, to build support and address their concerns.

3. Establish a dedicated change management team: Form a dedicated team responsible for planning, executing, and monitoring the change initiative. This team should possess the necessary expertise and authority to drive sustainability efforts. Consider partnering with an external consultancy firm to optimise resources and ensure implementation across Exxon's global network.

4. Conduct a gap analysis: Assess the current state of sustainability within Exxon to identify areas for improvement and determine the gaps that need to be addressed. This analysis will help prioritise actions and allocate resources effectively.

5. Develop a detailed action plan: Create a comprehensive plan that outlines specific actions, timelines, and responsible parties for each sustainability initiative. This plan should cover areas such as reducing greenhouse gas emissions, transitioning to renewable energy sources, and implementing sustainable practices across operations.

6. Communicate and engage effectively: Develop a robust communication strategy to share timely information about the change initiative's progress with stakeholders. Use targeted communications and multiple channels to increase penetration and embed key messages. Create engaging content, such as videos or infographics, to foster ownership and commitment among employees.

7. Provide training and education: Offer training and educational programmes to enhance employees' knowledge and skills related to sustainability. Educating employees on best practices, promoting environmentally friendly behaviours, and encouraging innovation will foster understanding, reduce resistance, and drive engagement.

8. Measure performance and evaluate progress: Establish key performance indicators (KPIs) to track progress towards sustainability goals. Regularly assess and evaluate initiatives to identify areas for improvement and make necessary adjustments.

9. Foster a culture of continuous improvement: Encourage feedback, learn from failures, and adapt strategies accordingly. Regularly review and update the change initiative plan based on emerging trends, technological advancements, and evolving sustainability standards. Invest in employees by providing ongoing training, empowering them to make changes, and creating a safe space to experiment and learn.

By implementing these recommendations and selecting an appropriate change management model like Kotter's 8-Step Change Model, Exxon can navigate the complex transition towards sustainability, becoming a leader in the energy sector while addressing environmental, social, and regulatory challenges.
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	Organisation
	ExxonMobil

	Plan Name
	Sustainability Change Initiative

	Start Date
	1st June 2023

	End Date
	1st April 2024


	Plan Description

	Exxon's transformation towards sustainability follows Kotter's 8-step change model, beginning with the creation of a sense of urgency and the formation of a guiding coalition. The plan focuses on developing a clear vision and strategic goals, communicating them effectively throughout the organisation, removing barriers, and empowering employees to take action. Short-term wins are generated to maintain momentum, while long-term sustainability is achieved through continuous improvement, institutionalisation of change, and integration of sustainability into the organisational culture. This comprehensive plan, implemented over an ambitious but realistic timeline, aims to drive Exxon's successful transition towards becoming a leader in sustainable business.






	PHASE
	STEP
	OBJECTIVE
	ACTION
	TIMELINE

	CREATE CLIMATE FOR
CHANGE
	1
	Create Urgency
	Develop a compelling case for change and raise awareness about the need for Exxon to transform into a sustainable business. 
	Conduct an in-depth assessment of Exxon's environmental impact and the potential risks and opportunities associated with sustainability. 
	1/6/23 – 1/7/23

	
	
	
	Engage key stakeholders, including employees, shareholders, and regulatory authorities, to understand the urgency and gain their support. 
	Communicate the findings and the case for change through town hall meetings, internal communications, and targeted stakeholder engagement.
	1/7/23 – 14/7/23

	
	
	
	
	Establish a sustainability task force comprised of representatives from different departments to drive the change initiative.
	1/7/23 – 14/7/23

	
	2
	Create a Guiding Coalition
	Establish a dedicated change management team with the authority and expertise to lead the sustainability transformation.
	Define the roles and responsibilities of the change management team.
	14/7/23 – 21/7/23

	
	
	
	
	Identify and select members for the change management team, ensuring representation from various departments and geographical locations. Appoint consultants if additional resources and expertise is required.
	21/7/23 – 14/8/23

	
	
	
	Build a coalition of influential leaders and champions who will support and advocate for the change initiative.
	Engage senior leaders as change sponsors and provide them with the necessary resources and support to drive the change. 
	1/8/23 – 14/8/23

	
	3
	Create Vision and Goals for Change
	Create a clear and inspiring vision for Exxon's sustainability transformation.
	Facilitate workshops and collaborative sessions with key stakeholders to develop a shared vision for Exxon's sustainability journey.
	14/8/23 – 14/11/23

	
	
	
	Define strategic goals that align with the vision and provide a roadmap for achieving sustainability targets. 
	Translate the vision into specific strategic goals, incorporating measurable targets and milestones.
	14/11/23 – 14/12/23

	
	
	
	
	Communicate the vision and goals widely throughout the organisation to generate alignment and commitment. 
	14/12/23 – 1/1/24

	ENGAGE & ENABLE
	4
	Communicate Vision
	Ensure effective communication of the sustainability vision and goals throughout the organisation.
	Develop a comprehensive communication plan that includes various channels, such as emails, intranet, town hall meetings, and social media.
	1/12/23 – 14/12/23

	
	
	
	
	Provide regular updates on the progress of the change initiative, sharing success stories and highlighting employee contributions. 
	On-going

	
	
	
	Empower employees at all levels to take ownership and contribute to the change initiative 
	Establish cross-functional teams and task forces to work on specific sustainability projects, encouraging employee involvement and innovation. 
	1/1/24 – On-going

	
	5
	Empower Broad-Based Action
	Identify and address barriers that hinder the progress of the sustainability transformation.
	Conduct regular assessments to identify barriers, such as resistance to change, lack of resources, or outdated processes.
	Quarterly (On-going)

	
	
	
	
	Develop strategies to address identified barriers, including targeted training programmes, process improvements, and resource allocation.
	On-going

	
	
	
	Create an enabling environment by removing obstacles and providing necessary resources.
	Foster a culture of empowerment and accountability, encouraging employees to overcome challenges and drive sustainable practices.
	On-going

	
	6
	Create Short-Term Wins
	Achieve visible and tangible successes in implementing sustainable practices to demonstrate the benefits of the change initiative.
	Prioritise and implement sustainability initiatives that can deliver quick wins, such as energy-saving projects or waste reduction programmes. 
	1/1/24 – 1/3/24

	
	
	
	Celebrate achievements and maintain momentum for further progress.
	Regularly communicate and celebrate these successes, recognising individuals and teams that contribute to the change.
	Monthly

	
	
	
	
	Share the impact of these short-term wins with stakeholders to build credibility and garner support.
	Quarterly

	IMPLEMENT & SUSTAIN
	7
	Build on Change
	Embed sustainability practices and behaviours into the organisational culture.
	Develop training programmes and workshops to build sustainable practices into employees' daily work routines. 
	1/1/24 – 1/3/24

	
	
	
	Continuously refine and expand sustainability initiatives to drive long-term success.
	Establish feedback mechanisms and learning opportunities to promote continuous improvement and innovation. 
	14/12/23 – 1/1/24

	
	
	
	
	Regularly evaluate progress and adjust strategies as needed, ensuring that sustainability remains a priority across all levels of the organisation. 
	Quarterly

	
	8
	Anchor changes in Culture
	Integrate sustainability into Exxon's core values, policies, and processes. 
	Update organisational policies and procedures to reflect the importance of sustainability. 
	1/3/24 – On-going

	
	
	
	
	Incorporate sustainability considerations into performance evaluation, rewards, and recognition systems. 
	1/3/24 – On-going

	
	
	
	Ensure that the change initiative becomes part of the organisational DNA. 
	Continuously reinforce the sustainability vision and goals through leadership messaging, training programmes, and ongoing communication efforts. 
	On-going
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