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                                     Introduction
In workplace some businesses need to change team members, specific job duties or work routines and even sometimes change management or new workplace technology. Being ready for change in organisation helps to maintain relationship and enhance communication between people by adapting and dealing with future innovation. And to improve productivity, companies use to incorporate more modern technologies and new software in their daily business activities.
The aim of this study is to appraise the dynamic and progressive digital transformation of a company called Trade team in production optimisation.
With a specialisation in drink distribution, Trade team is considered one of the largest logistics companies in UK. Founded in 1995, the firm is delivering the pubs, supermarkets, restaurants, and the major UK breweries with fifty million items picked and provided a year. Its network includes two thousand employees and six hundred vehicles. And since 2004, the organisation has developed a plan of continual changes and invested in assets and systems to improve and reach an excellent quality service.
But the Covid 19 has pushed Trade team to change its way of delivering. Indeed, people forced to stay at home and unable to do shopping or frequenting restaurants or pubs, had a big need of retail delivery. Therefore, implementing new e-retail delivering services could be the better solution for the firm to adapt in this competitive environment.
In the first chapter a diagnostic of the company current position will be made. In the second chapter the role of stakeholders and strategic change within the company will be discussed. A change management plan, its importance, how to develop it, and barriers to strategic change will be analysed. The impact of organisational structure and organisational culture on the change management will be evaluated. At the end of this study and before concluding, a reflection in an organisational prospective and in a consultant prospective will be shared.


       
            1-Situation analysis in Trade team
In this chapter the study will focus first on the current position through the environmental sustainability, current actions to implement digital retail delivering services by using a business model canvas, SWOT analysis and VRIO analysis. And in second part analysing external environment of the organisation throughout PESTEL and PORTER’s five forces.
A- Trade team current position
Before going further, and to understand better the current position of the company in all its key strategic factors it is necessary to have an overview of the company in all its aspects.
A-1 Trade team business model canvas
Proposed by the Swiss entrepreneur Alexander Osterwald (2010), the business model canvas allows many companies to analyse their strategy and changes in the market. In this specific case of Trade team 3 customer segments could be listed as big providers of essential revenues. They are UK’s pubs, restaurants, and supermarkets. But the company could expand its business on individual customers who can have the opportunity to order from home
Specialised in distributing drinks, Trade team as a logistic society, delivers the major Uk’s breweries. But to reach more people and created value, the organisation must diversify its products and focusing more on e-retail delivering services.
The company has a strong channel of communication. Indeed, to interact with customers, Trade team has created an attractive website where all its customers can order quantities needed and delivered on time. Now the company needs only to adapt more its digital channel to attract future customers and deliver the value proposition.
And within its customer relationships, Trade team is looking always to grow its audience by giving personal assistance throughout automation and self-service in its digital platform and customer service.
Concerning revenue streams, the company has income generated by selling drinks but also by delivering it to the customers.
Regarding the resources, Trade team is running a business that requires more human resources because of the nature of the products which are difficult to automiser the picking. Also, financial resources to invest are high because the business needs larges and adapted spaces to stock the products. 
Activities and the different partnerships help to connect successfully with customers and allows the company to have a long-term survivability, and distributors who are partners that you can do business without. Finally, cost structure at Trade team is extremely high. Fixed costs related to the staff, and all the expenses linked to the good management of the society. But Trade team is faced some difficulties regarding variable costs. Indeed, changing weather, broken products on picking and road accidents on delivery impact a lot the business.
A-2 SWOT analysis
Evaluating the strengths, weaknesses as internal factors and opportunities and threats as external factors, SWOT analysis will help Trade team to understand better its overall performance and, in this case, how implementing future change and gaining competitive advantage.
A-2-1 Strengths
Considered number one in the specific logistics industry of delivering drinks and wines, Trade team has a good management of its supply chain with fast delivery in all UK. And to be in phase with modern technologies, recently the company has developed an e- commerce logistics solutions allowing to fix competitive prices, creating a weak rivalry, and building customer trust.
A-2-2 Weaknesses
Absence of continuous training and lack of insurance liability are some weaknesses points of the company. Trade team is always looking for staff due to heavy job pushing people to leave after few months. Accidents during delivery and broken bottles in warehouse cause big losses of profit and working conditions and environmental sustainability bad reviews sometimes influence customers on their purchasing.
A-2-3 Opportunities
Recently the firm is implementing all around the country new warehouses to extend its network. And learning from its competitors, Trade team is investing increasingly in future logistics trends and creativity. Also developing employee cooperation is essential to the company survival. Focusing on innovation will help to impact more on retail delivering services in its digital platform.
A-2-4 Threats
Climate change today affects a lot the firm performance. Indeed, bad weathers and natural disasters are frequent and are responsible in many delivery delays for the company and consequently sources of income losses. Sometimes diseases pandemic like recently Covid 19 reduce or even stop the business. High fuel prices due to Ukrainian and Russian war become also big threats and impact on growth.
B- External environment analysis
B-1 PESTEL
B-1-1 Political factors
To feel safe and invest in the company, Trade team as a logistics service provider, needs protection from the government through laws and policies. Export and import restrictions could affect its interest in increasing the business. Also, tariffs policies, taxation and minimum wages fixed in the country could impact the company growth or further chance of survival.
B-1-2 Economic factors
The company is still facing the consequences of the crisis caused by the Covid pandemic 19. This has created loss of profit for the company due to a decreased buying power of many customers. The same for importations for some alcohol and wine drinks touched by the increase of transport in the world. Unstable currency and higher exchange rates impact also negatively the growth of Trade team which is not willing to do more investments.
B-1-3 Social factors
The main customers of the company like restaurants, supermarkets, bars, pubs, and people want more drinks coming from overseas such as wine drinks from south America and champagne from France. But increasing the international shipping become difficult due to Brexit and customs barriers. Also, the firm must adapt itself, invest in recent technologies, and increase the business by giving people the possibility to do online shopping.
B-1-4 Technological factors
The company needs to invest in new technologies even if the costs are remarkably high, to maintain the brand name and increase its profits. Indeed, in this competitive environment in delivery and reliability, Trade team must improve the business performance by creating more trust from customers and investing on marketing. Focusing on creating an app and improving the website to catch new customers shopping online through an e-retail delivering services. 
B-2 Porter’s five forces
Created by Michael Porter, this model allows to analyse and understand the competitive landscape (porter,1980). In this chapter the focus will be on the five forces used by trade team in the industry in which it operates such as threat of new entrant, bargaining power of suppliers, bargaining power of buyers, threat of substitutes and rivalry among existing firms.
B-2-1 Threat of new entrants
In this business of drinks distribution, Trade team is not facing a big threat. Indeed, the product differentiation proposed by the company throughout its way of logistics is important in the sector by targeting pubs, supermarkets and restaurants. Good customer service and advertising are also developed to make less important the threat of new entrants. Innovation and marketing allow to diversify the products, build a big brand, and maintain its customers.
B-2-2 Bargaining power of suppliers
The company is facing the immense power of suppliers by no having control of the prices. Also, the absence of standardisation of the products provided by suppliers creates big issues because Trade team has no other substitutes to resolve that problem. So, developing and multiplying relationships with the supply chain could help to decrease prices mostly from abroad.
B-2-3 Bargaining power of buyers
In this sector the absence of many firms operating in drinks distributions, the company could take advantages and getting control over pricing. Indeed, customers have limited choice and difficulties to switch and this weaker force of bargaining power of buyers give Trade team to attract more customers. But the company must improve its service, its cost advantage, its marketing, and quality of service to attract new buyers with low income and interested by shopping online.
B-2-4 Threat of substitutes
In this operating industry the threat of substitute services has a weaker force because the company has maximum advantage pushing customers to not switching to substitute services which are many of them not specialised on transporting drinks or having high prices. So, the firm will continue to give greater quality with affordable price. And future market research could help to fulfil customers' needs by differentiating its services from others and let see buyers that its services are unique.
B-2-5 Rivalry among existing firms
Many competitors exist in the business where Trade team is operating. Most of them like Yodel, Parcelforce one, UPS, Royal Mail, DPD... are not specialised on drinks transport even they are important delivery companies. So, those firms are a weak force regarding the rivalry among existing companies and cannot compete and gain position in the market. Trade team is still growing and dominate its competitors and attract new customers from them.
This five forces analysis allows throughout information gathered to understand and conclude that the weaker force detected from rivals gives to the company a competitive advantage which could be used in implementing change especially in digital technologies about online retail shopping and delivery services.
1- Role of stakeholders in Trade team strategic change
A-  Stakeholders and change at Trade team
A-1 Stakeholder Analysis
The analysis in this specific case will help to identify and understand the diverse groups of people who could impact the company’s decisions through their power and influence. And that is why Freeman in his explanation and definition about stakeholder, underlines the necessary understanding of the key stakeholders by the firm before formulating any strategy or new change (Freeman,1983). This analysis helps to know the internal and external stakeholders, their expectations and power and how they could be managed for an appropriate change after evaluation.

A-1-1 Main stakeholders at Trade team
In the company three categories of stakeholders could be identified: internal stakeholders with various responsibilities and roles and working generally with the firm like employees, administrators' managers, drivers.... Suppliers, customers, banks, restaurants, bars and pubs are considered connected stakeholders. And finally external stakeholders such as government, regulators, medias, competitors, local authorities...
A-1-2 Influence and power of stakeholders in organisational change at Trade team.
In this part of the study the Mendelow matrix called also PI matrix will
 be used and will allow into four categories to locate each stakeholder in the purpose to analyse their influence and power through the actions of the business.
                               Trade team Mendelow matrix
	High power/ Low interest

(Government, regulators, local authorities...)

            Keep satisfied
	High power/ High interest

(Administrators, managers....)

Actively engage and manage closely

	Low power/ Low interest

(General public, medias, competitors....)

  Minimal effort

	Low power/ High interest

(Employees, restaurants, pubs, drivers, banks and creditors...)

  Keep informed


The grid map based on interest and power shows how some stakeholders like administrators and managers necessitate to be engaged and closely managed because they are investing resources and time to have the work efficient and effective. They need to get more information in any change to make it successful because their power and influence come from their social relations and from their position. However, competitors, general public and medias who are stakeholders with less low interest and less power must be monitored with minimal effort. And in another side local authorities, government, regulators with their low interest and high power must be kept satisfied. At the same level employees, customers, drivers, banks....and to avoid arising issues must be kept informed due to their high interest even they are with low power.
Therefore, Trade team has created long term partnerships with stakeholders and tends to improve always their engagement through regular assessments. Better understanding of issues and expectations of the stakeholders, improvement of trust is developed by the company throughout formal dialogues, consultation, communication and information. And in this new scenario of change stakeholders should play a great role with valuable feedbacks and appropriate responses to implement the digital transformation regarding the e-retail delivering services. 
B- Strategic change
B-1 Needs for change at Trade team
According to Makin and Cox (2004) change in organisation allows to modify the behaviours and attitudes of groups and individuals. And people are asked to reconsider their rapports won how they perform at work, how to deal with their colleagues and finally how to interact with external people.
In this case specific the need of digital change and particularly about new digitalisation in retail e commerce did not begin with the Covid 19 pandemic, but this accelerates the way that pushing the company to adapt this new delivering digital innovation. With its five years plan called “strategy 2025” Trade team has always planned to integrate modern technologies and upgrade its staff. And during the pandemic the firm faces a big demand of retail shipments due to lockdown. In this way Trade team has have a big need to accommodate its business in this new environment where people want to order more online because unable to do shipping on supermarkets or going to pubs and restaurants. That is why according to Lu (2014) needs for change or what he calls change detection requires consideration of many factors which the most important is the nature of change detection problems. Therefore, the company must change the way it is operating to increase customer value and enhance efficiency by focusing also on cultural change. This need of future digital change will facilitate people lives and create customer journeys and help Trade team as an organisation to fill customer demands. And as creation of new service, this change will open revenue streams and new opportunities by improving productivity and efficiency.
B-2 Example of strategic change implemented at Trade team
To level with competitors, it is important for any business to adapt its business in the industry where it evolves. And changes could concern work routines, some job duties or team members. And nowadays in daily activities with the development of technology companies may incorporate technologies to improve productivity.
In this way, Trade team in 2016 has implementing a change with smooth transition in picking products. Indeed, the company has introduced a new equipment with new software to digitalise the work. Before all pickers had printed sheets with all the different locations and drink boxes ordered. So, this has created many issues and caused errors in picking and wasting time on delivering. Therefore, to achieve efficiency and adjust processes to attain a greater performance the management decides to introduce a new scanning system in the aim to improve employee productivity. Supporting employees in this transition, the firm has included some training sessions for the best use of this new plan of change. Communication strategy was also developed to avoid any resistance coming from employees and to provide the reasons for the introduction of the picking scans. For many weeks, the management has monitored the process and ensure that all the implementations' procedures have been followed properly by the employees. After several months the change was evaluated, and the implementation measured to understand its success and how it affects the grow of the business.
2- Change management
Considered as a systematic approach about transformation or transition businesses' processes or goals, change management allows to implement strategies for controlling and effecting change in workplace, and helping people to adapt to this change (Kotter, 2012)           
In this chapter the study will focus on importance of change management and how developing a change management plan before checking the barriers to strategic change in organisation.
A-  Importance of change management.
Before talking about the importance of change management approach, it is better to understand first what is change management. A greater understanding of change management in the workplace is given by Paton in his book published in 2008. Indeed, through this book the author defines change a common ability for historical and contemporary societies, nations, and enterprises to exploit and manage change situations. According to Paton (2008) change and management are synonymous and cannot be separated in the market and workplace. So, for good effectiveness the change management must help to understand how a replacement, or an adjustment should transform, systems, processes, and workers within the firm. Then the communication about the change, the scheduling, the implementation and evaluating are different important steps necessary without forgotten the final control. 
As a business framework the change management helps many companies like Trade team to have a quick adaptability by increasing and improving some initiatives and projects. And in the constant change of business and having efficiency at work, change management allows people to understand more new roles assigned to them and how the company will remain growing and dynamic in the marketplace. Therefore, using the change curve model will help to focus better on the impact of change management. Created by Kubler-Ross (      ), the change curve shows all the steps experienced by people when they are facing transition or change. It consists of first by an initial ‘shock’ where people tend to resist to change. After following the ‘denial’ which gives blame or anger from people experiencing the change, and sometimes fear. And at the next stage all this resistance and pessimism will become acceptance and optimism. In this step people accept and begin testing the change before its final adaptation, and by rebuilding their new way of working. Only at that moment the organisation could get the rewards of change.
[image: ]
B- Developing a change management plan
As a process to make change in organisation, the change management must be considered a process to implement some innovations which could impact in work or in ways of working. And its importance on the business requires a strategic approach to support people in this transition. So, to success in this task, firms need to use strategic fit to understand better if their actual capabilities and resources could match with the strategy and opportunities in the external environment. Different options can be noticed: the matching approach fit suggested by Porter (1985) with three areas: human resources and cost reduction, Human resources and quality and Human resources and innovation. The contingency approach covering every aspect of a business life cycle related to start up, growth, maturity, and decline. But the most appropriate is the best fit approach, and according to Boxall (2011) this strategic fit option allows organisations to have their Human resources strategies adapted to their internal and external environment but also to their strategy.
In another hand a model developed by John Kotter and based on the work of Kurt Lewin sets out height steps of the changes process. And according to him any change introduced needs all the steps to success (Kotter, 1996). First establish a sense of urgence to understand the need of change in an internal and external point of view. After creating a coalition by facilitating the resistance which will appear and by choosing the best options to make a change, resource base strategy, value base strategy and objective base strategy. Then developing a sharp vision and share the clear understanding of change. Empowering people to clear obstacles, securing short terms wins and consolidating and keep moving. At the end, the change needs to be anchored. Following all these steps ensure change initiative to be a long-term success (Kotter, 1996).
C- Barriers to strategic change at Trade team
According to Oreg (2003) human being have natural disposition to resist in any kind of innovation and change. But that individual reaction could be moderated if the person leading the change has a positive interaction with people. In the same way Michael et al (2013) supports the notion that resistance is moderated sometimes by the role of the leader and the way he manages the change process. This allows to understand how organisation design and leadership styles are important in change facilitation.
In this specific case, Trade team facilitation is due to the involvement of all stakeholders and principally people working within the organisation in their individual function and level to manage daily tasks. Because in many cases change in a workplace is viewed as a possibility of losing some advantages or sometimes bringing more work for the staff. So, to implement successfully this new digital transformation regarding the online retail delivery, the firm must involve people, create a willingness to change and sustain the momentum.
Likewise, people leading that change are particularly important. And, even facing the same challenges for change or the same context, managers need to get an appropriate leadership style to conduct in an effective way the desired goal. According to Hitt et al (2010) managers-leaders must change their approach from transactional to transformational and vice versa as the situation dictates.
3-  Change management and organisation 
In this chapter the study will focus on explaining the organisational structure by using the star model and its impact on businesses like for example Trade team. And talking about the role of culture in organisational learning and how the culture could help the firm to achieve the objectives for change.
A-  Organisational structure
Organisational structure is considered as a system allowing a business to direct certain activities such as roles, rules, and responsibilities to achieve the goals fixed particularly during a change period. Indeed, the organisational structure helps to facilitate the communication and information sharing between departments or levels of tasks execution. In decentralised structure for example, decision making power is shared among all the levels, and in a centralised structure like in this case at Trade team, decisions come from the top to the bottom. So, organisational structure is important to help companies to become and remain focused and efficient under internal and external factors (Tian, 2013). According to Tian (2013) internal factors are the characteristics of the firm which help to compare and measure organisations through mission statement and organisational instruments. And external factors which are not under the firm control but affecting its development and structure including the market or industry, the socio-economic context and political. 
And as a management model developed by Robert H Watermann (1982), the Mackinsey’s 7S is used to monitor and assess changes in organisation based on structure, systems, skills, style, strategy, staff and shared values. In the context of organisational design, this model will help Trade team to develop new processes, new systems conducted by a good leadership and a skilled staff to ensure that the future changes needed regarding the e-retail delivery services could be implemented.
In another side, considered as a study and implementation of practices, systems, and techniques affecting change in organisation (Raineri,2011), the organisational development allows to achieve certain objectives such as alignment of employees with the vision of the firm, the reinforcement of their personal trust, communication, and cooperation. It gives them also problem-solving skills which will encourage them to participate in any process implementation and planning to achieve the goals fixed by the company. Organisational development helps managers to introduce change and creates for workers an environment of trust to accept the change.
B-Organisational culture
As developed in this study, change depends in many situations on the environment where the company is and on customers' needs like for example in this case of Trade team where new services on retail delivery are wanted. So, to successfully implement the changes, organisational culture like structure, work, and people is a key component which could play a significant role to guide employee's behaviour by observing common rules and sharing values, mission, and vision of the organisation. Those attitudes toward change of employees and organisational learning are influenced by orientations of organisational culture and the impact of the environment. And according to Alas (2006) the aspects of organisational culture impact on attitudes toward change and organisational at the time that people start their working life.
At Trade team the organisational culture defines what it stands for and operates, but also the relationship between shareholders, partners, employees, and customers. Indeed, those corporations will allow it to be better prepared for change implementation through a supportive and healthy organisational culture which help to understand relationship between change and corporate culture. As a set of norms, beliefs, and values characterising Trade team like a business, organisational culture will help to achieve the objectives fixed about this future change by making easier for people to integrate what is happening and building trust to leaders.
4- Reflection
In this last chapter, the reflexion will be based on the insights about the change implemented at Trade team. First in an organisational prospective and after in a consultant prospective.
A- Organisational prospective
In an organisational prospective, there is a wide understanding of the current position of Trade team. Indeed, this study helped to learn how the company has planned and implemented a change in a digital way to adapt its business in a new environment caused by the Covid 19 where customers have had new needs and demands regarding delivery. Identifying the gap conducting to this change, the firm has based all the change strategy on its mission and vision to unleash workers commitment in the aim to attain the objectives and goals fixed. In another hand, the company must gain some benefits and adapt better in the fast-changing digital environment and customers' needs. So, as a logistics business company, Trade team must create a department of continuous research where it could reflect and implement future changes.
B-  Consultant prospective.
Before starting this module talking about change in a workplace, I had not any knowledge and experience on how implementing changes in companies. And the learning and the completion of the Leading and Implementing workplace module helped me to be able to understand that before introducing any change I have to Know the organisation’s current position like this case of Trade team developed during this study. The change process conducted by the company Trade team allowed me also to analyse the relationship between organisational capability and environmental change, to understand the concepts related to leadership in change management, to evaluate the barriers and impact on change management and at the end to know the interactions between change and culture.



















                            Conclusion 
During this study, we tried to explain the change management at trade team allowing us to appraise and understand better its current position. And applying the business model canvas with an analysis of the external environment through PESTEL and SWOT to identify and explain the needs of changes within the company to adapt itself in new situation. Also, the stakeholder's analysis helps us to know how the company is going to develop a strategy for change. In this report change managed by a good leadership gives us the possibility to evaluate the impact of organisational structure and organisational culture in this digital change transformation related to an e-retail delivering services. This implementation should have some resistance from stakeholders principally from workers, but Trade team must find adapted solutions to conduct changes needed in a right way.
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