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Introduction
The global covid 19 pandemic , forced many companies to change the ways how they usually interact with their consumers and business relations. 
The abrupt restriction put in place by government across the world forced many organisations to immediately adopt new method for communication and handling daily business processes, although the restrictions that where put in place have now almost dissolved, many of the practices and changes organisations made during the pandemic still remain and  according to (mckinsey.com 2021) are here to stay. 
The biggest adoption by most organisations also according to, mckinsey.com (2021) to sustain communication and business processes came by using digital technologies, which some organisations already had in mind to implement these changes in their near future to improve customers experiences using their services, but the pandemic caused them to bring these plans forward for reasons of sustainability.
[image: Hermes Shipping Software | Zenstores Integrations]
Organisational information 
The Hermes group is a multinational enterprise (MNE) global recognised brand in the logistics sector, operating as a consumer delivery specialist for B2C, B2B, and B2G, with distribution and transport centres in many different countries across the world, providing face to face and automated delivery options via their dedicated website and mobile apps. hermesworld.com 2022




Portfolio information
This portfolio extensively explains the Hermes groups changes and related factors for transformation to their operations to bridge gaps created by the covid 19 governmental measures, via solutions of digitalisation transformation processes to maintain sustainability,  efficiency and environmentally friendly for its customers during and after the crisis.
Each section will include:






Section 1: Situation analysis
Hermes Group current position 

· Hermes is the 2nd largest delivery and distribution specialist in the UK to date.
[image: most popular shipping provider UK]
getbyrd.com 2020
[image: most commonly used shipping provider uk]
getbyrd.com 2018

· Hermes have already been heavily investing in digitalization for ecological and environmentally friendly solutions for sustainability of their services at all their sites.(fidelity.com 2021)

· from the early 2000’s, to date, the Hermes group has seen a steady growth yearly, particularly since the start of the ecommerce boom in the mid 90’s with amazon (big commerce.co.uk 2021) entering the b2b market starting the trend for online shopping with door to door delivery that Hermes still profits from. 

“Hermes UK has reported revenue growth of 68.8 per cent to £1.46 million and growth of 232 per cent from 2020 in its latest Companies House filing”. (chargedretail.co.uk 2021)

· In the United Kingdom alone, “Hermes networks and collaborates with 80% of the biggest retail and ecommerce businesses and brands” (Hermesworld.com 2020) as they find Hermes ecommerce solutions straight forward to use compared to their competitors.

· [bookmark: _Hlk99836876]The increase of digitalisation and internationalisation of technologies during the covid 19 pandemic, has seen Hermes clients and customer base has rapidly increased along with the levels of service and demands for Hermes transport sector which has also expanded in size (i-cio.com 2020)




· Hermes benefited from their size of their transportation division because of surge in online delivery demands and the lack of supermarket delivery drivers and vehicles in 2020, subcontracted to deliver online grocery shopping for various supermarkets and retailers. E.g. Tesco, who they have now partnered with in 2021 (retailtimes.co.uk 2021)
 [image: How Covid-19 is changing food shopping]


· Hermes has had a significant decrease in trade from online fashion sector of 34% (bbc.co.uk) from the pause the industry took at the beginning of the lockdown in 2020

Current actions taken by Hermes in relation to digitalization transformation.

· Immediately halted all normal operations, reset the company and altered operations to keep employees safe by investing in 700 laptops for working from home (i-cio.com 2020).

· Promoted Hermes online website and mobile app to customers to help keep them safe by contactless delivery with alternative option for them to receive their deliveries at convenient locations / drop off points / lockers with the capacity to generate pin codes for security and digital photo exchanging as proof of delivery. (i-cio.com 2020)

· Although already in the process to Migrated IT section completely to the Cloud for more flexibility and aptitude for up scaling at will, Hermes was forced to fast track the move to cloud which was also beneficial to the organisation as the process was free. (i-cio.com 2020)

· Hermes is placing a strong focus of transforming their vehicles from diesel drives to an electric by purchasing 168 Mercedes electric delivery vans in 2021 (apex-insight.com 2021) and reducing waste and pollutions at all their sites within their infrastructure, while “offering innovative products and services to encourage their customers and clients with their own decarbonisation”. (myhermes.com) while being able to sustain deliveries in an environmentally friendly way even in the pandemic



· Despite their sudden boom in business Hermes experienced poor customer reviews regarding the quality of customer service and parcel deliveries voted the 2nd worst UK delivery company 2021-2022, (which.co.uk 2021). Not even ranked in the top 10 best delivery specialist 2022 (statista.com 2022)

· Continuous poor reviews have lead to the relaunch of Hermes under a new brand name EVRI parcel delivery specialists with new management as the Otto group works on winning back it market dominance



· Hermes business model canvass
	KEY PARTNERS

CNG Fuels: Providers of 100% Bio renewable compressed natural gas 

Wireless logic, providers of Hermes digital secure network connectivity.

contractual partners and suppliers: Partnerships or contracted medium and small sized Independent delivery specialist / Courier companies

Independent distribution centres: Providers of supported assistance to handle and distribute parcel workloads from clients warehouses international and local 

( forwarders, Airlines and Shipping companies Importer and exporters from client’s warehouses to Hermes hubs, internationally and nationally.

Top brands Tesco, ASOS, John Lewis, Next, Apple, Parcelforce, high level revenue contractual agreements of custom and 

Independent service partners: Cleaning and facilities management: Arcus & NIC. Providers of hygiene and innovative cleaning solutions for distribution centres and facility management for effective, efficient support and innovative solution to organisational operations


	KEY ACTIVITIES

Providing existing and new innovative parcel delivery and logistic solutions:
Maintaining existing delivery and logistic services 
Refining services new and existing 
converting hubs, distribution centres and the entire transport fleet to environmental eco-friendly solutions 
securing new contracts Making new partnerships to expand the infrastructure:
Actively promoting the climate agreement requirements to partners and contractual companies along Hermes retail value chain
Sales and marketing for attracting new customer and clients.




	VALUE PROPOSITION

Logistics and parcel delivery solutions of any size or volume

 Parcel delivery specialist satisfying customers’ needs for 1st time delivery and developing suitable solutions automated and manual for the increasing demands for distribution.

Extensive infrastructure to handle recent surge in online shopping and increase in delivery service usage for e commerce retailers and brands

user-friendly versatility and efficient methods for logistics and delivery services for ecommerce sending and receiving parcels or movement of goods

capacity to customise services to personal and organisational preferences.  

Hermes partnership retail value chain vast variety of specialized companies to offer customers and clients 

comprehensive logistical services including import and export, fulfilment services, parcel distribution and two-man handling

 iconic brand name with over 45 years in logistics 

Global infrastructure and facilities
Hermes can offer services that a large majority of medium and small sized delivery specialist cannot meet. 

	CUSTOMER RELATIONSHIP

50 years’ knowledge and experience parcel delivery and logistics

Customer Centric value for service, customer oriented
Self-service physical and automated.

Long standing close bonds contracted / partnered external independent delivery and solution specialist, brand / retailers  

Help and personal support agents, 
24 hrs open multi-channel communication  access to logistic and delivery resources

User friendly, customised and dedicated delivery solutions / logistics services. 
	CUSTOMER SEGMENTS

New and existing Customers / Clients requiring logistic and delivery solutions large or small.

 Small or large businesses. operating in trade, retail or Brands, media, NGO’s, suppliers, contractors and employees who require reliable and innovative logistics concepts for speedy and flexible deliveries. 

External independent partners delivering similar delivery solution and specialized solution services for logistic and deliveries. As part of Hermes retail value chain.












	
	KEY RESOURCES
Inexpensive energy and fuel suppliers for hubs, distribution centres and transport fleet
Large and diverse transport fleet, land, sea and air.
extensive infrastructure logistic hubs, distribution centres globally, offices and parcel depository and retrieval sites.
Large number of contractual and partners companies and independent businesses dedicated and specialized in services complimentary to Hermes, that provide logistics, delivery and e-commerce solutions globally, 
strong financial partners and parent company to see projects through from start to finish.  
internet access, for speed, ease of accessibility to services, communication and data storage and retrieval.

	
	CHANNELS

· multi communication channels to connect to customer and clients  
· convenient automated digitalised interfaces for any device, 
· physical post methods
· face to face interactions
· business to business. 
· Customer to business
· Business to government.
· Online and offline advertising
· Recommendations 

	

	COST STRUCTURE
· Research and development investments
· Investing in improvements of its infrastructure
· Maintenance and fuelling transportation fleet
· Purchasing, rental and Energy cost for facilities
· Line haulage fees from freight forwarders shipping companies and airlines
· Legal fees
· Investing in environmental and ecological friendly solutions
· Investing in partnerships and contractual agreements
· Maintenance of digital devices and connectivity
· Marketing and advertising
	REVENUE STREAM(S)
· multi revenue streams passive and active contractual delivery services,  
· storage and logistics and distribution of goods,
· delivery and logistics solutions services 
·  delivery fees for online, manual delivery and logistics services 
·  all types of payment methods accepted for non-contractual, (online and contractual services are subjected to transfers, debit or credit card payments only) 
· Delegation of workloads to external contractual independent delivery specialist 
· customised e - commerce logistic and distribution solutions for ecommerce retailers and brands 
· funded by financial giants and backed by their subsidiaries.




Swot analysis
	Strengths

· User-friendly versatility and efficient methods for logistics and delivery services
· Large and diverse transport fleet
· Self-service
· multi communication channels to connect to customer and clients  
· convenient automated digitalised interfaces for any device, 
· strong financial partners and parent company
· Wireless logic technologies
· Help and personal support agents, 24 hrs open multi-channel communication
· customised e - commerce logistic and distribution solutions for ecommerce retailers and brands 
 

	Weaknesses

· Covid 19 governmental measures for people to work from home.
· Quality control issues regarding parcel deliveries.
· No training and development within culture of organisation


	Opportunities

· Providing delivery facilities for clients under pressure with their own delivery services.

· Providing IT support for small – medium sized organisation clients.

· To partner with more of their top brand name customer to extend their environmentally friendly infrastructure and diversify the organisation delivery purposes. 
	Threats

· Imitation of the innovation to provide their facilities for delivery by larger or smaller similar services.
· Significant decrease in trade from fashion sector
· Poor customer reviews for deliveries





Findings 
Despite the abrupt change with the lockdown, Hermes was quite prepared for the sudden unexpected changes caused by covid 19, the criteria to maintain services for other businesses outside the logistic sector suited Hermes as they aligned with their organisations design strengths. the main problem that Hermes faced was disruption for face to face interactions but through digitalisation of their services and with investment for laptops they adapted to the situation rapidly.
Because of the pandemic and the sudden increase of dependency on delivery services bolstered the strength of the Hermes group but also bolstered the strengths of competitors of similar size.
hence Hermes dropping in position by competitors by 2022
Market share of the leading courier service providers in the United Kingdom in 2020*

	
	

	



• Royal Mail 34%
• Amazon Logistics 15%
• Hermes 12%
• DHL 8%
• UPS 7%
• Yodel 5%
• DPD 5%
• TNT Express (FedEx) 3%
• UK Mail (DHL) 2%
• Others 9%
	


statista.com 2022
Internal VRIO analyse on Hermes


Findings from VRIO
Having competitors, of similar size with the ability to duplicate and imitate services, already had Hermes at a competitive disadvantage with competitive parity existing from the start of the pandemic.
the timing of having poor customer reviews at this opportunity period when they could have kept their market lead and placed their organisation in a stronger position for sustainability was missed.
Even with the implementation of digital technology, also accessible to competitors. Hermes had a head start competitive advantage as they were already in the process of digitalising their operations, but failed to take advantage of their temporary competitive advantage in the short-term boom (Unused competitive advantage) to their industry, failing on all internal considerations that are reflected in the VRIO framework above for long term sustainability.
External environment PEST analysis
	Political

· Nationwide pandemic alert

· Government enforce lockdown protocol

· Government policy for non-essential workers to work from home.

· Declaration that delivery companies were classified as essential workers.
	Economical

· Surge in Ecommerce industry

· Surge in home delivery

· Because of pandemic control 
· protocols worldwide

· worldwide Economic crash and Economic recovery after lockdown protocols removed.

· Shift in markets as more Highstreet shops move to online for sustainability.


	Social

· More people choosing Working remotely from home

· Online face to face communication
· Panic buying

· More people choosing to shop online

· Increase in digital technology for formal and business communication

· More people opting for contactless digital transactions, correspondence and deliveries.
	Technological

· Rapid growth in digitalised communication channels and technology for ecommerce.

· Mass global Digitalising of workplace facilities and transportation with latest technological innovations, interfaces, stationary and mobile digital devices, electric vehicles, communication and tracking technologies, solar powered and other renewable energy solutions, For efficiency and connectivity

· Early releases, of new soft and hardware years in advance.


· Websites and mobile app

· Artificial intelligence wide use








Findings of the PEST analysis
Politically the lockdown protocols put in place by the government impacted the Hermes organisation by the way the protocols stopped their daily face to face interactions to maintain daily operations and the dependency the government placed on organisation like themselves to keep the nation going.
“The effects of the external political changes by the lockdown protocols saw the way we socially interacted with each other change because of social distancing measures, which resulted to the mass public depending on digital devices to maintain communication” (Chiesa, Antony, Wismar and Rechel, 2021) and for the maintenance of their daily needs as to moved to ecommerce solutions for contactless transaction, correspondence, trading and deliveries for sustainability, Likewise organisation as Hermes.
As a result, updating to new and existing technologies became of vital importance for sustainability by all affected by the political changes to cope with the pandemic, placing high demand for immediate digital technological factors for transforming and finding solutions for communication and logistics. 
  [image: COVID-19: Impact on Consumer Technologies]
[image: Under stress, accountants seek new tech to get through the pandemic |  Accounting Today]
















Porter’s 5 forces for Hermes competitive position

Bargaining power of customers

· Buyer have low / no switching costs
· Easily obtainable information over the internet for substitute services
· Easily accessible substitute products and services
· Buyer price influenced
Threat of substitutes
· Buyer proneness to substitute
· Buyer's low/ no switching costs
· Readily available substitutions 

Bargaining power of suppliers

· Supplier switching costs relative to firm switching costs
· greater degree of differentiation of inputs
· Impact of inputs on cost and differentiation
Threat of new entrants
· Limited barriers to entry exist
· disadvantages cost independent of size
· Economies of scale
· Service differentiation
· Iconic established Brand 
Competitive rivalry
· Preexisting Sustainable competitive advantage through e commerce and environmentally and ecological innovations
· Competition between online and offline companies

· Positive Firm concentration balance ratio























Porters 5 forces findings
1. competitive rivalry (Strong)
Rapid growth in the e commerce market has stabilised and expand Hermes dedicated e commerce solutions division, continuous growth, record annual profits and market competitiveness strengthen.
Limited numbers of companies Hermes size within the logistics industry in the UK, results for less direct competition in the market for expansion and growth opportunities.
2. Threat of new entrants (Strong)
Only a limited number of competitors, similar in size and age boast capabilities of dealing with large and small demands with many smaller businesses unable to match their capacity
Hermes utilises its economy of scales creating differentiation of inputs and keeping prices low, making entry harder for new entrants to compete or influence large contracts or haulages 
3. supplier power(strong)
increase of demand from online retailers to use the delivery specialist, resulting in Hermes business contract to be sought after by many freight forwarders, airline and shipping companies, as presence of substitution is high against line haulage services with 45, 000 available to Hermes group (my hermes.com). 
4. bargaining power (strong)
Top brands and buyers have thousands of logistic and delivery specialists available to them online, smaller companies of similar if not the same service, that customer and client can use.
Hermes infrastructure and value retail chain is extensive and diverse to handle and deliver solutions at competitive rates for value against such companies.
5. threat of substitution (moderate)
Propensity to change is respectfully high with many alternative companies providing similar and innovative services at competitive rates to customers from small medium and large businesses.


Stakeholders and change

	Stakeholders
	Core issues
	
	

	
	
	
	

	Otto Group
	· Growth
· Trends and innovations
· Eco-efficiency
· Collaboration
	

	Hermes Group
Companies
	· Growth
· Trends and innovations
· Eco efficiency
· Collaboration
	

	Our own employees
	· Health
· Fair working conditions
· Training and development
· Diversity
	
	

	Employees at contractors





	· Fair working conditions
· safety at work
· Training
	
	

	Customers
	· Customer satisfaction
· Personalized, flexible and reliable range of services
· Ecologically and socially compliant services
	
	

	
	
	
	

	Clients (shippers)
	· Customer satisfaction
· Fair contractual conditions
· Personalized, flexible and reliable range of services
· Ecologically and socially compliant services
	
	

	Contractual Partner










	· Fair contractual conditions
· Compliance with legal standards of work
	

	Business associations
	· Growth
· Industry agreements
· Market trends
· Trends and innovations
· Laws and regulations


	
	

	Competition
	· Market share
· Market trends and innovations
· Cooperative agreements
	
	











	
	
	
	

	
	
	
	



Stake holders continued
	Stakeholders
	Core issues
	
	

	
	
	
	

	Media
	· Corporate news
· Market positioning
· Trends and innovations
· Services
· Transparency
	

	Critical public
	· Social and/or ecological standards
· Transparency
· Legal compliance
	

	Business
	· Recruiting and promoting young talent
· Cooperative agreements
· Innovations
	
	

	Politics (local and regional), city and municipalities
	· Local commitment
· Urban and traffic developments
· Use of space
· Expanding infrastructure
	
	

	Politic (national level)
	· Framework conditions (post policies, environmental and social policies) Guidelines and laws
	
	

	
	
	
	

	Politic (European level)
	· Guidelines and laws
	
	

	Administration
	· Guidelines and laws
	
	

	Cooperation partners (e.g. Daimler)
	· Trends and innovations
· Cooperative agreements
	
	



(hermesworld.com 2020)














Hermes Power Interest Matrix Business Associations


POWER

	Clients (shippers)


Keep satisfiedHermes Employees

Employees of contractors

Critical public

Contractual partners

Cooperation partners (e.g. Daimler


	· Otto Group

Hermes Group


Business
Customers 



Manage closely

	Politics (local and regional), city and municipalities

competition


MonitorPolitic (national level)

Politic (European level) Administration

Media

	
Keep Informed


INTEREST













Importance of key stakeholders

Key Stakeholders identified in this section have different levels of influence on the internal changes by Hermes  change towards digital transformation. 

· “60 – 70% of organisations that attempt change fail to achieve this goal and attain a competitive advantage” . (Shah, 2022)


· Referring to Hermes power interest matrix (above diagram), the stakeholders identified have different levels of importance but are essential for either lead or implementing changes through actions indirect and direct that have both negative and positive impact to the organisation.
Thus, it is important that each stakeholder is treated with the appropriate levels of attention, e.g. who to only keep satisfied, who will need to monitored, who must be kept informed about the changes and most importantly who needs to be manage closely throughout the change, by the level of influence they have to bring about changes e.g. who needs the most attention and why.
“For the change to be orchestrated well, communication, collaboration and cooperation will have to take place” (Amici and Bietti, 2015) likewise monitoring and decision making by the appropriate stakeholders in a timely manner.

.
















Hermes strategic need for change 

Hermes strategic need for digital transformation change, was accelerated by the sudden impact of the governmental protocols that were put in place, it spurned an almost immediate reaction by the company as the government relied on its resources to keep the country going along with other companies of the same industry sector. 

Rapid increases in the usage of digital devices by the general public for social and business reasons, coupled with social distancing measures resulted in Hermes no longer having the ability to perform their normal face to face daily operations, and the need for new and innovative ways to keep Hermes employees and the public safe while still being able to complete delivery transactions, keep the organisation going whilst remaining competitive with competitors within the boom to the industry created by the pandemic.

During their boom Hermes suffered poor reviews for customer experiences which their competitors gained an advantage over them in the market pushing Hermes out of the top 10 preferred delivery specialist and impacting Hermes profits and revenue stream from ecommerce online retailers.
[image: Myhermes Reviews | Read Customer Service Reviews of myhermes.at]
Don't use My Hermes courier services - The eBay Community
community.ebay.co.uk 2022





INVESTIGATION
Exposed: the Hermes delivery staff throwing your parcels

against the wall
Amid a surge of complaints about one of Britain’s largest delivery companies, an undercover reporter has discovered an apparent culture of chaos
thetimes.co.uk 2021

BUSINESS
Delivery firm Hermes changes name to Evri after parcel mishandling allegations
The company came last in a delivery firm league table produced by Citizens Advice
.standard.co.uk 2022



Examples of strategic steps taken by Hermes

· Contact free delivery through Hermes mobile App (hermesworld.com 2021)
· Automatic diverting deliveries to safe place (hermesworld.com 2021)
· Arranging collection on Hermes website (hermesworld.com 2021)
· Investing in 700 laptops for employees to work from home (i-cio.com 2020)




Section 3 change management

What is change management

Change management is a systematically approach to the necessary periodic changes that an organisation will need to make because of frequent changes to their market impacted by internal or external issues. 
· Organisational objectives
· Organisational processes
· Organisational  core values
· Introduction of new technologies

Change management seeks to deal with anything that is required to change the people within it to manifest change for the organisation, culture or processes that impact the people to make the necessary change throughout the change management life cycle.
[image: 8 Steps for an Effective Change Management Process | Smartsheet]





Importance of change management

Change management helps to create simple processes to relieve pressures that may arise.
It can play a notable role when new technology is introduced to an organisation.
While helping to resolve issues of human resistance to change by existing employee who may feel threatened by the change to their daily routine and survival.
[image: The 4 important Stages of Change Management - Lolly Daskal | Leadership]
Change management encourages and communicates:- 

· How to keep personnel aligned with the plans for the change and how to keep the organisation aligned while implementing the change.
· To help all personnel understand what the change is and why the change is happening and what the changes means for all who are involved.
· Ensuring that organisational changes of human aspects emotional, confidence, morale, anger etc (resistance)  are being addressed as they can hinder the time it takes for the change to take place. (see Kubler ross resistance to change curve model 1969 below).

Kubler Ross Change Curve (1969)

[image: Change Curve - Understanding the typical stages we all go through]

Having employees engaged with the changes helps to minimise the time and resources it takes for the transition or transformation for change to happen.
Having a change management plan also set a standard for change as it can be monitored and referred to for quality.
Based off the resources and capabilities Hermes already possessed pre Covid 19, to suit the measures of the lockdown and for future sustainability, Hermes best strategic fit is to focus its resources and capabilities into production optimization through increased digitalisation transformation of its operations and employee skills and knowledge to use such technologies to increase and improve the productivity and efficiency of the organisation to meet the demand of the online retailers market and compete with their competitors stronger
Using Kotters 8 step plan for change these are the necessary suggested steps that Hermes needs to undertake for the successful change for competitiveness and sustainability.

[image: Kotter's 8 Step Change Model | A Comprehensive Step-by-Step Guide]




Change
Implement and reinforce changes




Unfreeze
Halt all normal operations activities
inform all involved for the change that there is now a new way of doing business.






Refreeze

Importance of organisation design in change
Organisation design work as a framework to help understand what a organisation comprises e.g the kind of personnel within the organisation, the activity(s) of the organisation, products services and the function of the organisation. It helps co ordinate and gives understanding of how / where it can / should be developed to achieve the outcome of change initiative. 
70% of small businesses fail within 10 years, 20% within 1 year and 50% by 2 years (entrepreneur.com 2022) because of inadequate management and planning notably marketing (investopedia.com 2019.) 
Human error accounts for 70% of the causes why strategic changes / change management fail.
The model takes a closer look at each factor of the organisation design to see if they are aligned to achieve the initiative. It is easy to take an easy choice of implementing changes, but it will be an easy oversight if changes are not made in the right places at the correct time, such errors can be catastrophic or costly to the organisation. 
Leadership style
Because hermes is a MNE organisation they have a decentralized structure with the Otto group position at the top a autocratic leadership struture, CEO and senior management must possess good knowled of leadership styles as decision are made through collaboration with contractual partners and internal employees. 
· Democratic leadership style for collaboration work and agreements.
· Autocratic for making key essential decisions for the organisation.
· Laizz sa fi for handling experts essential to deliver specialized services products.







McKinsey 7s Model 
The use of mc kinseys 7 star formal model to represent hermes (MNE) organisation design  and demonstrate its important role as it highlights issues of the organisation internal factors and the changes management, people and the organisation need to make to achieve the vision of the change initiative objectives.

[image: What is McKinsey 7s Model? Definition, Elements, Application, Advantages,  Disadvantages - The Investors Book]
Each section from the above model structure, is an internal factor of hermes organisational design.
Each section is interelated by impacts negatively or positively for the change initiative objectives, while serving as components to achieve the necessary change.
· Strategy 
Strategies To win back market dominence
· Structure
Structuring of resources:  employee into groups, teams or solo, using finance to invest, asset like machinery to achieve change initiative.

· Systems 
Daily process or activities done by employee, or digital technology requiring new tools, components, protocols to achieve the change initiative.
· Style
Understanding the organisation current culture and style of doing things to how the organisation wants things to be in the near future aligned with the change initiative.
· Staff 
Development and growth of staff to support them to achieve the change initiative.
· Skills
Develop and improve capabilities of all employees and of the organisation aligned with achieving the change initiative objectives and for future sustainability
· Shared values
What the organisation is trying to achieve through the change initiative for all stakeholders.
[image: ]











	
	Hermes current situation
	

	 7s
	Comment
	Aligned?

	Strategy
	· Digital transformation to regain competitive advantage in market
	NO

	Structure
	· Formal hierachal structure in place
· Existing extensive infrastructure for logistic
· Existing ecommerce and research and development designated departments
· Strong finacial parent company and investors
· Extensive logistics assets, advanced technologies and large workforce 
	YES

	Systems
	· TPS,CRM and ecommerce solutions in place with dated processes for daily operation routines , policies and procedures to maintain quality

· Proven manual processing systems, with digital interfaces and devices still prone to human error
	NO

	Skills 
	· Skills missing throughout organisation operational and management levels for useage of digital technologies existing and new
· No investment into employee development
	NO

	Staff
	· Lack of morale and professionalism from employees on operational levels
· Management staff lack the necessary leadership
 
	NO

	Style
	· Otto group and hermes UK direct from the top down decentralized leadership structure.
· Recent culture of poor performance
	NO

	Shared core values
	· Disconnect to the organisations values on all levels of the hierachy, executives, management and operational levels of the organisation
	NO



	
	Hermes readiness for the future
	

	 7s
	Comment
	Aligned?

	Strategy
	· Digital transformation strategy to regain competitive advantage in market by becoming UK top Prefered brand
	YES

	Structure
	· Formal hierachal structure in place
· Existing extensive infrastructure for logistic
· Existing ecommerce and research and development designated departments
· Strong finacial parent company and investors
· Extensive logistics assets, advanced technologies and large workforce 
	YES

	Systems
	· Upgrading of TPS,CRM and ecommerce solutions in place with updated processes for daily operation routines , policies and procedures

· Up dated manual processing systems, with digital interfaces and devices upgrades
	YES

	Skills 
	· Investment into developing workforce underway to bring up productivity (evri.com 2022)
· Skills missing throughout organisation operational and management levels for useage of digital technologies existing and new
	YES

	Staff
	· morale and professionalism from employees on operational and management level will still suffer without investment and good leadership skills .
· More incentives and rewards employees

	NO

	Style
	· Otto group and hermes UK direct from the top down decentralized leadership structure.
· Recent culture change because of rebranding organisation (evri.com 2022)
· Organisation still labelled with poor reviews for culture
	NO

	Shared core values
	· Morale is slightly better but there is still disconnect to the organisations values mainly from employees on the operational level of the organisation (indeed.com 2022)
	NO





•	Role of organisational development cube
The “Organizational development Cube” is a model that aids the process of designing and establishing a sustainable project management of organisational development, put in place by management and leadership with the cooperation of employees, to increase employee engagement through planned strategies for (intervention) change and process systems. 
The model is customised to surround the key “Organizational Elements” specific to  an organization uniqueness, while considering the ongoing interactions and interrelationships between each element when setting up a PMO to assist with the organisational change pmi.org 2014.
[image: The organizational cube]
The organisational development cubes role is to guide, monitor and assist organisation development as it influences the employees of the organisation to enhance their involvement in it and become more responsible for their personal conduct as a representative of the organisation.
the objectives of the  model assist fulfilment of the organisation strategy to fulfil their mission, vision and values, by increasing employee engagement, confidence and belief in the organisation’s objectives through an effective culture for members of the organisation to adopt that increases overall organisational performance.
Organisational development cube focuses on improving the organisations effectiveness, through optimizing all personnel within the organisation contributions or achievements while aligning personnel behaviour with the strategy for change establishing a culture that promotes the necessary change outcome the organisation visions.





















Organisational Culture

· Use of the organisational learning and role of organisational culture
Organisation learning is used for facilitation of learning for all organisation personnel through the processes of generating and keeping possession of knowledge to transfer through the organisation and build a culture of change by continuously transforming through learning as part of the organisations culture behaviour.
[image: Centre for Fusion Learning Innovation and Excellence | Organisational  Learning and Widening Participation]
To encourage this type of cultural behaviour for learning is achieved by periodic reviews of actions that have taken place after a change has been made.

[image: ]



Professional or group discussions between all members involved in the change of the actions that have taken place surrounding 4 key questions to discover (1) what happened, (2) why it happened and (3) how they could maintain the strengths that they learned and (4) improve on any weaknesses. [image: Aftermath – After Action Review – 4iforum]
Hermes are now supporting organisational learning since rebranding to their new name EVRI by employing an external organisation specialist to help establish a better culture that  produces better performance aligned to the vision of the initiative, already agreeing to new incentives to encourage existing and new employees to become more engaged with the organisation values and change initiative to achieve it.




Organisational prospective
Hermes strategy for digital transformation pre covid was ahead of its time and aligned with the current need for future sustainability, but the strategy for the implementation had flaws within it, as there was a pre-existing culture that was not aligned with delivering the necessary changes to suit the implementations of the new technologies.
This became evident by their market position, as pre covid 19 they were ranked number 1 for the UK preferred online retailer’s delivery specialist. And even though Hermes could boast of profits made because if their practical and functional use to keep the business of the country going along with similar sized delivery specialist by the government because of covid 19, they emerged from the pandemic outside of the top 10 UK delivery specialist rankings with an extremely diminished market share.
Recognising by the way of bad reviews about their delivery service regarding the quality of service they deliver and their share and position in the logistics market fall, prompted Hermes immediate response for change as the organisation was not aligned with their vision and mission statement “to be the UK's carrier of choice” uk.indeed.com 2022”.
As from the findings within this portfolio a reoccurring factor that has hindered Hermes and why they are experiencing for decline for production productivity stems from their employees not being engaged with the organisation mission vison and values that had a direct impact on their customers experiences.
The financial strength of Hermes and their parent company the Otto group have the financial power to see through these changes
Their digital transformation attempt Hermes made, although implemented and upgraded with  positive effects for ease of use by online retailer suffered in their last mile and delivery depot inability to satisfy customers and retailers demands.
The leadership style of the organisation needs to be addressed to empower and make the organisations personnel more engaged as pervious organisation culture is now redundant and non-conducive to the strategy suggested for rebrand and restarting of the organisation.
Implementation and training in the use Hermes digital parcel sorting and processing systems and technologies needs to be addressed to improve the quality of service.
Continual strategies for periodic implements of new technologies to increase efficiency to maintain relevance to market demand must be maintained for sustainability along with future training in usages.
Consultant prospective
Based upon the findings from the situation analysis, SWOT and the importance of the necessary stakeholders strength in the power interest matrix to reinforce these changes, Hermes and the Otto group should place their immediate attention to organisational learning needs to be implemented to address the current culture of the organisation and the practices they need to adopt throughout personnel at all levels to make the changes to realign the organisation values, by addressing issue related to resistance to change, for the successful launch and sustainability for the rebranding of the Hermes, EVRI.
The strategy to rebrand the company from the finding of the situation analysis because the extensive tarnished reputation of Hermes  made sense to keep hold of their extensive established infrastructure and halt the existence of the Hermes brand, to address the culture and implement the necessary digital changes the organisation need under a new name with the aim of establishing a reputation of dependability through  increased production productivity and an adaptable learning culture that keeps all personnel engaged and aligned with the organisation mission, vision and values.
The improvement and future success of Hermes / EVRI rely on its management and leadership style, as most of the reason for the decline can be traced back to poor management, under the previous leadership. This should be the recommended starting point for the organisation to make their 1st steps to improve and change its culture because of the decentralized structure of the MNE and the organisation hierarchal structure for communication being redundant.
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Section 4	Evaluate the impact of organisational culture on the change management 		programme 


Section 5	Develop a reflection specifically on the insights gained from looking at the 		problem from the organisation and consultant perspective.



V
Valuable


extensive global infrastructure for logistics and ecommerce delivery solutions, b2b and b2c, a select few delivery specialist operating in the uk can duplicate by resources


R
Rarity


although delivery services are plentyful and easy to come by, the size and versatility of hermes are only amongst a selected few brands


competitive parity is high


I
Inimitatable


hermes has identically similar sized competitors in the uk e.g. DHL (dhl.com 2022), DPD (dpd.com 2022)that were able to duplicate and imitate hermes services including Ecommerces solutions. 


Temporary competitive advatage


competitive disadvantage



O
Organisation


.Dysfunctionality within Hermes delivery processing lead to poor customer experiences at the time of the surge in demand for delivery services within the lockdown period, providing competitorsthe opportunity to capitalise on the Ecommerce market sector. 


unused competitive advantage



1


2


Build a coalition


assemble all key personnel from all sectors of the Hermes organisation UK to form a change coalition to drive through the strategic change.


3


Develop vision and strategies


vision of obtaining the UK top spot for online retailer prefered delivery specialist, through digital transformation to optimize operations outputs for more productivity efficiency using ecological and environmentally friendly technologies while developing workforce skill set for use of new technologies


halt all normal operations activities because of the organisation falling way behind competitors and losing revenue in the online retailers market from poor customer reviews for performance and threatens the future security of the organisation


Sense of urgency.



4


Communicate the change vision 


the online retailer market is expanding and Hermes must react immediately to stay relevant through digitalisation to optimize productivity for sustainability, as more people are chosing ecommerce business solutions, aiming to become the UKs prefered delivery brand will help generate more revenue for employee career development and security while improving customer services and experiences if demand is handle better


5


make change coalition responsible for driving through change,train, coach or educate all personnel of each sector in usage of new technologies, implement rewards for targets achieved, identify and support / remove resistance to change


6


rewards for passing initiative training and education courses


Empower others


departmental monthly targets for meeting monthly objectives for change iniative


weekly prize awards for best delivery workers and packers 



7


build on change


real change can take time and some people may revert to their old ways of doing things to build on the momentum repeat stages 4 - 6 periodically every 3 months


8


Embed the  change


through analysis of positive changes observed reinforce the fundamental processes and systems along with new beneficial culture that is productive towards the new initiative of conducting business.



Section 2	Critically analyse the need for strategic change and the stakeholders in 		developing a strategy for change for the brand building.


Section 3	Develop a change management plan for the selected functional area 		including a model for change, incorporating issues related to strategic 		change in the organisation including how the change was managed and the 		leadership style.


Section 1	Critically analyse the organisation’s current position and explain how 		changes in the external environment have impacted on the company.
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