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Abstract

It may be contended that effective change management is critical for any organisation's survival and success in today's highly competitive and rapidly changing business climate.  Following Samsung’s two consecutive product recalls, this portfolio will look at the following areas to improve on their brand building:

· Examining the current position of Samsung and explaining how changes in the external environment have affected the company
· Analysing the need for strategic change and the stakeholders in order to develop a strategy that will be effective in building their brand
· Creating a change management plan for the functional area, including a model for change, incorporating factors relating to strategic change and leadership style within the organisation
· Examine the influence of organisational culture on change management
· Refection on addressing the insights gained from looking at the problem from an organisational and consulting perspective
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1.  Introduction


The COVID-19 pandemic undoubtedly caused organisational changes, compelled a review of company strategies, and helped pave the way for digital transformation (DT) in many areas of the economy (Gabryelczyk, 2020).  Employees were obliged to function under new processes along with advanced technology because of the epidemic and as a result, it is reasonable to suggest that business processes were radically altered in an unforeseen and unexpected manner.  Furthermore, DT had a profound effect on how organisations sustained their competitiveness and consumer relationships (Stalmachova, Chinoracky and Strenitzerova, 2022).  Digital transformation within an organisation, can be defined as using various digital technologies across sectors to increase efficiency, improve stakeholder experience and add value (Fitch Solutions Group Limited, 2021).  In order to successfully implement DT, a change management plan is necessary because companies are focusing on brand building through multiple functional activities.  A change management plan (CMP) is described as the steps a company follows to implement changes throughout the company (The Chicago School of Professional Psychology, 2021).  
This portfolio will critically evaluate the innovation and change approach Samsung need to adopt in their customer experience (CE) function to improve their overall brand.  To compete successfully in the dynamic global market, organisations must continuously innovate ways to create value (Kang et al. 2019).  Samsung which can easily be accessed at https://www.samsung.com/uk/ was first established as a grocery store in 1938 and later expanded to electronics in 1969.  They became world leaders branding the company one of the world's top five electronics manufacturer (Business Standard, 2022).  Samsung US Newsroom (2018) published that the company transacts with B2B (business to business), B2C (business to consumers) and B2G (business to government).  Their smartphones were introduced in the 2000s and as well as being among the best-selling products worldwide, they quickly became some of the company’s most praised goods (Bondarenko, 2021).  However, things started to turn sour following the release of their Galaxy Note 7 in 2016 which had to be recalled due to the batteries being faulty causing explosions (Lopez, 2017).  This unfortunate episode leaves us all questioning on how Samsung will regain consumer trust and whether they can turn this crisis into an opportunity to come back better and stronger?  This portfolio will endeavour to answer these queries throughout this critical evaluation. 



2. Situation analysis


2.1	Environment sustainability
The sustainability practices of firms today are regarded as an important business necessity.  Corporate social responsibility (CSR) theories have been formulated to include business strategy concepts aimed at enhancing corporate competitiveness (Lee, 2019).  Environmental sustainability are concerns regarding reducing energy use, waste, pollution, emissions, recycling and reusing (Sharma and Joshi, 2019).  Increasingly, consumers are not just interested in the physical product, but also want to know, for example, where the raw materials are sourced from, additionally often attracted in what happens to products after they have been used (Bask et al. 2013).  Samsung laid their foundations for Eco-management in 1992 and have been tackling issues since then (Samsung UK, 2022).  Their ‘Ecosystem restoration’ ensures that a product's whole life cycle has minimal impact on the environment.  

2.2	Actions taken
Samsung had a disastrous launch of its flagship model The Galaxy Note 7 in September 2016 due to the batteries overheating and causing explosions (BBC News, 2016).  Consumers were left with burns, damage to property and an airplane had to be evacuated following a fire caused by the phone (Barbash, 2016; Lee, 2016).  Samsung were impelled to recall approximately 2.5 million devices costing them more than $18bn worth of company shares being wiped out by a 7.5% decline, their worst daily percentage decline since 2008 (Solan, 2016).  This then prompted the question of how the phones will be sustainably disposed of?  Leach and Boyd (2017) state that Greenpeace protested the company's failure to explain how the defective phones will be recycled.  Liberatore (2016) adds that this could be disastrous for the environment, filling up landfills causes water and soil contamination.    Samsung dealt with this problem by setting out three steps; firstly, wherever possible, devices were classified as refurbished/rental phones, secondly they removed salvageable components for reuse and finally, environmentally friendly methods were used when dealing with processes such as metal extraction (Lee, 2017; News.samsung.com, 2017).

The next part will detail Samsung’s Business Model Canvas......
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2.3  Figure 1 - Samsung Business Model Canvas

2.3.	Business Model Canvas

Founded in 2010, Osterwalder & Pigneur developed the business model canvas (BMC) consisting of nine interdependent components.  In addition to providing the ability to overlook the different factors of the business, this tool can also be used to create, adjust, and modify all of the components (Keerativutisest and Promsiri, 2021).

Key partners - Samsung understands the value of partnerships in establishing successful relationships and creating business opportunities with customers.  Their development of its products with IBM, Microsoft, CISCO and BMW Group has contributed significantly to the company's global success (Čirjevskis, 2016).  

Key activities - Samsung focuses on product development and product diversification and to deliver superior products to its customers, they spend a considerable amount of money on research and development.  They offer their consumers safe and secure transportation of batteries and dangerous goods (Samsungsds.com, 2022).   

Key resources - Samsung’s employees are a vital component to their success and have included Human Resource Management in their key initiatives outlined "Vision 2020”.  They work towards developing industry leading experts to maximise their competitiveness and to also create jobs and reduce unemployment rates (Samsung Sustainability Report, 2016).  

Value propositions - Samsung's low prices and high-quality products and services are highly attractive for customers, strengthening the firm's competitiveness.   Innovative, cutting-edge technology products with improved product performance, convenience and easy to use, great designs, creates value for money for the customer.  

Customer relationships - Employees at Samsung are trained to treat every customer with respect and make them feel valued and satisfied.  In addition to their social media channels, Samsung uses many online sites as a form of communication, promotion, and gathering customer feedback. One example is Facebook, where they advertise their mobile devices actively to over 30 million followers (Facebook.com, 2022).  

Channels - Samsung has a number of distribution channels, such as its own stores, its eCommerce site, partner stores, wholesalers, and holding seminars and conferences.  

Customer segments - Samsung provide a wide variety of products and services for their consumers.  These are ones that gain them the most revenue; Consumer electronics, IT and mobile communications and Health/medical equipment.  

Cost structure - As well as smartphones, the company also implemented competitive pricing strategies for products such as televisions, refrigerators, hair conditioners, etc.  It is important to establish strong competitive positions and attract consumers to the market through competitive pricing strategies.  

Revenue streams - Samsung’s main revenue come from consumer electronics which include televisions, laptops, fridges etc.  Their second largest revenue comes from IT & Mobile communications, which includes smart phones and thirdly their device solutions include semi-conductors, display panels and memory.

The next part will include Samsung’s SWOT analysis......






















2.4.	SWOT Analysis
	
STRENGTHS

High market share - Innovation R&D - An annual budget of billions of dollars is dedicated to research and development in the company.

Artificial Intelligence - Ranking in first place for its excellence of AI algorithm (News.samsung.com, 2018). 

Excellent operating performance - they maintained their leading position (Statista, 2022).

Recognised brand - they solidified their name by being ranked in top five position of Interbrand’s Best Global Brands 2021.

Eco-friendly - Two distinctions were awarded by the U.S. Environmental Protection Agency (EPA) for the company's ongoing sustainability efforts (MENA Report, 2021).

	
WEAKNESSES

Brand reputation damaged by product safety issues - Samsung plummeted to 49th position following Galaxy Note 7 battery issues (Liberatore, 2017).

Increased liabilities - Liabilities that increase in such a significant way could affect the company's credibility in the market and might pose a risk in terms of raising capital for investments (Samsung SDI Co Ltd, 2021).

Legal proceedings - Two patents were infringed, resulting in damages, such lawsuits may negatively affect the brand image of Samsung and undermine consumer confidence (Samsung Electronics Co Ltd, 2021).





	
OPPORTUNITIES

Global Consumer Electronics Market - Two versions of the Galaxy Book Pro to be released with ultra-fast connectivity and an  upgraded artificial intelligent robot vacuum cleaner which has 3-D sensors to avoid objects while cleaning difficult-to-reach areas (Samsung Electronics Co Ltd, 2021)

Launch of products - The introduction of new items has the potential to broaden the company’s offerings and product portfolio, as well as enhancing income.
Focus of launching 5G - 5G wireless technology has the potential to expand fixed broadband and the IoT market globally advancing digital transformation for businesses.

	
THREATS

Intense competition - Many of Samsung’s opponents have a longer operating background, a strong brand, established customer and supplier ties and more financial resources, all of which contribute to the development of innovative goods and the expansion of the company through mergers (Samsung Electronics Co Ltd, 2021).

Environmental regulations - Governments and regulators became more concerned and stricter about the impacts of products on consumer safety and health, which prompted greater environmental regulations.


Figure 2 - SWOT Analysis

The next part will include Samsung’s PESTLE analysis......
2.5.	PESTLE Analysis

	
Political
	
Economical
	
Social
	
Technological
	
Legal
	
Environmental


	
Companies' operations are significantly impacted by political factors and a country's trade relations can affect the business activities of companies due to its different regulations. The impact of political decisions can be positive or negative.

Japan was warned by South Korea not to escalate a dispute that threatens the global supply chains for smartphones and electronic devices, a dispute that is estimated at around $80 billion (Pham, 2019).  The feud between these countries could be detrimental to Samsung’s manufacturing process.




	
A global economic recession is still ongoing, which has adverse effects on consumers' purchasing power and their ability to purchase goods.

Having a volatile and unpredictable economic environment would result in higher business risks and more intense competition for Samsung.

The COVID-19 pandemic is an example of how uncertain economic policies have distorted the view of the economy and affected all market participants (Al‐Thaqeb, Algharabali and Alabdulghafour,
2020).

	
When launching branches in new markets, the company should identify ways to adapt its products to meet changing customer preferences by tailoring products that fit the market's needs.  They did just that in London’s multicultural city by introducing Samsung KX featuring an amazing blend of local culture, hands-on learning, and creativity.  This could be a good way to gain competitive advantage after the company’s Galaxy Note 7 fiasco 
	
The key driving force in the mobile industry can be considered to be technological factors (Coy, 2013).

As a result of overheating, the Samsung Galaxy Note 7's batteries burst, posing a safety hazard.  Furthermore, the company made a huge financial loss not to mention loss of consumers.
	
There are various legal factors that can affect an organisation, including:· Employment laws· Consumer protection· Industry specific regulations· Regulatory bodies· Environmental regulations (Libguides.library.usyd.edu.au,2022)

Kim (2016 confirms hundreds file lawsuit over Samsung Galaxy Note 7 explosion which was a huge blow to the firm.
	
There are many environmental factors Samsung need to consider, including the scarcity of raw materials; environmental targets; operating as a socially responsible organization; and measuring carbon footprint (Libguides.libraries.wsu.edu, 2022). 

Greenpeace.org (2016) stated that most of the Galaxy Note 7 components may be destroyed, even if they're brand new and still working fine, which results in the waste of materials, energy, and labour that went into their construction.  Samsung need to make the right decision on how they will tackle this major concern.


Figure 3 - PESTLE analysis


The next section will detail Porter’s 5 Forces.....




2.6.	Porter’s Five Forces

Developing a sustainable competitive advantage is crucial for Samsung and as an indication of an industry's competitiveness, the model takes into consideration internal and external factors that determine the direction of the business. When taken together, these provide a picture of how attractive the market is.

THREAT OF NEW ENTRANTS - LOW


The technology industry is highly competitive and requires constant innovations for a company to sustain itself in this business. These innovations necessitate a large capital investment, which a small business cannot afford which puts Samsung in a strong position as they heavily invest in R&D.














BARGAINING POWER OF BUYERS - MODERATE

There is fierce competition among other brand and majority of them are actively campaigning for customers.  Samsung need to win their customer’s confidence back after the Galaxy Note 7 fiasco.  Customers have a lot of bargaining power as there are many brands in the market to choose from.




BARGAINING POWER OF SUPPLIERS - LOW

As a manufacturer of chips, processors, and displays, Samsung is a provider for many of its products, therefore they are less reliant on its suppliers.  Thus, it creates the uncommon scenario wherein Samsung acts as a dealer to its biggest competitors 

RIVALRY AMONG EXISTING FIRMS - HIGH

Rivalry is intense among others including Apple, LG, Lenovo, however Samsung has maintained leadership position for the last 6 years  (Statista, 2022). With continuous lawsuits in place between Samsung and Apple, Samsung needs to constantly monitor the strategies of its competitors in order to increase brand awareness, loyalty, and market share.  To their advantage, heavily investing in R&D is assisting them in coming up with new inventive items.










THREAT OF SUBSTITUTES - MODERATE


The threat of substitutes is moderate as they can be offered by the other bigger brands such as Apple, LG, Huawei.  However, they cannot be matched exactly as Samsung holds patents that restricts other brands from manufacturing a substitute product.

 





7. Reference List


Figure 4 - Porter’s Five Forces

The next section will look at Stakeholders and change........


3. Stakeholders and change

3.1.	Internal and external stakeholders
To successfully implement change, employees, supervisors, managers, and others have to be engaged and committed.  Additionally, stakeholder participation is regarded as a critical success factor in organisational change initiatives (Errida and Lotfi, 2021).
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Figure 5 - Power/Interest Matrix

Those stakeholders with high power and high interest should be fully engaged and Samsung need to make strong efforts to satisfy them.  Furthermore, stakeholders with high power but less interest should be kept satisfied while stakeholders with low power, but a keen interest should be sufficiently informed and integrated due to their potential knowledge and engagement.  Finally, stakeholders with low power and interest need to be monitored and kept in touch with minimal effort in communication.  The matrix suggests close management of Samsung’s customers and retailers due to their high level of interest and power and a careful evaluation of partners and communities is recommended.  Additionally, these stakeholder groups are not only most affected by the Galaxy Note 7 incidents but also most crucial for further product launches.  Meanwhile, the media is an important voice for the company that must be informed and incorporated to convey its message and to gain a bigger audience.  By highlighting the company's efforts to solve the incident and introduce further market-driving new products, investors and governments can be kept informed and satisfied.  In order to maintain employee engagement and ensure security, Samsung's employees and managers must be properly informed and integrated throughout the process as the company's outward reflection.

The next section will detail strategic change........
3.2.	Strategic change

Undoubtedly, Samsung faces an extremely challenging task with branding future Galaxy Notes following the battery explosions of the Note 7, deeming it a particularly low point in the smartphone industry (Morris, 2017).  Samsung's recall "is a serious blow to the brand, showing a weakness in quality control," said Park Kang-Ho, analyst at Daishin Securities (Jung and Bradshaw, 2016).  This suggests the need for strategic change for Samsung to fix the serious issues with their quality inspections as well as their consumers' confidence being dampened (Goovaerts, 2016; Kasprzak, 2016).  Furthermore, their customers were left confused and more importantly they were unsure of what to do with their unsafe phones. Current Analysis, a market research firm stated, “in their communications, Samsung have not been very clear about what the problems are, how they will be fixed, and how long it will take to fix them” (Selyukh, 2016).  They added that this is going to hammer the organisations earnings, but it doesn't have to permanently damage the Samsung brand if they react swiftly and clearly.  Unquestionably, Samsung had a huge task to deal with in recalling over 2.5 million handsets and Lopez (2016) addressed that product recalls are never simple and a return of more than 30 percent is extremely difficult, however, Samsung managed to achieve over 90 percent three months later (Samsung US Newsroom, 2017).  Samsung investigated the cause by employing a team of 700 engineers who tested 200,000 devices and 30,000 batteries over several months.  They created an eight-point quality plan aimed at avoiding a repeat of the error, and it added extra battery protections to future smartphones (Martin, 2017).  Additionally, they asked experts from three independent organisations to provide them with an objective analysis and after reviewing their processes from hardware, software, assembly, testing to logistics, it was concluded that the batteries were the cause (Samsung Electronics America, 2022).  Although Samsung attempted to make sure the problem does not reoccur, it does not take away the scars that consumers are left with both physically and emotionally.

The next section will look into change management.......










4. Change management

Change management (CM) is a complicated set of activities, functions, and tools that help organisations cope with anything new that is relevant for their survival and growth (Sartori et al. 2018).  Moran and Brightman (2001) refer to CM as the process of continuously rethinking an organisation's direction, structure, and capabilities in order to meet changing customer needs both internal and external.  Samsung need to build their customer trust again and make changes to their strategies so that customers are always aware of what is happening or what to do in times of a crisis just like that of the Galaxy Note 7 incident.  Change is necessary for Samsung to halt the downward spiral that the company is currently experiencing (Kotter, 2005).

The next part will look at a change management plan for Samsung........
























4.1.	Change management planCreate a sense of urgency

Build a guiding coalition
Anchor the change


KOTTER’S 8 STEP CHANGE MODEL


Sustain acceleration
Develop a clear vision




Share the vision 
Generate short-term wins


Empower people to clear obstacles




Figure 6 - Kotter’s 8-step change model - (Kotter, 1995)
	Steps during a change process
	Actions 

	Create a sense of urgency
	Crisis recognised, impact evaluated, conclusions were drawn

	Build a guiding coalition
	Recruited internal and external experts including getting management involved

	Develop a clear vision 
	Established an engaging safety promise that encompasses all changes

	Share the vision
	Exchanged knowledge and future aspirations

	Empower people to clear obstacles
	The value chain should be adjusted to improve production and testing

	Generate short-term wins
	Launched new releases and implemented the changes

	Sustain acceleration
	Continually evaluated, improved and formulated new visions

	Anchor the change
	Implemented the changes into the business model with a mission statement that highlights the changes



A company's organisational design is the work of coordinating and aligning all its components towards achieving a mission.  It involves considering all the aspects of the organisation in relation to its environment in the context of the business vision/mission (Stanford, 2007).  Change is not easy, to adapt effectively to change, most established organisations face difficult challenges ahead of them in various operational and procedural areas. 

The next section will look at change management and organisation......
5.  Change management and organisation

5.1.	Organisational structure/design
Organisational change refers to steps taken by a firm or business to modify a major aspect of its operations, such as its culture, underlying technology or structures, or internal processes.  Organisational change management is the process of leveraging change to achieve a successful outcome, and it typically consists of three major phases: preparation, implementation, and follow-through (Stobierski, 2020).  McKinsey’s 7-s framework which was introduced by Tom Peters and Robert Waterman contends that organisational effectiveness entails more than simply establishing the proper command and control structure to coordinate the implementation of an organisation's strategy.  Instead, the framework depicts a constellation of seven interacting factors that are critical to assisting people in working effectively together in order to achieve a high-performance organisation (CGMA, 2022).  In Figure 7 below, shared values are at the heart of the Samsung McKinsey 7S model, as they influence employee behaviour and have an impact on their performance.

5.2.	McKinsey 7-s framework

STYLE



STRATEGY
SKILLS
SHARED VALUES





STAFF
SYSTEMS


STRUCTURE





Figure 7 - McKinsey 7-s Framework
Strategy - Samsung's business strategy is primarily based on replicating market leaders' innovations in terms of introducing new products and/or adding innovative features to existing products.
Structure - The organisational structure of Samsung is divisional, with the firm separated into three product divisions: IT & Mobile Communications (IM), Consumer Electronics (CE), and Device Solutions (DS).
Systems - The effective operation of a variety of systems is critical to Samsung's long-term growth prospects including employee selection and recruitment systems, team development systems and customer relationship management systems.  Samsung evaluates its processes and systems on a regular basis in order to identify and implement possibilities for improvement that have a positive impact on the bottom line.
Skills - The range of skills and competencies required to be successful at Samsung is vast and includes interpersonal skills, teamwork, ability to work under pressure, customer orientation, creativity and analytical thinking.  
Staff - Samsung employees worldwide totalled to 267,937 (Statista, 2022).  Samsung's leadership style has generally been paternalistic and dictatorial, reflecting significant aspects of South Korea's national culture.  It may be argued that such a leadership style results in employee obedience and faster implementation of decisions.
Shared values - Strategic level management at Samsung tries to promote its values of dedication to work, creativity and industriousness to its employees.  The company's corporate mission of "inspiring the world with innovative solutions" fits well with its values of enhancing people's lives and promoting a healthier society through technologies, products, and designs.


 Organisational culture will be discussed next.......











5.3.	Organisational culture

With a strong emphasis on technology innovations, Samsung's corporate culture emphasizes the development of human resources.  Organisational culture refers to the customs, core values, and traditions of an organisation that affect employee behaviour and how they should act.  The corporate culture of Samsung encourages employees to strive for excellence in their job performance.  Samsung Research has a C-Lab (Creative Lab) initiative that fosters a creative company culture and promotes and nurtures workers' unique ideas (Samsung Research, 2022).  Samsung UK (2022) states that most company executives feel that a strong organisational culture provides a significant competitive advantage.  Samsung have encouraged their staff during tough times such as Covid,  to have face-to-face meetings through Zoom, keep connected through social phone calls and they inspired their staff to meet up in person with one another (Images.samsung.com, 2022).






















6.  Reflection

Samsung were faced with the challenging task of recalling over 2.5 million handsets due to faulty batteries that were causing injury and damage.  As a very successful organisation, they were able to manage the recall quite smoothly apart from some customers not knowing what to do with the phones.  Samsung promised to investigate and make sure that the same mistakes were not repeated.  Due to an enormous reputational reservoir and excellent communications efforts, Samsung emerged victorious from a crisis as an established brand, they have retained their top position for several years.  The organisation’s vigorous testing and safety checks will endeavour to avoid the mistakes that were made in the past.  New learning for Samsung could be to make video tutorials showing how to put a fire out in case this incident was to happen again.  In fact, this crisis was a wake-up call for Samsung to never lower its efforts and to always pursue development.  
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