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1. [bookmark: _Toc130477578]Executive summary
The report looked into the most recent change at Virgin Atlantic from commercial flights to cargo flights. Firstly, the report offered a short background into Virgin Atlantic where general information has been given such as partnerships and number of employees. Then, the report was looking to identify the main reason for change, and for this the SWOT and Pestle analysis have been conducted which have shown that Covid was at fault for this unpredictable change. Lewin’s Unfreeze Change Freeze model has been applied to Virgin Atlantic to understand how the company planner for the change and has integrate it. Then, leadership has been discussed and it has been argued that Richard Branson has been the one that created the change. The organisational culture using Handy’s model showed that Virgin Atlantic has a club culture, where it means that everyone thinks alike. This has been used to determine the change agents, and because employees think almost the same, it has been assumed that there were only advocates for the change. 
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2. [bookmark: _Toc130477579]Introduction
The purpose of this report is to assess the process of the change being implemented in a company. Theories/models will be applied, which will include definitions, as well as methodologies and will be delivered in a critical manner. These will be in relation with the change managements and are mainly tools that must be used to ensure that the change is effectively implemented. A critical analysis of how a company has implemented a change in the last two year will be provided as well. The chosen company is Virgin Atlantic and the change that happened within the company was the replacement of consumer flights with cargo flights. Apart from the critical review of how Virgin Atlantic has dealt with the change and implement it, recommendations will be provided based on the major findings of the report. The recommendations will be provided using a Personal Development Plan. The information included in the report will be provided from extensive research over the methodologies. The research has been made using academic journals and credible websites. 
3. [bookmark: _Toc130477580]Background and reason for change
An analysis into the background of the company and the identification of internal and external factors that are the reason for the change. 
3.1 [bookmark: _Toc130477581]Background of the company
Virgin Atlantic has been found in 1984 by Richard Branson to be a high-quality airline but cost-effective, nevertheless (Baxter, 2019). Virgin Atlantic became recognised for their super-economy service in 1992, and since then it has been a staple for the company but was launched officially in 2006 under the name of Premium Economy Class (Baxter, 2019). Virgin Atlantic has been in continuous expansion since the beginning, but the company reached a new level when it announced a joint venture with Air France – KLM and Delta Airlines in 2017 (Baxter, 2019). Currently, Virgin Atlantic employs up to 10000 employees, and its main services are Fly Economy Class, Fly Premium Economy, Fly Upper Class, and Cargo Transport (Baxter, 2019). The main shareholders of the Virgin Atlantic are The Virgin Group, with 51%, and Delta Airlines with 49%. In 2019 it had a total revenue of £928 million (Baxter, 2019). 
The main operational change of Virgin Atlantic has been the shift from the consumer flights to cargo flights, during and after COVID-19 (Adrienne, Budd and Ison, 2020). 
3.2 [bookmark: _Toc130477582]Reason for change
In order to identify the main reason for the change that Virgin Atlantic made, two analyses will be conducted. The SWOT analysis is a strategic technique used to help identify the strengths, weaknesses, opportunities, and threats of the organisation (Helms and Nixon, 2010). The SWOT analysis includes both internal and external factors. The internal factors are represented through the weaknesses and strengths and the external factors are represented through opportunities and threats. 

· Strengths: 
· Virgin Atlantic has a great reputation for the services offered to customers, especially the Premium Economy Class (Yilmaz, 2022).  Virgin Atlantic is also a customer favourite in the United Kingdom because the company has little to no flight delays, and the prices are more than affordable (Yilmaz, 2022). 
· Richard Branson is a great leader and motivational speaker who have offered incredible support to the employees and had great business ideas for Virgin Atlantic (Blumenthal, 2022).
· Virgin Atlantic has a genius marketing strategy which is unique and gets public attention (Patel, 2018). This has been very important for the company because promotion will attract more customers, and an effective PR & Marketing strategy will always have the desired outcomes (Patel, 2018). 
· Virgin Atlantic has developed flight routes that allows the company to offer affordable flights to the customers (Puckett, 2023). The North Atlantic region is the one that is the most popular choice between Virgin Atlantic customers and the majority of the company’s revenue comes from this route (Puckett, 2023). 
· Virgin Atlantic has developed a strategic and effective business partnership with Delta Airlines. This allows Virgin Atlantic to operate unique flights and gain customer preference (Virgin Atlantic, n.d.). 
· Weaknesses:
· Virgin Atlantic operates on a limited route. Because of this, the organisation does not have global visibility and therefore not enough customers (Virgin Atlantic, 2020). 
· Virgin Atlantic relies way too much on his leader, Richard Branson. While this is bringing benefits to Virgin Atlantic because Richard Branson is seen as a motivational speaker and has many fans, some might consider that the company lacks its own identity and the only reason for its customer success is because of Branson (Calder, 2020).
· Virgin Atlantic lacks investment. The main reason for this is that the company has a private ownership, and in this type of ownership, the funds are limited since there are no investors (Otley, 2020). 
· Opportunities:
· Virgin Atlantic has the potential of opening new routes. This is an opportunity for the organisation because it can gain more customers and grow its exposure (Virgin Atlantic, 2020). 
· Virgin Atlantic can make other business partnership that will benefit the company (Virgin Atlantic, n.d). 
· Virgin Atlantic can also do cargo flights in periods with low number of customers in order to increase the organisation’s revenue (Topham, 2022). 
· Threats:
· Virgin Atlantic has been affected by the Brexit because the taxes have increased (Spero, 2019). 
· Virgin Atlantic is affected by the United Kingdom recession following the Covid-19 (Topham, 2022). 
· Virgin Atlantic has been affected by the social distancing and lockdown regulations during pandemic (Topham, 2022). 
· Virgin Atlantic is in competition with other similar organisations that offer multiple routes (Branson, 2023). 
The PESTLE analysis is a strategic management tool used by business in order to assess six key external factors which are political, economic, social, technological, legal, and environmental (Cartwright, 2002). The main purpose of this tool is to acknowledge future external factors changes and to create a plan to adapt the company to it, or to analyse if a decision is applicable and with a high rate of success in the current external situation (Cartwright, 2002). 
· Political:
· Brexit has affected Virgin Atlantic through the fact it has increased the fuel cost (Spero, 2019). Luckily, this is the only effect that Brexit had over the company because Virgin Atlantic mainly operates flights to and from United Kingdom to Unites States. 
· The Russian-Ukraine war means that Virgin Atlantic must avoid any interference with Russian land, and therefore the flights have been re-structured to follow other routes which increased the duration of the flight (Virgin Atlantic, 2022). 
· Economic: 
· Due to overall price increases, Virgin Atlantic has been forced to increase their prices as well in order to afford to pay the suppliers and the employees. The price increase might force people to cancel their holidays abroad, which will decrease Virgin Atlantic’s number of customers (Topham, 2022b).
· Social
· The most recent pandemic and lockdown pushed people to mainly stay inside. This means that all the flights had to be cancelled due to lack of passengers. Virgin Atlantic lost money and was struggling during this period (Topham, 2022). Nevertheless, after the rough period of lockdown and social distancing, people started to travel again, even more often than before (Orden-Mejía et al., 2022).    
· At the same time, the world needed supplies during Covid, and Virgin Atlantic has started to use its fleet for cargo flights, which has maintained the company’s revenue during the difficult time and has helped the world as well (Steere, 2020).
· Technological
· Virgin Atlantic constantly invest in new technology that will allow the company to develop. Firstly, Virgin Atlantic has created partnerships with LanzaTech to develop a technology that will allow Virgin Atlantic to operate on sustainable fuel only (Virgin Atlantic, n.d.). Then, in partnership with Vertical Aerospace, Virgin Atlantic wants to create electric airplanes (Virgin Atlantic, n.d.). 
· Legal
· Legally, Virgin Atlantic must ensure that the Terms and Conditions are not violating Customer’s Rights (Virgin Atlantic, n.d.). At the same time, Virgin Atlantic must pay compensation to customers if the flight has been delayed more than 3 hours or for any other ‘mistake’ that the company is making (Virgin Atlantic, n.d.). 
· At the same time, Virgin Atlantic has also been involved in certain lawsuits, the most recent being in 2022 against Alaska Airlines for not paying the royalty to Virgin Atlantic that were agreed in 2007 (Tobin, 2022). This is currently in progress (Tobin, 2022). 
· Environmental
· Virgin Atlantic is committed to becoming net zero emissions by 2050 (Virgin Atlantic, n.d.). At the same time, Virgin Atlantic is working on developing electric airplanes (Virgin Atlantic, n.d.). 
The change of Virgin Atlantic has been to adopt the cargo flights during pandemic when people were unable to travel (Steere, 2020). After pandemic, the company still operates cargo flights, but it has also returned to usual flights. The factor that impacted the change the most is the social factor of the Pestle analysis. 
4. [bookmark: _Toc130477583]Change model
To go through a change is never easy, especially in business. In order to implement changes, companies can opt to use a change model, which will give directions into how it is the best to proceed in order to implement the change (Burnes, 2020). A change model is Lewin's three-step model change, which split the change implementation into three parts (Burnes, 2020):
· Unfreeze – this part begins with the identification of the reason for change. According to Burnes (2020), during this stage, company is usually doing research in order to identify the best course of action. At the same time, he look at this stage provides support for people to get used to the idea of change, and to prepare all the necessary resources needed for the change to actually be implemented. 
· Change – this part begins with the finished planning, at the moment in which the company is ready to adopt the change. According to Burnes (2020), during this stage, the change is actually implemented and people starting to experiment with the change and to get used with the new process.
· Freeze – this part begins when people are comfortable with the change. According to Burnes (2020), during this stage, the initial change starts to be fully integrated in the business, to the point where is not considered to be a change anymore. 
Despite this model being a common model used when businesses are implementing changes, this also has a few limitations. The main limitation is that argued to be the fact that usually a change is often chaotic, and it cannot be fit in three main stages (Levasseur, 2015). The other limitation is the fact that Lewin's model only offers perspective over the change process but does not offer any guideline on what actions to undertake in each stage to ensure that the change implementation will be successful (Levasseur, 2015).
By applying Lewin’s model to Virgin Atlantic, the followings apply:
· Unfreeze – The unfreezing process started with the Covid and the lockdowns (Steere, 2020). This showed the company that they must always be prepared for external factors to change. Virgin Atlantic had to think quick, and to apply even quicker a procedure to minimise the negative effects of the Covid (Steere, 2020). In this stage, Virgin Atlantic came up with the idea of making cargo flights instead of commercial (Steere, 2020). At the same time, during this stage, Virgin Atlantic had to get in touch with those who needed cargo flights, create proposals and contracts, and ensure that everyone is on the same page. 
· Change – During this stage, Virgin Atlantic started to make the first cargo flights. Here, the company had to identify the best procedures because cargo is different from commercial, meaning that the airplane will likely be heavier, and pilots needed different training (Simple Flying Staff, 2020). 
· Freeze – This stage came after the period of accommodation of doing cargo flights. After the pandemic, Virgin Atlantic decided to start again to operate commercial flights, but the difference is that Virgin Atlantic also operates cargo on a daily basis (Topham, 2022a). 

5. [bookmark: _Toc130477584]Leadership and Management
It is considered that changes are inevitable in every company. At the same time, change could have multiple challenges, which can only be overcome with the help of leadership (Vito and Sethi, 2020). Leadership is argued to be a social influence which can positively impact others to work towards achieving a goal (Vito and Sethi, 2020). There are multiple types of leadership, however it is argued that each leader must be prepared to adapt to change (Vito and Sethi, 2020). The reason for this is because changes are not always positive or planned, sometimes the changes can be necessary sudden (Vito and Sethi, 2020). This was also the case at Virgin Atlantic, which had to adapt to overnight changes regarding Covid and lockdown and had to plan a way to survive that difficult period of time. Luckily for Virgin Atlantic, the leader, Richard Branson, is a person that always finds solutions in difficult times (Blaschka, 2019). When Covid hit and restrictions started to apply, he was able to use his influence and relations to create a plan so that Virgin Atlantic do not suffer. Given this, Branson managed to discuss a few very profitable contracts for Virgin Atlantic to start transporting cargo with PPE supplies from China to United Kingdom and to hep the country have access to protection equipment (Steere, 2020). 
It cannot be contested the fact that Richard Branson played a decisive role into ensuring that Virgin Atlantic will be able to adopt changes to survive the Covid. Without his leadership and guidance, the company would have been struggling and in a losing position (Blaschka, 2019). Therefore, Richard Branson not only came up with the change as a solution to external factors (Blaschka, 2019), but he also helped to negotiate contracts and to ensure that this change can be successfully implemented (Steere, 2020). 
6. [bookmark: _Toc130477585]Organizational Culture
The organisational culture can you be defined as the self of values that are guiding all the actions within the company (Kane-Urrabazo, 2006). What makes culture interesting is the fact that it is different from company to company. Handy created a model that shows the main four types of culture that a company can have (MindTools, 2022). 
· Club culture – this type of culture is the water where the leader is very active and involved in the company (MindTools, 2022). The leader also created a team with people who are matching his believes (MindTools, 2022).
· Role culture – like its name, this type of culture is mainly focused on the role that each person has within the company (MindTools, 2022). This means that everyone is important can ensuring that the company successful, and if a person does not fulfil its role, it will affect the overall performance (MindTools, 2022). 
· Task culture – like its name, this type of culture is focused on getting the work done. Within a company with this type of culture, the employees must be prepared to overcome any obstacle in order to ensure that all the tasks are completed, and the goal achieved (MindTools, 2022). 
· Existentialist culture - contrary to the other culture types, this one mainly focuses on the well-being of the employees (MindTools, 2022). This means that the company invest in employees, and the employees will be highly productive as a result of the company’s investment (MindTools, 2022). 
While this model shows very well the types of culture that the company can have, it is very strict. This means that, if a company has a blended culture, it will be very hard to identify what exactly is that company’s culture (Holyoak, 2019). 
Virgin Atlantic culture it is arguably a club culture. This is because Richard Branson is known to be a very involved leader. At the same time, he has also learned how to delegate its work (Blaschka, 2019). Therefore, he needed to employ people with similar ideas and thoughts in order to ensure that the company is in good hands and good business decisions are made even when he is not around, given the fact that he is also involved in other businesses. By looking at the most recent change that happened at Virgin Atlantic, which is represented by the rise of cargo flights, the culture of the company has played a very big part. This is because once Richard Branson came with the solution as a response to the negative effects caused by the Covid (Steere, 2020), everyone is the company agreed, since in this type of culture everyone thinks similar. 
7. [bookmark: _Toc130477586]Change agents
In a company, the change cannot be implemented by itself, but there are people that are working on implementing the change and ensuring that this is successful (SHRM, 2019). The people that are promoting the change within the company are known as change agents (Westover, 2010), and there are four types of such agents.
· Advocates – this type of agent is the one that is the most supportive with the change. It usually agrees with the change, believes that is beneficial for the company and takes time to promote it between other colleagues and show them why it is beneficial (Westover, 2010).
· Incubators – these agents are not against the idea of change, but they don't need more time to but still really before the information and to cheque whether the change is indeed beneficial or not (Westover, 2010).
· Apathetic – this type of agent is completely ignoring the change. It is agent usually that does not say whether he believes that the change is good or not, he simply ignores it (Westover, 2010).
· Resistors - this type of agent is the only one that is fully against the change. He does not believe that that the change is necessary and will say this to everyone (Westover, 2010). 
This model is very good at showing that not everyone will agree with the change but what this model lacks is the support on how to deal with challenges brought by the incubators, apathetic and resistors (Westover, 2010). 
Due to Virgin Atlantic’s club culture, it can be argued that because the idea came from Richard Branson to replace the commercial flights with the cargo flights (Steere, 2020), all the employees agreed with this. Therefore, because there is little information on this, it can be assumed that all the change agents that Virgin Atlantic had were advocates.
8. [bookmark: _Toc130477587]Conclusion
Virgin Atlantic was placed in a position where it needed to devise a strategy for minimizing the effects of COVID. The company chose to operate cargo flights, which was new for the company, and had to adapt very fact to all the new processes. Virgin Atlantic has been mainly affected by the external factors that was the covid which socially, made people to not be able to travel anymore. Therefore, the solution to this situation has been given by the leader of Virgin Atlantic, Richard Branson. 
All the frameworks and methodologies used showed that leadership is a strong trait of Virgin Atlantic, as well as teamwork, which made the implementation of cargo flights to be successful within the company. 
9. [bookmark: _Toc130477588]Recommendations
	Recommendation Objective
	Measures-What action will be undertaken to resolve/improve
	Priority
High/Medium/Low
	Support & Development-
External/Internal
	Review dates
	Other comments

	Training other managers in change management
	Richard Branson must train other people as well to be able to deal with changes.
	High
	Internal help from managers and CEO to create a training process. 
	Every 6 months or when necessary
	More people must be able to analyse the external and internal factors and to act accordingly to implement changes.

	To open new airline routes
	Discussion with other countries and airports, purchase of airplanes and hiring people
	Medium
	Internal help from the company for negotiation and sales.
	Every month
	Virgin Atlantic needs to have more routes especially now that the company is doing cargo and commercial flights. 



10. [bookmark: _Toc130477589]REFERENCES
Adrienne, N., Budd, L. and Ison, S. (2020). Grounded aircraft: an Airfield Operations Perspective of the Challenges of Resuming Flights Post COVID. Journal of Air Transport Management, [online] 89(101921), p.101921. Available at: https://www.sciencedirect.com/science/article/pii/S0969699720305044.
Baxter, G. (2019). Capturing and Delivering Value in the Trans-Atlantic Air Travel Market: the Case of the Air France-KLM, Delta Air Lines, and Virgin Atlantic Airways Strategic Joint Venture. MAD - Magazine of Aviation Development, [online] 7(1), pp.17–37. Available at: https://ojs.cvut.cz/ojs/index.php/mad/article/view/5219.
Blaschka, A. (2019). Three Ways to Nail What Sir Richard Branson Cites as His Top Leadership Soft Skill. [online] Forbes. Available at: https://www.forbes.com/sites/amyblaschka/2019/03/11/three-ways-to-nail-what-sir-richard-branson-cites-as-his-top-leadership-soft-skill/?sh=1ebacfff5496 [Accessed 23 Mar. 2023].
Blumenthal, B. (2022). Richard Branson Remembers Virgin Atlantic’s First Flight 38 Years Ago – Including How Much Champagne Was Drunk. [online] CN Traveller. Available at: https://www.cntraveller.com/article/richard-branson-remembers-virgin-atlantics-first-flight.
Branson, R. (2023). Why Chasing the Competition Isn’t Everything | Virgin. [online] Virgin.com. Available at: https://www.virgin.com/branson-family/richard-branson-blog/why-chasing-the-competition-isnt-everything [Accessed 23 Mar. 2023].
Burnes, B. (2020). The Origins of Lewin’s Three-Step Model of Change. The Journal of Applied Behavioral Science, [online] 56(1), pp.32–59. Available at: https://journals.sagepub.com/doi/full/10.1177/0021886319892685.
Calder, S. (2020). Virgin Atlantic Needs Government Loan to survive, Says Branson. [online] The Independent. Available at: https://www.independent.co.uk/travel/news-and-advice/richard-branson-virgin-atlantic-government-loan-bailout-coronavirus-a9474216.html.
Cartwright, R. (2002). Mastering Marketing Management. Basingstoke: Palgrave In Association With St Anthony’s, Oxford.
Helms, M.M. and Nixon, J. (2010). Exploring SWOT Analysis – Where Are We now? Journal of Strategy and Management, 3(3), pp.215–251.
Holyoak, L. (2019). Organisational Culture: Organisational Change? Leadership & Organization Development Journal, 23(6), pp.354–355.
Kane-Urrabazo, C. (2006). Management’s Role in Shaping Organizational Culture. Journal of Nursing Management, 14(3), pp.188–194.
Levasseur, R.E. (2015). People Skills: Change Management Tools--Lewin’s Change Model. Interfaces, 31(4), pp.71–73.
MindTools (2022). Handy’s Four Types of Culture. [online] www.mindtools.com. Available at: https://www.mindtools.com/ass7geb/handys-four-types-of-culture [Accessed 23 Mar. 2023].
Orden-Mejía, M., Carvache-Franco, M., Huertas, A., Carvache-Franco, W., Landeta-Bejarano, N. and Carvache-Franco, O. (2022). Post-COVID-19 Tourists’ Preferences, Attitudes and Travel Expectations: A Study in Guayaquil, Ecuador. International Journal of Environmental Research and Public Health, 19(8), p.4822.
Otley, T. (2020). Virgin Atlantic Seeks New Shareholders to save Airline. [online] Business Traveller. Available at: https://www.businesstraveller.com/business-travel/2020/04/27/virgin-atlantic-seeks-new-shareholders-to-save-airline/.
Patel, A. (2018). The Golden Rule of Marketing: Virgin Atlantic. [online] www.linkedin.com. Available at: https://www.linkedin.com/pulse/communication-strategy-virgin-atlantic-anurag-patel.
Puckett, J. (2023). 5 Airlines with Premium Economy Cabins Worth Splurging on. [online] Condé Nast Traveler. Available at: https://www.cntraveler.com/story/airlines-with-premium-economy-cabins-worth-splurging-on.
SHRM (2019). Managing Organizational Change. [online] SHRM. Available at: https://www.shrm.org/resourcesandtools/tools-and-samples/toolkits/pages/managingorganizationalchange.aspx [Accessed 23 Mar. 2023].
Simple Flying Staff (2020). What’s the Difference between Passenger & Cargo Aircraft? [online] Simple Flying. Available at: https://simpleflying.com/passenger-cargo-aircraft-difference/.
Spero, J. (2019). Virgin Atlantic Suffers Loss as Brexit Takes Toll. [online] Financial Times. Available at: https://www.ft.com/content/fe163e1a-5b7e-11e9-9dde-7aedca0a081a.
Steere, S. (2020). How Virgin Is Responding to the COVID-19 Pandemic | Virgin. [online] Virgin.com. Available at: https://www.virgin.com/about-virgin/virgin-group/news/how-virgin-responding-covid-19-pandemic.
Tobin, S. (2022). Virgin Sues Alaska Airlines for $160m in Trademark Dispute. Reuters. [online] 11 Oct. Available at: https://www.reuters.com/legal/litigation/virgin-sues-alaska-airlines-160m-trademark-dispute-2022-10-10/ [Accessed 23 Mar. 2023].
Topham, G. (2022a). Shai Weiss: the Virgin Atlantic Boss Taking Flight Again after the Pandemic. [online] the Guardian. Available at: https://www.theguardian.com/business/2022/nov/05/shai-weiss-the-virgin-atlantic-boss-taking-flight-again-after-the-pandemic.
Topham, G. (2022b). Virgin Atlantic chief: UK Government Should Reverse Course as Pound Slumps. The Guardian. [online] 27 Sep. Available at: https://www.theguardian.com/business/2022/sep/27/virgin-atlantic-uk-pound-sterling-uk-economy [Accessed 23 Mar. 2023].
Virgin Atlantic (2022). Avoidance of Russian Airspace. [online] help.virginatlantic.com. Available at: https://help.virginatlantic.com/us/en/news/travel-alerts/russian-airspace-avoidance.html#:~:text=Virgin%20Atlantic%20has%20not%20overflown [Accessed 23 Mar. 2023].
Virgin Atlantic (n.d.). Fly with Our Joint Venture Partner Delta Air Lines | Virgin Atlantic. [online] flywith.virginatlantic.com. Available at: https://flywith.virginatlantic.com/in/en/partner-airlines/skyteam/delta.html [Accessed 23 Mar. 2023].
Virgin Atlantic (n.d.). Our Liability to You and Making a Claim | Conditions of Carriage | Policies | Virgin Atlantic Help Centre. [online] help.virginatlantic.com. Available at: https://help.virginatlantic.com/pk/en/policies/conditions-of-carriage/article-23.html [Accessed 23 Mar. 2023].
Virgin Atlantic (n.d.). Our Mission to Net Zero by 2050 | Virgin Atlantic. [online] corporate.virginatlantic.com. Available at: https://corporate.virginatlantic.com/gb/en/media/press-releases/our-mission-to-net-zero-by-2050.html.
Virgin Atlantic (2020). Virgin Atlantic. [online] Virgin.com. Available at: https://www.virgin.com/virgin-companies/virgin-atlantic.
Vito, R. and Sethi, B. (2020). Managing change: Role of Leadership and Diversity Management. Journal of Organizational Change Management, ahead-of-print(ahead-of-print).
Westover, J.H. (2010). Managing Organizational change: Change Agent Strategies and Techniques to Successfully Managing the Dynamics of Stability and Change in Organizations. International Journal of Management and Innovation, 2(1).
Yilmaz, R. (2022). Evaluation of Organizational Ethics in Terms of businesses: the Case of Virgin Atlantic Airways and British Airways. International Journal of Aeronautics and Astronautics, 3(2), pp.98–109.
