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[bookmark: _Toc134145876]Executive Summary
This report provides an overview of BharatPe's large-scale transformation program, focusing on the change management frameworks of Kotter and Kurt Lewin employed during the initiative. BharatPe, an Indian fintech company, recognized the need for change due to market dynamics, expansion goals, scalability challenges, and regulatory compliance. 
The report highlights the background and reasons for change, including market disruptions, technological advancements, expansion goals, and regulatory compliance. BharatPe aimed to adapt to the dynamic fintech landscape, modernize its infrastructure, diversify its product offerings, and ensure regulatory compliance. 
BharatPe leveraged the Kotter model for change management, which consists of eight steps to guide the transformation process. The key themes explored within this framework include creating a sense of urgency, forming a powerful coalition, developing a strategic vision, communicating the vision, empowering employees, generating short-term wins, consolidating gains, and anchoring the changes in the corporate culture.
 Additionally, BharatPe employed the Kurt Lewin model, known as the unfreeze-change-refreeze model. This model emphasizes three stages of change: unfreezing the existing state, implementing the change, and refreezing the new state. The key themes within this framework involve creating readiness for change, managing the change process, and reinforcing the new behaviours and processes.
BharatPe's change initiative focused on effectively communicating the need for change, establishing a powerful coalition of leaders, developing a strategic vision for the transformation, and empowering employees through training and resources. The company implemented agile project management methodologies to facilitate the change process and generated short-term wins to build momentum and sustain motivation. 
By applying the Kotter and Kurt Lewin models, BharatPe successfully navigated the complexities of change, achieved its transformation goals, and established a foundation for continued growth and success. The change management frameworks enabled BharatPe to create a sense of urgency, align leadership, empower employees, and embed the changes in the corporate culture.
 Overall, BharatPe's transformation journey serves as a valuable case study, demonstrating the effectiveness of the Kotter and Kurt Lewin change management frameworks in facilitating large-scale organizational change.











[bookmark: _Toc134145877]Introduction
BharatPe is an Indian fintech company that has quickly gained recognition	and prominence since its establishment in 2018. The company offers innovative digital payments and lending solutions, primarily targeted at small and medium-sized businesses (SMBs) in India. It was founded with the vision of simplifying the payment process and providing financial inclusion for small and medium-sized businesses in India. The company operates through a QR code-based payment system, allowing merchants to accept digital payments from various sources without the need for traditional point-of-sale terminals.
This report involves BharatPe undertaking a large-scale transformation program to adapt to market disruptions, leverage technological advancements, achieve expansion goals, and ensure regulatory compliance. The change initiative aimed to position BharatPe for sustained growth, enhance its competitive edge and cater to the evolving needs of small and medium-sized businesses in the digital payments landscape.
To gather the information for the changing scenario, a variety of research methods has been used such as literature reviews, company reports and press releases, case studies, research papers and interviews of the company’s stakeholders.




[bookmark: _Toc134145878]BharatPe Background
BharatPe is a financial technology company based in India that provides digital payment and lending solutions to small and medium-sized businesses (SMBs) (Bharatpe, n.d.). The company was founded by Ashneer Grover and Shashvat Nakrani in 2018 to empower merchants and enable them to accept digital payments easily.
 BharatPe offers a range of services to merchants, primarily focusing on facilitating payments through QR code-based transactions. They provide merchants with a BharatPe QR code, which customers can scan using any UPI (Unified Payments Interface) app to make payments directly into the merchant's bank account. This eliminates the need for traditional point-of-sale (POS) machines or card readers and makes the payment process more convenient for both merchants and customers (Bharatpe, n.d.).
 In addition to payments, BharatPe has expanded its offerings to include lending services for merchants. They provide collateral-free loans to small businesses, helping them meet their working capital needs and grow their operations. The company uses technology and data analytics to assess the creditworthiness of merchants, enabling them to provide quick and hassle-free loans (Business Today, 2021).
 BharatPe has gained significant popularity in the Indian market due to its user-friendly interface, quick onboarding process, and competitive pricing (Economic Times, 2022). The company has also partnered with various banks and financial institutions to offer its services to a wider customer base. Overall, BharatPe aims to digitize payments and provide financial inclusion to small businesses in India by offering seamless payment solutions and access to capital.
[bookmark: _Toc134145879]Force Field Analysis of BharatPE
Force Field Analysis is a widely used tool developed by Kurt Lewin which helps to identify and assess the driving and restraining forces that impact organisational change. The best way to understand an organisation is to try to change it (Lewin, 1951). Change is an integral part of organizational life, even though it may not always be embraced or seen as desirable (Burnes, 2004). In today's ever-changing environment, change has become a constant factor that organizations cannot ignore. An organization that fails to acknowledge the need for change risks becoming obsolete in the real world.
Organizations encounter various challenges that necessitate change. These challenges arise from the introduction of new technologies, the emergence of new competitors, the exploration of new markets, and the evolving demands of customers (Cameron & Green, 2015) These challenges create the imperative for organizations to adapt and embrace change in their structure, culture, and processes.
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Change is an inevitable aspect of organizational life, driven by various factors and forces that shape the business landscape. In the case of BharatPe, a financial technology company, several drivers compel the need for change and adaptation in their operations.
1. Market trends and customer demands: Market trends and evolving customer demands are significant drivers of change for BharatPe. Staying attuned to market dynamics and understanding the changing needs and preferences of customers can push BharatPe to adapt its offerings and services accordingly (Molina-Azorin et al., 2016). BharatPe uses single QR code based payment app for merchant which took opportunity due to Covid lockdown where every contactless payment demands rise all over India.As highlighted by Javadekar and Kakade (2020), the Indian market has witnessed a significant shift towards digital payments, with customers increasingly preferring convenient, secure, and contactless payment solutions. This evolving market trend necessitates BharatPe to continuously innovate and align its services with the changing demands of customers.
2. Technological advancement: Technological advancements have a significant impact on the financial technology sector. BharatPe needs to embrace technological advancements, such as mobile payments and data analytics, to enhance its offerings and provide innovative solutions to customers (Karjaluoto et al., 2015). As Indian government digitalization came into effect BharatPe decided to target small and medium-sized merchants which were paying 1.5% commission previously for each transaction doesn’t need to pay any commission if they join BharatPe. BharatPe leverages technological advancements in mobile and digital payment technologies. This includes features such as near-field communication (NFC) for contactless payments and integration with mobile devices and Single QR based payment system that making it more convenient for users. Mobile wallets, QR code-based payments, and artificial intelligence have revolutionized the digital payment landscape. BharatPe must embrace these technological advancements to remain competitive and provide cutting-edge solutions to its customers (Bhattacharyya, Chauhan, and Singh 2021).
3. Competitive pressure: BharatPe operates in a highly competitive market where the presence of other fintech companies such as GooglePay, PhonePe, Paytm and traditional financial institutions can exert pressure to continuously improve and innovate. With lots of competition into fintech market in India, BharatPe sensed the opportunities to start lending business without having a lot of documentation. Competitive pressure can drive BharatPe to introduce new features, enhance user experience, and differentiate its services to gain a competitive edge (Ratten & Dana, 2017). 
4. Regulatory environment:  Adapting to regulatory changes and compliance requirements is essential to ensure smooth business operations and maintain trust among customers and partners (Kshetri, 2017). The regulatory environment, including policies and regulations governing the financial technology sector, has impacted the operations and strategies of BharatPe. The government digitalization campaign in India has given more support to BharatPe for smooth operations. 
5. Customer feedback and expectations: Feedback from customers is a valuable source of insight for driving change at BharatPe. Listening to customer feedback, understanding their expectations, and addressing their pain points can lead to product enhancements, service improvements, and overall customer satisfaction (Molina-Azorin et al., 2016). BharatPe uses single QR code for all payment and merchant don’t pay any commission for transaction. The unique feature of BharatPe made them stand out of their competition.
6. Internal improvement opportunities: Identifying internal improvement opportunities and areas for optimization can drive change within BharatPe. This includes streamlining processes, enhancing operational efficiency, fostering a culture of innovation, and investing in employee development and training (Bassiouni et al., 2018). BharatPe can enhance its internal operations, foster innovation, and create a positive and productive work environment.
[bookmark: _Toc134145881]Forces Resisting Changes
 Change is often met with resistance, as individuals and organizations tend to find comfort in the status quo. In the case of BharatPe, a financial technology company, several forces can potentially hinder or resist the change initiatives that are necessary for growth and adaptation.
1. Fear of the Unknown: Fear of the unknown is a common resistance to change. Customers may feel uncertain or anxious about the potential consequences of change, leading to resistance. This fear can stem from concerns about job security, skill gaps, or the impact of change on existing work processes (Oreg, 2003). Merchants may be less willing to contribute their ideas or actively participate in change initiatives, leading to decreased productivity and a stagnant work environment. Some merchants may resist adopting new payment methods or platforms due to concerns about security, reliability, or a lack of familiarity with digital payment technologies. They may be comfortable with their existing payment systems and reluctant to switch to a new provider.	
2. Comfort with the Status Quo: Comfort with the status quo can act as a significant force resisting change. Merchants may be accustomed to existing processes, routines, and ways of working, leading to resistance against adopting new methods or technologies. This comfort can arise from familiarity and a perception that the current practices are sufficient (Smircich (1983). BharatPe may struggle to adapt to evolving market trends, customer demands, and technological advancements. Customer may not adopt the new technology and prefer the cash transaction due to security risk or not familiar with the innovation of doing transaction.
3. Lack of Trust and Communication: Inadequate trust and communication can contribute to resistance to change. Customers may resist change when they feel their concerns are not being heard or when they perceive the change as imposed upon them (Lines, 2004). When trust is lacking, merchants may feel disconnected from the organization and its leadership. The top management of BharatPe is bit in shaky condition as there is internal CEO issues in themselves which lead to negative consequences, inaccurate or misinformation and customers may feel disconnected with organisation. With the increasing prevalence of cybersecurity threats and data breaches, consumers are more concerned about the security of their financial information. Maintaining and enhancing trust in the security and privacy of BharatPe is crucial for its success.
4. Loss of Control: Resistance to change can arise when employees perceive a loss of control over their work or fear a decrease in their autonomy. Changes that involve restructuring roles or altering decision-making processes may be met with resistance due to the perceived loss of control (Ford, Ford and McNamara, 2002). The decision-making process of employee may become slow and bureaucratic can lead into missed opportunities or customer demands. 
5. Organizational Culture: Organizational culture can either support or resist change. If the prevailing culture values stability, tradition, or risk aversion, it can act as a barrier to change. Cultural norms, shared beliefs, and resistance to challenging existing practices can hinder the acceptance of change (Cameron & Quinn, 2006). BharatPe has customer centric culture which focus on understanding the needs of small and medium enterprises merchant customers. As an fintech company if BharatPe does not prioritize innovation or provide a supportive environment for experimentation, employees may resist change that requires creative problem-solving or the adoption of new approaches. There may be a reluctance to step outside established norms or routines. The existing culture within BharatPe, if resistant to change or heavily focused on traditional practices, can act as a restraining force. Overcoming resistance and fostering a culture of innovation and adaptability are essential for successful change implementation.





[bookmark: _Toc134145882]Stakeholders Analysis
Customers: BharatPe's primary stakeholders are its customers, which include small and medium-sized businesses (SMBs) and individual consumers. Understanding their needs, preferences, and feedback is crucial for developing and delivering relevant products and services. 
Merchants: As a financial technology company, BharatPe relies on merchants who use their payment solutions. These stakeholders play a significant role in the adoption and success of BharatPe's services. 
Employees: BharatPe's workforce is a vital stakeholder group. Their engagement, skills, and commitment are essential for the company's growth and success. Ensuring employee satisfaction, development, and alignment with organizational goals are important considerations.
 Investors and Shareholders: Investors and shareholders have a financial interest in BharatPe's performance and growth. Their support and confidence are crucial for securing funding, attracting investments, and driving long-term sustainability.
Regulatory Authorities: BharatPe operates in a regulated environment, and compliance with regulatory requirements is critical. Engaging with relevant regulatory authorities, understanding, and adhering to their guidelines, and maintaining a positive relationship is important for sustainable growth.
Business Partners: BharatPe collaborates with various business partners, such as banks, financial institutions, technology providers, and service providers. Managing these partnerships, ensuring mutual value creation, and fostering strong relationships are key to delivering comprehensive solutions to customers.
Industry Associations and Peers: Engaging with industry associations, trade groups, and peers allows BharatPe to stay informed about industry trends, regulatory developments, and best practices. Collaboration with industry stakeholders can also drive collective initiatives for the growth and development of the industry. 
Community and Society: BharatPe operates within a larger societal context. Considering the impact of its activities on the community, society, and the environment is essential for maintaining a positive reputation and contributing to sustainable development.


[bookmark: _Toc134145883]Lewin’s Three Steps Model of Change
Lewin’s model of change is a framework that explains how change occurs and how it can be managed in organizations or groups (Lewin, 1947). It is widely used in organizational change management and provides a structured approach for understanding and implementing change within an organization. The model is based on the idea that change involves a process of moving from one stable state to another, and it consists of three stages: unfreezing, changing, and refreezing.
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1. Unfreezing: BharatPe may start by creating awareness among its customers about the need for change. This could involve communicating the challenges and opportunities in the rapidly evolving fintech industry and how it impacts the company's growth and competitiveness. They could conduct workshops or training sessions to help employees understand the rationale behind the change and address any resistance or concerns. BharatPe can change its application features, marketing strategy, to meet the customers expectations and demands. It can use data, feedback to show why the current situation is unsustainable and what the new change will bring for the future of company. BharatPe main attractive point is single QR code for all payment and target small and medium sized merchant with zero commission on transaction, but BharatPe need to focus more on lending business by using AI technology to analyse the income pattern of merchant and provide loan as per need of merchant. BharatPe should make loan as their main source for revenue generation.
2. Changing: In this stage, BharatPe can implement the necessary changes to adapt to the evolving market conditions. This could include introducing new technologies like new payment machines, merchant focussed bank, lending business, processes, or products to enhance the company's digital payment solutions. They would provide adequate training and support to ensure employees have the necessary skills to embrace and implement the changes effectively. Clear communication channels would be established to keep employees informed about the progress and address any issues that arise during the transition.  It may also use feedback loops, pilot tests, or surveys to evaluate the effectiveness and impact of the change.
3. Refreezing: Once the changes are implemented, BharatPe would focus on embedding them into the company's culture and practices. They would reinforce the new behaviours and processes by recognizing and rewarding employees who embrace the changes. They would also align their performance management systems, policies, and procedures to support and sustain the desired changes. Regular assessments and feedback mechanisms would be put in place to monitor the effectiveness of the changes and make any necessary adjustments for future growth of company.
Lewin’s model of change framework is providing guidance for BharatPe what change to follow and when they are going to make change. We also applied Kotter’s eight steps model to analyse BharatPe.
[bookmark: _Toc134145884]Kotter Eight-Steps Model of Change
According to (Kotter, 2014) 8-steps change model is a people focused structured approach that helps diffuse employee resistance to change. It requires an organization to identify and to communicate clearly why the transformation is necessary. 
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1. Create a Sense of Urgency: BharatPe leadership team would emphasize the changing landscape of digital payments in India and the need to adapt and innovate to remain competitive. They would communicate market trends, customer preferences, and regulatory changes to create a sense of urgency within the organization. Create a sense of urgency by showcasing the benefits of using BharatPe over other competitors such as zero commission, speed, security, single QR code for all payment and loan option for merchant with minimum documents.
2. Form a Powerful Coalition: BharatPe would assemble a coalition of influential leaders from various departments, such as product development, technology, marketing, and operations. This coalition would drive the change initiative, ensure alignment across departments, and secure support from key stakeholders. They can recruit influential merchants, partners, and customers who can endorse BharatPe and spread the word among their networks.
3. Develop a Vision and Strategy: The coalition at BharatPe would develop a vision that positions BharatPe as a leading digital payment platform in India, catering to the needs of small and medium-sized businesses to grow. They would formulate a strategy that includes expanding merchant partnerships, improving product offerings, and leveraging emerging technologies like machine learning and data analytics.
4. Communicate the Vision: BharatPe leadership, along with the coalition, would effectively communicate the vision and strategy to all employees. They would use various communication channels such as town hall meetings, internal newsletters, and digital platforms to ensure that stakeholders understand the rationale behind the change and their role in achieving the vision.
5. Empower Broad-Based Action: BharatPe would empower stakeholders at all levels to actively contribute to the change effort. They would establish cross-functional teams and provide them with the authority and resources to implement specific initiatives aligned with the overall strategy. Stakeholders would be encouraged to share their ideas, suggestions, and concerns.
6. Generate Short-Term Wins: BharatPe would focus on achieving quick wins to demonstrate the benefits of the change initiative. For example, they could launch new features that streamline merchant onboarding, improve transaction speed and rewards for early adoption of new change. These wins would be communicated to employees, creating momentum and motivation for further change. “India’s first merchant-focused bank". "BharatPe is planning on building a lot of its offerings around merchant-focused credit and savings products,” (Manikandan and Mishra, 2021)
7. Consolidate Gains and Produce More Change: BharatPe leadership would build upon the initial wins and continue driving the change effort. They would monitor progress, address any remaining resistance or obstacles, and make necessary adjustments to the strategy, like partnering with online shopping grocery shopping and lending business for merchant as per their income pattern. Continuous improvement and innovation would be encouraged to stay ahead in the competitive digital payment landscape.
8. Anchor the Changes in Corporate Culture: BharatPe would ensure that the changes become ingrained in the company's culture and practices. They would update performance evaluation systems, recognition programs, and training modules to align with the desired behaviours and outcomes. Leaders would model the new values and behaviours, fostering a culture of innovation, customer-centricity, and collaboration. BharatPe acquired Grofer’s for online grocery delivery and applied for banking licence by acquiring a PMC bank which helped them in expanding their lending business as per government rules and regulations (CNBCTV18, 2021).

[bookmark: _Toc134145885]Conclusion
BharatPe as an Indian fintech company dedicated to empowering small and medium businesses throughout India. Their primary goal is to provide these businesses with a user-friendly, no-cost, and convenient solution to accept payments from any UPI app, utilizing a single QR code. In addition to their payment services, BharatPe offers a variety of financial products such as loans, investments, insurance, and bill payments to their merchant base.
Recently, BharatPe made a significant move by acquiring a majority stake in Trillion Loans, a non-banking financial company (NBFC) specializing in secured and unsecured loans for both businesses and individuals (Jose, 2023). This acquisition signifies BharatPe's intention to expand their credit offerings and extend their reach to a broader range of customers and stakeholders.
As a key player in India's digital payments sector, BharatPe envisions a transformative impact on the payment landscape, fostering financial inclusion for countless underserved and unbanked businesses and customers. Through their comprehensive suite of services and strategic partnerships, BharatPe aims to revolutionize the way businesses transact and provide essential financial services to those who have traditionally been excluded from the formal banking system.
[bookmark: _Toc134145886]Recommendation
BharatPe has emerged as a successful and pioneering fintech company, making notable innovation in the digital payments system of India. Despite its achievements, there are continuous opportunities for further enhancement and expansion. Establish strategic partnerships with banks, financial institutions, and other key players in the ecosystem to broaden BharatPe's reach and enhance its service offerings. Collaborations can include integrating with complementary platforms, leveraging partner networks for customer acquisition, or co-developing innovative solutions.
 BharatPe must prioritize the security and compliance aspects of its app and platform. By ensuring adherence to the latest fintech industry regulations and standards, as well as implementing robust security measures, BharatPe can prevent data breaches, fraud, and legal issues.
BharatPe can demonstrate its commitment to social responsibility by actively participating in initiatives and contributing to causes that benefit society and the environment. By aligning its actions with societal values, BharatPe can enhance its brand image, attract like-minded customers and partners, and strengthen its overall value proposition.
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