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Executive Summary:
Manufacturing Concorde was an initiative to bring revolutionary change in the field of Aviation by the governments of France and Britain. Having a strong business case to build first commercial super sonic plane only lasted for less then 3 decades. Inability of State-Owned Enterprises (SOEs) to aligned their interest resulted in failure to launch the sustainable change in aviation industry. Political differences, lack of communication channels, competing interests, inability to scan the current environment, failure to identify the right stake holders and technological and structural flaws undermined the attempt to launch the revolutionary sustainable change in aviation industry. This report provides examples of applying change models on industrial level. Application of Change models to Concorde provides spectrum of various dimensions to understand the change management in depth. SWOT analyses provides a strong political but weak business case for the development of supersonic plane.  Critical analyses of the Concorde project in the view of change models suggests the applicability of these models on industrial level.   
Introduction and background:
Concorde, the first supersonic aircraft to cross Atlantic in 3.5 hours, was born in November of 1962 out of an agreement between the governments of France and Great Britain. (Johnman and Lynch, 2002). It took Concorde almost 14 years when Concorde, on 21st January 1976, under British Airways flew first commercial flight from London to Bahrain in 2.5 hours earlier than contemporary airplanes meanwhile Air France flew it from Paris to Rio de Janeiro. (Dombrowski, 2011). Concorde is an amazing case study to understand the dynamics of change management, political repercussions, geo political issues and unquenched thirst of the nation to be at forefront on international political scenario. Post WWII, Britain wants to keep its hegemony and superpower image. This required Britain to show to the world their supremacy in technological grounds. (Meulen, 1997). US made an attempt to develop a super sonic plane, COMET but due to various reasons i.e., metal fatigue and engine designed etc. was grounded in 1954. (Johnman and Lynch, 2002). Britain reached US to assist in building supersonic which was declined by US. Britain was alone not ready to take such a huge task hence France joined the project to build first commercial supersonic plane, Concorde.
 In 1976, First plane took off and due to various political, economical, environmental and commercial reasons, Concorde was grounded forever in November 2003. (Chittum, 2018)
SWOT analysis:
A business tool by Albert Humphrey in 1960, explains the assessment of the organization compared to its competition. (Teoli et al., 2021). 
Strength: Concorde was the first commercial super sonic plane to cross Atlantic in 3.5 hours. Unique features and high safety serve the exclusive class. (Kammler, n.d.). Building Concorde was the first attempt on international level to challenge the monopoly of American aviation industry. Setting the new trends for super sonic planes to create new market and customers. (WofordIII, 2020)
Weaknesses: High price tickets due to high fuel consumption. High maintenance cost. Noise pollution and low seat capacity were few of the weaknesses. (Kammler, n.d.). United Kingdom had concerns regarding economic viability which caused British Airways to stop operating Concorde. US had a failed attempt to manufacture super sonic plane, COMET. Britain should have learned the lesson from US mistake. (European Commission. Directorate General for Research and Innovation., 2018)
Opportunities: The development of a super sonic plane would pave the way for future development for the space industry while creating a new high-end market for affluent clients (Kammler, n.d.). This would allow France and Britain to emerge as global leaders in technological advancement, thus aiding the post war economy (De Syon, 2003)
Threats: Main drivers of change i.e, Partners, Executives, demand from customers and cooperation from vendors was a missing link in order to launch the sustainable change in aviation industry. British and French governments already knew the fact that Concorde is not economically viable so they were not ready to boost up the moral of employees through incentives. Post World War II, New British government was reluctant to invest and wanted to shut the project but due to stringent conditions of agreement project had to be completed. (European Commission. Directorate General for Research and Innovation., 2018). Due to less seat capacity, price tickets had to be high which was another big obstacle to attract the customers. (Kammler, n.d.).  Supersonic modes of transportation were a threat to Ozone layer. (Fabian, 1978). Many complaints were launched in New York by the residents regarding noise pollution and the damages caused by Concorde noise to the dwellings. (European Commission. Directorate General for Research and Innovation., 2018)
The McKinsey 7S model:
Change in fashion industry due to covid is manifestation of Mckinsey 7S model. New technology ranging from touchless measurement, use of Artificial intelligence and robotics has brought dynamic change in the fashion industry. Organizations which are equipped to implement change as per Mckinsey 7S model will be able to survive in new competitive market. (Begr and etall,2020) 
Mckinsey 7s model was developed in 70s to improve the effectiveness and achieve desired objectives related to change in organization through 7 key elements; Strategy, Structure, system Skill, Shared values, style and Staff. (Cox et al., 2019). The first three elements, ‘strategy’, structure, and ‘systems’, are hard elements since they influence the management whereas, rest of the four considered soft element as they deal with culture and are more subjective in nature.
To bring change whether in organization or industry, needs a thorough strategy from start to end encompassing all stages. (Williams and Wade-Golden, 2013). In the case of Concorde, no strategy was developed to get industry and other stake holders i.e., customers, supply chain partners and private financing companies, ready for big change. Both governments of France and Britain did not recognise the importance of developing strategy how to keep the project commercially viable since it was completely subsidised by both states. (Carr, 2005)
Post WWII Aviation industry structure was not ready for sustainable revolutionary change due to dependency on government subsidy. In the aftermath of World War II, United States developed public private partnerships to govern aviation industry to be more competitive and less dependent on governments subsidies through creating bilateral and multilateral institutions. In this scenario aviation market structure was more inclined for private companies. (Richards, 2001).
Systems refers to Standard Operating Procedures (SOPs) of the company’s daily activities such as management control system, performance measurement, planning, budgeting. Such activities are evaluated on different levels to assess the possibilities of bringing and anchoring the change. (Kaplan, 2005). Since Concorde was manufactured by State owned companies, important aspects like budgeting and planning were ignored which plays an important role in implementing and anchoring the change. (European Commission. Directorate General for Research and Innovation., 2018)
Last four elements of Mckinsey 7s systems were also compromised due to Cultural and linguistic differences between the French and the UK teams. (European Commission. Directorate General for Research and Innovation., 2018)
Kotter’s Change Model:
The Kotter change model (Appelbaum et al, 2012), developed in 1996 can be used to develop sustainable changes within an organization using the following steps:
1. Create Urgency
2. Build coalition
3. Develop vision and strategy
4. Removing obstacles and empowering employees
5. Short term wins
6. Communication
7. Consolidating gains
8. Anchor change

Thomas and Olajide (2014) examined the influence of various change models on the Nigerian telecommunication industry. His cross analytical study determined that the Kotter model was the most appropriate method to institute and sustain change across industry.
To launch change, stake holders, need to recognise the importance and value of change. This is achieved through creating urgency. (Mohiuddin and Mohteshamuddin, 2020). In the case of Concorde, Due to 1970 oil crisis, aviation industry was in need of fuel-efficient planes. (Graf and Skinner, 2018). There was no demand in market to launch a plane which takes 3 times more fuel than its competitors hence no urgency could be created in the aviation industry to accept and anchor the change. (Johnman and Lynch, 2002). A strong coalition needed to be built between stakeholders to launch and anchor the change. (Appelbaum et al., 2012). Johnman and Lynch argues that building Concorde was more of bilateral agreement between two governments rather then a commercial project. Due to such nature of the project both governments didn’t take other players like US, Italy and Soviet Union onboard to build a coalition to revolutionise aviation industry. Even the vision and strategy of both key players (France and Britain) was not in synch. Many obstacles like the historical rivalry between France and the United Kingdom intentions of President de Gaulle to limit the UK’s economic influence on the project and UK intentions to be the leader made it impossible to develop a combined vision and strategy to launch viable and sustainable change in aviation industry. (European Commission. Directorate General for Research and Innovation., 2018).
Lack of focus to develop a combined vision and a strategy which was more for their self interest rather then mutual gains, resulted in failure to create market for Concorde. Linguistic barriers also amplified the differences between both partners hence resulted in poor communication channels. (May, 1979). Kotter’s model emphasis on removing obstacles and empowering employees to anchor the change process. Fuel crisis in 1970s initiated demand for fuel efficient modes of transportation. Concorde needed more funds for research and development to make plane more fuel efficient and less noisy. Lack of financial resources and commitment from leadership to project Concorde was the biggest obstacle to anchor the change. (Wofford, 2020.)
Lewin’s Planned Approach:
Beverland and Lindgreen (2007) examined lewin’s change model of Newzealand’s agricultural organizations to bring change in market orientation at industrial level. Contemporary practices and ideas about the nature of commodity product and influence of marketplace was unfreeze and the industry was introduced with new set of values involving new leadership and the use of market intelligence. Finally, sustainable and supportive set of measure were taken to refreeze the change. 
Lewin’s three step change model, Unfreeze, change and freeze, was highly criticized that it only relates to the small organizations and ignores the bigger picture and influence of politics and cultural change. Burnes (2004) argued that Lewin’s model was applicable not only for organizations but also on national level. This also sets the ground to explore the Concorde project in the view of Lewin’s planned approach.
First stage of unfreeze refers to the perception management where all the stakeholders get involve and build the foundation of new change through creating urgency like Kotter’s model and communicating to all who could be impacted by the proposed change. Once the perception building is done, second step is to introduce the change. Success of this step depends on the flow of information and removing the obstacles to make change sustainable. Last step of refreezing deals with anchoring the change. This is the stage where change has been implemented however reinforcement would be required by change management leaders to make it permanent and long lasting. Commitment from the top leadership and continuous evaluation of the change process would play an important role to convert the new change in to new normal. (Levasseur, 2001)
To bring change organizations need to move from current state to desired state. This can only be done if the leadership of the organization is aware of the circumstances and have ability to scan the environment which demands change. (Hussain et al., 2018). Various theories and change models firmly suggest to build the structure through which leaders can monitor, evaluate and respond quickly to the continuous change in the environment. (Van Ossten, 2006).  Leadership provides ethical and structural support to complete the change process. (Durand and Calori, 2006). 
In the case of Concorde, Leadership of Britain and France was able to unfreeze the current situation to bring change in the Aviation industry through introducing supersonic plane but couldn’t scan the current environment which demands more fuel economical and commercially viable planes. (European Commission. Directorate General for Research and Innovation., 2018). Once status quo is broken, leadership need to stimulate the change process through educating, addressing, communicating and participating in the process to anchor the change. (Pierce et all, 2002). Leadership of France and Britain were reluctant in investing and providing technological structural support to the project Concorde hence a revolutionary change in aviation industry which needed to be refreeze through modifying the Concorde failed miserably. 
ADKAR change management model:
ADKAR; awareness, desire, knowledge, ability and reinforcement, was introduced by Jeff Hiatt in 2003, founder of change management consultancy, Prosci. (ECONOMICS_2018.pdf, n.d.) In order to bring a change, it is imperative to have awareness about the change and the environment surrounding the demands of the change itself. The desire to bring the change, which will require knowledge. Through Education and training required knowledge can be provided to entrench the change. All participants should be aware of their individual and team goal to initiate and anchor the change process. Only knowledge will not be enough to gauge the change process. It is very crucial to evaluate the ability of change agents who are responsible for the change. And finally, like Lewin’s third step of change to refreeze, ADKAR model also demands the reinforcement to anchor the change. In the absence of reinforcement change is not sustainable. (Tang, 2019).
It is worth noting that in the case of Concorde, first two elements to bring change, Awareness and desire were present but last three were missing. Knowledge and ability of updating the plane as per current demand of the market was lacking in all the organization participated in manufacturing Concorde. Hirsh argues that plane was an “Albatross”. It was technically flawed, extremely expensive to build and operate. (Hirsh, 1988). Finally, no change can sustain if it is not reinforced or anchored. Same was the case with Concorde. Aviation industry right from get go did not accept the change since it was not sustainable due to economical and technical factors. (Wofford, 2020)
Critical Analyses of resistance factors:
Huczynski and Buchanan argues that organizational culture plays an important role to successfully launch a change. (Buchanan & Huczynski, 2010). In addition to organizational culture, technical, political and structural resistance could also be the reasons to launch a successful change. Kee and Newcomer also suggests that diagnosing the capacity of change organization, strategizing the case for change, implementing and reinforcing change through change-centric learning organization are key elements to implement a successful change.  (Kee and Newcomer, 2008)
All four organizations involved in manufacturing Concorde were State owned enterprises (SOEs). Historically, Culture of excellence, ability to compete and efficient performance have been seen much lesser in SEOs then private organizations. SOEs have deep pockets to spend, less accountability and monitoring over misuse of resources and political motivation create obstacles for efficient performance and productivity. (Toninelli and Toninelli, 2000). In the case of Concorde, drivers of change i.e., customers demand, employee’s role, partners and executives’ stakes in the project, were quite weak and less influential. Leadership of France and Britain were politically motivated to launch the project and even after realising the unviability of the project were adamant to complete the task due to stringent clauses of agreement. Due to lack of interest from governments, employees were not enthusiastic to see the big picture of change. No incentive program was announced for employees to complete the project successfully.  Employees involved with Concorde had no emotional affiliation with the project in fact in spite of the partnership over Concorde still both countries had rivalry attitude towards each other. (Daniels, 1998). Lack of interest from customers in buying Concorde created a big resistance in a change process. Less seat capacity and 70s fuel crisis pushed customers away from buying Concorde. 
On political grounds both countries had competing motives to launch project Concorde. Sakade argue that British wanted to rebuilt their image in aviation industry after the horrible setback of “Comet”, first super sonic plane by Britain, whereas France had ulterior motives to use this project to boost her aviation industry at any cost. (Sakade, 1974). Competing interests of both stakeholders compromised the efficiency and viability of the Concorde.
On technical grounds Concorde was too noisy and consumed more gas than any contemporary jet. Pilots complained that long nose of the plane cause hindrance in the view while landing which was resolved later on at high cost. On organizational structural grounds, differences between France and Britain aviation industry were huge. Difference between assembly chains, two directorate, two different measure of units even the need of translators abated the process of synchronization. (de Syon, 2003).
Mapping Stakeholders:
Another important aspect of change is identifying the right stakeholders and their influence and power. Freeman describes Stakeholders as “Any group or individual who can affect or is affected by the achievement of an organisation’s objectives”. Importance of stakeholders in any project is dynamic and fluid which can keep changing with the time. It is of utmost importance to identify their importance to carry out a successful project during each stage of project cycle. (Jawahar and McLaughlin, 2001).
Concorde was a very complex and dynamic combination of power and influence exerted by the stakeholders in the project. In the case of Concorde, France and Britain failed to identify the right stakeholder and their influence and power over the project. Number of stakeholders who could have made the change sustainable like airliners, employees, executives, management and leadership of both governments had competing interest. Interest of British government was changed after World War II due to lack of economical resources to continue the project. Power of customers were undermined and no consultation was conducted with airlines before starting the project. Employees were not communicated about the objectives to launch the change hence their involvement was limited to keeping the jobs. On political grounds, Leadership of the both governments failed to realise and estimate the extent of US power and influence in aviation industry. US had monopoly over aviation industry and after the failure of manufacturing first super sonic, COMET, US focus was on Public private projects in aviation which resulted in Boeing 747, one of the most economical and successful planes in the history of aviation. US played a vital role to fail the project Concorde due to their vested interests. (Richards, 2001). Many complaints were launched in US courts against landing Concorde on the US soil due to the noise pollution and damages caused to the dwellings nearby airports. This move created a big resistance for other airliners to buy Concorde. Leadership of both countries knew it from the beginning about the drawbacks associated with Concorde yet decided not to take the bold and difficult decision to admit it publicly and correct their mistake. One of the reasons for such action was enormous political power and influence. Britain and France both just came out of war and people were not in condition to launch any protest rather were busy in securing means of earning bread. Leadership of both countries exploited these conditions and carried on with the failed project. 
Conclusions:
Change is inevitable. Change models can play an important role not only in organizations but also industry wide to launch the successful change. Studies mentioned earlier, proves the positive link between change models like Kotter’s, Lewin’s. Mckinsey, ADKAR and their applicability on industrial levels. Project Concorde could have been a successful and a revolutionary change in the aviation industry had those change models been followed to launch the smooth transition. Failure to follow change models results in costly, in-efficient and unsustainable change like Project Concorde. It is highly important that right stakeholders should be identified and taken onboard before launching change initiatives. Forces resistant to change were not identified. Project Concorde emphasise the importance of aligning the vested interests of stakeholders. Initiating open communication channels among the various stake holders is imperative. Probability of launching successful change initiatives could be increased through guidelines of various change models. Leadership could have played a decisive role in correcting the course of action to revaluate the project on sustainable grounds. Before the launch, Studying the various stages of change cycle can be beneficial in saving resources.  Last but not least, change producing in inefficient, unproductive and commercially unviable outcome will have less chances to be long-live and sustainable.     
Recommendations:
Change models should be taken into considerations while studying or launching industry wide change. More academic research to view change models in broader aspects will open new doors to enhance the strategical measures for corporations to launch successful change. Comprehensive strategy should be developed covering all the possible challenges to launch change either in organization or industry before taking practical initiatives. It will be cost effective for organizations to consult the change experts to understand the pros and cons of proposed change. Organization should assess their abilities and skills thoroughly before undertaking change initiatives. 
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