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Executive Summary
This article provides an analysis of Chipotle Mexican Grill (CMG), a popular fast food chain, regarding its internal and external environment in relation to the implementation of the "chipotlanes" concept, which is a drive-thru service. Using SWOT analysis, the article identifies CMG's strengths, such as its global presence and reputation for operating its own restaurants, and opportunities like introducing chipotlanes in new markets. However, the analysis also highlights CMG's weaknesses, such as its limited international presence and a narrow menu, and threats, including the emergence of new competitors and the adoption of similar concepts by rivals. The article also employs PESTLE analysis to examine external factors influencing CMG's capacity to implement chipotlanes, including favourable political and tax systems, declining per capita income, and trends towards eating out at restaurants following the pandemic. Overall, the article presents a comprehensive evaluation of CMG's internal and external environments and provides insight into factors that could impact the company's success in implementing the chipotlanes concept.
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1.0 Introduction
In an organisation context, change implies the processes involved in introducing new ideas (Stobierski, 2020). These changes can be moderate, occurring at least once a year, or major, occurring every four or five years. Organisational change can also imply the actions through which a business firm alters a key aspect of its administration, from the underlying technologies or infrastructure used in operations, to culture, to its internal processes. However, to realise positive outcomes, which in turn would give the organisation a competitive advantage, the organisation must have a plan to introduce, implement, monitor, as well as evaluate the change. This is why the concept of change management, which Todnem (2005, p.369) describes as ‘the process of continually renewing an organisation’s direction, structure, as well as capabilities to serve the ever-changing needs of both external and internal customers’, is essential. Change management helps many organisational initiatives to succeed in improving the workplace, as Oaklan and Tanner (2007, p.1) claim that most fail to deliver. This failure to deliver, however, is not because of total breakdown but because of the change initiatives being stalled, misdirected, or even achieving only partial results. When business fail to embrace change, they stagnate in their current state and are unable to develop, and are with time overtaken by the competition. in contrast, organisations that embrace change are able to exploit new business opportunities that in turn translate into higher revenues in the long run (McCullough, 2022). This essay focuses on Chipotle Mexican Grill (CMG) as an organisation that has recorded notable change within the past five years, and which has consequently been able to exploit new business opportunities, by introducing high-margin drive-thru pickup lanes dubbed “chipotlanes” (Ludwig, 2023). Consequently, the paper discusses how CMG planned for this change, and explores the internal and external drivers that necessitated and promoted it. 
2.0 An overview of CMG and the ‘chipotlanes’ change
CMG exemplifies a business firm that has experienced change in the past five years. Based on a 2023 survey by Forbes, CMG is a fast-casual, fresh Mexican food eatery whose majority of operations are in the US. Globally, the restaurant had over 3,000 restaurants as of 2022, spread in five countries that in addition the US also include Canada, UK, France, and Germany, as well as the UK (Cision, 2022). This organisation was established in 1993 by Steve Ells and has its current headquarters in Newport Beach, California. With more than 95,000 employees in all locations, some of its key food products include burritos, tacos, burrito bowls, as well as salads (Forbes, 2023). 
While it is sometimes assumed that change is a bad thing, as it is not only daunting and scary but also challenges the comfort zone, McCullough (2022) posits that change in the workplace can be actually good, yielding positive outcomes for the firm. In this realisation, CMG introduced a change that involved high-margin drive-thru pickup lanes known as “chipotlanes” in 2018, in an attempt to serve their customers better and increase its revenue generation capacity. This change, supplemented the brand’s customary counter-service approach, where customers would walk in and place an order of their meal of choice. This concept was first introduced at greater Columbus, in Ohio. According to the company, the drive-thru lanes are primarily designed for mobile pickup orders (Ludwig, 2023). The change enables more customers to be served within a short time and is convenient for customers seeking social distancing. In 2020, this company had announced that it would be opening its 100th chipotlane (CMG, 2020). In fact, CMG had opened 19 new restaurants in 2020, of which 11 featured a chipotlane, making this concept avaiable in 32 states (Ludwig, 2023). CMG had also communicated its intention to introduce chipotlanes in over 60% of its new chipotle restaurants. Considering the growth in digital business, chipotlanes, compared to traditional chipotle restaurants, have a higher staff requirement. Consequently, CMG had to hire an additional 10,000 employees that included hourly as well as salaried management positions, to support its growth (CMG, 2020). This workforce has helped CMG grow its revenues exponentially, particularly between the last quarter of 2019 through to the second quarter of 2022 [image: Zacks Investment Research]as shown in Figure 1.Figure 1: CMG's revenue growth between 2019-2022

Source: Yahoo Finance / Derek Lewis (2022)
As illustrated in Figure 1, CMG’s revenues increased rapidly, particularly between the second quarter of year 2020 through to the second quarter of 2022. Although the change had already been introduced two years earlier, it is evident that the spike in revenues must have been caused by an anticipated factor. Looking back at this period, the only factor capable of driving such as huge difference in revenues is the Covid-19 pandemic.
2.1 Drivers of the “chipotlanes” change  
	“Chipotlanes” is a change that has been necessitated and driven by various factors. But while these drivers are many and varied, three are most notable. These are the pandemic, the need to improve service quality, and the desire to supplement customary counter-service method. As indicated in Kee et al. (2022), the pandemic was brutal to most businesses, even those specialising in fast food. Forced social distancing and proper sanitisation implied additional expenses for firms in the fast food industry. The industry as a whole suffered as every fast food restaurant (FFR) strove to ensure that it remained afloat amidst strict measures by the government that left many businesses with little to no workforce (Kee et al., 2021, p.45). For those restaurants that were able to sustain their operations, such as CMG, implementing digitalisation technologies and other changes was the only way to ensure that they stayed afloat. In response to the hardships, CMG introduced chipotlanes as a new change, which helped it achieve its objective of serving more customers than before and within a comparatively short time. For CMG, and true to the view by McCullough (2022) that not all change is bad, the change yielded better outcomes than the firm would have thought considering the effects of the pandemic on other businesses. For instance, a study by Reuters reported that by mid-2020, CMG had started reaping benefits from this change as its online orders soared simultaneously sending its shares higher up by over 5% (Kumar and Russ, 2020). This was in contrast to same-store sales in other locations that had on average fell 16 percent, forcing them to completely shut their dining rooms. For CMG, however, it was possible to make up for in-store ordering that had fallen 75 percent, with delivery and mobile pickup orders that rose by 150 and 120 percent respectively (Kumar and Russ, 2020). Thus, CMG’s change had a positive impact on the business as a whole, especially in the US. 
	Another driver of “chipotlanes” as implemented by CMG was the desire to improve service quality. Although the positive impacts of this change may have been realised during the pandemic, the restaurant’s plan to improve the quality of its services started in 2018, when the change was inaugurated. Since then, CMG found a better way to serve more customers within a comparatively short time (CMG, 2020). A study by Chen et al. (2018) supports this change noting that in the fast-food industry, innovations (such as chipotlanes) enhance convenience and help improve service quality. Moreover, CMG fulfilled its desire to supplement its traditional counter-service method, where customers used to walk in the restaurant and place their orders on the spot. As a result, CMG has been able to exploit the business opportunities brought about by this change in a manner that many other restaurants in the industry could not at the time. Nevertheless, CMG’s potential to fully exploit such opportunities can only be fully understood by analysing its internal and external environment.
3.0 [bookmark: _Toc127875388]Main discussion

3.1 Analysis of CMG’s internal environment 
While there are many tools and models to analyse a company’s internal environment, including gap analysis, strategy evaluation, VRIO analysis, McKinsey 7s framework, and even core competency analysis, this paper makes use of SWOT analysis, as one of the in-depth models used in business (Benzaghta et al., 2022, p.55). Consequently, an analysis of CMG’s internal environment using SWOT analysis has revealed that some of the brand’s strengths include presence in various regions across the globe. For instance, as of 2022, CMG had about 3,100 restaurants in US, Canada, UK, France, as well as Germany (Cision, 2022). CMG also has as a strength, the capacity to fast implement the chipotlanes, particularly in the US market, where many firms in the fast food industry were unable at the time. The brand has been able to increase the implementation of this change in its existing restaurants from 100 in 2020 to 500 in 2022 (Littman, 2022). Moreover, CMG has cultivated a strong reputation as the only business of its size in the fast food industry that operates all of its own restaurants. The company also has best in class benefits for employees and inclusive culture, which enable it to attract as many as 700,000 job applications in the US alone every year (CMG, 2020). Additionally, a 2020 survey by the QSR Magazine ranked CMG first in 2020 among COVID-19 safety measures. 
CMG also has diverse opportunities which the company can exploit to gain a competitive advantage. These, according to Cision (2022), include increased potential to introduce chipotlanes in other chipotles in regions outside the US, a more stable business environment as the world fully opens after the pandemic, as well as a growing population both in and outside the US. However, according to Choi and Shepherd (2004, p.377), exploiting the opportunities brought about by such change as the introduction of chipotlanes can be a double-edged sword. This is because, while it represents newness through which CMG can differentiate itself from competitors, the newness can also create and increase the company’s uncertainty regarding the capacity to attract returns that would offset and surpass the cost of implementing and sustaining the change. Luckily, Mueller (2007) notes that a company such as CMG can effectively exploit such opportunities by obtaining appropriate human resources and understanding the customers and the market as a whole.
However, CMG is compelled to contend with the confinement of its operations to the western world, and having only a few items on the food menu, which are highly inconveniencing to the brand (Littman, 2020). For instance, while he brand has over 3000 restaurants word over, only 40 are located outside the US (Gupta, 2023). This implies that CMG over relies on the US market which may have a negative financial impact on the brand in the long run. The impact of these weaknesses is amplified by the fact that CMG still has to contend with such threats as emerging new firms in the fast food business and the potential for the adoption of chipotlanes concept by competitors. The research by Littman (2020), for instance, indicated that digital pickup lanes are a growing concept that many fast food brands, such as McDonald’s and Starbucks, are seeking to adopt.
3.2 Analysis of CMG’s external environment 
	It is also necessary to examine the external factors that may have an influence on CMG’s capacity to implement chipotlanes. The most appropriate tool for this type of analysis is PESTLE analysis, which Pan, Chen, and Zhan (2019, p.4) describe as the most comprehensive tool for evaluating the macro business environmental aspects of a business. This model also allows for the identification and categorisation of detailed sub-factors that are usually relevant to the external environment under analysis. 
	Consequently, an examination of CMG’s external environment reveals that there are three major factors that influence the brand’s capacity to implement the chipotlanes change. These are political, economic, and social factors. However, this does not imply that other external factors are not relevant. Politically, CMG primarily operates in the western countries (US, Canada, UK, France and Germany) all of which are mostly characterised by a favourable political environment. Additionally, there are favourable tax systems, particularly in the domestic (US) market. For instance, the US lowered its corporate income tax rates from 35% to 21% in 2018 (Auerbach, 2018). This has helped the CMG restaurants located in the US to realise a higher profit margin compared to those located outside the US. Economically, CMG may have to contend with a potential decline in business due to lowering disposable income as a result of declining per capita income of US consumers. For instance, a research by Miller (2022) established that the US per capita income declined from $63,416 in 2021 to $55,000 in 2022. This may inform a lower purchasing power for consumers. Additionally, CMG may miss its source of cheap labour as Miller (2022) projects that the US unemployment rate will have decreased from 3.9% in 2021 to 3.5% by 2023. Socially, the merging social trends in the US restaurant industry are favourable to the implementation of CMG’s chipotlanes. For example, Miller (2022) also established that following the pandemic, 3% of consumers seem to prefer eating out at a restaurant. The similarity of culture in the west minimises the cultural risks that would impede CMG’s implementation of the chipotlanes concept in this region. However, the trend of veganism is rising in Canada, where consumers of plant-based meals have increased by 1.4 million, which may compel CMG to adjust its menu in this country (Beynon-MacKinnon, 2019, p.26). But while the internal and external environments in which CMG operates in play a key role in effective implementation and success of chipotlanes, there are other numerous factors that present potential for resistance to this change.  
3.3 Resistance to chipotlanes change and CMG’s change management
According Sirkin, Keenan, and Jackson (2005, p.99), managing change is tough, mostly because there’s no agreement on the most influential factors as far as change in general is concerned. As a result of this lack of agreement, among other challenges, there is always resistance to change, making it a subject of interest for many scholars (Grama and Todericiu, 2016; Shimoni, 2017). Basing his argument on Bourdieu’s habitus-oriented approach, Shimoni (2017, p.257) claims that resistance is mainly a social practice that while built into the system is produced by social agents’ habitus. These agents can be individuals or groups, or both. Just like many other businesses, CMG has also faced substantial resistance to change in an attempt to introduce chipotlanes in its existing chipotles. However, according to Grama and Todericiu (2016), resistance to change is important as it challenges the organisation into reviewing the change itself and the process of implementing it. 
	In case of CMG, most of the resistance to the chipotlanes change have come from both employees and consumers. According to Simons (2021), when CMG first introduced the concept of chipotlanes, many consumers had not had such an experience before and were having a hard time adapting. Many of them still preferred walking over to the counter and ordering their meal of choice, whether they wanted to eat at the restaurant or take away. This was the very practice that CMG was trying to discourage by introducing the chipotlanes. However, having already been accustomed to the traditional ordering system, most of the customers had to be incentivized to embrace the change. This explains why despite having been introduced in 2018, CMG had not been able to make any significant sales from this change until 2020 when it was clear that the pandemic was creating an irreversible disruption.
	Similarly, CMG employees presented some resistance to the chipotlanes change. This resistance came about because chipotlanes attracted additional work, requiring most of the available workforce to have to work overtime (Patton, 2022). The workload for the available workers increased during the pandemic with the implementation of social distancing measures and the lockdown that meant that new workers were difficult to hire (Escobar, 2023). As the available CMG workforce was battling with whether or not to accept the chipotlanes change, the demand for CMG’s products rose with the pandemic, compelling the workforce to reluctantly embrace the change. With time, the company understood the need for a larger workforce since the change had already gained traction. Examining this resistance, and based on the insights by Patton (2022), who calls for the implementation of change by working with human nature, as opposed to against it, it can be argued that CMG could be able to effectively overcome this resistance by engaging change management as response tool. 
	As noted in the introduction, change management entails continually renewing the direction taken by the organisation, its structure, as well as capabilities when seeking to meet its customers’ ever-evolving needs (Todnem, 2005, p.369). And since every successful organisation needs to engage in this process at least once in its existence, the role of the change management process in the success of change initiatives has been widely studied (Cameron and Green, 2019; Creasey, 2007; Mento et al., 2002; Waddell and Sohal, 1998). Each of these studies have had something to illuminate about change and how it can be well managed. For instance, Creasey (2007, p.3) defines change management as the process, tools as well as techniques that are employed in managing the people-side of change with the objective of achieving the required business outcome. Waddell and Sohal (1998, p.543) had claimed that resistance to change is a critical factor that significantly influences the success of change effort. Mento et al. (2002, p.45) recognise such models as Kotter’s eight-step model for transforming organisations, for their exceptional role in articulating the change management process.
	In line with these insights, CMG ought to seek strategies that it can use to overcome the substantial resistance to chitolans and how an effective change management can be implemented. One theory or approach that would be helpful in this case is the planned approach to change, or change management model, which was fronted by Kurt Lewin in 1946 (Bamford and Forrester, 2003). This theory suggests that previous behaviour, culture, structures, and even processes have to be discarded prior to successfully adopting change. Consequently, the model recommends that a successful change must involve three stages: unfreezing the present state, then moving to a new state or level, before finally refreezing this new level (Todnem, 2005, p.375). Considering the progress that CMG has made, it can be argued that the organisation has made considerable efforts to abide by this model in order to successfully implement chipotlanes. However, for the remaining chipotles the US and beyond, CMG will first need to prepare all stakeholders (employees, investors, customers, job seekers) for the upcoming organisational change through effective communication (unfreezing phase). CMG can then implement the change (chiptolanes) through a continuous flow of information and empowering stakeholders when necessary (changing phase). CMG will also need to empower both employees and customers to submit their opinions about this change and what can be done to motivate them to take part in, and drive it. Finally, in the refreezing, stage CMG can stabilise its chiptolanes after adoption and acceptance by all stakeholders. This is the case with the 500 chipotle restaurants where CMG has implemented chipotlanes. As a response to, and as a way to overcome resistance to this change, and the resulting human resources challenges, CMG announced in 2023 that it would be hiring as many as additional 15,000 workers (Kaplan, 2021). The new workforce would be deployed in all the locations that CMG has introduced a chipotlane. As a result of effective change management, CMG was able to launch 235 -250 restaurants by the end of 2022, and plans to open another 255-285 in 2023, where 80% are planned to have a chipotlane (Littman, 2022). CMG hopes that this change will help it generate about 15% more sales compared to traditional Chipotle restaurants (Littman, 2022). 
4.0 Conclusion and recommendations
 	This paper has examined CMG’s chipotlanes as a change that the brand has implemented through effective change management, and in line with Kurt Lewin’s change management model. This change has involved introducing high-margin drive-thru pickup lanes to enable the brand to serve its customers better and increase its revenue generation capacity. The paper has established that the pandemic, the need to improve service quality, as well as the desire to supplement its customary counter-service approach, have been the key drivers of this change. The pandemic especially, encouraged social distancing and compelled consumers to adopt chipotlanes as a change. However, adopting this change has been faced with substantial resistance from both customers and employees; customers preferring the traditional ordering method where they used to walk in the restaurant and order their meals, while employees’ resistance has come from the additional workload that resulted from the introduction of this change. Nevertheless, the paper has illustrated that CMG’s change management process has been effective as the change enabled it to launch its 100th chipotlane in 2020, the same year when the brand opened 19 new restaurants, of which 11 featured a chipotlane. To overcome the employee’s resistance, and to support its growth in all markets, CMG hired an additional 10,000 in 2022 employees, a number that is expected to reach 15,000 in 2023. But since not all the chipotles have a chipotlane, this paper makes the following recommendation to help CMG successfully implement this change by 2025: 
i. Perform an impact assessment of chipotlanes in the locations they have been implemented to identify the most occurring challenges and how they can be overcome
ii. Fully involve employees and customers in the new locations as the key stakeholders, by communicating this change, rationalising for it, and seeking their feedback
iii. Devise a new plan for handling resistance should it emerge among staff and customers, such as additional training and remuneration for employees and offering discounts for customers
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