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Introduction
McCormick and Company, Inc. is a global corporation that manufactures spices, seasoning mixes and condiments (McCormick, 2021a). The company’s upstream supply chain spans over 80 countries from which 14,000 raw materials are sourced (McCormick, 2021b), a number of which are on the U.S. Department of Labor’s “List of Goods Produced by Child Labor or Forced Labor”, including vanilla from Madagascar and pepper from Vietnam (Department of Labor, 2020). 
Historically, the herbs and spices supply chain has lacked visibility (CBI, 2021), although the introduction of regulations and an increasing focus from both the public and private sector on sustainability is pushing the industry to become more transparent. With increased scrutiny, the company faces reputational risks if child labor is uncovered in the supply chain and therefore a change in procurement practices is required to ensure due diligence. This includes full traceability, necessitating the adoption of new IT solutions for procurement and supply chain management, and the implementation of a monitoring and remediation system for child labor. 
Adapting to change within an organization is challenging, with the Project Management Institute (PMI) estimating that only 18% of strategic change initiatives are highly effective (PMI 2014). Active engagement with internal stakeholders is key to the success of organizational change efforts (Harrington et al, 2015) (PMI, 2014) (PROSCI, 2021a) and therefore this change initiative will follow the ADKAR model of awareness, desire, knowledge, ability and reinforcement, the outcomes that are required for significant change to be realized. 
This report will discuss the key components of the change management plan to implement traceability, and monitoring and remediation systems to ensure the absence of child labor in the supply chain, explaining the rationale behind each and how they fit into the ANKAR model. This plan touches upon the impact this change initiative will have on suppliers, however mainly focuses on ensuring a successful internal transition.

Awareness
The Center for Government Innovation (2020) purports that “awareness is achieved when each employee can explain in their own words the nature of the change, why it is needed, and the risks of not changing.” A robust communication strategy will therefore be implemented to familiarize employees with the change and provide regular touch points to enforce the message while providing opportunities for feedback.  
Appendix 1 defines the change, outlining the “what” and “why”. It can be used as a succinct one-pager, available to all, explaining the need for the implementation of a robust traceability system and monitoring and remediation process to address child labor. The benefits to the company for the change have been clearly defined, namely to reduce reputational risk and have systems in place that comply with government regulation. However, to avoid resistance it is also important for an employee to understand the benefits for them (PROSCI, 2021b). A traceability system with data linkages can help to drive efficiencies and reduce the need for manual processes of data collection and validation (Leong et al, 2018) that might otherwise be needed, the burden of which would ordinarily fall on the procurement, supply chain or sustainability teams. It can also reduce quality risks and provide the buyer with better supply data that can inform procurement decisions.
Beyond business and personal benefits, it should be clearly communicated that by implementing this change to address child labor, the company is “doing the right thing”. Research shows that a strong sustainability plan affects employees’ decisions to stay long term with a company (Peters, 2019), and therefore the overarching goal may, in itself, reduce resistance to change.
The Communication Strategy in appendix 2 provides a high-level approach to engaging employees in the change initiative. A core element of the strategy is to have champions in the form of senior-level sponsors and functional change agents. Change agents (or influencers) can have a positive impact on other employees who may be more resistant, by engaging them in dialogue about the vision to help mold their attitudes and encourage commitment (Harrington et al., 2015). Change agents should also form the core project team, and it will therefore be necessary to have representatives from all impacted functions, with both a high-level and working knowledge of current systems and processes.
Multiple channels of communication will be utilized throughout the project, as outlined in the Communication Strategy, however the first communication with each group of stakeholders will involve in-person or virtual meetings, as laid out in the Communication Plan (appendix 3). It is also important that all employees are provided with information they can takeaway and digest at their own pace. The initial meetings with each function will include an overview of the feedback mechanisms, an important tool that will help to increase an employee’s desire to enact the change, providing them with an opportunity to voice their concerns, ideas, or ask questions.
Desire
Executive sponsorship is key to driving change, as leaders hold extra credibility with stakeholders (Rosenfield et al., 2018) and can build a strong coalition at management level (PROSCI, 2021c). It is vital that the correct sponsors are identified and have “sufficient authority, influence, power, enthusiasm, and time to ensure that any conflicts that could impede the change are resolved in a timely and appropriate fashion” (PMI, 2013). 
Procurement and Supply Chain will be the teams most significantly impacted by this initiative long-term, as it will result in completely new ways of working. Sponsors should therefore hold senior leadership roles within these functions. It will be important that these leadership-level sponsors put their ego aside, as this can significantly impact an employee’s willingness to engage (Higgins, 2021). Elam and Christensen (2009) provide insight into the impact of sponsorship on a change initiative at Texas Children’s Hospital. The executive sponsor for phase one of the project was significantly more engaged than the phase two sponsors, she participated in conference calls, showed appreciation for change agents and championed dress rehearsal activities, while the phase two sponsors did not.  By go-live, employee feedback indicated that only 7% of employees in phase one felt that the new system would not work for them compared with 24% for phase two, indicating that the sponsor’s involvement had a positive impact on leading employees to the desired outcome.
The Communication Plan includes a requirement under the “Desire” outcome that messaging should be sent directly from the change sponsors to employees reaffirming the drivers for change. It should also include details of the incentive program, which will be directly linked to annual goals and bonuses. Typically buyers are rewarded for meeting cost, quality and delivery goals (Villena & Gioia, 2020) however to ensure successful engagement and a willingness to change ways of working, buyers must also be rewarded for sustainability performance, which in this case will include full traceability and the implementation of farm-level processes to address child labor.
It will also be necessary for employees to be actively engaged in the creation of the solution. The buyers are the subject matter experts on their own supply chains and their input will be needed to choose a supplier to pilot the initiative with, and to provide insights on the current levels of traceability and readiness of each supplier to begin a transformation. They are also the relationship managers with suppliers and will be vital for onboarding them and collaborating on the monitoring and remediation system for child labor. The IT department’s expertise on the current systems and their ability to integrate new traceability software will be necessary when choosing and IT solution. The Action Plan and Timeline in appendix 4 allows two months for the identification of software and a supplier to pilot the project with. An additional three months will be required to design the farm-level process for addressing child labor risk, and should include external stakeholders such as local NGOs and the supplier, as well as internal representatives from procurement and sustainability. The active engagement of these teams in the solution will increase their desire to support the change, impacting the speed and success of adoption (PROSCI, 2021c).  
Knowledge
At this stage, employees will be aware of the change that is occurring and, having collaborated on the final solution, should have the desire to support the change. However depending on the level of collaboration at previous stages and pre-existing knowledge on systems and processes, as well as an individual’s role within the organization, different levels of training will be required to develop the behaviours and skills necessary to support the initiative (goFluent, 2017). 
The importance of effective training should not be underestimated. Gil et al. (2015) consider it “one of the most important practices for the development of human capital”, and its effectiveness will impact how well acquired knowledge and skills will be implemented into the change initiative.
The communication plan sets out the training schedule over a period of three months. This will enable the human resources team to gauge the level of training required in the first session, allowing time for them to adapt the sessions according to need, and also provide behaviours and skills development trainings in addition to technical training (PROSCI, 2021d). The procurement relationship manager will be responsible for arranging training upstream for the supplier and any other supply chain actors requiring it. All training materials and resources will be available to employees via the online portal, as outlined in the Communication Strategy.
At the end of each session, trainees will be asked to provide feedback on the training, its effectiveness and the confidence each employee has to implement the change. The post-training feedback questionnaires will measure the percentage of employees confident with the implementation of the new system and processes. For those individuals struggling with the change, one-on-one customized coaching sessions can address the barrier to change. It is possible that this may be due to a personal obstacle rather than the subject matter (PROSCI, 2021d).  If the analysis indicates a low level of readiness, training can be adapted, and confidence will continue to be measured. The goal is for a 90%+ confidence rate in employees prior to go-live.
Ability
As the new processes and systems come online, internal employees and upstream actors must apply their newly acquired knowledge. Project sponsors and change agents should ensure that employees and suppliers have the time, resources and management-level support to enact the change, and the confidence to make and remedy the mistakes that will inevitably occur (PROSCI, 2021e).
The Action Plan and Timeline, provides a three-month window for the application of the new traceability system. Throughout this time, change managers should ensure regular contact with team members and provide one-on-one coaching as necessary. Project sponsors should celebrate the successes within the team, while reassuring them that “failures” and setbacks are all part of the change process. Likewise, suppliers must be reassured that they will not be penalized, and that challenges in the implementation of the new processes and systems will be worked through as a team.
Subject matter experts, particularly in relation to software and child labor in the origin country, should be available to provide guidance where there are gaps in internal knowledge. 
The ultimate goal of the initiative is for:
1. Child labor monitoring to be conducted for all farmers from which our suppliers source
2. If instances of child labor are discovered, a remediation plan is immediately implemented
3. Buyers can only procure material sourced from farms which have undergone the monitoring process and, where child labor risks have been discovered, a remediation plan has been implemented.
The challenge of achieving this should not be underestimated. The significant human element of the program at farm level will need to be handled sensitively, and it is more than likely that a third-party will be required at origin to either train the supplier on implementing the process, or implement the monitoring and remediation process themselves. In 2012, Nestle began the design and roll out of their own initiative called the Child Labor Monitoring and Remediation System (CLMRS) in the cocoa supply chain, partnering with the International Cocoa Initiative (ICI) for implementation (Fair Labor Association, 2020). It’s important to understand where gaps in ability exist and identify the right stakeholders to implement change.
As detailed in the Action Plan and Timeline, the pilot phase will last nine months, at the end of which the back door will be closed to the previous procurement system. As the pilot is progressing, readiness assessments will be conducted across McCormick’s remaining agricultural supply chains, and assigned to one of the three subsequent phases of the initiative. High-level buckets for the next phases are: 1) high-risk suppliers; 2) high-volume suppliers; and 3) all remaining suppliers, however results of the readiness assessments will provide insight into the current level of traceability for each supplier and this may impact the decision on who to progress with at each phase.
Reinforcement
To reinforce the change, previous ways of working must be removed, making a return to past systems impossible (Harrington et al., 2015). To achieve this, it will not be possible to provide purchase orders to suppliers without traceability systems in place after a trial period. As indicated in the Action Plan and Timeline, the new system will be live for two months before the old system is terminated. This will allow time for any unforeseen issues with the new system to be addressed, and additional training to be provided if necessary.
Learnings and feedback from the pilot should be integrated into the next phase of the system roll out. The timeline indicates that Phase 2 will begin in Year 2, however if relatively few adaptations are needed, it is recommended that this phase begin as soon as possible to retain momentum. In addition, the company should publicly release their target of having 100% traceable agricultural supply chains with no child labor, in order to sustain progress and ensure accountability in achieving the ultimate goal of the change initiative. With the EU’s mandatory due diligence law coming into effect for companies with over 3,000 employees in 2023 (Crockett & Schenk, 2021), a time-bound goal linked to high-risk suppliers should be in place at the very least.
Evaluation of the system performance should continue, with internal reviews in place for the traceability system and third-party audits at farm level to ensure the effectiveness to the child labor monitoring and remediation process. As more phases come online, the same milestones used for the pilot will be utilized, and training for employees involved in subsequent phases could also provide an opportunity for those involved in the pilot to refresh their knowledge. 
Finally, and perhaps most importantly of all, project sponsors must ensure that monetary incentives are honoured and that change agents and other participating employees receive the recognition they deserve.
Final Thoughts
Norman Vincent Peale once said, “Change your thought and you change your world” (Balden, 2021). Ultimately, by engaging employees effectively and helping them to understand how their small actions can make a big difference, change can happen effectively and quickly. It is difficult to find a more worthy cause than addressing child labour. By doing the right thing and enacting this change, McCormick and its employees can change their world for the better. 
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Appendix 1 - Defining the ChangeWhy is it Important?

· Implementation of new IT software to trace raw materials back to farm or farmer group
· Implementation of a system to monitor child labor and remediation process should it be uncovered
· The system will only allow buyers to procure raw materials from suppliers with full traceability and a child labor monitoring program in place
· Traceability data for each batch of raw materials must be linked to purchase order by supplier prior to shipment
· The pilot initiative will focus a single supplier, followed by a phased roll out until all agricultural supply chains are incorporated   
· IT, procurement, supply chain, human resources, communication, and sustainability functions will be impacted along with all direct and indirect suppliers of agricultural raw materials.

· McCormick strictly prohibits the use of child labor in our supply chains (McCormick, 2021c), however this cannot be monitored without traceability back to farm
· Additionally, new regulations including the EU’s Human Rights Due Diligence Law will require the company to map the value chain and conduct risk assessments on the impact of our business operations (Low & Tan, 2021). Failure to comply will result in penalties
· Mandating full traceability for our supply chain and monitoring farm level activities will enable the company to mitigate reputational risk due to child labor, but also provide buyers with clearer visibility on supply opportunities and challenges, quality issues, and should drive efficiencies
· The change may also present a marketing opportunity, by differentiating our products with traceability back to farm
· It’s the RIGHT THING to do
What’s Changing?

Appendix 2 - Communication Strategy
	High-Level Approach
	· Identify senior project sponsors and “change agents” within each function to facilitate employee engagement

· Utilize multiple communications channels, involve change agents in the assessment of which channels will be most effective. Likely channels include email, documents such as toolkits and infographics, formal training, informal group sessions and forums and one-to-one coaching

· Schedule regular communication updates and provide a forum for feedback and questions

	Process & Procedures
	· A toolkit of core messages will be shared with all stakeholders, providing the vision for change. In addition, customized messaging will be produced for each function in conjunction with the change agents and sponsors.

· The Communication Plan with provide a comprehensive list of activities with timing

· An online portal, accessible by all employees, will house all documentation for easy and provide an opportunity for open discussions.

	Feedback Mechanisms
	· Formal – A specific email account will be set up for the initiative, providing employees with a channel for their feedback and questions

· Informal – Change agents will be requested to engage with their function teams (and suppliers where required) monthly to garner feedback and concerns. The method of communication will be determined by the change agent based on logistics and location of the team. It is recommended that these discussions are in-person or through video conferencing
The online portal will also provide the opportunity for employees to engage in open discussion about the initiative.




Appendix 3 - Communication Plan
	Outcome
	Stakeholder Group
	Timing
	Delivery Method
	Description/ Key Messages
	Owner

	Awareness
	Project Sponsors
	May 2021
	Group meeting with takeaway documentation
	1. The “what” and ‘why”, as outlined in “Defining the Change”.
2. Outlining need for buy-in from sponsors and for them to lead change
	Change Manager

	
	All employees impacted by change
	May/June 2021 (after PS meeting)
	Functional meetings with email follow-up
	1. The “what” and ‘why”, as outlined in “Defining the Change”.
2. Identification of Change Agents
3. High-level project timeline
4. Overview of processes, feedback mechanisms
	Change Manager with support from sponsors

	
	Change Agents
	June 2021
	One-to-one discussions
	1. Role and responsibilities as change agents
2. Available resources
	Change Manager

	
	Suppliers (for pilot)
	May-June 2021
	Virtual meetings with email follow up
	1. The “what” and ‘why”, as outlined in “Defining the Change”.
2. High-level project timeline (specific to pilot)
3. Overview of processes, feedback mechanisms
	Procurement team lead

	Desire
	All employees impacted by change
	June/July 2021
	Informal discussions, team meetings
	1. Discuss threat and opportunities to the function of the change
2. Communicate opportunities for individual, the team and the organization
3. Collaborate on methodology for change
	Change Agents

	
	All employees impacted by change
	End June 2021
	Email
	1. Reaffirming internal and external drivers for change 
2. Outlining incentive program for employees
3. Encouraging feedback
	Project Sponsors




	Outcome
	Stakeholder Group
	Timing
	Delivery Method
	Description/ Key Messages
	Owner

	Knowledge
	All employees impacted by change
	August 2021
	Email
	1. Confirmation of IT solution (software)
2. Scope of pilot project
3. Acknowledgments for employees involved in collaboration and decision-making process  
	Project Sponsors

	
	Employees impacted by Pilot 
	August-October 2021
	In-person or virtual meetings
	Training
· Traceability software
· Processes for implementing system
· Procurement process under new system
· Resources available in on-line portal
Post-training feedback
	Human Resources

	
	Pilot Supplier 
	August-October 2021
	In-person or virtual meetings with take-away resources
	Training
· Traceability software
· Processes for implementing system
· Procurement process under new system
Post-training feedback
	Procurement relationship manager

	
	Employees impacted by Pilot 
	November 2021
	In-person or virtual meetings
	Training
· Child Labor monitoring and remediation process
· Resources available in on-line portal
Post-training feedback
	Human Resources

	
	Pilot Supplier
	November 2021
	In-person or virtual meetings
	Training
· Child Labor monitoring and remediation process
Post-training feedback
	Procurement relationship manager

	Ability
	All employees impacted by change
	September 2021
	In-person or virtual meeting
	1. Update that software implementation is commencing
2. Acknowledging commitment of employees to date
3. Restating the vision
	Project Sponsors

	
	All employees impacted by pilot
	August 2021 – April 2022
	Informal discussions, team meetings
	Continuous coaching and support through training and pilot implementation
	Change Agents

	
	All employees impacted by change
	October 2021 – April 2022
	Email
	Regular project updates and acknowledgements
	Project Sponsors

	Reinforce
	All employees
	May 2021
	Email
	1. Completion of pilot
2. Reflection on process
3. Acknowledgement and recognition
4. Continuation of momentum for next phase
	Project Sponsors

	
	External stakeholder
	June 2021
	Press Release
	Announcement of time-bound, measurable goals 
	Corporate Communications




Appendix 4 - Action Plan and Timeline
	Action
	Year 1 (From May 2021)
	Y2
	Y3
	Y4

	
	M
	J
	J
	A
	S
	O
	N
	D
	J
	F
	M
	A
	M
	
	
	

	Identify Executive Sponsors
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Communicate change to all impacted employees
KPI: % of employees reached
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Identify Change Agents to lead project, engage employees and drive collaboration
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Collaborate with core project team to identify traceability software 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Procurement team to identify supply chain / supplier to partner with on pilot
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Communicate IT solution and scope of pilot to all impacted employees
KPI: % of employees reached
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Design process to identify/monitor child labor risks and remediate violations of code
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Readiness assessment conducted for other agricultural supply chains
KPI: % of supply chains with completed readiness assessment
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Staged implementation plan for other supply chains completed based on readiness analysis
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Pilot: Training for employees and suppliers on traceability software
KPI: % of employees trained 
KPI: % of trainees confident with implementation after training
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Pilot: Implementation of traceability software back to farm level
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Pilot: Training for employees and suppliers on child labor process
KPI: % of employees trained 
KPI: % of trainees confident with implementation after training
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Pilot: Child labor identification/monitoring process implemented
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Pilot: Data from identification/monitoring process linked with traceability software
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Pilot: Traceability software integrated into procurement process
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Pilot: Transition to new procurement process
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Pilot: Ability to purchase without traceability in place shut off
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	PHASE 2: High-risk suppliers
	KPI: % of supply chains with traceability system in place
KPI: % of supply chains with full transition complete
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	PHASE 3: High-volume suppliers
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	PHASE 4: All other suppliers
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