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Executive Summary
This report critically studies a case of DLH’s change management process in response to COVID-19. It is comprised of four parts. Part 1 introduces the background information of DLH and justifies why the company needed to change. COVID-19 had strongly disturbed the world order and economy and affected the aviation industry. DLH needed to respond to the incident by changing its operations. Part 2 describes and analyses how the company implemented the change. The company had four change activities, including receiving government support, implementing hygiene protocols, improving after-sales service quality and introducing new routes. The change process meets Lewin’s three-stage model as a planned change process. Part 3 evaluates the company’s change management process in terms of business environment analysis, force field analysis and stakeholder analysis. The change process is evaluated by both external and internal business environment models, including the PESTLE and SWOT models, suggesting opportunities and threats. The force field analysis suggests that the change management process could be justified because the driver factors had a larger total score than the resistance factors. The stakeholder analysis suggests that the process had strong supporters, weak supporters, strong opponents and weak opponents. Part 4 evaluates the effectiveness of the company’s change management process and suggests recommendations for further improvement.
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Introduction
Introduction to the Organization
	Deutsche Lufthansa AG, known as Lufthansa or DLH, is a German airline. The airline company was founded in 1953 but can date back to 1926 when Deutsche Lufthansa was formed. Living through the second world war, DLH has become one of the largest airline companies in Europe. The company’s fleet is comprised of 710 planes, covering Airbus A220, A319, A320, A330, A340, A350, A380, Boeing 747, 767, 777, 787, 777F, and Bombardier CRJ, Q-Series (DLH, 2022). The company provides 620 routes to 71 countries, among which 61 are domestic routes and 559 are international routes (Monondo, n.d.). Its business operations cover not only passenger transport but also cargo transport, catering service and technical maintenance service. DLH has been committed to sustainability, with its focus on carbon emission reduction and waste reduction.
Change Management
	Change management refers to the process of transitioning individuals, groups, organizations, structures and projects within an organization from one state to another for the purpose of implementing the change effectively and efficiently with minimal disruption to business operations (Lauer, 2010). Within the scope of business, change management means that the scope of a business must be transitioned in a way to meet changing situations. A constant thing in business is change, which means that a business is unlikely to keep the status quo forever (By, 2005). When the environment, regardless of external environment or internal environment, changes, the business is supposed to adapt itself to the change.
Reasons For DLH to Change
	DLH faced several reasons to consider organizational change. In the long term, the United States dominated in the international airlines industry due to its economic power, followed by Europe (Fulton, 2022). Although DLH was one of the largest airlines companies in Europe and had the majority of its routes in the international market, it still could not dominate the international market. In this large context, DLH was subject to short-term and middle-term changes in the industry. In the middle term, the US dollar had been fluctuated due to the country’s contracting fiscal policy, which increased the company’s operations cost of international air transport (Excelsior, 2023). In the short term, COVID-19 breaking out in December 2019 had strongly disturbed the world order and economy. Most countries had social distancing policies, which significantly reduced the demand for transborder travel (Shortall et al., 2022). As such, the supply exceeded the demand in the market, causing some small airlines companies in crisis. Therefore, DLH should change its current operations to sustain profitability of its business.
Report Structure
	This report is comprised of four parts. Part 1 introduces the background information of DLH and justifies why the company needed to change. Part 2 describes and analyses how the company implemented the change. Part 3 evaluates the company’s change management process in terms of business environment analysis, force field analysis and stakeholder analysis. Part 4 evaluates the effectiveness of the company’s change management process and suggests recommendations for further improvement.
Implementation of Change Management
To deal with the change in recent years, DLH implemented several activities. First, the company adjusted its management strategy to be better align with the governmental and environmental regulations. For example, the company reduced flight schedules during COVID-19 to respond to government regulations that focused on social distancing (Seet, 2022). it also received financial support from the German government to help maintain its operations during the pandemic (Harper, 2021). Second, the company ensured employee health during COVID-19. For example, it implemented comprehensive hygiene protocols among its crew members. The company required that its crew members and passengers should mandatorily wear masks on board. It installed high-efficiency particulate air filters to improve air quality in the aircrafts (DLH, 2021). It also required regular disinfection and cleaning of surfaces on board. Thirdly, the company improved its service quality to sustain customer satisfaction and customer loyalty. For example, it renegotiated with suppliers and improved quality of after-sales services. Finally, the company developed new services during COVID-19. As COVID-19 reduced customers’ demands for travel, competition in the aviation industry became higher. DLH introduced new routes and services by investing in more energy-efficient aircrafts and budget-friendly routes for customers (Albers & Rundshagen, 2020). In this way, the company was able to increase its competitiveness as opposed to low-cost carriers.
	DLH’s change management can be analysed using Lewin’s three-stage model. According to the model, a change management process is comprised of three stages, including unfreezing, changing and refreezing (Bargal et al., 1992). DLH’s change management process aligns with the three stages. First, the unfreezing stage means that an organization prepares itself for change by creating awareness that it needs to change and it should overcome barriers to change. DLH recognised the need for change because COVID-19 caused a major crisis in the industry. If the company did not change its strategies and operations, the company was likely to suffer financial losses. The company also communicated the need for change with its stakeholders, particularly shareholders and employees (Rinser, 2021). By communication with shareholders, the company was able to confirm the new strategy of competing with low-cost carriers. Through communication with employees, the company could implement the strategy.
	The changing stage involves specific activities needed to implement the change management process. DLH’s change management process has been mentioned earlier, including receiving government support, implementing hygiene protocols, improving after-sales service quality and introducing new routes.
	The refreezing stage means that an organization institutionalizes the changed state as part of its organizational structure and culture. For example, after the pandemic, DLH continued to provide flexible work arrangements and mental health support for its employees (Gorlich & Stadelmann, 2020). In this way, the change management process was institutionalized.
	In addition to Lewin’s three-stage model, DLH’s change management process can be analysed in terms of the change approach. In general, there are two change approaches, including planned change and emergent change. While planned change is an intentional, deliberate and structured change process, an emergent change is usually an unexpected and unplanned change process (Bamford & Forrester, 2003). Although COVID-19 occurred as an unexpected event, DLH’s change management process should be regarded as a planned change. This is because emergent change is usually driven bottom-up initiatives arising from daily activities of employees and interactions with customers and planned change is usually driven by a specific objective or goal (Wee & Taylor, 2018). DLH made the change because it had a specific goal of overcoming difficulties caused by COVID-19. Also, the company’s change management process was top-down, linear and sequential. According to Lewin’s three-step model, it can be seen that the company’s change activities were well-defined and the outcomes could be predetermined.
By using planned change, DLH could be effective to achieve its goals. The goals were determined to deal with the problems caused by COVID-19. As such, the change process could be highly oriented to achieve the goals. Also, DLH could easily measure the effectiveness of the change management process. For example, since the change management plan was supposed to turn around the company’s undesirable financial performance, the plan’s performance could be evaluated by the company’s key financial performance indicators such as sales and profits. This will be analysed later in the report. However, planned change has its weaknesses. According to Harzing and Hofstede (1996), planned change may lack flexibility and may not help unexpected development or change. For example, when new major change occurs, DLH’s change management process to deal with COVID-19 may not work efficiently.
Evaluation of DLH’s Change Management Model
This report will evaluate DLH’s change management process in three aspects. Firstly, it will evaluate the company’s change process in terms of its business environment. Secondly, it will evaluate the change process in terms of force field anaylsis. Thirdly, it will evaluate the change process in terms of stakeholders.
Business Environmental Analysis
	Business environment is paramount for change management. On the one hand, a change process is implemented usually because an organization faces change or challenge in the business environment. On the other hand, business environment can significantly influence how an organization's change management process is effectively implemented (Kettinger & Grover, 1995).
This report will analyse DLH’s external and internal business environment. Specifically, the external business environment is analysed by using the PESTLE model. According to the model, an organization has six dimensions of external environment, including political, economic, social, technological, environmental and legal factors (Armstrong et al., 2014). Table 1 summarises the result of the PESTLE analysis. It can be seen that DLH faced undesirable political environment. This was because the government requirement on social distancing prevented customers from taking flights. Besides, the social distancing policy was an epitome of a mega trend of anti-globalisation, which also prevented customers from travelling internationally. As most of DLH’s routes were international, the ant-globalisation trend indicated that the company’s change management process could be challenged. The company faced undesirable economic environment. COVID-19 severely disrupted the world’s economy, reducing customers’ disposable income. As flight travel was usually more expensive than road travel and railway travel, reduced disposable income meant that customers were less likely to choose the company’s services. However, the economic environment also indicated an opportunity for the company’s change management. Since it introduced low-cost flight service, customers could be encouraged to use its service during COVID-19. The social environment was also undesirable for the company’s change management. COVID-19 resulted in high social distancing, which reduced customers’ demand for travelling. As such, even the company could introduce low-cost flight service, it might not appeal to sufficient customers. The technological environment was preferable for DLH’s change management. On the one hand, technological advancement in collaborative work enhanced the possibility of flexible work arrangements. For example, when DLH implemented mental health support for employees, they did not have to be physically present. Rather, thanks to collaborative information technology such as Microsoft Teams, employees could attend training remotely (Crick & Crick, 2020). In addition, technological advancement in social media could help the company improve its after-sales service quality. For example, the popularity of short-formed video social media platforms such as Tik Tok could help improve customer engagement. When customers saw videos about how the company prepared for its flight service, they could perceive the company’s service quality. The environmental factor was desirable for the company’s change management. This was because customers had increased awareness of sustainable development and environmental protection. As such, DLH’s change management plan of focusing on low-cost and sustainable flights could be an opportunity. As for the legal environment, it was preferable for the company. The German government had strong support for the aviation industry. As such, DLH’s change management could benefit from the government support.
Table 1 PESTLE Analysis for DLH
Political:	Policy regulations on social distancing	A mega trend of anti-globalisation	Economic:	Economic downturn caused by COVID-19	Reduced disposable income
Social:	Large social distance	Reduced demand for travelling	Increased demand for sustainable travel	Technological:	Technological advancement in information	Technological advancement in social media	Technological advancement in collaborative work
Environmental:	Increasing awareness of environmental friendliness	Focus on sustainable development	Legal:	Legal compliance	Government support

	In addition to the external business environment, this report analyses the company’s internal business environment. According to Armstrong et al. (2014), the SWOT analysis has four components, including strengths, weaknesses, opportunities and threats. Table 2 summarizes the result of the SWOT analysis for the company’s change management. DLH had strengths because the company had a large number of fleet and well-known brand recognition. This indicated that customers were likely to perceive and accept its new low-cost flight service. However, when the company reduced the number of fleet and introduced the low-cost flight service, it had the possibility of losing its high-end customers. Besides, as most airline companies targeted low-cost flight service in response to COVID-19, it could result in homogenization of aviation business, reducing the company’s uniqueness. In terms of opportunities, customers had increasing demands for low-cost flight service due to COVID-19. This meant that DLH’s low-cost flight service could help the company sustain sales. Besides, as the vaccination process kept deepening, customers were more likely to travel by air. Therefore, the company’s improvement of after-sales service quality could become increasingly important. When customers perceived its service quality, they were more likely to consume its service again. Nevertheless, DLH’s change management faced threats of the long-term impact of COVID-19 and the intensive competition in the aviation industry. Although COVID-19 could go away as a pandemic, its long-term impact on economy and society could still remain. For example, an economic downturn could be around the corner in the post-COVID era (McElwee et al., 2020). This suggested that DLH’s change management process should be kept institutionalized in the long term.
Table 2 SWOT Analysis for DLH
Strengths:	A large flight fleet	Well-known brand recognition	A well-established customer base	Strong technical support	Weaknesses:	A lack of focus on high-end customers	Homogenization of aviation business	Safety concerns
Opportunities:	Customers’ demand for low-budget travel	Vaccine popularization	Government support	Technological development	Threats:	Long-term impact of COVID-19	Intensive competition in the aviation industry	Fluctuation of the exchange rate of the US dollar


Force Field Analysis
	Force field analysis is a tool for analysing the factors that drive or constrain a change process. According to Lewin (1951), a force field analysis recognises and compares driver factors and resistance factors of a change process. When the driver factors have a total score exceeding that of the resistance factors, the change process is justified to occur. Figure 1 shows the force field analysis of DLH’s change management process. Each factor is evaluated by a score between 1 and 5. While 1 means that the factor is the least influential, 5 means that the factor is the largest influential. It can be seen that the change management process could be justified because the driver factors had a larger total score than the resistance factors.

Figure 1 Force Field Analysis of DLH’s Change Management Process
Driver Factors to Change
	The report recognises five driver factors, including reduced revenue, fluctuation in exchange rate, digitization, competition and leadership.
	Reduced revenue (5). COVID-19 significantly reduced DLH’s revenue. According to Macrotrends (2023), DLH’s quarterly revenue reached a historic high of US $62.057 billion in Q3 2018 but dropped to a historic high of US $10.503 billion in Q1 2021. The revenue reduction strongly motivated the company to implement the change process. If the revenue could not be turned around, the company were likely to suffer high financial loss.
	Fluctuation in exchange rate (3). The US dollar exchange rate was influenced during COVID-19. According to Google (2023), the US dollar exchange rate in terms of euro dropped during COVID-19 in 2021 and then kept increasing. This suggested that DLH had to keep as much US dollar as possible to avoid asset deprecation. As such, the company needed to facilitate the change for incentivisation of its international operations.
Digitalization (4). Digitalization meant that digital technology was significantly improved during COVID-19. In particular, collaborative technology was improved as a result of the surging demand for remote working (Horgan et al., 2020). This drove the company to embrace the organizational change to improve its operations efficiency.
Competition (4). Competition in the aviation industry became increasingly high during COVID-19. Since social distancing policy significantly reduced the demand for travel, the supply-demand balance was removed, shifting pressure to the supply side. This meant that DLH had to compete with other airlines companies for a shrunk market size. As such, it had to change its operations for higher competitiveness.
Leadership (3). DLH had a leadership style that focused on collaboration, teamwork and innovation (Rinser, 2021). The focus on innovation indicated that the company had the ability and ritual to deal with problems by proposing and evaluating innovative ideas. As such, when the company faced challenges during COVID-19, it was supposed to make change to the status quo.
Resistance Factors to Change and Solutions
	The report recognises five resistance factors to the change management process, including work pressure, fear of the unknown, a lack of communication, a lack of perceived benefit and organizational structure.
Work pressure (4). Employees could feel stressed and overwhelmed during the time of the change management process because employees could feel increased workload and new job responsibility. For example, they had to provide higher-quality after-sales service to customers and analyse the new low-cost flight segment. To reduce work pressure, DLH clarified expectations and set reasonable goals for employees (Flemming et al., 2021). As such, employees should know when they could achieve the goals of the change process.
Fear of the unknown (5). Employees can feel unsettled about change, when they are unsure how the change could influence their roles or responsibilities. To reduce the resistance factor, the company provided clear and transparent communication with employees, explaining why the change was necessary and how it could impact them (Rinser, 2021). When employees realised that the change process had positive outcomes, they could feel sure of it.
A lack of communication (2). A lack of communication can lead to misunderstanding, mistrust and confusion during organizational change (Endrejate et al., 2020). To deal with the resistance factor, the company had open and regular communication with employees, to keep them informed of the status quo of the change process. In this way, employees could be clear of the ongoing process of the change.
A lack of perceived benefit (1). A lack of perceived benefit means that employees may resist change if they cannot foresee the benefit of the change the organization and themselves. DLH dealt with the problem by clearly communicating the expected benefit. For example, if the company could turn around its revenue through the change process, employees should have higher income.
Organizational structure (3). Organizational structure can hinder organizational change because it institutionalizes functions and departments. To deal with the issue, DLH provided training and support for employees so they could be better adapted to the new organizational structure (Böhm et al., 2022).
Stakeholder Analysis
	Stakeholders refer to individuals or groups that either have high influence on or are influenced by an organization (Parmar et al., 2010). According to Murray-Webster and Simon (2006), power and interest are two important dimensions to classify and manage stakeholders. When it comes to DLH’s case, the two dimensions are selected as power and attitude. Attitude can influence how stakeholders support or oppose to the company’s change management process. Figure 2 shows the stakeholder analysis for DLH, including 10 stakeholders of shareholders. Specifically, shareholders, senior managers, customers and the government were strong supporters of the change management process. Shareholders and senior managers expected the change because it could help turn around the company’s financial performance. Customers expected the change because they could have lower-cost flight service. The government expected the change because it could stabilise the aviation industry. Suppliers, media and communities were weak supporters of the change management process. Suppliers expected the change because the growth of DLH’s revenue could help improve their own interests. Media supported the change because it could be a good source of news stories. Communities expected the change because they could expect realisation of the company’s corporate social responsibility. The middle-level managers were strong opponents because they could bear high risk and uncertainty. Employees and competitors were weak opponents. The employees might not want to change the status quo. The competitors did not want to see the company increasing competition of the industry.

Figure 2 Stakeholder Analysis for DLH
Evaluation of Effectiveness of DLH’s Change Management Process
The overall effectiveness of DLH’s change management process is evaluated by Kotter’s 8-step model (Appelbaum et al., 2012). The evaluation result is summarized in table 3.
Table 3 Evaluation of DLH’s Change Management Process
Step	Score	Explanation
Establishment of a sense of urgency	8/10	The organization perceived an urgency to change because its revenue was severely impaired by COVID-19.
Formation of powerful coalition	7/10	The company planned and implemented the change at an organizational level.
Creation of a vision	6/10	The company did not explicitly recognise a vision for change, although it had certain expectations of the outcomes of the change.
Communication of the vision	4/10	The company did not explicitly communicate the vision.
Empowerment upon the vision	3/10	The company did not empower the vision since it adopted a top-down approach to the change.
Planning for short-term wins	2/10	The short-term benefit was not obvious as it focused on long-term benefit.
Consolidation and improvement	6/10	The company’s improvement was continuous.
Institutionalization of change	8/10	The company institutionalized the change as part of its organizational culture.

Conclusion and Recommendations
In conclusion, this report critically studies a case of DLH’s change management process in response to COVID-19. COVID-19 had strongly disturbed the world order and economy and affected the aviation industry. DLH needed to respond to the incident by changing its operations, including receiving government support, implementing hygiene protocols, improving after-sales service quality and introducing new routes. The change process meets Lewin’s three-stage model as a planned change process. The change process is evaluated by both external and internal business environment models, including the PESTLE and SWOT models, suggesting opportunities and threats. The force field analysis suggests that the change management process could be justified because the driver factors had a larger total score than the resistance factors. The stakeholder analysis suggests that the process had strong supporters, weak supporters, strong opponents and weak opponents.
	The overall evaluation of DLH’s change management performance suggests three recommendations for the company. First, it should explicitly create a vision for the change. For example, it could recognize the change at the visionary level so that employees can realise the change is long-term. Second, the company should empower employees by communicating the vision with them. For example, it should enable them to perceive short-term wins so they can be motivated to institutionalize the change.
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