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This investigative report analyses the transformational change currently being implemented within the Royal Mail from a change management perspective. An analysis of the Royal Mail’s change management strategy by use of a range of theorist’s models and strategic analysis of the micro and macro environment which informs the drivers and resisters of the change proposal. 

Royal Mail has failed to modernise by becoming reliant on their royal heritage and the monopoly once held. The introduction of competition has prompted change although political constraints make change more difficult to implement with the current change proposal attracting strong resistance evident through union driven strike action, negative media narrative and falling share price. 

This strong resistance is the catalyst for this case study analysis which will highlight the challenges of implementing significant transformational change in a large organisation with over 150,000 employees. A conclusion of the findings informs a list of proposed recommendations which will assist Royal Mail in implementing change successfully going forward.
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[bookmark: _Toc134221552]Organisational introduction
The Royal Mail is a subsidiary of the parent company International Distribution Services, which is made up of 3 organisations seen in the simplified business structure below. For the benefit of this case study, only the Royal Mail subsidiary business will be analysed. 
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[bookmark: _Toc134219850]Figure 1: Parent company structure source (International Distribution Services , 2023).
According to International Distribution services (2023), Royal Mail is the UK’s sole designated universal postal provider responsible for collecting, sorting and delivering letters and parcels to over 31 million addresses across the UK 6 days a week. 

Royal mail started in 1516 by Brian Tuke, a Knight of Henry VIII and operated as a royal Postal service for 119 years. The postal service was opened  to Public in 1635 and became a publicly owned organisation in 1660 (Royal Mail , 2023). In 2014, Royal Mail was formally privatised with 90% of shares opened up to private owners and 10% of the shares distributed amongst the 150,000 employees. (Royal Mail , 2023)

Vince Cable, the Business Secretary at the time, decided that privatisation of Royal Mail was the only way to make the business sustainable by opening up capital investment opportunities which were needed to modernise and streamline Royal Mail to maintain competitive advantage as reported by Economics Online (2020). 
[bookmark: _Toc134221553]Motivation for change
Royal Mail Non-Executive Chair Keith Williams stated “The pace of change” within the business “needs to accelerate” (Royal Mail , 2021). More specifically, he was referring to achieving the goals set out within the Royal Mail strategy.  According to International Distribution services (2023), the goals are to “improve and Simplify the customer offering”, “Rebuild trust and relationships” and to “grow the business”.
 
International Distribution services (2023) state that to achieve these goals, Royal Mail needs change and is transforming from a UK-focused letter business that delivers parcels, to a parcels-led, international business, delivering letters in the UK. The proposed change has been brought on by a strategic shift in the organisation’s direction in response to recent global events. 

[bookmark: _Toc134221554]Proposed Change
The change proposal is a change to the employee’s terms and conditions. These changes are required to facilitate the redirection of the business with Royal Mail (2021) reporting that the purpose of the change is to create a more efficient business that aligns with the changing need of the customers.

According to the Communication Workers Union (2023), The change to the terms and conditions will result in the following :
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The proposed changes have been met with strong opposition resulting in 99% of staff voting for strike action which has attracted a high level of media coverage (Communication Workers Union, 2023). 
[bookmark: _Toc134221555]Definition of Change Management

The Chartered Management Institute (2022) defines change management as “the coordination of a structured period of transition from one situation or state to another in order to achieve lasting change within an organisation”.

Change amongst organisations happens at an astonishing pace with a change management Pulse Survey undertaken by the Association for Project Management in 2016 identifying that 90% of organisations had planned and managed change within the last 3 years. 

Cameron & Green (2020) states that “change is at the heart of everything that is achieved in organizations. Once individuals have the motivation to do something different, the whole world can begin to change”. However, Kotter (1995) states that in his experience “a few of these corporate change efforts have been very successful. A few have been utter failures. Most fall somewhere in between with a distinct tilt to the lower end of the scale”. 
[bookmark: _Toc134221556]Typology of Change 
Hodges and Gill (2014) concepted a theory that organisational change can be analysed and categorised by using the framework below to provide an overview of the type of change. 
	How it happens
· Planned
· Emergent
· Contingency 
	Magnitude
· Incremental
· Transformational 
· Punctuated Equilibrium  


	Focus
· Strategic 
· Operational 
	Level
· Individual
· Team
· Organisation 


[bookmark: _Toc134219851]Figure 2: Typology of change (Hodges & Gill, 2014)
[bookmark: _Toc134221557]How it happens
Livne-Tarandach and Bartunek (2009), defined planned change “as moving from one "fixed state" to another through pre-planned steps” Which has been the prevalent change management approach since Lewin’s 3 stage model in the 1950’s, which was a time where the external environment was stable. 

As a result of the financial recession in the early 1980’s, there was greater recognition that the environment was not stable and the emergent change management approach become widely recognised (Livne-Tarandach & Bartunek, 2009). Weick (2012) defines emergent change as “Emergent change consists of ongoing accommodations, adaptations, and alterations that produce fundamental change without a priori intentions to do so”.

Lewin (1947) states that all change starts with a place of equilibrium or ‘state of no change’ and therefore, all change must be planned. Lewin proposed that to implement change, a 3-stage model should be followed. Unfreeze the equilibrium, change equilibrium and refreeze the equilibrium. However, Hartley and Newcomb (1947) argued that Lewin described human behaviour as a quasi-stationary equilibrium state and believes that this should apply to the macro environment. This would result in the organisation constantly changing to emerging change in the macro environment making Lewin’s theory invalid as there would be no frozen stage to unfreeze.
[bookmark: _Toc134221558]Magnitude
The change is of punctuated equilibrium in terms of its magnitude as Royal Mail have seen a long period of stability with short bursts of change only evident over the last decade. Royal mail has held a monopoly of the postal service with no competing organisations or challenge and therefore there has been little requirement for change. 

The technological advances over the last 15 years, combined with the introduction of competition has introduced the requirement for change within the Royal Mail. This is supported by Hooper (2008) seminal report, where he stated “the modernisation of Royal Mail is most critical to the future of the sector.” Without change, Hooper (2008) stated that Royal Mail would enter an unsustainable spiral due to “the ease by which entrants can gain market share”.

[bookmark: _Toc134221559]Focus and Level
The change focus is strategic as the proposed change is a shift in organisational direction which is categorised by Ford and Evans (2001) as a strategic change shown in the table below. The driver for the change is the external environment and is widespread across the whole organisation which suggests that the change is at an organisational level further supporting the strategic focus. 
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[bookmark: _Toc134219852]Figure 3: Change focus category (Ford & Evans, 2001)
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When assessing the typology of change of Royal Mail’s proposal, the change started as a planned change in response to the astonishing rate of technological advances fuelling a shift in customer trends, resulting in a decrease of the number of letters posted and an increase in parcels posted, as can be seen in the data below from Statista (2023).
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[bookmark: _Toc134219853]Figure 4 : Annual data on letters posted. Source: (Statista , 2023)
The change proposal expands and accelerated becoming an emergent change in response to global economic challenges, brought on by a global pandemic and increased operating costs due to political agreements surrounding Brexit. This is further supported by Burnes (2004) where he stated “Planned approach does appear to be more suited to incremental change rather than larger-scale and more radical change”.

[bookmark: _Toc134221561]Kurt Lewin Forcefield Analysis
The force field identification tool was concepted by Kurt Lewin in the 1940’s, and published in the book “Field Theory in Social Science” in 1951, some 4 years after his death. Force Field identification tool became known as a tool that can help identify the driving and resisting forces to understand in advance, what the level of resistance will be to the proposed change and which forces will influence the change.

Lewin (1951) suggested that whilst in a state of equilibrium, driving and resistant forces to change within an organisation are equal. Lewin suggested that for change to be implemented, the forces must be upset and become unstable by either strengthening driving forces for change or weakening resisting forces to reach a place where driving forces outnumber the resisting forces, which would bring about change.

Kurt Lewin used this tool in a social psychology context with great success although, Swanson and Creed (2013) argue that Force Field analysis is “Linear” and does not consider “inverse Vectors” and therefore, can miss “key complexities” of change. Swanson and creed (2013) further argue that “the Facts of the situation” and the “perceptions of people involved” are subjective which can be inaccurate and further considerations were required for accuracy. 

[bookmark: _Toc134221562][image: ]Factors driving for change
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Economic force – This is a strong force as the reduction of staff and change in working hours will reduce costs, increase efficiency of the business thus increasing profits. The change in terms and conditions is to combat the loss in revenue from recent strike action where £70 million was lost in revenue due to 3 days of strike action (Communication Workers Union, 2023).

Investors – As a recently privatised company, investors will be driving the business to adapt to the macro environment in an attempt to improve on its competitive advantage and improve its value as a business. Newlands and Hooper (2009) states that “modernisations without privatisation would be very difficult due to the constant intervention from government”.

Modernisation – The requirement for the business to modernise is a reasonable strength as the business strategy and processes are dated which results in inefficiencies. There are many examples of the consequences when businesses do not modernise. ‘Toys R Us’ and ‘Hasbro Inc’ are good examples of the undesirable outcome when organisations do not modernise. Kun and Raziff (2021) stated “the corporation that failed to adopt digital transformation will be a forced out of the market.” 

Improvement to customer response time – This is a great force as improving the service to customers is the primary purpose for businesses to change. An improved delivery time for a postal business is a key goal to attracting more customers. 

Competitive advantage – Royal Mail currently holds a competitive advantage due to its reputation as a royal delivery service and by delivering a Universal Postal Service Order (USO) imposed by government. The Postal Services Act 2011 and USO was introduced for privatisation and is enforced by Ofcom to provide a postal service throughout the UK providing Royal Mail with a protected Core Business which is a competitive advantage. 

[bookmark: _Toc134221564]Resisting forces
Unions – The majority of the workforce are union members and as a previously public organisation, there is a strong unionised mindset with the precedence already being set for resistance. A recent 3-day strike of 115,000 staff cost Royal Mail £70 million in revenue (Communication Workers Union, 2023).

Political USO – During the privatisation of Royal Mail, a Universal Postal Service Order was created by OFCOM in response to the Postal Services Act 2011. This piece of legislation imposed by the government sets obligations for Royal Mail to deliver a letter delivery service for 6 days of every week with consequences if breached.  (The Postal Services (Universal Postal Service) Order, 2012)

The Employee culture or persistent deep structure - is strong with the workforce being set in its ways for many decades which will provide a strong resistant force. The proposed change will threaten the employees progress on Maslow’s hierarchy of needs which will strengthen the resistance.

Uncertainty – With a loyal workforce that spend full working careers within Royal Mail, the workforce is averse to change due to uncertainty. Uncertainty is a primary cause of stress, is associated with staff feeling undermined and a feeling of lack of control (Bordia, et al., 2004).

Public Opinion – Change can create morale issues and this will have a knock-on impact on service delivery to customers. Once reputation amongst public is tarnished, it is very difficult to regain positive opinions. 
[bookmark: _Toc134221565]Culture and Leadership 
The analysis of culture and leadership is an important factor that many models fail to recognise. There are long standing behaviours, rituals and routines evident amongst Royal Mail staff that has been the status quo for many years. Changing these deeply ingrained routines requires a strong and inspiring leader to create a new vision, communicate it and secure a following of the staff majority.
[bookmark: _Toc134221566]Organizational Culture Assessment Instrument
The Organizational Culture Assessment Instrument developed by Cameron and Quinn (2011) recognises four types of organisational culture as seen in the descriptions and figure below :

1. Adhocracy Culture – Create culture 
A dynamic culture that encourages innovation and isn’t averse to risk. Visionaries that lead transformational change and aren’t afraid to break rules. Usually suited to entrepreneurs in start-up disruptive industries (Cameron & Quinn, 2011).
2. Clan Culture - Collaborative culture
A friendly, family like culture rooted in loyalty and tradition. Collaboration, empowerment and empathy is a cornerstone to the culture. Usually suited to public sector or not-for-profit organisations (Cameron & Quinn, 2011).
3. Hierarchy Culture – Control culture
A formal, stable and predictable working environment where Incremental change is continuous. Risk adverse and generally cautious but will take risks after careful consideration. Usually suited to civil service, military or banking organisations (Cameron & Quinn, 2011).
4. Market Culture – Compete culture 
Fast paced results driven organisations that are competitive in nature and have high expectations. Usually found in marketing or sales organisations. (Cameron & Quinn, 2011)
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[bookmark: _Toc134219854]Figure 5 : Organizational Culture Assessment Instrument (Cameron & Quinn, 2011)


Using the Organizational Culture Assessment Instrument, Royal Mails culture type is the ‘clan culture’ type historically, which has started to evolve into a combination of ‘market culture’ and ‘adhocracy culture’ which is causing confusion amongst staff.  Royal Mail would benefit from adopting the Hierarchy Culture although culture change is difficult, it is critical for change management success as stated by Handy (1995)  “if you can find the right culture or style for your situation, you will thrive, and if not, you will struggle” (Handy, 1995).
Whilst culture is invisible, from the evidence analysed, there is a history of bureaucratic leadership. However, since privatisation, an autocratic leadership style is appearing where the humanistic approach towards the proposed change is evident. An autocratic leadership style can be useful when redirecting an organisation as this approach avoids confusion and provides clear instruction to achieve clear goals via transformational change (Billig, 2014). However, this leadership style will leave staff feeling undermined and will encourage resistance due to the prescriptive and coercive nature of the tactics used to impose change (Chukwusa, 2018). 

A democratic style would be more suited for Royal Mail given the evident deep-rooted culture as democratic leadership would empower staff by allowing them to participate in decision-making (Lewin, 2020). However, Graebner (1987) describes Lewin’s democratic leadership style a paradox given his psychological studies based on “less intelligent” members of the public and given his own “strong, vigorous and directional leadership” which was more akin to Autocratic and is therefore contradictory.


[bookmark: _Toc121744480][bookmark: _Toc134221567]Analysis of the Micro and Macro Environment 
The PESTLE and SWOT analysis tools will be applied to Royal Mail to analyse the micro and macro environment that will inform the change management strategy. Analysis tools contain their own limitations and therefore, to form an accurate strategy for implementing the proposed change, additional models should be used.
[bookmark: _Toc121744485][bookmark: _Toc121744482][bookmark: _Toc134221568]PESTLE 
Francis Aguilar (1967) was thought to have concepted the original PESTLE model as a macro analysis tool using the abbreviation ETPS (Economic, Technological, Political and Social) which was later built upon to become the PESTLE model. University of Business and Entrepreneurship (2020) praise the model for its simplicity, stating “is simple and easy to understand and use”  however, Rastogi and Trivedi (2016) argue that  “The tool allows users to over-simplify the data that is used. It is easily possible to miss important data”. 

[bookmark: _Toc134221569]PESTLE Application
A PESTEL analysis has been undertaken which can be seen below. 
[image: ][bookmark: _Toc134219855]Figure 6: PESTEL Analysis.

[bookmark: _Toc134221570]PESTEL Analysis
Political
The most significant political pressure is the USO imposed on Royal Mail by Government as part of the privatisation of the organisation which is enforced by Ofcom. Royal Mail has formally requested for amendments to the USO to reduce the obligation for delivering letters from 6 days a week to 5 days a week which was refused by the government citing “delays to time-sensitive titles and financial loss” as reasons for refusal (House of Commons, 2023).

International Distributions Services (2022) argue that this decision will impact their ability to deliver “the one- price-goes-anywhere Universal Service” which is likely to impact Royal Mails change proposal. It is clear that there is political resistance to the change as evidenced by governments refusal to enable change and by the commissioning of seminal reports to identify Royal Mails failings in delivering the USO service (House of Commons, 2023).

Economic
Due to an increase in operating costs, shift in consumer behaviour and a recent surge in new entrants to the delivery sector, the USO that provided Royal Mail with a competitive advantage will be no longer effective as the number of letters posted is decreasing whilst demand for parcel delivery is increasing (Statista , 2023). Royal Mail have increased revenue figures by increasing postage costs to consumers, although with a plethora of new competitors with lower operating costs, Royal Mail will need considerable change to make the business sustainable for investors. 

Social 
Royal Mail requires significant change to attract a new demographic of customer. The loyalty of existing customers is amongst the ageing generations where letters were once the only means of distant communication. The quality of service conducted by Royal Mail has dipped to its lowest in the last decade supporting the driving force for change. There is evidenced public, individual and cultural resistance to the change proposal which is amplified by the communication workers union.

[image: ]

[bookmark: _Toc134219856]Figure 7: Data showing quality of service decreasing. Source: (Ofcom, 2022)
Technological
The astonishing rate of change amongst technology over the last twenty years could have been an opportunity for implementing change to modernise the organisation in line with technology, although Royal Mail have failed to modernise due to their complacency of holding a monopoly over the postal service. During this time, Amazon is one example of a modern business that has grown from a spare bedroom operation to the world leader in logistics and delivery service in the same timeframe. 

Legal 
The USO is the greatest risk to Royal Mail when implementing change as this prescriptive legislation is heavily enforced by Ofcom monitoring all activity within Royal Mail ensuring that all obligations are met. This will hinder Royal Mail when looking to modernise and implement change and business as usual activity needs to be maintained whilst implementing transformational change. 

Environmental 
On 4th November 2016, the Paris Agreement was ratified committing countries to a legally binding treaty to “shift to a net-zero carbon emissions world” (United Nations, 2021).  Royal Mail has a net-zero carbon target of 2040 and has now constructed its second carbon neutral parcel hub. Royal mail operates 42,500 delivery vehicles contributing to 13% of their emission total but does have 1,600 electric vehicles currently and an additional 5,500 expected by mid-2023 which is the largest amount of fully electrical vehicles when compared to the competition (Royal Mail , 2023). These are good opportunities to weaken the resisting forces of change.

[bookmark: _Toc134221571]SWOT 
The SWOT (Strengths, Weaknesses, Opportunities and threats) analysis tool was originally concepted by Albert Humphrey in the 1060’s, although the commonly known matrix was developed by Heinz Weihrich in 1982.The SWOT tool is praised for its simplicity (Wills, et al., 2019) although Foong (2007) argues that its simplicity allows for confusion due to different interpretations of the data.
[bookmark: _Toc134221572]SWAT Matrix 
[image: ]A SWOT analysis has been undertaken on the Royal Mail as can be seen below. [bookmark: _Toc134219857]Figure 8 : SWOT Matrix

[bookmark: _Toc134221573]SWOT summary
Strengths
There is a strong brand association synonymous with the Royal Mail name that links back to its royal origins. This strong brand and culture are the heart of the organisation which is the primary reason Royal Mail has been so effective and profitable for nearly 500 years. This is the reason the change proposal has seen such a strong resistance as strong leadership is required to “set the direction of that change” Which “is fundamental to leadership” (Kotter, 2003) which is not evident at Royal Mail. 

Weaknesses 
Royal Mail’s investment in transformational costs decreased by 9.7% to £162 million from 2020-21 to 2021-22 as can be seen below. There has been such little investment that incremental change hasn’t been an option, although increased investment and incremental change would have reduced the impact of the change proposal. Chapman (2002) states that “transformational change requires a shift in attitudes, beliefs and cultural values” and that “Gradual modifications make sense in an established framework”.
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[bookmark: _Toc134219858]Figure 9: Royal Mail operating costs Source: (Ofcom, 2022)
Opportunities 
Adoption of technology would modernise the business and increasing the use of online technologies would also increase transparency and streamline the communication channels to staff allowing for better consultation on change proposals. Failure to communicate change effectively increases the “lack of acceptance of the change by employees” (Denton & Richardson, 1996).
Threats 
[image: ]The negative media narrative and associated reporting on union directed industrial action will taint the staff and public’s perception of Royal Mail. The proposed change is decreasing staff benefits which impacts moral and motivation which impacts employee’s self-esteem, security of employment as per Maslow’s hierarchy of needs below. This will prompt a psychodynamic response to change given the nature of our natural survival instinct. Staff have become demotivated although the concern of job security has allowed for productivity to remain, albeit by disgruntled employees.








[bookmark: _Toc134219859]Figure 10 : Maslow Hierarchy of Needs (Maslow , 1943)



Maslow (1943) states that if an employee is unable to satisfy the lower foundational categories of the hierarchy, then they are unable build upon this to achieve the higher levels. However, Ward and Lasen (2009) argues that “individuals can simultaneously  desire  and  search  for  more than one need at a time and may well prioritise them differently and within each stage”.
[bookmark: _Toc134221574]Conclusion 
Royal Mail has held monopoly over the postal service across the UK for 500 years and has become complacent by relying on their Royal heritage to maintain their competitive advantage ignoring government commissioned seminal reports recommending modernisation and calling to implement change. 

The resistance to change is strong with evidence suggesting change is being led by managers following an autocratic leadership style and are not leading, as there has been no development of a vision and there are very few followers. This combined with an adhocracy culture is creating concern for staff resulting in psychodynamic response to the change proposal. 

When considering the coping cycle, we could be in a position where staff are in the first stage of denial and the response could improve with time, although currently, the change has upset the organisations stability with strike action significantly impacting day-to-day business. Furthermore, staff are becoming more frustrated as the change proposal is constantly evolving as government conclude decisions surrounding Royal Mails USO amendment requests.

This change at its current stage has been ineffective with the proposal hindering the organisation by lowering morale, decreasing revenue and attracting negative media coverage. The change will benefit the organisation if implemented correctly but a strategic redirecting is required. 
[bookmark: _Toc134221575]Recommendations

After careful consideration, the author proposes the recommendations below which will benefit Royal Mail in implementing change successfully. 
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Recommendations

= Develop the Hierarchy Culture to encourage staff collaboration and
involvement when proposing change.

= |ntroduce alternative staff benefits through personal training and
development which will improve staff positioning on Maslow’s hierarchy of
needs.

» Educate objector staff through improved communication to assist in
assessing the risks and seeing the bigger picture.

» Create staff focus group of change enthusiasts to encourage the change.

» Create leaders with the democratic style of leadership to implement change
by creating a vision and attracting a staff following by empowering staff to
influence change and providing greater support.

= |nvite challenge with a greater level of stakeholders before proposing
change to receive feedback and prevent change proposal amendments.

= Consult with unions before proposing change to gain their support which will
influence staff behaviours

= Implement incremental change as opposed to transformational change to
reduce resisting forces

= |mprove negotiation with Ofcom and HM Government using power and
politics before proposing change to prevent required amendments to the
change proposal which causes further confusion.

» |nnovating new service offerings to Increase the demographic reach of new
customers worldwide will provide greater opportunities for staff.

= Explore collaboration with competitors to increase market share reducing the
urgency for change and provide greater opportunity.

= Ensure a continuity resilience plan is in force to reduce risk.




