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Executive Summary

[bookmark: _GoBack]
M&S, a well established British company has been recently in decline and this was further exacerbated during the Covid-19 lockdown.  Stores were shut and the only way for businesses to operate was via online sales.

It made a six month loss of £87.6 million in September 2020.  This was largely due to its clothing sector. 

M&S understood that it must adopt change quicker than it been adopted it.  In doing so it reduced the hierarchy within the business to help it make decisions quicker.  It also engaged in a partnership with Ocado, and its online groceries sales have grown since.

The company engaged leadership to help adopt change, it encouraged all it employees to provide feedback and take active part in the business cultural change.  

This resulted in non performing stores being closed and more stores being modernised to match it competitors.  More clothing range to suit younger consumers was brought into the catalogue. 

All these changes have begun to turn around M&S’s fortunes.
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1.0. Introduction

This report was requested by Braynach Heffernan on the 10th of January, 2022 as part of a leading and implementing workplace change module. The purpose of this report is to look into the change management in an organisation.  This report will be compiled by the researcher Bilkis Hussain, with a completion date of 18th March, 2022. The report will involve primarily research as well as the use of secondary research methods such as books, online articles, journals, and official websites.

 























2.0. [bookmark: _Toc66963976]Findings

2.1 Background – Marks & Spencer

Marks and Spencer is a well established British multinational company which first opened its doors in 1884 as Penny Bazaar in Leeds (M&S1, 2021).


It provides services in the financial sector, groceries, and clothing sectors.  It has over 1500 stores across the world (M&S2, 2021) employing around 85,000 people around the world.   Vast majority of its staff (Over 90%) are based in the UK (M&S5, 2021).

As of August 2021 Marks and Spencer had a market share of 3.2 % of the UK grocery market (Statista, 2021).  In the groceries market M&S is competing with the likes of Tesco’s, Sainsbury’s, Asda, Morrisons, Aldi, Waitrose, The Cooperative, Lidl etc.  According to Statista (Statista, 2022) the most significant market shares are listed in the table below.


	Company Name
	Market Share

	Tesco
	27.9 %

	Sainsbury’s
	15.6 %

	Asda
	14.4 %

	Morrisons
	9.9 %

	Aldi
	7.8 %

	The Cooperative
	5.7 %

	Lidl
	6.2 %

	Waitrose
	5.1 %


 

Marks and Spencer has seen a slow decline in its market share and profits over the decade but this issue became more prominent during the Covid-19 pandemic.  It made a six month loss of £87.6 million in September 2020 (Times, 2020) and was largely due to its clothing sector. M&S has around 8.6% market share of the clothing and home ware sector (IC, 2021). The loss was a result of stores having to be temporarily closed due to Covid-19 restriction and not have enough online presence of offset the lack of physical store purchases.  Change became a more urgent factor for survival of the organisation.


M&S turned to Ocado, a food delivery specialist to help it develop a better foothold in the online groceries market (Forbes, 2021).  This has helped it gain a larger portion of the food market.
[bookmark: _Toc66963978]






2.2 Reason for change

The impact of Covid-19 was evident in the profit margins M&S was publishing.  The fact that during covid-19 there were lockdowns which resulted in physical shops shutting down and businesses which did not have sufficient online presence were severely affected.  There were other factors which influenced the need for change for M&S.  These factors can be established through the use of SWOT and PESTLE analysis.


M&S PESTLE ANALYSIS

The external environment is a dynamic environment as it can change very quickly.  An example is the effect Covid-19 has had on businesses – some being forced to shut their stores and operate online only.  



· Political – Brexit has caused more red tape to importing goods into UK from Europe. Import duty and taxes are required to be paid now (GOV, 2022).  This means additional costs to business and lower profit margins.

· Economic – Primark has been very successful and has plans to open further 100 stores worldwide Guardian (2021).  It is bouncing back from the difficult times it has had during covid and consumers are demanding cheaper clothing due to the strict budget they are on.  Especially at a time when, According to the Mirror (2022) the overall cost of living is soaring and people will be £2,500 worse off each year and will have to adapt to having less disposable income.

· Sociological – According to the BBC (2020) M&S has been struggling to cater for appropriate market segments. For example, they were advertising a 65 years olds garment on a 25 year old model thus confusing consumers.  They have changed that policy and more innovative ideas and designers have come into the company to change the direction. They are now focusing on the younger generation too.


· Technological – new technology is constantly evolving such as AI.  It affects how business is done with the customers.  This is a particularly important factor especially in the Covid0-19 era.  M&S provides its customer online sales of its products and has recently invested vastly into this sector both in the clothing and food sectors.

· Legal – impact of leaving the EU can have an impact on the supply chain.  Also employees were required to work from home where possible as part of covid restrictions.


· Environmental – M&S is amongst the leading British brands for adhering to supplying fair trade and environmentally sustainable products.


M&S SWOT ANALYSIS
	STRENGHTS

· Strong brand image – M&S brand is a well loved brand in both clothing and food sector.  In fact its brand has recently been voted in a YouGov Poll to be the best loved food and clothing brand in the UK (Retail Week, 2021).  This is clearly evidence on how highly respected the British public consider this brand to be.
· Customer experience focused company

· Socially responsible company
· E-commerce presence
· Financially stable




	WEAKNESES

· Recent poor financial performance and was generally in decline over the last decade – as previously indicated M&S had made a loss for the first time in 94 years.  This was a result of the slow pace of it change to keep up with competition.
· Seen as ‘old’ people focused
· Largely UK based – as 90% of its operations are UK based it is vulnerable to economic climate within the UK.

	OPPORTUNITIES

· Invest more in India and other emerging countries
· Increase online presence further
· Produce more trendy and quality products for the younger generation.



	THREATS

· Cheaper clothing from companies like Primark
· Lack of investment in stores yielding in out of date stores
· Very competitive food sector



It is clearly evident that M&S would benefit by focusing more on the having more online presence and having different brands of clothing to help it attract a broader range of customer which would help with grow and maintain profitability.

The main drivers for change within M&S include: 
· Growth opportunities – M&S has seen a shift towards online shopping and it is an opportunity for the company to encourage growth of the organisation. 
· Economic downturns and challenging trading conditions - though change was a slow process for M&S they have recently, due to the Covid-19 pandemic, accelerated the need for change and become more appealing and competitive in the current climate.
· Technological developments - technology is constantly developing and the need to be able to purchase goods on the go becomes essential.  M&S mobile app, allowing customers to place an order became essential in order to keep up with technological demands.
· Competitive pressures – M&S are under pressure from competitors like Next, Primark, Asos in the clothing sectors.  They will also be more pressure as Gap has been taken over by Next and provides them with better market presence online (Business Live, 2021). 
· Customer pressure – customers are demanding better range and trendy clothing and different brands. 



2.3. Change models

Change becomes an essential tool in growth and survival of a business.  According to Harvard Business Review (2000) 70% of all change initiations fail.  It is therefore important to understand some of the theoretical models associated with change.  
Kurt Lewin (Bourne, 2012) believed that people naturally resisted change and change must be introduced to them in a systematic way.  It had three stages:

· Unfreeze – a recognition for the need for change is acknowledged. Planning must take place as to how to ‘unfreeze’ the current attitudes and behaviors of its employees.
· Change / Moving – this stage involves having new processes and procedures in place and can include structural changes to the business.  It may also mean development of new values, behaviors, and attitudes of employees.
· Refreeze – this stage change must be reinforced to continually be implemented otherwise people may revert back to the old ways.

Kurt Lewin’s change model will allow business to consider its current state of business and then decide on what state they would like to develop the business to.

Benefits of using a change model are as follows:

· It’s easy to implement – as it’s a simple 3 stage process it is far easier to implement that other models.  It allows people to understand the need for change and acceptance far more easier
· helps encourage long lasting change – the unfreeze stage provides a business with longer time to adjust to the relevant change
· Its people focused – as with any business it’s the employees who run the business, without them there may be no business.  The ability to manage people and their behavior becomes crucial in having a successful business. Kurt Lewins model focuses on the behavior of two types of people: those who support change and those who oppose to change. 

However, Lewin’s change modeling has its own critics, some would argue that the model is too simplistic and other argues that the refreezing stage is not appropriate as business need to be more flexible and change continually (Sage Journals, 2015).

M&S used Kurt Lewin’s change model as it allowed them to implement change over a 5 year period. 

Another model to consider is that of Kubler-Ross (Exeter, 2022), this model helps to understand people’s reaction and their feelings to significant change in a given environment.  

There are 3 stages to this curve and these are as follows:

Stage 1: shock and denial – the first reaction to any change is shock and some people may believe that that change will not take place.  This is where one of the essential management skills must be applied – communication. Employees must be infirmed and communicated as to why the change is required.  If this does not happen then there will be a lot of negative thoughts being created.
Stage 2: anger and depression - a group may form who may oppose the change and they may feel angry and depressed about the change as they may feel it will affect the adversely.
Stage 3: Acceptance and integration – in these stage individuals will accept the change and try to integrate it.  Again communication is essential in implementing this.

This model is simple to understand and is good at understanding the emotional changes that may go through an individual’s mind in the process of change.  It can help management better plan for change.  It does however have its disadvantages and these as discussed by Change Management Insight (2022) and these are:

· This model lacks thorough evidence and does not take into account the complexity of people’s thoughts and emotions during the change process.
· This model is limited to certain situation and cultures and is not a reflection of the entire change process.
· This model does not identify how to implement a change it’s only a tool to use alongside another change model.

Leaders must understand that change creates resistance and they must deal with the matter appropriately in order to be successful. 

 


2.4. leadership- management of complex areas

Businesses need to adapt to change in order to survive or grow and management and leadership play a critical role.  Leaders should have the ability to encourage and communicate the need for change and iterate to its employees that it’s necessary for the long term benefit of everyone.  

According to CCL (2020) there are three skills that are essential in change management and these are:

· Communication – successful leader will communicate what needs to be changed and why.  According to Chron (2019) effective communication to employee is important as it aids in building positive relationships with employees and prevents conflicts within the organisation.  Therefore, it’s important for employees to understand what changes are required and why they are required and how these changes can be implemented.  This will allow more people to come on board and change will take place more efficiently.  For example, M&S has had to close a lot of stores down of late, it would be important to communicate with employees the reason for that change.  It also would have been important to ensure that employees understood the need for the business to have more online presence and how their commitment and dedication to the task would be beneficial to all.

· Collaboration – According to CIPD (2021) engaging employees in daily activities and decisions makings can have a motivational affect on them.  It means engaged employees will feel more part of the solution than the problem.  M&S use team meetings to encourage employees to communicate and offer their feedback and opinions.  Their values are respected.


· Commitment – A leader needs to be resilient and persistent as things will not always go according to plan.  M&S has had to be resilient in its change as the brand has been striving for change for many years but has recently found more success.

M&S has had to deal with understanding their customers and the market better.  The leadership has always encouraged change but until recently it had been on a slower pace.  But the result of pandemic had thrusted leadership to speed up the rate of change.  These changes included store closures, reducing staff levels, changing the culture within the company, improving its finances, and acquiring a better understanding of its customers. 

The Chief executive of M&S, Steve Rowe, has had to shorten the company organizational hierarchy to help accomplish change effectively.  He has given roles to employees higher up the leadership to direct the company towards its targets and these roles will be discussed in the next section. 




2.5. Change agent

According to Mckinsey (2017) a change agent is vital in transforming a company. They provide both the technical knowledge as well as the social support to managers and front line employees as they learn and adopt new practices.

Change agents need to understand that there will be different thoughts and views to change.  Kurt Lewin’s Force Field can be used to anaylse factors that are for and factors that are resisting the change (Mindtools, 2022).  The aim of the change agent would be to increase or strengthen the factors that are for the change and weaken the resistance.  Some of the above mentioned skills in change management can be used to help reduce the resistance to change.  Change agents also need to use the Kulber-Ross curve to evaluate at which stage of the curve people are on as this will help them form a better decision.
 
The main change agents have been a restructure of the organizational hierarchy, it’s become a more flatter hierarchy allowing decisions to be made quicker and giving employees more say.

By understanding the how employees emotionally feel during the Kubler-Ross stages and Kurt Lewins Force Field management can help encourage employees by communicating and collaborating with employees and having a management team which is resilient.  They must also understand Kurt Lewin’s change model to guide them to success.  If they fail to understand then the change will most likely fail.

The main change agents within the organisation were:
· Eoin Tonge - Chief Financial Officer – bought into the company in 2020 as the chief financial officer.  He has experience in the groceries business.  He is also the MD of Ocado.  He has helped the company shift more towards providing more online food and a more diverse range of products.  This has resulted in the surge of online food sales for M&S.  M&S food is Britain’s fastest growing retailer (Grocery Gazette, 2022)

· Katie Bickerstaffe - Chief Operating Officer - Katie was a member of the M&S non executive board.  She has been bought into help transform the business into becoming a more profitable.  The major focus has been on online sales and reducing less successful stores in the high street.  M&S has closed many of its loss making stores (Guardian, 2021).  This has reduced the loss they are incurring.  It has further modernised some of its stores to catch up with modern deco and store facilities (M&S8, 2022).  She has also helped increase online sales of the business by acquiring more modern clothing and better online experience (Guardian2, 2021).  Katie has been pivotal in transforming the company’s online business. Furthermore, Katie has introduced guest brands of clothing into M&S and this has encouraged younger consumers to shop at M&S (M&S7, 2021). 

· Employees – employees are given more say and their opinions are respected.  Microsoft team meetings are a routine process now and it encourages employees to share ideas to management easily (M&S7, 2021).  They have also been given more flexibility on their working hours.  M&S has become a more engaging culture for its employees as it recognises the employees as part of the big challenge in change management.










2.6. Culture

According to Mullins (1999, p802), an organisational culture is:

“the collection of traditions, values, policies, beliefs, and attitudes that constitutes a pervasive context for everything we do and think in an organisation”

Every organisation has a culture. The culture is the perception of how things are done. Businesses need to be aware of their culture and must be prepared to change their culture to allow further growth of the business.  

There are many models of which help describe an organizational culture.  One of them is Johnson & Scholes’ Cultural Web.

The Cultural Web is an ideal tools to analyse the culture of M&S as it provides a thorough examination of an organisation’s culture (Mindtools, 2021).
This model provides 6 elements which are inter-related, this allows one to gain a bigger picture of the organisations culture and see what’s working, what’s not, and any potential for change.

· Stories – past events and people which are associated with the business.  M&S began as Penny Bazaar in 1884 (M&S1, 2021).  M&S brand and its product are seen as a British, luxury and quality brand (Fabrikbrands, 2021).  Though it is a British brand many of its clothing are made in third world countries and its employees may not feel the brutishness of its products. 

· Rituals & routines – defines the acceptable behavior of people in their daily tasks.  Example – providing a welcoming and polite attitude towards customers.  According to Econsultancy (2016), M&S believe employees are the lifeblood of the business and they are the difference between making footfalls into customers.  They believe in investing in employee training and development to ensure they provide the best quality customer service.  The M&S Sparks card is also an important aspect of rituals and routines as its used by over 6 million members (M&S4, 2018)


· Symbols – visual representation of the business like company logo, its building, dress codes etc.  It’s what helps a company identify itself.   The M&S logo is an easily recognizable identity of the company.  Company also ensures it employees are smartly dressed in a uniform manner throughout all its stores.  
As stated earlier M&S has over 1500 stores, but as pointed out by the Guardian Newspaper (The Guardian, 2020), many of these stores were built around 1920’s and have not been modernized and this can have an impact on the employee and customer perception of a store or brand.  The company is now investing in modernisng these stores.


· Organisational structure – this includes the organizational hierarchy.  M&S has a
tall hierarchy may mean slow decision making (M&S7, 2021).  This structure has now been flattened by Steve Rowe to help speed up the decision making process.  It will help the company react quicker to external market changes.   

· Control systems - how things are controlled in the business. M&S understands the positive contributions of employees, well performing employees are offered corporate gifts (M&S9, 2021).

· Power Structures – this involves the people with real power within the business.  For example the owner, manager etc.  Ultimate responsibility of the business lies with the CEO, Steve Rowe.  Each branch of the business then has its own directors i.e. food, retail, finance, clothing.  Store managers have day-to-day responsibilities for running the stores (M&S8, 2021).  M&S has now given employees more say on how the business is run.  This gives employees more sense of power and belonging which enhances motivation.  Employees are able to communicate via team meetings and make suggestion creating a more involving and engaging culture. 

There are issues within the M&S culture and these can be identified in some of the cultural web for example, Outdated stores, where clothing’s are made etc but M&S have made good strides in reducing the organizational structure, updating some stores and engaging more with their employees. This will benefit the company adopt a new culture to be more successful in the future.

Having a more flatter organizational structure will ensure decisions are made quicker and allow the business to keep up with competition.  Having more modern stores will help attract more consumers to the stores and having employees more engaged will also ensure they are part of the cultural process and a feeling of belonging will motivate them to do the best for the organisation.






3.0.  Conclusion

M&S had been struggling to keep up with the latest trend in technology and fashion which had resulted in losses being made for the business which became more apparent when Covid-19 caused businesses to shut down and operate online only.  

M&S did not have the online presence or the portfolio of clothing to compete against its rivals.  M&S made drastic changes to its organizational structure by reducing the hierarchy enabling it to make quicker decisions; it established a better online presence of both its food outlet and the clothing outlet.  It introduced more fashionable clothing brands to its collection and Ocado helped its online sales of food.

M&S also closed it worst performing stores and some of its stores allowing it to compete better against its rivals.  Its employees are also now more engaged in the running of the business and as a whole the business is slowly returning to its former glory.

M&S understood that change was required and it understood the resistance to change and adopted the correct policies to help it achieve some of its goals.  Communication and collaboration was essential in this process.  However, it still needs to analyse the data it has access to and allow more brands to come into its stores to attract a wider consumer base.
















4.0.  Recommendations

	
Area of Development to improve change planning and implementation 
	Action to be undertaken 
i.e. training
	Priority
Why explain your decision 
	Support wand Development. 
Internal/External
From: people, financial, physical resources. 
	Review Dates and explain your decision 
	Other comments 
Will you set interim review dates- why might they necessary

	 Target the younger generation 

	 To bring in modern and fashionable clothes.
	 High
To attract new customers and drive growth in the clothing sector.
	internal
	 December /2022
	 Yes, interim review dates are necessary since they can help determine whether or not the target dates were fulfilled.
 

	 Compare and contrast a competitor's website to its own to identify areas for improvement.
	 Compare and contrast a competitor.
	  High
This could improve the site's accessibility and customer satisfaction.
	Both internal and external
	  sept/2022
	  N/A

	 Provide goods in a lower price range.
	  Try to get the supplies from outside the UK.
	  Medium
 To attract a wider range of customers.
	internal and external
	  June/2023
	 Compare the price of the products with various suppliers.

	Consider imparting large reductions on top class products
	 
	 Medium
To initially attract new customers.
	Both internal and external
	05/03/21
	 N/A

	 Employee involvement – weekly team feedback - team discussion of work topics / issues
	Complete weekly Feedback and discuss results with line manager. 
	  High
	  Line manager to review and provide further feedback.
Internal. 
	  Ongoing weekly
	 Employee engagement could bring better ideas.
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