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Leading and Implementing Workplace Change 
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Introduction
The aim of this report is to critically analyze how M&S manages change within the organization and, through PESTLE analysis, see the external factors that in some way caused it to implement the change and have an understanding of how they dealt with it at an organizational level, taking into account the leadership style and culture of the organization itself, finally, if necessary, I will propose a change strategy, evaluating the change management models that will be Kotter's 8-Step, ADKAR and Lewin's change management model
and choose the most appropriate one to implement the proposed change.
I chose M&S to develop my work because it is an organization with a lot of history and throughout its history they have already dealt with a lot of change, so there will be a lot to explore in this sense.
This report will be divided into 3 sections where the entire analysis will be displayed so that, in the end, it will be possible to propose viable solutions for better adaptability to changes.



section 1- critical evaluation of the adopted change management process and identification of the best change strategy option


The company history
The organisation I will work for is M&S which went from penny bazaar to one of the UK's largest food and clothing retailers, promising consumers high quality products
The company's history began in 1884 with Russian-born Polish refugee Michael Marks opening a stall in Leeds Kirk gate Market. and Thomas Spencer joined him in 1894 and thus created Marks & Spencer.
Despite the success in selling food, which is the segment where they generate the most money and also prioritize more(Bedford, 2022), the same success is not reflected in fashion, thus receiving several criticisms, precisely because of the design of the clothes, which according to Natalie Berg , an analyst at NBK Retail , is not desirable for any generation, and the company seems stagnant in the area of ​​fashion so I will suggest changes in that area with the aim of making M&S fashion more for all tastes, especially for young people, and thus Increase sales.



The company history of implementing and dealing with changes
There is a great need for more and more organizations to create defense and resilience mechanisms that allow them to face obstacles and adapt to changes in order to remain solid in the market, given that we live in a time when some phenomenon always arises (inflation, increase in prices and climate change for example) that people have to adapt, as the world is constantly changing and consequently the market too and M&S is also in the same situation because in addition to always being up to date with its products and services, in 2012 they created a training called Leadership by Hope that guides their employees to develop their leadership capabilities and find viable solutions to face the need to make decisions and adapt quickly, making their entire supply chain stronger (Thorpe, 2014 )

M&S has imposed changes over time to adapt to market demands within the organization, not only in order to increasingly satisfy its consumers through new products, but also in a way of producing taking into account environmental sustainability, avoiding productions that cause environmental impact, seeking to offer quality products and create an organizational environment with values, therefore it can be said that M&S ​​has an organizational culture that drives innovation. In this sense, M&S has implemented planned changes, aiming for a more sustainable future, reaching zero net emissions by 2040.

To become increasingly innovative and sustainable, M&S created programs that aimed to raise awareness among its customers to adopt more sustainable attitudes and this program also extended to the agricultural supply chain where it has increasingly promoted the search for more innovative alternatives that allows them to move towards sustainable plantations that, in addition to producing quality products, also help protect the environment and resources and they also formed partnerships.
 In 2018 M&S partnered with True to gain access to its retail-specific network of start-ups and emerging technologies opening up innovative ideas to become more efficient in serving their customers.






PESTLE analysis
PESTLE analysis is an analysis method that helps to understand the external factors that can impact a company, such as the political and economic situation that can somehow interfere with its functioning, therefore through this method I will analyze the impact that the main phenomena that have been happening around the world, such as the covid-19 pandemic, the war in Ukraine and inflation have had on M&S and understand the changes they have implemented to deal with these challenges and also the method that can be used to assess risks allowing them to be prevented and thus outline a better strategy for implementing changes, ensuring that the process is more effective, and finally, it is essential to have a macro understanding of the market to understand all these phenomena to guarantee the company's success and, for this, the factors are divided into different topics that must be considered when applying analysis, which are:

Political factors, political stability and instability, government actions and the degree of industrial openness greatly influence whether a company can be successfully established in a market.

Economic factors, refers to everything that has to do with the purchasing power of the country, being the inflation rate, unemployment and employment level, exchange rate, profit capacity of companies therefore the ability to succeed in the market in terms of financial capital is determined by this factor.

Social factors have to do with cultural, religious aspects and people's beliefs, therefore attitudes and behaviors that companies must consider when establishing themselves in a market, considering that evaluating this factor will allow them to know and captivate their target audience.

Technological factors have to do with technological development and its rapid evolution, which companies must consider to stay up to date in a market and guarantee their position against the competition.
 
Ecological factors are related to environmental and ecological aspects that should be part of the concern of companies in tackling global warming, sustainability and reducing environmental impact and in addition to which environmental preservation has become more relevant and this should also be reflected in companies.

Legal factors, covers the entire legal aspect, so it is important to promote legality and ethics in the company.

                                        M&S PESTLE analysis

	Political factors
	Economic factors
	social factors
	Technological factors
	Legal factors
	Ecological factors 

	Free trade

Brexit

Political stability or instability

Sourcing costs 

Pricing Regulations
taxes

	Price competition with other retailers

Inflation 

Foreign exchange rates 

Economic growth patterns
	Brand being a tradition rather than a trend

	Implementation of self-checkout

Online shopping

	Laborious laws

Government legislations

	trade fair

sustainability





The M&S analysis above shows the external elements that in some way negatively and positively affected the functionality of the organization, but this entire analysis process ultimately allows us to identify the issues that must be addressed to avoid negative impacts such as border problems caused by Brexit and inflation and invest more in what is profitable for them, such as technological innovation, the online sales platform they have joined (avocado) and the strong investment in sustainability they have embarked on, which will bring them many benefits, while maintaining the respected image of the organization.





The covid 19 pandemic impacted on M&S

The covid 19 pandemic impacted everyone but in the retail industry the damage was very severe and M&S was not left out reporting a profit before tax before special items of £43 million down from £403 million in 2019-20.
Despite a 1.2% increase in food sales, the closure of non-food outlets during the pandemic caused a 34% loss in the sale of clothing and household items, which reflects the fact that M&S ​​had one of its biggest losses ever (Davey,2021).

The impact that the pandemic had on the retail sector due to confinement and social distancing measures, making shopping in physical stores difficult, ended up forcing a greater focus on e-commerce and digitalization to keep up with the changing behavior of consumers who each turn to more to the digital world to satisfy their consumption needs (Nanda, Xu, Zhang, 2021) so more traditional organizations had difficulty in this sense, which is the case of M&S, but they did not stop adapting to new times and implementing changes which allowed them not only to survive the pandemic, but also to update themselves and keep up with technological developments. 

The fact that M&S ​​has a clothing website that is not as successful as its food business, which grew by around 1% while its clothing business declined according to O GUARIAN, led the organization to implement new measures taking into account the dark moments of the pandemic closing weaker stores reduced costs due to massive job losses and also joining Ocado allowing them to have an online food business platform and with all this their share price recovered from the previous low of 85% to 152 %, and continued to invest, this time focusing on third-party clothing and lingerie brands for a website that better suited its purpose. And plans to demolish and rebuild its biggest store in the UK, at Marble Arch and Oxford Street (Wood, 2021)
 


Brexit Impact on M&S

In addition to many other challenges, M&S is suffering the consequences of the border problems caused by Brexit, having to make changes in its value chain,
it became impossible for M&S to serve fresh and chilled products to the most quality-conscious customers, increasing frozen food options.
therefore, Brexit, in addition to causing M&S to lose over £16m in costs in the fiscal year ending March 2021, has also created major difficulties in supplying its stores on the island of Ireland and closing stores in France (nelson, 2021).

The war in Ukraine and inflation Impact on M&S

The war in Ukraine and inflation seriously affected the way of life of society in general, leading to an increase in the price of products and consequently a drop in purchasing power, which is why people began to demand higher wages to be able to face this difficult challenge. 
companies have to overcome major challenges to ensure their relevance and, in the specific case of M&S, it is currently dealing with higher labor and energy costs and a stronger dollar that will increase its acquisition costs, by which has become more difficult to remain in the market, requiring the implementation of major changes in the company to face all these obstacles.
M&S cannot fail to bet on innovation and on the commitment, it has with its consumers, because with inflation many people are limiting their spending, so they look for quality and cheap products (Davey,2022).





M&S Leadership Style and Organizational culture

M&S is a company that has a culture of promoting innovation and adaptability to changes within the organization in order to respond to market challenges that have become increasingly consistent, and in addition to the need to make quick decisions that are imposed in In today's retail industry, it is often necessary to deal with the inexperience of many of the employees, thus having to be oriented to achieve the company's ultimate goals and in this contest, M&S combines a bureaucratic approach and a transactional leadership style that consists of keeping employees motivated and ensure a high level of high performance at all levels within the organization ( laetitiastuder, 2014). 

As I mentioned before, M&S has a bureaucratic leadership style that serves very well in situations where it is necessary to make quick decisions, such as during the Covid-19 pandemic, for example, but passing this difficult phase and now being at a time when it is necessary to implement new ideas, I think. that the company must slow down more in the bureaucratic approach and lean more towards the transactional approach of its leadership in order to allow the integration of ideas from everyone and not just those in command, thus allowing a greater infusion of innovative ideas into the organization .



section 2- critical evaluation of change management models


Change Management Models
Change management is a set of practices that companies adopt to facilitate employees' adaptation to essential organizational changes.
Therefore, the main objective is to avoid a drop in productivity and promote a positive organizational climate even in challenging times during changes.


Lewin’s change management model
Lewin’s change management model was developed by Kurt Lewin in 1950 and consists of a process of adaptation in deconstruction to rebuild leaving behind a way of doing things and adopting another that is believed to be better so it has to do with molding people to make them more malleable to change. Implementing change in an organization takes place in a three-step process, which are:
Unfreeze, it is the most crucial step is that the organization needs to be prepared to receive changes, therefore it is necessary that motivated people act in it who understand that the changes are necessary for the development of the organization, therefore it is necessary that through good communication people feel motivated to embrace a new way of doing things.

Change, this is already the implementation phase of the change where good communication must continue in order to create a sense of belonging so that everyone feels part of the change and it can be a very challenging phase because not everyone adapts easily to changes for that reason management work is very important at this stage for the change to materialize.
Refreeze, at this stage the change is already stabilized but it still needs support and openness to future changes so it's time to see the good things that the change has brought.

The effect of using the Lewin model is an adaptation process with a well-structured dynamic that leads to an effective implementation of changes within an organization, its advantages are the development of both the organization and the people who work in it, allowing them to develop new skills, increase the CV and the team in general becomes motivated and ready to embark on more changes.
The downside has to do with the fact that some people are more resistant to change, especially if they feel it won't benefit them.
Kotter's 8-Step Change Management Model

Kotter's 8-Step Change Management Model was developed by Professor Dr. John Kotter and he believes that to implement a change it is essential that the majority of employees, at least 75%, are aligned with this objective to be successful.
It is necessary to create a sense of urgency and for that the vision has to be transmitted clearly through dialogue with employees, addressing threats and opportunities and through this discussion create a sense of urgency for change. Crate cohesion with the aim of organizing a strong team.
Once you have a cohesive team, the next step is to create a vision that inspires employees to embrace change.
At this stage communication is very important and must be frequent to transmit the vision in a consistent and strong way and then identify and eliminate obstacles to maintain motivation, it is good for employees to see that change is taking place, so some successes throughout the process are essential.


The ADKAR model
The ADKAR model is a people-oriented change management approach Created by Jeffrey Hiatt, the ADKAR change model is a process of facilitating change at the individual level.
It depends on people for changes to be effectively implemented in organizations, requiring employees to understand and apply the proposed changes in a correct way, which ends up affecting them on a personal level. Therefore, in this model, people process and accept changes in certain well-defined stages. 
The stages are awareness which translates the awareness of the need to change, the desire to support and participate in the proposed change, the knowledge of how to change, the ability to implement changes, the reinforcement to sustain the change.
Changes often need to be implemented for the company to remain relevant and continue to grow. However, even if the company recognizes the need for change management, it may face resistance from employees, as changes are difficult and can also be uncomfortable. Therefore, applying the proven ADKAR method to make change happen with less resistance can help people understand and accept change, so that companies can innovate and become more efficient.



section 3- proposal and implementation of the change strategy

Recommendations
I will present changes in the organization's fashion area which over time has received severe criticism in relation to its modest design and the fact that it does not appeal to all ages, especially young people who in turn do not show interest in M&S clothes and to resolve In this regard, the company must invest in renewing the design of its clothes through the integration of younger designers to bring more up-to-date proposals with what is on the market in terms of design without leaving the tradition of using quality materials in production and must also consider the creation of a digital platform for the clothing line similar to the one for food (avocado).
In addition to the negative reaction regarding the lack of good taste, M&S fashion has faced other problems, such as the dollar being on the rise in relation to other currencies, and M&S fashion suppliers being paid in dollars, increasing production costs, as well. The increase in inflation caused an increase in people's expenses, which is why salaries also increased and this is something that will seriously affect M&S, so to alleviate the excessive costs the company needs to evaluate the possibility of changing suppliers and considering other local companies.
And finally, I will suggest Kotter's 8-Step Change Management Model to implement the proposed changes because I think it is a model that proposes the creation of a strong cohesive team through a very great communicative capacity and a very well aligned organizational vision and that is what M&S needs to embark on the big changes that will come.








Conclusion
Nowadays, implementing change is vital for organizations, as globalization has brought large organizations closer than ever, increasing the level of competitiveness between both competing for the same commercial areas and increasingly demanding consumers. Companies must have the ability to adapt to changes to face technological development and be able to consolidate themselves in the competitive environment.
The objective of this report is to show how important adequate leadership is for adapting to innovative changes within the organization, as it is already clear that for an organization to remain successful in the market it needs to innovate and adapting to changes is not always an easy process  in the work environment, so it is necessary to combine this with a suitable change management model to facilitate adaptability.
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