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This report will be to the board of directors regarding Primark and how they can benefit from change management. The following will be included recent history of Primark and how external factors and covid 19 has affected it. To develop model of change and how it was managed alongside Primark leadership of the organisation. Finally impact of Primark culture on change management programme and a plan for Primark future.
Introduction
Change is deciding to not be the same but unique instead. Change management is what is required in the process to manage people and resources and to get the best from the organisation outcome. Change management consist of three steps ‘unfreezing-changing-refreezing’ (Lewin, 2016, p33-60). A change management plan is important as organizations often face a cycle of disruption expected, some hoped for and others never thought of like the covid 19 situation.
Although it may look like there is no time for big changes in the organisation in this pandemic it is needed more than ever as this will lead business to survive compared to others who did not adapt under this pandemic. While it is difficult to adapt to change, many organisations have dealt well regardless how overwhelming the situation.
It is normal for employees to resist change due to the fact of psychological reaction and resilient action of humans. In an organization if everyone is supported through the change management then most likely it will be success. To follow this through the employee’s adaption to it must be understood and what is needed for the change to be accomplished.
Organization must understand what will help employees make a successful transition, what employees need to hear and from whom, when it is right for employee to be coached, and how to keep the longevity of employee’s employment (Prosci,2015).
Changes to process, the job roles, outlay of structure of company and technology all play a role in how well all this perceived by the organization, (Hiatt, 2006, p5-10).
Primark recent history and external factors contribution
Primark is a retailer which is made up of clothing, footwear accessories, homeware that started in 1969 in Dublin Ireland which then expanded further across the country, its main operation is of low-cost fashion for men, women, and children at competitive price (sabanoglu,2020). Primark is owned by British food processing company Associated British Food, in 2019 annual report it has reported of more than 1 billion in retain subsidiary revenue but the company sales in growth have been slow (statista,2020). 
In year ending sept 2020 Primark operating profit fell 60% to £362m (Jahsan,2020). Revenue dropped a staggering 24% to £5.9bn, in the 52-week period with like for like sale down 12% all this due to covid (associated British food plc,2020) in sept 2019 profit was £331m (Primark store limited, 2019)
Financial report from 16 weeks now to January 2021 Primark’s sales were 30% lower compared to year before,
Year to date Primark (Retail) £m: £2,031
Last year 2020 Primark (Retail) £m: £2,904
The estimated sales running up to theses weeks is £540m due to closure of stores, while store were open trading was starting to rise with sales of 14% like for like. There are many factors that have affected one is covid and the other is Brexit. Here change management was needed more than  ever as UK announced it first lockdown March 23, 2020, organisation had to deal with issue never dealt with before (government institute,2020). This lead to organization to plan how to survive or and adapt while for others it was the final curtain draw. Many were working from home, adapting to life on Microsoft teams, zoom.
Digital skills is at its prime with pressure being put forward to train staff to be confident to use online programme related to work. It seemed directors are putting up with the colossal challenges being thrown at them and most are coming up with new ways to innovate through this (IOD, 2020a) Organization did not want this as it was a question of how you maintain something you cannot see because the risks were greater as there was no assessing, planning, or mapping a move forward without a change management in force.
This gives a chance to dissect every section of business from how it operates to the it interacts not forgetting employee process and understating how it wail have a waterfall effect. In survey of 100 organization leaders stated that they had to launch a new item or service related to this change and it was country medic response to hand gel and PPE for staff (IOD,2020b)
Other changes were safe social distancing amongst staff, more flexible hours, how to acquire those not willing to adapt to this change by bringing benefits. By keeping this in mind organisation had to see the way this as this could be the new future for a while. It seemed all eyes were on the digital world and how they were managed by every organization, the government approached this matter through its skills toolkit helping organisation use apprenticeship funds on shorter form digital courses. 
To understand in more depth how external factors affected Primark PESTLE framework will be used to analyse and monitor this. Pestle was invented by Francis, J, Aguilar in 1964 it is a strategic tool that helps to understand all 6 impacts from political, economic, technology, legal and environment. If these are not acknowledged, then most organisation will find themselves in conflict with no action plan going forward, (Frue,2017)
Organisation will not be up to date with technology and most importantly become susceptible to regulation and laws without any knowledge, therefore this is strategic tool that allows organisation to succeed through this.
Pestle analysis of Primark

	Political factor of Primark


	External factors


Government policy

Tax

Global trade restriction


New regulation to industry
Political stability
	How factor affecting Primark

Leaving Brexit brought uncertainty to country
 
Pound weaker and future restriction with Europe

Lockdown imposed by government hence 

restricting shoppers to shop

Consumer right 

	Economic Factors 
	Economic growth and decline will affect Primark 

Labour cost

New cost of living

Interest rate

Shopping habit of customers

Exchange rates 
	Uncertain for business markets in terms of growth with investor as not in EU
 
Covid 19 enhanced poorer performance in market and moved consumers to online 

Change in shopping habit put strain certain goods

Site for manufacturing is always high to run in UK and to set up in EU will now affect how Primark makes this decision
  

	Social Factors
	Trends of customers

New fashion

Buying habits of customer 

Population demographic

Work/life balance

	Each area will have different preference relating to cultural diversity

Not all clothing range is applicable for all size and age 

Disposable income sitting with 40/60+range of shoppers 

Different region ploy different approach to working in retail for low minimum wage

	Technology Factors
	Automation innovation

Social networking upgrade

Artificial intelligence



	No e-commerce is a massive loss for Primark

More input and effort shadowed by instore purchases

A lot of customers are now inclined to shopping online 

To improve in tech wise rather than word of mouth for buying intelligence



	Legal
	Health and safety regulation

Employment law

Local law

Common law


	Concern with social distancing, ppe, handwash

Wage rates increase yearly 

Trading hours different before covid and how it contractual flexibility as zero hour play a big role 

Forced to close in lockdown with no input from organization

Furlough scheme

Compliance of modern slavery act important for Primark


	Environmental
	Restriction imposed by government

Sustainable resources

CSR

Ethical sourcing of product

Future pandemic

Supply chain management

	Demand of shoppers for ethical and environmentally friendly

Ethical source having impact on price tag of goods

CSR has helped Primark improve relation with its customers

Disruption to supply chain due to PPE as it is main focus in transport 



Government policy has had a huge blow to Primark and how it withstands in this pandemic. It is difficult as when political condition is not stable then the attitude of government towards business will not be ideal as decisions based on promoting business will not be for the best. Primark said no to £30m job retention bonus when it was announced by Rishi sunak, by removing its 30k workers that were on the scheme and brough them all back (BBC,2020). This also gained Primark publicity as it put pressure on other big firms to not go down this route.
More than £280m has been invested to save jobs and business therefore government announced corporate will be frozen until 2023 and that 70% of the 1.4m of companies will be unaffected, (Finnis,2021) The furlough scheme was extended. This news is good for Primark as they can make up the revenue in no time when shops open after lockdown and be ready for the raise of 25% in corporate tax in 2023.
Impact of leaving Brexit will play a huge role on Primark through it relation with EU market access, the supply of migrant labour and the UK product legislation (Bloom et al,2019, p3), it has also had an slow down in employment growth in the UK since the referendum and now with job losses it is not helping as customers are more vigilant when shopping(Minford,2019, p57-67).
Many economic factors contribute to Primark the simplest one is growth or decline of economy. By growing economy, it will allow Primark to hire more employees which also help in more tax being paid. No growth in economy will push Primark into eventually going e-commerce. Although Primark do not borrow money from government hence furlough if interest rate is low, it can be an opportunity for Primark borrow but interest in the money in bank will be low but for the customers it will be very good as they will spend cash in their stores.
Covid 19 has meant that there is poorer performance of customers shopping in store as majority of customers are forced to shop online and this impacted Primark as shoppers also wanted to avoid indoor spaces. This new demand for online orders meant shippers were not prepared for this, in 2020 April ecommerce packaging volume increased by 60% year over year (Berthene,2021). This response exceeded expectation as it was never expected.
A lot of organisation made it a top priority to the well being of staff and customer by ordering hand gel and PPE. Retailers were seen turning factories into make mask, hospital gowns or sanitizer and donating it to the frontline workers, (Nazir,2020). Due to this Primark lost out to sell current collection because of lockdown, while others sold online through sale events for Primark there was no online trading income.
Primark need to have logistic abilities to handle this online craze by attending to this issue. Primark have even paid suppliers extra £370m to help tide manufacturers over this still has not won them over as the uncertain of when stores will open remain, (nazir,2020). Exchange rates for Primark was a good quarter as sales were 4.5% higher than last year at the current currency this meant that it was ahead of actual rates by 3.0% (white,2020).
Social factors are demographics, changes in population, birth rate level of immigration. How lifestyles are changing trends that are taking the market by storm. The biggest social factor that never affects Primark is the trend of being value for clothing. As it is one of the trend setters of UK it allows Primark to an upper hand to other retailers. Many people are trend followers and 80% of buyers buy clothes they never wear again (Wolstenholme,2018).
Family friends can also have an opinion of sales of product to revenues gained. Social media is one that has always helped Primark gain publicity, popularity and earn customers solely and through word of mouth. Buying in 2020 was maximised online therefore Primark need to meet this new demand, 2020 was big emphasis on online shopping and why it should not be neglected.
Primark should now understand and take it as a big factor of its business and take on board this new customer expectation. Each region has a different preference relating to cultural diversity regards to social factor. It can be whether that brand is desired by the customer as it will reflect on their social status (Jain,2018, p414-435). It will show their self-image  therefore individual are most likely to be driven culturally as it will affect their status.
Primark is seen for the middle class, so classism exists, but this is hidden in response specially when you have people pass judgment( Bahamonde et al,2015,p475-493) as people cue up when lockdown is over, and it is absolute chaos. People often think that shoppers that shop here have no option, but no one understands how covid has ruined many lives and livelihood (Evans,2020). Many argue to shop sustainable products, but it cannot always be possible as these are dearer in price. Its alarming how people can que outside what they call ‘posh shops’ which is for the higher class and no one will say anything but if you outside Primark you are branded a scrounger. Primark can contribute to this by lowering price on sustainable goods, so it is affordable like their other cheaper clothing.
Technology can make business process faster and quicker through software and hardware. It can also be a dangerous organisation are not up to date of becoming obsolete. More R&D should be considered by Primark to develop it E Commerce site of business. Innovation can often have the biggest gain or loss in organisations.
Automation can cut staff as so many are not needed at checkout points due to self-checkout like other retailers although more and more organisations are getting online this benefits them through higher customer rate base online and Low-cost production this can be achievable for Primark if they specifically dealt with one kind of clothing, homeware, sportswear online and had separate focus on store so that lockdown would not stop their revenue input. Primark do not have digital transformation strategy as solid and strong as its competitors, (Villanueva,2020) H&M, Zara, Marks & Spencer. Primark will need to assess whether to keep the old strategy in place and be overrun by competitors who are in better terms in digital platform.
Online retail sales growth was 33.9% in June 2020 despite lockdown exit (Jahsan,2020) this is a clear indication of new movement and trend emerging to which Primark must be aware of if they are to make up the money they lost and not be reliant to word of mouth or social platforms.
There are many legal factors that contributed to covid and affected Primark. Store had to implement signs to remind customers to wear mask and maintain 2 metre social distance. There were hand gels placed at front of store so that customers could sanitize before they started shopping to stop the spread of covid, but all this came with more financial resources and administrative cost. Due to laws of lockdown and not be able to operate Primark stated they were losing £650m a month due to shops not being allowed because of covid pandemic (BBC,2020)
Primark had to alter the way the store was before due to safety of customers and employees by having plastic dividers between tills and more tills point opened then before to keep the amount of people in store low and to keep gatherings and a minimal. Staff were given mask ang hand gel at each till points to keep them safe. (ABF,2020).
Organisations are not allowed to get rid of employees because of pandemic situation options are for staff to be furloughed, laying off staff, short working hours or deduction in monthly salary (ACAS,2020). This can also be a tricky situation for employers as employees can sue them for breach of contract and so forth. Following the current situation, it is most likely both parties will co operate together. Store opening and closing is at discreet to where you live as in England rules are different to Scotland, Wales, and Northern Ireland as it depends on the covid rate and how safe it is to open again, and it is not up to organisation or business when they decide to open as this could result in hefty fine if not abiding by local or government rules.
Primark is a member of sustainable apparel coalition(Robertson,2020a).They have been using paper bags since 2002 (Bibby,2019). Primark are active in donating unsold clothes items to people in need. Primark commits itself to eliminate hazardous chemicals by being part of Green peace detox campaign (Robertson,2020b). Primark measure their greenhouse emission from operation and supply chain but still are score not good enough on carbon footprint as a fashion chain. Primark need to use eco friendly material more in the products and implement initiatives for resource management by putting in more policies.
In the 21st century often customers have concern regarding environmental and social sustainability (Goworek et al,2012,p935-955) but when purchasing latest trend little is considered at Primark though it is known for being unethical yet customers a big fan of them and indirectly it is putting pressure on retailers like Primark to act ethically.
Primark has also had disruption to it supply as new rules put in place as UK is out of Brexit now there is a huge amount of paper works you have to go through at border checkpoints not only that delivery men have to have covid test before they are let into the country. Now the panic buying to PPE was causing disruption in its daily operation as it was not running smoothly, and time management was out of question. The entire world faced a ripple effect like Primark on their supply chains, logistic was now the main factor as this would ensure free flow of services and goods  and a functioning of an economy,(Sharma et al 2020,p252-255).
Change management Primark followed and the leadership style put in place
Primark have managed change well in the sense how they managed to make store safe by using Lewins 3 step model, unfreezing , changing, and refreezing(Lewin,1947).Change is important for organization growing in highly competitive environment. The covid pandemic changed the way Primark role out its day to day routine, management had to deal quickly how to bring about the change instore through knowledge of sharing individual willingness and help from top management ,(Porras & Robertson 1992).Here the leadership style is authoritarian and at its peak as one would need full motivation of employees(Cummings & Worley,2003) this is important as future of employee is at hand as it will concern staff ability, staff worth and therefore they must be convinced.
Primark unfreezing stage was telling employees must be prepared for change, enhanced employee communication whether they liked it or not as the main goal was to overcome resistance to change as much as possible. Primark workers faced salary cuts amid covid outbreak (Nazir,2020).Primark employees faced cuts as attempt to avoid redundancies and layoffs. Senior executives were reduced 20% in salary, 10% for colleagues in HR and admin. Leadership team members too had 30% cut and no bonuses were provided for the year ending in 2020, to influence how there was no one been targeted for pay cuts Primark chief executive requested 50% in pay cut, (Nazir,2020).
Primark changing stage consisted of changes that no one could ever imagine. Good leadership is important in this stage as this will make everyone feel part of the team. Staff were updated to what was going to happen in store and what protocol to follow. There were many measures that Primark took to implement customer/staff safety and number one was allowing employees to return with confidence. Store layout have been redesigned to allow reconfiguring of the queueing system and staff are on hold to help with the correct flow of the queuing system. 
To accommodate social distancing there would new limits to of how many people could come into store which never happened before. This was to allow social distancing between customer and staff safely following guideline from government. There is one way entry to and exit points clearly marked and by the help of security guards.
Signage was big and clear from floor decals to signs on walls and windows (Munbodh,2020) signifying the importance of wearing mask into store and sanitising hands when coming into store to stop the spread of covid 19. There was Perspex screen at front of every till point and staff were given mask and sanitiser and option to if they wanted to wear mask or not. The queuing aisles were a lot less congested and emptier as the two-metre rule was exercised and to stop mass gathering of customers indoor at any one point. Public announcement are made frequently to remind customers to social distance while in store. 
Staff were endlessly trained on how to come about this new change that no one faced before. More tills were open as every other till was missed to help keep the distance, this helped with quick take down of queue and customer satisfaction of not having to wait for a long period of time.
There were cleaners available throughout the day and all floors were cleaned and focus were made on touch points such as escalators lifts and most importantly the tills. Deep cleaning was always carried out before reopening of store. The staff area was also cleaned and always maintained; customer basket handles were also sanitized through the day. Fitting rooms were closed to avoid covid spread at enclosed space. Toilet’s beauty concession and cafe have been temporarily closed, this will be reviewed once government rules allow this, tester was removed from the beauty department.
Extra security was taken on to help with queuing system and to make sure people were following government guidelines. At the till points Primark use to have confectionary and other tiny essentials but now this was removed, and customers were brought forward to till point by a marshal (Primark,2020).
Customers were encouraged to pay by contactless to minimise cash interaction and the maximum was up to £45 (Primark,2020). Return policy were made contactless and when items were returned staff were able to give refund without touching the item or garment. Customer would then be asked to hang the item on rail by till area and then this would be taken off shop floor to abide by government rules.
Returns and exchange policy did not require the 28-day measurement  anymore because of the impact of lockdowns and sanitizing wipes were available to staff to sterilize card reader/cashpoint. Employees are dedicated to certain hygiene station so that sanitizer were always ready for customers and that to report any issue that arises with store manager(Marchant,2020) . 
In the refreeze stage Primark job was to make sure all this was going as planned. To maintain the change this stage should always be kept a close eye. Management or leaders need to prioritise this stage every time to make sure new changes are adopted and used even after the success of goals that were set to be achieved initially. This is  also an area that confirms that employee of the organization has accepted the changes and have gone forward with it. It also confirms that the decision the leaders made were right ones but one point to note is were the employees happy with the change or were they forced to go through with it as they had no choice to save livelihoods.
Leadership style at Primark is hierarchy and it  is top-down management. Company reviews at indeed.com showed out of staggering 7.7 reviews  3.2 stars out of 5  were for management and how they treated staff . A current employ stated there is a lot of discrimination going on and management are very unprofessional (Indeed2021). There is a lack of job security amongst the staff as contract are not renewed.
Staff feel they are like robot  who are expected to work with no input but simply follow instructions only. There is a lot of age discrimination amongst the younger generation from the elders, (Murphy,2020) .Management often want jobs done asap without fail and no E.I is taken into consideration and mindfulness is out of question. Staff are often told and made to feel that they are a number and can be easily replaced from management Managements have favourites and choose who get easy and pleasant jobs. If staff raise any issue, it is often passed on to other management up down the store with eventually nothing done about it. 

New change management for Primark
Change management Primark should have in place is the Kotter’s eight stage change management theory. This was invented by John Kotter in 1995 to help organisation to focus on employees through it eight stages, increase urgency, build the team, get the vision correct, communicate, get things moving, focus on short term goals, incorporate change, (Juneja,2015).It is a simple model to follow and helps organisation prep staff rather than the change itself. Employee experience  and workplace is emphasised more with this model.
Primark handling of instore business go above and beyond, and the figures speak for itself. The way Primark handle its store from situation from covid is commendable. Primark focus to get jobs done to achieving  and accomplishing goal to make instore sales and changes  in line with government guidelines have been perceived extremely well. It seems there are areas  where Primark are weak one online presence and two employee E.I and communication and how management empower this.
Primark are stuck in its comfort zone regarding going e-commerce. Primark’s competitors are gaining revenue at peak high due to lockdown and shops being closed. Primark  must find ways they can adapt to this new online craze as most of the competitors have an economically viable digital presence (Akhigybe,2020).
Although Primark have social media channel customers still must come into store to make a purchase. Primark need to have a social strategy game plan. Primark must come up ways in which they can turn likes into currency , they must think of ways they can gain contactless revenue. One of the main points is to ask customers what they want from them regarding online presence as when sales online were going from strength-to-strength Primark’s income was zero (Simpson,2021)
Primark should think of ways where they will act on from customer feedback .Primark need to respond quickly to current situation through online session with customers other ways could be how they can collaborate with big presence companies as ASOS(Jauregi,2018) Primark need to have driven towards this to full fill online presence.
Primark must stay relevant as other retailers with digital platforms are seeing boom in business. It could be that they only stock certain clothing line online, but people are able to return it to store and have different clothe line in store. Although Primark are promoting that they will have a post lockdown sale to enhance sale lost in lockdown, it also rises the question of what they will do in next lockdown should one happens again.
Therefore, store managers need to invest this idea to the executives and further up management, with all this information why would an organisation not want to move with times. This is a potential way to keep customers with them through this difficult pandemic. Primark must innovate this idea as remaining the same will gain nothing but comfort zone reassurance. Primark sticks well to it mission but the way they handle methods especially now need to change for online presence.
Primark  team leaders and management need training on how they handle staff daily. Understanding management lead to good productivity as management utilize physical and human resources productively (Juneja,2020) Good leadership traits consist of respect, empathy, courage, integrity, communication, gratitude, self-awareness and most importantly agility, (CCL,2021). Management ideally need to go training on how to deal with employees  and understand them better which will make a better environment to work in rather than the sake of it with demoralized expectations. Leaders must show transformational leadership style to get the best out of its employees rather than draining them with workload and mental pressure. Primark management need to portray that they are all one and working towards one goal keeping the organisation going and enjoying the presence of the it is achieved. 
Primark organisation culture and how it has impacted change management
In every organisation there is culture web within the business and how it runs, there are 6 paradigms of culture created by Johnson and Scholes in 1992,(McDonald & Foster,2013,p340-354)stories,symbol,power,organisation structure, control system, rituals and routines, stories.
On Primark website it states that they are a cultural diversity company. Primark creates environment where people are valued individual differences are celebrated and all that is required of employees is to bring skills and attitude to the workplace (Primark,2020). Primark carry diversity through its recruitment stages and are fully committed to help people with disability when applying for vacancies. Like other organisation Primark do not follow the protocol in place set and yet again it is clear how the system works internal changes the culture  and change management overall and adaption occurs (Schein,1985,p17-43).
Primark believes in going above and beyond in its business and they believe in the wellbeing of employees who make the garments for them. Primark have a zero tolerance on child labour (primark,2020).Primark provides customers with quality clothes for cheap price tag that matches their motto ‘uptown clothes downright prices’
Primark staff are dressed in uniform and presentable in black clothing, management are seen often wearing white shirts to indicate professional look and hierarchy. Primark is a power culture as often the CEO of Primark has the final say therefore employee input is irrelevant.
Management are matrix  structure based where staff manage day to day task based on the department they are in and report back to managers. At times different management from also set task which become difficult to adhere to. Primark is task orientated as often it is race against time to get new delivery out on time on shop floor and pressure is often passed down to floor associate to get the job done no matter what. This is another reason as to why in store staff rarely acknowledge customers when they are putting stock out and no interaction is in place often making the staff member come across rude. All these are the factor that affect to how change management is enforced although it looks good on file Primark are far away from any truth to what they stand for.
Conclusion
Change management helps business to understand and dissect every part of an organisation from operations, interactions, and employee process. Change management is put forward considering these four elements process, information, culture and people, technology, covid has been the prime example of why business need this.
Primark need to have a refresher as to who is the reason for why they exist customers and most importantly employees. Primark need to value it staff and that they are the reason as to why it is possible for these annual turnovers and high revenues.
Primark should look into coaching or training in which management can be taught to handle staff better and keep the motivation and morale of team high. In return this will help the team members to militate better and have that better communication and satisfaction from both sides. The leadership style that Primark show should also be taken into account as this has also had impact on employees and that being authoritarian, and task orientated may look good in the books but at the price of dissatisfaction of staff and moral overall.
Primark to gain what they have lost in lockdown should think about online presence and how it will not be a loss for them especially in the times of uncertainty and lockdowns due to covid. Online presence is at its peak  and it evident their competitors have gained more presence online as well as new customers. Primark should not stick to what they know best and that is only concentrating on instore business and performances and how to differ from others in the high street in terms of trend in high street at a fraction of a price. Primark need to be prepared for alternative income if store are closed once again due to lock down.
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