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Introduction
Jerome Saint-Marc, an internal candidate, was promoted to CEO in February 2020. He Joined Wilko in 2018 as a transformational leader, then he transitioned to managing director before his tenure as CEO.
Due to his high performance as a Group Transformation Director, he stepped up to the position of Managing Director and then as CEO. His first step as CEO is to strengthen the leadership team with two new appointments to retail and trading. He promises to deliver energetic leadership and reinvent the company, to be focused much more on products delivered through omnichannel retailing, otherwise great change for Wilko (Insightdiy, 2020).
There are five leadership approaches as follows:
· Trait approach
· Style approach
· Situational approach
· Contingency approach
· Transformational approach
The transformational approach is adopted by strong, inspirational, and Visionary leaders, they are charismatic and empathetic, and they have high influence.
Transformational leadership style is used to transform teams into dynamic and productive groups by motivating teams to work together rather than being focused on individuals (Simply Psychology, 2023). 
However, according to Thompson, the transformational leadership style comes with disadvantages. The focus is on the big picture and not on tasks, employees may need guidance at times to carry on daily duties, and leaders live and breathe those visions by putting a lot of emphasis on authenticity, it puts pressure on employees, it demotivates and it can lead to burnout. It can be dangerous if it happens too frequently, if dependent on continuous feedback also if the team doesn't have the same vision, the leader loses power.
For this investigation, there have been used sources such as articles, official statements, and government websites.
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Jerome Saint-Marc according to their LinkedIn profile has had considerable experience of over 20 years in management positions in different organisations, most in retail, becomes Transformation Director at Wilko in May 2018, then, in January 2019 became Group Transformation Director and in January 2020 he gets appointed as CEO, but he steps down from his position in December 2022 (LinkedIn, 2023).
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Wilko is a family business that started in 1930 from a single hardware store by JK Wilkinson in Leicester and grew to over 400 stores all over the UK and a website with over 2M visits a week and the aim to make business ethically sound and well and spot on morally decisions (Wilko,2023).
According to the Guardian, within the last few years, Wilko has started to cut jobs, between 2021 and 2022, they closed 15 stores and lost around 1,600 staff members. Between 2019 and 2022 they went 35.9m into the red. COVID-19 also had a massive impact as high street footfall dropped by 40% during the pandemic. As we know, the Government offered support to businesses but that didn’t help either as they were already in trouble.
They borrowed, £ 40m and still, they couldn’t cope, losing credibility with suppliers, therefore suppliers were forced to pause deliveries.
As it stands, one of the main problems was that they had too many large stores in too expensive locations yet, we must consider the strong competition, another factor of its decline.
Brexit is another impediment to keeping shelves filled but COVID seemed to have the last major impact on them as unfortunately, they did now show any resilience, no plan B whatsoever and despite the losses, Wilco pays out around 3M in dividends.
In December 2022 Mark Jackson becomes CEO and he tries to save Wilko by securing new investors, it might have been a good idea but, too late…
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According to Mullins (2013), “Effective leaders focused on doing the right thing, apply various leadership frameworks and adopt more than one style of leadership”.
Kurt Lewin’s Force Field Analysis, (fig. 1 in the appendices), created in the 1940s, was created and used in psychology later, it made sense to be used in business. The idea behind this is that driving forces must be stronger than resisting forces for the change to happen.
An effective way to use Force Field Analysis is to follow the five recommended steps as follows:
1 Describe the change plan.
2 Identify forces for change.
3 Identify forces against change.
4 Assign scores.
5 Analyse and apply.
 Based on the scores, it can be decided if the change moves forward. 
Force Field Analysis, applied to Wilko, proves that the proposed change should have been analysed more in-depth. It wasn’t the people who caused the downfall, external factors had a massive impact, as they were in debt already, and they lost suppliers, creditors, and potential investors so the change proposed had fewer drivers for the change than against it (O’Boyle, 2023).
Force Field analysis is a powerful tool to use for change as it clarifies the obstacles and makes organizations aware of the obstacles they may encounter, however, the focus of the tool is within the organization, on people, skills, new technology and other internal factors that might restrain the change (Toolshero, 2023). 
Freeman, on the other hand, states that it is still a double-edged sword as it comes with the disadvantage of the need for every group member to participate for accurate information and it may lead to division in groups, generating restraining forces. 
In organizations, there are three different kinds of people:
· Apathetic- the negative ones, will always be reluctant.
· Incubators- They stand in the middle; they aren’t for the change nor against it.
· Advocates- Also called change agents, they militate for the change, motivate, encourage, or fight for the cause.
If change doesn’t happen as planned, it can be demotivating and advocates and incubators can easily become apathetic.
Shapiro (2012), said that there are seven levers of change in organizations for successful change management:
· The first two levers are about mass exposure, making sure everyone knows about the change. Informing is important but communication with all people is also very important, giving them the chance to raise concerns, ask questions, and learn about the change.
· The following two levers are about dealing with expertise and resistance. Listening to resisters’ concerns can be addressed in time, and the expertise of internal talent, hiring new talent if necessary, or, at times external expertise is needed.
· The last three levers are about fostering an environment that supports change. Creating the infrastructure, investing in tools, improving processes, rewards, and recognition so employees feel included and important for the change (Shapiro, 2012).
“It is not necessary to change. Survival is not mandatory.” (W. Edwards Deming). In other words, we live in a fast-changing environment where technology is developing day by day, high streets have changed, regulatory and legal requirements are continuously changing, and environmental concerns demand resilience, for flexibility, communication, and innovation.
The Kubler-Ross change curve (Fig.2), shows people’s reactions to change:
· As a reaction to the challenge of the status quo, people will be shocked, they will enter denial and blame others when change is initially introduced.
· Stage two is an unpleasant one and at times people can be stuck for some time between the first two stages, unfortunately, change is not possible at this stage, at least for the ones who resist and remain stuck here. Here, they become critical of themselves.
· Confusion and doubt appear at stage three but, there is a sign of acceptance here and people start moving, questioning, otherwise a good sign.
· The fourth stage brings acceptance and rationalization, they start to test and explore the changes, rationalise what’s good and what’s not so good and adapt to the change. It is very common to slide backwards from this stage so caution is the key.
· Action begins at stage five when people start embracing the change, they rebuild ways of working, innovation, and new ideas. At this stage, organizations start to benefit results of change.
· At stage six, new beginnings are considered normal, individuals embrace the improvements and they have developed a greater awareness of how to respond to change, this is the destination, all organizations want to end to when implementing a change (Insights, 2023).
Statista reveals Wilko’s revenue which grew from 2015 to 2018, from £1.44B to £162B, and from 2018 dropped gradually to £1.24B in 2022. 
COVID had a major impact on them but maybe a radical transformation wasn't the real solution for them at this stage. The big picture of an omnichannel retailer is looking great but considering different approaches would be a lot more beneficial when in survival mode.
With 18.6% in revenue falling within the last four years and a £359m loss in the last financial year, such a change wasn’t sustainable. 
In October 2022 Credit insurers Allianz Trade and Atradius withdrew cover for the firm and in December 2022 as talks over refinancing are ongoing, the company names Mark Jackson as CEO because Jerome Saint-Mark has stepped down and with the hope to secure funding. In January 2023 Wilko secured from Homebase and Cath Kidston but the decline and struggle continued until August when the company went into Administration (Goldfingle and Wright, 2023).
Leaders must address present challenges and in the next normal, they need to pick a couple of top priorities but maintain the focus on must-win battles. To transform an organization sustainably leaders must implement gradual and efficient improvements across the organization. A structured, so-called sprint-based approach or roadmap can help organizations achieve their goals.
A real-life example of road mapping is about a Logistics company that’s been having pressure from disruptive technologies and new entrants. Even though the company was profitable, for the last three years its margins were at risk.
After an assessment, they identified growth potential if they focused on modernization and tech-enabled operational improvements.
Realising the complexity of the change, at first, they were sceptical but they decided to take a road-mapping sprints approach of three sprints, striving to achieve a third of the programme in 180 days. They exceeded expectations and by the end of Sprint 3, the organization had built a credible pipeline capturing opportunities across the entire business. All this was possible due to effective communication, efficient planning, and motivation by adopting a winning mindset (Bates et al. 2021).
Connelly said: “Ignoring the wisdom of a change management model is a bit like you and I packing a few provisions, pulling on a woolly hat, and setting off for the North Pole in a hot air balloon. It didn't work in 1897 (this is a good story) and it's a crazy risk today”.
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In organizations is beneficial to have the right leader capable of doing the right thing but otherwise, it can be a disadvantage for the organization.
In this situation, Jerome Saint-Marc became appointed as a Transformational leader possibly a bit too late, or he might have had greater expectations compared to Wilco’s potential at the time.
A transformational approach is possibly a wise decision with greater potential in a long run with a step-by-step change. Maybe relocating gradually stores from High Street to more affordable places and plenty of parking spaces, for example, could have generated significant savings. As a result, 400 stores were closed (Fig. 3) and over 12.000 jobs losses but, but most certainly there is inside undisclosed knowledge that might have contributed to Wiko’s decline.
To conclude, the Transformational leadership style is viable today of course used at the right time when opportunities are available and there is potential for sustainability.
A democratic leadership style is most certainly a great one to use as the focus of power is with the group, communication, collaboration, or motivation are key factors and there is a willingness to take expertise from specialists, bring fresh ideas, and gather new knowledge from outside the organization.
The contingency approach could also work in certain organizations as “Consult” is the key for it and it chooses the most suitable approach according to the circumstances.
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Fig. 1
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Fig 2
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Fig. 3
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