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EXECUTIVE SUMMARY
This report highlights the events of Waitrose splitting from delivery company Ocado and benefiting from the change making profit by becoming an independent delivery service online. However, the leadership team had a downfall not following change models closely as they lose an important member of the leadership team. This change has made Waitrose form an internal partnership with TDP who co-founder of Ocado is to enhance their digital platform. Waitrose have not formed any relationship with external agents which they could have benefited from and used other change models to enhance their leadership style and review their actions every 6 months to a year to see the change withing the leadership team and the organisation. 
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1.0 introduction
This report demonstrates the knowledge and understanding of change management in Waitrose through a change in the last 2 years. The models used to describe and explain the change. With critical discussions about the change itself, the leadership style, and the culture of the organisation. It further examines the role played by change agents in the planning and implementation phases.  The report was request by the CEO of Waitrose and researched and investigated by Taslima begum the Marketing Director of Waitrose.  The report was requested on the 16/02/2021 and published on 26th March 2021.
The research method used was secondary and resources engaged with textbooks, journals, and websites.
2.1 Waitrose – Background
Change: online delivery service 
History: Waitrose & partners first surfaced on the high streets in 1904. Waitrose is a high street supermarket which was run by 3 men, Wallace wyndham, Arthur rose and David Taylor in Acton. They were selling a wide range of grocery products and held a successful business. with having high standards and attractive pricing guaranteed that the business grew. In 1937 wyndham formed a partnership with john Lewis where 10 shops and 160 staff joined the partnership on 1st October.
Copolla. D 2021 initiates that Waitrose grocery generated a total revenue of 4.3 billion British pounds, which has expanded to 6.4 billion British pounds by 2019. Waitrose is the eight biggest grocery retailers in the UK. Although it conquers a much less market share with a higher disposable income and therefore has the reputation as being ‘upmarket’. 
Despite much of the country entering a second lockdown, latest grocery market share figures from Kantar suggest there has not been a significant spike in demand for food in supermarkets as seen back in March. Total take-home grocery sales rose by 9.3% during the 12 weeks to 1 November, with growth edging up to 9.4% in the most recent four-week period.
Meanwhile, Waitrose grew ahead of the market, by 10.6%, and its share rose for the first time since 2017 to 5.1%. The upmarket retailer increased its online sales faster than any other grocer this period. This was a profit figure for Waitrose
Waitrose saw this opportunity of increasing their profit margin which then therefore they saw this operational change as a big opportunity to become independent online delivery service. As this was making the business money. Rather than selling in store. 

· The company: Waitrose are highly known as a supermarket franchise which supplies good quality food, and they specialise in an organic range. The services they are currently providing are home delivery, click and collect and in store purchase. Them being partners with john Lewis customers are able to click and collect from Waitrose stores. Waitrose is also known for doing entertainment services such as event hiring. Click and collect laundry and other services:

2.2 The change: 
Waitrose have been implementing their online delivery service change by splitting from the company Ocado since 2018- 2019. They finally made this change in September 2020 when the contract ended. This change was made when Ocado wanted to split from Waitrose and partner with M&S.  Waitrose then strongly feel they make more profit by being an independent online delivery service and taking all the profit instead of sharing it with another partnership company. The change was implemented due to change of leadership at Waitrose. Waitrose have a new executive director and finance director. This change is an operational change. Made the organisation as stated in an article by Nazir. s (2019) Waitrose has appointed director Ross Avery from john Lewis to become a finance director for Waitrose.  Avery worked for john Lewis since 2001 he became head of strategy in john Lewis in 2013. Avery will report to Waitrose chief executive rob Collins and John Lewis finance director Patrick Lewis. Collin comments “Ross is a talented, high- calibre leader with the wide experience and deep understanding of our business that will make him terrific finance director. “
Smith. C (2014) states that operational change management has become extremely important. Most organisation keep making certain major and rapid changes in internal communication and administrative procedures. A change can either be somewhat small, like implementing a new interaction system, or rather major, like merging two departments. Irrespective of what the organisation intends to achieve, it is important to make sure that the change is correctly managed. Appropriate change management would lead to effective results. This is an example of a business who have implemented change to turn their business into millions. 
According to Machin. S (2020) that Although Waitrose has split from Ocado is a big change in itself as M&S partnership with Ocado is a big change as well. An organisation that never has done delivery service before is now in partnership with one of the biggest delivery company to enhance their online sales and platform. This big change was due to the online shopping demand during the pandemic. So, their fore M&S went through an operational change similar to Waitrose. 
Daniel. D (1997) suggests However sometimes focusing on change can affect the stability of the organisation, which therefore is important to be able to balance the change and adapt to it easily and effectively. 
According to Waitrose 2021 has made a rather big change by becoming and independent online delivery company. This change was implemented by the Waitrose boss as yahoo news state (2020) that executive director James bailey has said that Waitrose split from Ocado is a big opportunity as it looks to entice customers on its own platform. However, the author Terrell. K has an explanation of the change that was made by Waitrose. 
According to the author Terrel. k (2015) The objective of organisational change management (OCM) is to identify and reduce issues and risks associated with the operation of a new structure or progression. During the beginning of any new procedure or process, a series of OCM plans are implemented so that changes are corresponded effectively, and employees are trained appropriately. OCM has proven to be crucial for any new system or process to become successfully cohesive into day-to-day operations.
Change in business can be divided into two categories on the high level: strategic change and operational change. Strategic change involves change in the culture, thought, or mission of the business. Operational change involves the way employees lead and work to make changes in the systems. Both categories can be merged into one if they are transforming the culture and mission of the business as well. This goes on to yahoo news giving evidence why Waitrose made this operational change in the organisation. 
Yahoo news also states that (2020) The boss of Waitrose has said the upscale grocer sees its split from delivery partner Ocado as a “big opportunity” as it looks to attract customers on to its own platform.
The supermarket chain was dealt a major problem last February when Ocado said it would launch a new £1.5 billion delivery partnership with Marks & Spencer and bring its 20-year relationship with Waitrose to a close next month.
But recently appointed Waitrose executive director James Bailey said it has enabled the company to shake up its “potentially undervalued” online operations during a period of rapidly growing demand for grocery deliveries.
“I genuinely see this as a big opportunity,” Mr. Bailey told the PA news agency.
Mr. bailey was previously working in Sainsburys as a grocery buying director. He comments saying that “the commitment to quality will not change”. As it will become a long-term growth strategy.  


The main driver for the change is making profit. Camilla 2019 states that Waitrose’s decision to separate from Ocado is supposedly due to Waitrose development to double up sales at Waitrose.com over the next five years. 
According to Patricia. S 2010 Always starting a business is not an easy task. To keep the business ongoing is not enough of an accomplishment. It is important that business is making good profit. Profits helps the owners of business to accomplish good pay and fund retirement as well as help create good business valuations to attract other buyers which also helps with cash flow, bonuses and helps keep a safety net if something goes wrong. 
Karan G. 2019 also agrees stating that as we’ve already established, for many of us it’s not starting up the business that makes a success its making sales which is a critical component to having a successful business. Without someone buying what is your point in selling. You will not gain profit if not having customers.  
Elias. J 2020 indicates that Just before Waitrose and Ocado split. The Ocado chief executive time Steiner said the upmarket grocer does not have the capacity to be successful as an online company on its own. However, the Sunday times states that since the split in the month orders from Waitrose standalone online grocery service have increased by 20% and 190.000 orders with plans occurring to further increase ability. It’s though the pandemic has had a huge impact for Waitrose online delivery service at the right time. BBC news 2020 states that Meanwhile big 4 leader Tesco has also doubled online delivery slots to 1.3 million at the height of the pandemic, eating away Ocado’s market share in online grocery. 
This change has been more than beneficial to Waitrose. As profits have been increasing and the pandemic was an advantage to up their sales. This also shows other big grocery company such as Tesco are also doing well as being an independent delivery service online, and not in partnership with another company is gaining them making more profits. 
Waitrose initiate it that when a change is being made within the company the employees are notified as they believe in employee voice.  Waitrose state on their website that (2021) “At Waitrose & Partners, every Partner has a say in how our business is run. We believe that when workers and management engage effectively to share ideas and discuss issues, their welfare improves.” 

2.2 SWOT AND PESTLE INFLUENCE
This is a pestle and SWOT analysis explaining how the changes has influenced the internal and external factors of the organisation due to the pandemic. 

Looking at the pestle and SWOT analysis this change had been beneficial to Waitrose as they are making more profit by becoming independent. Please refer to appendices for the pestle and swot analysis.   The pestle analysis is explaining the external side of how organisations are benefiting from the online platform due to the pandemic and are increasing in making profits. The swot analysis is explaining the internal side of the organisation and how they might benefit from the split and have further growing opportunities with threats and weaknesses along the line. Since the split the profit has gone up to 20%. Collecting more customer data. As they have their own website is beneficial to them, tracking the number of customers they are having shopping from them. It’s a big culture change for the organisation as they split from a big company Ocado who now is in partnership with M&S, although the change has been beneficial as they are seeing increased profit from this. But this also could be a threat as loyal customers to Ocado stay with Ocado and may end up shopping from M& also adding to the threats the digital director of Waitrose has decided to leave just before the split. This can cause a downfall on Waitrose as a member of the leadership team preferably didn’t agree or see potential in the change and decided to leave. which Waitrose need to make sure they have top quality service in their online delivery service as well as their online platform as a structured web page with clear layout to make it easy for their customers. This also shows that Waitrose have gained all the knowledge from Ocado in order to start up their own online delivery service, which gave them this opportunity to become independent. This also could be a threat to Waitrose as for elderly people and disabled people, when having their delivery delivered without bags they are going to have to unpack themselves which some may find difficult according to age and health issues. As well as other delivery companies may start competing with Waitrose style in the way they deliver the service and competitors doing better service. This can also bring in new opportunities for Waitrose such as introducing clothing products to online etc, as well as forming new partners with the company TDP, who are known for developing online shopping tools. This gives Waitrose a lift up from their digital director leaving just before the change. All changes are made by Keeping government rules in line due to the pandemic. The process of internal change works well with the leadership having a long-term vision and widely shared long and short-term goals that sync with this change. Employees work more effectively when they also know the outcomes of the change this is why clarity and communication are key. 


2.2 change models 
Identify which model they followed for planning and implementation of the planning.
Kurt lawn’s (2020) theory and models were particularly useful to business back then and now. His theory and models help understand how the mind works and leads to seminal research and training into implementing change in the business. The NI Business (no date) simplifies the benefits of using a change model in an organisation helps the transition to be made smoothly. It’s almost liked a template to help the organisation adapt to the change. Change models help assess the different stages of change during the process. For example: manage the diverse cost of the change, the risks, plan and implement an effective communication strategy and Respond to challenges more efficiently. 
Waitrose change process fits in with the change model by Kurt Lewin all three stages were planned and implemented following the models’ process.  
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Change is quite common theme that runs through all businesses no matter the size, industry, and age. The world is changing fast and organisations change quickly too. Some organisations handle change well, whilst others may struggle to survive. The concept change management is a common one in most businesses today. However, the businesses manage change depends on the nature of the business and the people involved. The important part is how well people understand the change process. This is why some organisations choose to follow the models and theories of the change process in order for their change to be successful. 
According to Stevens. B (2020) Waitrose is planning to expand its online delivery service to many more stores “strategically placed” to deal with the split from its upcoming separation from Ocado. Waitrose.com are planning to expand 24 more stores across the uk to the online delivery service as in the upcoming months they will be splitting from Ocado at the end of august.  Alongside adding 150 supermarkets that already cover online deliveries. Substantial work is being done to increase a new customer fulfilment centre. Which is being built in Enfield to be able to respond to the expected wave in demand. This change will take place in September after the split from Ocado, which they are currently stocking more than 4000 Waitrose products and provides technology behind its online platform, they lose their license to sell Waitrose goods. However, there is also a downfall to there planning and implementation concept of becoming independent as their digital director ben Stimson decides to leave just before the split. Ben was appointed a higher position in order to work alongside the internal agents TDP. However According to the article, The Times (2020) state that JLP is ending their partnership with the director of Waitrose’s online business. Ben Stimson digital director of Waitrose is leaving next month this has raised a few questions in the industry given the challenging times ahead for the business, as Waitrose is separating from Ocado. Stimson’s departure is surprising to many other leaders in the organisation as he survived a management cull in February.  This goes to show the Waitrose leaders are not on the same boat, as one of the main leaders of the operational change has decided to leave just when the change is going ahead.  


2.3 leadership- management of complex areas 
Hanley. D (2010) initiates that Change management for organisational purposes is defined as a systematic and planned process by the leadership. This is by utilizing internal and external resources by implementing and monitoring new initiatives. 
Andrews. J 2019 explains that Waitrose has formed partnership with Today development partners in order to develop a new online shopping tool. This is due to Ocado switching to M&S earlier this year. However, Waitrose has not formed a new partnership with TDP. TDP was originally set up by Ocado’s co-founder Jonathan faiman. Rob Collins, Waitrose & partners managing director comments “waitrose.com is a popular and efficient home delivery service that is already growing strongly ahead of the market.” Rob Collins also state that the plan represents a clear commitment to achieve a big step change in Waitrose. Com’s capability and capacity as they build a modern, well invested digital online business that is fit for the future. John Faiman the co-founder of TDP is more than delighted to be working back with JOHN Lewis partnership and delivering for waitrose.com the world’s best digital home delivery service. 
Elias J 2019 adds to this explaining the new deal with TDP and Waitrose aim to increase capacity and automation in order to improve in the grocer’s online and digital capabilities and develop three new automated fulfilment centres. Waitrose have the ambitions to grow their online platform over the next three years to create a £1 billion operation. In order for the TDP partnership to go planned Waitrose promoted their retail director ben Stimson to the new role of digital director with immediate effect. This new partnership is to represent clear commitment to achieve a big change in Waitrose. Com’s capability and capacity as they build a modern, well invested digital business that fits for the future, they aim to make the experience of the us this technology a great experience for their customers. The managing director rob Collins sates that  “The development of our new customer fulfilment centres will triple our delivery capacity, bringing our well-loved service and delicious food to more customers across the UK and setting Waitrose.com on the path to becoming a £1 billion turnover business.” 
The leadership team at Waitrose have planned this change very efficiently by keeping in mind how to grow the online platform by adding new teams from the outside to help with the online market strategy.  In order to get the best outcomes for their services in becoming an independent online delivery service. 
According to Admin. S (2020) Since their split with Ocado Waitrose have been forming new partners in order for their online delivery service to run smoothly and successfully which therefore they have also teamed up with the delivery company Deliveroo. Initially there will be a 12-week trial, giving over half million customers the opportunity to have food delivered to them directly form Waitrose within 30 mins. If this is successful Waitrose will look at extending the trial further and extending locations for further opportunities to go onto a larger scale. 
This change was only made due to making profit in the market, nothing has mentioned about customer satisfaction. Simon Knox (2003) implies that leadership accounts for 31 percent of employee satisfaction and 18 percent customer satisfaction. The organisation places strong weight and up to the individual enablement associated to a carefully expressed and well communicated business plan. As though nothing in particular was mentioned this change was for the customers and how customers can benefit from this change. It is more to do with the profit margin and how much they will gain by becoming an independent online service. 
This change was implemented only by the head office in the department of Waitrose. Agreeing to making profit by splitting from Ocado and a faster way paying back the loan they borrowed of the government.  
Waitrose.com (2016) imply that there are number of different leaders. They all have section that they control with a small group of team members. When working on the shop floor leaders show a more of a democratic leadership style. Team members are encouraged to make their own decisions with the support of the leader. This gives the team members a strength and ability to make their own decisions, which leads to less decision making for the leaders and developing a better team. However, at the head office the leadership style is more autocratic as all decisions are made by only the top leaders. Which therefore the operational change in the organisation was only made by the top leaders at the head office as this was more of an internal market strategy. 
According to Smith. R (2015) The importance is the way the stakeholders identify the change and strongly connect through variety of communication practices this also means the organisations capability and capacity to undertake the change having a change management plan. However, Devra implies that change is all leadership impact. 

Leadership in relation to change and in particular managing complex issues.
Devra. G (2019) states that Change brings uncertainty, and effective leaders provide steadiness and vison during these transitional times. While management is pitched towards delivering systems processes, leadership works with the people executing the method to work through their complexities and control their strengths. When there is a change made by effective leaders this brings a community on board and manages diverse skills and energies to achieve real results. When managing a complex issue in the change process according to Mullins (2016) leadership could be a challenging matter in order to get others to follow or getting employees to do things willingly. Or could also be interrupted having the authority of making the decision. Although the decision for change may be coming from the above management. Leaders should find a way to bring employees into the decision-making process. 
However according to Marion. R (2008) Complexity in leadership provides a framework in how certain leaders behave to complex mechanism and generate conditions in which other leaders can respond quickly and efficiently to unexpected conditions to help or hinder. Mechanism enables emergent learning, creativity, and adaptability. 

2.4 Change agents 
The organisation or independent people that undertakes the task of commencing and managing change in an organisation is known as a change agent. Change agents can be internal, such as managers or employees who are appointed to oversee the change process. ... Change agents also can be external, such as consultants from outside the firm.
Internal change agents were TDP as the co-founder was the same as Ocado. To enhance their online digital format as they are going online. Waitrose do not state anywhere that they are training with any staff in particular for this change. The leadership team are more involved in the partnership with TDP. Ben Stimson digital director was supposed to work alongside TDP before he decided to leave. 
Waitrose and Partners (2021) state that to lead this change with TDP Ben Stimson has been appointed to the new role of Waitrose’s digital director with immediate effect. Ben will work across all areas in order to lead the delivery growth in capacity and sales in Waitrose and manage their new partnership with TDP. The role will initiate building on from his previous role, in addition holding responsibility for contact centres and shops. They will partner up to make online shopping easy for their customers the barriers between online and offline shopping will disappear. However, this was all planned before ben decided to leave. But ben decided to depart from Waitrose team soon after the split was announced. The complexity that Waitrose had to manage was losing an experienced person who is taking away years of experience and knowledge with them. Which shows not everybody was onboard with the change. 

However, there are no other external agents outside the organisation helping Waitrose with the change. And TDP are only working alongside the leadership side in showing how their online platform will be an easy access for their customers as well as building up on new call centres for their big change as they expand other stores across the uk going online. Throughout the whole change only leaderships have been involved in this change splitting from Ocado. Employees on shop floors have been trained for this change as explained in the change model section that before they split Waitrose took a risk on board and added 24 uk stores online going independently, having a trial with their employees and customers in order to see how this change will work and how employees will adapt and react to this change. Fortunately, the risk they took was successful which therefore the change was beneficial. 
According to mindtools 2021 Applying a force field analysis to highlight who the resistors are using the Kurt Lewin model- 1940. This model is used in businesses for making communicating and making on going decisions. The force field analysis is maintained by equilibrium between forces and the drive that change and those who resist the change. Force field analysis – Kurt Lewin 
Driving forces:					restraining forces:
The change- 5					no external agents- 4
Making profit – 5		member of leadership team leaving - 1
Forming new relation internally with TDP – 5	keeping existing organisational structure - 4
Training employees – 4				building up online capacity- 4
Score:	19					13											
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The force field analysis shows that the change is beneficial with having the highest score this was only due to the training Waitrose went forward with their employees to identify the resistors in the organization. All the above evidence in the report show that Waitrose are performing this change process internally and no external agents are involved therefore there is also evidence showing they are making more profit since the split. However, Waitrose might be making profit with their online delivery service but not so much in store which therefore JLP and Waitrose after many years employees have no bonuses as the two partnership as a whole making less profit. 
2.5 culture 
 According to Schein. E (2017) The organisation culture is a shared product of shared learning. Which solves the issues of external adaption and internal integration? This learning is a pattern of belief, values, and behavioural norms. A remarkably similar instinct is given by SHRM.
SHRM (2021) state that a organisations culture is the way to behave within the organisation. The culture has shared beliefs and values which are established by leaders and then delivered in many ways to shaping employee perceptions, behaviours and understanding. Also, when having a strong culture in an organisation employee know how to top management wants them to respond to situations. Employees usually get rewarded if they are demonstrating the organisations values. 
Waitrose developed an ideas programme which engages all 60,000 employees having an input in putting forward innovative ideas in how to improve the business. Senior managers or shop floor assistants can contribute through the online idea management platform. 
To make sure the programme is still successful and running Waitrose confirmed it developed a strong culture of engagement and innovation to support it. Those who give out ideas that are used in store and the online platform and are regularly engaging, senior management promotes the scheme and recognises the Best employee ideas in its internal magazine. They are also awarded bonuses. 
This goes to show Waitrose has a strong culture within the organisation and employee voice matters.  when splitting from Ocado the leadership team have told all store managers to notify the employees of this change going ahead and the decision of the split had all employees input in it. As this is a big operational change and this would not have happened without employees’ voices being included. 
Waitrose organisation culture will be discussed using the Handy model. The handy model is based on two dimensions and how and examined how power was distributed and the specific levels of cooperation. 
 Waitrose.com 2021 initiate that Employee engagement is very key in every HR or internal communication system. However, the engagement without a purpose is quite pointless. There should be a positive energy and suggestions to drive an organisation forward successfully. Waitrose.com is the best practice example of how this can be done. 
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Waitrose has shown employee engagement works better when given a clear purpose at the center of an organisation. Engaging staff in Everyday Innovation in this way can generate fantastic results. This demonstrates that Waitrose has an open culture system within their organisation. 
However according to Richard priesley (2021) In their organisation culture Waitrose do not have shareholders. Its is part of JLP and all employees are partners in the business. Instead employees get paid a sharing profit via annual bonus paid as equal percentage of salary.  But how ever this year there was no bonus as JLP, and Waitrose didn’t hit the sales margin and has been a downfall for them. 
According to the guardian 2020 JLP and Waitrose employees are to receive their lowest bonus in 67 years. The independent retail analysts nick commented “partnership will on Thursday announce a bonus worth 2% of annual salary, which would be the lowest since 1953. JLP cannot afford to pay same again. Its pointless for the to pay 1% so the choice is between 0% or 2%. Nick predicts that JLP are more likely to go for 2% be no bonus would be “dangerously demotivating”. On the other hand, Waitrose staff have a tough year ahead as they prepare for supermarket split with the online delivery company Ocado. This also a tough start for the new chair, Sharon white. Sharon white has warned staff to prepare themselves for difficult decisions about stores and about jobs!  Waitrose profits are expected to be in line with last years. The organisation warned in January that the department stores profits are substantially down. It is £160m lower than last year. Sharon has made some adjustments to a restructuring plan put in place. Which involves merging the management teams of Waitrose and john Lewis for the first time. At present the group is going to be led by a team of seven who will report directly to Sharon.  This is a plan in place led to departure of managing directors of both john Lewis and Waitrose. 
This just goes to show Waitrose may have a strong employee culture but their shareholder culture is on the downfall at the moment as they were too busy pleasing customers with high quality products and customer service which has cost them highly. 

3.0 Conclusion: 
To conclude This report has highlighted that Waitrose change was successful within the organisation as they have seen profit since split from Ocado. But since the split their profit margin went up opening fulfilment centers across London to enhance their business with the help of their internal partnership with TDP. Their main downfall of the operational change was that their digital director left soon after the change was made, and they had no external agents from the outside to enhance the knowledge of the change. As well as no bonuses this year as JLP and Waitrose did not hit the sales margin together. 
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3.2 Appendices : 
Pestle 

External factors 
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Swot 

	Strengths:

Camilla 2019 states that Waitrose’s decision to separate from Ocado is supposedly due to Waitrose development to double up sales at Waitrose.com over the next five years. Waitrose’s online business has already grown 14.2% between January 2018 and January 2019 compared to the 3.2% expansion seen across the online grocery market as a whole. Their profits have increased over 190,000 weekly and 20% increase since the split. Waitrose has formed their own website for online delivery. Online grocery sales have continued to surge since the lockdown, with online accounting for a record 13.5% of all grocery shopping in the four weeks to August 9, according to Kantar.
· Becoming independent 
· Making more profits 
· Faster delivery service 
· Bigger online delivery platform
· Following government guidelines 

	Weakness: 

since covid they have changed their delivery scheme such as According to Waitrose in  March 2020, due to the pandemic, Waitrose  temporarily introduced no  plastic carrier bags for all their online orders, to enable their drivers to easily make contactless deliveries. Reducing their impact on the environment is important to Waitrose and its customers too, which is why Waitrose has been working hard to safely reintroduce bagless delivery option.
· Losing customers 
· Loyal customers that were originally with Ocado stay with Ocado.
· Competitors could have better delivery service.
· Having no bags at delivery can be difficult for people with disabilities and elderly people 
· A member of the leadership team Is leaving just before the change.

	Threats:

according to the Sunday times 2020 Waitrose no longer work with the delivery company Ocado. They split after 19 years of partnership in September 2020.  Instead they have gone their own way making way more profit than being in a shared delivery company. Waitrose has formed a new partnership with the company TDP todays development partners. Which is an artificial intelligence platform. This partnership formed with TDP is to accelerate the development of waitrose.com by expanding the triple amount of capacity of its delivery through automation and improvements in its online platform in addition to three new automated fulfilment centres. This brings a big turnover for Waitrose heading towards £1 billion turnover business.
· Need to have top brand quality services to be able to get old customers back from Ocado
· Ocado are forming a new partnership with M&S 
· Loyal customers may start shopping from M&S 
· 
	Opportunities:

the times 2020 state that For Waitrose to succeed in this competitive market, it will need to rely on brand loyalty and product quality to ensure that it lures as many customers as it can from Ocado. According to eastern daily press 2020 the boss at Waitrose commented “I genuinely see this as a big opportunity.” Mr bailey told the press. The herald article 2020 implies that Waitrose provides an important time for change, and maybe there have been some old-fashioned habits which we can shift with this renewed focus. The boss comments further saying “There has been a little history of underplaying online and I feel like this year has changed everything. “Covid has come at a positive time for the Waitrose business in terms of this shift towards online.” Enhancing their digital online platform by pairing with TDP. 
· Faster delivery service 
· More new customers 
· Profits going up 
· Growing the online platform wider. 
· Introducing clothes etc to shop online. 
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Training
Meetings.

Open discussion
with leadership team

High-this is because they have.
many years of experience which
benefits the organisation. Having
open discussion can enclose what.
the other team member are
thinking. Digital director of
Waitrose deciding to leave after
the split s announced.

team members in the leadership team.

this should be
done once
every 2 weeks
as part of the
leadership
team to be.
update with

everyone plans
and actions.

follow change models
closely to ensure they
don't have gaps.

Also follow other change
models to have a
stronger leadership
team.

Torming new
partnership

igh -Tooking a the organisation
from an outside point of view to
See where there can be
improvements made as Waitrose
and JLP partners have made no
extra profits which meant o
bonuses this year.

‘have an external agent involved in the
change as their sales were low this year.
External agent could have given better
understanding of how to handie the profit
margin or maybe help to invest in the

organisation. Its often said to have an
outside opinion makes more sense as they
can see what's happening and you being.
inside the organisation can almost unseen
the obstacles.

every 6
months to
reviewthe
profit margin

ave a review session
every year to see the.
outcome over all the
business and the changes
of having an external
agent as made to the
organisation.

Tollowing the model
closely.

igh- as there was gaps in their
leadership style which could have
been followed up more closely.

this could have been done with training
within the leadership team.

every 6
months

review every year to
make sure no gaps are
et i the leadership
team.
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Economic:

It is stated by the article National Statistical (2020) in April 2020 was the
height of pandemic restrictions which therefore retail sales have fallen by a
quarter compared to before covid levels. Although overall sales have now
regained this lost ground, in store sales are still 10% down and online are still
up by nearly half on the start of the year. The total online growth was by
over 10% when evaluating the time of the pandemic this year (march to
august) against same time last year. Clothing and household goods and other
stores have all seen their growth of online sales doubling during the
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pandemic. Food stores, In compared to other areas, saw an increase for
instore buying at the start of the pandemic when customers were panic
buying. Since the ease of panic buying this partly explains the increases in
online orders. The data show that sales at online only stores (in non-store
retailing) have stayed flat. This means the increase in online has been pushed
by a move from physical stores to their websites. The store aspect to non-
store retailing takes businesses that are not mainly online, such as markets
and stalls, in addition to online retailers that might have a small store
presence.
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Social{

According to Gillian. N (2021) that looking forward in the continuous growth
of the online market is perhaps expected short term, with many costumers
continuing to shop online due to safety and to comply with covid regulations.

This could change if the lockdown is lifted and covid cases are reduced.

Technological: According to Mckinseys and company (2020) they state that
Due to the pandemic customers have moved intensely towards the online
platform. Which has been beneficial for organisations and industries. The
rapid shift of moving online has increased sales for all retailers and more
interaction between customers and employers. Rhys 2020 claims that food
stores have seen larger increase in online sales doubling since august 2020.
The bigger supermarkets have reported a huge number on the click and
collect service and delivery orders. However, food sales in store are picking

up again despite the increased sales online.
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Unfreeze

Change

Refreeze

Waitrose started preparing for
the change by expanding 24
more stores across the UK to go
online.

This is showing preparation of
dedication in how Waitrose want
this operational change to be
successful when it comes to
splitting from Ocado at the end
of September. This is Kurt
Lewin’s theory of preparing the
organisations start from its core
by challenging the attitudes,
beliefs and values of the
employers, employees, and
customers. This is also examining
the change before taking place as
it is also a risk-taking process.

Waitrose is working on
increasing a new customer
fulfilment centre. Which is being
built in Enfield to be able to
respond to expected wave
demand. This change will also
take place after the split end of
September. Waitrose boss saw
this opportunity of change
becoming an independent
delivery service when their stock
grew ahead of the market 10.6%
and its share rose in 2017 to
5.1%. in the last 2 years. This was
also mainly due to pandemic.
The pandemic has given them a
big opportunity to go
independent and make profit. as
grocery market was shifted to
online.

Waitrose unfreezing stage was a
risk take as the change was not
already made. But now Waitrose
boss comments: “This was a big
opportunity! making profit”.
Waitrose have already seen a
major profit change since the
split as mentioned earlier on the
report their profit has increased
up to 20%. Waitrose have also
been training their staff in the
unfreeze stage when they
decided to take the risk and
expand to 24 other UK[stores
into online delivering before the
split. Employees knew what was
coming and how to handle the
big change.
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positive forces for change

driving forces

the postive forces to change was
waitrose splitting from ocado
was making them more profit.

TDP forming internal new
partnership with wiatrose to
enhance the digital online
platform.

One of the major aspects of the
change was to undertake
training with various employees
involved in the change. This was
a way of identifying resistors.

And changing resisters apathetic.

And incubators into becoming
involved with the change
process. With the view to them
supporting.

[Text]

present or desired state

present state of waitrose is they
have split from ocado and
making 20% more profit than
they ever did.

desired sate is to build up their
online delivey capacity and to
have a £1.billion turnover into he
business due to this change.

training was taken place before
the change in order to identify
the resistors. this was their
planning and implementation
stage beofre the split with
Ocado.

olostacles to chnage

restraining forces

waitrose had no external agnets
helping them with the change.

Ben stismon digital analsyst had
decided to leave after being
appointed the peosition working
alongside TDP in waitrose.
which shows not evrybody in the
leadership department was
reday to make this chnage.

JLP and waitrose have no
bonuses this year 1st time after
many years due to making less
profit within the business.
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Person culture: waitrose is a person
culture organisation however they are a
big platfrom with many employees. So not
everyone can speak indiviually to mangers
at all times this is why they have a ideas
programme in place to innovate their
culture in the organisation and make their
employees feel part of the organisation in
some way or the other.

Role culture: although wiatrose are very
sufficent in their employee voice but also
wanting the best out of their employees
having set tasks done on time and setting
an example of their role as managers or
shop floor asistants in front of the
customers. Keeping the waitrose rules
and regulations in mind.

power culture : waitrose allow their
employees make their own decsisons on
the shop floor. With alongside the
mangers consent. Allowing employees
have the power to be responsible and
make suitable decisions.

Task culture: employees are told before
hand what their role of the job is before
applying so when appointed they are
expected to carry on the role they are
given which means completing their tasks
within set times given.





