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Executive Summary
In most organisations, change is a welcomed concept, for others it is a reminder of the tremendous pressures of the many strategies needed to approach change. In a company that has been active for many years, their cultures and values make it difficult to process change, some believe it can’t and others thrive on innovation challenges, unless of course change is enforced upon them externally. Can the biggest competition within hospitality remain safe without change or will their culture and traditions have to adapt? Whist using frameworks and strategies, they may help seek a new way of business, will it be a diplomatic change which may be best for the organisation, or will it affect many employees who are resistant to change? Change models may help to structure transformation so choosing the right model for hospitality trades is essential. Exploring the demographic area, is it the old or new generations that make up the customer base for JD Wetherspoons. Comparing Mitchells & Butlers to JDW using their strategies and frameworks may will demonstrate how they have adapted to recent changes, analysing the mechanics behind the scenes within the trade.
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1.0  Introduction 
A report has been requested by Brynach Heffernan on the 10thJanuary 2022 and to be submitted as of Friday 18th March 2022.
Within this report is a critical analysis of JD Wetherspoons. Throughout, illustrates an understanding of environmental change within one of the United Kingdom (UK) and Irelands biggest hospitality chain, organisational capability and the change process during Brexit and Covid-19 pandemic. Within JDW its hospitality invites friendships, relationships and socialisation for both business and pleasure. 
An extensive range of secondary resources has been explored and used to accumulate information on areas of change within leadership and the hospitality trade including a compare and contrast of strategies within Mitchell and Butlers organisation.
There will be many findings such as change models, management complex areas, culture and culture change, change agents, human and financial resources including SWOT and PESTLE analysis.
















2.0 Background to Organisation 
JD Wetherspoons PLC (JDW) (2022a) describe their business as one of the most highly rated and exposed hospitality and pub companies, operating within the UK and Ireland and founded by Tim Martin. Roberts (2017) highlighted that the chain’s unique name was devised by Martin’s childhood idol, ‘J.D.Boss-Hogg’, a character from his favourite film and ‘Wetherspoon’ being the surname of an old critical school-teacher. 
The first public house was converted from an old betting shop in Watford, North London in 1979. Thereafter, Martin converted approximately 900 historical properties into public houses, maintaining their unique features, individual and characteristic qualities. 
Within the chain, included 50 hotels, with each establishment all serving quality food and drinks. Creating over 35,000 jobs and implementing new changes to trends within the traditional pub sense has built a nostalgic strength to the hospitality revolution over the years. 
JDW (2022b) boasts about their awards over the last 3 decades, such as: 
· Top Loo Awards, 
· Innovation and best designed pub awards
· Sustainability and food awards. 
Davies, (2021a) reported a clientele base of younger generation rather than the usual elder generations, seeming they preferred to stay at home because of shielding and covid issues.







2.1 Area of change  
In the world we currently live in, change is inevitable, the Covid-19 pandemic has caused organisational change with JDW, it has materialised in many ways internally and externally, such as: 
· Culture 
· Strategy 
· Competition
· Customers
· Tools and Technology advancements
· Market conditions
· Economic risk factors 
MindTools (2022) has drawn a theory of how change is conveyed within management and is crucial for a positive outcome. By having the correct strategies, discipline, agility and openness to accept change, will help adopt a successful transition. 
Smith (2019) establishes that changing a business process can be tricky and timely, but it is one of the easier changes. Unlike organisation culture, this can hinder values and beliefs of others, possibly resisting cooperation from consumers. Technology is expensive to maintain and upgrade, it can take quality time to teach and upskill employees or customers. However, most consumers love new ways of using technology and love new trending apps, demographically speaking and some loathe it, hence the risk of losing older or vulnerable non-technological customers.
Additionally, Kotter (2012, p.4) explains that more organisations are pushed to their limits and are having many adaptations to improve their competition and business, needing more time to prepare. Liebhart and Lorenzo (2010, p.4.) agree that change is becoming more complexed and difficult to manage with the unpredictability of the unprecedented changes, it has created under communicated visions and confusion internally. 
However, Burnes (2017) articulates that long range planning and too much time for decision making can and will present failed organisations, due to cost and focus elsewhere, a possible reason for the vast financial loss of JDW. ADD 
2.2 Financial 
The pandemic has caused a notable loss in profits within hospitality within the UK, Barrie (2021) reported around £200 million loss per day overall, with a tremendous loss to the JDW chain in particular. 
Office of National Statistics (2022) clearly indicates revenues in hospitality had fallen by 54% in the first six months of closures, losing a massive £6.9 billion. 
Mellor (2021) and Heeds (2021) reveal that JDW suffered a pre-tax loss of £154.7 million and sale loss of over £400 million. 
The recent closures ordered by the government have ruined the trade within the last two years, but JDW have been making necessary changes to help spike figures. Downes (2021) promotes that a change to local suppliers, new contracts and extended cheaper meal deals have been applied, this is to help boost sales during quieter periods and lure back in lower class customers.   
Ryan (2020) reported that the clawback of finances currently within hospitality is the hard work from HR. Dealing with new strategies and severe money loss, they’re responsibility is moving forward from the pandemic and re-building resilience in employees, the customers and the organisation. 
[image: ]
Office of National Statistics (2022).
2.3 Human Resources and Human Resource Management 
GreggU (2018) explains that Human Resources (HR) and Human Resource Management (HRM) are placed specifically within a company to help support employees and management, handling various tasks, analysing Key Performance Indicators (KPI) to help control and develop employees within the business, in an effective yet professional way. 
CIPD (2022) points out that HR prepare to manage change and communicate with employees to engage them. HR should be adaptable and equipped to deal with the process of new strategies to support developments or a crisis. 
During the 2020 pandemic, JDW (2022c) indicate that their HR have maintained loyalty and care to staff throughout, claiming staff have been well looked after and paid fairly. They claim that standards within opening times have remained impeccable and above board. 
Hoare (2020) argues that numerous staff never followed the procedures of social distancing and that staff had become sick with Covid-19 as an outcome and policies and procedures weren’t followed directly, improvement notices had been issued by the government. Davies (2020b) reveals that Martin and HR refused to pay staff during lockdown periods, although it was eventually reinforced to 80% payment after headlines on the topic had been reported.
[image: ]
Greggu (2018).
2.4 SWOT & PESTLE Analysis
These SWOT and PESTLE analysis’ presents factors that have an effect on hospitality trades internally and externally. The factors show major changes to the organisation, local environment industry and consumer demands. They highlight the strengths, and weaknesses of the company whilst in transition or have once transitioned, this illustrates the positive and negative impacts of hospitality in its current climate.
[image: ]
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3.0 Change models 
Change models are in place for organisations to identify areas of improvement and resistance. They help to smoothly transition and eliminate challenging conditions internally and externally. Each models propose unique ways of making change happen. Different organisations may have different strategies that work for them.
The purpose of these models is to help visualise a goal, prepare and plan the transition carefully, be mindful of the threats throughout the journey and see it through until the desired outcome.
Lock (2019) quotes “to manage change, you must be able to recognise when change is required”.
[image: ]
Lock (2019).






 3.1 Lewin’s Change Management Model 
Lewin’s (1940) model is used to breakdown simple ways of change, he explains that in order to change business directions, there is a clear and effective three stage transition, Unfreeze, Change and Refreeze.
If JDW used Lewin’s model, HR and management would communicate their changes effectively and consistently to consumers. Influencing employees to accept the changes and move together as a unit is a sense of great management, whilst building visions of success to them is better than building uncertainty. MindTools (2022) believe that Lewin’s Model is a simple and effective framework which can embrace new ways of working.
However, The Guardian (2021) states that this model is too simple and too outdated and is not flexible enough for quick changes within new business trends. 
If JDW used this framework, improvements would be seen but only for a temporary period.[image: ]
Lucid Software Inc (2022).



3.2 Kubler- Ross Five Stage Model 
Kubler-Ross and Kessler (2014) designed the model to communicate the different stages of grief and the process humans go through with life trauma, change and loss. They write about how people can misunderstand grief and change, meaning the five stages are part of a framework to help identify feelings at progressive stages. 
Connelly (2020) agrees, although changing the way of work is not as sad or fatal as losing a loved one, he concurs that some of these feelings and processes are similar in loss of job role, structure and security.
However, Burns (2020) reports that this framework is loosely used within big organisations, helping management to understand the difference between employee’s emotional needs and its limitations of the model is that not all people feel or deal with change this way. 
If JDW used this framework, employees may have felt engaged and understood by management, support and empathy would have been demonstrated throughout their personal situations that the pandemic caused. 

[image: ]
Connelly (2020) and Kubler-Ross (2014).

3.3 Kotter’s Model of Change Management
Kotter’s (2014. pp. 22-24) eight stage theory is understood to help form structured change and stages to focus successful transitions. He says that having hierarchy as role models are the drive for important changes everywhere within the organisation. 
Mulholland (2021) had categorised this model as one of the simplest and momentous ways to adapting businesses within their current climates.
But Beer (2020) believes that unclear values, ineffective senior management and poor coordination within the leadership, may negatively impact all big opportunities to change. 
Within JDW, this model would be ample considering the number of employees within the company. If management are able to control and steady these changes, they will remain effective, if they don’t follow a strict guidance and framework, the model will not work leading the organisation to decline.
[image: ]
Kotter (2014) 



3.4 Benefits and Limitations of using a change model
Using change models within an organisation can have a clear and concise fast track to success. Using strategies in place to clearly follow a path of effective change has advantages, Connelly (2022) writes that forecasting and normalising change provides a sense of achievement for others and that measuring results and objectives reduces threats from occurring along the way, holding employees and management accountable within their roles creates attentiveness. 
Bright Hub PM (2021) say that limitations of the change models can break a strategy and worse a culture or values. If an organisation is not monitored closely enough whilst transitioning, turmoil and resistance may occur. Using too many factors and strategies within a model can tightly restrict any flexibility, meaning if one factor goes wrong, other factors may also be impacted. Warrilow (2019) believes that whilst using top-down models and strategies, in some cases they do not address personal change, not noticing the effects may ruin employee’s confidence, if the right leadership qualities are not feasible.
During Law and government enforced changes recently, many leaders and HR have not been able to make a choice of their own towards their businesses. Time and social frameworks within organisations had been ignored by government, leading to frustration levels raising with leaders, management and employees, lack of resources and a loss of money, negatively impacting leadership visions to employees. Indicating a lack of resources and training for new changes required, therfore employees are unable to be held accountable, the leadership and management will be generating further pressures.






3.5 Compare and Contrast with Mitchells and Butlers PLC
Mitchells and Butler PLC (M&B) (2021) are a competitive hospitality within UK and international areas, opening from 1898 with approximately 1700 brands. Their quality of service and products have been reputable for many years. According to Macrotrends (2022) pre pandemic 2019, M&B had a gross income of around £532 million per financial year, Saker-Clark (2021) shared statistics during the pandemic, reporting M&B financial loss at a drastic £219 million in the first year. But due to the government and the ‘Ping-demic’ within the second year of closures, a lack of staff and forcing closures became an issue that nearly broke the organisation. 
With JDW’s reported loss at £400 million and looking at the figures, analysing their strategies and plans separately, M&B (2022b) recuperated faster. Stone (2021) reported M&B had opened offers to shareholders and key creditors, raising a further £350 million, including a 1300 employee redundancy plan including organised takeaway services within a small majority of their restaurants. Their initiatives and strategies include a six year ‘Ignite’ programme run by HR and initiating product offers with competitive prices, better quality of food using local markets, continuing to provide entertainment and faster services, using enhanced technology and reducing contact between guests and staff.[image: ]
      London South-East (2022).
4.0 Leadership Management and Complex areas 
Kotter (2002, p.36) states that, “Management is about coping with complexity. Leadership is about coping with change”. 
Towler (2020) describes leadership complexity as a “shared leadership” to all management and employees. Organisations that socially interact with leadership tendencies can operate on many levels, these individuals are mostly on the front line, motivating, influencing and enabling change freely and are great assets in fast paced areas of change. 
However, there is not much room for top-down autocratic styles of leadership, limitations to complexity could become messy with structures and cause confusion between departments unless of course, communication is concise, open and crystal clear.
JDW (2022e) highlights their apprenticeship programmes and training facilities to increase changes of career progression, this can positively influence employees to use complexity further.
As Pritchard (2018) explains “there are different approaches to dialogue” and “Complicated human power relationships can enable or restrict changes in organisational practice”.











5.0  Culture 
In hospitality, culture is designed for business success, valuing employees and customer loyalty. Culture changes in hospitality survives on motivation within the industry to keep moving forward. Maynard (2010) describes organisational culture change as a holistic movement, with structural models in place, organisational culture redeems its unique ethnicity. Rochon (1998, pp. 596-59) states that, “value creation is the development of new ideas, concepts or categories of analysis that apply to situations that had not previously been subject of explicit cultural values”.
During the pandemic hospitality trades were the target of financial and employee losses, when establishments opened it was harder to find staff, for fear of job security. Lock (2022) verifies statistics, an astonishing 4,100 employees were lost at JDW and 9,000 at Mitchells and Butlers.
Hospitality establishments received no choice but to change parts of their culture. In 2017 JDW valued their culture toward customer satisfaction, innovation, cost management and diversification to competition, however searching though their website, it seems their culture sales and customer attraction were considered a top priority. Although, the values towards employees post pandemic seem hypocritical as social media reports unfair treatment of staff. Davies (2020b) had reported that JDW leaders refused to pay 43,000 employees, requested they find another job or wait for government furlough, whilst other competitors paid their staff in full until the government scheme. However, due to a social media war, JDW paid their employees 80% salary eventually. [image: ]
Lock (2022).
5.1Handy Model of Organisation Culture
Jones (2010) explains that Handy’s model is categorised into two parts, level of cooperation and power distribution. The first, stands for hierarchy or top-down control, leaving employees unable to express themselves, whereas the second part is more laizze-faire, delegating roles fairly and trusting individuals to be accountable for their roles.
Handy (1973) had designed four combinations of workplace culture. Analysing this model and previous reports, it seems that Martin as a founder, would have a level of cooperation using the power and task tool. Martin is thought to have an autocratic trait with high cooperation levels and low power distributions to staff, therefore making it difficult to let others delegate. Martin forms teams within certain pubs to make sure motivation and equality in team contributions are performing at their best possible practice. 

[image: ]
Toolshero (2022). 



5.2 Hofstede’s Model of Organisation Culture
Hofstede’s model had been designed to demonstrate the effects of organisational culture, communication, behaviour and its values with national and regional contributions. 
There are two different power frameworks, power from management that are designed to run areas of departments freely and power for all employees to have individual roles, equal benefits and accountability. JDW have the top-down style of running the business, each pub has its own managers that work freely but under the constant radar of Martin. 
JDW statistics show 53% female and 47% male work within the company but moving up the ladder shows a higher percentage of male dominance. Overall women are at the lower end of the work spectrum to men. Team- work is vital within organisations, but many would prefer individuals to complete work alone. JDW need the team effort in order to carry out tasks in large establishments. Uncertainty within businesses can be un-avoided, perfect examples are Brexit and the pandemic, if JDW (2022c) avoided these uncertainties, resilience would be built, staff could tolerate unusual circumstance if need be. 
Many don’t stay very long within the hospitality trade, it is a stepping -stone and fast pace experience for a majority, longer term percentages are smaller, with JDW (2022c) they say their management and kitchen staff have the longest term of average around 8-13 years. This model will help build a resilience in workers regarding different cultures and ways of businesses to minimise negative impact.
[image: ]
Hofstede (1973).














6.0 Change Agents
MindTools (2022) has formed a theory that change within management is crucial, by having the discipline, the agility and openness to accept change and preparing those involved, ready to inject the urgency to secure change. Lunenburg (2010) explains that change agents have the skills and stimulation to effortlessly adopt change.  However, King and Anderson (1995, p.156) imply that resistance to change is somewhat an issue, its disruptive and can have irrational outcomes.
Change agents can be trained internally or hired externally. Lunenburg continues to say that external consultants are not bound to an organisations culture or values, so may bring a completely different strategy. JDW has no evidence for external change agents, but speak very highly of their long-term suppliers, HRM and management to be the sources of innovation and logistical operations such as; marketing, sales and technology developments, portraying them as a team of new change.
“The creative personality is always one that looks on the world as fit for change and on himself as an instrument for change. Otherwise, what are you creating for? If the world is perfectly all right the way it is, you have no place in it. The creative personality thinks of the world as a canvas for change and of himself as a divine agent of change.”
 (Jacob Bronowski, (1978).











6.1 Resistance to Change   
Heathfield (2021) explains that resistance to change is an action of an individual’s uncertainty, or a reluctance to adapt, this can be within their life in general or with transformation in an organisational situation. The Kubler-Ross Change Curve (1969) explains what individuals may go through before or during the transition. Thomas, Harvey and Broyles (2010) states that “To resist force is a natural biological reflex”.
People intend on resisting (apathetic) to change for many reasons such as:
· A force of habit
· Insecurities
· Fear of movement or loss 
· Fear of unknown territory 
· Lack of trust  
· New structure 
· Culture 
· Limited insight/vision
· Threat from power/hierarchy
· History of change (negative)
However, there are individuals that have the pleasure in welcoming change (advocates) and adapt efficiently to transitioning and there are others who prefer to sit on the fence (incubators), waiting patiently for the change to occur.
Maintaining communication with employees and keeping them informed of change is vital for the support an organisation will need. Spelling out new visions and influencing change can and will have a positive impact on transformation. By educating the apathetic and incubators to the new change it will enhance support, having the patience, engagement and enthusiasm, can encourage most to join the advocates and unite together.



7.0 Conclusion 
Reflecting on the extensive research into JD Wetherspoons and bringing all theories and tools together, provides enough evidence to clarify the workplace cultures that are promoted by the organisation and in the reality of employee feedback.
Exploring extensive research into JD Wetherspoons and drawing all the reports and theories together provides enough evidence to assume that change within management is crucial, accepting change and preparing those involved will surely be the best way to survive and maintain the loyalty of employees.
Within JDW and other hospitality trades, widespread closures were enforced over a two-year period, changing many aspects to rules, regulations, procedures, customer and staff policies. Demonstrating to all hospitality, that even the biggest chain is not safe enough to survive without change. 
However, it seems JDW had overlooked their loyalty to staff and at a very distressing time, verified that their values to employees were way down the chain of priority. The organisation focused on their profit loss, new supplier’s and brews, JDW have peculiarly maintained cheaper, competitive products and are slowly crawling back to maintain financial targets. With regards to the insensitive actions towards staff, internally this may have a lasting and damaging effects to the company’s reputation, remaining employees may have become apathetic and no longer trust their management and job security, social enthusiasm and motivation may have dwindled. 
The factors that have been shown in the SWOT and PESTLE bring a swift conclusion that the competition is still fierce within the chain, JDW hold their business tight and always create the illusion that they are above board with innovation and promotion, they publicise that they have adapted to new ways of working by changing suppliers and extending food deals,  but can this continue alone to be an effective and positive move with new economic changes?



If JDW used their opportunities to implement models and frameworks such as Lewin they could have implemented these changes together as a whole unit, unless Martin had ideas of long-term changes rather than temporary movements. However, the model would have built trust between employees and management even for the period of the pandemic.
Kubler and Ross’ model would have been perfect for recessions within the economic and financial changes at the lowest point of the business, during closure this model would have been helpful to claw back and help their employees emotionally.
Whilst Kotter’s model would have been a great addition for consistency, unity of change and having management control, these changes could influence others to move with them in a positive transition, rather than employee’s resistance to change.
Comparing Mitchells and Butlers, it shows that although they lost many staff, their reputation of taking care and putting their emotional, financial and safety first has been crafted in their efforts from communication to transitioning. Clearly strategies had worked well regardless of profit being a lower priority, their values have represented themselves.
It is defined that Martin is traditional and very autocratic from his behaviours, and seems he is just set in his ways just like his historic venues when it comes to change, meaning, changes have been externally forced, whereas internally he prefers tradition over trends, as cheaper products are what keeps him in business, regardless of the custom.
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                                                                                                                                                                                                  Recommendation Format                                                           Area of  Development  to improve  Change  Planning and  Implementation  Actions to be  undertaken i . e  training  Priority  Low / Medium  / High  Why -  Explain  your decision  Support and  Development .  Internal / External  From  People , Financial , Physica  l  Resources .  Review  Dates  Set  review  date and  explain  your  decision  Other  comments  Will you set  ‘ interim ’  review dates -  why might  they be  necessary ?  Looking after  staff wellbeing  Maintain current  values or change  them  High  Internal  ( HR )  3  Months  Annually  Use models  throughout all  staff training  Apply extra  training on  empathy  ( Kubler  -  Ross Model )  Medium  Internal  ( HR )  6  months  Annually  Staff turnover  Employ external  consultant  Medium  External  3  Months  Annually  Demographic  custom  Target Marketing  Low  Internal and External  6  Months  Annually  Apply  Frameworks  Use a strategy  that will work and  stick to it  Medium  External  ( consultant )  3  Month  6  Month There are a few recommendations for JDW with high, medium  and low category.   To change managements attitude in the way they treat  employees. Looking after their mental health and wellbeing  as it currently stated on their values and culture website is  not a true reflection, so either change priorities or change  values and culture completely and make them publicly  clear.  For leaders to promote the Kubler - Ross model (or a similar  empathy and communication training) throughout the  company, for management and employees to understand  empathy and apply it throughout the organisation.  To use models in appropriate circumstance of change and  transition as a unit, influencing the positive impacts on the  public ad the employees.  To source a reliable external consultant to analyse:  1) Staff turnover   2) Target marketing for all demographics  3) To apply frameworks that can smoothly transition  change, to significantly build profits.
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