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[bookmark: _Toc106879746]Executive Summary

[bookmark: _Toc106879747]Aim of report
The aim of this report is to critically appraise key change management models in order to advise how the John Lewis Partnership (JLP) can use these models within their digital transformation project. Drivers for change as well as obstacles to change will be considered, alongside an analysis of how this change project will affect key stakeholders. Recommendations will be given alongside suggestions for how the change can be measured, reviewed and sustained.
[bookmark: _Toc106879748]Business Profile
JLP is the UK’s largest employee-owned business consisting of over 78000 employee-partners (JohnLewisPartnershipPLC, 2022b). As of June 2022, there are 34 John Lewis stores, 1 John Lewis Outlet, 332 Waitrose stores and two websites (johnlewis.com and waitrose.com) (JohnLewisPartnership, 2022). 
[bookmark: _Toc106879749]Method
· The initial completion of a SWOT analysis and a PESTLE analysis will help JLP to understand their current functioning within the retail context and provide a starting point for implementing and measuring change (Grant, 2020; Story, 2020);
· Lewin’s forcefield analysis will be undertaken identify the driving (positive) and resisting (negative) forces working against the change project (Lewin 1951, cited in Hayes, 2014);
· Lewin’s three step model will be implemented as the over-arching change model in order to structure the change project and to break it down in to three key steps (Lewin 1951, cited in Hayes, 2014);
· Stakeholder analysis will be completed using the Power / Interest matrix to identify those who need information, consultation, training and support throughout the project (Johnson, Scholes and Whittington, 2008);
· Kolb’s learning model can be used to provide individualised training and support for employees who are either resistant to change or lack the skills to successfully engage with the new way of working (Armstrong and Taylor, 2014);
· Satir’s 5 step model and Kubler-Ross’ grief curve can be used to support all stakeholders through the change project as appropriate (Smith, 1998; Tahir, 2019).

[bookmark: _Toc106879750]Conclusion and Recommendations
This report concludes that although at an individual level staff may act as resisters to change, as a group of employee-partners it is likely that all employees will embrace the change project due to their invested interest in the organisation. 
This report recommends that the change project is evaluated at regular 12 week intervals through stakeholder consultations and questionnaires (Hayes, 2014). To monitor long term success, measures which assess customer satisfaction and retention, employee wellbeing and the bottom line should be used (Hayes, 2014).
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[bookmark: _Toc106879752]Business Profile
The John Lewis Partnership (JLP) consists of over 78000 employee-partners making it the UK’s largest employee-owned business (JohnLewisPartnershipPLC, 2022b). The Partnership consists of 34 John Lewis stores, 1 John Lewis Outlet, 332 Waitrose stores, johnlewis.com and waitrose.com (JohnLewisPartnership, 2022). 
[bookmark: _Toc106879753]Strategic goals and vision for the future
In October 2020 JLP revealed their new five year strategic plan - the Partnership Plan. The plan was formulated following feedback from 8000 customers, over 100 suppliers, community groups and Partners. The strategic aims are to make value and quality more accessible for customers; to embed sustainable and ethical practices across the organisation; to deliver first class customer service; to increase collaborative working and teamwork within the organisation; to develop new business partnerships; to provide innovative new services (JohnLewisPartnership, 2022). 
[bookmark: _Toc106879754]Identified change project
The identified change project for JLP is the expansion of digital and virtual services, which is part of the larger five year Partnership Plan (JohnLewisPartnershipPLC, 2022b)
[bookmark: _Toc106879755]Aim of report
The aim of this report is to critically appraise key change management models in order to advise how JLP can use these models within their digital transformation project. Drivers for change as well as barriers to change will be considered, alongside an analysis of how this change project will affect key stakeholders. Recommendations will be given alongside suggestions on how the change can be measured, reviewed and sustained.








[bookmark: _Toc106879756]Recognising the reasons for change

[bookmark: _Toc106879757]Microeconomic Analysis 
Prior to initiating a change project, a SWOT analysis can be used to analyse an organisation’s current strengths and needs, the emerging opportunities they have to develop and the key threats that they face moving forward (Grant, 2020). This method of internal analysis was chosen as it creates a holistic overview of the organisation’s strategic position (Johnson, Whittington and Scholes, 2011). A SWOT analysis can be used for benchmarking prior to initiating a change project in order to compare current results with future performance as well as to consider how the organisation fits within the market (IndeedEditorialTeam, 2021). 
Strengths
JLP’s key strength is their public image and reputation as an upmarket, quality retailer. A customer’s perception of a brand significantly affects their purchasing decisions. Factors including how familiar the brand is, positive previous experiences, perceived value of the products and public confidence in the brand all impact upon customer spending (Andrukaitis, 2019). 
JLP’s extensive product offering is a clear strength which has helped them to survive during the Covid 19 pandemic. Throughout 2020 there was an increased demand for homeware, decreased demand for work and party clothes and an increased focus on health, wellbeing and sustainable products (JohnLewisPartnershipPLC, 2020). John Lewis had already positioned itself to be able to provide these items.
Weaknesses 
The Covid 19 pandemic created economic instability across the world and there was a significant reduction in the consumption of non-durable goods (Christelis et al., 2020). Specifically, clothing stores reported a 25.1% decrease in sales volumes in 2020 when compared to 2019 (OfficeforNationalStatistics, 2021).  As many of JLP’s products are priced higher than budget retailers, they are excluding lower socio-economic households from their target audience.
Despite having a strong presence within the British retail market, JLP has a limited presence globally. Marks and Spencer, a direct competitor,  has physical stores in 62 countries and 44 online marketplaces (Marks and Spencer Group plc, 2020). 
Opportunities
Technological advancements have influenced the way organisations produce, market and sell their products (Sloman et al., 2019). In order to retain their customer base, retailers need to utilise both online and physical sales. The aim should be to prioritise two or three shopping channels and to provide consistent and readily available information across these channels (Berg et al., 2020). 
The creation of sustainable supply chains and products is now a major requirement for all retailers (Rathinamoorthy, 2018). JLP state that they take an integrated approach to being a sustainable, ethical business. JLP have the opportunity to further develop their sustainability strategy in order to attract the growing numbers of conscious consumers (Pimonenko et al., 2020).
Threats
Online global retailers such as Amazon as well as online fast fashion retailers such as ASOS and BooHoo pose a significant threat for JLP. During 2020, online sales rose to a record high of 33.9% of all retail spending due to the Covid 19 pandemic (Khaliq, 2021). JLP have a strong online presence and even won Best Multichannel Retailer in 2018 (JohnLewisPartnershipPLC, 2022a). However, they need to continue to adapt to the rapidly changing online retail market in order survive. 

[bookmark: _Toc106879758]Macroeconomic Analysis 
A PESTLE analysis has been undertaken as it provides contextual information which can inform strategic decision making (Morrison and Weeks, 2020). A PESTLE analysis helps understand the context for change (CIPD, 2021); in order to successfully implement a change project and to evaluate the impact of this, the change agent needs to be clear on what the starting point is.
Political 
The effects of Brexit on the British retail market are still emerging. New laws, new customs rules, increased shipping costs and slower transit times will all affect JLP to some degree (Paige, 2021).
Economic
Globalisation and increasingly changeable exchange rates affect all organisations (Picardo, 2021). The lasting effects of the Covid 19 pandemic, the war in Ukraine, labor shortages, worker’s strikes and travel disruptions are all affecting the British economy. JLP will need to be able to predict and react to uncertain economic conditions in order to maintain stable prices for shoppers and stable profits for stakeholders (Sloman et al., 2019). 
Social
Social media influencers and celebrity culture have influenced consumer spending habits (Zhou et al., 2021). JLP need to continue to partner with fashionable brands such as Carhart, Charlotte Tilbury and Never Fully Dressed. It’s commonplace for high street retailers to have social media pages and these are used to engage with customers and to identify emerging fashion trends (Torres de Oliveira et al., 2020).
Technological 
Technology based shopping options including online ordering, click and collect and robot assisted customer support have become commonplace (Shankar et al., 2020). Omnichannel shopping experiences are widely available and provide seamless and consistent customer experiences, which in turn creates customer loyalty (Gao and Huang, 2021). 
Legal
JLP needs to comply with laws such as Consumer Law, Employment Law and Import/Export Law. In addition to this they need to have an awareness of societal norms and values.
Ethical / Environmental 
Businesses who actively communicate their ethical values to consumers are likely to see increased customer engagement (Schaverien, 2018). Consumers are loyal to businesses that share their mindset and are willing to pay more for these products and services (Tian, 2021). JLP need to ensure that they are communicating their sustainability practiced and goals to their customers.

[bookmark: _Toc106879759]Diagnosing what needs to change 
After considering both the microeconomic analysis and macroeconomic environment, it is clear that the key change project for JLP is the expansion of digital and virtual services.  This means enabling customers to shop in person, online and on the mobile app, as well as further developing virtual services such as personal styling and home design.
Due to the Covid-19 pandemic, in 2020 online sales accounted for 33.9% of all spending within the retail sector (Khaliq, 2021). Research indicates that leading retailers can retain their loyal in-person customers by developing both online and physical sales channels (Swoboda and Winters, 2021). However, creating too many shopping channels, which could include in-person, online, app based, social media based or telephone shopping can have a negative effect (Hult et al., 2019). The aim should be to ensure that two to three shopping channels are prioritized and maintained effectively and to ensure that customers receive consistent and readily available information (Berg et al., 2020). 
There has been a nationwide drive to create digital / virtual workplaces due to the Covid-19 pandemic (Gov.UK, 2019). In order for JLP to remain competitive within the retail sector, JLP need to ensure they are taking a proactive approach to integrating technology. It has been suggested that best practice is to weave technology in to new and existing practices to support employees to improve customer service at every stage (Berg et al., 2020). By continuing to focus on the in-store / human experience alongside the new digital ways of working, JLP will not risk isolating their loyal customers who would fall in to the 55+ age group. Research states that these consumers are likely to stick with traditional shopping behaviors and familiar products (Miller, 2019). 
[bookmark: _Toc106879760]
Managing the Change
Due to the scale of the change project and the size of the organisation, JLP need to intentionally manage this change project (Hayes, 2014). This report recommends the use of Lewin’s Force Fields analysis and Three Step Process.
 Lewin stated that with any change project there will be driving forces for change as well as resisting forces which aim to prevent the change. By reducing the resisting forces, commitment to change will increase which will then result in successful change (Lewin 1951, cited in Hayes, 2014). For JLP the most significant resisting factors are employee fear and inability to adapt to change. The analysis is presented below. Driving forces:
The Covid 19 pandemic has changed consumer shopping habits; consumers want to shop online.
Customers who live in rural areas want to engage with JLP and access services that were previously only available in store.
Customers want first class customer service across all platforms– online, on mobile applications and in store.
Developing the online shopping experience will enable JLP to close physical stores (save money).
Developing the online shopping experience will enable JLP to compete with global online retailers such as Amazon.
Online shopping will enable JLP to have a wider international reach.

Resisting forces:
Staff in some stores have already been made redundant which would create fear within the workforce.
Longstanding staff may fear change.
Staff may find it difficult to adapt to working in a virtual environment or they may lack the skills needed.
Longstanding loyal customers may not want services to change – some people do not like online shopping.
Physical space will be needed to store online stock.
Distribution networks will need to be set up to quickly transport the products to the customers. This comes at a cost.
Online specific laws will need to be complied with. This includes Social Media Law. 


Change: Investing in digital and virtual services

Drive
Drive
Resist 
Resist


Stakeholder 





Lewin’s three step process states that managing change involves unfreezing the existing level of behavior, moving to a new level and refreezing at this level (Lewin, 1951 cited in Hayes, 2014). Although Lewin’s model establishes general steps, additional information is needed to adapt these steps to JLP’s specific digital transformation project (Hussain et al., 2018). 
Unfreeze
In order to unfreeze the current behaviour, goal setting can be used to challenge existing expectations (Ford and Greer, 2006). Collaborative goal setting is considered a key contributor to the success of digital transformation projects (Millman, 2017). Collaboration and team work are also essential for a happy, creative and productive workforce. JLP should establish working groups where employees from across the organisation have the opportunity to contribute to the planning. 
Movement
Movement towards the expansion of digital and virtual services will require the development of new skills and competencies (Ford and Greer, 2006). A modern learning environment needs to be accessible and individualised (Rees, 2016). A flexible online approach to learning improves employee attitude to work as well as developing their knowledge and skills (Za, Spagnoletti and North-Samardzic, 2014). JLP need to develop an online training system that can be personalized for individuals. Once this training is complete the workforce should be both upskilled and motivated for the digital transformation. Senior managers and change agent supporting individuals who need bespoke training and support could use Kolb’s learning style inventory. Everyone has their own learning style and trainers need to modify their training to account for this (Armstrong and Taylor, 2014). It should not be taken for granted that managers feel comfortable with the new way of working; change agents need to ensure that employees at all levels of the organisation feel prepared for the change.
Refreeze
Positive feedback and rewards can be used at the refreeze stage (Ford and Greer, 2006). In addition to this, as JLP is an employee owned enterprise each employee will be financially rewarded if the project is successful. 
Throughout the digital transformation project communication, motivating and supporting others through the change will be key. A stakeholder analysis has been completed to identify those who will need to be considered throughout the project. Stakeholder analysis helps to identify expectations and priorities; stakeholder have considerable influence over the success of a change project therefore it is vital to establish these before initiating strategic plans (Hayes, 2014). Mendelow’s Power / Interest Matrix has been used (Mendelow, 1981 cited in Johnson, Scholes and Whittington, 2008).

	(A)High Interest x Low Power: Keep satisfied
Longstanding customers
Employee-Partners
Shareholders
	(B)High Interest x High Power: Key players
Directors
Senior Managers
Change Managers / Agents
Project Managers 
Trade Union Representatives 


	(C)Low Interest x Low Power: Minimal effort
Customers who shop occasionally
Community groups 
	(D)Low Interest x High Power: Keep informed 
Suppliers 
Partner brands
Regulatory bodies 




The high power stakeholders in boxes B and D can considerably influence the outcome of the change. Regular consultation session as well as formal and informal updates need to be provided for this group. However, all stakeholders need to be considered. Open and honest communication creates trust in a project and reinforces commitment (Sarran, Clark and Mendonca, 2018). JLP’s employee-partners need to be kept informed at all stages. In addition to this long standing customers should be provided with information as part of the customer care strategy (IBM, 2021).
In order to support groups of stakeholders through the change process, Virginia Satir’s Five Stage Change model can be used (Smith, 1998). The model will help JLP’s change agents and senior managers understand how groups of employees process and cope with change. This will enable them to put appropriate strategies in place at appropriate times, to help employees deal with the process more efficiently (Sridharan, 2022). Kubler Ross’s Five Stages of Grief model could be used to provide individualised support for those having particular difficulty managing the change (Tahir, 2019). Individuals can experience change in the same way that humans experience grief, therefore their thoughts and emotions should be respected and supported.
The role of leadership / change agent is vital at each stage of the change project (Hussain et al., 2018). Leadership can be defined as the ability to shape an organisation’s decisions whilst inspiring and managing others.  Research suggests that there are no universal good leaders. However, the best leaders have been found to move the organisation through the change project at a comfortably challenging pace (Lynch, 2015). In order to change agents to be effective, leaders need to develop and maintain appropriate relationships with those affected by the change (Lippitt et al, 1958 cited in Hayes, 2014). From an employee perspective, a leader’s ethicality can be considered one of the leading drivers for change (Durand and Calori, 2006). Thus if a leader is seen to be ‘doing the right thing’ from an employee perspective, then it is likely that employee engagement will increase. Clearly, the success of JLP’s change project will be dependent on who they employee as change agents and leaders.







[bookmark: _Toc106879761]Conclusion

To conclude, JLP have reacted to the impact of the Covid-19 pandemic by initiating a five year transformational change project. Within this project, JLP are initiating a digital transformation project whereby online and app based shopping options will be developed alongside virtual customer services. This report has analysed the reasons for this change and how the change project can be managed, with a focus on staff learning and wellbeing. Although at a personal level staff may be resistant to change, as a group of employee-owners it is likely that with appropriate support mechanisms in place all employees will embrace the change due to their invested interest in the organisation. 

[bookmark: _Toc106879762]Recommendations; reviewing and sustaining change 

In order to successfully implement the digital transformation change project, this report recommends that:
· Completion of a SWOT analysis and a PESTLE analysis will provide a starting point for the change project (Grant, 2020; Story, 2020);
· Lewin’s forcefield analysis is completed in order to identify driving and resisting forces (Lewin 1951, cited in Hayes, 2014);
· Lewin’s three step model is implemented in order to structure the change project and to break it down in to three key steps (Lewin 1951, cited in Hayes, 2014);
· Stakeholder analysis is completed to identify those groups who need information, consultation, training and support (Mendelow, 1981 cited in Johnson, Scholes and Whittington, 2008);
· Kolb’s learning model is used to provide bespoke training and support for employees as needed (Armstrong and Taylor, 2014);
· Satir’s 5 step model and Kubler-Ross’ grief curve are used to support stakeholders through the change project (Smith, 1998; Tahir, 2019).
In order to review the change project and to sustain the changes made, this report recommends that:
· The change project is reviewed at 12 week intervals. Stakeholder consultations and questionnaires will provide feedback as to whether the change is being implemented as expected and to map levels of support (Hayes, 2014);
· Over the long term measures including customer satisfaction and retention, employee wellbeing and the bottom line are used to measure the validity of the change plan (Hayes, 2014). Questionnaires, surveys and feedback forums could be used. Ultimately, the success of the project is determined by the level of profit JLP are making; if loyal customers are happy and new customers are shopping with JLP, then the project can be deemed successful.
· In addition to this, the SWOT analysis could be repeated in order to compare JLP’s strategic positioning before and after the digital transformation project (IndeedEditorialTeam, 2021)i.
· Generic measures such as was the project delivered on schedule and was the project delivered within the budget can also be used to assess the success of the project (Eskander, 2022).
[bookmark: _Toc106879763]
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