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[bookmark: _Toc67312472]Executive Summary
This report was commissioned to examine the efficacy of Morrisons' change management processes in light of the company's unplanned operational changes in response to the global pandemic.
The findings of this report are divided into four sections, the first incorporates how the pandemic has acted as a driving force which found the company having to expand its online distribution services in a bid to secure market share against its competitors. It also evaluates the internal and external factors using a SWOT and Pestle analysis to draw attention to the risks of not mitigating the major threat of its limited online presence and how the organisation may continue losing market share as a result. 
The second section feeds upon the leaderships involvement within this process of change and includes how the leaders successfully recognised the need for use of other complex areas within the organisation to assist the operational changes. While further investigations revealed how a lack of leadership experience and skills when managing unplanned change has caused the organisation to face unnecessary resistance within its planning and implementation of these changes. This section also shows how the company can be seen to engage with Lewin’s change model and discusses the benefits of using other change management models. 
The use of change agents is examined within section three, highlighting how senior roles within the company illustrated the value of change down to the complex areas. However, identifies the absence of change agents within lower levels of the organisation caused by the same lack of abilities previously.
Finally, the last section describes Morrisons’ culture using Schien’s culture model and identifies the significant role it has played when relying upon its workforce to successfully implement and sustain its operational change.
Following the research gathered, the report concludes by offering recommendations to assist Morrisons with future change management processes, particularly aimed at addressing the lack of experience when identifying resistance and the reason why it occurs and methods that can be used in an attempt to avoid resistance throughout the planning and implementation of change going forward.
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1.0 Introduction
[bookmark: _Hlk67267326]This report was requested by the chief executive of Morrisons on 14th February 2021. The aim of this report is to give the reader an understanding of the nature of change and how it impacted Morrisons and its stakeholders. It draws upon key theories of how Morrisons have planned and implemented change in response to coronavirus using various models. Highlighting the influence of micro and macro factors identified within a SWOT and Pestle analysis, and incorporates the role of leadership, change agents and culture on the success or failure of the change process.
The procedures adopted to compile this report include thorough secondary research to gather background information to the planning and implementation processes utilized by Morrisons and academic sources that support the material used within the literature. Written by Natalie Thomas, an external change management consultant at Thomas & Co, submitted on the 25th March 2021.
[bookmark: _Toc67312474][bookmark: _Toc67312475]2.0 Findings 

2.1 About Morrisons
The trade name of Wm Morrisons Plc, established by William Morrison in 1899, is Morrisons. The company reported revenues of £17.5 million in FY2020 and a net income of £324 million (MarketLine, 2021). As of March 2020, Morrisons held a 10% share of the grocery market, a decrease of 0.3% on the previous FY2019. A substantial amount compared to that of its rival supermarket Tesco who during the same period reported to hold 27.2% share of the grocery market, and only saw a 0.1% decrease on the previous FY (Statista, 2021).
Morrisons is a grocery retailer in Yorkshire with over 100 years supermarket experience. MarketLine, (2021) records Morrisons employs 98,619 colleagues, with the primary emphasis of business serving food and groceries to its 12 million customers every week in more than 500 stores and online distribution services in the UK. 
Today the company owns and operates 18 manufacturing plants, buys fresh produce from local producers (Morrisons PLC, 2021a) allowing its supermarkets to have direct control over the production and delivery of food.
Morrisons began its online journey in 2013, in preparation for a food delivery service, available to homes throughout the Midlands in 2014 (Vizard, 2013). The grocery website has continued to steadily expand its online services since then. However, up until early 2020 the company still had a limited online presence, Statista, (2020a) highlights how other supermarkets are showing a larger growth of sales for the early part of last year, resulting in Morrisons being at the bottom of the four big supermarkets.
[bookmark: _Toc67312476]2.2 The reasons for Change
Hechanova et al, (2018) suggests companies around the world have faced the need to become more sensitive over the past decade to evolving requirements and increased pressures to compete globally. Braben & Morris, (2020) assert many companies are in a constant state of change. In the current volatile world, those that are the most agile and adaptable are the most competitive organisations.
To identify the reasons behind Morrisons need for change, the author reflects upon Lewin’s force field analysis, from which identifies how some things act as driving forces pushing movement towards change, (Lewin’s force Field Analysis/ Art of Change Management, 2021), while others act as resistors and get in the way and cause barriers to the change being implemented effectively.
At the start of last year, a worldwide health emergency known as coronavirus, sparked a major restriction to how people were able to source essential items within retail stores. The virus would see a reduction to the number of customers being able to enter supermarkets to shop and reduce the number of staff permitted to work within the stores. Restrictions to travel meant customers were forced to visit their local stores and many people were categorised as vulnerable and told to self-isolate for period of three months or longer, forcing organisations to act and make radical changes (Puri, 2020).
As fundamental retailers, this was the driving force which found Morrisons having to plan and implement changes that would further impact, as Stobierski, (2020) suggests different areas of the operations within the company. Mullins. (1999 p.822) adds ‘change can affect all aspects of the operation and functioning of the organisation’, from which Kokemuller, (2019) explains are often taken to adapt to market change or strengthen processes in order to gain a competitive advantage.
Hammer, (2004) suggests operational change is a meaningful and long-term strategy for getting ahead and staying ahead. However, many leaders dealing with organisational changes overlook the most critical aspect of the situation, Wassmer, (2016) asserts the workforce is the one true benefit rivals lack, therefore by focusing on a people first strategy for operational change before the implementing stage, organisations will have teams who are invested in the process from the very beginning.
Morrisons assume an indispensable part inside the current crisis to allow customers to continue sourcing supplies while ensuring the process is controlled to diminish the spread of infection. Morrisons needed to respond rapidly and embrace new operational measures in response to the current situation in which would permit services to continue and ensure the welfare of colleagues. 
Although Morrisons already practice the process of change in their planning and decision-making environment, the strategic changes impacting its operations in response to coronavirus have mainly been due to SWOT/PESTLE factors the company were able to recognise and plan for.
[bookmark: _Toc67312477]2.2.1 SWOT and PESTLE Analysis
Every change initiative comes with inherent risk, but often the risk of doing nothing is higher than the risk of embarking on it (shore, 2016). Unknown internal or external factors emerge and create a challenge to managing change if not addressed, risk monitoring and forecasting ensures that these occurrences do not catch the company by surprise.
Evaluating the strategic capability of change in response to coronavirus, exhibit 1.0 in appendices provides a SWOT analysis, Mullins, (2010) explains a tool used to review any major internal threats or weaknesses influencing Morrisons response to the coronavirus crisis and identifies potential solutions. 
The internal analysis identified Morrisons lack of leadership experience when dealing with unplanned change and not having involved lower levels of the organisation in previous change processes. Detailed as a threat due it’s influence on other complex areas within the change process and its contribution to the number of change agents that can help promote these changes. The analysis also highlights the possibility of resistance from stakeholders caused by the same lack of experience towards change. Yet features how the organisation can utilise their culture strengths and financial position to support the necessary changes. While drawing attention to the opportunity the organisation has to now involve every one of at all levels within the company and mitigate these threats and weaknesses. Corresponding with Hechanova et al, (2018) view, that highlights the role of leadership in shaping the attitude of employees towards organisational change. 
While exhibit 1.1 in appendices demonstrates a pestle analysis carried out prior to Morrisons response, helping to predict, Frue, (2018) suggests both the past and present external factors that influence the change at present or during its planning or implementation. Levenfeld, (2016) suggests a PESTLE analysis framework is a valuable tool for managers and leaders assessing the organisations risks. Frue, (2018) adds how breaking down these critical influences helps business owners, such as Morrisons, to better understand whether the next decision is strategic or reckless.
The external analysis considers the influence of the new and imposed government guidelines on Morrisons decision to transform the usual day to day operations. The fear and uncertainty surrounding the lasting impacts of the virus and changes to consumer shopping patterns has dramatically contributed as driving forces towards this response, the consequences of not making sufficient changes to the online operations have further repercussions for both a continued loss in market share and profits. Elder, (2021) explains shopping habits formed during this crisis are likely to stick and the cost of maintaining stores to serve fewer people will affect profits margins.
Drawing attention to the major threat of its current limited online presence and services, the analysis therefore offers an opportunity for how customers can conveniently and safely continue to shop for goods. By expanding its distribution range and services Morrisons believed it would prevent a downturn in the market, mitigate the threat of competition that it is currently losing and reduce further infection risks to employees and consumers. Ensuring the government guidelines and restrictions are kept up to date, incorporated and adhered to, will prevent any legal implications. However, the company needed to plan and implement these quickly as other organisations are already ahead of the online grocery game.
While a pestle analysis promotes the reflection of a number of external factors that influence the internal organisations response, planning and implementation, the analysis can often identify several factors that may not be significant. Whereas the use of scenario planning blends environmental scanning with innovative thinking, considers the external constraints on the environment that lead to changes in the organisations internal response. Buchanan & Huczynski, (2010) explains scenario planning is used to explore the possibilities of ‘best case, worst case’, allowing the internal habits to be revealed to the external world to illustrate and resolve the problem and causes.
Deep and transformational changes described by Buchanan & Huczynski, (2010), like these are often pursued in response to external factors and entail a simultaneous shift in mission or policy, people, or business processes. Stobierski, (2020) suggests without change management, company transitions can be rocky, they result in time, resources, and lower employee morale which can lead the organisation to fail.

[bookmark: _Toc67312478]2.2.2 Models of Change
While there are a variety of process models that indicate how change can be handled, Kurt Lewins seminal work is one of the most cited (Bakari et al, 2017a, Cummings et al, 2016 & Bakaria et al, 2017b). A three-step model for organisational change that includes unfreezing, making the desired change and refreezing, Hechanova et al, (2018 p.916) asserts ‘Lewin suggested that in order for change to occur, it is important to overcome the inertia and change pre-existing mindsets’. Which is where the first stage of the model can be seen within the early stage of Morrisons change process, as illustrated in Exhibit 1.2.
  [image: ]                
Advocates, alongside incubators, apathetics and resisters are terms used by Shaprio, (2003; Williams & Golden, 2012) to describe people’s attitudes towards change at a given time, known within her theory (spoken about in more detail later on) as levers.
Identified below in exhibit 1.3 the change process engages’ with Lewins second stage, described by French et al, (1985; Mullins, 2007 p736) ‘movement’, to which research identified during this stage a resistance to the change form employees, as identified within the SWOT analysis, leading the author to reflect on Kubler-Ross model to draw the reader’s attention to the influences causing the resistance (Cameron & Green, 2019). 
[image: ]                                              
Mullins, (2007) explains the final stage of Lewin’s three-step model symbolises when the changes have taken shape and have been reinforced by all Morrisons stakeholders as a new form of operations, this is illustrated in exhibit 1.4.
[image: ]                              
Although much research has been conducted since Lewin’s original model, in an attempt to refine the approach to change, Rosenbaum et al, (2018) findings suggest many theories/models consist of similar characteristics that provide fundamental links to Lewin. Yet Cummings et al, (2016) argues Lewin’s overly simplistic model is inappropriate in today’s complex world that requires flexibility and adaption. However, Swanson & Creed, (2014) insist this is only the outcome of viewing the three-step process with a limited associated analysis, furthermore, offering evidence to suggest its value when applied with richness and in depth in the context of today’s management discipline.
Pollack, (2015) draws upon the conclusion to his findings to suggest although models and frameworks are useful for conceptualising the activity of change management, it benefits to place greater emphasis on the sociological understanding of culture and social identity when engaging in the management of change. Encouraging the author to reflect on Kotter’s eight stage change model, in addition to Lewin’s work, from which Bhatt, (2017) suggests includes the projection of a new vision, together with wide consultation with employees at all levels to overcome resistance and gain acceptance, while drawing on the continuous use of communication and evaluation to manage and sustain change. Going forward the author proposes the use of this model and its benefits to leaders and managers, with the aim of reducing the amount of resistance highlighted within the change process when managing change in the future.

[bookmark: _Toc67312479]2.3 Leadership
Boris, (2020) suggests in today’s uncertain climate, leaders at all levels in the organisation are involved in managing change. While senior executives set the organisation tone, those in the middle management, leaders on the frontlines and team leaders also play vital roles.
To identify and describe the involvement of leaders in the planning and implementation of Morrisons response to the crisis, the author reflects on the path-goal theory. Ogbeide, (2011) explains the logical framework provides an understanding of how leadership styles can inspire employees in the change process. For the purpose of this report the author draws attention to this theory to best reflect Morrisons leadership style in the management of this change process, as it pays attention to Northouse, 2009) the need to utilize different leadership styles/behaviours to match the context with certain areas of the organisation.
As well as advocating the change, the change was led by the board of directors and executive committee were responsible for the high-level decisions to Morrisons operations during the planning stage. Morrisons financial status determined a continued generation of significant and sustainable cash flow (Annual Report and Financial Statements 19/20) to allow for the required capital.
Unlike previous planned change processes, in particular 2018, Hegarty, (2021) explains when the company initiated a change to the management structures, with the aim of increasing front-line colleagues to improve customer service. The process led and managed as a ‘top down’ approach only (Heyden et al, 2017), meant very little involvement from other complex areas were called upon. This long process had led Morrisons to recognise the effects of having used this approach, from which determined a radical change within the way change would be managed when responding to this crisis.
Basu, (2021) implies change management is a mixture of concepts and strategies for successful change planning and implementation. Cameron & Green, (2020) implies that there are various approaches to managing and understanding change from which to choose, however, their research concludes that none of them tell the whole story. Despite this an article written by Blades, (2020) offers a view to which each crisis has phases, he suggests the phases evolve and provide a structure for planning rather than just reacting directly to the crisis. 
Within an article Braben & Morris, (2020) describe the problems a previous management of organisational change (MoOC) system had at Tronox Pigment UK. The system which mainly concentrated on the practical aspects of change, neglected key issues, such as risk assessments, causing the organisation and managers great difficulty in the implementation of change. Acknowledging these issues, Iles & Sutherland, (2007 cited in Hughes, 2007 p.42) suggest that no single method, strategy, or tool best fits organisational change, emphasising the importance of how managers diagnose organisational situations and select the most appropriate methods to that given situation. 
Having specialist and deep knowledge within the technical development of the change processes, the web and integration was led and managed by the digital and innovation team (Morrisons.jobs, 2021b). The team of HR experts championed staff and were responsible for the training and tools they needed to successfully implement the changes (Morrisons.jobs, (2021d). Working alongside the Technical team, the pair used explains google communities, daily bulleting’s, and Vlogs as a method of communication with all stakeholders (Morrisons.jobs, 2021b). 
However, the main involvement of leadership during the change process and the most difficult was the time constraints and ensuring the right people were in charge of carrying out the processes during implementation. Coronavirus sped up the need for grocers to adapt their online operations in a race to be more efficient than the likes of Amazon and other leading supermarkets (Morgan, 2020). Resulting in Morrisons having to respond quickly and reducing the amount of time that would usually be taken when initiating such transformations to its operations.
[bookmark: _Hlk66893739]Identifying how operational changes like these relied heavily upon the instore managers, who as Stobierski, (2020) explains concentrate on making business transitions successful,  was where the organisation recognised the radical change in leadership style was needed. Morrisons.jobs, (2021c) implies knowing their subordinates best, Morrisons instore managers were given flexibility to tailor  leadership styles to their local store, linking to Bloisi, (2003) suggestion that leaders create a supportive environment that drives change. Hechanova et al, (2018) further implies since organisations are human structures, effectiveness lies in its members ability to embrace the changes. Therefore, the board of directors and chief executives felt the instore managers were in a position to best support the operational changes. However, failed to account for some of the skilled required for change management process. In particular the ability to identify potential blockages during the early stages of implementation, caused by a lack of previous experience and training within the management of change.
Various factors affect the attitude of workers towards change, including prior experience of change and emotional intelligence. Cameron & Green, (2009 p.50) refers to Daniel Goleman’s emotional intelligence and management competence to suggest that ‘what makes for more effective managers is their degree of emotional self-awareness and ability to engage with others on an emotional level’. Furthermore, Kavanagh & Ashkanasy, (2006) add leadership is essentially a process of social influence in which individuals want to feel included, supported, and reinforced, especially during change. 
Hechanova et al, (2018) propose organisational leaders are typically confronted with a workforce that is resistant and reluctant to change. Leaders must be skilled in change management processes if they are to act as successful change agents (Van Knippenberg & Hogg, 2003 cited in Kavanagh, & Ashkanasy, 2006). As identified previously, had the leaders utilised Kotter’s eight step model to enhance communication and evaluation, alongside Kubler-Ross model, to raise awareness into these attitudes and behaviours and in an attempt to address potential roadblocks earlier on, lesser resistance may have occurred. 
Furthermore, research also identified other blockages that were not detected by the leaders during the early stages of implementation, during a conversation with Butler, (2020) Potts explained adapting to the surge in demand was difficult for everyone, from which the company needed to employ 25,000 extra staff to help with the demand of online services. A significant extension was made to the click and collect services in addition to the original plans (Morrisons.jobs, (2021b) and Morrisons had to further double the number of online delivery slots in excess of 60% compared to what they had planned for (Johnson, (2020). Responding to the crisis would see the company face costs totalling 15 million, in order to sustain the changes financially, the leaders deployed its assets to protect and support its stakeholders after being significantly impacted as a result of the crisis (Kilgannon, 2020). 
Therefore, the author has made recommendations which can be looked upon with the aim of addressing these issues before in future change processes.
[bookmark: _Toc67312480]2.4 Change agents
Swanson & Creed, (2014) suggestion is based on the observation that the variation in the perception of forces between those who embrace change and those who resist it is a pivotal consideration when, planning, recognising, controlling, and directing change.
Shapiro, (2010) draws attention to the significance of advocates, who are individuals who not only acknowledge and apply a change but illustrate its value to others within the organisation. Similar to the role of change agents, described by Buchanan & Badham, (2008) and Alagoz et al, (2018) as those actively seeking to influence and promote change regardless of a role or job title. However, Bloisi, (2003) adds their role is to alter the status quo and change behaviours, and are often selected for Buchanan & Huczynski, (2010 p. 582) ‘their expertise in the substance of change’.
Throughout change execution as explained by Heyden et al, (2017), the board of directors and executive committee as leaders initially filled the role of change agents by aligning and translating its value to the stakeholders of the organisation. As highlighted above, both felt managers and HR experts were in natural and feasible position during the implementation stage to advocate the strategic objectives into concreate operational changes in a top-down approach. 
However, reflecting on the issues raised in the previous sections, organisational change can regularly come into contact with some form of human resistance, in spite of the fact that the leader and instore managers were not mindful of this reality, and were not equip with the experience to evaluate methodically who might resist the change and the reasons why. Kotter & Schlesinger, (2008) asserts many mangers underestimate not only the variety of ways people can react to organisational change, but also the ways they can positively influence these individuals during a change. 
This resulted in the lack of change agents on the lower ground of the organisation that would have been able to contribute towards altering the status quo and behaviours of those with a low tolerance for change. As Ipsen et al, (2015; Nielsen, 2021) suggests having peers as change agents may be of an advantage over consultants or managers as participants may find it easier to trust colleagues. Yet, Lunenburg, (2010) suggests, external change agents such as consultants can offer a different perspective to the situation and challenge the status quo as they are not bound by the firm’s culture, politics, or traditions.
Kotter & Schlesinger devised six general strategies for overcoming resistance (Bloisi, (2003), two of which the author suggests may have been of significance to the leaders/managers in light of the findings of this report to aid the role of change agents. When resistance is based on a lack of knowledge and analysis, an education and communication programme can be ideal, particularly if the initiators need the resisters' assistance in enforcing the change. The other is an additional support mechanism, Kotter & Schlesinger, (2008) example a how an electronics company devised a way to help people adjust to frequent change by staffing its HR department with four counsellors whose role is solely to take time talking to people about how they are feeling and find out how they organisation can help them. 
Furthermore, Bloisi, (2003 p.709) asserts ‘resistance can sometimes be beneficial if detected because it promotes functional conflict and debates that can promote through analyses’, research suggests excessive and irrational resistance can hinder progress if undetected. Therefore, the author has included recommendations which will help the organisation increase the amount of lower-level change agents, detect resistance, and motivate individuals for future change processes. Actions that are also identified as levers of change, that Shapiro, (2010) suggests leaders can take to engage people and help them gain confidence and enthusiasm of change.


[bookmark: _Toc67312481]2.5 Culture
Change in an organisation, as previously stated, creates uncertainty, which leads to fear among employees, making change management extremely difficult. Building change on and around core cultural values makes change implementation less uncertain and volatile, making people less fearful. Martin, (2013) suggests culture can both help and hinder the change process. While opinions surrounding the impact of culture on change process within organisations differ, Austin & Ciaassen, (2018) suggest there is a growing need to focus on culture as an important ingredient in the management of change. Drew et al, (2016 p.2) suggests ‘the mindsets and behaviours of staff, organisational culture, help determine whether changes can be sustained over time’.
[bookmark: _Hlk67268016]The author draws attention to the work of Schien, (2010) when observing Morrisons culture in relation to the change process. Described as artefacts within the three layers of culture, Morrisons strategy ‘6 Priorities for the business’ (Morrisons PLC, (2021b), can be seen as the visible element of the organisation. Devised from the key values and beliefs; teamwork, ambition, determination, and drive to remain competitive, create the underlaying assumptions of ‘Together We Make Morrisons’, ‘Morrisons Way’, ‘Our People Make Morrisons’ (Morrison.jobs, 2021a). Corresponding with Wassmer, (2016) earlier opinion, highlighting of the benefits to focusing on a people strategy.
Although resistance did occur during the early stages due to a lack of experience and skills, it seems the culture Morrisons have developed, saw the determination, ambition, and togetherness of its workforce drive through the stages of change. Corresponding with Wassmer, (2016) earlier opinion, highlighting of the benefits to focusing on a people strategy when implementing operational change. With this in mind Austin & Ciaassen, (2018) asserts the company can be seen to view organisational culture as a management directed phenomenon, and a tool for organisational change. From which the author suggests it can be seen to have played an important role to successfully implementing and sustaining these changes. Since these changes have taken effect, Elder,(2021) explains Morrisons has seen its online grocery sales grow by 190%.
However, already having reviewed the impact of culture during the implementation of this change, Morrisons recognise the efforts of its colleagues during this change and aims to hold on and embed what they have learnt into their culture (chief executive David Potts; Kilgannon, 2020). To create inspirational, innovative, and stronger Morrisons, with the certainty and consistency they desire towards change without the need for any radical cultural changes. 
[bookmark: _Toc67312482]3.0 Conclusion
It is evident from the research Morrisons has built a successful company, with an appealing financial position that places value within its workforce. However, with the increasing concerns surrounding the company’s market share position, it was imperative for Morrisons to makes changes to their operations in a bid to avoid losing any further market to other retailers. 
The global pandemic has seen the retail segment cascade throughout the crisis, with many retailers having to seize trade and a substantial number of restrictions put in place, as fundamental retailers Morrisons needed to respond rapidly. 
In light of this, the findings within this report highlight the extent to which the internal and external factors within the SWOT and Pestle analysis identified the major threat to Morrisons was their limited online presence and services, and therefore influenced the decision to transform its operations by expanding distribution range and services.
Although Morrisons have previously practiced the process of change management, it is evident the lack of experience when managing unplanned change proved to be of great significance when faced with having to respond quickly.
The board of directors and executive committee leading the changes acknowledged the need for the involvement of other complex areas within the organisation. The leadership were able to understand that the planning and implementation of such operational changes relied upon the involvement of the HR experts and digital and innovation team. Yet ensuring the success of its implementation relied heavily upon the instore mangers and their ability to embrace the changes. 
However, overlooked the skills required of the individuals in change management processes, in particular the ability to identify potential roadblocks during the early stages of implementation. The lack of awareness to psychological issues surrounding change and the understanding of behaviours towards employees low tolerance for change, are key themes throughout this change process.
Initially the board of directors and executive committee took the role of change agents and successfully translated the value of the change to the necessary complex areas, assuming the natural and feasible position held by the managers would create a relationship by which the strategic goals would be translated into concreate operational changes. Although the logic of this theory was apparent, leaders and managers both failed to account for the resistance that usually occurs when people are faced with radical change, causing a reduction to the amount of change agents and advocates within lower levels of the organisation.   
It is also exampled how Morrisons culture has effectively developed a dedicated workforce that is capable of functioning through the stages of change and was an important ingredient in aiding the process of change, especially when it came to relying on the involvement of complex areas implement and sustain the changes.
Although the operational changes were successfully implemented and sustained, resulting in Morrisons currently seeing a growth of online sales. There were areas highlighted during the change management processes that require further development to aid successful change planning and implementation in future.
[bookmark: _Toc67312483]4.0 Recommendations
Concluding the analysis of this report the author has complied a set of recommendations to aid the organisation in the future management of planning and implementation of change.
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[bookmark: _Toc67312486]Exhibit 1.0 SWOT Analysis
[image: ]

[bookmark: _Toc67312487]Exhibit 1.1 Pestle Analysis 
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Movement
As Morrisons and its employees get used to the idea that things are going to be different, it is between these
two stages stage where employees began to show signs of resistance.

Described as incubators, in a state of denial, some employees struggled to believe what was happening to
them, already living with the fear and stress surrounding the virus, were expected to take on additional roles
and extra duties, an attitude towards change described by Kotter & Schlesinger, (2008) as a low tolerance for
change.

The feeling of anger set in with having to learn new skills at such short notice, along with being moved out of
their comfort zone. In fear of the possibility of job losses, many began bargaining, by agreeing to the changes
but not to the early shifts that were initialled to get good ready for early delivery/collections.

The negativity continued into depression, until routines started to take place, the training was made
enjoyable, and duties were well managed, finally resulting in acceptance to the changes. These stages of
resistance refer to the work of Kubler-Ross, who Cameron & Green, (2020) suggest created a model to raise
awareness of the psychological issues surrounding change. Lewin's work recognises the position of peoples
psychological issues in the form of emotions, that can lead to resistance during the change process.
Rosenbaun et al, (2018) suggests Kubler-Ross’ research provides insight into those elements of emotions and
focuses on an individual’s responses that impact certain behaviours when dealing with change. Furthermore,
Cameron & Green, (2020) assert the model can be partially helpful for managers who want to understand the
actions of their staff during a change process and why they may react the way they do.

As the incubators began to come to terms with the new changes, they began to create new ways of working
to support the implementation and understanding how it will benefit themselves and the organisation going
forward.

Exhibit 1.3
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Refreeze

As plans are implemented and the stakeholders embrace the change, Morrisons was ready to refreeze and
imbed the changes within their culture. Kilgannon, (2020) refers to David Potts statement emphasising the
efforts of its colleagues during the implementation of change, ‘it is something the supermarket aims to hold
onto and build into their culture to create an inspirational, innovative and stronger Morrisons, suggesting the
stakeholders were confident and comfortable with the changes after overcoming the initial resistance.

Exhibit 1.4
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Unfreeze
In order to implement these changes Morrisons’ change advocates began communicating to stakeholders, the
reasons behind why the changes were necessary in a bid to get their ‘buy in’ into the process.

With the new government guidelines in place, Butler, (2020) suggests sales and profits were expected to be
affected by nearly 40 percent due to a reduction in fuel sales and the closure of instore cafes. Alongside the.
already growing concerns over other supermarkets showing a larger growth of sales among online service
(statista, 2020) and ensuring the wellbeing of colleagues, it was important for the advocates to share their own
expertise and enthusiasm while liaising the reasons surrounding the change in order to portray it's severity and
mitigate any doubts or concerns from those involved in its implementation.

Exhibit 1.2




