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An Analysis and Review of a Major Change Previously Implicated by a Medium to Large Organization 












Executive Summary
This report will discuss the previously implicated major changed by a Medium to Large Company. The report discusses the changes undertaken by Primark and the most recent organisational change where Primark decides to relocate most of its UK situated employees to Ireland. This is a major organizational scale change that has a huge number of implications and potential impacts. The report will analyse and review the changes of Primark, reach a conclusion, and provide recommendations on the changes involved and the future of the organisation.
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[bookmark: _Hlk43411919]1.0 Introduction: 
Change management has been studied by different researchers, philosophers and business experts (Hayes, 2018, Paton and McCalman, 2008). There are several change managements approaches, theories and philosophies that are developed for the successful planning of change in an organization. 
There are three main stages for the change management: planning for change; managing and support change. The first stage includes the assessment of capabilities of change and compose a strategy that best fit with these capabilities. The second phase is associated with the performance and planning of strategies that were developed in the first phase, and in the last phase, the feed data is collected and analysed from both inside and outside the organization.
2.0 Findings 
2.1 Brief overview of Primark: 
Primark was started in 1969 and is the 5th largest UK clothing retailer. Currently, it operates 238 stores in seven different countries in Europe. Primark is famous for providing value clothing and holds a large number of customers (Jones et al., 2009). 
Primark directly purchases its goods and products in large quantities from different factories. The company sell clothing for kids, woman and men and large home-based luxury items. Their business philosophy is inclined more towards operating lean business and is concerned with volume. There are different departments in Primark, and the company tries to fulfil the stakeholder expectation by adopting different strategies (Arriaga et al., 2017, Cook, 2018). 
The company supply customers with its latest and fashionable clothes through its various stores across the UK and Europe. This a private company with global brand value. The company provides quick service to its customers with an easy policy of return. The success of a company is based on buying raw material directly from factories without including any agent and making clothes with simple fabrics and designs. The company overhead cost is very low due to its outstanding strategic marketing approach (Level, al Habibi, 2019). 
In 2017, the company banned the use of plastic in the cotton bud stem while ensuring that all cotton buds that were sold in the Primark stores contain paper stem. The company also banned the use of synthetic microbeads in their cosmetic product in 2017 due to the environmental sustainability issue (Härtsiä, 2018, Saicheua et al., 2012). In 2017, the company relaunched its “Ethics” section on its website. The updated website of Primark provides its visitors with information about the commitment and work on environmental sustainability and ethical trade transparently and clearly. This website features company programs, recent activities, development and policies (Aridov et al., 2014, Lee and Vachon, 2016).
2.2 Reason for Change: 
The Primark is committed to reducing the impact on the environment, and for this, different changes have been made by the company in the last three years across business and supply chain. In 2017, the company worked with the CH2M global professional service firm and developed an updated policy on the environment. This policy sets out different objectives and priorities for the business that is supported by the management system of environment and aligned with ISO14001:2015 standard. 
This policy was designed to help the company identify the areas where it should have made progress to mitigate the environmental risks and to promote conservation opportunities. A systematic approach was taken by the Primark for the identifying, controlling, and managing its impact on the environment. For the sustainability of the environment, the new products and style were introduced after reviewing and updating of the previous products and styles. Several changes have been brought by Primark in reducing the impact on the environment that is related to leather production. 
Primark has expanded its environmentally sustainable cotton program to Pakistan. Pakistan is a known as world 4th largest cotton producer country. The company has enrolled almost 20,000 farmers form Pakistan and is hoping the same level of success as achieved in India by having a profit increase of approximately 200%.  Primark hopes to enrol more than 30,000 farmers across India and Pakistan by 2022. 
The most recent change that this report mainly focusses on is the organizational change involving the relocation of about 200 positions related to Buying, Merchandising, Design, Quality and Sourcing to their Head office in Dublin, Ireland from their UK Head office in Reading in order to operate more efficiently. This change was brought about due to their need to be more efficient in term of these jobs. The staff were offered the move to Dublin or face redundancy since it was not really an option to retain these specific jobs in the UK. 
The main reason for this change was their efficiency goals. The company decided to focus more on expanding more into international and global markets and that needed their workforce to be firing on all cylinders as one unit. Primark offered almost all its employees in England a chance to relocate to their main office in Ireland. They needed all personnel on deck to make sure every task is being done with the best level of efficiency to enable a successful push towards expansion efforts.
Now a question arises, why do organisations engage in change?
The answer can be quite simple, but it comes in parts. An organisation may look forward to change to grow. An organisation may look engage in change to overcome a certain predicament. Or the organisation may change to avoid a certain predicament. The last two situations sound similar but are quite different due to how the change is observed and executed. If and organisation takes on a change to power through an issue, let’s say in the case of environment concerns, an organisation may change its ways to be greener and more overcome the environmental limitations. Or in the second case it may stop manufacturing the most negatively impactful product all together to avoid transgressing the environmental laws in effect. In every case however, the organisation must face consequences of the changes that it undergoes. Some impacts the company for the better while others may lead it completely off track toward insolvency.

2.3 Change Models:
Lewin's Change Management Model is a simple and easy-to-understand framework for managing change.
By recognizing these three distinct stages of change, you can plan to implement the change required. You start by creating the motivation to change (unfreeze). You move through the change process by promoting effective communications and empowering people to embrace new ways of working (change). And the process ends when you return the organization to a sense of stability (refreeze), which is so necessary for creating the confidence from which to embark on the next, inevitable change.
Comparing this to a different change model we can understand how situational each model can be. The Kotter change model also known as the 8-step process for leading change talks about 8 steps for bringing about and tackling a change. The 8 steps that are followed start from creating an environment of necessity. This urges the organisation to move toward a change that is required. The next step is to build a group of leaders that will oversee this change. Forming a proper strategic vision and initiatives come next. After that, the model dictates that a workforce needs to be either assigned or formed from volunteers. 
The next step is to allow the workforce to efficiently work through and for the change by removing any kind of limitations that they may be faced with. The 6th step is to create little milestones or short-term wins which will motivate the workforce and help keep track of progress and success. Once the first initiative is successful comes the push to keep on making successful changes to maintain the flow. And the last step is to institute the change. To make sure the connections between success and behaviour of the organisation is articulated to replace the old system and habits. 
While all the change management theories and models work with Primark's recent change, the one that applies to it the most is Burnes’ Change management Method. Primark developed the vision of expanding overseas and works step by step according to Burnes’ Method to facilitate that change, involving everyone required, gaining, and sustaining momentum and establishing stability to commit to the changes. Especially in this case where Primark relocated about 200 of its employees to function more efficiently.
Burnes Nine Element Model contains elements that are to dictate what steps to take for and against a change
1. Create a vision
2. Develop Strategies
3. Create conditions for successful change
4. Create right Culture
5. Assess need for & type of Change
6. Plan & Implement Change
7. Involve everyone 
8. Sustain Momentum
9. Commit to continuous improvement
Burnes Change management theory suggests that a having a situational view and approach is the best way to move forward with a change and dealing with it based on the context. It further provides a step by step guide to plan and tackle said change and following through to implementing that change so that its beneficial to the company.
2.4 Analysis:
Primark’s decision to move the employees from its Reading, England, head office back to Berlin, Ireland, was brought about due to its need to expand properly. And to be able to expand needed its operations to run smoothly. The expansions are brought about due to political, economic, and Technological factors. Due to Brexit the political unrest between UK and The EU cause the market to become somewhat uncertain, which proved to be beneficial to Primark’s operation in EU thanks to the weaker pound value. In the economic sense Primark was able to fight through even if the investors were threatening to pull out of the market, however the weakening of the sterling was used to its benefit and played with the translation benefit due to the exchange rates. Due to the emergence of e-commerce and the rise of online based shopping and retailers the traditional marketplace has taken a general hit. Primark not having an online presence is facing the most difficult time in this regard and so their only way to move forward is to expand further and more efficiently. 

2.5 Involvement of Leader and Complex Issues: 
Stakeholders hold an especially important position in the economic and business growth development of the company. The stakeholders are responsible for developing a sustainable position in the market of the organisation. In Primark, there are two types of stakeholders:  external and internal stakeholders. The internal stakeholders consist of management and employees of company and external stakeholders comprises of government policies, customers, investors, and society. 
The stakeholders have a great impact on the company operation and in the management of change. Internal stakeholders of Primark manage the change by keeping the employees motivated by providing both extrinsic and intrinsic reward to employees. The company provides value to all its stakeholders equally. 
The leaders in the company identify and respond quickly to the changes in the market and the unexpected challenges and react accordingly. The company leaders possess excellent change management skills that are important for the successful implementation of any change (Werther Jr and Chandler, 2010). 
Effective leadership is crucial for organisation change management. Every stakeholder has its own right in Primark. The main aim of this company is to satisfy and retain the customer by providing good services and products and offers them good value in terms of safety, choice, cost, and environment impact. The company is well equipped with commercial, technological, and environmental expertise. 
The Primark have an idea that its customers want value in exchange for money which they spend on service or product. The main ingredients are environment and safety that have a major impact on the development and research process. Another important stakeholder of Primark is its employees. There are more than 700,000 employees in Primark which include senior managers specialised in marketing, sales, finance, and production. 
The top-level management is also involved in the process of decision making. In the implementation of environmental sustainability, the right decisions have been taken by the company. In the process of implementing change, Primark management explains the advantage of change (in this case, environmentally sustainable products) to its investors. The investors are told about the financial benefits and get support from them in terms of technology and business change. The management team collects the opinion of all stakeholders in different ways. Based on internal communication channels and by using the assistance of the third party, the company implement change policies. The stakeholders provide their advice which the management team of the company utilises in implementing the change (Walker et al., 2014, MO, 2011). 

2.6 Change Agent Process: 
The Primark leaders of Ethical trade and sustainability are highly skilled and responsible for the development and implementation of sustainability cotton programs. For the implementation of this change, the company held regular meetings on the issues faced by textiles and garments industry that increase the company leverage as well as make sustainable changes. For the successful implementation of this change, the company has launched the mandatory training sessions for the employees and suppliers on the risk of trafficked and forced labour in 2017. Almost 95% of employees have successfully completed these programs. 
The organisation culture has been changed to adapt to the new way of production that is sustainable cotton production. The company has shifted its culture to a new way of empowering employee and commitment. For the successful implementation of this change, the company has not only to change its strategies but also the technologies for the (Beard, 2008) production of garments. This was done by engaging employees in the process of decision making and providing them encouragement and freedom to try new methods of production of environment sustainable cotton made garments. 
One of the best approaches that are used by Primark in implementing a change is to modify policies according to the market condition. The company has implemented this change using good technology that, in turn, results in increased productivity and profit. Primark has utilised the latest technology to produce high-quality garments in less time. Total quality management has helped Primark to find a good action plan and procedures to take the rationale decisions. For the expansion of its market operation to other Asian countries, a proper market analysis was done by the company management team, which helped in business expansion to China, India and Pakistan which are top producers of cotton around the world (Goworek, 2011). 
Different awareness session and training are conducted by Primark before the implementation of the change so that any of the stakeholders cannot oppose it. It also reduces the dissatisfaction among stakeholders about the company. Proper communication mediums are used by the company, which further reduces the resistance in the implementation of change by the employees. 
The management team of Primark uses different implementation methods and process of management in planning and analysing the factors which can impact the stakeholders before and during the implementation of the change process. The company leaders possess good controlling, managing and decision-making processes to control the resistance from different stakeholders (Beerel, 2009, Ajmal et al., 2012). 
All programs and policies of change implementation of the company are informed through the extensive engagement of stakeholders. The leaders of Primark ensure alignment and collaboration across different sectors and are committed to supporting the change initiative which they develop and then align company policies and codes with them (Gill, 2002, Todnem By, 2005). 
The leaders in this company provide freedom to their employees to make choices that benefit the organisation. Managers provide the employees with an overview of the change process elements and the extent of their control (Beerel, 2009). This provides employees with a sense of belonging and in turn, effective implementation of the change.

3.0 Conclusion:
Primark was started in 1969, and currently, it operates 238 stores in seven different countries in Europe. Primark is famous for providing value clothing and holds many customers. In 2017, the company launched first sustainable cotton products and a wide range of women pyjamas by using cotton that is purchased directly from the female farmers that participate in the sustainable cotton program. Primark has also used the technologically advanced machines that improve the production capabilities of the company. Another change implemented by the Primark was its entry into the new market.  
Change in Primark was not performed by a simple process; in fact, a series of steps were followed to achieve the desired results. In Primark, the cost of implementing the change was mainly controlled by redesigning the steps of the production process. The company managers take good decisions quickly that were improved by good leadership and high level of integrity. The company successfully implemented the change by effective policies of leaders, and change was introduced from the planned program that aimed at improving environmental sustainability as well as company profit.

4.0 Recommendation:
This report focusses on how to manage a change and how to overcome the obstacles and limitations brought in by the changes that need undertaking. The methodologies and the change management models are used by almost all the organisation globally because they are proven methods that yield proper results. However just following the models do not make managing change successful. It all depends on the execution of the processes and a strong grasp of the environment, company culture and the limitations in place. A company should always keep its image and culture in mind and then move forward with an ambitious change plan. 
The models and the theories are there to help guide them through the process, but in some cases some of the steps may be deemed unnecessary so following the models to the T would be redundant. The company determines its goals, its initiatives and strategies and should revise these strategies after every successful milestone reached in the change process. That is how an adaptive and responsible organisation to proceed toward making and managing changes.


Appendices: 
SWOT Analysis:
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