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Introduction
The main purpose of writing this report is to identify the change management process for Marks and Spencer and what are the steps to not only bring the change into the organisation, but also to sustain this change and to make it successful.
The report will briefly introduce the chosen organisation and will underpin some of the most important changes that the company has faced during its existence.
It will be discussed what are the external factors that have affected the change in the organisation during COVID-19 and for this purpose it has been used PESTEL analysis, to have a better understanding of how these factors influenced the need of change in M&S.

Also, it will be discussed what kind of leadership style the organisation has used during COVID-19 and why did the organisation have chosen these leadership styles.
Next thing to be discussed is the Change management models, and how these models can be used. The models discussed in this report are as follow: Lewin’s change model, Kotter’s change management model and ADKAR.
After discussing al these models, it will be identified what model works better for M&S and it will be discussed its implementation in the organisation. Also, it will be discussed the leadership styles that are suitable for the proposed change model. 
At the end of the report, will be made a conclusion based on findings and will be made some recommendations.

[bookmark: _Toc133877284]Marks and Spencer

Marks and Spencer (M&S) is a British retailer that sells homeware, clothing, and food and beverage. The organisation was established in 1884, and since then the company has grown into a global brand that sells its products in more than 50 countries and has more than 65 000 employees.
M&S has a good reputation for the high-quality products they offer and affordable price. Not only the clothing that brand produces has a high quality but also the food the company produces. The organisation is also very famous for its luxury and high-quality lingerie they sell. (Marks and Spencer, 2022).
M&S food had no online services, people could only buy their food in their shops, but in 2019 M&S has bought 50% shares in Ocado and in 2020, M&S has started the online food shopping. In this way, the organisation became part of the fastest-growing online food retailers. 
The company provides its food only from trusted suppliers, which only sell ethically sourced goods.
In 2022, according to Retail Gazette, Marks and Spencer has been voted the best brand based on the quality the company provides, the price they ask for their product, the value and customer satisfaction (Retail Gazette, 2022).
During the years, M&S have faced many changes, but the most recent ones are COVID-19 Pandemic, BREXIT and the war between Russia and Ukraine.
The organisation had to adapt quickly to these changes, and these changes have been successful. 
Covid-19 pandemic was one of the most challenging emerged changes the company had to adapt to. Overnight the organisation had to plan of how to keep not only their customers safe, but also their employees. To meet the demand during the pandemic, the organisation has started to offer on-the-spot in more than 200 of their stores, which helped the organisation to protect their consumers and to keep their safe (Nazir, S., 2021).
In this way, their clothing products and the homeware could be ordered online and collected for free in store. This change helped the organisation to gain some competitive advantage.
Another change that was made by M&S during and after pandemic was to close some small stores and to open bigger stores, that will have a modern look and will have bigger food halls. In this way, the organisation encourages online sales and click and collect sale for clothing, and to have bigger food halls.
Another big change that M&S has made is the online food shopping. Until 2020 the company had online brick and mortar food halls, but in 2019 they have bough 50% shares of Ocado, and in 2020 the company has started its first food delivery services, which has been an absolute success (Marks and Spencer, 2022).

[bookmark: _Toc133877285]PESTEL analysis for Marks and Spencer 

[bookmark: _Toc133877286]Political factor 
One of the political factors that has affected M&S during Covid-19 pandemic was the lockdown. Because of the restrictions, M&S had to close some stores which brought the organisation a decline in sales.
Another political factor has been the restriction in travel. The supply chain suffered because of this, which brought the organisation delays in delivering goods or some lack of products on the shelves. The company have been dealing in the best possible way to keep their customers satisfied and their employees safe.
Change in the policy, such as wearing masks or social distance measurements. The organisation had to make these changes to keep their customers satisfied and to comply with the Government restrictions.
In summary, the organisation had to adapt to all these political changes in order to be able to operate further and to continue to serve its customers.

[bookmark: _Toc133877287]Economic factor 
M&S had a decline in sales during Covid-19 pandemic, because of the stores closure and because of the lockdown. People have been forced to stay home and they had to limit their spendings because of the uncertainty of Covid-19.
The supply chain disruption also had impacted the organisation. M&S had delays in receiving goods from their suppliers and because of this the company faced difficulties in delivering goods to the supermarket shelve and to their customers.
Another economical factor that has affected M&S during Covid-19 pandemic was the change in customer behaviour. Most of the people were scared because of the uncertainty and they have considerably reduced their spendings.  M&S had to adapt quickly to this change, and they had to adapt to the customer’s needs and to create new pricing strategies.

[bookmark: _Toc133877288]Socio-cultural factor 
One of the things that have affected M&S during Covid-19 pandemic was the awareness of health and safety measures. Customers and employees were expecting from the organisation to take precautions measures in order to protect them and M&S did not disappoint them, they have implemented new safety measures in stores and in the workplace, such as sanitising stations, protective screens and others.
Because of the changes in work patterns, such as working from home, have affected the frequency of the people doing their shopping. M&S had to invest more in developing online sales and offering more delivery options or the click and collect service.

[bookmark: _Toc133877289]Technological factor
One of the technological factors that has affected M&S during Covid-19 pandemic was the contactless limit payment. The organisation adapted quickly to this change, and they have increased their contactless payments limit, which helped their customer to avoid cash handling or touching payment devices.
Another technological factor that has affected the organisation was to change the way their employees were working, for example some of the employees have started to work from home. The organisation has started to use the online platforms to communicate with their employees and they have adapted to this emerged change quickly. They had to invest in new technology and to train their employees to use it correctly (Marks & Spencer., n.d.).

[bookmark: _Toc133877290]Environmental factor
The environmental factor that has affected the organisation during Covid is the widespread of lockdown. All the restrictions related to the lockdown had an impact on the delivery services and on the business operations in general. Lockdown has brought a big awareness about the sustainability and ethically soured food, and M&S had to re-evaluate and to adjust to the customer’s expectations and needs (Marks and Spencer, 2020).
M&S has set up a plan to become a net zero business by 2040 (Marks and Spencer, 2022).

[bookmark: _Toc133877291]Legal factor
One of the major legal factors that has affected M&S during Covid was the lockdown. Because of all the restriction that was in place at that time, M&S had to introduce new restrictions for their customers in store and not only for them but also for their employees.
They had to quicky adapt to the new UK’s Government regulations, and to introduce the new health and safety measures. 
The organisation even had to close some stores or to limit the products they were selling, for example the non-essential ones.
The organisation had to provide a full PPE for their employees in order to comply to the new Government regulations but also to keep their employees safe (Marks and Spencer, 2020).

Overall, the organisation has adapted quickly to all the changes the organisation has faced and they have complied with all the regulations and restrictions during Covid.

[bookmark: _Toc133877292]Leadership styles adapted by M&S during COVID-19
To manage the change in the organisation and to adapt to new reality, M&S has implemented a few leadership styles during Covid-19 pandemic.
A leadership style that has been implemented by M&S during COVID-19 was the transformational leadership style. This leadership style encourages and motivates organisation’s employees to work together for a common goal (Bass, & Riggio, R. E., 2006). 
M&S strategic level has been open with their employees and have asked them to share their view and opinion about how to make the company to do trough the pandemic.
M&S leaders have encouraged their employees to think creatively and to share their ideas of how to face the challenge called Covid (Marks and Spencer, 2020).

Another leadership style implemented by M&S to be able to adapt to the emerged changed is the situational leadership style. This style is the situational leadership, and it involves adapting leadership behaviour to every case, situation or task to provide the team or its members with what they need (Wolf, J., 2022). M&S leaders have encouraged and inspired their employee to share their creative ideas or innovations in order to face Covid-19 pandemic in the best possible way. M&S employees could suggest their ideas to their CEO, and each innovation and idea were taken into the account (Marks and Spencer, n.d.).

M&S has implemented many emerged changes during COVID-19, and most of them have been successful, however, many of these changes could have been implemented much sooner, without being forced by the situation to do it. 
For example, on-the spot payments could have been implemented much sooner, but the organisation did not invest enough in this area, and they have preferred to go for the traditional payment methods, card payments and cash payments.
Another change that could have been implemented by the organisation much sooner, is the food service delivery. The organisation has only started their food delivery services in 2020, after they have bought 50% share in Ocado, and this brought them a significant increase in their food sale (Marks and Spencer, 2020).

Something that can be changed in the organisational culture foe the future in M&S is the sustainable culture and the remote work culture.
Both these changes will have a positive impact on the organisation, and if the organisation will allow their employees to work from home, in this way they will reduce the carbon footprint and will improve the work and life-balance for their employees, by saving time and money on communing to and from work.

[bookmark: _Toc133877293]Change management models 

[bookmark: _Toc133877294]Lewin’s Change Management Model
Lewin’s Change Management Model is a framework used to manage changes in the organisations. The model has three stages: unfreeze, change, refreeze.
First, it needs to be identified why does the organisation needs the change? What brought the organisation to this certain situation?
The process of change will start with the unfreezing stage, this stage is the first step to implement the change in the organisation. At this stage, the defreezing process will help to change the behaviour and to prepare people for change in the organisation. Managers and leaders will explain to their employees why the change is needed, what are the steps to be taken and how the change will affect the organisation and the employees. It is very likely that some of the employees will show resistance, and this is the reason why everyone in the organisation must be aware whys is the change needed (Levasseur, R.E., 2001).

The next step is the change itself. This step is where the actual change is implemented. The organisation moves from the old way of working to the new way. This involves whether using new technology, new methodology or new processes.
When bringing the change to the organisation, leaders must listen to their employees’ feedback and to support them to go through the change. It is very important to provide the necessary support to the employees to make the change easy and pleasant for them (MEMON, F.A., SHAH, S. and KHOSO, I.U., 2021).

The last step is the unfreezing. At this point the change has been already implemented and the employees have started to get used to change. The proposed change must be used constantly in order to make the employees familiar to the new way of working in the organisation. At this stage the leaders will ensure that the implemented change is used constantly, and it is a part of the organisational culture.
It must be delivered to the employees that the change was made to add value to the organisation and that this is the new way of working (Levasseur, R.E., 2001).

In the Lewin’s Change Model is important to make the change gradually, to include everyone in the organisation in the change process. The change takes time and effort, but this model helps the organisation and leaders of the organisation to manage the challenges that may occur is the best possible way.

[bookmark: _Toc133877295]Kotter's 8-Step Change Model
Kotter’s 8 step change model was first proposed by John Kotter in his book, in 1996.
According to Kotter(1996), there are eight important steps to change and to transform your organisation. These steps are as follow:
1. To understand the need of a change in the organisation. This involves delivering the information about the change in a clear way and immediately. The need of a change needs to be understood by the employees, they need to understand that this is very important and inevitable. Managers and leaders need to come with arguments and to demonstrate that the change is really needed, everyone needs to understand the importance of change (APPELBAUM, S.H., HABASHY, S., MALO, J. and SHAFIQ, H., 2012).
2. To create a powerful coalition. This coalition needs to be created from people with a high influence and strong personality. These people need to be able to convince the people in the organisation that the change is needed and to bring strong evidence about what they are saying, to prove that they said it is true.
3. To establish a vision and a strategy. This involves creating a clear vision and to present it to the employees in the organisation. Having a clear vision will help them create a plan and to strictly follow it. If the vision will not be clearly defined, people will be confused, and it will be hard for them to understand what is expected from them.
4. To communicate the vision. All the employees need to be informed and to understand the change and what it involves. The information about the change needs to be communicated by their supervisors or managers, and preferably face-to-face. This will help the managers to have immediate feedback from the employees.
5. Allow others to embrace the change and to take steps towards it. By removing the barriers that stop employees to take actions, will give them confidence and acceptance about the change that has been brought to the organisation.
6. Create short-term success. According to Kotter (1996) it is very important for the employees because they will understand that what they are doing is correct and it is appreciated by their managers and leaders, this will motivate them to move forward and to set up new goals.
7. Secure achievement and create more change. It is very important for the leaders to generate new change for the employees, in this way they will get used to the fact that the change will always be present in their organisation and will always be ready for it.
8. Establish the new ways of working. To make sure that the change continues, it is very important to maintain the new way working and to bring evidence of the benefits of the implemented change in the organisation (Kotter, 1996).
Kotter’s change model mainly accentuates the importance of communication between leaders and employees, and how the change will be successful if the vision is clearly defined, and the employees are involved in this change.

[bookmark: _Toc133877296]ADKAR Model
The model is a framework that helps organisations to understand the need of change and the steps that are necessarily to make this change successfully. This model was created by Prosci research organisation, which has first published their research in 2006. This model works in the next way: the organisation or individual needs to achieve a goal in order to move to the next one (Mind Tools Content Team., n.d.). 
This model is an acronym for: awareness, desire, knowledge, ability and reinforcement.

Awareness of the change: This is the first step, become aware that the change is needed. At this stage, the organisation realises that some change is needed, and they are ready to make this change.
Desire for the change is the next step. Individuals are showing their interest to participate in the change process, and they are ready to support this change.
Knowledge about the change. At this stage, the individuals are collecting the knowledge and skills needed to implement the change.
Ability to change: at this point the organisation and employees have the capacity to implement the change. They have all the necessary resources to start the process of change. Now the employees have the chance to apply what they have been teched and to demonstrate their new skills and knowledge.
Reinforcement: At this stage, employees are rewarded for the success they have achieved, they are getting a financial reward or positive feedback, it depends on the performance and on the policies (Mind Tools Content Team., n.d.).
The main advantage of using this change management model, is that it has clear objectives, and it must be done step by step, while the employees are working on their current projects.

The proposed changed management model for M&S is the Lewin’s change management model. This change model has been chosen for M&S because it is a simple but effective framework, and it will be easy to be implemented in the organisation. Using Lewin’s change model can help the organisation to not only implemented the change but also to maintain it over time.
The proposed strategic change for M&S is to focus more on the sustainability in all aspects of the business.

[bookmark: _Toc133877297]Proposal and Implementation of Change Strategy

The proposed change for M&S is to pay more attention on the sustainability factor, not only inside the organisation but also for their suppliers. 
First thing to be done is to clearly identify why is this change needed? Why does M&S need this change? How will this change affect the organisation? How this change will be implemented and who will be involved in the change process? 
The change will be implemented inside the organisation first, where leaders will create a plan how to implement this change. Leader will set up short-term goals and long- term goals and they will start implementing the change.
The need of change has been brought into attention a long time ago, and M&S has started to implement the change, but however the process it still slow and some improvements are still needed from the leaders of the organisation, but also for the employees and suppliers (Marks and Spencer, 2022).
The organisation should take further steps in improving their sustainable packaging. Although the organisation took some steps to reduce the use of plastic and other materials that affect the environment, leaders have planned how to reduce more the use of plastic and to become carbon neutral by 2025 (Marks and Spencer, 2022), the organisation can take steps to accelerate the process. 
The importance of this must be brought into the employees’ attention, and to make them embrace the change by bringing strong evidence of how this change will help the organisation and the environment. For example, the operational level can try to reduce the use of plastic bags in the food halls or in the clothing stores by offering their customers fabric, multi-use bags made from the recyclable materials. 

Another proposed change to help the environment is to work from home, in this way the organisation will reduce the carbon footprint and will have a positive impact on the environment.
The next step for the leaders of the organisation is to bring the change to their employees and to explain them the importance of this change. Leaders will be clear about the required actions, and one of the actions will be to allow more people to work from home, in this way the organisation will implement the change and will also help the environment. 
It is possible that some of the employees will not agree with the proposed change, but leaders will bring evidence that the change is important and will convince them that this change is necessarily.

After the change has been implemented, it is very important to freeze this change, otherwise the employees can easily go to the old way of working. These changes must be used constantly and, in this way, not only the employees will change but these changes will also change the organisational culture and their vision. They will be motivated to maintain these changes if they will hear positive feedback from their leaders, or if they will be rewarded. 

[bookmark: _Toc133877298]Leadership styles suitable to implement the change
[bookmark: _Toc133877299]Transformational leadership style 
A leadership style that will suit the proposed change, is the transformational leadership. 
M&S leaders will inspire their employees and will share with them the new vision that will help the organisation adapt the change in a successful way. The change about sustainability will be brought to employees in such a way, that will help them understand the importance of change and the transformation will begin with the leaders and will include the employees afterwards.
It is important to bring the change gradually and to include everyone in the organisation. Everyone in the organisation must understand that the change is everyone’s responsibility and in most of the cases the employees will be excited about the change, although some of them may show resistance.

[bookmark: _Toc133877300]Collaborative leadership style 
Another leadership style that will suit the proposed change is collaborative leadership.
This leadership style is suitable for the purposed change because it involves collaboration of leaders with the employees, the suppliers, customers and other stakeholders. Leaders will share the proposed goal, and everyone involved in the change process will actively collaborate for their common goal to bring the change and to make it successful.

Overall, the styles that will suit the proposed changed are those styles who involve collaboration and communication between leader, employees and other stakeholders that will work together for a common goal.
By implementing these leadership styles, M&S can drive the proposed change successfully and the change will have a positive impact on the organisational culture by making everyone to work together for a common goal by sharing the same vison.

[bookmark: _Toc133877301]The implementation of the proposed change
First thing to do when implementing the change is to make aware the strategic level of the organisation to understand why this change is needed and how the change affects the organisation. Strategic level will brainstorm and will come with ideas of how they can implement the change, they will set up short-term and long-term goals. They will create a bigger focus on sustainability and will find a solution how to minimise the waste and how to protect the environment, also they will check which are their weaknesses and how they can become strengths. 
After creating a clear plan and setting up the short and long-term goals, leaders will have meetings with the employees, and they will inform everyone that a change is needed. Leaders will come with strong evidence about why they have decided to change, what is the plan and how they will implement it. The organisation will ensure that they prepare everything for the proposed change: new technology, resources, training in order to make the change easy to be implemented and to have readiness for that.

The change will also affect the organisational structure, probably the organisation will have to employ more people or to shift roles in the organisation. 
When everyone in the organisation begin to put the theory in practice and to apply the new way of working, this whole process must be supervised by leaders to ensure that the employees are implementing the change in the right way.

During the change process, leaders and managers will supervise the employees and will adjust to their needs. Maybe some people will need more time to adapt to the new way of working or some of the employees may need extra training and explanation.
The last step of freezing is when people in the organisation are working in the new proposed way and at this stage managers and leaders need to closely supervise their teams to make sure that the new way of working is used constantly, and the employees are not returning to the old methods of work.

The impact of the proposed change on the organisational structure.
It is very likely that the sustainable change strategy will improve the organisations’ reputation, and this will help the consumers to trust more M&S and to be more conscious about their purchases and how this impacts the environment. The sustainability change and care about the environment will make the company to be viewed more favourably by their consumers and other stakeholders.

Another impact on the organisational culture will be that by implementing the proposed change will create new jobs in the organisation and it will change their vision. This can lead into new line managers that the change will have to be reported to, can change the communication channels or can affect the decision-making process.

While the change can be hard to be implemented at the beginning, it will bring many benefits after it is implemented by changing employee’s behaviour, by motivating them and creating new common goals and vision.

[bookmark: _Toc133877302]Conclusion and recommendations 
The purpose of the current study was to determine the importance of the change for M&S, and how the organisation can implement this change. 
This study has identified the external factors that can affect the organisation, and which were the most important factors that have affected M&S during Covid-19 pandemic, and how the organisation has adapted the emerge change during Covid.
This report also has discussed about the current leadership style and what is the recommended leadership style for the organisation when the proposed change will be implemented.
It has been discussed about the change models, and three of them have been discussed into details and these models are as follow: Lewin’s Change Model, Kotter’s Change management model and ADKAR model.
It has been identified what model will be used to implement the change and has been discussed each step that will be taken to perform the change and to make it successful.

It has been discussed the benefits of implementing the proposed change but to implement this change in the sustainability management it can have some negative impacts.

One of the negative impacts is the resistance from some of the employees or even from the stakeholders.
People are used to work in a certain way or to view the things from a certain point and by accepting the change, it means that they will need to put some effort to adapt to it and get used to the new way of working or to the new way of buying or supplying M&S products.

Another negative impact that can affects this change is the increased cost. This change can include some extra operations, new technology, training for employees and other things that can be costly for the organisation. To avoid high costs, M&S should research which way of implementing the change is the most effective and cost-saving. The organisation can also try to negotiate with the suppliers for a better price or to find new suppliers that support the environment and care about the climate change.
By implementing the recommendations above, M&S can improve the way they operate now and the organisation can become environmentally friendly much sooner than they organisation has expected.
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