

[bookmark: _Toc181983382][bookmark: _Toc182125732]contents

Introduction	2
The current state of John Lewis Partners (JLP)	2
Recent history of JLP	4
McKinsey’s 7s model	6
Proposed change plan	9
Kurt Lewins change model	10
Conclusion	12
References	14




















[bookmark: _Toc182125733]Introduction
Digitalisation has become a critical part of our lives and the business world and so, with continuous innovations and changes, it has become even more important to find ways to adapt and adjust to change and stay on top of meeting customer demands, keeping employees happy and partners satisfied (Rossato and Castellani, 2020). Managing change is a significant part of change management plans that enable to implement change swiftly and effectively without which companies can fall behind of advanced changes and lose market position (Rossato and Castellani, 2020).
 This report will include a critical evaluation of the British retail store John Lewis and Partners(JLP). The report will have a review on the current state of the company and how it has over the years been affected by digital disruption and economic uncertainties that have created huge changes in the market. The report will include a detailed evaluation using different change management tools such as Lewins change model, and Mckinseys 7s model to understand and identify some issues of strategic change and how it was managed with different leadership styles.
[bookmark: _Toc182125734]The current state of John Lewis Partners (JLP)
Established in 1864, and now running for 156 years, JLP is  one of UKs largest retail giants operating with two businesses John Lewis stores and Waitrose supermarkets. They are known to be the largest employee-owned business in the UK, currently operating 34 stores after multiple store closures and today has become a leading omni- channel retailer (Our business, John Lewis partnership, online). The stores sell from clothes, furnishings, beauty, technology and travel in huge ranges of prices and choice whilst the Waitrose stores offer quality organic food products, poultry, vegetables and fruit, dairy, toiletries and health products. The company also operates overseas with 2 international offices, a furnishing factory, multiple distribution hubs, a heritage centre, three Waitrose cooking schools and a farm.
Before the world faced the pandemic, John Lewis stores remained operating as a traditional face-to-face physical store, the company operated over 50 JLP department stores across the UK. The company focused on offering in store experiences for customers with skilled staff on every range of product and service, demonstrations on products and quality (John Lewis partnership, online). JLP has been known to customers for its high-quality products and extremely strong brand loyalty that offered high customer satisfaction and reliability of products and services. The stores were designed to deliver a pleasant shopping experience overall.
The online presence during that time was small but substantial to manage a certain percentage of customers who shopped online. But however, the pandemic emerged with a wave of changes within the business environment. The company gracefully adapted to new changes and is currently holding its position in the competitive market with continuous challenges. The company over post-pandemic years has faced many difficulties and taken important decisions regarding the business by closing down many stores across the UK. The restructuring of the business has caused thousands of job losses and increased unemployment rates. JLP is set to now enter a new management  under the new CEO Nish Kankiwala who will replace the current Sharon White who is serving her 1st and final term as CEO. In 2022 the company faced a huge loss of £234m forcing to cancel the annual bonus a second time since 1953 (Banerjee, 2023). Following a series of strategic plans to incur the losses the new plans have had a positive outcome by returning profits over the last year. The recent profits were sufficient to invest further into the business with an increase in employee payments rates. The business is currently focusing on increasing profitability levels through efficient trading and productivity and invest into enhancing technology and facilitating services for customers, partners and employees (Our business, John Lewis partnership, online). The company’s aim is to reach out to online customers and expand their services and to compete strongly with other online giant retailers. The business has plans to invest further into service training and development to allow better shopping experiences for customers by reaching out to improve potential talent within the organization. However, with economic uncertainties like high inflation, challenges are always present such as rising costs that effect supply chains and trading costs that further impact pricing strategies and consumer spending power leading to decrease in customer demands.

JLP takes pride in their organisational values and works towards strengthening their brand loyalty through excellent customer service and quality products. With many years of building brand reputation, the company focuses on improving its service to existing customers rather than attracting the new customers (Chrzanowska, 2024).
Recently the company has faced many challenges, from the entrance of a new CEO Sharon White in 2020, who entered the business a month before the national lockdown, to rapid technological developments and innovations that were crucial for a substantial running of the business. The new leadership was a challenge for Sharon White as she lacked retail experience which the other members flagged as red from the beginning. The company was failing to live up to changing standards and was unable to compete with faster moving companies online and deliver the much-needed services on demand. The company was forced to downsize by taking up strategies that led to 16 store closures, loss of 4000 jobs including 200 management positions. Eventually, the unsuccessful leadership was withdrawn by Sharon White, and a new CEO was announced to be replaced by the board of directors (Banerjee, 2023).
[bookmark: _Toc182125735]Recent history of JLP
Organizations and its operations are impacted in many ways through external environmental factors, rise in competition and changes in customer needs, which have been researched as the many few reasons as to why companies need to implement change, optimize business processes and enhance services (Ghicajanu, 2019).
The pandemic had created a wave of disruptions that affected all factors of the external environment, political, economic, social, technological, environmental and legal factors that led to a shakeup for JLP. The retail sector have a huge contribution towards the UKs economy and with the ongoing uncertainty this has created huge concerns as economic factors seem to be increasing with negative impacts .Over the last few years ,economic factors like the cost-of-living prices, has influenced on how customers spend. Customers want to spend less but gain more value in products which has been a challenge for JLP as their products are quality and always a little higher in price from other retailers which has shifted customers to look for better bargain prices. Inflation rise also meant that JLP were also buying products at higher rates than normal. The high rise of online retailers like Amazon, E-bay, Boohoo, and Asos have all created ongoing competition for JLP which forced them to reorganise pricing strategies to attract customers. The uncertainty has already forced 16 store closures in order to maintain and manage costs elsewhere and has been focusing on online platforms.
 Social factors were and are a huge factor that influence JLP operations such as changing demographics. The older the population are becoming the less they are spending as their needs reduce and the youth are moving towards socially influenced products and services they see trending on influencer markets that have risen dramatically. Influencers hold huge power to influence customer buying choices and preferences.  Therefore, marketing strategies were reconsidered.  The rise in ethical and eco-friendly customers has also put more pressure on JLP to source their products with more caution.
The largest disruption caused by external factors was the sudden and needed rise of digitalisation. When the world confronted the pandemic, in order to survive amongst its impacts, it became necessary to adapt to accelerated technology that was awaiting another 10 years ( Hansen, Kraemmergaard and Mathiassen, 2011). John lewis faced huge drops in profit and sales during the covid year, this led to huge losses that forced the annual bonus to be cancelled twice since its launch. It became a critical situation for JLP to understand the changing needs of customers due to environmental change and face challenges in an effective way. The national lockdown meant all sales will have to be online for JLP and for that they immediately collaborated with digital companies to enhance and refresh their mobile shopping apps and e-commerce websites to deliver a new attractive design and facilitate customer shopping experience with joy. When the physical stores re-opened, JLP took to importance the need to increase customer touchpoints across their stores and online to deliver an easy and enjoyable shopping experience and strengthen brand loyalty. The Investment into more improved tech-tools has significantly improved supply chain management and quick responses to issues and are managed more effectively.
 The last few years has not just been challenging for store profits but also an extremely challenging time that needed to restructure the workforce dynamics. The rise in digitalisation created the need for remote work which has become a luxury for some who prefer the new working environment. This has caused many employees to remain in remote work which meant JLP had to rebuild a more trained and skilled workforce to run the physical stores and online services. The new technologies required more training and skilled staff which meant further investment of money and time-consuming processes. The biggest challenge for JLP was to integrate innovation and modern practices with tradition and balance it with JLP heritage that are JLP core values for many years. To implement change in the workforce without bringing conflict in employees has been a greater process.
Leadership has been going through a challenging phase for JLP, with the current CEO and lack of experience had put the 150-year-old employee-owned business under threat of re-considering and diluting its organisational structure to allow investors from outside to approach the business (Faragher, 2023). The inevitable need for job cuts and redundancy within the organization was also a reason for  fear in employees that led to a shake up and rise in job insecurity and low morale within the workplace. To ensure a supportive leadership in the organization was crucial to gain employee support and confidence votes in decision- making (Faragher, 2023).





[bookmark: _Toc182125736] McKinsey’s 7s model
McKinsey’s 7s model is a strategic tool that was developed in the 1980s to enable businesses to understand, evaluate and improve their organizations effectiveness. The model investigates 7 areas of the business that contribute towards a healthy organizational strategy (Channon and Caldart, 2015). 
Strategy- JLP have always focused on aligning their strategies with the company’s core values. The brand is built on 150 years of reputation from excellent customer service and therefore, they focus on building new strategies that will not affect its unique organisational model of an employee-owned company. The strategies emphasis on enhancing the organizational culture as well as delivering the best needed services. JLP purpose is to  work in partnership for a happier world. They are aiming to create strategies to continue delivering the best shopping experience to customers by creating easy shopping platforms and continuing to deliver high quality standard products, simplifying business procedures by investing in more innovations and facilitate and manage productivity more efficiently to allow quick response and faster supply chain processes. The strategies are aiming for the company to return to profitability so they can further invest into modernising business practices (John Lewis partnership constitution, 2024).
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                            Image 1. John Lewis Partnership New strategy



Structure-Child (1972) noted an organizational structure to be the foundation of a business that identifies each and every position of a member within the company allowing responsibilities to be allocated accordingly. JLP hold a unique employee-owned democratic structure that keeps its partners as priority of decision-making by focusing on its internal relation.
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       Image 2. John Lewis Partnership   democratic structure
The structure demonstrates its promise in the constitution to keep partners in the centre of every decision, so the structure revolves around this. All employees are regarded as partners and own a share through a trust and profit in the company so hold equal responsibility. Although, the structure has been categorized in hierarchy, employee voice has been given importance in every level and so can challenge a decision by increasing partner involvement for the company’s benefit by utilizing the years of experience and knowledge gathered. During challenging times, the structure of the company has been a rock in making decisions as it united all partners in understanding the challenges and changing times and so were able to implement change as quickly and smoothly as possible by providing focus and clarity through effective communication that travels through the business structure allowing to make faster decisions.
Systems – a system is known to be individual parts working together to deliver an outcome and they are used across businesses to enable the company to keep track of products, sales, customer preferences, finances, online platforms and monitor and manage staff (Morgan, 2002). Systems like Enterprise resource planning ERP interrelates all JLP internal operations and processes allowing to respond quickly to issues. Customer relationship management systems is a critical system that tracks customer buying habits allowing JLP to understand the changes in purchases and choices and adjust their marketing strategies and improve customer service. Business intelligence tools help process and analyse huge data that are managed through decision support systems DSS to enhance operational efficiency. JLP also emphasis on workforce management systems to manage their partners and their performance. Reward systems are vital for JLP as they are committed to recognize and reward partner achievements. However, the technological systems need to be improved and streamlined in order to compete with online giants such as Amazon, Ebay, Boohoo and Asos, Tesco and M&S.
Shared values- JLP strongly focus on their shared values that is centred within the company’s purpose and mission. The mission of the company is,
“Working in Partnership for a Happier World”.
The purpose of the mission was to keep all JLP members in the centre of every decision-making by sharing the company’s ownership, responsibilities, knowledge, power and profits. The company emphasises on delivering high-quality products and excellent customer service while maintaining high levels of sustainable practices, corporate responsibility and increased community engagement.
Skills- The JLP constitution is committed to improve and develop employees at every stage and to foster a positive workplace for its members.  JLP understand the need to keep employees trained and skilled for new changes and existing roles as this has a direct impact on customer service and therefore align this with business needs. The aim is to keep all employees aware of changes and share product knowledge that will lead to easy implementation of changes. JLP invest highly on training programmes that enable employees to build skills for their roles and for future opportunities.
Style- The JLP take pride in a democratic leadership style that fosters collaboration and inclusion. The employee-owned structure and democratic style emphasis on employee rights and gives them a voice to raise opinions and share ideas by encouraging employee involvement. Employees have been given a voice to challenge management performance which is  exactly what happened during Sharon Whites term as chairman, who’s lack of experience was flagged red by members who believed her unpopular decisions were wrong for the company. 
Staff- The JLP is the largest employee-owned business in the UK managing 80,000 employees. They are committed to a diverse and inclusive workforce making sure every member is kept in the core of every JLP decision -making process. The JLP constitution focuses on the health and well-being of every member and recognises the need for balance in between professional and personal life. Employees are provided with training when required and are reviewed on performance annually.
As a traditional retailer, JLP was strongly impacted by digital disruption that effected its operations from all areas. With a high rise in online retailers and cheaper products, it was vital for JLP to adopt to new systems to ease operations and increase sales. The style of the business can be another issue that relates to strategic change. Although the long running democratic leadership style compliments the employee-owned business, there are times of need that require quick decisions like the previous years affected by post pandemic and post Brexit and with the need to consult with every member in the organization can be time consuming. The democratic style of leadership should be re-considered during times of change as some decisions are better made without too much intervention and clear guidelines coming from authority can be more supportive and consoling for employees.
[bookmark: _Toc182125737]Proposed change plan
Organizational culture can be defined as the core principles of a business. It centres around shared values, beliefs and behaviours that impact on how the business and its members operate across the organization (Ouchi and Wilkins,1985).John Lewis hold a unique culture that reflects in their democratic business structure and unique employee-owned business model and partnership. The JLP focuses on the happiness of its employees and so refer to them as partners and not employees, this creates a sense of belonging and responsibility towards the business from all partners. The culture has given a voice to all partners to raise issues and to participate in decision-making and further, the culture has allowed an annual share of profit to all partners. The JLP culture is known for its commitment towards brilliant customer service and experience.  The JLP constitution emphasises highly on trust and fairness in the workplace and dealings going further into community involvement and social corporate responsibilities (John Lewis partnership constitution, 2024).
 The change and objectives-
The analysis of the business through Mckinzey’s 7s model has identified the need to reconsider the style of leadership and to implement new technological changes has become vital for JLP in order to successfully remain in market position. The slow-moving business has become in need of advanced technological improvements such as digital transformation and e-commerce expansion to increase online sales and a new leadership style that will enable to lead without too many interference and take fast acting decisions. 
Financial plan- This can vary for the company as it has already invested in upgrading certain systems so therefore specific systems will need software upgrades as well as hardware. 
Implementation and integration of new systems will be a huge cost for JLP but beneficial. To hire new specialised consultants who can implement new technologies and move existing data to new systems and integrate with present procedures. 
Investing in training and development programmes, initially and on-going are crucial for employees to be able to adapt and learn how to operate and manage new systems. This is a huge investment in employees but will increase productivity and efficiency in services enabling employees to deliver quality customer experiences.
Furthermore, maintenance and support for IT network infrastructure will be a continuous cost that will keep systems up to date with change.
Communication plan- clear and open communication is vital for JLP as they must let partners know about the changes. Communication will target both, internal and external stakeholders, clarifying the reasons and results of the change to employees and how they will be supported in the process and for customers, how the change will benefit them such as enhanced services and faster operations.
Communication channels for internal stakeholders-
· Board meetings with internal stakeholders
· Manager briefings for all line managers
· Emails and messages through employee portals
· Training classes and workshops for all partners.
Communication channels for customers-
· Customer and business newsletters
· Social media channels
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Changes in the internal and external environment are inevitable and therefore to accept and adapt to the changes is crucial for any business to survive(Cummings, Bridgman and Brown, 2016).Changes need to be implemented positively and properly especially if the change is sudden and requires immediate transformation. Kurt Lewin invented a structured 3- step model to bring in change with ease. The 1st step is to unfreeze. This step prepares everyone for change by communicating its urgency and importance of need. Step 2 brings in the change and adapting to the changing environment and step 3 is re-freezing the change and making it the norm of the business. This model focuses on the importance of people during change (Cummings, Bridgman and Brown, 2016).
Change management model based on John Lewis Partnership
Unfreeze- this stage is crucial for JLP as this is where the 150-year traditional norms come to change. This stage will allow JLP to bring together its partners and discuss the new vision and the need for sudden changes. Clear communication and preparation are key strategies for JLP to clarify the urgency for change. Major reasons for change in the organization are  from evolving technology to constructional change and emotional challenges to downsizing of the business which requires employees to be educated and trained with new knowledge at all times (Halkos and Bousinakis, 2012). Bringing together all stakeholders of the business and discussing the effects taking place from external factors and how the new changes are required in order to remain in market position and discussing how the changes will be implemented will reduce employee resistance to change and reduce job insecurity in employees(Halkos, 2012). Traditional working styles have already been impacted during the pandemic with transformational change, but the rapid changes that are continually evolving such as technical systems and economic uncertainty, requires employees to prepare for change every so often. 
The democratic style has been a hindrance during the pandemic, where important and quick decisions were becoming time consuming due to the style that needed consulting with every partner of the business. This is a very important change for the business where employees must understand that the business may have to take instant decisions during urgency that will be best for everyone and so the democratic style may be changed during the situation. This change is huge and very challenging, but it is a vital step towards a better running business. The 150-year-old culture within the JLP will need to face some changes especially towards its leadership style, which can be altered during situations that could do better by adapting to a different leadership style. A consultative and participative leadership style can maintain democratic principles, while taking constructive inputs from employees on certain issues but having to make authoritative decisions on behalf of the company keeping in mind every partner’s benefit. This does not affect the organizational culture of JLP as partners will continue to have a voice to share ideas and stay engaged in company matters. By assuring employees that the change in leadership will only be effective during times of need and urgency and will not affect their rights that they have been given. By preparing employees through motivation and inspiration smoothly and by developing a positive attitude and consent, will ensure transition to go smoothly (Halkos, 2012).
Change- The previous years for JLP has been a challenge as change has been a continuous cycle that the organization has been facing, such a more technological systems and devices that have become a part of daily operations, a more active online platform, remote work, job cuts, store closures, new chairman, a weak management, the step-down of the current chairman and a new successor to the CEO role. This phase can become very daunting for employees as fears of facing pressure with change can become a reason for low morale. JLP must be ready to continuously motivate employees and encourage them to learn new processes and provide support and resources where needed. Keeping track of how the new practices are being embraced is very important and monitoring progress. Furthermore, to keep employees engaged and involved in the change process will reduce resistance and create a supportive environment.
Refreeze- This stage will enable JLP to refreeze the new norms and practices and appreciate and reward employees for their efforts. Refreezing the new norms and updating business policies will give a new vision to the company to follow and introduce new values. Employees have been working in changing conditions for a while which can easily become pressurising and therefore they must be continuously monitored and kept satisfied. Their feedback is important and must be heard at all times and provide support accordingly and continue to reinforce the new changes with a positive view.
[bookmark: _Toc182125739]Conclusion
From the above report it can be understood that every business is affected by external factors in many ways and in order to understand the positive and negative impact of these factors, businesses must assess the organizations effectiveness in specific areas such that are covered in the Mckinzeys 7s evaluation carried out on John Lewis partnership business. The assessment made clear that the traditional way of operating business must incorporate technological system changes into its daily operations in order to keep in competition with other fast moving online retailers and it was also highlighted that maybe it was time to bring change into the existing leadership style that could also benefit the company in making quicker decisions during times of uncertainty. By adapting to a more consultative leadership style, employees will be expected to participate in change discussions and will have full  , giving employees a sense of satisfaction and relief during times of change and uncertainty. knowledge of changes that could take place within the organization, however, final decisions will be taken by higher authority and that can be addressed with good open communication, clarity, guidance and support. For JLP it is very important that change is implemented in steps to allow employees to adapt properly to change and new systems, giving them time,  support through training and development programmes as they are the most important assets of a successful running business.
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This year, we will open new Waitrose shops in areas where the brand is underserved, and 80 refurbishments of
existing stores are planned over the next three years. In John Lewis, we will improve our offer to customers with
around 80 new brands and strengthen our own brand, while revitalising our Home category. We are investing
significantly in training and development, supporting Partners in delivering a differentiated experience for
customers, with enhanced service training for every Waitrose and John Lewis store Partner.

While our relentless focus is on investing to improve our retail brands, we continue to create a family of
businesses over the long term by growing financial services and building rental homes.

Our strategy for delivering a brilliant retail experience for our customers is summarised in the diagram below.
Looking forward we shall build the foundations for growth through four key drivers:

o

JOHN LEWIS

I Energise our unique customer offer to drive growth

WAITROSE I Inspired service delivered by our Partners

I Modernising our retail infrastructure
FINANCIAL SER

BUILD TO RENT
Significant investment fuelled by productivity
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Our Demaocracy
This diagram ilustrates how power is shared and the ways in which the opinions of Partners are heard and
influence decisions within the Partership.

TRUSTEES OF THE ELECTED
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SENIOR LEADER

LOCAL LEADER

The Partnership Board
‘The Partnership Board has ultimate responsibiiy for issues of major policy and for allocating the financial and
other resources of the business. It decides the policy for the prudent and adequate financing and development of
the business and monitors ts effcient implementation.
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