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The report analyses the relationship between M&S and the environmental changes that were recognised through a PESTLE analysis, the organisational weakness highlighted was the 3.2% share of the grocery market and the inability to compete with the accelerated growth of online shopping. The organisation was not in a position to compete on their own and recognised the need for a planned complex change to grow the retail platform through a joint venture with Ocado. M&S leadership were required to formulate a vision, form a strategy and build a coalition of advocates to guide the process. Resistance was expressed by some shareholders who felt the price paid for the joint venture was too high and a premium was paid in reflection of M&S joining the online platform late. The overlapping complex change was the loss of 7000 jobs in order to streamline the organisation which coincided with the joint venture which can be seen as a breach of the psychological contract affecting both the people and the culture through loss of trust. M&S values of trust and willingness to change allows stakeholders to overcome resistance. The report identified that M&S were capable of  the complex change through the organisations open and transparent culture and a leadership style that is agile and flexible to embrace the change. The changes were supported from the highest level leading through the organisational culture and values, a culture that welcomes change.  Ocado and M&S culture and values aligned allowing the complex change to be implemented with limited resistance. To enable change M&S required guidance, and encouragement from all change agents,  the role of a change agent  is to investigate the change, support and listen to those who are uncertain, encourage and deliver the change believing in the new culture. M&S change agents assisted the change through transparency and open communication, providing knowledge and monitoring after the implementation. M&S value change agents at all levels throughout the organisation providing transparency of the planned change. The success of the venture required the change to be in harmony with  a culture where there is openness and acceptance of change.
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1.0 [bookmark: _Toc97990769]Introduction
This report was requested on 11th January 2022 by the CEO of Marks and Spencer to be completed by Audra Arundel Head of Human Resources and submitted 18th March 2022. The report will analyse and critically evaluate Marks and Spencer’s 50% joint venture with Ocado, providing Ocado’s range with Marks and Spencer’s food, clothing and homeware products. The report will analyse the relationship between the capability of the organisation and environmental changes, including and evaluation of the concepts of the organisation leadership in relation to the change management. Contemporary issues such as the use of change agents within the process will be explored and their impact on business management. The relationship between the organisational culture and change will be analysed and explored. Recommendations will be made for improvements within the change process of the organisation. Secondary tools such as textbooks, journals, newspaper articles and a variety of websites will assist with research methods.


[bookmark: _Toc97990770]2.0 Main findings
[bookmark: _Toc97990771]2.1 Organisational Background
Michael Marks and Tom Spencer formed Marks and Spencer (M&S) in 1884 opening the first penny bazaar in Leeds, by 1900 M&S expanded to 36 Penny Bazaar outlets, including 12 high street stores (Marks in Time, 2022). Post war the business sold food and clothes, becoming a public limited company in 1926 (Archives Hub, 2022).  M&S are a leading British retailer providing homeware, clothing, food and financial services both in the UK and internationally, with 1509 stores trading and over 100 websites globally. M&S has 70,000 colleagues across stores, support centres warehouses and supply chains serving nearly 30 million customers every year (Corporate, Marks and Spencer, 2021). The main stakeholders are its customers, employees, and  shareowners. Shareholders include RWC Asset Management LLP (5.36% share) and Schroder Investment Management Limited (4.43% share)(Marketscreener, 2021). M&S has a 3.2% share of the UK grocery market (Statista, 2022). M&S global revenue for 2021 generated 9.17 billion pounds (Statista, 2022).
[bookmark: _Toc97990772]2.1.1 Ocado
Ocado can deliver to 74% of the UK population, delivering 350,000 orders per week with capacity increasing by 40% in 2021. The Joint Venture(JV) with Ocado provides M&S with an internet-based delivery service,  leading M&S to the cutting edge of digital technology,  M&S present basket value is averaged at £13 while Ocado’s over £100 (Nazir, RETAIL GAZETTE, 2020). Ocado revenue grew by 27% in the first half of 2020, the organisation now has a 14% of the U.K grocery market (Ocado group, 2020). Ocado Smart Platform offered M&S the opportunity to expand the market share in the fastest growing retail channel (Ocado, 2022), and gain valuable access to Ocado’s knowledge management system. Ocado offers the opportunity to accelerate M&S transformation plan-Never the Same Again(Corporate Marks and Spencer, 2020). 
[bookmark: _Toc97990773]2.1.2 Marks and Spencer Joint Venture with Ocado
[bookmark: _Hlk94886218][bookmark: _Hlk96778152]In 2020 M&S invested into a 50% JV with Ocado providing customers with Ocado’s range, 6000 M&S food products with 800 everyday clothing and homeware lines (Corporate. Marks and Spencer, 2020).  Investors expressed resistance to the JV with concerns the organisation had overpaid for Ocado’s technology, with M&S shares falling by 12% (Nazir, 2020). Paul Mumford, investment manager at Cavendish Asset Management which owns a small share in M&S expressed concerns” the joint venture was an extravagant use of shareholders money” (Neate, The Guardian, 2019). Analysts believed that the high price paid was in reflection of M&S joining the online platform late (Neate, The Guardian, 2019).
[bookmark: _Toc97990774]2.2 Organisational Changes to Marks and Spencer
Organisational change is constant, driven by customers, markets, and technology (CIPD, 2021). Change is an inevitable and constant feature which brings uncertainty to M&S and all stakeholders. Financial growth has been identified as the major driver for change with the acceleration of online growth, the JV was a strategic opportunity for M&S to increase profits through an online platform aligning with the external factors of customer demand.  The advancements in technology is a contributing factor to the change with M&S needing to gain competitive advantage. M&S  was not equipped to deal with the advancement to online grocery shopping and  growth expectations and required the assistance of Ocado. The demand for online food sales increased in 2020 with food sales up 91.2% partly due to Covid 19, looking to the future retailers have identified a move to online retail (Santander, 2020). Problematic areas to the complex change include the overlapping issue of job losses to streamline the organisation and the concerns of shareholders of the cost of the JV, all stakeholders are required to become advocates to implement change with resistance managed through using practices of change in M&S. The use of Lewin’s force field analysis recognised the forces for the proposed change outweighed the forces against (See Appendix A).
[bookmark: _Toc97990775]2.2.1 SWOT Analysis
(See appendix B)
M&S strengths include, they are an established, trusted retailer with over 120 years of experience. M&S provides a variety of products and services with an Online partnership with branded goods. Weaknesses to the organisation are it only has 3.2 % of grocery market share and a lack of technology to expand the online platform. The main driver for the change is financial with the need for technological advancements to be able to gain competitive advantage, through the JV M&S has the opportunity to expand the online platform, by the end of 2021 online sales accounted for a third of all retail spending (ONS, 2022), the JV offers the opportunity to increase profit and customer satisfaction. M&S will be able to develop a low-cost strategy to cope with the current financial instability through increased profits. Threats to the organisation include Brexit , competition from low-cost retailers and  resistant shareholders, and possible failure of the venture.
[bookmark: _Toc97990776]2.2.2 PESTLE Analysis
(See Appendix C)
M&S  requires change through both micro and macro environmental issues. The micro factors include the demand for online shopping both before and during the pandemic, to increase profit for all stakeholders, and provide customer satisfaction. An online platform will assist growth and competitive advantage. Macro factors include the rising cost of living, rising unemployment and the rise in interest rates. Unemployment in 2020 stood at 4.6% and is expected to peak at 5.6% in 2022 ( Clark, Statista, 2022).  Interest rates rose to 0.25 in Dec 2021 increasing in Feb 2022 to 0.50% (Bank of England, 2022), with further increases predicted. 
[bookmark: _Hlk96780943]Using a PESTLE analysis  to provide contextual information about the business direction, M&S’ decision to progress through an online platform identifies as the driving  need for change  with the requirement to increase profits with political reasons including Brexit- M&S faces higher costs, increased demand for online shopping, economically the organisation faces financial insecurity and competition through low-cost retailers.  M&S has a social responsibility to protect the health and safety of the community and employees with restrictions on  customers allowed in the stores, online growth would also provide  employment within the community.  M&S  needs to be able to compete with technological advancements. Legally M&S faces new trading regulations through Brexit and the pandemic.
[bookmark: _Toc97990777]2.3 Change models
Change models describe a pattern of events that occur from beginning of a change to the end, identifying phases in the process, reaction of individuals or effects of the change (Yukl, 2013, pg.89). Models of change can identify how to implement changes, establish resources needed for the change and establish an implementation plan (Senior, Swailes, Carnall, 2020, pg.35). Benefits of change models include, preparing people for the change, setting objectives, simplifying the process, improving communication, identifies resistance, provides clarity and helps align resources (Connelly, 2022).
Lewin’s three-step model (1951) can be identified in M&S change with the organisation examining the economic factors when deciding to progress into online groceries as the unfreezing process with an organisational plan for the JV. The movement would be the implementation of the JV, the refreeze would be the change and establishing a new way of providing groceries. The leadership of the new venture consists of a combination of managers from both organisations to ensure good communication and transparency throughout the operational changes, both organisations have a culture of trust, openness and honesty with the agility within for change. The alignment of values will assist with resistance from employee changes. Advantages to Lewin’s model are that it enables the recognition of the need for change, acknowledges that resistance is inevitable and  highlights the need to support the change, a disadvantage is that it does not tackle resistance. Resistance can be seen as a negative, however it can be a way of individuals highlighting possible issues, the model also suggests a linear approach whereas change can be a cycle. The use of Kubler-Ross(1969) five stage model is useful when resistance is a factor to the change.  A model that offers more detail to Lewin is the Lippett- Knoster model for managing complex change (1991), the model required six elements for effective change: vision, consensus, skills, incentives, resources  and an action plan. An advantage to this model is the organisation can plan and identify problems throughout the process and includes incentives so employees know changes will benefit them. The changes are possible without the six elements but become harder to implement. Beckhard and Harris (1987), change formula can also be recognised where M&S were dissatisfied with the market share and declining profits, with a vision to improve profitability through capitalising on online growth, the first steps in delivering the change would be identifying an opportunity for a JV, resistance can be seen in the stakeholder’s belief that M&S overpaid for Ocado’s technology (Nazir, Retail Gazette, 2020). The change formula can be seen as a  simple tool to reflect on the change process which can highlight resistance to change and skills deficit to be able to implement the changes. The benefits  of using a change model to an organisation include communication and explanation of the drivers of change that are planned and implemented, the opportunity to address resisters, the identification of training needs to be able to implement change and reassure employees. 
[bookmark: _Toc97990778]2.4 Leadership 
Change leadership is seen as fundamentally different from change management in that leaders articulate a vision, mobilise resources, and make the change happen faster and smarter (Kotter, You Tube, 18th February 2022). Leading change is a difficult area for managers when dealing with complex changes, involving guidance, encouragement and collective efforts of members to adapt and survive in an uncertain environment (Yukl, 2013, pg.87). Leaders who act as a role model and are visible in the change process communicating honestly are more successful at leading the change, for change to succeed it needs to be supported at the highest leadership level. Leaders formulate a strategy, build a coalition of advocates then guide and coordinate the process. The leader seeks to convert resistors into change agents communicating the vision to others in the organisation (Yukl, 2013, pg.88). Leaders can face resistance to organisational change as a sense of a breach of the psychological contract and the obligations between  the leadership and employees (Brooks, SAGE, 2000). Complex changes usually involves  a process of learning to prepare for detailed plans (Yukl, 2013, pg.94). This process can be recognised through Kotter (1996) 8 steps for change where leaders create a sense of urgency by recognising the need for change, builds a coalition of change agents throughout middle and lower management and forms a strategic vision for the change. The complex areas of the change process that required the involvement of the leader include the organisations lack of online growth and market share with the leadership needing to resolve the issue through a planned JV to grow the organisation, with leaders requiring the necessary knowledge to find a solution.  As a leader of complex change, the changes are continuous, overlapping and never ending whether they are planned or unplanned . The overlapping change to the  financial aspects of the JV is the need for M&S to streamline the organisation through job losses, effecting the organisation through  people and culture with loss of trust in the leadership, the use of the ADKAR change management model assists the organisation in establishing trust through the awareness of the change process. M&S has a flatter organisation structure encourages communication between leaders and employees which will assist with lack of trust during the change. The leadership style at M&S can be identified as being consultative with  leaders consulting with the team to obtain suggestions to make strategic decisions this can be seen in the organisations scheme for colleague ideas ‘Suggest to Steve’. The leadership  requires flexibility and agility throughout in order to embrace changes. M&S leadership can also be recognised as Strategic leadership which is defined as the ability to ‘anticipate, envision, maintain flexibility, think strategically and work with others to initiate change’(Cameron & Green, 2020, pg.150). The organisation leadership  also  recognises as transformational, Bass and Avolio (1995) claimed that transformation leaders are more successful where leaders and followers help each other to advance to a higher level of motivation (Cameron & Green, 2020, pg.143-144). Leaders have a role as a ‘facilitator of emergent change’, leading through values, vision, and ethics (Cameron & Green, 2020, pg.438). The leadership role can be recognised through Lewin with the  anticipation of obstacles, building strategies, empowering the change through actions, people systems and culture, then reinforcing the new change. Organisations succeed when leaders recognise the need for change, the 3c’s of change leadership unite effective change- Communication, Collaboration and Commitment.                                                              
[bookmark: _Toc97990779]2.5 Change Agents
[bookmark: _Hlk97306091][bookmark: _Hlk97044821]Organisational change is  complex for leadership teams and requires guidance, encouragement, and collective efforts of other change agents to enable the changes. Change agents are found at all levels of the organisation, they can be individuals or groups, board members, managers, employees or externally through change consultants, a disadvantage to external change agents is a lack of understanding of the organisational culture, the advantage can be seen through honest feedback without bias. Change agents that are not leaders will aid the organisation with flexibility, essential for competitive advantage. The role of a change agent is to investigate the change, support the change, listen to those who are uncertain of the changes and encourage, design processes to drive the change, manage conflict, transfer knowledge and hold people accountable either through reward or punishment. This identifies with the Kubler-Ross change curve where the change agents identify which stage of the curve the individual is at from  the negative phase of denial and frustration where encouragement and guidance is required through to the positive phase where training needs are identified and individuals rewarded. (ENCLARIA, 2022). Change agents believe in the new culture and build an acceptance of change on a day-to-day basis. Change agent’s role include the ability to identify the positive and negative responses within the organisation and how they can assist with all from gatekeeper’s negativity to supporters of the change. Once identified those who are apathetic and are disconnected from the change can be encouraged to embrace the change and may start to incubate the idea of how the change will affect them, others will embrace the idea and become advocates enthusiastic for the changes. Some return or remain apathetic and ignore the changes. Resisters are also part of the change process who will actively challenge the change and can impede the change. M&S’ use of change agents through the JV would include the leadership team including Head of Change management, Human Resources, and change agents at all levels throughout the organisation that are required to shape organisational changes, embedding change standards, tools and processes (Jobs.  Marks and Spencer, 2022). The change agents would provide transparency of the changes assisting all those involved through the process. Change agents employed by the organisation are an expensive resource which identifies the value M&S believes the role plays in successful change, with between 50% & 70% of all change initiatives failing (Barber, Systems Assurance, 2021).  Internal change agent benefits include an understanding of the culture and values of the organisation but can be biased, the advantage  of a systematic approach which includes monitoring and reviewing the change after implementation. The use of change agents throughout the venture would  be to provide the data required to alleviate the concerns of shareholders who were either apathetic or incubators of the idea due to the premium cost of the JV, managing conflict, providing reassurance and knowledge the change was necessary to compete in the market and ensure all become advocates for the change. The overlapping change facing M&S included the loss of 7000 employees due to the need to streamline the organisation coinciding with the JV.  Using Lewin’s 3 step model to demonstrate Change agents including Human Resources would have been required during the change to identify plans for the job losses, support individuals, listening to concerns during the unfreezing process as this can undermine trust and bring resistance, the job losses would be implemented  and implementing the changes. During refreezing the organisation moved forward strengthening the new structure of the organisation through training , communication and reinforcing the culture. Marks and Spencer acknowledge the value of change agents at all different levels throughout the organisation to provide honest communication with transparency of the planned changes this helps to ensure all those involved can be assisted through the entire process, Using  Kubler Ross (1969) Grief Cycle would assist M&S,  with some individuals experiencing all 5 stages while others may experience fewer with the change agents embedding the  culture until individuals accept the change.
[bookmark: _Toc97990780] 2.6 Culture of the Organisation
Organisational culture affects how well or badly an organisation performs, but also how workers feel about their work and their companies (Buchanan and Huczynski, 2017). For an organisation to be successful Mullins states that the culture must have an intrinsic ability to adapt to changing circumstances (Mullins, 2007, pg.728). For an organisation to develop, change must be in harmony with the culture of the organisation, dependant on a culture of openness and acceptance of new ideas (Mullins, 2007, pg.537). Naylor states that any change will affect the culture and culture will affect or constrain the change (Mullins, 2007, pg.537), most successful organisations develop a culture that welcomes change( Mullins, 2007, pg.557). Katzenbach et al. suggests that when major change fails, leaders often blame the organisational culture often becoming an excuse rather than an accelerator (Mullins, 2016, pg.564). The culture of an organisation can  advance and impede the change process, the culture provides certainty within an organisation where the change brings uncertainty, any organisational change can be seen as a threat to the culture and met with resistance.  M&S CEO identified the past culture had proved resistant to change, with a slow and hierarchical culture (Denton, This is money, 2018). Handy’s organisational culture model (1999) power type can be recognised here which is usually found in smaller organisations. Culture and change can be seen in 3 different dimensions, what culture is needed to implement the  change? is the existing culture helping or hindering? how aligned to the culture does the change need to be? (Cameron & Green, 2020, pg.315). Organisational values are key to understanding the culture, employee values need to align with those of the organisation to achieve its mission (Mindtools, 2020). M&S have core values of integrity,  trust, and willingness to change by linking these values to the change, the culture of the organisation is reinforced allowing stakeholders to overcome resistance, reinforcing the values and culture, during change an organisation will benefit from less resistance, the use of cultural stories and symbols can help make change more acceptable. Integrity reinforces the belief that all stakeholders will be treated fairly, trust is seen through communication and transparency and willingness to change through the readiness to react to customer demand. M&S  leadership is committed to transforming the brand, believing that the turnaround starts with a culture of honesty, with an open culture facing facts, talking openly about organisational failings. An objective of the organisation culture is to create a fast-moving environment where people take responsibility to make things happen (Corporate. Marks and Spencer, 2019). This open culture would allow resistant shareholders the ability to voice concerns allowing the organisation to review if the JV cost was too high, through communicating the benefits  and the value a JV would bring to the organisation would assist with resistance. Shareholder’s resistance identifies with Hannigan (2008) where security is challenged through not knowing where M&S shareholders stand with regard to Ocado, the uncertainty of whether the organisation is competent to undergo the changes and which direction the organisation is heading.  The M&S  culture involves employees at all levels, change agents at lower level would provide resistant shareholders with the knowledge customer data collected identifies that an online platform is required  for organisational growth. 



[bookmark: _Toc97990781]3.0 Conclusion
[bookmark: _Hlk97376285]The JV between M&S and Ocado was identified as a planned complex change to the organisation, M&S need  for financial growth identified as the major driver for change with the acceleration of online growth. M&S lacked the technology to develop an online platform and required Ocado Smart Platform to accelerate online growth and gain competitive advantage. The report identified that M&S were capable of  the complex change through the organisations open and transparent culture and a leadership style that is agile and flexible to embrace the change. M&S leadership can be recognised as strategic with the ability to maintain flexibility and initiate change. M&S leadership were required to formulate a vision, form a strategy and build a coalition of advocates to guide the process. As a leader of a complex change the change is continuous, with the role of facilitating change, leading through values and vision, for change to succeed it needs to be supported from the highest level.  For M&S to be successful  it requires a culture that welcomes change as  change will impact the  organisational culture. The culture provides certainty where the change brings uncertainty. Ocado and M&S culture and values aligned allowing the complex change to be implemented with limited resistance. The main resistance to the complex change was seen through shareholders who believed the financial cost of the venture was too high, the overlapping change for M&S was the need to streamline through job losses, which can be seen as a breach of the psychological contract. This can affect the organisation through both people and the culture through loss of trust. To enable change an organisation requires guidance, and encouragement from all change agents,  the role of a change agent  is to investigate the change, support and listen to those who are uncertain, encourage and deliver the change believing in the new culture. M&S change agents would assist the change through transparency and open communication, providing knowledge and monitoring after the implementation. M&S value change agents at all levels throughout the organisation providing transparency of the planned change. M&S values of trust and willingness to change allows stakeholders to overcome resistance. The success of the venture required the change to be in harmony with  a culture where there is openness and acceptance of change.


[bookmark: _Toc97990782]4.0 Recommendations
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[bookmark: _Toc97990783]Appendices
Appendix A
[bookmark: _Toc97990784]Lewin’s Force field Analysis
	Forces for the joint venture
	
	PROPOSED CHANGE
M&S/OCADO JOINT 
VENTURE
	
	Forces against the joint venture

	Provides M&S with an internet base delivery service
	5
	
	3
	Shareholders believed a premium priced was paid for the venture

	Opportunity to expand with increased demand for online shopping
	5
	
	3
	7OOO job losses to steam line the organisation

	Need for technological advancement
	4
	
	
	

	Gain competitive advantage
	4
	
	
	

	Increase profits 
	4
	
	
	

	
	22
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Appendix B
[bookmark: _Toc97990785]SWOT Analysis
	Strengths
· Over 120 years of experience
· Trusted & respected brand
· Online partnership with branded goods
· Variety of products & services
· Customer service reputation
· Commitment to being ethical & sustainable
	Weaknesses
· Only 3.2% of market share
· Declining sales trend
· Customer base/target middle aged women
· Customer and market segmentation
· Could not supply the online shopping that was demanded

	Opportunities
· Growth of online platform
· Learn from Ocado’s experience
· Technology improvements
· Environmental, reduce carbon footprint 
· Low-cost strategy to cope with financial instability
	Threats
· Competition from other retailers
· Resistance from shareholders
· Government policies
· Global pandemic
· Brexit trade deals
· Increase in cost of living
· Supply chain issues






Appendix C
[bookmark: _Toc97990786]PESTLE Analysis
POLITICAL
· BREXIT trade deals with the EU, inevitable price rises
· Loss of free movement
· Global pandemic brought trading restrictions, lockdown rules and increase in demand for online shopping

ECONOMIC
· Rise in cost of living
· Financial insecurity
· Rising unemployment
· Low price competitors
SOCIAL
· Community and employee health and safety
· Online growth will provide jobs
· Pandemic identified M&S  was slow inability to adapt to online demand
· Fair trade

TECHNOLOGY
· Lack of technology to deal with demand of online shopping M&S required Ocado’s knowledge to progress quickly
· Need for technology development to be able to stay ahead of the competition
· Sustainable technology- electric vans, solar panels

LEGAL
· New trading rules and regulations through Brexit
· New legal restrictions through the pandemic

ENVIRONMENTAL
· Need to be ethical and sustainable
· Waste procedures, food, plastic
· Sustainable technology
· Environmental plan A 
[bookmark: _Toc97990787]
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