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[bookmark: _Toc164891830]1. Introduction
The business world is not only dynamic but also fierce. Therefore, businesses must be scalable and use a flexible strategic approach to cope with changing environments and customer demands. The recent years have been tough for retailers, and this can be attributed to factors such as technology, people's needs, and economic difficulties (Grewal et al., 2020). To cope with these tricks successfully and achieve a competitive edge, retailers must be ready for change and develop a good change management strategy.
[bookmark: _Toc164891831]1.1 Brief review of Card Factory's current state
Card Factory, as the UK's leading greeting card and gift retailer, has not been spared from the complexities of the retail industry. In the UK and Ireland, in addition to 1000 outlets, they have become the most significant supplier of an extensive selection of affordable and high-quality merchandise (Card Factory plc, 2021). Although other retailers face the same challenge, the company must adjust the contribution of the online sales channel to the overall sales and team up with major e-commerce vendors like Amazon. Hence, the card factory has developed diverse strategic initiatives to improve the business's online visibility and in-store experience. These include launching a new e-commerce platform, click-and-collect services, and a new store look design, all aimed at creating a more exciting and experiential store ambiance. In contrast to the firm's endeavors, at certain times, environmental complexity was experienced, with the previous financial year showing a fall in sales and profits (Card Factory plc, 2021).
[bookmark: _Toc164891832]1.2 My role as a sales assistant at Card Factory
As a sales assistant at Card Factory, I have noticed the difficulties and openings the company faces. In my position, I handle all customer service elements, product display management, and transaction processing. Working as a sales associate, I have learned about the business's inner workings, its way of doing business, and its current position in the market. Also, my position as a sales associate provides me with a good view of the frontline employee reactions to organizational changes. I have gone through the tests of the practicalities of using new processes, technologies and customer demands, just as I have also appreciated the advantages of practical training, communication and support from my supervisors.
[bookmark: _Toc164891833]1.3 Recent change initiative to be investigated.
I participated in developing a customer loyalty program at the Card Factory, one of the recent undertakings in which I have been engaged. The company launched the loyalty program in 2021 to award customers with repeat purchases, i.e. buy again. Thus, customers shop more often across all channels. As part of the training process, I learned how to inform customers about the loyalty program, sign them up for membership, process their awards, and encourage them to join. Moreover, I also attended team meetings and feedback sessions to express my experiences and some innovative ideas to enhance the program's capacity. In the latter part of the report, I will be basing my analysis of the efficacy of Card Factory's strategy to handle this change in business operations on both my personal experiences and academic research. I will appraise the organisation's cultural values, including its leadership and communication techniques and its effects on the workers and customers. By engaging in such a process, I plan to determine strategies that work and critical points that must be considered in future companies' change management programs.
[bookmark: _Toc164891834]2. Analysis of Card Factory's Recent History
[bookmark: _Toc164891835]2.1 Impact of external environment changes
The retail industry has been affected dramatically by many outside factors, including digital disruption and economic uncertainty, driving the transformation process. These changes had tremendous repercussions on these companies, including Card Factory. They had to restructure their strategies and how they ran their businesses to stay amidst the unceasing transformation of the market.
[bookmark: _Toc164891836]2.1.1 Digital disruption
They are speeding up technology-facilitated digital disruption in the retail sector. As a result of the expansion of e-commerce and mobile shopping, customers are looking for easy access and broader options when shopping online, which has changed consumer behavior. This transformation has caused many traditional shop-front stores, such as Card Factory, to proactively improve their online stores and utilize omnichannel distribution channels to keep up with the high consumer demands (Verhoef et al., 2015). Social media and digital marketing have also broadened how retailers communicate with their customers. Companies today, with such a tremendous number of customer profiles available, can personalize their marketing efforts and provide individualized discounts. Being confronted with digital marketing strategies, Card Factory had to endeavor to be in touch with the customers and possess brand loyalty in a highly competitive market.
[bookmark: _Toc164891837]2.1.2 Ongoing economic uncertainty
Global economies have faced several issues, such as the fallout of 2008, the financial crisis, political instability, and, most recently, the COVID-19 outbreak. These happenings have caused consistent economic disruption, reducing consumer confidence and spending. (Baker et al., 2020) The retail sector is usually the most affected by economic cycles when consumers are generally limited in spending on nonessential items during times of uncertainty. Like many other retailers, Card Factory survived the last few years primarily by fine-tuning its pricing strategies, optimizing its supply chain and cutting costs (Roggeveen & Sethuraman, 2020). Furthermore, Brexit imposes another layer of complexity on Card Factory's shelves, a retailer of UK origin. The possible influence on the import costs, supply chain disturbances, and changes in consumers' spending required the company to be a proactive decision-maker and to develop plans for risk management (Cumming & Zahra, 2016).
[bookmark: _Toc164891838]2.2 How these changes have impacted Card Factory
The issues with the outside environment covered above have had significant effects on Card Factory's business and operating results. The company had to redesign its business model to face the challenges of the digital revolution and economic instability. To keep up with the rapidly growing online competition, Card-Factory has invested in its e-commerce functionality, which includes launching a new site and mobile application through which customers can shop conveniently across channels (Card Factory plc 2021). The company has equally leaned towards enhancing its digital marketing campaigns by using social media and email marketing to reach customers and generate sales online. Confronted by economic uncertainty, Card Factory acted responsibly in finding measures to curb costs. It renegotiated supplier contracts, optimized its store portfolio, and reduced nonessential expenses (Card Factory plc, 2020). The company leads the market in terms of adaptability as it is more prone to changing consumers' preferences by introducing value-oriented products and a range of non-card items, including gifts and party supplies.
Nevertheless, the company has tried to cope with the difficult economic situation to alleviate the company's financial performance. The business noted a 36.9% fluctuation in revenue for the six months ended 31 July 2020, with a significant decline attributed to the closure of stores caused by the COVID-19 lockdown (Card Factory plc, 2020). Despite that, its online sales spiked to 64.4% during the period and emphasized the effectiveness of its digitalization approach.
[bookmark: _Toc164891839]3. Evaluation of Change Management at Card Factory
[bookmark: _Toc164891840]3.1 Lewin's Change Management Model
Kurt Lewin's Change Management Model, developed in the 1940s as the simplest yet effective model for organizational change, is the foundation model. (Burnes, 2020). The model consists of three stages: melting, freezing, and thawing. The first stage is the un-freezing stage when the organization gets the change by challenging the status quo and creating urgency. This phase is significant in covering the inertia of change and ensuring all employees know the need for a transformation. Top managers need to address what the change initiative stands for and engage employees in the process so that there is support and momentum (Cummings et al., 2016). The second stage is the unfrozen stage, in which the character is changed. Here, the main task is to carry out the planned changes and help employees cope with the shift. Leaders should direct, give resources, and psychologically support the workers to help them adjust to the new working methods. It is crucial for the change management process to progress and for any matters to be addressed as soon as possible through constant communication and feedback (Burnes, 2020). In the latter part, refreezing attempts to fortify the changes and firmly embed them in the organisation's culture and daily practices. This phase is all about celebrating triumphs, keeping on the training and support, and changing the policies and processes to fit the new reality. The institutionalization of the changes prevents the departments from returning to their old ways, and they can keep enjoying the benefits of the transformation (Cummings et al., 2016).
[bookmark: _Toc164891841]3.2 Analysis of how recent change was managed.
[bookmark: _Toc164891842]3.2.1 Change management approach used.
Card Factory, a prominent UK-based greeting card and gift store, has started a change program to improve its online presence and e-commerce services considering the digital disruption occurring in the retail business. The business has implemented a strategy that pulls several factors from Lewin's Change Management Model. In its melting stage, Card Factory realized the immediate imperativeness of adapting to the fast-paced digital environment and conveyed the message to its employees. The focus of the company's managers was to invest in e-commerce and digital marketing, which was crucial as the retail market transformed. Through this sense of urgency and employee involvement, Card Factory will successfully generate support and momentum for the campaign (Card Factory plc, 2021).
Card Factory made initial changes to its business and infrastructure in the transition stage. The company invested in a new website, mobile app, and digital marketing strategies to increase its online presence and reach customers on online platforms. Concurrently, Card Factory had to educate and assist employees in learning and using the implemented tools and processes. Using effective communication, resource allocation and ongoing employee support as change management tools during this stage, the company adopted this approach (Card Factory plc, 2021). After the stage of refreezing introduced by Card Factory, the company concentrated on integrating digital tools into its daily business and culture. The successful launch of the new website and app was followed by a celebration where employees received accolades for being a part of the change initiative. With the institutional changes enforced and continuous support given, Card Factory's strategic plan was to ensure that the benefits of digital transformation remained sustainable in the long term (Card Factory plc, 2021).
[bookmark: _Toc164891843]3.2.2 Leadership style(s) employed.
The critical factor behind the success of the digital transformation project launched by Card Factory is the involved leadership styles. The organization's leaders exemplified a transformational leadership approach, which includes motivating employees to embrace the change and providing the necessary tools and pipeline to facilitate the transformation process (Michaelis et al., 2009). The vision for the digital future formulated by the company's transformational leaders at Card Factory suggested that the company needs to adapt to the happening retail industry. They could fluently express this vision to their working team while preserving unity and determination toward the change initiative. The leaders got the employees involved in the process so they could contribute and give feedback to form a sense of collaboration and ownership (Avolio & Bass, 2002). Besides being transformational oriented, the managers of Card Factory demonstrated a component of participative leadership. They dedicatedly considered employees in the change process and acknowledged the worth of their views and experiences. That way, the employees felt that they had a say in the process, that their work was appreciated, and that they were an essential part of the company's success (Lam et al., 2015). The synergism of transformational and participative leadership styles was the critical factor contributing to the success of the digital transformation of the Card Factory. The company's leaders overcame the difficulties of changing the organization and achieving sustainable results through motivation, guidance, support, and advice.
[bookmark: _Toc164891844]3.3 Issues related to strategic change.
Although the digital transformation of Card Factory has produced results and is now feasible, the company still faces critical challenges concerning strategic change. The first key is ensuring constant conformity to the fast-progressing digital environment. Considering the advent of new technologies, competitors, and consumer choices, Card Factory must provide a culture of innovation and agility. To achieve this, employees must promote an environment of "experimentation" and invest in ongoing training and development programs to keep the workforce skilled and adaptive. Another concern for Card Factory is that employees may resist changes that bring in newer digital work styles and tools. To minimize this risk, the company has to persistently invest in employee engagement and communications by making the benefit of the change clearly understood and providing ongoing assistance to help employees develop crucial skills and confidence (Oreg et al., 2018). Lastly, comparing the digital and physical formats of the business is very demanding. Although e-commerce has experienced a rapid growth rate, many shoppers still enjoy the in-store experience and have an opportunity to browse and buy the products on their own. Therefore, Card Factory needs to devise a flawless omnichannel plan to draw on its online and offline channels' strengths to ensure that customers get a consistent and engaging experience regardless of the channel they use.
[bookmark: _Toc164891845]4. Impact of Organizational Culture on Change
[bookmark: _Toc164891846]4.1 Evaluation of Card Factory's organizational culture
Organizational culture is a significant factor in the success of change management implementation. It involves the shared values, perceptions, assumptions, and modes of conduct people share (Schein, 2017). An organization’s culture should be adequately comprehended for it to be possible to forecast how employees respond to change and develop relevant strategies to facilitate the transition. According to the Competing Values Framework, the organization’s culture at Card Factory can be portrayed as a combination of clan and hierarchy cultures (Cameron & Quinn, 2011). The clan aspect of culture stresses collaboration, teamwork, and family ties among employees. This is demonstrated in employee involvement, communication, and support during the change process (Card Factory plc, 2021). On the other hand, the hierarchy culture fits the company's structured way of management, featuring well-defined job positions, tasks, and procedures. An essential feature of Card Factory's organizational culture is that it centers on the employees' welfare and growth. The company offers employees regular coaching and guidance to acquire new skills, adapt to changes, and work as a team (Card Factory plc, 2021). Such an orientation towards the development of the personnel and support will create a positive atmosphere, enabling the personnel to feel comfortable and participate in the company's progress.
On the contrary, the hierarchical part of the culture in Card Factory will also give rise to challenges during times of change. The hierarchical system may produce resistance towards change since employees tend to be unsure about the changes that will affect their roles and responsibilities (Cameron & Quinn, 2011). To rectify this, heads of the company need to explain the rationale behind the change and engage employees in the decision-making procedure to boost a sense of ownership and cooperation. Another significant component of the corporate culture at Card Factory is that it is centered on customers. The focus of the company is set on the production of the best products and the provision of good customer services (Card Factory plc, 2021). Among other things, this emphasis on customer satisfaction inspires the employees to continue acquiring new skills and improving their working techniques as they attempt to fulfill the changing requirements and expectations of the customers.
[bookmark: _Toc164891847]4.2 How culture impacted the change management program.
The cultural structure of the Card Factory was a critical factor in the recent digital transformation program's success. An us-them type of culture, which values teamwork, and collaboration over individual tasks, made integrating new digital tools and processes even easier (Card Factory plc, 2021). Employees were more likely to be consistent and open to change because they felt they were part of the organization and had the same purpose. Another highlight of the change management program was the company's emphasis on worker health and professional growth. Through repeated training and support, workers of Card Factory were able to obtain the needed knowledge and confidence to go through the digital transformation (Nguyen & Chuang, 2021). Therefore, this bet on employee development made it possible for the employees to get acquainted with the new technology and created a positive attitude towards change as the workers felt encouraged and respected by the organization.
Nevertheless, the hierarchical nature of the organization might have created some hurdles when implementing the change process. Workers used to a disciplined and programmed work system can also get more disrupted when changes are implemented (De Lozano, 2013). To mitigate this, Card Factory's management utilized a participative leadership style, where employees were directly involved in the change process, and their views and suggestions were considered (Card Factory plc, 2021). As a result, building trust and support for the change initiative made employees feel that their contribution is valued, and they own a part of the company's triumph.
The customer-centric nature of Card Factory's organizational culture was also among the factors that facilitated digital transformation. Along with the rapid shift to online platforms for customers' shopping requirements, the company realized that upgrading its e-commerce capabilities was essential to remain competitive (Card Factory plc, 2021). Through the exploration of customer satisfaction from the employee's end, the concept of the change initiative was given greater importance and a general sense of urgency and purpose. In addition to the change management program, the successful implementation of the program could have been reinforced by recognising achievements and sharing the stories of employees who accomplished the new digital tools and processes. It would thus have strengthened the essential attitudes and let others be guided by trusted examples (Schein, 2017).
[bookmark: _Toc164891848]5. Change Management Plan
[bookmark: _Toc164891849]5.1 Proposed Future Change
The Card Factory must move along with the changing scenario of the retail industry and, therefore, the suggestion of a change that will ensure that it stays competitive and meets the varying needs and expectations of customers. Another possibility is using personalized data analytics based on customer experience on each channel (Grewal et al., 2020). This comes into play using customer data and advanced analytics to generate custom marketing strategies to customize product recommendations and provide a seamless experience across online and offline channels. By collecting and analyzing customers' preferences, behaviors, and purchase history, Card Factory can take advantage of valuable information on what is responsible for customer engagement, loyalty, and retention (Wedel & Kannan, 2016). To implement this change, Card Factory should invest in the best-in-class data analytics tools and environment and recruit employees or train existing ones with a suitable competency level.
Moreover, the organization should stick to exact rules about data collection and the problem of privacy. The advantages of this change are a plethora. Customization, data commitment, improved customer satisfaction, loyalty, and spending (Grewal et al., 2020). Card Factory will create lasting customer relationships by customizing its products and communicating directly with the audience. It becomes distinct in the crowd of brands due to that. Furthermore, the feedback from consumer statistics can be used to upgrade or innovate product development, inventory management, and other tactical functions, thus leading to higher productivity and efficiency (Wedel & Kannan, 2016).
[bookmark: _Toc164891850]5.2 Staff training and development plan
To implement the innovation, Card Factory would require training and staff development. Workers must learn data analytics, personalized marketing, and all channels experience (Hober et al., 2020). The development and training plan will kick off with a skills gap assessment to determine the employees' skills and competencies and the areas that need improvement. As a result of this reflection, the company may create an all-embracing training plan involving an opportunity for in-house and external training (Nguyen & Chuang, 2021). On-site training may be held in workshops, seminars, or web-based courses. The lessons will define the various analytics tools and techniques, customer segmentation and targeting, and best practices to deliver an individualized experience. The training must be hands-on and interactive, where the learners apply the newly acquired skills and get feedback from trainers and peers (Hoberg et al., 2020).
Industry forums, workshops, and certification courses can provide external learning opportunities. Such exposure will convince employees of the most modern developments and standards in data-driven marketing and customer experience and allow them to connect with other specialists (Nguyen & Chuang, 2021). Besides the formal training, the Card Factory should stimulate the employees' continuous learning and knowledge-sharing activities. This can be done by establishing cross-functional teams, mentorship programs, and internet forums for employees to share their experiences and knowledge (Hoberg et al., 2020). The staff training and development strategy should yield indicators to determine the performance of the training and its impact on employee performance and business output. Periodical assessment and feedback are vital for identifying gaps and ensuring that training meets the company's goals (Nguyen & Chuang, 2021).
[bookmark: _Toc164891851]5.3 Communication plan
Communication plays a pivotal role in the success of every change management project. An effective communication plan will involve disseminating crucial information and engaging all stakeholders to maintain their commitment throughout change (Kotter, 2012). For the shift at Card Factory, the plan starts with a clear and appealing vision statement describing the advantages and benefits of a data-driven, personalized customer experience. This mission vision should be clarified to all employees, emphasizing compliance with the company's values and strategic objectives (Appelbaum et al., 2017). The communication plan should likewise define the core groups, employees, customers, suppliers, and investors and modify the messaging and channels accordingly. Employees should receive updates on progress and status through various channels such as email, intranet, team meetings, and town hall meetings (Kotter, 2012). The communications should highlight employees' role in effecting the change and its benefits, which may include new skills that translate into career opportunities.
Customer communications must be centered around the additional features and improved experiences they will enjoy because of the change. This will be communicated through messages personalized on emails, social media posts and in-store displays that showcase our tailored services and products (Grewal et al., 2020). Suppliers, like investors, must be brought up to speed with the noted impact on the company's performance and competitiveness due to the change. Frequent briefings to investors and suppliers through investor relations can lead to trust and loyalty (Appelbaum et al., 2017). The communication plan should emphasize two-way communication and feedback through the change process. Employees should be inspired to express their thoughts, doubts, and observations through different ways of feedback, for instance, through surveys, focus groups and suggestion boxes (Kotter, 2012). The input should be listened to actively and acted upon, which indicates that the organization is committed to employee engagement and continuous improvement.
[bookmark: _Toc164891852]5.4 Evaluation plan
An evaluation plan plays a vital role in assessing the efficiency of the change process and identifying further areas for improvement. The plan should specify a set of KPIs that align with the objectives of a personalized, data-driven consumer experience.
Some of the KPIs that Card Factory could track include:
· Customer satisfaction and loyalty metrics, such as Net Promoter Score (NPS) and Customer Lifetime Value (CLV)
· Engagement metrics, such as click-through rates, conversion rates, and average order value for personalized marketing campaigns.
· Employee engagement and satisfaction scores, as well as adoption rates of new data analytics tools and processes
· Financial metrics, such as revenue growth, profit margins, and return on investment (ROI) for the change initiative.
The evaluation plan must include details about the data sources and methods of collecting and analyzing these KPIs. For instance, website analytics, internal surveys, financial reports, and employee feedback can be used (Wedel & Kannan, 2016). The Card Factory should consider using a cross-functional team to create. Such a structure will include representatives from marketing, sales, operations, human resources, finance, and external experts in data analysis and change management (Appelbaum et al., 2017). The evaluation mechanism should also be enhanced with a review and reporting system, for instance, a monthly or quarterly progress report to the senior management or board of directors. These reports should cover the significant milestones achieved, the barriers and lessons learned, and the recommendations for a course correction or more resources (Kotter, 2012). Comprehensive evaluation requires integrating qualitative indicators, such as measuring the change process and its effect on organizational culture and employee morale. This may be realized through creating a communication channel such as focus groups, interviews, and storytelling sessions that expound on the company's employee's and customers' lived experiences and perceptions.

[bookmark: _Toc164891853]6. Conclusion 
This report has detailed and discussed Card Factory's way of managing change in the organization, using the example of the introduction of the new customer loyalty program. After examining the company's culture, leadership, communication strategies, and changes, several essential insights were derived, and some recommendations were made. The report primarily emphasizes aligning change initiatives with the company's values, mission, and strategic aims. By implementing a loyalty program, Card Factory shows that it is customer-oriented, which aligns with its brand image and market position. The report has equally underscored leadership's pivotal role in effectively leading change. The leaders of Card Factory have displayed a transformational and participative leadership style that has influenced and enabled the team to accept change. Likewise, the report has highlighted the crucial role of communications and employee engagement in change management. Card Factory adopted a multi-channel communication strategy to engage employees throughout the change course. Nevertheless, the report revealed some issues with Card Factory's plan for change management. 
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