


Executive Summary
The research examines the essence of transformation throughout Debenhams and explores the diverse concepts of leadership in the context of organisational change. The continued transition which the company is enduring has been discussed elaborately, assessing the change process and also the agents dealing with the organizational culture as well as the impact it had on the transformation process. Analysis of the different stages of transformation is critical in order to successfully address the process of change. This has been distinctly shown throughout the study. 
In addition, theories and frameworks have been utilised to analyse the nature of change and the involvement of leaders and management during the transition phase.
The conclusions of the study indicate that, while the leadership of the change was a success, Debenhams had a few gaps in the process that not only forced the company to step on, but also had a financial effect on the firm. Competitors who are already established on the digital platform have been a threat to the company as well as BREXIT which posed an unexpected challenge to the economy which left the business unstable. 
Furthermore, it has been recommended that Debenhams focus more on digital technologies such as making the stores more welcoming, personal shopper experience and the introduction of AI and will not only offer suggestions to shoppers and up - sell, but advanced technology often provides a far more seamless online browsing interface.
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The report has been produced to outline the leadership and implementation of change within Debenhams. The purpose of the report was to critically evaluate the change within the organisation, analyse various theories and models and explain the role of change agents involved. Furthermore, it has been examined if the change was a success or a failure and how it impacted different sectors of the organisation.
To compile the report several sources have utilised including reports produced by Debenhams outlining the business strategies and transformation. 
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[bookmark: _Toc44541005]2.1 - Background Information
Debenhams has been established by William Clarke in 1778 as a draper’s store where expensive fabrics, bonnets and gloves were being sold. The partnership was evolved over the years when in 1950 Debenhams became the largest store group in the UK owning 84 companies and 110 stores. They are a major multinational, retail store with a powerful British history that operates through 20 countries with over 220 stores worldwide. Debenhams offers a unique, distinct and exclusive blend of its own products, foreign labels and promotions towards its customers across the globe. Debenhams operates 140 UK shops, with regional presence in high streets, town centres and malls. There are 11 stores throughout Northern Ireland. The group also operates one of the largest retail store chain in Denmark, Magasin du Nord, that has seven shops and a prominent Danish website. (Debenhams, 2020). 

[bookmark: _Toc44541006]Change
The change that will be examined is an operational change within the organisation as it was redesigned with the Strategy keeping in mind the needs and expectation of customers.
In an article published by Emily Sutherland, Sergio Bucher Debenhams chief executive and Steven Cook, the managing director of fashion and home have conveyed their idea of a newly designed Debenhams. ‘New Strategy Debenhams Redesigned’. Debenhams describe themselves as the leading figure of social shopping. The organisations aim is to make shopping more sociable for their customers. (Sutherland, 2018) & (Debenhams Redesigned, 2017).

Operational change is a change that occurs when a process or system is changed. Operational Change Management practices can easily be overlooked if the aim is not to consider changing employees themselves, but rather to make a change or adjustment within the system or environment in which employees operate. Most precisely, where project leaders do not consider the needs of staff and their customers, changes to the project are poorly executed and users become immune to the change. Regardless of how high functioning the process is before the project is initiated, it is all at risk of failure attributed to individual influences being ignored. (Terrell, 2015).
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During the planning and implementation phase of redesigning Debenhams ADKAR model and Lewin’s Model has been used. 

A change model assists to recognise possible areas of uncertainty and incorporate techniques intended to minimise or alleviate those challenges before the transformation phase begins. The related advantage is that a change model aims to build an efficient engagement approach.

[bookmark: _Toc44541008]ADKAR Model – 1998 (Appendices: Table-1) (Prosci, 2020).

[bookmark: _Toc44541009]Lewin’s Model – 1999 (Jeffrey Lee Russell, 2006).

Unfreeze – Sergio Bucher joined Debenhams in 2016. During the end of 2016 Debenhams have encountered a more competitive and dynamic market with some challenging expenses. Bucher in a statement has said that he has focused on getting the fundamentals right and managing what can be controlled. From the findings investigated he believes that Debenhams has a robust business model. He believes that retail stores need to convince shoppers to buy with them; brands should be valuable and differentiated. Following on from the research the CEO communicated the message over to the management team for the need of transformation. The pros and cons of the change was analysed where consumer needs were the first priority in order to save the brand from declining further. (Debenhams Redesigned, 2017).
In January 2017 Sergio Bucher along with the management team and the new HR Director Sally Hyndman who joined in May 2017 started the transformation of the organisation along with the cultural values. The current structure was taken down while a new style of operation can be established. (Debenhams Redesigned, 2017).
Change – According to Bucher he believes the future of Debenhams is strong as it’s ever been. Being one of the strongest brands in the retail industry, there are many opportunities and a range of areas where the work can be strengthened and developed. Debenhams came up with a strategic framework where four key points were identified where work needs to be done. (Debenhams Redesigned, 2017).
· Destination – The aim of this is to make Debenhams a destination for social shopping whilst continuing to focus on three core areas such as Beauty, Fashion and food. If customers consider the brand to be stronger in all these categories it might boost the frequency of visits according to the CEO. As customer visits are less than competitors at the moment for Debenhams by taking advantage of the market leading position in these areas will increase traffic and spend per customer. 
· Digital - According to a report published by the CEO the demand for online shopping was 57% in 2017 which is 55% of the sales. Debenhams have integrated digital sources primarily to interact with the customers which is demonstrated through the redesigning of the brand. By incorporating mobile apps to connect and engage with customers they will be able to increase commitment and user experience as well as expand their reach. The key goal is to expand the digital distribution across existing networks and also through strategic alliances.
· Different - At Debenhams the culture has been redesigned, from being process-driven to becoming customer-led. They strive to foster creativity and innovation based on results-centric decision-making. By being different in how they create and manage the brand and products, the organisation will be able to build their desirability and value.
· Underpinned by simplify and focus - The aim is to free up time for employees to serve customers and make improved usage of inventories and resources. Simplifying procedures and strategies can open up flexibility for employees to better serve the customers and promote ingenuity and innovation at the centre. Handling of the products more effectively, would help to boost the overall price of sales and the product turnover of the organisation.

Some of the ways change has been communicated before implementation are:
· Managers providing directions and guidance on how the new system will work. 
· Involvement of employees during the process
· Reducing tasks in stores to provide training to over 2000 employees in customer facing role. 
· Partnership with Sweat for trial gyms and Blow LTD for on demand beauty services. 


Refreeze – After the implementation of the change, new ways of working have been developed as more sales moved online. The demand for online shopping was 57% in 2017 which is 55% of the company sales. 
Through a number of senior appointments as stated above, Debenhams expanded the management team and set in motion an operational framework to facilitate the execution of the program as well as providing feedback systems for employees which can help in developing ways to sustain the change. (Debenhams Redesigned, 2017).

[bookmark: _Toc44541010]Benefits of using a change model
Change models helps recognise possible areas of challenges and incorporates techniques intended to minimise or remove the challenges before the transition phase begins. The related advantage of a change model is that it aims to build an efficient engagement approach.
According to Nancy Bateman, the usage of Lewins model during the transition cycle offers a framework strategy to alter the current situation and transition to a newly developed environment. (Bateman, 2012. P-199).
However according to Daim, et al. there has been criticism that Lewin’s change model is too simple and conceptual particularly when the execution of the new organisational transition is a continual and complex process. Furthermore, it is believed that Lewin’s model should only be incorporated into progressive and isolated projects which are not capable of drastic reform. (Daim, et.al, 2019. P-615).
[bookmark: _Toc44541011]2.3 – Nature of the change
[bookmark: _Toc44541012]PESTLE looks at the macro factors of an organisation. It is a strategic method to evaluate the organisation's macro environment. Changes in macro-environmental variables may have a measurable influence on Debenhams. (Table 3). (Perera, 2017).
Political - Political influences play a major part in evaluating the aspects which can have an effect on the long-term viability of Debenhams. Having stores worldwide Debenhams introduces itself to various forms of political environment as well as challenges to the democratic structure. Achieving success in a really competitive retail market through different countries is the diversification of systemic challenges to the political atmosphere. Lack of certainty with the government's action strategy towards Brexit has triggered the public's conservative attitude towards retail purchases. (Monghan, 2016)
According to an article by Independent, Bucher stated that sales have been dipping and it has been tough trying to compete as well as stay in the volatile market. However, as the new strategy for Redesigning Debenhams has been introduced in April 2017, he is hopeful and the organisation is aiming to cut costs and become a digital shopping destination with most of their sales moving online. (Cox, 2017).
Economical - Similarly, the economical factor has seen a decline due to Brexit. Propelled by instability in political and the economic environment the inclination of consumers to opt for affordable priced products is a phenomenon that is not expected to disappear entirely. Retailers, disregarded discount stores such as Asos, Boohoo and refused to respond swiftly to maximise them. 
The inflation of the pound means that Debenhams have had to fight extreme economical challenges in the past few months. Debenhams has seen a constant decline in the sales since 2017. The like-for-like revenues dropped by 5.3 per cent in the 26 weeks to 2 March 2017, with the UK sales down 6 per cent and overseas sales down 2.3 per cent. Shares in the business fell by about 3%, lowering its market value to only 38 million pounds as stated in an article published by Guardian. (Stevens, 2018).
During the 15-week period up until June 2017 Debenhams stated in an article published by Independent that there has been an increase of sales in beauty, accessories, food and drink which has helped offset the effects of a weaker demand of clothes. Sales of food have risen by 5 per cent during that time. 


While the CEO’s strategic analysis and optimistic strategies to make the company a leader in social retail are beginning to have a significant effect on online sales, it will also take a while to transform Debenhams importance to shoppers again and generate meaningful revenue development across the sector. (Cox, 2017). 
Social - Changes in societal dynamics such as demographic growth, diversity and socio-economic factors are of utmost significance to Debenhams. It is crucial for Debenhams to consider the mindset of individuals towards diversity, as it can affect the willingness of the organisation to put together a diverse management as well as a diverse workforce. 
The advancement of social networks has promoted the practise of shopping online amongst shoppers. Debenhams needs to consider the essence of online purchases while understanding age disparities as younger customers are more prone to buy online than elderly customers. Increased usage of mobile phones and social networking platforms should be considered when developing marketing and communication strategies. (Debenhams Redesigned, 2017).
While doing so, Debenhams aims to consider the interests of consumers, relying primarily on improving customer experience as consumers choose experiences over traditional retail offers. 
Technological - Accelerated progress in technological advancements and globalisation has enhanced the significance of identifying influences in the strategic decision-making process. The advancement of the use of technology also contributed to the emergence of innovative marketing strategies to improve communication with customers. 
Debenhams should explore the potential of social networking to boost the company's performance. Technological innovations can be used to initiate creative marketing strategies targeted at improving the brand presence. An evaluation of technologies includes recognising the following impacts such as:
· Technological innovations launched by competitor brands
· The potential effect of emerging technologies on product offering
(Cascio & Montealegre,2016). 


[bookmark: _Toc44541013]The need for change
Change is key towards surviving in current competitive environment. Determining the guidelines to be pursued is a position that all leaders must undertake at a certain point and it will have a significant effect on the future of the organisation. Leaders should always focus on the need for change in order to ensure they stay competitive and never collapse into the trap of depending on the strategy of previous achievements. The drive for change emerges internally from within an organisation, recognised as internal influences. That may likely be related to the emergence of digital technology or because a merger has occurred that opens up new possibilities. (Corrigan, 2012). 
New employees in senior leadership roles may often drive change when they see a potential path for growth, as well as challenges resulting from current systems. This applied to Debenhams as the CEO joined in October 2016 bringing with him expertise that incorporates labels, multinational and online shopping, he invested his first several months getting underneath the skin of the company according to a report by Debenhams, which led the CEO to research on what customers want and how digital sales has been boosting up recently. Bringing with him the expertise, knowledge and understanding has helped to achieve this and come up with redesigning Debenhams and introduce ‘Social Shopping’. 
Despite change occurring in one area however it is likely to impact all the areas of the organisation according to McKinseys 7S framework.  The studies indicate that conventional theories of organisational change put so much emphasis on structure and strategy, and the implications of this have been the absence of certain essential aspects within an organisation. They indicate that a wider solution is needed to reduce the risk of failure, emphasising that there are 7 intertwined components to be evaluated
· Strategy
· Structure
· Systems
· Shared values
· Skills
· Style and staff.

A change to one factor would have an effect on another and thus it is necessary to consider all 7 factors, irrespective of where the change is currently taking place. (MindTools Content Team, 2020).

[bookmark: _Toc44541014]2.4 - Involvement of leaders & complex areas of change
To be able to grasp the current leadership structure at Debenhams and also how the transition has been introduced, an overview of current leadership theory is essential. John Adair’s management theory claims that successful managers and leaders should have complete knowledge of the three key elements of the Action Based Leadership Model, and must be prepared to utilise every one of the elements as appropriate. Adair claims that finding the perfect balance, generates results, builds morale’s, enhances efficiency, through partnerships and profitability, which is the characteristic of a good manager and a leader. (Adair, 2009). Debenhams has established a great management team to successfully deliver the transformation which consists of several higher-level managements (Table:4).
As John Adair suggests that change in an organisation impacts all the sectors however according to the strategic report the complex area of the change process was finance. 



The change that has been examined in this report is ‘Redesigning of Debenhams’. The innovative strategy seeks to achieve success by being 'a destination, online and different.' The company aims to make its stores a platform for 'social shopping,' delivering innovative items, facilities and experience. The transformation had a huge impact on the organisation financially as profits dropped from £50.3 million to between £35 and £40 million. Over 300 store management roles have been impacted as they had to close. According to BBC 50 stores were due to close in 2018 with 4000 jobs at risk. Although some of these stores are contributing positively however, they do not fit in with the current trend of social shopping and may not be profitable in the future as their sales in stores have declined by 6.3% and online sales has risen by 10%. Bucher along with other senior management leaders were leading the transformation plan. (BBC News, 2018) (Debenhams PLC, 2018)
Although according to Bucher 2017/18 was a volatile and challenging year Debenhams still remains a trusted brand with over 19 million customers shopping with the brand over the year. The strategy to transform Debenhams is gaining traction, with encouraging outcomes from innovative products and new platforms, digital innovation which surpasses the digital market. With a clearer financial statement, Debenhams will prioritize investment on the strategic objectives and maintain a secure and competitive future for the company. (Halliday, 2018).
Culture - Debenhams define the company’s culture as warm and friendly. In order to draw on that and combine culture with the intention towards being customer-led, Debenhams is conducting a detailed analysis of the organisations Colleague Proposition by working with more than 200 colleagues to create a new strategy that will bring the best of company culture together coupled with the strategic changes required to accomplish the goal of making shopping more sociable and enjoyable. The company’s culture is measured through the results achieved from the annual survey which will also be supported by the introduction of the pulse survey in 2018. Throughout the change process there was a two-way communication which was encouraged. Company details and main organisational success and policy updates were exchanged through weekly debrief emails, informal videos from the CEO and regular cascades from representatives of the Executive Committee. (Debenhams PLC, 2018).
Debenhams leadership which consisted of highly senior management helped the change process to move swiftly as stated by the CEO, the strength of the management team put together has helped with the organisational structure and to support the delivery of the strategy transformation. (Debenhams Redesigned, 2017).



[bookmark: _Toc44541015]2.5 - Change agents
Kotter outlines the 8 steps required in a change process. The model offers guidance on the whole cycle of change and is fairly simple to enforce.  The model explains that the primary focus is on planning and creating the acceptability of transition rather than the practical method of change. (Kotter, 2012).
The change agents involved in the transformation process of Debenhams was the management and the employees. As stated in the previous section the CEO believes that the expertise and knowledge of the whole management team has led to the succession of the change. The management has been split with authority in different sections. To facilitate the implementation of the strategy Debenhams established three key areas for change - Fashion&Home, Beauty and Food. The three main people who were leading the change within these sections were Ross Clemmow for Food, Richard Cristofoli for beauty services and a new executive member was to be appointed for fashion and home. In that transition period the CEO was responsible for leading fashion and home. (Table:5). (Debenhams Redesigned, 2017).
The position of a change agent should be interpreted within the context of the process of organisational change. The company must undergo scheduled change, but lewin's model indicates organisations must first unfreeze the old ways of working in order to introduce new approaches and then lastly making sure the change is incorporated into the new strategies. Change agents can be internal or external depending on the type of change. Major organisational change prefers to have external agents who are not constrained by any policies or practices of the business. Therefore, are able to bring their own views to the situation and challenge the status quo. However, that can often be of a disadvantage as they do not have the knowledge of the companies operating procedures or history. (Lunenburg, 2010).
Internal change agents are often individuals from the management team who are familiar with the company’s policies and structure and are able to familiarise themselves with their people, culture and behaviours. However, if there is no support from the management, insufficient resources then it can fail.  (Saka‐Helmhout & Ayse, 2003). 








[bookmark: _Toc44541016]3.0 – Conclusion
The change process of Redesigning Debenhams in order to stay in the competitive market has been successfully implemented by the CEO through research conducted in forms of research on customers as well as employees. The change agents who in this case were the senior management leaders have equally brought in their expertise coming from all over the industry and bringing with them an array of knowledge in terms of socialisation, digitalisation and technology. The chairman of Debenhams has stated in the annual company report that there were some senior management employees who have contributed in making sure that this change is successful. Lisa Myers, Nicky Kinnaird, Suzanne Harlow who joined the company in 2016 have brought deep experience in international retail, global beauty and brand development through their respected backgrounds and the appointment of these individuals have strengthen the implementation in the strategy. 
Although the leadership of leading the change was a success Debenhams had a few gaps in the system which not only challenged the organisation to move forward but also had an impact on the business financially. 
1. The company had to close more than 50 stores which placed 4000 workers at risk. The reason for the closure was that, although they do make a positive contribution, they do not blend with the current trend of social shopping.
2. Digitalising the brand was offered late than other competitors such as Asos, boohoo etc. The company was not able to establish a clear brand proposition and was unable to demonstrate what made them distinct from others. 
3. Debenhams did not anticipate the impact of BREXIT on the organisation due to which peoples shopping habits changed and the sales for fashion and homeware declined however food sales did see a slight rise. 
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The recommendation would synthesise the main conclusions from the research, presenting a compilation of recommendations which will help in preparing and executing the strategic corporate priorities of the company in a continuing cycle of transformation.
· In the light of the increasingly changing business environment Debenhams should review the stores. Debenhams should segment their stores across those areas that can offer a strong return on investment, in accordance with the values reflected through the test lab stores in Stevenage and Wolverhampton (highlighted in 2.2 with the use of ADKAR model) and exit those areas of lower-performing, unprofitable market as well as the balance that remains competitive yet unable to support additional investments.
· The main focus of the redesign has been on four factors – Destination, Digital, Different and simplifying and focusing on strategies to face customers as highlighted in 2.2. To be ahead of other competitors as mentioned above the redesigned stores should change shopping into a more enjoyable and personable experience as well as a simple and efficient service this can be done through self-indulgent wellness services, putting delights along the aisles, providing personal shoppers. 
· In order to mitigate the impact of BREXIT more innovation in AI will also serve to get businesses closer to the demands of customers. It will not only offer suggestions to shoppers and up - sell, but advanced technology often provides a far more seamless online browsing interface. Although BREXIT has posed a great threat for retailers, it is important that companies improve their service offerings to plan for the worst.  Such creative innovations will enable retailers to improve businesses.
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Political — According to the Guardian Debenhams revenues in the third quarter were impacted by a "volatile” retail
sector, a declining market for clothing, and the problems created by the EU referendum. Debenhams import their
products from outside the UK however due to the changes in the law the fluctuation in sterling makes the value of
supplies more costly.

Economical — Due to the decline in the economy and the uncertainty of Brexit Debenhams has seen a constant fall in
sales which has resulted in closure of stores and 1000’ of jobs at risks, Zero hour contracts and a decrease in customer
confidence which affects the spending habits of people.

Social — Keeping up with the latest trends, being innovative and interacting with customers is what Debenhams Redesign
is all about. As people are spending more time being socially active that is the reason why Debenhams have introduced

" ‘Social Shopping.

Technological —According to a report published by the CEO of Debenhams the demand for online shopping was 57% in

2017 which is 5% of the sales. Debenhams have integrated digital sources primarily o interact with the cusomers which
@ is demonstrated through the redesigning of Debenhams by introducing ‘Social Shopping’ and o help meet the demands of

this generation and broaden their reach.

[ \(Debenhams Redesigned, 2017) & (Monghan, 2016) | :
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from any relationship or crcumstances that could affect
thei ndependent judgement. David Adams, who was.
appointed o the board on 19 October 2017 is lso
considerad to be independent

The independence of non-executive directors who have.
<erved more than six years i subject 12 rigorous revie.

BOARD COMPOSITION AT Executive Committee.

ZEOCIORER 1 In order to support the delivery of the stratagy, the
@Eccuive 2 business has created thre new business units around our
Directors three Destinations: Fashion and Home; Beauty and Beauty
ONonBxecutive 8 Serices, and Food and Events. Ross Clemmow leads the
Directors Food and Events unit and Richard Cristofol the Baauty and
© Chairman 1 Basuty Services unit. Anew Executive Committes member

responsiblefor Fashion and Home is to be appointed in
_

Sergio Bucher
cEo

Matt s¢ Ross Clemmow Angela. Sally Hyndman
cFo Managing i Managing Morrison HR Director
Dirctor Retai,  Managing Director, Technology &
Financial Digitsl, Food  Director Beauty Interational  Supply Chain  HR,culture, pay
reportngand & Events &Marketing Director and reward,
management, Franchises, learming and
srategy, ta, Food&Events  Besuty&Besuty  MagasinduNord  Systems,imports  development,
tressury,internal  and UKAROI  Services,product  and responsibiity and exports,  recruitment,
auditproperty,  stores marketing, forthe distribution, pensions, internsl
space planning, advertsing PR, international  logisticsand  communications.
lagal and Vsl and crestive  business strategy  sourcing and engagement.
secretanit, andcustomer inall channels
investorrelations sstegyand  and markets
and procurement nsght
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OPPORTUNITY

Competition from other retailers and new

Customer expectations and preferences are y
online entrants to the market.

progressing at a rapid pace in the fashion

world.
Closure of more than 50 stores in the UK

(Debenhams PLC, 2018)
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STRENGTH 'WEAKNESS

Continued Strategic Development ) _
Continuous decline in sales

Effective digital growth — delivered above _ - )
market growth Discounting items to reman competitive has
reduced the profit margin and sales declined

Expansion and growth through partnership significantly

(Debenhams PLC, 2018)
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