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[bookmark: _Toc133607644]Executive summary

Debenhams is a major fashion, home, and beauty retailer. Its origins go back to 1778, when William Clark has opened up his shop in London. William Debenham bought his way in about 40 years later and initially has renamed the shop Clark and Debenhams, then later Debenhams only. 
Since the 1997 store opening in Bahrain, Debenhams has grown into a big international retailer giant that was represented by 87 stores and franchises worldwide.
In 2005 Debenhams sold 22 stores and entered in a 35 year lease for the very same shops. This action has released £495 million but resulted in over £720 million debt by 2020.
The world has rapidly shifted towards online shopping, but Debenhams was tied down into long lasting lease contracts. Their online retail only covered 22% of their sales, and that was insufficient to keep up with the lease and rent of the physical shops that could not operate efficiently. 
In April 2019 management decided to enter in a so called “soft administration” to reduce some of their rental and lease fees. 
Since Covid-19 hit the world, the financial uncertainty and the issues around BREXIT resulted in Debenham entering in another administration, which eventually resulted in going bankrupt. Within four weeks Boohoo Group Plc bought the brand and their remaining inventory and moved them online. There were some driving and resisting forces to change, but the driving forces have outweighed the restraining forces and that led to changes being implemented. 
This report will investigate the reasons behind all these, the changes that occurred, and also will analyse Lewin’s Force Field Analysis as well as the 3-stage model of change and the Stakeholders Analysis to conclude how changes have been implemented.
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This report will investigate the changes the major fashion and housing retailer, Debenhams has implemented in recent years, how these changes have been managed, and what impact these changes have had on the retailer as well as its workers’ and customers’ life. 
All data in this report is a result of secondary research. There were journal articles, peer reviewed journals, websites, eBooks, and news platforms used to gather the data needed to be able to write this report. The author remained impartial and only presented the data found online about the topic chosen for this report. The university library, google scholar and google search engine was utilised to gather the necessary data. 
To be able to further discuss the topic, Debenhams has to be introduced.
Debenhams is one of UK high street’s best-known brand name associated to the clothing, household and furniture retail industry (Vasconcellos, 2021).
Debenhams has a long history dating back to 1778. It was founded in London initially by William Clark selling expensive fabrics, gloves, and parasols. In 1813 William Debenham invested in the firm and it became Clark & Debenhams. During its over 2 centuries of operations, Debenhams has continued to grow in the United Kingdom (UK) and in 1997 they have opened their first international franchise store in Bahrain. By the end of 2014/15 financial year, Debenhams had a total of 165 stores in UK and further 87 stores and franchises spread worldwide (Statista, 2015). 
While Debenhams has gone through a lot of changes in their over 240 years operations, this report will be focusing on changes implemented since 2019. 
 Debenhams went into administration twice within one year. First in April 2019 and the second time in April 2020, when they went into liquidation in December 2020. One month later it has been bought out by Boohoo Group Plc, an online retailer giant in January 2021 for £55 million (Jahshan, 2021). Boohoo started using Debenhams as a marketplace platform and allowed people and other organisations to sell their products under the Debenhams brand, giving commission to Boohoo, and in return having the Debenhams brand attached to their products. Within 7 months, Boohoo has announced a strong increase in income from Debenhams and they have announced plans to double up the platform by the end of the year. In December 2021, Boohoo has opened a Debenhams flagship beauty store in Manchester (Nazir, 2022). 
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Living in a fast-changing and unpredictable world, if changes are not implemented often enough to keep up with the world, an organisation can easily fall behind competition, that can result in slowing down or finishing their operations altogether. It is proposed that 60% of all change projects result in failure (Burnes, 2004). 
The definition of change is the project, scheme or resolution being introduced in the organization to adjust the way work gets done, resolve a problem, or take advantage of an opportunity risen (Prosci, 2022) . 
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There are two key change models recognised: planned and emergent or reactive change. In some cases, change will be planned ahead and is a product of conscious reasoning of actions. This is called planned change. In other cases, however, change may be necessary as a spontaneous and unplanned reaction to an impact that the organisation has suffered from. This change is called emergent change (Jisc, 2006).  
The magnitude of the change being considered there are further two types of change. It can be incremental or transformational. Incremental changes are smaller adjustments within an organisation, and these changes will not upset business structures or business models or have major impact on existing processes. The benefits of incremental changes include the ability of a slower approach, giving management the chance of training, and to digest the changes, reducing the resistance. The risks and the costs are also lower. On the other hand, if the change is too slow, in our fast-changing world, the company could risk falling behind (Tarsus Technology Group, 2022). Transformational change is often initiated by changes in the organisation’s environment, and the organisation will result in making fundamental changes in their operations. This type of change can be challenging, but also can result in significant improvements in the organisation’s performance (AIHR, 2023). 
By the focus of the change, change can be strategic or operational. Both types of change are a necessity to staying competitive in the market. The main difference between operational and strategic change is that while the operational change will affect the way the entire organisation operates, the strategic change is the way the company changes in order to achieve an important goal (Anderson, 2014). 
And lastly, three levels of change can be distinguished within an organisation: individual, team or organisational level. As the names of these changes suggest, these changes impact individuals, a part of the organisation, or the whole organisation respectively. Individual level can be a new job role, or transfer, on the level of team or group are changes that effect a department due to ineffectiveness or lack of communications, or the need for that department or group within the organisation has changed, while the organisational level affects the whole organisation, such as relocation or restructuring (NI Business Info, 2020). 
Debenhams sold 23 of their stores in 2005 and re-leased them. This action has led to a quick monetary release of £495 million, but it tied the department chain to a long-term lease contract that they were paying to the new landlord. This action has resulted in £720 million debt by 2020. The company entered a Company Voluntary Arrangement (CVA), to reduce their rent bills, but the debt was still too high and in April 2020 Debenhams went into administration (Sutherland, 2018). 
While the first part of the change was a planned change, entering a CVA was arguably and emergent change as it was the result of the high bills and low income generated by the Covid-19 pandemic that forced the company to enter a CVA and later forced the organisation into administration (Davey, 2020). Further analysing the changes Debenhams has implemented, can be seen that overall, the changes can be considered transformational, and organisational as they evidently have affected the whole organisation, and it resulted in all their shops to be shut down and entering into administration. 
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Change can also be distinguished by the driving factors. According to Tucker (2019), the main driving factors of change are: technological, demographic, social, environmental, and geopolitical. By forward thinking and keeping these factors in mind, change can be translated into opportunity. Failing that, in this rapid changing and uncertain world, organisations will fall behind. By using the ability to translate and creatively respond to the driving factors, changes can lead to a rapid rise of the same organisation  (Tucker, 2019). 
At present, technology has a huge driving force in development and innovation as well as globalisation. Organisations have to keep up with the technological innovations, and make sure that they take advantage of it as much as they can or they will fall behind and their competition will take their place in the market (The United Workplace, 2020). In terms of demographic and social factors, an organisation will constantly adapt to the demographic changes as they alter a company’s employee pool as well as their potential clients and also due to the diversity and people’s mindset, employment laws are in constant change, that every organisation has to closely monitor and react to (Pandey, 2018). In terms of environmental and geopolitical factors, when a company is globalised, they have to take different country’s laws and culture in consideration for an effective operation. If anything changes in terms of the environment or in the political world, the organisation needs to adapt or they may cease operations in the region (Tamhankar, 2019). 
Analysing Debenhams reasons to entering administration and the later changes occurred when they have been bought out by the online retailer giant Boohoo Groups Plc, the following can be concluded, in terms of the driving forces to change:
Debenhams have tied themselves into a long-lasting lease contract by selling their shops and re-leasing them. This operation, while it released £495 million, forced Debenhams to operate under a so called “brick and mortar” store model, which is extremely expensive to run.  Rising rents and business rates added to the high maintenance costs hindered Debenhams’ ability to compete with quickly rising online retailers. Due to most of their stores had long and expensive lease contracts and they underperformed, Debenhams has struggled to keep up with the competition.
The other main factor was that, arguably, Debenhams had an outdated fashion, and they did not seem to be able to keep up with the changes in peoples taste, so if a customer wanted to buy household items or décor, they had multiple choices of new, more fashionable items, instead of the old-fashioned, outdated items, Debenhams had to offer. 
In financial year 2017/18 the Debenhams Redesigned plan was revealed by CEO at the time Sergio Butcher. The plan included the closure of ten store in the next 5 years should they not meet the required returns thresholds. The plan included the closure of one central warehouse and 10 smaller distribution centres and hoped to redeploy the 2000 employers affected to customer-facing roles. 
In October 2018, Debenhams has announced that they would close up to 50 stores in UK, due to high rental costs. By 2019, Debenhams has issued a profit warning as sales have declined and this jeopardised the Debenhams Redesigned strategy (Derry Journal, 2018)..
In-store shopping would be transformed into more events based social shopping and in-store food and drink offers would be introduced. In terms of the products, the underperforming brands would be dropped and certain categories on fashion and lingerie would be improved. He also planned on improving the beauty section. Mr Butcher would make more effort in removing the barrier between online and offline shopping (Roberts, 2017). 
In the meantime, with the technology rapidly evolving, people have started to move towards online shopping, allowing them to buy their necessities from the comfort of their own home and have them delivered to their doorstep. When Covid-19 pandemic has forced the world in a lockdown, most physical shops were forced to shut down and people turned almost exclusively to online shopping. (Davey, 2020). 
By March 2020, the firm has accumulated a £720 million debt and entered into a Company Voluntary Arrangement (CVA) to reduce the rent bills and to be able to shut down a few shops. (Begyinah, 2021). According to Debenhams representatives, Debenhams went into a “light touch” administration in 2020 to protect the company from creditors while its departments were closed due to the Covid-19 pandemic lockdown (BBC News, 2020). Some may argue that the historic retail chain has been struggling with the growing competition, and they have already closed down 22 shops in UK alone in the past year, and the coronavirus lockdown was the final straw that ultimately sent the company into liquidation (Neville, 2020). 
Debenhams went into administration twice within one year. First in April 2019 and the second time in April 2020, and ultimately these actions, the accumulated debt, and the rental fees for their physical shops have sent Debenhams into liquidation in December 2020 (Davey, 2020). 
One month later it has been bought out by Boohoo Group Plc, an online retailer giant in January 2021 for £55 million, but they only bought the brand, and their inventory, as Boohoo Groups, being an online retailer, was not interested in physical shops (Jahshan, 2021). Boohoo started using Debenhams as a marketplace platform and allowed people and other organisations to sell their products under the Debenhams brand, giving commission to Boohoo, and in return having the Debenhams brand attached to their products. Within 7 months, Boohoo has announced a strong increase in income from Debenhams and they have announced plans to double up the platform by the end of the year. In December 2021, Boohoo has opened a Debenhams flagship beauty store in Manchester (Nazir, 2022). 
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Kurt Lewin, a social psychologist whose work covered studies of leadership styles and change management (British Library, 2015), amongst others, has developed the Lewin’s Force Field Analysis and the three step Unfreeze-Change-Refreeze model. 
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Lewin's Force Field Analysis is a model that will analyse the forces that are affecting a particular situation, and it is often used in the context of organizational change (Connelly, 2020). The concept behind the Force Field Analysis is that to keep an equilibrium two opposite forces are needed, that are of opposite direction (Tracy, 2020). It is the same in change management as well. There is the force of change and the opposing force of resistance. If the forces of change are greater, change will go ahead, however, if resistance to change is greater, the change will be halt. Lewin said “To bring about any change, the balance between the forces which maintain the social self-regulation at a given level has to be upset” (Lewin, 1948). 
The table below will highlight some of the driver and a few resisting forces that led to Debenhams’ changes.
	Driving Forces
	Resisting Forces

	· Changes in customer’s behaviour (shifting towards online shopping)
· Technological advance
· Changing marketplace
· Years of poor management
· Stakeholders’ reaction to Debenhams Redesign programme
· Rental fees for physical shops
· Operational efficiency
· Covid-19 restrictions and lockdowns
· BREXIT
	· Union resistance
· Employer’s resistance to change 
· Cultural resistance
· Long lease contracts
· Lack of support from key stakeholders
· Competitors
· Regulatory changes
· Economic uncertainty 




The analysis of Debenhams would reveal a complex situation, with multiple driving and restraining forces at play. When applied to Debenhams, can be seen that the driving forces included changes in customer behaviour, such as a shift towards online shopping, which has been accelerated by Covid-19 pandemic, the need of cost reduction, and operational efficiency needed to be improved due to years of poor management (Smith, 2020), and ultimately, profitability needed to be increased, as online shopping only accounted to 22% of their income (Williams, 2019). 
As opposed to the driving forces, there are restraining forces that need to be taken into consideration. These are the factors that resist change and work against the driving forces. In the case of Debenhams, restraining forces could include internal factors such as resistance from employees (Malekmian, 2020) or lack of support from key stakeholders. When Debenhams Redesigned strategy was announced (Sutherland, 2018), investors did not respond the way Debenhams was hoping for, and their shares have dropped (Nazir, 2019). External restraining forces could include competition from other, mostly online retailers, economic uncertainty and regulatory changes generated by Covid-19 and BREXIT (The Economist, 2019). 
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To implement a successful change in an organisation, management has to implement a combination of so called hard and soft areas. Hard areas usually involve project planning, use of technology and implementing new software and hardware. The soft areas include usually the areas of planning that involve people. It is about decisions that will impact employees, new methods and ways of working (Sarayeh, et al., 2013). 
Kurt Lewin based his model on the physical properties of water. He has developed a model where management will have to unfreeze the current way of things being done, implement the change and lastly refreeze when the changes have been implemented (Figure 2). This model has been used for decades and its simplicity is the key to success (Tracy, 2020). 
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Figure 2.: Lewin’s 3-stage model of change ( (Tracy, 2020)
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Stakeholder in business usually is an individual, group, or party that has some sort of interest in an organisation and its financial results. A stakeholder will either affect or will be affected by an organisation’s operations and performance. There are generally two main types of stakeholders. Internal stakeholders such as employees, owners or investors have a direct relationship with the company. External shareholders, like suppliers, creditors, governments, and different public groups will not have direct interest in working with the organization, but in one way or another, they are affected by the businesses operations and their outcomes (Fernando, 2023). Most commonly stakeholders are employees, customers, shareholders, suppliers, communities and governments. As stakeholders have such a diverse background, they all have different interests in a company, so the organisation will try to please all of them as much as they can (CFI Team, 2023).
The managers have to make decisions reflecting the company’s stakeholders’ interests in order to be able to continue cooperating with them. Some of Debenhams’ stakeholders are the customers, their employees, and corporate shareholders. By default, customers represent the business’ existence, while employees are acting like a linking agent between a business’ operations, products and services, and the customers, while corporate shareholders hold percentages in the business, by owning shares (StudentShare, 2023). 
Management will use a widely used model for shareholder’s analysis. Mendelow’s Matrix (Figure 1) helps making decisions in planning a series of actions, while prioritizing the shareholders, considering their power and interests in the organisation (Serra, 2014). 
Mendelow’s Matrix was developed in 1991. Its aim was to analyse individual stakeholders and to determine their level of impact on an organisation based on their interests and power (Professional Academy, 2020). 
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Figure 1.: Mendelow’s (Power/Interest) Matrix (Serra, 2014)
Analysing the Mendelow’s Matrix can be established that stakeholders can be categorised in four groups depending on their power and interests in the organisation. Based on the stakeholders’ power and interests, using the Mendelow’s Matrix can be established that stakeholders with high power and high interest are the most influential stakeholders, followed by high power and low interest stakeholders. Less influential stakeholders are ones with low power, but high interests and the least influential stakeholders will be the low power, low interest stakeholders. 
High power, high interest stakeholders: The aim is to fully engage this group. It is important to make the most effort to satisfy all their needs, as these stakeholders hold great power and also are greatly invested in the organisation. For Debenhams these can be the business owners, managers, shareholders, customers, and suppliers.
[image: ]
Figure 3.: Possible stakeholders in retail industry  (Toronto Metropolitan University, 2022).

High power but low interest stakeholders: there needs to be met, if possible, as they have a great influential power, however, they are not particularly invested in the organisation. These could be governments, landlords and councils.
The low power but high interest stakeholders: these stakeholders to be kept informed and constantly reassured. They can be used to highlight areas for improvements. This group consists of employees, lower management, and residents of the area of business.
Low power and low interest stakeholders will only be interested in major changes, and they will not have a significant role in the operations. They may need to be monitored in case some of them changes their status (Eriksen-Coats, 2020). 
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Based on the findings, Debenhams has been subject to major changes in recent years. They entered administration in April 2019, and exactly 12 months later again. After a desperate search for shareholders and investors, in December 2020 they went through a liquidation process. Only a few weeks later, in January 2021, Boohoo Groups Ltd, an online retail giant bought their brand, and inventory and moved the whole Debenhams experience online. They rented out the brand to anyone who would wish to sell their own product under the Debenhams brand name for a percentage. About seven months later the Boohoo Groups announced major increase in income and soon after, they opened their first flagship Debenhams beauty store in Manchester (Nazir, 2022). 
Arguably, Debenhams failed to keep up with their operations as a result of multiple factors. Years of bad management decisions, combined with the lack of ability to move away from physical stores, the Covid-19 pandemic and its lockdowns, and the technological development, that helped people to switch to online shopping resulted in making emergent changes, and ultimately falling into liquidation.  
Based on the analysis, it is recommended that the next step is to take action to address the driving and restraining forces. Debenhams has already taken steps to address its financial difficulties, including entering into administration and ultimately being purchased by Boohoo Group Ltd. Debenhams will need to continue to adapt to changing consumer behaviour and address any internal resistance to change to remain competitive in the retail industry.
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