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Executive summary
This report will provide an overview of John Lewis and Partners, how change management has impacted the rules and regulations in relation to current situations of the company during pandemic. The association between environmental change and organisational competence will be discussed as well as the relationship between the organisational culture and change. One of the main points that will also be reviewed is the multifaceted concepts of leadership impacted by the current changes instigating change management.























Introduction
The purpose of this report is to inform the board of directors addressing the impact of change management in John Lewis and Partners (JLP) during COVID-19. Change management is highly necessary because unexpected changes can lead to good or bad consequences. Over the decades, organisational change management has been characterised by two dominant approaches which are planned and emergent (Roberts, 2018). Hence, it is compulsory to dissect every business operation, interaction, and employee process in order to see how altering one part of it can affect the whole. Throughout this essay, the SWOT analysis framework is utilised to summarise strength, weaknesses, opportunity, and threats of change management of JLP. This is crucial as it covers the strategic planning process within the external and internal environment. Similarly, PESTLE analysis examines the macro environment in which the business exits in. This framework is vital it will assess the political, economic, social, technological, environmental, and legal factor that a business operates in. similarly the application of porters five forces framework for Managers and entrepreneurs examine the economic situation of their company by looking at the different factors that drive industrial competitiveness. (chaira at el Jun 2020).
Past and the recent History of John Lewis and Partners 
John Lewis closed down for the first time, in their fifty-year history. This pandemic has brought in a lot of uncertainty and changes in foreign trades globally, transforming workers lives massively. At the beginning of this phase till now, they have transferred their service online to ensure their customers are receiving full satisfaction and workers are continuing and delivering assistance and building the capacity to meet the extra demand online. For example, before the pandemic, their sales of revenue records were 40% whereas now it is 60-70% (Coble, 2020). This shows online shopping increased than previous years, due to pandemic procedures and scheduled lockdown. This means that it is important for this company to be agile in its actions to stand strong in the market. Currently, with the situation improving, it is vital for this company to shift its strategies and attract more consumers through various promotional tactics. as macro-economic condition stabilises, consumer spending increases and this leads to more sales and profits for the company. This is shown by JLP increasing their sale growth and market share gains in Fashion, Home and Electrical and Home Technology. In 2015-16, when stores were down 1%, online sales growth were strong at 17% - the results were largely due to the successful combination of stores and online shopping (John Lewis Partnership, 2016).








PESTLE analysis  
Political and economic – due to the current situation, the supply of John Lewis products has been disrupted, causing challenges for their suppliers to meet the demand of customers and instant and difficult decisions to be made. According to industry practice procedure, John Lewis pays for any own-brand finished products once shipped. During the pandemic, each supplier of JLP, started to create goods, John Lewis committed to take orders at a later date but had to cancel order at some points when they had no choice. Both the supplier and organisation were aware of the affect and cost of cancellations and the impact of supply drop has on vulnerable members within the supply department. However, John Lewis, are still committed to work in partnership with the third party and ensure that all workers are receiving wages of their working hours. 
Social – the main priority of John Lewis is to retain ethical commitments and maintain reliable and close relationships with their suppliers. It is important to provide partners of organisation with more autonomy in their decision-making so they can consistently deliver exceptional service.
Technology – John Lewis and Partners reconstructed their website to make it easier for customers, when shopping online, to purchase and organise their products on their site.
Legal – most importantly, each supplier of John Lewis is required to act responsibly in line with the latest government and World Health Organisation advice. In order to retain information regarding working hours, issues of pay, health and safety and labour, they must keep up to date with the John Lewis Partnership Responsible Sourcing Code of Practice (RSCOP).
Environmental – considering current industry awareness and any hazards, a healthy, safe and hygienic working environment must be provided. By modifying, as far as is fairly possible, the causes of hazards inherent in the working atmosphere, appropriate measures shall be taken to avoid accidents and harm to health resulting from or occurring in the course of operation. Suppliers must go through a regular and approved health and safety training, which must be repeated for new employees to prevent misunderstandings, and this is crucial in order to satisfy the demands of the consumer market. Ambition to meet the need of families with a variety of products, services, and celebration, delivered in inspiring and convenient ways in-store and online. Due to strong consumer demand, another consideration is to extend the ‘FatLIama and Deliveroo tracks. The aim is to increase organisational performance and update processes on a regular schedule. 
Porter’s Five Forces
Porters five forces is used analyse how each factor affects an organisation, and by identifying its strength and direction, an organisation can quickly assess their position (Viving, 2011). It supports companies assess industry attractiveness, how trends will affect industry competition, which other organisations are they competing against and how they position themselves for success. This approach considers long-term (macroenvironmental) trends that over time, will influence and alter immediate environmental factors. Therefore, in terms of stage of change, workers seek for new ways of interaction, new things to substitute the old methods of interaction and start by solving the uncertainties. Between the two stages, the transition is not achieved so easily. Time is required for people to associated change and act in a proactive way in its advantage (Maria, 2014). 
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Industry rivalry
John Lewis and partner is particularly exposed to competition as it sells not only food and drinks but also apparel and household goods. This leaves it vulnerable to competition from giant supermarkets such as Tesco, Asda, Sainsbury’s and clothes retailers such as Next, Topshop, Marks & Spencer and Zara.




Bargaining power of supplier
Suppliers are required to set up management systems for applying the Responsible Sourcing Code of Practice to keep track of compliance records. It is important that their employees and others in their supply chains are aware of the RSCOP's rights. John Lewis is still looking to establish long-term partnerships with their suppliers. In their service supply chains, they value the interests of their consumers and work together to improve work. place conditions. This is in order to improve working conditions and build well-paying jobs. Both suppliers of goods and services, including branded and own-brand suppliers from all sourcing countries, are subject to the code of conduct. 
Bargaining power of buyer
As shown by a significant rise in online purchases of essential products since the restrictions were imposed, the John Lewis website is delivering crucial products to consumers in their homes. For example, kitchen appliances, utensils, technology to support people to work from home, baby and children essentials. The Committee is recommended to embrace internet shopping as an important channel that should be preserved and promoted. This is because it supports customers and the organisation also maintain ethical principles as it supports distancing by providing necessary goods direct to their homes (Reeves, White and Partnership, n.d. 9 April 2021)
Threat of new entrants
Due to the massive capital investments required in setting up a successful chain store, threat of new entrants is relatively low. Also, the retail industry is mature and a new entrant in the market would consider offering something radically new, which is quite difficult to do in cloth retailing.
Threat of substitute
According to Wilkes (2017) Food and clothing cannot be substituted in any significant way. As a result, the threat of replacements is minimal. Waitrose and Marks and Spencer, in terms of changes may cause issues in the food industry as replacements. Asda and Tesco have both launched less expensive options. The risk is relatively high in this situation.








SWOT analysis of John Lewis
Using SWOT analysis method will help to analyse the planning process that will help the company overcome the challenges and determines what is new to follow. The strengths and weaknesses are the internal factors whereas opportunities and threats are the external factors.
OPPORTUNITIES
· Growing demands for private labels
· Scope to enter new markets
· Raising focus on healthy foods
STRENGTHS
· Elimination of plastic
· Strong online presence 
· Focus on innovation and creativity platform.
· High brand strength
· Extensive product offering
· v
                  THREATS 
· Intense competition dominated by strong players.
· Rigours laws and regulations
WEAKNESSES
· Inconsistent probability 
· Customer’s dislike using reusable boxes


Strengths
John Lewis' culture and values enable them to strike a balance between social, legal, and environmental principles, as well as a wide range of market practises, in order to achieve long-term success. Furthermore, they're investing one billion pounds over five years to transform their shop and speed up their online market. This is to benefits of the organization as a whole and to raise expectations in order to increase the retail environment for consumers, allowing them to enjoy a wider range of choices while shopping online
Weaknesses-
· Cancelling or pausing initiatives to adjust operation to save money on cash and investment. We initially planned to invest more than £500 million this year, but it will be greatly reduced. 
·  Postponing or removing discretionary spending. We currently invest over £500 million in sales revenue per year. We're reducing non-essential spending across the board, avoiding non-essential staff, and cutting marketing budgets. 
· • Reducing the household goods supply stream to identify the effects of our temporary store closures. 
JLP also planned to invest more than £500 million this year, but it would be drastically reduced. The JLP's growth and infrastructure costs are reduced by delaying programmes or cancelling events. The need to postpone financing costs by cutting non-essential spending at all levels, limiting non-essential employees, and cutting marketing budgets. Another flaw in John Lewis' present position is the need to reduce the general merchandise supply chain to account for the effects of our temporary store closures.
Opportunity 
John Lewis may want to widen its business to Asian countries, where the living standards and an increasing middle class may have a ready market for its high-status goods and well-known brand. Since their credit card and insurance markets are quickly increasing, they could derive 25% of their sales from these services, allowing them to further maximize these sectors (strategic management plan, 2020).
Threat 
Inside the United Kingdom, John Lewis and Partners are up against a number of well-known competitors. Tesco, Sainsbury's, ASDA, Morrison, Aldi, Lidl, and Iceland, for example. Increased competition and price wars, especially by Aldi and Lidl, have a significant effect on John Lewis' market share and profit margins. New entrants emerge with better strategic advantages. However, new law has a detrimental impact on an organization. (Dudovskiy, 2012). 




















What is change management

The method for transitioning people, organisations and teams from their current state to their intended future state in order to achieve or execute a vision and plan is known as change management. It's an organisational procedure aimed at permitting workers to consider and welcome improvements in their existing working climate. The art of change management has been influenced by a few various streams of thought.


The Models of change 

The Kotters 8-step change management methodology was created to assist leaders in implementing change in institutions, and it has been extended to human care and educational organisations in the past. It includes concepts and apply effective change management techniques, such as entering and organizing change activities, assessing opportunities for progress and growth, and planning for change. (Nathan et.al 2019) john Kotters has 8 steps of change management prosseses as follows,
· Establish a Sense of Urgency: to identify areas for improvement through assessment.
· Form a powerful guiding coalition: recruit talented and occupant to lead the initiative
· Create a vision: replace stereotype dull lectures with more engaging and valuable individual
· Empower other to act on the vision: By eliminating internal obstacles, reforms initiated by the survey and efforts of other training programs were introduced. 
· Plan for and create short term wins: compare the new and old model in order to recognize and communicate.
· Consolidate improvements and produce still more change: feedback was required and continuously incorporate to push ongoing improvement.
· Institute change: Rich the connection between the new behaviours and organisational success 

The ADKAR change management model is made up of five components that work together to concentrate on crucial aspects of change including assessment, management, employee commitment, preparation, and reinforcement (Hiatt, 2006).   Hence, employees have to be trained with the desired skills and attitude to implement the change. The ADKAR model focus on large organisations and provide a tool for improving the connection between individual performance, organisational change management and business results (Boca, 2013).

In addition to these employees have to be trained with the required skills and attitude to implement change (Pollack and Pollack, 2015). In order for the company to be running well leaders must have the following skills,
Three different changes 
There are three forms of change that leaders must deal with: developmental, transitional, and transformational. Each category has its own set of individuals, information, and processes. To figure out what transitional plan an individual needs, it is required to know to correctly determine the sort of change they are leading. As a result, each form needs of various mindsets, tactics, processes, and resources, to succeed (Anderson and Anderson, 2011).

Development change:
This is a skill, process that already exists. Refining a company’s procedure, growing capabilities, and improving an HR structure such as efficiency are all example of evolutionary improvement, improving the recruiting or succession planning process for employees (Anderson and Anderson, 2011).



Transitional change:
Transitional change is more difficult to manage as it involves replacing an existing arrangement, system or business operation with a new one. It requires a transition to a new state, which is knowable and definable at the beginning of the change process (Anderson and Anderson, 2011). The adjustment phase in transitional change is reasonably stable and sequential and it can be handled under a limited budget and timeframe. Previous events show that this approach has been successful, particularly when the individuals who are affects by the transition are aware of what is going on and understand their position in the new system. For example, Google company was unprofitable company in the past, Google then dramatically reversed direction after a significantly efficient task by supplying technology appliances to companies and its own optimization methods to other online services. In 2003, Google launched the AdWords app, which enabled marketers to target users who were searching for products on Google.com. Google has changed from a popular tool to a global advertising business. (Wally 2010)


Transformational change:
Transformational change contains various complexities than incremental change and necessities radically different change planning mindset, approaches and methodologies. Transformational reform involves a dramatic change in policy, organisation, systems, methods or technology that necessities a change in society, attitudes and mindset of individuals to adopt and maintain over time (Anderson and Anderson, 2011).
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The model of change and the leadership style. 
John Lewis has democratic leadership style of management. This approach keeps management accountable and emphasises two-way communication, engagement, and consideration of others' viewpoints. The partnership of John Lewis also operates on democratic principles sharing power with all partners such as democratic network of elected councils, committees and forums enables partners to participate in decision making, change management on performance and have a say in how the business is running. Previously, Charlie Mayfield was leading John Lewis, and he established a strategic plan for the 2018-19, which was to set out to grow through differentiation rather than scaling. It was to identify and strengthen the importance of employees in driving their differentiation and productivity, as well as to secure the financial strength to ensure they will continue to spend at a rate of £400 million to £500 million per year, , which was just as important to their long-term growth, despite short-term profit pressures. Whereas now Sharon White is taking the lead of the organisation. She has introduced new management and new role due to the pandemic in March 2020. Last year, it was announced in order to form a single partnership this requires combining duties including customer service, strategy, finance, supply chain, resources, and HR, as well as replacing John Lewis and Waitrose's separate management boards with a joint executive council. 
John Lewis has expanded their own brand of unique products, as well as their consumer care and fitness and wellness activities. Remove plastic cups, for example, to stop the 52 million takeaway cups used last year. Multiple leaders' views, thoughts, and motivation are needed for organisational change, according to the leadership management change principle. in order to prepare the organisation for change management, it needs to create organisational readiness during change management, Armenakis and Hariss (2009) has identified three steps that should be followed for the change to be successful. First, the problem that creates the need for change must be diagnosed. Secondly, the organisation must plan the change by involving employees and implementing the desired change. Thirdly, the outcomes must be integrated and internalised into the operations of the organisation (Roberts, 2017).it appears to be the Kotters 8 step model of change relates to the companies change management technique, according to Kotters eight steps model, Transformations cannot be led by a single person. JLP followed Kotters 8 step model of change while the organisation was adapting to a new rules and regulation during  pandemic in order to run the organisation effectively. This is useful because it gives an overall picture of the change process, describes a series of steps to be taken to achieve mandated organisational changes (Pollack and Pollack, 2015). This model is one of the most recognised models across organisations as it helps create major change across the management. JLP ensures that managers and partners are aware of the preferences that take place during change and doing all they can do to educate and give their partners the tools they need to identify inclusivity as well as track the decisions made (Reeves, White and Partnership, n.d.9 April 2021)

The impact of organisation culture on the change management 

COVID-19 has had a big impact on their personal and professional lives, and it has everyone’s endurance to the test. In order to cope with the constant changes and hardships, one must develop resilience. This can be developed through self-awareness, self-image and understanding various situations thoroughly. This helps an individual to react to any situation in any environment in a calm and suitable manner. Brown and Cregan (2008) say that managing an organisation, managers can assign responsibilities to their employees based on expectation and roles. However, change management is different form organisational management because it can lead to both intended and unintended results. Intended outcomes may include organisational survival and profitability. On the other hand, an unintended result may be a employee’s cynicism about the change process (Brown and Cregan, 2008). Although, managing change and managing an organisation fall within the same category as they share aims of achieving organisational goals. Botezat (2012) argued that managing organisational change is mainly aimed at designing strategies to instal new procedures, systems, organisational structures, and responsibilities (Roberts, 2018).  Hence the leader of the company has a very delegating management style and very approachable, is active in coaching and mentoring.   
John Lewis and Partners are co-operating culture as being unique to itself, fairness, trustworthiness, engagement, and inclusion. JLP believe in ‘happiness of all their members, through their worthwhile, satisfying employment in a successful business’ with success measured on its ability to sustain and enhance the position both as an outstanding retailer and as an example of employee ownership. When an issue occurs, the leader calls all employees together and consults them to implement changes for instance, in 2020 John Lewis suffered a 99% fall in profits due to the pandemic. As a result, the organisation has implemented precautions and implemented strict controls to prevent the virus from spreading within their activities. introducing ‘safe gap' floor signs, ‘two-metre organises' to better control queues, encouraging contactless shopping, and spacing out breaks for partners. It is also why JLP took the difficult decision to close their 50 John Lewis department stores (Roberts, 2017). 
[bookmark: _Hlk68954084][bookmark: _Hlk68900227][bookmark: _Hlk68899340]This shows it is the leaders’ responsibility to develop and clarify the vision and the strategy to be used to implement changes. These changes have to be consistent with the vision, mission and core values of organisation.
Recommendation
 In the future, the ADKAR model would be best to use for larger organisations to implement the changes and it is beneficial because of its consistency, structure, and capacity to execute change on all levels, from one person to companywide.  Elements of ADKAR model includes awareness, desire, knowledge, ability, and confidence (Grovom, 2013). 
Companies can easily implement organisational improvements, and the organisation can quickly adapt to new ideas and function efficiently.
Conclusion 
This report concludes the recent and the history of John Lewis and partners which shows the circumstances before the pandemic and now. Therefore, in an organisation, it is important to adapt to change. Both the organisation and employees are able to operate with the changing situations, but not having the power to control them. The organisation will change rapidly once the staff is more open to the change. It also includes PESTLE which was used to analyse the macro the external marketing environment that have an impact on the organisation due to the pandemic, and swot which used to analyse its internal and external environment. Porters five forces was used to identify the five competitive forces that shapes the industry and helps determine an industry’s weakness and strength. It also includes the stages of change management processes. Organisational culture plays an extremely important part for the appropriate development and for the success of the organisation (Maria, 2014). Leaders of today's organisations must be equipped to handle organisational transition because change is necessary, and successful change management is critical to transformative progress. It is highly significant for leaders to understand the various forms of transition that can arise.
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