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Introduction 

The report analyses the nature of change within M&S and examines the dynamic principles of leadership throughout the area of change management. The ongoing transformation the organisation is experiencing has been explored in depth, analysing the process of change as well as the change agents who are addressing the corporate culture and the effect it has had on the transition. To enable the achievement the nature of the change has been investigated influencesly by compiling a PESTLE analysis which explores the Micro and Macro factors. It is essential to analyse the various phases of the transition in order to tackle change processes effectively. This has been clearly demonstrated throughout the report. Furthermore, theories and models have been applied to explore the leadership and the culture which has had an impact on the transformation. Marks and Spencer operate within the public sector and is a large multinational company of deep British roots. The organisation has been running successfully in the industry for more than 130 years and believes in total business leadership. While doing so, the organisation has encountered a variety of obstacles from competitors. They have taken an initiative to resolve this by launching massive supermarkets and collaborating with the online grocery giant Ocado. 

[bookmark: _Toc36744436]3.1 – Change

In November 2017, Steve Rowe, CEO, rolled out a five-year transformation plan, Make M&S Unique Again. The purpose of this plan is not just to "manage the downturn" but also to restore M&S to healthy, sustainable development. In light of significant improvements and success in restoring the fundamentals, M&S still continues to operate in the first step of the transformational plan and this is expressed in the annual results. There have been further declines in like-for-like revenue both in food and clothes & home sectors during the past year. According to Steve Row the CEO of M&S the food industry is displaying positive indicators of success in preventing the downturn in like-for-like revenue. UK Food sales fell by 0.6 per cent, and like-for-like sales down by 2.3 per cent. He claims that the food brand continues to be very powerful and that their approach is to "protect the magic" –centred on the distinctive quality, freshness and creativity–whilst transforming. (M&S - At A Glance , 2019).
Steve Rowe believes this change would bring more success to the company. Agreeing that the organisation has made significant progress, and the goal in the coming year is to accelerate the speed of transition. M&S has an outstanding team of dedicated employees who are collaborating through this transformational change to make it a success. Unlocking this ability to create a stronger, more competitive culture would allow M&S to accelerate transformational change. (M&S - At A Glance , 2019).


Transformational change has become a comparatively new corporate change. It is adamant with radical change and is fundamentally changing the way organisation is viewed both internally and externally as well as how it functions. That level of change will be pertinent to Marks and Spencer’s situation, because this would fundamentally change the way the organisation works in a completive situation. They have encountered many tough competitions from their rivals these days, such as competitive pricing strategies and the use of outstanding marketing strategies and latest trends as lower prices. (Neate, 2019).

M&S wants to move a third of their sales online which is the reason for their collaboration with Ocado. It has been influenced by the growing market interests of people who want value for money and prefer to have quality food rather than quantity. (Neate, 2019), (M&S, 2019).

[bookmark: _Toc36744437]3.2 - Nature of Change

M&S has a siloed, sluggish and bureaucratic culture which has proven resistant to change. The change required is not just a one-dimensional not a touch of a tiller, and therefore not a matter of strategies. Extremely competent management team has come and left with entirely reasonable strategies, and thus the long-term decline of the company has persisted. (M&S, 2019)
However, M&S is making a radical transformational change by expanding its huge supermarket stores to exchange fashion and homeware with more family-focused items targeted not only for single and couples but also towards families who are willing to do their regular food shop at the store. According to a January 2018 report, Marks and Spencer aims to eliminate 25 percent of Fashion & Home stores by transforming them into food-only outlets and closing and downsizing the remaining stores. (M&S, 2018). 
In an attempt to target families, Marks & Spencer is preparing to launch supermarket-sized grocery stores. The organisation plans to reinvent its brand by launching new 12,000 ft to 15,000 ft outlets, and expanding existing stores to offer a wider selection of groceries. 
Sacha Berendji, M&S Retail Manager in an interview have stated that, "We agree that these improvements are essential to M&S' success, and we will strive to speed up the cycle by making tough yet necessary decisions when focusing on M&S expertise". (Craven, 2019).
MD Stuart Machin has said that the change will enable the company remain competitive as a firm for against the larger supermarkets such as Waitrose, Sainsbury's and Tesco. In addition to adopting new outlets, several current M&S shops will be redesigned with sections where clothing will be turned to food. He stated that the launch of a store transformational plan will provide more items in new and existing stores which in return will bring greater, better and healthier M&S food halls. M&S Food is considered to not be a complete-range company by consumers. However, Stuart Machin said that this is not accurate. In terms of taste and price the complete range is unrivalled. There are over 6,500 lines of products which are simply not presented in front of the consumers. The entire range is accessible only in few stores. According to Stuart Machin that needs to change, this would be achieved through the replacement of Waitrose as the main grocery distribution service company Ocado in a £750 million contract next year. (Coles, 2019). 
In February 2019, M&S revealed the formation of a joint 50/50 joint partnership with Ocado Group Plc, the UK's largest pure-play internet retailer, which would enhance online food purchasing for UK shoppers. The JV blends in the power of the M&S brand and its pioneering product consistency and creativity with Ocado's innovative and patented technologies to establish an unrivalled retail service for consumers. The JV would help current and potential UK customers, partners and vendors to bring the best together. (Munbodh, 2019).
[bookmark: _Toc36744438]
PESTLE

Consumer interest has been influenced upon Marks and Spencer to take a drastic step towards the change. Based on the micro and the macro environment the changes happened due to few factors such as: 
Economical – The UK food industry is powered by customers who are experiencing demographic and cultural changes, thus retailers throughout every field need to change to succeed and survive. The increasing in success of discount retailers has prompted many stores including M&S, to adjust their products and modify the choices they make as retailers. The impacts of Aldi and Lidl have a profound influence while there is scope for more development. The stress caused by the' status quo' of retailers prevailed not only in food sales, but household goods and general merchandise sales have also been affected. Driven by uncertainty both in politics as well as the economy, the tendency of customers to search for lower priced goods is a pattern which is not anticipated to go away completely. Supermarkets, whether from lethargy or negligence, overlooked discount stores and failed to act rapidly to maximise them.
Budget shops pose a significant challenge to the consumer audience for Marks and Spencer, and the retailer has not been able to find a way to counter this threat. Over the recent years, companies are seeking to expand their roles through mergers and acquisitions, this is occurring due to intensified rivalry within the market, with price increases resulting in reduced margin. The assumption therefore prevails that the scope and volume of sale is among the few means of survival and development. M&S acknowledges that, despite increasing challenges arising from the emergence of discount retailers, retaining lower prices and quality is essential in increasing demand, which can be accomplished through enhanced buying power. Unable to compete on cost, communication and promotion can play a vital role in delivering to shoppers, either through better customer support or innovation in offering through the collaboration with the online supermarket giant Ocado. (Shadbolt, 2015).
Social - Marks & Spencer is a popular name though because of its long-standing history it is not what everyone considers to be a brand that caters for youths. Much of the population connects the company with their tradition. Without a top-to-bottom redesign of the company identity Marks and Spencer are expected to lose a lot of current-generation consumers. The manner in which people in the UK shop are changing, it is totally unlikely that the young demographic will spend approximately two hours each week going around supermarkets for their weekly food shopping. People are shopping quite regularly and predominantly online. M&S would have to re-invent current reward programmes and packages to entice customers and to meet their shopping needs. Growth within the UK food industry is about placing the consumer first, doing all the fundamentals right, adopting emerging technology to do that, and delivering further creative and enjoyable supermarket experience. M&S is eager to be successful in the constantly evolving market with its continued product innovation especially in food, Wherein the company is often seeking to set trends instead of following them. This has influenced the brand to evolve themselves and step out towards the food industry competing with other existing brands and eventually shifting towards the biggest change of moving online. (Hardy, 2018).
Technological - Retail shops in the present day are evolving and incorporating emerging technologies. Adopting new technologies will allow them to have a greater presence amongst the present generation. Many of the products could be found online so that customers could save time by shopping at Marks and Spencer. Implementing new technologies is not assured to secure the company, however, it means that M&S are on the same level as other highly regarded retailers instead of still remaining one step behind. M&S may need to extend the project further to assess the market for an online food service, as well as working with another business to bring the idea off the ground. This has however been achieved through the collaboration of M&S and Ocado which will be implemented from September 2020 although the deal has been finalised. Combining both the company’s innovation and creativity together by bringing online food shop to customers will give them a great advantage in the food market. The rise in online food shop has grown immensely over the past years. As per statistics Online sales has expanded between 2010 and 2016, hitting £141.9 million in 2016. With the rise of online food purchasing, grocery delivery and click and collect online grocery transactions further risen, with the UK projected to be the world's second biggest online grocery sector after China by 2020. Research studies have found that consumers carry out less of their main purchases in supermarkets, instead prefer online shopping. As a result, stores are rapidly becoming a way to grab food items only when it is needed as a top up. (Statista Research Department, 2019).
One prime example is Tesco, the on-line revenues at Tesco were reported to have hit a record of 3 billion after a rise of 13 per cent during the year to February 23. In an attempt to attract shoppers returning to the shops, Mr. Clarke Chief Executive at Tesco is taking action to enhance the shopping trip by relaunching the brand, stores upgrades and recruiting more employees. (Mullin, 2013). 


[bookmark: _Toc36744439]3.3 – Complex areas of change and involvement of leaders

In order to understand the new and complex management structure at M&S and how it has implemented change, it is useful to examine recent management theory.  For example, John Adair’s action centred leadership model (Adair, 2007) focuses on the balance of three vital components; task, team and individual. Adair advises that a good leader should be able to use the strengths of the three components within different situations, in order to get the results, they desire. Within the M & S company, it is clear to see how the directors implement Adair’s model within their leadership styles; to highlight this we will be focusing on Stuart Machin. Machin has a clear aim for M&S and this is to be at the forefront of innovation for the food and grocery industry. He has achieved this through the company’s partnership with Ocado and becoming one of the first retailer to have third of their business being online (M&S, 2018). To have achieved this Machin, firstly created tasks for teams and individual in the company and had to ensure balance between the three components were right in order for the plans to be successful. Just like Adair highlighted, direction and morale are important factors for the success of this model. Although this model might bring employee satisfaction it is an inefficient strategy and time and resources maybe better implemented elsewhere. 
Another theory regarding leadership style that would applicable to M&S would be the Managerial Model (Ajami and Goddard, 2018), this theory focuses on integration of leadership and management. A study has shown two different types of managers fall under this category; April Preston is described as the Michigan strand of the Managerial model. This mean Preston is production orientated and her strengths revolve around the consumer interest (M&S, 2020). However, this model is too simplistic and does not focus on the different attitude’s managers may have. for this role specifically, it does not take into account that Preston must focus on external relations with other stakeholders and suppliers, as well as product development and customer satisfaction.
French and Raven (Blois and Hopkinson, 2013) have established five different types of power within their bases of power model. Wright is an example of referent power; referent power comes from being trusted or respected within a company or industry. George Wright’s role primarily focuses on his relationships with other traders, suppliers and partners (Calnan, 2018), this referent style of leadership is vital within his role as he must be seen as respected and fair by all other stakeholders in order for the company to have a positive image, that other brands will want to be associated with. However, this theory is harder to measure than others – for example, how do you measure respect given to Wright? Also, although referent power is valuable, it would be fiscally sensible to switch to cheaper suppliers for example, than to maintain a more expensive relationship for the same product.
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Archie Norman the chairman of Marks and Spencer stated in a report “while parts of the organisation have dynamic, and sometimes new management, and have adopted a hands-on way of working, other remain slow, bureaucratic and hierarchical”. In this quote, Chairman Norman explains that there is not one set management style to explain the success of Marks and Spencer thriving in a dying industry; it is an amalgamation of rigid bureaucracy and also dynamic innovation. Marks and Spencer have a traditional organisational hierarchy, whereby they follow the approach that there is one ultimate central authoritative role (CEO), the second tier are the core directors of the business , working with the CEO to implement the aims and objectives of the business; the business follows a typical retail hierarchy (Keep, 2020). 
Max Weber (1983) defines bureaucratic leadership as a “system of management whereby employees are made to follow specific rules and lines of authority created by superiors.” This type of leadership style is essential within the public sector, to ensure that company performs well and consistently within each store. The two main departments in Marks and Spencer are clothing and food, within both of these fragmentations in the company, quality and consistency is key. By using a bureaucratic leadership style, the directors and management team at the top of the hierarchy understand what consumers are wanting from the company; this gives the management powers to innovate and adapt to changing consumer tastes. When this is understood, strict guidelines are sent down to individual stores, this ensures that the quality that the consumers expect will not falter; if things are expected to be done to a particular standard, there will be no confusion with the staff as to their role within the company. A historical example of the bureaucratic leadership is none other than Winston Churchill (kukreja, 2018), Churchill was infamous for being meticulously detailed and planning for every outcome; as he was so confident in his research, he would always be persistent within his plans. He made sure various departments understood what they had to achieve and held them accountable if the plan was not followed through, this leadership style is ultimately known as why Churchill was such a success (Bass, 2013). 
In a company press release found on the Marks and Spencer website (2018), the directors are referred to as being “respected and fair” with commercial approaches. This is cohesive with the ‘X Theory’, MacGregor (McGrath and Bates) describes this theory in the little book of big management theories, with the assumption that workers only have their jobs for a paycheque, however with the directors of this company implementing their managerial position with respect and regard for their consumers, even with the substance of theory X being used in the company, this is mainly due to the fact that the company employs such a large amount of staff and to ensure quality and time requirements are met, tasks must be performed in a certain way and that is why there are tiers of managers. 
M&S uses a top down management approach (Lupton, 1971), and this means they have set goals, tasks and projects to identify and reach a set goal that is in line with the company’s mission and vision. In this regard they resemble companies headed by well-known chief executive like Sir Alan Sugar and Richard Branson whose top down management style still very much values their employees and where states “If you look after your staff, they’ll look after your customers. It’s that simple” (Krapivin, 2018). Branson’s net worth is approximately $5 billion.
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Fig 1 shows M&S food sale
[image: ]
Figure 1 M&S food sales comparison against competitors
This figure shows M&S are a head of their competitors by a large percentage which demonstrate the level of high-quality food they are providing. This is a clear indication of the secure customer base that has been generated through the high standard of hierarchical management and the leadership style discussed earlier, such as Adair & the Managerial Model and the Referent Power of French and Raven (Blois and Hopkinson, 2013) that M&S employs. A large staff base means that consumers are receiving a better than average level of customer support which benefits all external and internal company stakeholders, and this is evidenced in their increased profit margins.

[bookmark: _Toc36744442]3.4 – Impact of the change on the organisation

Failure to adjust, amid constantly changing markets, indicates that M&S is still on a burning board. Therefore, the organisation is now attempting to change all the components of the jigsaw: the way it is structured, the way research is conducted, the infrastructure, the customer base, the product, the supply chains as well as the valuation of the business. When addressing each challenge, M&S relies on two outstanding qualities: a company that people love to seem thrive again, and great staff who have a phenomenal attitude towards success who are excited to have the opportunity to bring M&S back to its peak. 


Within the food sector, while still unfavourable in valuation terms, the like-for-like revenues are starting to rise again and the momentum in this sector is tangible. As a consequence of these and several other improvements, M&S chairman Archie Norman expects to see an increase throughout the trade within the company in the upcoming year. He believes that even though M&S is on the verge of repairing the fundamentals and halting the downturn, they remain optimistic for the company. (Hipwell, 2017). That is why M&S has committed towards purchasing half of Ocado's retail and hopes that this joint partnership will build the most profitable online supermarket company in the United Kingdom. The collaboration would offer significant advantages to the core food industry in terms of buying volume and level of growth, and data exchange will build one of the strongest customer data pools in the UK. Along with Ocado, their goal is to dramatically boost the share of UK food sales by integrating M&S expertise in product quality and creativity with Ocado's leading technologies and operation. (M&S, 2020).
The Ocado Partnership is a strategic collaborator for the company which, in combination with the Food Development Strategy, opens up the potential of significantly growing the market share throughout the food industry in the medium to long term. This joint venture has strengthened the market for M&S and has made a difference to regain trust in their performance at a fairly low margin rate. They have almost halved their reliance on short-term discounts and misleading multi-buy transactions, reducing promotional engagement by more than 10 percent as a proportion of revenue by the end of the year, with no noticeable loss of consumers. This has helped M&S to invest in everyday pricing, including cuts in around 400 lines, which have reduced their market difference to the lowest it has been for several years. (Morrison, 2019).
JV will operate as Ocado.com which would benefit from access to the goods and consumer databases of M&S by September 2020, following the end of the existing Waitrose partnership as well as the transfer of JV sourcing to M&S. (Morrison, 2019), (Wood, 2019)

[bookmark: _Toc36744443]3.5 – Culture of M&S

In 2018, M&S realised that the food company has been too niche and neglected much of its wider appeal. Although the customers have always respected M&S for consistency, the competition within the industry has been challenging for the brand to keep up where other brands copying the innovations and fresh product lines. It became obvious that M&S had to preserve the qualities that made their Food special: market-leading consistency, excellent sourcing and well-known creativity. Against the rapid growth of discount retailers on one side as well as the rivalry in retail pricing, M&S needed to be more prominent, more consistent–with great value, everyday costs and products targeted at more families than singles and couples. (Cox, 2018).

Much of M&S initial culture was lost after the straight line of succession from Simon Marks to Marcus Sieff and then to Rick Greenbury was passed, the constant cycle of vitality and effective individual leadership had subsided. Moving, self-explanatory, authoritarian, approach was substituted by professional leadership, which in certain cases came from beyond the organisation. The top-down innovative pace was substituted by the restraints of committees and well-meaning bureaucracy. When M&S continued to cope with a changing environment, it was aggressive and established its very own rationale of the causes for loss, thereby being inward-looking and immune to change. Such cultural decline was the underlying cause of the poor performance of the company as well as the restructuring of the market and the transformation of the culture of M&S are inseparable challenges. Which is why transforming the culture of M&S is essential for the step one of the transformation programme. Their goal is to make M&S a great place to work by building on the values of the past to establish a refreshed and re-energized workforce. With this collaboration with Ocado, M&S promises that their goal is to make M&S interactive, engaging and innovative within the food industry with a fast-moving, motivated organisation with a flat organisational framework. The transition of a profoundly embedded culture, compounded by years of retreat in the marketplace would take at least the existence of the transformation plan. Yet the foundation for change have been established, and they have a significantly different executive team who has entered the company who will help to transform things around to bring change into the organisation. (M&S - At A Glance , 2019), (Wood, 2019).
M&S culture now is indeed a feature of the process, structure and plan adopted with positive motives by the recent boards, and they are aiming to evaluate it. Yet 135 years of experience and a company that has enriched people's lives in a strong and emotional sense. M&S culture is clearly related to the "glory years" during previous leadership, and the community aspire to see it brought back to life in a new, up-to-date manner, yet remaining committed towards those key principles and values. People at M&S strongly believe in performing with great honesty, establishing good connections with suppliers, and having a long-term view of creativity and corporate development. Due to which the leadership currently is really concentrated on reinstating the finest of the M&S ethos, also on building a more dynamic and engaged organisation. More significantly, and exceptional at that period, Marks & Spencer developed a powerful culture that put tremendous attention towards providing for its people. At the core of this was a strong determination in treating each employee throughout the company with kindness and respect: pay attention to them, to support them, and also to encourage them to evolve. Overall, this developed an inclusive, fact-driven culture, where everybody was deserving of fair consideration and also had a voice, stores have been the core of the business, with a "operator knows best" mentality encouraging stores to take the lead, and all employees, irrespective of position, regarded their role as serving customers. This has started a company greatly valued by its staff, customers and suppliers. (M&S, 2019), (The Guardian , 2008).

Charles Handy specified the functional framework of the corporate culture. According to him the culture of the company determines how people communicate with one another and not all companies has the same culture. The Handy model defines four separate forms of culture: Power, Role, Task and Person Culture. (Cacciattolo, K. 2014, p-2&3). As per Handys model the culture of M&S is best described as role culture as it is a defined structured organisation where the position of the person within the organisation determines the culture. It is defined by a strong level of power. M&S has a bureaucratic structure which defines the role of M&S throughout the hierarchy. As stated below the decisions are taken by higher management which has a great impact on the culture of the organisation depending on the management leader. The organisation with a role culture are slow in acknowledging the need for change and therefore it takes time for the change to have an effect which is the case for M&S.  
The culture at M&S has been developed slowly throughout the recent years. It came along when M&S recruited Julian Richer to offer guidance on cultural change and team engagement according to the Guardian. It is acknowledged that he had been working with M&S for a couple of weeks and focuses on commitment, inspiration and cultural improvement through interaction with employees. His expertise is likely to benefit M&S while it undertakes change as part of Steve Rowe's restructuring plan. (Wood, 2018)
The cultural change within the company took place when after Andy Adcock the previous Food Managing Director of M&S had been replaced with Stuart Machin the current Food Managing Director of M&S. It had been recorded that Andy Adcock was resistant to change and acted as a gatekeeper against change. This came under scrutiny when the food industry of M&S, which specialises on the high end of the industry, has recorded a four-quarter fall in like-for-like sales according to the Guardian. M&S has been facing decline within the food industry until Stuart Machin took over and has changed the culture within M&S. At the same time Julian Richer was recruited to guide and support employees through the cultural change which has been planned accordingly through collaborative work of Stuart Machin and Julian Richer. (Wood, 2018).
[bookmark: _Toc36744444]3.6 – Change agents and Change Models

Marks and Spencer have relied significantly on a variety of change agents and as we have discussed previously with the importance of culture models and leadership theory, it is equally relevant to consider models of change and influential theories on ‘change agents’ and how these have impacted on the planning and implementation of recent transformational change at M&S. For example:  
[bookmark: _Toc36744445]



Kurt Lewin (1951) Model of Change
Lewin’s process model of planned change is made up of three steps (Cummings, Bridgeman and Brown, 2016) – unfreezing, change and refreezing. The model represents a very simple and practical model for understanding the change process. For Lewin, the process of change entails creating the perception that a change is needed, then moving towards the new, desired level of behaviour and finally, solidifying that new behaviour as the norm. Lewin saw a change in behaviour of sources in the organisation. These forces are trying to maintain the standard and those who fought for change. 
In the case of M&S we can see example of Lewin’s model in their wanting to change their marketing emphasis to online digital marketing. For example, the ‘unfreezing’ occurred when M&S realised that they needed an online and digital marketing presence to compete on equal terms with Asda, Tesco and Morrisons. Once the perception had changed at senior level and the new board were recruited, the online marketing and delivery company Ocado was acquired which resulted in what Lewin would describe as the ‘refreezing’ process whereby behaviour in senior M&S management changed accordingly (Bojo, Burnes and Hassard, 2012).
[bookmark: _Toc36744446]Kotter Model
According to Kotter (2012), for a change to be successful, management need to follow the 8 steps process and guide the team through the process. Firstly, establish a sense of urgency by inspiring the necessary teamwork, ideas and eagerness to make sacrifices related to the change. 2, create the guiding coalition by selecting and recruiting a team of individuals who will be capable of carrying out the change. 3, creating a change vision by giving clear understanding of what the change is all about. 4, communicating the vision, employees must be able to see how the vision for change will affect and benefit them as an individual. 5, broad-based action, obstacles that blocks the change vision or disempower individuals with unrealistic and unattainable goals must be addressed, empower those needed to execute the change vision and keep the change process moving in a positive direction. 6, generate short-term wins by maintaining enthusiasm and momentum to keep the change initiative going. 7, consolidate gains to produce more change, by focusing on the role of early success as an enabler of future success and finally step 8, focuses on anchor changes within the organisational culture which monitor the acceptance of change and how well the organisational culture is adapting to that change.
These aspects are particularly relevant to management and changes in individual groups. For example, M&S must decide what it wants to accomplish with this transition before organisational changes take place, why and how it ensures the transition is accomplished. It is only when these factors are addressed that this transition can be achieved, and which determines the senior management at M&S will respond. Finally, how well the company is able to change and what elements of the improvements it needs to implement first are often enabled by drawing on an outside source and or consultant or outside support, such as Ocado (Kotter, 2012). 
[bookmark: _Toc36744447]Transformational change
Transformational change is a fairly recent development of organisation. It is concerned with fundamental change and is fundamentally changing both internally and externally the way the company is viewed and how it functions (CIPD, 2015).
This form of change will be especially important to the case of Marks and spencer, as it would fundamentally change how they function in a competitive climate. The management team described in section 3.3 were very much change agent in the recent transformation of M&S at the planning and implementation stage. For example, April Preston was particularly active in the planning and implementation stage as she drew on her previous experiences (M&S, 2020).
As part of the joint venture of M&S and Ocado, a new board of was formed to ensure the involvement of a breadth of skills, experience and perspectives (M&S, 2019). This consisted of 30% of female directors. As part of the planning phase, the company secretary Nick Folland focused on holding one-to-one discussions with each member of the Board. These covered a broad range of topics including: What worked well during the year and where improvements could be made, board culture, teamwork and relationships with management, board composition and succession planning, resourcing of meetings, agenda planning, quality of information, strategic oversight and implementation (M&S, 2019).
Folland’s discussions indicated that the Board was highly committed to the business itself, and that it demonstrated a variety of skills that were highly useful to M&S during its turnaround phase. It was also recognised that more precise presentations should be encouraged, to provide the board with greater opportunities for discussion. Coverage of areas such as governance, risk management and regulatory compliance were regarded positively and communication between relevant departments was good (M&S, 2019). 
Following long term monitoring of the development of the online food market, the Board agreed in 2018 that it was essential to secure access to this area in order to progress the business accordingly. It requested an assessment of any successes or difficulties that had been experienced during the 2017 trial by M&S to sell food online, and also an investigation into other potentially viable options, including mergers and acquisition (such as Ocado). The business was accordingly tasked with reporting all findings back to the Board (M&S, 2019).
As a result of this, a subcommittee of the Board was formed, which included the Chairman, CEO and a non-executive director, who worked together to review market context, consider the best direction to take henceforth and to identify potential target areas. Through this process, it was agreed that mergers and acquisition was the best way forward to reach the desired results within the timeframe that had been set and as a consequence, the food online project was actually launched, in partnership with Ocado (M&S, 2018).
A Deal Team was appointed by the Board, including key personnel, who were tasked with progressing the deal with Ocado, and who were set clear parameters for all negotiations and requested to report back to the Board whenever necessary. It was decided by the Board that the market sensitivity of this particular project had to be considered, and they therefore advised the Disclosure Committee to meet as often as required to ensure that the company’s obligations to the Market abuse Regulation (MAR) were met (M&S, 2018).
The discussion process with Ocado resulted in the formation of a Review Team, comprising members who had no previous involvement with the project, in order that a totally fresh viewpoint could be added to the process, through which particular focus was placed upon the pricing for any proposals made. The Review team, in turn, fed back their research to the Deal Team itself, who retained overall responsibility for creating a commercial viewpoint on the overall viability of the project (M&S, 2018).
The most predominant change M&S have pushed through is the company’s innovation with technology. Steve Rowe, M&S CEO said: “I have always believed that M&S Food could and should be online. Combining the strength of our food offer with leading online and delivery capability is a compelling proposition to drive long-term growth” (M&S, 2018). This large change within the business, focusing on the business growing its online presence has been imperative to its success; Rowe understands that to remain successful, change must be channelled into the businesses technology sector, in order to retain customer loyalty whilst opening up a new demographic with those who online shop. Rowe identifies that “This is a transformational step forward in shaping the future of M&S and in becoming a truly digital first retailer with at least a third of the business online.” M&S is able to keep its reputation of providing quality and efficiency, whilst being able to remain competitive as the management believe the JV couples of unique strengths of the M&S brand name and its market leading food quality with Ocado’s, innovative and proprietary technologies. This creates an unequalled online offer for the M&S customers and in bringing these qualities together the JV will add value to the existing and the new UK customer, their colleagues and suppliers (M&S, 2018). Ocado can therefore be viewed as a key change agent which contributes to the transformational change at marks and spencer by adding more online capacity. Ocado’s contribution has been hugely significant as a change agent in the transformation of M&S’s small online delivery arm. As Ocado do not have any shops but do have a fleet of delivery vans and have an existing foothold in the online marketplace (Russell, 2020), their recent partnership with M&S instigated by Machin has completely turned around M&S online food delivery network.
In order to maintain their profit margin ahead of their rivals, as shown in Figure 1 (see above) it is essential to provide an equally digital online service. For example, leading rivals such as Asda, Tesco and Sainsburys all provide online food shopping and despite M&S being known for their high-quality food standard, without providing access to digital methods of shopping, their profit margin and standing within the food market will inevitably fail (Nyxone, 2017).



[bookmark: _Toc36744448]3.7 – Conclusion

As stated, the purpose of this report is to evaluate the nature of change within M&S and its processes leading, to this change, both internally and externally; particularly within this report, there has been a primary focus on the processes and ‘change agents’ which have contributed to the success of the company. To gauge a deeper understanding of the processes behind the company’s rationale, we were forced to ask why the processes have constantly been questioned and why are both external and internal changes so imperative to the business? (Stonwell, 2017).
The answer to this is adaptation (Chua, 2019) as identified within the report, concerns how M&S’s success has come from their ability to adapt to the consumer. In spite of competition and obstacles, the business thrives and even expands due to the businesses flexibility and willingness to change. If the answer was that easy, one could question why other companies have not just adapted to consumer needs and thrived. Therefore, a key finding in this report is the differentiation in how M&S actually implemented and strategized their adaptation; this focused on leadership and the culture within the business. 
The first focus is the process in the change of leadership within the company. As discovered, M&S has a core board of directors, who are known for their expertise (M&S, 2018), within this key group the business is able to be fragmented into key roles. The directors, the company’s internal change agents, are able to focus on consumer needs and play key roles accordingly. In M&S’s case, the board has focused thoroughly on adapting to the customer, by using hierarchical and bureaucratic leadership styles (Andreski, 1983) the company found that technology’s influence within retail would keep on growing. M&S came into partnership with Ocado, the company’s external change agent, combining the classic British high street reputation with a large online food retailer, the company was able to stay relevant and even boost their consumer base by merging their loyal consumers with those that were more technologically dependant. 
The key leadership theories that can be used to highlight the structure in M&S are Adair, Managerial Grid and French and Raven (Blois and Hopkinson, 2013); the importance of highlighting these theories demonstrates that the directors at the company are able to make a successful plan which is followed from the CEO to retail workers; ensuring consistency and security for employees, who may otherwise be resistant to change. 
Another key process in the M&S change initiative is the culture of the organisation. The company is a well-known British retailer; however, its reputation and sense of culture began to decline when compared to other prominent chain and discount stores. The board of directors were able to establish that the ‘hole’ in the company’s successes was being directly to link the culture within the company, or lack thereof. The company began a joint venture with large online food retailer Ocado, combining a new interactive and innovative organisation with an already established British retailer. As established in the report M&S displays hierarchical and bureaucratical style (Andreski, 1983) within their company this type of management can be linked to Charles Handy’s theory of power (Cacciattolo, 2014), explaining that the culture of the company is decided by the board of directors.
The success behind M&S can be clearly depicted in figure 1, illustrating the height of the company’s success in 2019. Their success can be attributed primarily due to the company’s ability to adapt and change (Chua, 2019) when needed; due to the leadership and culture focus within the company, the key directors are able to focus on the needs of the consumer and can directly and meticulously plan and act accordingly. 

[bookmark: _Toc36744449]3.8 - Recommendation

This section will synthesis the key findings in the report and from this will compile a set of recommendations to aid in the planning and implantation of organisation’s future business goals throughout an ongoing change process.
1. Trial an alternative management theory or bottom up approach (Lupton, 1971) – communicate with the customer base through social media such as M&S Twitter & M&S Instagram & M&S Facebook, to identify any issues within the food section and ways they feel this could be improved. This will enable the customers to feel involved within the store which will increase their sense of loyalty and enable M&S to reach out to the customer and show they are a company that listens to their client base. This can be completed through online surveys, social media (see above) in store customer satisfaction survey and on their website.
2. Launch a large marketing campaign across all digital outlets (social media) informing customers that M&S will be moving into offering a new online delivery service. This information must be dispersed through online ads, posters, billboards, across social networks and food retailer magazines and any other digital platforms that currently provide food information (i.e. recipes etc) to ensure that they reach out to an extended customer base. Posters in store and on their company, website will also ensure that their current customer base are informed of these exciting changes.
3. Keep an effective financial record during the years of outgoing and incomings and renew existing aims and objectives each year in order to improve the food service. Identify and build on established change agents such as creating and or recruiting management team specifically driven to improve on the home delivery service.
4. Create a larger and more diverse range of foods to meet customer demands for more variety in their food. Keep a track on customer issues at the range of food provided and increase it to meet standards delivered by other food retailers. 
5. Ensure effective employee satisfaction through innovative bottom up management approaches which through attending to the Macro and Micro issues impacting on the company will ensure continued motivation and an incentivised management and work force.
6. Develop a much more integrative coaching and mentoring culture throughout the company.
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