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Executive Summary 
This report will critically analyse the strengths and weaknesses during the change process which was planned and implemented within Marks & Spencer. An operational change was a necessity for M&S to survive, M&S joint venture with Ocado and shared their online platform and home delivery service to increase market share and profit. 
Firstly, research demonstrates during the planning stage, M&S had appointed 4 external food directors who acted as change agents that successfully helped plan the change. The external food directors were appointed from Tesco, Sainsburys and supply chains thus resulting in having the expert knowledge which was needed during the planning of the change. This then helped drive the planning and implementation successfully as the external change agents were experts in their field. 
Secondly, research suggests that M&S has a strong culture which helped implement the change successfully. M&S allow employees to work under their own initiatives, be involved in decision making and communicate changes to their employees. M&S have effective values within the organisation which help keep employees engaged and appreciated. Therefore, research suggest M&S’s strong culture helped implement the change successfully.  
Further research demonstrates that during the planning and implementation stage the leadership within M&S hindered the change process as they used an ‘Autocratic’ leadership style and did not involve or communicate the change to their share/stakeholders resulting in share/stakeholders feeling completely withdrawn and becoming resistors of the change. This then resulted in share/stakeholders becoming a ‘complex area’ and incubators/apathetic. 
After analysing the research that was compiled, the main recommendations drawn and aided for M&S to improve for future development in change is:
M&S should utilise the external change agents (4 food directors) to train and transfer expert knowledge to the internal change agents/employees thus resulting in having the internal expertise internally for future use. 
Leadership should consider enrolling on an online course or university to enhance and broaden their approach on leadership styles, thus resulting in following a ‘Democratic’ leadership approach for future change. This will then allow share/stakeholders to be involved and communicated effectively which would result in successful future planning and implementation. 
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 Introduction 
On March 26th, 2021, this report was requested for Marks & Spencer's Chief Executive. The report will analyse change with the organisation that incorporates the use of Change models, Leadership, change agents and Culture and its effectiveness to drive or hinder the change process. 
The report was compiled by Halima Miah Marketing analyst, by using a variety of secondary resources such as textbooks, journals, articles and websites. 




















 Findings
2.1 – Introduction to Organisation 
Michael Marks started Marks & Spencer (M&S) in Leeds in 1884, in 1894, he formed a relationship with Thomas Spencer and this is when the organisation really started to take its shape. M&S started off as a penny bazar (Stall) in Leeds and now is a large British leading organisation with 8,500 employees working throughout 1,038 stores in the UK and 481 stores worldwide. M&S offer a large variety of products and services online and instore for its consumers. Clothing, homeware and furniture is available for delivery online through the M&S website and instore. Food products, banking services via HSBC and charities. (Marks and Spencer plc, 2021) 
According to The BBC (2020) M&S has currently made a loss of £87.6m this year, their biggest downfall throughout their history. Losses of 40.5% decrease in clothing and home sales. Similarly, Wood, (2019) emphasises, M&S’s sales have fell over the last 8 years as organisation struggles to keep up with cheaper competitors such as Primark and online shopping. Evidenced in articles by McKinsey & Co, Roesler, (2018) identifies new research reveals that more consumers are shopping online for everyday items. This demonstrates consumer shopping trends have changed, and consumers are now become relevant on online shopping, food deliveries and same day deliveries. According to Schaverien, (2019) M&S experimented with online food service in 2017, however the organisation could not keep up with its competitors such as Asda, Tesco and Aldi. Therefore, evidence suggests that M&S are struggling to keep up in the current market share and an operational change must be implemented for the organisation to increase their market shares and for survival.
Terrell (2015) highlighted, operational change refers to how businesses operate and how they lead changes in systems, procedures, or both. Similarly, Juneja, (2015a) agrees and states, operational change becomes a requirement or the need when an organisation is faced with competitive pressures and will focus on improvements in services and demands of customer. 
Many authors suggest an operational change is vital in many organisations today and the constant need for adaptation to survive. Stated by Wassmer (2016) businesses today adapt at frantic paces as they are constantly being introduced to new technology and competitors. Operational transformation becomes vital as organisations evolve to stay competitive in today’s business environment. Likewise, Kotter, (2012) agrees and adds, the globalised economy is being driven by powerful technology which is creating more opportunities for everyone, forcing businesses to make dramatic changes and improvements to compete and survive. Therefore, evidence demonstrates that an operational change is vital for organisations to stay competitive and to survive. 
Wassmer (2016) also highlight that the key element of operational survival is not just about money, technology and processes, “all successful companies revolve around people”. Likewise, Fok-Yow et al, (2013) agrees and states operational change is not just a matter of cost reduction and quality, it’s about how you handle people and resources. This demonstrates human resources is the key element to operational survival and without people operations will fail. 
Evidence suggests M&S is currently behind in their market shares and financially struggling, due to this the organisation had to make a significant change to boost and increase their market share.
Schvarien (2019) illustrates, M&S makes sense to be a part of the online space because it is a growing market. Likewise, Archie Norman, Chief Executive of M&S adds ‘bringing the companies food department to scratch and helping M&S come out of their current financial difficulties is our priority’. This demonstrates, for M&S to survive in the current market, an operational change had to be put into place. 
An excellent example of operational change implemented within an organisation is the recent partnership between Next and Tesco. Tesco are now selling their FF clothing range in Next stores and on their website. The operational change has been successful and has benefitted consumers from being able to shop confidently and conveniently online or in Next stores, also benefitting the partnership as it now offers consumers more reasons to visit Next stores to buy FF clothing resulting in increased market share, profits and customer satisfaction. According to Tugby, (2019) A Tesco spokeswoman explained “We want to offer our customers the best possible choice and convenience when they shop with us. This demonstrates that an operational change for Tesco and Next has allowed them to thrive. 
According to Marks and Spencer plc (2020) Stuart Machin, M&S’s Food managing director states the organisation’s most recent driver is the food hall/department. M&S has become more innovated and has created an app called the HUB, the app allows employees to connect with customers by tracking emerging trends and insights, allowing the team to build a bigger better food range. The goal is to drive food transformation. This demonstrates that the food department within M&S is the main driver.


SWOT/PESTLE Analysis
For any change to be successful in the VUCA world organisations must plan out External and Internal risk factors and work to mitigate any issues that could arise. The author has drawn a SWOT and a PESTLE analysis to discuss the internal/external factors that could influence the change. (See Appendices for SWOT & PESTLE)
Drawing a conclusion from the internal factors from the SWOT analysis, the biggest opportunity for M&S to increase their market share and finances was to join the new venture and partnership with experienced online organisation such as Ocado and gain knowledge (Knowledge Transfer) and Ocado’s online network. M&S added 6000 food product and over 1600 clothes lines to Ocado’s network, this will then allow M&S; like its competitors to now sell food and offer home delivery and be more competitive. The strengths of the SWOT are M&S has a good reputation, loyal customers and a strong leadership and culture within the organisation. The weaknesses and the threat of the change can be a risk as M&S has many cheaper competitors who already have an online platform, however M&S’s new partnership with Ocado would help mitigate this risk. Another threat and weaknesses that the organisation face.
M&S do not have the expertise internally to plan and implement the change thus resulting in appointing external human resources. However, this can be seen as another opportunity for the organisation as they now have the external expert knowledge available to train employees for any future change(s). The biggest threat M&S is faced with is that the partnership cost a hefty £750 Million, resulting in share/stakeholders not being satisfied with the cost of the partnership. 
Share/stakeholders can question ‘will M&S guarantee the success of the new venture’. The risk of this change could lead to share/stakeholders abandoning M&S at any time. The external factors which are presented from the PESTLE indicate, that the new venture could experience risks such as Brexit, Covid-19 and social aspects. The risks show that will M&S guarantee that they will be able to get stock from suppliers due to the United Kingdom leaving Europe (Brexit), another risk that can work in M&S’s favour being, the shopping culture has changed and customers are more reliant on online shopping, also COVID-19 has impacted and benefitted, due to lockdown and restrictions more consumers are now shopping online. 
M&S’s venture with Ocado is a major driver as evidence suggests that for organisations to survive with the competitive world today, they must have an online platform. Schaverien, (2019) expresses, M&S for years, has been lagging behind its rivals when it comes to launching an online grocery delivery service. Shoppers today have completely become relevant on online shopping. M&S could not miss out on this opportunity. This demonstrates that an operational change for M&S is a major driver and the results from the SWOT and PESTLE highlight that M&S needed to partnership with Ocado to increase their market share.
2.2 - Change model
The world today is constantly adapting and changing due to competition, technology and improvements within organisations.  According to Marks, (2020) Mark Cubans states in the Guardian, (2020) ‘every business, no matter who runs it, faces ongoing change. The only constant of business is change’. Therefore, organisations must carefully plan and implement changes for the best results. 
Connelly, (2021) emphasises change models are used in many organisations today to help identify and reduce potential resistance and risks before the change process starts, an effective change model also can benefit the organisation as it helps the vision of the change be communicated effectively. Similarly, Kotter, (2008) illustrates change models supports a smooth transition from the old to the new and gives organisations and employees a template to follow to adapt to the change. 
DR John Kotter created a change model in 1995 called, ‘Kotter’s 8 stage change model’, he believed ‘implementing change powerfully and successfully’, his model is an easy framework that provides a clear description and guidance on the entire process of change and implementation. (Mindtools, 2020) 
According to Calegari, et al (2015) Kotter’s 8 stage change model is an excellent model which provides clear and concise activities which is focused on successfully managing and sustaining organisational change. However, Juneja, (2015b) criticises, the model is a step-by-step model, missing a single step could lead to serious problems. 
M&S can be seen to be using Kotter’s 8 stage change model during the planning and implementation of their operational change.
Kotter’s 8 stage model 

Although Kotter’s model of change is an effective model, M&S can be seen not to be using every element of the model. Kotter’s 8 stage change model refers to short term wins, however M&S has set the change to a long-term vision. Therefore, this element of the model did not fit in with M&S’s long-term vision. 
Another helpful model used during change in organisations is the ADKAR model. The ADKAR model was identified by Jeff Hiatt in 2003. The Model is an effective tool for planning change, equipping leaders in facilitating change, and supporting employees throughout the change. (PROSCI INC, 2021)
The model is very similar to Kotter’s change model however the model is more tailored to managing people during change, while Kotter’s model can be seen to be emphasised more on the processes during the change (AGS, 2021). The ADKAR model has a sequence which allows leaders to transition their employees during the change successfully. According to Hiatt, (2006) employees who have awareness of any change align themselves with the direction of the organisation and influence the change rather than those who are just told. ‘communicate the business need for change, and explain why the change is necessary. Emphasize the risks of not changing’ (Hiatt, 2006).  Similarly, Quirke, (2008) agrees, organisation’s energy and enthusiasm comes from its people and the communication of both needs to point in the same direction. However, according to Kotter and Schlesinger (2008) some leaders will argue and state employees do not need to know the reason for every change, they just must simply follow through. Research demonstrates communicating changes effectively to employees helps implement the changes within the organisations. 
2.3 Leadership 
According to research, leadership is a critical component of any team or organisation during change management. A strong leadership enhances how a person inspires and motivates others to do something successfully implement the change. Tang, (2019) sheds light upon Zenger and Folkman’s (2012) view, successful leaders must obtain the numerous soft skills qualities to drive successful change management. According to Mullins (2008), leadership is a partnership between an individual and their team, and how the individual influences the team's behaviour and actions by motivating them to perform. Likewise, Sirkin, et al (2005) adds, successful change within an organisation must have the key elements of leadership, culture and motivation, as without these, employees will lack engagement, motivation and enthusiasm resulting in failure. As a result, evidence shows that leadership is critical in persuading people to do something. 
Research demonstrates during the planning stage of the new venture M&S had appointed 4 new external food directors to help plan for the upcoming change. The individuals appointed had specific expertise in their fields to provide benefits to the planning of the new venture. Expert power, rather than reward-based or coercive power, is more important in successful leadership, according to management professor Yukl, G A. (Emerald Works Limited, 2021)
Stated by Jahnshan, (2019) Tesco strategy director Pav Anand had been appointed as head of food strategy & special products within M&S. Sainsbury’s head of technical Lisa Raschia had been appointed head of produce and horticulture and Danish Crown supply chain director David Stokes had been appointed head of sourcing, and PwC’s Laurissa Kuligowski will step into the role of commercial strategy and operations director at M&S. This indicates a wide variety of external expert leaders were selected within M&S’s food department to help plan the new operational change. 
Furthermore, illustrated by Marks & Spencer, (2021) to help implement the change within, M&S has dedicated teams and leaders who have been working behind the scenes to prepare for the website's launch, designing new products, preparing supply chain processes, and delivering tens of thousands of data fields and photographs. Therefore, research demonstrates leader’s involvement within the implementation of the change guided and prepared teams, and suppliers for the implementation. 
Food Managing Director at M&S, Stuart Machin explains, how proud the organisation is of their team. This demonstrates effective leadership was carried out during the implementation stage, thus resulting in helping the change become successful. (Marks & Spencer, 2021)
However, deeper research demonstrates although leadership helped the planning and implementation of the change the organisation was also faced with many complex areas. 
Firstly, as mentioned early, during the planning stage M&S appointed 4 new external food directors to help with planning. However, although this was beneficial, this can also be demonstrated as a complex area which had to be overseen by leaders. This complex area highlights the weakness and threat for the change as M&S lacked internal expert knowledge and had to appoint external human resources to help plan the change as the organisation did not have the expertise internally. Ward, et al, (2020) asserts, internal expertise enables efficiency in processes, advantages in problem solving and cost efficient. 
Secondly, Share/stakeholders can be seen to be acting as a complex area as they were not 100% satisfied with the new venture and questioned the price and the guaranteed success of the change.  As stated by Moore, (2019) the shares of investors had reduced because the investment cost £750M and M&S were asking not only £600M from their shareholders/investors but also a 40% cut on their share holds. This demonstrates that leadership has hindered the current situation between share/stakeholders of the organisation as the leadership has asked for a significant investment which can return profit in the long term but not short term. Quoted by CEO Rowe, ‘this isn't about the short term; it's about Marks & Spencer's transformation’. (Neate, 2019) research also demonstrates that the leadership within M&S at this point are using an ‘Autocratic’ leadership approach as the decisions are made and finalised without any input from share/stakeholders. Autocratic leaders, according to Muenjohn et al. (2017), have a strong desire to create and maintain order, are task-oriented, and will seek out behaviours that they think are best for their followers. According to Bass (2008) Leadership is often regarded as the single to most important factor in the success or the failure within an organisation. As mentioned earlier, Leadership plays an essential role in the success or failure within change management in an organisation and in particular complex areas such as the variety of departments involved in the change, human resources, and the culture. Leaders either enhance or hinder change depending on their leadership approach. Many leaders can be either ‘Autocratic, Democratic or Laissez-Faire however research demonstrates an effective leader that drives success has a mixed approach of leadership. Insights Success, (2020) highlights, effective leaders use a mix of leadership styles.
2.4 Change agents 
Lunenburg, (2010) highlights, a change agent is a person or a team who has the skills and power to stimulate, facilitate, and coordinate the change process. Change agents may be either external or internal.
Research suggests change agents are vital in the change process within an organisation as they help improve, transform and develop the change using the specific expert skills. Change agents provide support to teams and leaders throughout the change process using technical ‘know-how’ knowledge to get the job done. As stated by Hammer, (2017) change agents are among the most important in any change management transformation. Similarly, Dunphy, et al (2003) illustrates change agents are the key element of operational survival as they have the specific skills to follow the change through. Therefore, research suggests change agents (human resources) are the key element of operational change to survive as they have the expert knowledge to guide and develop the team through change. 
Stated by Quast, (2012) ‘change has an interesting way of affecting people that can often result in resistance. Change is disliked by many and it is inevitable. Resistance occurs when individuals do not understand the necessity of change, they fear the change due to the unknown or lack of communication from above. CIPD, (2020) illustrates resistors fear the loss of job security or control and in general many individuals are content in their current situation and feel they do not benefit from any change. 
Resistance in change management can be considered as a positive or negative outcome and to identify and highlight these forces many organisations use Lewin’s force-field analysis to analyse the driving and restraining forces of the change. Lewin’s 1951 force-field analysis is a simple tool used to identify the positives and negatives of a change decision. (ASQ, 2021) 
To identify the resistors of the change within M&S a force-field analysis has been drawn. 
Force Field Analysis

Analysing the results from the force-field analysis; the main resistors of the change within M&S are share/stakeholder. As stated previously share/stakeholder are resisting the change due to their lack of involvement from leadership. Leadership followed an Autocratic leadership approach during communicating the change to share/stakeholders, thus resulting in resistance to the change and share/stakeholders become apathetic and incubators. 
Furthermore, M&S have appointed 4 external food directors who have acted as external change agents to help overcome and plan the change. The external change agents have the expert knowledge to oversee the success of the planning which has been beneficial. However, the internal change agents (employees) within M&S do not have the specific skills, and expert knowledge to drive this change through, thus resulting in internal resistance, therefore to overcome this training would be need from the external change agents to transfer the expert knowledge internally, thus benefiting future change. 
Research suggests individuals process change in different ways. However, it is important for leaders to help and guide employees through change. Only when people have made their own personal transitions, suggested by Mindtools (2021), can an organisation fully reap the benefits of change. This demonstrates for successful change to be implemented your employees (change agents/resistors) need to adapt and accept the change. 
The Change Curve Model
An excellent model that can be used by leaders to overcome change is the Change curve model. It was created by Elisabeth Kubler-Ross, and is a popular and powerful model used to understand the stages of personal transition and describes the four stages that most people go through when dealing with change. 2021 (Mindtools). 
When applying the model to the change agents and resistor of the change within M&S, it can be seen that the Apathetic (share/stakeholders) are resisting the change and are stuck at the Denial stage, as they believe this change has nothing to do with them and does not affect them. However, some Incubators (Share/stakeholders) may have transitioned into the anger stage and are upset and angry as the change was implemented without their involvement. Also, the change affected them as their shares were cut. Another change agent that has transitioned throughout the change curve is the external directors who were appointed during the planning stage. Theses change agents are advocates, they are drivers of the change and have transitioned from the beginning straight to acceptance. 
However, although currently the Apathetic and the Incubators are stuck on denial and anger, leadership are working to transition them through the stages, as the CEO of M&S explained the change implemented is a long-term vision, Incubators and Apathetic will see success and benefits in the future. Stated by Neate, (2019) the CEO of M&S illustrates the venture would ‘drive long term growth & successes. 


2.5 Culture 
Research suggests organisational culture is a critical factor that can determine whether a company succeeds or fails. A thriving culture shapes the success of the organisation and its people and is a major enabler within an organisation during change management. According to CIPD, (2016) for businesses to succeed a strong thriving culture must exist.
In an article by Corporate Marks and Spencer (2018) leadership express that changes had to be made for M&S to thrive again, and the underperforming organisation was not due to its people resisting, in fact leadership claim that the employees in M&S are ‘great and passionate’ and the culture accelerates that. M&S's organisational culture is flourishing, according to M&S Careers (2018) M&S has solid bonded teams who love working for M&S and respect one another. “Everyone is so close here, more than friends than employees,” says Nick Foods section coordinator. This demonstrates M&S is operating a strong culture. 
However, to recognise and make culture visible within an organisation, leaders can be seen to be using the Edgar Schein model which was developed in 1980. (Mullins, 2016) The Edgar Schein model highlights the 3 levels of culture within an organisation. 
To highlight the 3 levels of the current culture within M&S the Schein model has been applied.
The Schein Model
 
Analysing the results from the Schein model research suggests M&S have a strong culture within the organisation as the 3 levels demonstrate this. 
Artefacts and symbols – M&S have been operating for more than 135 years, have many stores in the UK and worldwide and have more than 8,500 employees. The organisation has a strong reputation and loyal customers and has received numerous awards for their services and products.  
Espoused Values – M&S have set strong values within the organisation which encourages employee voice, engagement and involvement. ‘(Suggest to Steve’) also another value ‘Smarter way’ encourages employees to take responsibility and control of their own work. The organisation reward and recognise employees for their hard work and pay competitive salaries which motivates and retains employees. “You will need clear motivation to keep yourself going even through tough times,” writes Cottrell, (2003, p.9). Overall employees in M&S feel appreciated and loyal.
Assumptions & beliefs – M&S have created a good culture by improving working conditions for international employees and suppliers by paying them 60% above minimum wage and also by improving the working conditions in the factories. (The Guardian, 2016) The organisation can also be seen to have set a strong reputation as former employees have left positive reviews on Glass Door (2020) and have expressed the opportunities to grow and develop within M&S. therefore, research demonstrates that M&S are operating a strong thriving culture. 
However, further research demonstrates that although M&S are operating a strong culture, the current operational change that has been implemented has causes raised for concerns as share/stakeholders are not supporting the change and are resisting. The share/stakeholders feel a sense of loss, lack of involvement and appreciation, thus resulting in feeling neglected and not communicated and listened to. Therefore, this is going against M&S values ‘suggest to Steve’ as it is not allowing communication and share/stakeholder voice. This is demonstrating poor culture and engagement towards the share/stakeholders as their voice and concerns did not get accounted for, leaving them feeling unappreciated and abandon. Engagement with your people is critical, according to Mullins, (2016, p225), because individuals feel a sense of connection with the organisation. Therefore, Organisational culture will either enable or hinder the change, stated by Tharp, (ND) culture is considered the “glue” that holds an organisation together and for others, the “compass” that provides directions. This demonstrates culture is a key element in change within an organisation. Similarly, ‘An organisation with the best strategy in the world, but a culture that won't allow the strategy to happen, is doomed from the start,' write Belias and Koustelios (2014). Therefore, research demonstrates that without an effective organisational culture change will failure.
3.0 Conclusion 
To conclude, a vast variety of research has demonstrated M&S identifying an operational change had to be implemented to increase market share and profits for the organisation to survive. The new operational change resulted in partnership with delivery online service Ocado joining a new venture of food platform online. 
Research suggests M&S have had many areas of success within the change process.
Firstly identified, M&S had an affective team of internal and external change agents which helped the planning and the implementation of the change. M&S appointed 4 new food directors with the expert knowledge to drive the planning of the change. The 4 directors acted as external change agents and had the expertise and were bought in from Tesco, Sainsbury and supply chains. This has provided M&S with the advantage of ‘Expert Knowledge’ needed to drive the change successfully. 
Secondly, M&S selected dedicated teams and experts to drive implementation successfully, leaders of the food department guided and supported the dedicated teams to work behind the scenes in preparation for the implementation start date. M&S have also demonstrated they have a strong leadership and a thriving culture within the organisation which has helped make the change successful.  
Furthermore, research demonstrates although the current Pandemic was not planned for, it has certainly benefited the change process. The current lockdown restrictions have helped enable the change to be successful as evidence suggests consumers have changed the way they shop and are completely reliant on online shopping, thus resulting in profit and increase market share for M&S. 
Finally, M&S and external specialists believe the organisations absence from the fast-growing online market has long held them back for too long. The CEO of M&S expressed the tie up with online Ocado has resulted in very strong results such as profit in food rising by 19% and had been very profitable. Therefore, this demonstrates that the change has been successfully planned and implemented. 
However, although M&S planned and implemented many positive outcomes to overcome the change, there were some barriers which would need developing for future planning,
Firstly, one of the major resistors that was identified during the implementation of the change was share/stakeholder. Share/stakeholders acted as ‘complex areas’ during the change, they became resistors to the change and incubators/apathetic. Share/stakeholders were not happy as they felt completely withdrawn to the change, not involved or communicated, furthermore resulting in funding the new venture and having their dividends cut by 40%. This is suggesting that M&S created a poor culture between themselves and their share/stakeholders as they did not follow their values, also if the change is not successful the risk of share/stakeholders abandoning the organisation.
Another barrier which hindered the resistance towards share/stakeholders was the leadership style implemented from above. The Autocratic leadership style which was used during funding the change was not communicated towards to the share/stakeholders resulting in resistance. This is demonstrating poor leadership from management. However, the CEO would argue that this change is not a short-term vision, it is a long-term transformational vision. Therefore, demonstrating share/stakeholder will see results and benefits in the future. 
Adding to this research demonstrates during the planning stage M&S was seen to be using the Kotter’s 8 stage model which, although the models flowed well with the change, one element did not align which was the ‘create short term wins’ as M&S’s change is a long-term win. Therefore, to overcome this for future development M&S could use a different model such as the ADKAR model, which also considers the human elements to change not just the processes like the Kotter model. 
Finally, a second ‘complex area’ which was highlighted was the external change agents that were appointed (4 food directors). This became a complex area as M&S lacked the expert knowledge internally thus resulting in buying in external expert knowledge. To overcome this for future change, M&S should use the external expertise to transfer knowledge to the internal change agents. This will then allow M&S to have their own expertise internally for future change. 
Overall, research has demonstrated that M&S have successfully planned and implemented an operational change which is increasing their market shares and profits. With slight room for improvements for the future of change within the organisation. 









4.0 Recommendations 
After analysing the results from the conclusion, a set of recommendations have been aided to develop M&S for any future planning and implementation of change. 
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Remove Obstacles

M&S have empowered their people and employees to change and have encouraged others
to do the same, they have effectively communicated the new vision. However, as discussed
early, leadership within M& will need to re-evaluate the position of share/stakeholders
‘within the change as this can be seen as resistance (change agents).

Create Short-Term Wins

M&S can be seen not to be using this element of the change model as their win is long term.

Build on the Change — COVID-19

M&S has been seen to be changing their demands due to the COVID-19 pandemic. Evidence
shows more consumers are now shopping online due to the COVID-19 lockdown rules being
implemented. This has been a major opportunity for M, thus, resulting in benefitting the
organisation when implementing the change,

‘Anchor the Changes in Corporate Culture —adhere and comply

M&S communicated the change at every opportunity and got employees to adhere and
comply with the change.
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Create urgency - Increasing market shar

M&S have created a call of urgency to increase their market shares, be more competitive
and increase profit. Management have discussed with their employees the risks highlighted
from the SWOT & PESTLE analysis. The threats of change not being implemented could
affect the organisation by losing market share and profits, thus leading to extinction.
However, the opportunities of M&S implementing the change (partnership with Ocado)
could successfully increase market share and profits.

Form a Powerful Coalition — Gather intelligence and teams.

M&S have gathered the right dedicated team to plan and implement the change by
selecting internal and external motivated, talented individuals with the expertise knowledge
to drive the change. However, management and leadership must consider ‘change agents’
shareholder/stakeholders who may not be happy with the change.

Create a Vision for Change - “bringing the best together”

M&S are creating a vision ‘bringing the best together” their partnership with Ocado will
allow quality food to be delivered by the best delivery service. The new goal is to thrive on
food innovation. Thus, resulting in the best for their customers and employees. The
company do this by sharing blogs on their website, communicating the new goals to
employees and sharing the vision through the media.
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Forces for the change

Forces resisting the change

“The benefits the change willdelver

> Increased market share:
> Higher profits
> Food platform online for delivery for the first time.

Wno supports the change?

> CEO andleaders - change is a top-down approach.
> Employees
> Extemal change agents. (4 food d

ors)

Wno s sgainst?

> Employees —indviduals fear ofjob securiy/control

> Individuals are content in the current systems.

> Share/stakeholders - feeling a sense of non-
involvemen,

15 here enough fime and res0urces 1o plan & implement the
change?

> 1 year since the planning and implementation.

> Training can be providing from the external change
agents to share knowledge transfer to internal
change agents, benefittng uture change.

Costs nvalved

> The new venture cost £750M and the cost for
appointing 4 external directors, (change agent)

> _Leagers jusify the cost being effective.

e business processes affected by the change.

> Profits within food and other departments.
> Longterm vision
> Share/stakenolder wil benefit in the future.

15 here enough time and resources to plan & implement the
change?

> Resources — MES ack the expert knowledge
intemaly, and have bought in 4 externel directors.

e business processes affected by the change.

> Share/stakeholders are the biggest isk to the change:
as they may abandon the organisation at any time as
they are not happy currenth
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Artefacts & symbols Espoused Values Assumption and beliefs

Operating for over 135 Employees feclasense | > Improving working
years of value and loyalty conditions for their
international supply.

1038 stores i the UK. Good engagement and chain,

retain their employees.
8.500 employees > Increased average

Values - Everyone has a wage by 60% for
Good missionvision voice ‘Suggest to Steve' international factory.
statement workers.

Reward & Recognition

~Employes efforts

Quality food & Former employees give
products positive reviews.

Received numerous of Opportunity for

awards. . developments and
training.

Recently joined

partnership with Ocado

and have an online

platform.
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M&S are currently struggling financially 25 their 1055 n profits within their clothing has
taken a damper as they cannot compete in price with other cheaper competitors.
Kelso, (2020) from Sky News adds, the endless hand wringing and celebrity led re-
brand the company is still performing poorly

MBS lack in having the specific expert knowledge within the organisation internall.
This is seen a5 a weakness have not have the expertise to drive the planning will add
on cost and time.
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trengths
1. Operating for 135 years with a strong high street reputation
2. Quality food and products.

3. Offers multiple services and products, food, homeware, clothing,
furniture, banking

4. Online for clothes, homeware and furniture.
5. Has a strong culture within the organisation.
6. strong leadership.

M is 2 large British high street organisation, which has a strong reputation and
has been operating for 135 years. Customers are loyal to the organisations and
enjoy the fresh food, the quality of clothing and the service they receive. M&S
also have a wide range of departments within the organisation such as, clothing,
for men, woman and children, homeware, furniture and a banking service and
food hall. The company offers an online platform for clothing, furniture and
homexware which provides home delivery.

MBS also has a strong culture and leadership within the organisation which
keeps employees motivated, engaged and content. According to 3 review on
Glass door (2021) a former employee stated ‘Marks and Spencer are 2 good
company that cares for its employees”

Emphasized on ME Careers, (2020) Food manager Vicki explains how her
Ileadership style helps her empower her team, achieve their goals and fire them
Up to do their best. This demonstrates that M&S has strong leadership and
culture within the organisation.

Weaknesses
1. No online food platform/home deliveries.

2. Currently not in a strong financial state.

3. Loss of profit in many departments. (clothing)

4. Home deliveries - sustainable products; no longer fresh.

5. Lacking ininternal expertise to plan the change (change agents)

One of the major weaknesses the organisation suffers from is it lacks and does not
offer an online food home delivery platform for their customers. This is 2
disadvantage for the company as they are not keeping up with their competitors.
‘According to Vincent (2021) "MES's lack of online food delivery service has been at a
competitive weakness for years. Similarly, Schaverien, (2019) agrees, M&S for years
has languished behind ts competitors in the setting up online grocery delivery

MBS is known for being a ‘green’ eco-friendly organisation, therefore if they did offer
food online home deliveries, they would need to be mindful of delivering fresh
sustainable food to their customers as f this was not achieved, they are not abiding
by their mission. Stated in MES Plan A report, (2020) M&S aim to cut down on gas,
reduce, recycle and reuse. The organisation follows their mission of Plan A ‘our way to
build a sustainable future for our business, people and planet. Our actions today
protect the planet for tomorrow.” This suggests M&S are working closely to drive
down on gas, and reduce, reuse and recycle to become a sustainable ‘eco-friendly’
organisation.
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T Bredt

Brexit s 2 major external isk
factor for MES to cary out thelr
change as supply chains have
been currently affected by the.
Breuit exit. According to Hipwell
(2020) M&S is working vith
Suppliers on “import
compliance” for goods
inbounded to the UX_from the:
EU to ensure continuity of
supply. Tis s demonstrating
exiting Brexit has and s a isk
factor for M&s as receiving
stock from suppliers and
complying with the new EU rules:
could bea isk

T Store sates decreased,
2. Oniine sales increased.

3. Sale model changed as
teamed up vith another
provider

e firt “economic” external fisk
MES s faced with i the
economy on 2 whole is down
therefore store sales have
decreased. According to
Partington, (2020) statistcs
from the office of National
Statitic, the high sreet gloom
continues as fears grow over UK
economy as retal sales fal to
fise for record fith month ina
fow in December. This
demonstrates the economy is
down and retaiers are:
struggiing.

Evidence suggests oniine sales.
have increased over the time,
lustrated by Mckinsey, (2020)
oniine growth has exceeded by
35%

T Shoping curture has
changed

Covid— 19 s benefted nthe
implementation s he growh
of oine 003 sl has
incressea

Sshaseren, (2019) 3,
Shoppershave compltely
become reevant on onine
shopping food delveris and
same daydefveries, M&S could
ot miss outon i
opportunity. Thisdemorstrates
consumers sreshopping more
onine than nstore.

T Onine system for berter

2. Home food delivery.
3. Partnership vith Ocado.

e partnership with Ocado will
alow MES 1o have a strong
oniine piatform, and also allow
the organisation to partner Up
with 3 strong more experienced
network.

T Covip1s
2. Sustinabilty
3. Emissions

The demand i sales due to
Covid 18 has increased M&s
market share which has
benefited them n the
implementation.

MES thrive to be an ‘eco’
riendly company, can they
guarantee that products il
remain fresh when they reach
the consumer.
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Threats
1 Many competitors.

2. Lossoftrade,

3. Investment resources- can M&S guarants success.

4. Sharefstakeholders are not happy and could abandon.

5. Appointing new external expertise 1o drive the change (change agents)

MES have many competitors who have a stronger online presence, who have
more experience online and their prices are more competitive such as Tesco,
A, According Walsh, (2018) to Ald and Ll (in-store) supermarkets scored ive
starsfor value for money. This demonstrates similar to M&, Adi and Ll do not
have food online, however ther prices are much lower.

MES are losing los of trade as customers ae alternatively choosing aternative.
competitors to buy products from. According to Denton, (2020) MES have falen
behind arastically to competiors ke Next.

MES invested E750M in the new venture with Ocado, selling share/stakeholder
shares to raie the money. Many questioned the partnership and expresses will
the partnership be a guaranteed success. The Guardian, [2020) statz, M&S shares
fell by 125, investors are analysit raised concerns that the 134 years high street
business has overpaid fo access to Ocado's technology and delivery network.
s demonstrates that share/stakeholders and not happy with the partnership
and could abandon the organisation at any time.

M8 will nee to appoit  team of expert knowledge indivicuals to help pan for
the change, hiscan be seen s a treat as the individuas are experts from other
branded supermarkets/competitors.

bportunities
1. Oniine platform for food services and fome deliveries

2. Gointo partnership with Ocado and have S0% shares. (6000 product ines to
Ocado)

3. Knowledge transfer vt Ocaco.

4. Xnowledge transfer from the 4 external expert food directors appointed to
drive the change.

est opportunity for MELS s o join the online network ke s competitors and
sell food and ofer home defivery. This willallow MS 10 boost s sles and make.
profis, SGhayecisn, (2019) asserts, the online space is a growing market and it makes
Sense for MES 1o be a part o tha.

Another opportunity for M&S s havinga igtlplatfrm and alowing customers to
Snop oline rom the comfortof theirown home. A research shows tha majortyof
people prefer and rely on online shopping. Stated b Bessey, (2018) new research
reveals more consumersare shopping online for everyday tems

Ao, M&S going online will help boos: their sales and by going into partnership vith
Ocado fwill gve them more confidence a5 Ocado is experienced and has a strong.
technology and home delivery service and aso be able o transfer knowledge
between the two organisations.

‘e venture will llow the two organisations to transfer knowledge and broaden
customer base and increase expertise in food innovation.

(Marks ang spencer pi, 2021)

MES have the opporeurity o train their internalstaff on the appointed external
expertise knowledige, thus resultng i secured internal vast knowledge for future
plans.
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