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[bookmark: _Toc133938199]Executive Summary
The world is constantly changing, both personally and professionally. Businesses must adapt to their changing circumstances despite the ambiguity, resistance, and hazards that frequently accompany change. Due to the changing expectations and needs of customers, employees, and other key stakeholders, change in business has the potential to enable growth, innovation, and competitiveness. It is essential for companies to utilise effective change management methods in order to maximise the impact of these changes and implement them successfully. 
IKEA has lately begun to restructure itself digitally as part of a larger expansion plan. the company has approximately quadrupled its e-commerce levels in the past three years and has changed its shops to serve as fulfilment centres. IKEA's consumer relationships have evolved as a result of the digital push, both online and in-store. This has been accomplished by the addition of IKEA's Shop & Go function within the IKEA app, and also the incorporation of augmented reality and virtual reality to its online shopping experience
IKEA's digital transformation has been fuelled by a number of factors that have been recognised using Lewin's force field analysis, such as changing consumer behaviour, adjustments to the competitive market, technological advancements, and even the coronavirus pandemic. These dynamics put pressure on IKEA to accelerate the development of its digital capabilities. However, the retailer has encountered resistance from a variety of sources, including employees who worry about their job security and are concerned about the disruption brought on by the digital transformation. IKEA has also had to evaluate the dangers involved with this transformation, including worries about cyber-security and the risk of investing money into a major alteration.
A stakeholder analysis conducted shows that IKEA also had a lot of stakeholders to take into account throughout this transformation, including important participants like customers and staff as well as less important stakeholders like the general public and distant shareholders. IKEA has been able to leverage the effects of this transition and avoid opposition and bad effects on the organisation by taking into account all stakeholders that the digital transformation may have an influence on.
Overall, IKEA appears to have effectively implemented its digital transformation and maximised its potential through the use of Kotters 8-step model, with the inclusion of the utilisation of aspects from Lewin's change management model.
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[bookmark: _Toc133938202]Introduction
The world is constantly changing in both personal and professional aspects, a working definition of organisational change may be the process by which a large organisation or company alters its goals and working practises in order to adapt to changing markets and situations (Cambridge Dictionary, 2023). Despite the uncertainty, resistance, and risks that often accompany change, it is essential for businesses to adapt to their changing environments. Change in business has the potential to enable growth, innovation, and competitiveness through the adaptation towards changing expectations and needs of customers, employees, and other essential stakeholders (Cummings and Worley, 2014).  in order to do this efficiently and maximise effect, it is important for organisations to adopt effective change management strategies.
One company that has undergone a major change within its practices, is IKEA. This report will outline the importance of established change management models and apply these models to IKEA’s digital transformation, exploring established theories and models from individuals such as Kotter and Lewin. This report will also discuss the drivers and resisters of IKEA’s change with the use of concepts such as The Force Field Analysis and Stakeholder Analysis. 
Finally, this report will draw a conclusion on the change carried out by IKEA, evaluating its success, and will use this conclusion to provide a sound set of recommendations following the analysis of the success of IKEA’s transformational change. 

[bookmark: _Toc133938203]Main Findings
[bookmark: _Toc133938204]Change Management 
Change management may be referred to the complex process of planning, implementing, and then managing changes that occur within the structure, processes or culture of an organisation in order to achieve specific goals and aims (Hiatt and Creasey, 2012). The challenges of business change include customer and market shifts, legal and regulatory requirements, cultural transformation, and strategic redirection, all of which are demanding that organisations effectively and efficiently manage change across various dimensions (Jones and Recardo, 2013). Change management is essential to business success as it allows a company to efficiently adapt to changing circumstances whilst also exploiting the opportunities available to it, which in-turn, may improve performance (Cameron and Green, 2015).
Change management is a concept that has changed significantly over the years as organisations have shifted from a command-and-control top-down approach to strategies that are less centralised, more empowering, and focus more on the involvement of stakeholders (Armenakis and Harris, 2009). Another way in which change management has evolved includes the way in which organisations make use of data analytics and technology to support decision-making and collaboration when changing business practises (Luecke and Hall, 2015). Digital tools now allow organisations to not only collect and analyse data, but facilitate the communication and engagement essential to making the change happen, and also monitor and evaluate the impact of the proposed change (Bughin et al., 2018).
[bookmark: _Toc133938205]IKEA’s Digital Transformation
IKEA is a Swedish retailer specialising in home furnishings, the company was founded by young entrepreneur Ingvar Kamprad in 1943 with the aim of offering a wide range of well-designed yet functional home furnishings at prices low enough that as many people as possible are able to afford them. Later becoming the world’s largest seller of furniture in the early 21st century, IKEA now has over 460 stores in 62 markets (IKEA, 2023). 
IKEA has recently started to undergo a digital transformation within a number of areas of the organisation as part of a wider growth strategy. According to an interview with Barbara Martin Coppola, CDO at IKEA Retail published in Harvard Business Review, within three years, the retailer has approximately tripled its e-commerce levels and have transformed its stores to act as fulfilment centres. The digital push has changed consumer interactions for IKEA both digitally and in-store as the two have been connected. One way in which this has been done is through the introduction of IKEA’s Shop & Go feature within the IKEA app, which allows customers to scan and pay for items and avoid a checkout line, this is a feature that required a complete modernisation and reengineering of IKEA’s technological landscape (Stackpole, 2021). Additionally, consumers may now start planning their new kitchen online at ikea.com, which is available 24 hours a day unlike physical stores, and can continue this planning in-store with a colleague, making for a seamless planning process. This is aided by the incorporation of augmented reality (AR) and virtual reality (VR) technologies into IKEA’s business operations as the retailer has developed an AR app that allows prospective customers to visualise how furniture will look in their own homes before they proceed to purchase it, as well as ‘delete’ their own furniture in order to fully plan their living space before shopping for furniture (Melnick, 2022).
Barbara Martin Coppola stated that this is a multi-layer re-engineering process for the Swedish retailer, as the organisation continues to make technological advances in all areas of operations as IKEA have also undergone a digital transformation within its supply chain. IKEA is now using artificial intelligence (AI) across its supply chain, from manufacturing plants to fulfilment centres in order to accelerate its supply chain operations and keep up with the changing speed of the organisation that comes with the digital advances being implemented (Samaykohli, 2023).
IKEA’s digital transformation is an example of transformational change. Ackerman, in 1997, distinguished between three types of change: developmental, transitional, and transformational. Developmental change generally aims to enhance or correct existing aspects of an organisation, often focusing on the improvement of systems, processes, or products over time with the aim to remain competitive within a changing environment (Weick and Quinn, 1999). 
Transitional change seeks to achieve a known desired state that differs from the existing one, this has its foundations within the work of Lewin (1951) who conceputalised change as a three-stage process of unfreezing, moving, and refreezing.
Finally, transformational change, which is the type of change that IKEA has undergone, is a type of change that sets out to alter the structure, culture, and/ or strategic direction of an organisation whilst shifting its current assumptions (Burnes, 2004). This type of change requires a certain level of willingness from employees to shift their mindset and behaviour (Tidd and Bessant, 2013).
[bookmark: _Toc133938206]Stakeholder Analysis 
The stakeholder analysis is an essential tool for any organisation to identify and analyse the impact of a project on a variety of stakeholders. It is a process which groups these stakeholders based on their levels of participation, interest, and influence within the project. By identifying and approaching valuable stakeholders, an organisation is able to leverage their knowledge and wisdom in order to help guide the project towards success (Freeman, 1984). Figure 1 demonstrates a stakeholder analysis matrix outlining some of the major stakeholders in IKEA’s environment. 
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[bookmark: _Toc133886701]Figure 1 - Stakeholder Analysis of IKEA
The yellow box in figure 1 outlines the stakeholders with high interest and high power in IKEA’s digital transformation. Employees are an essential stakeholder within this change due to the change leading to changes in job responsibilities and processes, due to IKEA’s multi-layer transformation resulting in employees being trained for extra responsibilities in order to minimise idle workers, employees are having to adapt to new technologies and also undergo extra training (Jiang et al., 2021). 
Customers also have high interest and power within IKEA’s transformation due to the fact that the change largely surrounds them. Many of the changes being made to IKEA’s technological landscape are being made to make it more convenient for consumers to purchase products and access services (Olapiran, 2020). 
Shareholders and investors within the business are also stakeholders affected by this change as these individuals have an interest in the financial performance and potential for growth of IKEA. The digital shift that is being implemented may lead to increased revenue and market share, which will in turn lead to higher returns for these stakeholders (Modammaditabar et al., 2021). However, major shareholders and distant shareholders have different positions within the stakeholder analysis due to the increased power that a major shareholder in the business is likely to have on its strategies and practices compared to a distant shareholder. 
Suppliers are an example of stakeholder with high power, but low interest. This is due to the fact that the digitalisation has impacted the ways in which suppliers interact with IKEA and fulfil orders (Raturi et al., 2020). Another stakeholder with high power, but low interest is regulatory and government bodies. Although these are examples of a stakeholder that may not be interested in IKEA’s change directly, they are the bodies which put regulations and policies in place surrounding e-commerce, data privacy, and cybersecurity, all of which IKEA must monitor and adhere to if its digital transformation is to run smoothly and be successful (Choudhury and Bala, 2021).
In the high interest / low power section of the analysis is also competition. Typically, competitors are not considered as traditional stakeholders since the actions of the company do not have a direct impact on them, however, it is still important for IKEA to consider competition as a factor in its decision-making in the interest of competitive pressures (Harrison and Wicks, 2013). This section also includes the community, due to CSR becoming more significant in business, and the fact that IKEA is an international business, the company has a responsibility to consider and engage with its communities and consider them when changing its practices (Carroll and Buchholtz, 2003). 
[bookmark: _Toc133938207]The Force Field Analysis 
The force field analysis concept, founded by Kurt Lewin (1951) involves the creation of a diagram illustrating the driving and restraining forces of a prospective change. The driving forces refer to the elements that encourage the change initiative, whereas the restraining forces are factors that resist the change. This is a useful tool that allows for the identification of factors that need to be addressed to keep the proposed change moving forward, as Lewin believed that change is a continuous process that requires adjustment and monitoring. Figure 2 is a force field analysis which outlines some of the driving forces and restraining forces in IKEA’s digital transformation. 
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[bookmark: _Toc133886702]Figure 2 - Force Field Analysis for IKEA's Digital Transformation

[bookmark: _Toc133938208]Change Drivers 
As identified in figure 2, one of the main drivers for this change for IKEA is changes in consumer behaviour. Studies show that a change in consumer behaviour is often one of the key drivers of digital transformation in retail organisations. As consumers become more invested in technology, it is essential for retailers, such as IKEA, to invest in technologies that allow to keep up with this demand and also interact with customers across a number of channels (Deloitte, 2018). Further reports show that 79% of consumers want to purchase from organisations that demonstrate that they understand and care about their customers. This suggests that organisations need to be able to gather and analyse customer data accurately to provide an experience that meets their needs (Accenture, 2019). IKEA’s digital transformation allows the retailer to use technology such as AR and mobile shopping to offer a more convenient and personalised experience for its customers. 
Similarly, technological advances are also a major driver in IKEA’s change. According to Laker in 2022, 
“the key to success in this new digital world is to focus on creating value for customers through technology” 
stating that it is important for organisations to embrace digital transformations in order to benefit from increased economic growth, improved customer satisfaction and operational efficiencies. As technology advances, consumers expect organisations to advance with it, which is why technology plays a significant role in IKEA’s transformation, especially since the organisation has used new technologies such as VR, AR and improved mobile applications to enhance the shopping experience for its customers (Nilsson, 2019). 
Another major driver for this change was the global Coronavirus pandemic. COVID-19 significantly accelerated the adoption of digital technologies amongst retailers, since customers turned to online shopping during the pandemic, it was essential for retailers to adapt to these changes in order to survive in competitive markets. It is this shift that served as a facilitator of IKEA’s digital transformation as it was required to adapt to a “new normal” (Ahmad et al., 2021). 
Finally, competition may be considered as a driving force for this change at IKEA due to the fact that there is a large competitive market that specialises in e-commerce, such as Amazon. It is the competition from these retailers has put pressure on IKEA to meet the changing needs of customers and also adapt to the changing retail landscape (Bhasin, 2019). 
[bookmark: _Toc133938209]Change Resistance
Figure 2 also outlines the restraining forces against IKEA’s digital change. One of which being employees. Employees resisting change is a common challenge for organisational management for a number of reasons including job security, disruption, and the general fear of the unknown (Coch and French, 1948). Gao et al. (2019) found that resistance to change from employees has been a significant barrier to adopting new technology within the retail industry. When the change was first proposed in 2019, it was found that some IKEA employees were not convinced of the change towards online sales and held concerns surrounding job security as they felt they were at risk of being replaced by technology (Rigby, 2019).
Additionally, the risks that accompany such a major change may also be considered a restraining force for IKEA, as outlined in figure 2. There are a number of risks that come with the implementation of new technologies, including security conerns, technical glitches, and the protection of customer data. These are risks that may deter IKEA from fully embracing the transformation and may also slow down the process (Forrester, 2018). Moreover, there are often financial risks in the investment that is required for these changes to be put in place.

[bookmark: _Toc133938210]IKEA’s Change Management
[bookmark: _Toc133938211]Kotter’s 8-Step Change Model
It is likely that IKEA made use of elements from a number of established change management models when planning and implementing its digital transformation, one of the most notable of which being Kotter’s 8-step change model. This is a framework consulted in the implementation of successful change in organisations. It is one that pulls focus on the importance of the involvement of both leaders and employees when driving proposed change whilst also recognising a requirement for systematic and structured approaches to managing change (Kotter, 1995). The eight steps of Kotter’s change model in relation to IKEA’s digital transformation are outlined below.
1. [bookmark: _Toc133938212]Establish a sense of urgency
Through market research, IKEA recognised the need for a digital transformation in order to keep up with changing consumer behaviours and trends in the market. A sense of urgency was established through the company’s setting of goals surrounding increased e-commerce sales and expanding its capabilities across multiple channels (IKEA Annual Report, 2020). 
2. [bookmark: _Toc133938213]Form a powerful coalition
A powerful combination of digital leaders and stakeholders was created by IKEA to aid in the guidance of the digitalisation as the retailer assigned Barbara Martin Coppola as the chief digital officer along with a digital transformation steering group to oversee the change (IKEA Annual Report, 2018).
3. [bookmark: _Toc133938214]Create a vision for change
IKEA had a vision for its change that included an increase in e-commerce and omnichannel presence as it aimed to make its entire range of products available for purchase online and to integrate its physical and digital channels to improve the consumer shopping experience (IKEA Annual Report, 2018).
4. [bookmark: _Toc133938215]Communicate the vision
IKEA widely communicated its vision for change across both external and internal communication channels through providing regular updates on its progress towards digitalisation by utilising marketing materials such as social media posts and press releases (IKEA Annual Report, 2020). 
5. [bookmark: _Toc133938216]Empower others to act on the vision
IKEA attempted to empower its employees to work with the organisation during this change through the provision of training and resources relating to digital skills development. IKEA also implemented complex methodologies and cross-functional teams in order to encourage innovation and collaboration (IKEA Annual Report, 2019).
6. [bookmark: _Toc133938217]Create short-term wins
IKEA focused on and celebrated its short term wins and completion of incremental goals during this multilayer change, such as the launch of its VR app and achieving double digit growth in its e-commerce sales during the Coronavirus pandemic (IKEA Annual Report, 2020). 
7. [bookmark: _Toc133938218]Consolidate gains and produce more change 
The Swedish retailer strengthened its gains by scaling initiatives that were successful and continuing to invest in new technologies to expand its capabilities as a business. IKEA also expanded its product range available online, developed innovative solutions for home delivery and also implemented new digital marketing strategies (IKEA Annual Report, 2019). 
8. [bookmark: _Toc133938219]Anchor new approaches within the organisation’s culture 
Through integrating its new digital capabilities in all aspects of operation, IKEA was able to anchor its new approaches into its organisational culture (IKEA Annual Report, 2019). 
Overall, IKEA implemented its digital change moderately successfully when comparing it to Kotter’s 8-step change model. 
[bookmark: _Toc133938220]Lewin’s Change Management Model
Another change management that may have had an influence in the digital transformation of IKEA is Lewin’s Change Management Model. Developed by psychologist Kurt Lewin, this model uses three stages: unfreezing, changing, and refreezing. The unfreeze stage involved recognising an need for change and beginning to prepare for it, the change stage is where the company actually implements the changes proposed and makes suitable adjustments. The organisation then enters the refreezing stage whereby the change becomes completely integrated into the organisational culture and creates a “new norm” (Lewin, 1947).
Whilst a transformational change like IKEA’s digitalisation most likely required a more gradual and continuous change management approach, such as Kotter’s model aforementioned, elements of Lewin’s model are recognised in the company’s switch from the traditional brick-and-mortar retail approach to a digital approach. 
Despite the challenges presented, IKEA’s shift towards digitalisation has been seen as a successful forward push towards remaining competitive in the everchanging retail landscape of today as the company has since been praised for the innovative technology used to enhance the shopping experience for its customers (Herman, 2021). 




[bookmark: _Toc133938221]Conclusion
To conclude, the digital transformation undergone by IKEA has been driven by a number of forces identified using Lewin’s force field analysis including shifting customer behaviours, changes in the competitive market, the advances of technology, and also the Coronavirus Pandemic. It is these forces that creates a sense of pressure for IKEA to push fast forward on its digital capabilities. However, the retailer has faced resistance from a number of factors including employees due to fears surrounding job security and disruption associated with the digital makeover. IKEA have also had to analyse the risks that come with this change such as concerns surrounding cyber-security and also the risk associated with investing finances into a large change. 
Additionally, IKEA has had a number of stakeholders to consider during this change, as demonstrated in the stakeholder analysis carried out, including key players such as customer and employees, and less significant stakeholders which includes the general public and distant shareholders. By considering all stakeholders that the digital change may impact, it has allowed IKEA to maximise the effect of this change and minimise the resistance and negative impact on the organisation. 
Through the implementation of Kotters 8-step model, with the additional use of elements from Lewin’s change management model IKEA seems to have successfully implemented its digital transformation and maximised its capabilities. 

[bookmark: _Toc133938222]Recommendations
The following is a set of recommendations based on the ongoing digital transformation at IKEA: 
1. Continue to monitor the needs and preferences and customers through feedback and analysing customer data as they continue to rapidly evolve in order to be able to adapt accordingly
2. Continue to monitor the market through market research in order to remain competitive in the everchanging retail landscape 
3. Embrace new technologies as they emerge in order to keep up to date with latest developments and remain competitive
4. Continuously review, evaluate and adapt the change process being used and progress being made in order to ensure ongoing success
5. Work towards fostering an innovative culture by encouraging experimentation, promoting collaboration and rewarding innovation in order to continue the digital drive
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