


Executive Summary 
The report focuses on the store rotation change that M&S planned and implemented to adapt to changing consumer habits and improve its business performance. This change was influenced by both macro and micro environmental factors, such as the rise of e-commerce and changing consumer preferences, and it was a necessary step to remain competitive in today’s current market.
The change process was complex and challenging but was ultimately successful in achieving its goals of improving store rotation and restructuring. The SWOT and PESTLE analysis revealed the key drivers of the change and the influences that affected the organisations performance. With the complexity of the change, it required the involvement of leaders and change agents to drive it to success.
Change agents were significant in the implementation of the change process HR played a critical role in managing the emotional response to the change, and in facilitating the change process, they provided the support, guidance, training, and expertise that helped navigate the change.  
Leadership was crucial in providing direction and support for the change and helped to build a culture of change readiness within the organisation, a transformational style was seen as best suited to navigate the change.
Culture of M&S also played a critical role in the change process, the organisation had a hierarchical culture, and it required a change in mindset to adopt a more flexible and collaborative approach.  
The use of change management models and theories were effective in guiding M&S through the change. Models such as Kotter’s eight-step model, the Lewin’s change model, Lewin’s force field analysis, and the Curve model, provided a structured approach to managing the change process, highlighted driving forces for and against the change, and ensured that key elements of the change process were not overlooked. 
An improvement plan was developed with a set of recommendations, including clear communication, training and development for employees, and a thorough analysis of the internal and external environment. The plan outlines the measures, priority level, support and development, and review dates for each recommendation.

Overall, the report highlights the importance of a well-planned and executed change process, taking into account internal and external factors, and the need for effective leadership and change management.
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1.0 Introduction
This report, requested by the University of Wales Trinity St David to be submitted by 24th March 2023, will critically analyse, and evaluate the store rotation change that M&S has implemented in recent years. M&S a retailer that has been in operation for over 100 years, has undergone significant changes in recent years including changes in management, business processes, and store locations, which has seen underperforming stores closed, improvement of existing stores and opening new stores in better growth areas.
The report using secondary information from a broad range of textbooks, academic journals, research papers, reputable newspapers, credible websites, and M&S company reports, will critically analyse, evaluate, and examine each stage of the change process. The report will provide a brief background on M&S and the change implemented and nature of the change undertaken, supported with a SWOT and PESTLE analysis demonstrating where the main influences came from for the change. The report will discuss the involvement of leaders and leadership in the process of change, and discuss the complex areas of the change leaders were involved in. It will discuss the culture of M&S and its influence on the change, whether change agents helped or hindered the change process, also critically review, and discuss the impact change models and theories have had on the change process. The report will conclude on the impact of these factors and compile a development plan to aid improvements in future planning and implementation of a change process within M&S. 
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2.1 Background to M&S
Marks and Spencer Group a public limited company, is a multinational retailer headquartered in London, founded in 1884 by Michael Marks as a stall in Leeds, with Thomas Spencer joining 10 years later and becoming Marks and Spencer, (Guardian,2008). The organisation has since expanded to become one of the UK’s largest retailers with 1487 stores globally, 780 in the UK and 430 internationally, employing over 65,000, with a long-standing reputation for over a century, for providing high quality clothing, food, and home products to its customers, (M&S,2022). Until recently Steve Rowe was CEO and began the fix the basics campaign, transforming and shaping a new future for the company. Originally a 5-year plan, brought forward because of challenges and lessoned learned from the pandemic, (Guardian,2021). The new CEO Stuart Machin will continue to drive these changes forward. The transformation and re-shaping involves multiple complex changes throughout the organisation, such as new leadership, restructuring of management, updating technology, closing underperforming stores, improving some existing and opening new more efficient sustainable stores. M&S are investing significantly financially to these changes to allow them to grow and shape their future to become a stronger competitor in a continuous changing market, (Wright,2023).
M&S market position over recent years, highlighting the challenging times in recent years.
· 2010s: Faced challenges from changing consumer habits and increasing competition, seeing profits of £1 billion in the year 2007-2008 dropping to £523 million by the year 2018-2019, dropping again in 2019-2020, (M&S,2023).
· 2019: A particularly challenging year with share prices dropping by 45% and losing their place on FTSE 100 for the first time in 35 years, (Middleton,2019), leading to a focus on improving its online offerings and store experience, (M&S,2023).
· 2021: Announced its “never the same again” plan, with a change in all areas, new leadership, restructuring of management, up-dated technology, and a store restructuring plan, with figures for 2021-2022 looking more promising, seeing a 29.7% increase in sales, (M&S,2023).
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Implementing change can be a complex and challenging process, according to CIPD (2021), change is constant within organisations with numerous drivers such as customer trends, markets, and technology, and most change initiatives fail by not managing change effectively. 
M&S’ Store Rotation change was initiated in 2016, (Guardian,2016). The SWOT analysis (Appendix 1) and PESTLE analysis (appendix 2) provide a more comprehensive overview of the factors that have influenced the change, highlighting how both internal and external factors influenced the need for the change. Key internal drivers for the change were, declining sales and profits, inefficient and outdated stores, leading to high costs, the rising financial costs due to cost-of-living crisis such as high energy bills, increased staff wages, inadequate investment in technology and digital capabilities, and a need to adapt to changing consumers preferences and behaviours. The key external drivers were intense competition, changing customer needs and trends, with traditional bricks-and-mortar retailers facing increasing pressure from online retailers, economic uncertainty, and volatility, leading to cautious consumer spending and increased price sensitivity.
The change was aimed at reducing the number of underperforming stores, improving existing stores, and opening new ones in high growth areas, and improving the shopping experience for the customers, (Guardian,2016). The plan was to do it over a 5-year period but was brought forward because of the challenges and lessoned learned from the pandemic, they recognised with more customers shopping online, and competitors such as Tesco been far more advanced with technology instore, the company needed to adapt to the changing environment to remain competitive, the store rotation change was seen as a way to do this, driven by the need to improve customer experience, recognising that their stores were not meeting the needs and expectations of customers, and that changes were needed to attract and retain customers, (M&S,2022).
M&S would have likely engaged in a variety of models and frameworks for the Planning and implementation stages, navigating them through the complex stages of the change process, Models such as the following: 
The Lewin’s change model: effective in helping M&S unfreeze the existing structure of their stores, by identifying and closing underperforming stores, then changing the structure by opening new stores in better locations, and finally refreezing the new structure by making it a permanent part of their business strategy. Whilst this model is effective in its simplicity and a great foundation for the use of other models, Caldwell (2019) argues that the model does not sufficiently address the influence of contextual factors, such as organisational culture, structure, and leadership, on the change process, also criticising the lack of flexibility.

The Force Field Analysis: effective in helping the company to identify and assess driving and restraining forces, for example:
Driving forces:
· Improve customer experience.
· Operational efficiency and effectiveness.
· Increased competition in retail industry
· Cost reduction due to declining sales
· Streamlining of the supply chain and logistics


Restraining forces:
· Resistance from employees 
· Potential loss of customers due to store closures
· Resistance from local communities affected by store closures.
For change to be successful M&S would need to recognise the driving forces or restraining forces hindering the change process, to develop strategies to overcome the barriers and increase the driving forces towards change, for example identifying areas of resistance, and developing specific actions plans for implementing  the changes, such as focus groups, and surveys to gather feedback from employees and customers about the proposed changes , using this feedback to develop tailored change plans for each department and location, (Cameron & Green, 2019). 
Whilst effective in providing visual representation and systematic approach, Al-Haddad & Kontour (2015), argue the model only provides a snapshot of the forces influencing change at a particular point of time and may not account for the dynamic nature of the change, where forces can shift and evolve over time. 
Kotter’s Eight-Step Change Model: effective in establishing a sense of urgency around the need for change by highlighting the challenges facing the company, such as declining sales and changing consumer preferences, creating a coalition of support among key stakeholders, including employees, customers, suppliers, and investors, developing a clear vision and strategy for the restructuring initiative, such as staff meetings, newsletters, and other internal communications channels. Cameron & Green (2019) suggest the model provides clear steps and guidance for organisations to follow, which can help ensure that key aspects of the change process are addressed and that employees understand their roles and responsibilities, and like the Lewin’s model emphasises the importance of addressing employees, feelings, attitudes, and behaviours during the change process, minimising resistance to change. However, Caldwell (2019) argues that the structured and sequential approach can be seen as rigid, which may limit its applicability in dynamic environments where flexibility and adaptability are crucial, and that its linear approach to change may not be suitable for organisations experiencing continuous or emergent change.

The McKinsey 7’s model: efficient for complex change, is based on seven interdependent elements of an organisation, that need to be aligned to achieve success during change. M&S   using this framework could ensure that all aspects of the organisation, including strategy, structure, systems, and staff were aligned and supportive of the change. For example, they may have evaluated the seven elements and identified areas that needed to be realigned to support the new vision and strategy. They could have then developed action plans to address any misalignments, such as reorganising the company’s structure or revising its HR policies.
Whilst McKinsey (2008) suggests the model is effective in helping the company have a holistic view of the organisation that considers all relevant elements, giving a structured and rigorous approach to change management, Alagaraja & Shuck (2015), argue that it can be complex, and challenging, with limited guidance on implementation, and insufficient emphasis on external factors that may present challenges.
Whilst there is no one fits all model; this can be addressed by adapting and customising change models to fit the specific needs and context of the organisation. By M&S engaging in change models it enabled a smooth transition to the change, with the models providing structure for planning and implementing the change process.
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Leadership and leaders’ involvement within M&S was critical in the planning and implementation of the change process. The leadership team would be responsible for creating a vision and strategy for the store rotation change, communicating the change vision to stakeholders, and empowering others to act on the vision.
A complex area requiring leadership involvement was in finance. The store rotation change involved the closure of underperforming stores, improving existing stores and the opening of new stores in better demographic locations. This required significant financial investment, and the leadership team would have been responsible for securing funding and ensuring that the process remained financially viable, (M&S, 2023).
Leadership was also critical in managing stakeholders, change would have impacted a wide range of stakeholders, including employees, customers, and investors. The leadership team would be responsible for communicating the change vision to stakeholders, addressing their concerns and needs throughout the change process.
Whilst the leadership team was able to create a clear vision and strategy for the change process and manage complex issues such as finance to ensure the change process remained on track, it’s important to note that leadership can hinder the change process if they are not effective in managing complex issues. Poor leadership can lead to resistance, lack of buy-in, and failure to achieve the desired outcomes of the change process.
The leadership style used for the change process would have been a transformational style. Transformational leaders inspire and motivate their followers to achieve a common vision and work towards shared goals (Bass & Riggio,2006).  This leadership style is particularly effective in managing complex change processes, as it emphasises the importance of collaboration, innovation, and continuous learning. According to research by Choi and Ruona (2013) transformational leadership was positively related to the successful implementation of change initiatives, and that this relationship was mediated by employee commitment to the change process. 
Models previously discussed in this report would have been engaged with the leadership team and would have been effective in managing complex change processes. According to Armenakis and Bedeian (2019) research found that change models are effective in guiding change efforts, diagnosing problems, identifying areas for improvement, and were effective in aligning employees with organizational goals, promoting commitment and engagement, and facilitating successful change implementation.
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According to Schein (2010) the culture of an organisation can be described as a shared set of values, beliefs and assumptions that shape the behaviour of its members, and understanding the culture of an organisation is critical in managing complex change processes, as it provides insight into how employees are likely to respond to change and what factors may influence their attitudes and behaviours.
A model used to describe the culture of M&S is Handy’s four types of organisational culture: Power culture, role culture, task culture, and person culture. M&S could be classified as having a role culture, where rules and procedures are important and where hierarchy and control are emphasised, (Handy, 1999).
The role culture at M&S can be seen in the way that the organisation is structured and managed. M&S has a hierarchical structure, with clear lines of authority and responsibility, with strong focus on efficiency and consistency, and there is an emphasis on following established procedures and processes.
However, research by Armenakis and bedian (1999) argue that organisations need to develop a culture of change readiness, where employees are encouraged to embrace new ideas and ways of working, requiring a shift away from the traditional role culture and towards a more task orientated culture that emphasises collaboration, innovation, and continuous learning.
M&S Store rotation change process would have a had significant impact on the culture of the organisation. The changes in the way that stores were managed and operated required a shift in the attitudes and behaviours of employees, as well as a change in the overall culture of the organisation. Two examples of a change in the culture of M&S because of the change are:
1. Increased the emphasis on collaboration and teamwork. As stores were reorganised and employees rotated between different locations, there was a greater need for employees to work together and share knowledge and resources. This required a shift away from the traditional role culture and towards a more task-orientated culture that emphasised collaboration and cross-functional teamwork, (M&S, 2023).
2. Increased emphasis on customer service and experience. As part of the restructuring, M&S introduced new customer initiatives, such as more personalised service and improved product displays. This required a shift in the attitudes and behaviours of employees towards a more customer-centric culture, where the needs and preferences of customers were prioritised, (M&S, 2023).
Changes in the culture because of the store rotation change, suggest that the organisation has taken steps towards developing a more adaptive and change-ready culture.
The impact of culture in the change process within organisations is a complex and multifaceted issue. Culture can play a critical role in facilitating or hindering change, however the change process itself can also have a significant impact on the culture. According to Schein (2010), culture can be a key driver or barrier to change initiatives. Research by Armenakis & Bedeian (2019) suggests that culture shapes the way that employees think, feel, and act, and can influence their attitudes and behaviours towards change. For example, if the culture of an organisation is resistant to change, employees are less likely to embrace new ideas or ways of working, which can hinder the change process, however if the culture of an organisation is open to change and encourages experimentation and innovation, employees are likely to be more receptive to new ideas and willing to embrace change. According to Cameron & Quinn (2011), culture needs to be approached as a dynamic and constantly evolving process, rather than a fixed attribute of an organisation. 
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Research suggests that change agents play a critical role in managing complex change processes, Kotter (2022) suggests that effective change agents must be able to create a sense of urgency, build a coalition of support, and communicate vision and strategy for implementing change effectively. However, the role of change agents is not without its challenges. Sturdy and Grey (2003) argue that change agents may face resistance from employees or encounter unforeseen obstacles that can slow or derail the change process, that change agents must be able to adapt to changing circumstances and respond to feedback and concerns from employees throughout the change process.
Change agents at M&S would have involved internal agents the CEO, management, and HR, all crucial in the change process. The CEO played a key role in setting the vision for the change process and communicating this vision to employees, building support for the change, both within the organisation and among external stakeholders. Management and HR would also have been involved in the change process, providing support and guidance to employees, and ensuring that the change was implemented in a consistent and effective manner, playing a critical role in preparing the employees for the change through cascading training programs. These programs help to build skills and knowledge among employees, ensuring they are equipped to manage the new processes and systems that were introduced as part of the change. 
To support employees going through various reactions and stages of feelings towards the change process, HR would have engaged in a change model such as the Curve Model, the model can be an effective strategy for managing employees based on their engagement levels, categorised into three groups: 
Advocates: Highly engaged and motivated employees, actively contributing to the organisation’s success, loyal and promote company values and culture.
Strategy for HR: Recognise and reward these employees for hard work and dedication, assign these employees to leadership roles during the change, allowing them to guide and motivate their colleagues, helping ensure a smoother transition, engage in feedback with these employees to make any necessary adjustment to the change process.
Apathetics: employees that are disengaged, exhibiting low levels of motivation and commitment, doing the minimum required and unlikely to go above and beyond. 
Strategy for HR: ensure that these employees understand their responsibilities and importance of the change, set performance goals monitor their progress to help keep them accountable, offer incentives or rewards for the employees demonstrating positive attitude and commitment to the change, provide targeted training to help them understand the change better, including any new systems and technology. 
Incubators: employees have the potential to become advocates but currently exhibit average engagement levels, they may be new to the company or facing challenges that prevent them from fully engaging. 
HR strategy: offer mentorship, pair incubator employees with experienced advocates during the change, helping them have a deeper understanding of the process, offer opportunities for them to enhance their skills and knowledge related to the change such as, training sessions or access to resources to improve their understanding, monitor and support these employees addressing any challenges they may be facing during the change offering guidance.
(Cameron & Green, 2019)
By grouping employees based on their stage of change, and implementing these strategies, HR can tailor their approach to better meet needs of each group, allowing for a successful transition and achieve their desired outcomes.
Change agents are critical in managing organisational change, playing a huge role in facilitating and supporting the change process, ensuring the change is successfully integrated into the organisation.
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The change process at M&S was a complex and challenging endeavour but was ultimately successful in achieving its goals of improving store rotation and restructuring. The change was a significant change that aimed to transform the organisations retail operations, driven by a need to adapt to the changing consumers preferences, improve efficiency, and stay competitive.  The SWOT and PESTLE analysis revealed the key drivers of the change and the influences that affected the organisations performance. The change was complex, and it required the involvement of leaders and change agents to drive it to success.
Change agents were significant in the implementation of the change process HR played a critical role in managing the emotional response to the change, and in facilitating the change process, they provided the support, guidance, training, and expertise that helped navigate the change.  
Leadership was crucial in providing direction and support for the change and helped to build a culture of change readiness within the organisation, a transformational style was seen as best suited to navigate the change.
Culture of M&S also played a critical role in the change process, the organisation had a hierarchical culture, and it required a change in mindset to adopt a more flexible and collaborative approach.  
The use of change management models and theories were effective in guiding M&S through the change. Models such as Kotter’s eight-step model, the Lewin’s change model, Lewin’s force field analysis, and the Curve model, provided a structured approach to managing the change process, highlighted driving forces for and against the change, and ensured that key elements of the change process were not overlooked. 

To improve future planning and implementation of a change process, M&S could focus on building a culture of innovation and continuous improvement. The organisation can also strengthen its change management processes, invest in employee training and development, and build a change-ready culture. For continued success of the store rotation change M&S needs to continue to monitor and evaluate the change and refine its implementation over time.
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4.0 Recommendations
	[bookmark: _Hlk129276156]Recommendation Objective
	Measures-What action will be undertaken to resolve/improve
	Priority
High/Medium/Low
	Support & Development-
External/Internal
	Review dates
	Other comments- 

	Continue Improving analysis of internal and external environment
	Conduct regular SWOT and PESTLE analysis to identify potential opportunities and threats.

Establish cross-functional teams gathering feedback from employees and customers.

Utilise data analytic tools to track trends and identify areas for improvement
	High








	Internal: training and development cascades/programs
for employees to build analytical skills.

External: consultants providing expert guidance on market trends and customer
behaviour.
	Quarterly
	Ensure that analysis is used to inform decision-making and not merely a box-ticking exercise.

	Continue improving and develop leadership during change process
	Establish clear roles and responsibilities for leaders involved in the change process.

Provide leadership training to build skills in communication, stakeholder management, and decision-making.

Encourage open and transparent communication between leaders and employees.

	Medium
	External: consultants/courses
To provide expert guidance on leadership development.

Internal: mentor and coaching programs to build leaderships skills 
	Annually
	Ensure that leaders are held accountable for their actions and decisions and demonstrate a commitment to the change process.

	Enhance use of change models 
	Establish a formal process for selecting and implementing change models.

Provide training to employees on the selected model.

Utilise data and feedback to evaluate the effectiveness of the change model and adjust as necessary.
 
	Medium
	Internal: Training and development programs to provide guidance on selecting and implementing change models and build skills in change management.
	Quarterly 

	Ensure that the selected models are aligned with the organisation’s goals and culture, and that its tailored to meet the specific needs of the change process.

	Improve Stakeholder engagement 
	Conduct regular stakeholder analysis to identify key stakeholders and their needs.

Develop a stakeholder engagement plan to ensure that stakeholders are informed and engaged throughout the process.

Provide opportunities for stakeholders to provide feedback and input on the change process.
	High
	Internal:
Training and development programs building skills in stakeholder management.
	Monthly
	Ensure that stakeholders are kept informed and engaged throughout the change process, and their feedback is taken into consideration in decision-making.
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[bookmark: _Toc130378588]Appendix 1: SWOT Analysis

	Strengths
	Weaknesses

	· Strong Brand image and reputation int the retail industry.
· A large customer base and loyal following.
· Well-established supply chain and distribution network.
· A diverse range of products, including clothing. Food, and home goods.




	· Struggling with declining sales and profits in recent years.
· Faced criticism for being slow to adapt to changing consumer trends.
· Many physical stores, which can be expensive to maintain and operate and are outdated.
· Faced challenges in its online retail operations.

	Opportunities 
	Threats

	· The shift towards online shopping presents an opportunity to expand its e-commerce operations.
· The growing demand for sustainable and ethically sourced products could create new opportunities.
· Explore new markets such as international expansion.
· Use of technology to improve the shopping experience.






	· Increased competition from other retailers in the UK and internationally.
· Economic uncertainty, such as Brexit, cost of living crisis could impact consumer spending.
· Changing consumer preferences and trends could make it difficult to remain relevant.
· Covid-19 pandemic has had a significant impact on the retail industry.
· Increase in operating costs, such as rents, utility, and employee wages.
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	P
	E
	S
	T
	L
	E

	Political
	Economic
	Social
	Technological
	Legal
	Environment

	Political instability, such as Brexit, could impact operations and supply chain.

Government regulations, such as tax and employment laws and environmental policies, could impact operations.










	Economic conditions, such as recessions or fluctuations in currency exchange rates, could impact consumer spending.

Increasing operating costs, such as rents, cost of utility bills, and wages, can impact profitability.


	Changing consumer preferences and trends, such as the growing demand for sustainable and ethically sourced products, could impact product offerings and sales.

Demographic changes, could impact target market.
	Technological advancements, such as e-commerce and digital marketing, present both opportunities and challenges.

Rapidly evolving technology could require significant investments in IT and other infrastructure.

The shift towards online shopping and digital marketing may require the company to adapt to new technology.

	Legal regulations, such as employment laws and product safety regulations, could impact operations and sales.

Intellectual property laws could impact brand and product offerings.


	Environmental concerns, such as climate change and sustainability, are increasingly important to consumers and could impact operations and reputation.

Changes in climate and weather patterns may affect supply chains.

The company must consider its environmental impact, such as reducing waste and carbon emissions.
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