


Executive Summary
This report will discuss the previously implicated major changed by a Medium to Large Company. The report discusses the changes undertaken by Primark and the most recent organisational change where Primark decides to relocate most of its UK situated employees to Ireland. This is a major organizational scale change that has a huge number of implications and potential impacts. The report will analyse and review the changes of Primark, reach a conclusion, and provide recommendations on the changes involved and the future of the organisation.



























Contents page
 
Introduction……………………………………………………………………………... 1
Findings
Brief Overview of Primark……………………………………………………… 2
Reason for Change ……………………………………………………………... 2
Change Models…………………………………………………………………. 3
Analysis ………………………………………………………………………… 3
Involvement of Leader and Complex Issues ………………………………….. 4
Change Agent Process ………………………………………………………… 4
Conclusion …………………………………………………………………………….. 6
Recommendation ……………………………………………………………………… 7
Appendices …………………………………………………………………………….. 8
References ......................................................





1.0 Introduction: 
Change management has been studied by different researchers, philosophers and business experts (Hayes, 2018, Paton and McCalman, 2008). There are several change managements approaches, theories and philosophies that are developed for the successful planning of change in an organization. 
There are three main stages for the change management: planning for change; managing and support change. The first stage includes the assessment of capabilities of change and compose a strategy that best fit with these capabilities. The second phase is associated with the performance and planning of strategies that were developed in the first phase, and in the last phase, the feed data is collected and analysed from both inside and outside the organization.

2. Findings 
2.1 Brief overview of Primark: 

Primark is a Europe and American based subsidiary of Associated British Foods (ABF), which deals in the retail business of the latter. Associated British Foods (ABF) is a well-developed brand of British that provides safe and nutritious food and clothing for a great value for money. In 2019, it celebrated its 50th year in the retail industry. Primark is the largest retail brand of accessories, hosiery, footwear, lingerie, children’s wear, men’s wear, women’s wear, and beauty products. It has 373 stores in the UK (189), Portugal (10), Germany (30), Ireland (37), Slovenia (01), Italy (04), Spain (46), Netherlands (20), France (15), Belgium (07), Austria (05) and America (09). It employs 78000 people in the retail business. It started to trade as Penney’s in Ireland in 1969, 50 years have been passed. It does organic growth by increasing its sales. The increasing selling space is done by the capital investment in leasing properties and free holding them. The Primark Madrid store (Europe) is spread around 15.6 million square feet having selling space of 12 countries. Primark assures quality with up to dated fashion at value-for-money. Primark invests in buying merchandise and making the stores refreshing so that the shopping stores look an exciting place to visit (Annual Report and Accounts, 2019). 
Primark has a unique selling strategy. It provides its customers with a value-added fashion at fewer prices. It spends less on advertising by keeping less overhead costs and investing in the state of the art logistics. It relies on selling while not compromising on the high-quality of its retail business. At different stages of production, it tests the products to achieve the quality orientation in the fashionable articles. It makes a reach of the fashionable articles within 6 weeks from the initial designer. It makes the availability of the articles on the shelf after the fashion show catwalk with this less duration of 6 weeks. It purchases merchandise from all over the world. It ensures the working condition in the factories for the workers to ensure its customers that the products are made in a good working environment.  
The financial performance of the retail business is excellent. It contributes to the pool of Associated British Foods (ABF), annually. The total revenues of Primark were £7792m in the financial year 2019 against £7477m in 2018. It is operating profit margin increased by 11.7 per cent from 11.3 per cent. The adjusted profit margin of Primark stood at 11.7 per cent as of £913m. The profit margin was lower than the second half of the previous year because of the effect of the US dollar. Apart from that, the strengthening of the US dollar this year has increased the cost of goods. The volatility of the sterling exchange rate also influences the cost of goods for the current year. The dollar-dominated purchases of Primark have been lowered down because of the transactional effect (DAVEY, 2015).
Number of Stores (Year ended 14 September 2019): 

UK based retail stores performed well, having a sales growth of 2.5 per cent. Stores in Spain, France, Italy, and Belgium have strong performances. The stores’ selling space increased by 8 per cent overall. The like for like sales could not be achieved in Germany and achieved in Spain, Portugal, Italy, and France. The new store has been opened in Birmingham High Street. The other two stores will be opened in New Jersey, Florida, and the American Dream. 
Primark has 20 million fan-following from social media campaigns, celebrity collaboration and social media channels. Primark is widely expanded in the international markets because of the delivery of efficiency and support. For advertising and promotions, it has a record of making collaboration with celebrities. They chose high influencers from TV, gaming, music bands and beauty. In this way, the largest media campaigns leave an impact on the selling of goods. Like Ninja, US gaming has become the purpose of getting 22 million fan-bases. He does so by posting his image of wearing a gaming shirt of Primark. Another influencer, Stacy Solomon, is famous for her humble approach to attracting the people. With the wide media coverage, it has attracted 50 million followers having 650 social media posts in 2019. To influence the youngsters for the brand, Kem was chosen.  UK retail business also collaborates with other bloggers and influencers. Primark collaborates with genuine influencers having a good reputation, credibility, and fan-bases.
Primark has started its Sustainable Cotton Program committing to training the farmers. Primark engages farmers from countries like China, India, and Pakistan. The program is committed to improving the livelihood of farmers providing customers with products at affordable prices (Arvaniti, 2020). More than 14 million pair pajamas, jeans and towels have been made from the cotton produced from this program. This program was started in 2013 to make the farmers as the supply chain partners. John Bason, Finance Director of Primark says: “Primark business model remains unchanged and balance sheet robust by adopting the IFRS 16 adoption next year”. Primark has started its pension programs of 14 million pounds for its employees after the High Court order in 2018. 
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Primark works in the retail sector, responsibly and ethically. It provides services intending to protect the dignity of every person. It is committed to promoting the culture of trust and fairness. The team of Primark works with collaboration to leverage the global expertise for the local outlets. In this way, they collaborate with stakeholders like Non- Governmental Organizations (NGOs) to create resilient communities. As a diversified and decentralized organization, Primark works and operates in different contexts. 
Boards of directors of Primark are Michael McLintock, George Weston, John Bason, Wolfhart Hauser, Emma Adamo, Ruth Cairns, Richard Reid, Graham Allan and Wolfhart Hauser. Michael McLintock is the Chairman and George Weston is the Chief executive of the company. The whole team of director works hard to maintain the corporate governance for the company. They do the internal and external audits of the Primark by grouping with the financial team of the organization. Institutional and individual shareholders are briefed from time to time about the working of the organization. Primark cares for its employees by giving equal opportunities in the hiring and recruiting process. It provides a safe and healthy workplace for the employees. Equal opportunities are given to people with disabilities. It does not tolerate harassment and sexual activities in the workplace. Maternity leaves are provided to pregnant or new parents. They engage with the employees regularly to give an understanding of the financial performance of the company. They provide and assure the employee's safety at the administration. The company maintains gender equality in the workplace. That's why women are at the administration role and getting the median bonus pay rate of 95.9 per cent higher than the men. The whistleblowing act is also there to encourage transparency and accountability.
Organizational Change of Primark
For an organizational change, Primark uses different approaches like Input-process-output, contingency approach, system approach and scientific school of human relationships. Currently, the company is using a perfect Total Quality Management (TQM) approach for the effective delivery of its services. The main agenda of the company is to provide the customers with high quality at lesser prices to maintain the customer base and increase sales. This TQM model helps companies to make rational decisions. TQM is helpful in analyzing market operations. This helps in selecting the market for the products of the company. To check the quality in all the business operations and for streamlining the business activities, Total 
Quality Management (TQM) is quite helpful. The increase in performance is done by analyzing all the dimensions of the performance and available resources.
The main organizational change which is necessary for the company is to change the technology to attract more customers' base. There is a need for a good process as a good process requires good input for product delivery. This will enable the employees to shift from manual work. The other change which is necessary for the company is to change the strategic decision making. This strategic decision making would be done, taking into consideration the plans.
2.3 Change Models:
Lewin's Change Management Model is a simple and easy-to-understand framework for managing change.
By recognizing these three distinct stages of change, you can plan to implement the change required. You start by creating the motivation to change (unfreeze). You move through the change process by promoting effective communications and empowering people to embrace new ways of working (change). And the process ends when you return the organization to a sense of stability (refreeze), which is so necessary for creating the confidence from which to embark on the next, inevitable change.
Comparing this to a different change model we can understand how situational each model can be. The Kotter change model also known as the 8-step process for leading change talks about 8 steps for bringing about and tackling a change. The 8 steps that are followed start from creating an environment of necessity. This urges the organisation to move toward a change that is required. The next step is to build a group of leaders that will oversee this change. Forming a proper strategic vision and initiatives come next. After that, the model dictates that a workforce needs to be either assigned or formed from volunteers. The next step is to allow the workforce to efficiently work through and for the change by removing any kind of limitations that they may be faced with. The 6th step is to create little milestones or short-term wins which will motivate the workforce and help keep track of progress and success. Once the first initiative is successful comes the push to keep on making successful changes to maintain the flow. And the last step is to institute the change. To make sure the connections between success and behaviour of the organisation is articulated to replace the old system and habits. 
While all of the change management theories and models work with Primark's recent change, the one that applies to it the most is Burnes’ Change management Method. 
Primark developed the vision of expanding overseas and works step by step according to Burnes’ Method to facilitate that change, involving everyone required, gaining and sustaining momentum and establishing stability to commit to the changes. Especially in this case where Primark relocated about 200 of its employees in order to function more efficiently.
Burnes Nine Element Model contains elements that are to dictate what steps to take for and against a change
1. Create a vision
2. Develop Strategies
3. Create conditions for successful change
4. Create right Culture
5. Assess need for & type of Change
6. Plan & Implement Change
7. Involve everyone 
8. Sustain Momentum
9. Commit to continuous improvement
Burnes Change management theory suggests that a having a situational view and approach is the best way to move forward with a change and dealing with it based on the context. It further provides a step by step guide in order to plan and tackle said change and following through to implementing that change so that its beneficial to the company.
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STRENGTHS: Primark has large stores that spread over many square feet. Like the new store of Primark in Birmingham is spread over 160000 square feet. To promote the productivity of cotton, the company has cared about the livelihood of farmers and million-dollar sale has been generated as a result. They have launched "a winning blend of style and functionality' in the fitness range in 2016. The capital investment of the company in the stores with freehold space lessens their budgets for the rent expenses. These stores are of flagship and some of them are taken on leases that add value to the business. It makes and involves in partnerships with other organizations to promote the ethical agenda and provide a healthy environment to the world. It provides a wide range of product offerings to its customers like accessories, hosieries, men's wear, women's wear, and children ware (Jackson and Shaw, 2009). It takes only 6 weeks to conceptualize the designs after the catwalk fashion and make them available on stores within this less time frame. It delivers goods to its customers with value for money. It relies on the “do-the-talking” for customers and has less sending on the advertising campaigns. It has a large fan-following on the social media with the heavy reliance of Primark on the celebrities like Ninja wore Primark Fortnite gaming shirt and become a source of getting millions of fan base and Stacy Solomon became the source of catching 50 million people awareness about the brand. The company understands segmentation and launched a very successful beauty and cosmetics range, which gained praise and trust of the people. For getting customers on the Primark website, they have introduced a Marketing 2.0 strategy (Kotler and Keller, 2016). Primark is giving a large base of profits like 7.11 per cent for the year 2019 to its parent company i-e ABF. Primark also cares about its work environment, which makes people become a part of the chain. 
WEAKNESSES: People have a different choice that’s why Primark is not covering all the customers for its outlets. The staff manages the appearance and design of the stores daily as open floors are not demanding for every customer and may create confusion. If we compare the price mechanism of the company, it seems that people may find the products of Primark cheap as compared to the luxury item offered at high prices. So, making goods available at cheaper prices would not get an advantage to the company in these terms. It is a point of concern at how much the company knows its targeted customers. The customers have a heavy reliance on the walk-in purchase than the online purchase. The branding is different for the different stores and the lack of will also vary from store to store. In this way, poor customer service will imprint a negative impression on the brand and people would lack trust. So, there is a need to provide good customer service to the clients to make the promising “do-the-talking”.                                                                                                                                                                                                                                                                                                    
OPPORTUNITIES: The Primark must make informed customers who remain aware of the new opportunities at one click. So, there is a need to make awareness about the website of the company and make the latter up to the mark of the latest trends. Also, Primark can make a mobile app to attract large consumers' concerns. The company should invest in marketing so that they could understand the different patterns of buying by the customers. The visual merchandising would be improved in this way. There is a need to add more features and designs in the stores to make them more attractive for the new entrants. To get more customers insight, research and survey would be conducted to make more out of less. The customers can become available for the survey and research. The technology conduction can give a great edge to the company as it would become helpful for the sale assistance. The company should attract more customers from all over the world by making good use of technology. In this way, the customers would be available not only from America and Europe but from all over the world. The customer Relation Management system would assist in getting more customers range. If the customers would be provided with an option when the stock is not available, then it would be helpful to maintain stock. As Primark is committed for Corporate Social Responsibility, in-store management would be helpful to promote it. Moreover, the product lines extension through segmentation would encourage older customers. The endorsement would be made through the customer attraction outside America and Europe. 
THREATS: The competitors of Primark, such as H&M are giving customers products at lower/ cheaper prices.  The negative criticism can be made by the media, which may harm the reputation of the company. The customers may give preference to online products than in-store products with the launch of mobile apps and large technology. In this way, the in-stores sale can be discouraged. The changing fashion and lifestyle among the youngsters can reflect the changing habits of consumers; it will impact the segmentation and targeting in return. Supermarket brands like Asda and Sainsbury can become a threat to the company. The heavy advertising in terms of digital promotions by the competitors, can damage the product image of the Primark. The company must change its product and promotion strategies with the changing circumstances to avoid these threats.
PESTEL Analysis of Primark: (On Appendix)
POLITICAL FACTORS: Recently the overseas employees have attached notes with the stitching of clothes to call for help in the working environment (Dearden, 2014). In this way, maintaining the work environment for the employees should be the top priority for the company. The national minimum wage for employees would cost the company more (Butler, 2015).  
Strategies to follow Primark can collaborate with the partners and bodies of the other country to meet the legal policies for the employees so that the employees feel easy to stay there. To increase the price of goodwill for the company, it is a necessary step apart from what the other elements like the cost of taking these legal steps can cost millions. 
ECONOMICAL FACTORS: As the Primark is expanded its outlets to many countries, the financial is born by the organization as the exchange rate falls. Second, the availability of the Primark as a 'brick and mortar' retailer may impact its sales. Third, the report of Hall has suggested that the retail businesses like Primark can bear a million-dollar cost with the increase in material cost, labor charges etc. the transportation cost will impact the profits of the company, too (Hall, 2014). 
Strategies to follow: The Primary is suffering from the pound because of the Brexit. The decision to leave the European Union was taken place resulted in difficulty for the company. But there is an opportunity for a high disposable income because of weaker interest rates (Langley, 2008). It is possible that the customers can move to high priced goods because of the arrival of high disposable income. The report by Mintel has shown that online sales will be exceeded by 100 per cent in the coming years. So, the opportunity of Primark to enter into the technological world would prove to be helpful as far as e-commerce is the fastest growing business in America and Europe (Fulgoni and Lipsman, 2016). The target customers of Primark are changing with the increase in technology. As the people can now purchase items with just a click of a button, then they can have a large database to explore. Primark should maintain its market base with low prices and high quality as the dimensions of purchasing are changing (Fulgoni and Lipsman, 2016). 
TECHNOLOGICAL FACTORS: Technology has become very crucial for Primark. It has changed into a necessity to have an online mechanism feasible for the Primark customers.  
Suggestions to follow: Is the Primark ignoring the opportunity of getting customers online? The buying habits have been changed and the youngsters prefer to buy online. The customer sees the preference in the database where they get information about the product at the most feasible method and point. So, Primark should change its ways for the customers to make available the product at first hand. The report from e-bay has mentioned that when people incorporated technology on the top floor, they have seen growth in the business. 
2.5 Involvement of Leader and Complex Issues: 
Stakeholders hold an especially important position in the economic and business growth development of the company. The stakeholders are responsible for developing a sustainable position in the market of the organisation. In Primark, there are two types of stakeholders:  external and internal stakeholders. The internal stakeholders consist of management and employees of company and external stakeholders comprises of government policies, customers, investors, and society. 
The stakeholders have a great impact on the company operation and in the management of change. Internal stakeholders of Primark manage the change by keeping the employees motivated by providing both extrinsic and intrinsic reward to employees. The company provides value to all its stakeholders equally. 
The leaders in the company identify and respond quickly to the changes in the market and the unexpected challenges and react accordingly. The company leaders possess excellent change management skills that are important for the successful implementation of any change (Werther Jr and Chandler, 2010). 
Effective leadership is crucial for organisation change management. Every stakeholder has its own right in Primark. The main aim of this company is to satisfy and retain the customer by providing good services and products and offers them good value in terms of safety, choice, cost, and environment impact. The company is well equipped with commercial, technological, and environmental expertise. 
The Primark have an idea that its customers want value in exchange for money which they spend on service or product. The main ingredients are environment and safety that have a major impact on the development and research process. Another important stakeholder of Primark is its employees. There are more than 700,000 employees in Primark which include senior managers specialised in marketing, sales, finance, and production. 
The top-level management is also involved in the process of decision making. In the implementation of environmental sustainability, the right decisions have been taken by the company. In the process of implementing change, Primark management explains the advantage of change (in this case, environmentally sustainable products) to its investors. The investors are told about the financial benefits and get support from them in terms of technology and business change. The management team collects the opinion of all stakeholders in different ways. Based on internal communication channels and by using the assistance of the third party, the company implement change policies. The stakeholders provide their advice which the management team of the company utilises in implementing the change (Walker et al., 2014, MO, 2011). 
Porters’ Five Forces Model: Porter Five Forces Model analyses the impact of competitors, new entrants, suppliers, buyers' power, and substitute products.
THREAT OF NEW ENTRANTS: The new entrants would take time to build as the Primark has built its reputation, brand value and low prices with high quality. These elements of brand loyalty would not become a threat of new entrants for the company. The logistics coordination of the Primark will give an edge to the Primark over new entrants. 
POWER OF THE SUPPLIER: After the incident of Bangladesh, Primark is developing the supplier relationships in a wide way. It has the lowest impact. The company shares the venues with other companies as well. 
Recommendation: The competition is high, and Primark always faces a threat from its competitors like ASDA has now started selling goods at lower prices like it. Good loyalty of the customers would easily be gotten by doing research and survey in that area. Although the way Primark is selling goods at lower prices with high value, other competitors are not fulfilling this focus. In the long run, there is a need for Primark to get customer's loyalty by changing the targeting and segmentation. Financial Times has stated that 1 out of 7 clothes is purchased from Primark. It is so as the Primark attracts its customers by giving high value at the lower prices. The customers make informed decisions. The widely spread network of Primark around Europe and America gives its edge to spread its chain.
Conclusion: By considering the geography, the company sells its products and customers have no access to other stores. In a nutshell, Primark is performing well and has a large customer’s base. If they invest in technology, they would be considered as the best above all. The customer preferences are changing, so this is the necessity for change. The company determines its goals, its initiatives and strategies and should revise these strategies after every successful milestone reached in the change process. That is how an adaptive and responsible organisation to proceed toward making and managing changes.
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Appendix
SWOT Analysis of Primark
SWOT is the marketing or management term used by organizations to get a view of their internal strengths and weaknesses and external opportunities and threats (SWOT Analysis: – How to Develop a Strategy for Success, 2020). SWOT is an abbreviation for Strengths, Weaknesses, Opportunities and Threats. Strengths are the qualities or points that distinguish a company from its competitors. These are an integral part of the company, which includes those elements that are difficult to imitate by the competitors. It means anything which gives an organization a clear advantage is its strength. Weaknesses are the unpleasant truths and are the inherent features of the company. They force you to think about how other people see an organization.  Opportunities are the chances and choices and organization can make to get a higher advantage. These arise from outside the organization and are helping to make a positive impact on the company. The small advantages can be opportunities for the organization. Threats are those elements for the organization which can harm an organization and leave a negative consequence. It includes a shortage of recruitments and supply chain problems etc. It is necessary to analyze the threats before becoming victim to them.
PESTEL Analysis of Primark
The PESTEL or PEST analysis is used to monitor the macro-environment factors for the organization. This analysis is mostly done with the combination of both SWOT and Porter's Five Forces Model. The acronym 'PESTEL' stands for Political, Economic, Social, Technological, Environmental and Legal factors. First, political factors analyze the government intervention, including the trade policy, corruption, rules and regulations, environmental laws and labor laws. While assessing another market for the organization, these all factors are taken into consideration. Second, economic factors tell about the interest rate, growth rate, inflation rate, unemployment rate and the propensity of people to consume. Under the umbrella of economic factors, the economy of another country is analyzed thoroughly. Economic factors have a long-term effect on the company's performance. The products are priced accordingly. Third, social factors represent the demographic characteristics, values, norms, and habits of a country.  The elements of social factors include the age of the population, income distribution, safety elements and lifestyle of the people etc. 
Fourth, technological factors include technology that is necessary for the operation of a business. These factors are helpful for the Research and development of the company. The spending on obsolete technology is a bad idea for organizations (PESTEL Analysis (Pest Analysis) | B2u, 2020). Fifth, environmental factors have come in front because of the deficiency of the raw materials and carbon targets. These factors are helpful for the protection of climate, weather, and temperature. Climate accords have taken place to discourage carbon emissions from companies or factories. Lastly, all the companies have laws and regulations to protect the political and economic conditions of the country. These include employment laws, patent laws, copyrights, consumer protection laws, discrimination laws and safety laws. 
SOCIAL FACTORS: As the Primark has faced negative criticism from the media, it cares about "Corporate Social Responsibility" now. It has now mentioned the key questions that the customers can ask. Also, the shopping habits of the customers living in a country are observed to make the services available as they want. 
Suggestions to follow:
 The transparency element matters for the large retailers and consumers but not for the parent company like ABF who have reported the full profit margin with the consideration of the loss. Many proofs and verdict now conclude that people believe in more online shopping and value clothing. Being the part of large store sale and purchase, Primark asks for the in-store sale assistance to give value service. As the young population is decreasing and the older population is getting surge, the market demands from the retailers of Primark to change their segments and positions. In this way, the highest sale would be maintained, and people would get attracted to the Primark products. Backwoods report suggests that people go to the in-store to do window shopping and buy goods online later. This would intend the customers buying habit and Primark can get the advantage of this suggestion. The report obliges the Primark to change its product segmentation. The appearance of the stores matters a lot. So, it needs to be done after doing the 'psychological buying behavior of the customers’. 
ENVIRONMENTAL FACTORS: With the high publishing of reports on the topics of climate change and global warming, people have become conscious of the environment.
Suggestions to follow Primark has combined itself to the Cotton connect and working with the latter for the green agenda. It is considered that Primark is not the only company conscious of the environment.
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