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Executive Summary

Crocodile Garments Limited is the owner of the apparel retail store named Crocodile. This study will be separated into six parts, 1) Introduction of Crocodile, 2) Major drivers of the general environment, 3) Beneficial of the Crocodile change, 4) Maintain the business stability, 5) Kotter Change to sustain their business growth and 6) Conclusion.

Chapter 1, The first chapter discusses Crocodile's history and background. Additionally, they expressed their challenges in navigating the present market.

Chapter 2, to completely understand a situation, it is crucial to consider the political, legal, and economic factors. Then, evaluate how they impact the customer's task environment.

Chapter 3 explored the advantages and disadvantages that crocodiles undergo as a result of incremental changes.

Chapter 4, To maintain Crocodile business from COVID-19, analyze, plan, and stay informed. This ensures the company has long-term stability.

Chapter 5 is Crocodile utilizes the Kotter Change approach to maintain and enhance their business growth.

Chapter 6 is the conclusion of this report.

Due to the COVID-19 epidemic spreading over the world, Crocodile should take action to change their business model and maintain long-term stability.
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1. Background of Crocodile Garments Limited
Crocodile Garments Limited has been a fashion company in business since 1952. The brand is known for its classic and traditional designs, and its durable products are often built to last for many years. However, the corporation has struggled in recent years due to various external difficulties.

The COVID-19 pandemic has dramatically influenced the retail business, forcing many physical shops to close due to lockdown and social distancing measures (Sumarliah et al, 2022). As a result, consumer behavior has shifted toward online purchasing, affecting the revenue of many physical shops (Ben, EL & Allahyari, 2020), including Crocodile Garments Hong Kong.

As a result of these factors, Crocodile Garments Limited has been experiencing financial difficulties, such as decreased revenue and sales in recent years (Crocodile Garment Ltd, 2022). It may even file for extinction in the market soon. In order to overcome these obstacles, the business may need to investigate new tactics, such as utilizing digital marketing and e-commerce platforms to broaden its customer base and sales channels, cutting operating expenses, launching new product lines, or working with other companies to offer unique and modern designs that will draw in new customers.

Overall, Crocodile Garments Limited's future still needs to be determined. However, to stay relevant and competitive in the market, the company will need to adapt to shifting consumer preferences and market conditions.




2. Major driver of general environment for Crocodile
PESTEL analysis is a tool which is used for understanding the strategic risk of the organization. It identifies the external environment changes and the impact of the brand’s competitive position. (Sammut-Bonnici and Galea, 2014). 

2.1 Political - legal dimension
The COVID-19 pandemic has also had significant political - legal impacts on businesses around the world, including Crocodile online store. Governments around the world have implemented various policies and regulations in response to the pandemic, which have affected businesses in a number of ways.

For example, lockdown and travel restrictions have limited the ability of businesses to operate and disrupted supply chains. Stimulus packages and other relief measures have been implemented in some countries to help businesses affected by the pandemic, but their effectiveness varies by region.

The pandemic has also resulted in changes to laws and regulations related to privacy and data protection, as businesses have had to collect and process more customer data to enable online operations. This could impact Crocodile’s online store through increased compliance requirements or changes in the legal landscape for e-commerce (PCPD HK, 2023).

Given the evolving political and legal landscape, Crocodile’s online store needs to stay up-to-date with changing regulations and laws related to e-commerce, data protection, and consumer privacy. The store should also consider adopting best practices for data management and security to protect both its customers' data and its reputation.

Overall, ensuring compliance with privacy and data protection regulations is critical for maintaining the trust of customers and avoiding regulatory penalties.

2.2 Economic dimension
The economic dimension is a crucial aspect of the business environment, and it significantly impacts companies like Crocodile Garment Limited. One of the most significant economic challenges faced by the company is the impact of the COVID-19 pandemic in recent years. The pandemic has caused a decline in foot traffic and sales for physical shops, including Crocodile, and has forced many stores to close. The pandemic has affected the company's ability to generate revenue and maintain its market presence.

In addition to the pandemic, Crocodile has faced challenges related to rising raw materials and manufacturing costs. During the US-China trade war, the Chinese government raised tariffs on imported goods, including fabrics and textiles (Muhammad, Smith & MacDonald, 2019), which affected the company's supply chain. The trade war has led to higher costs for materials and manufacturing, which may cause the company to re-evaluate its pricing strategy or diversify its supply chain.

On the other hand, the apparel industry is becoming increasingly competitive and diverse, with new brands emerging every year. Being a traditional apparel brand, Crocodile has needed help keeping up with trends and shifts in consumer preferences. The new brands have affected the company's market share and ability to attract new customers.

To address these economic challenges, Crocodile Garment Hong Kong may need to incorporate more digital marketing and e-commerce services to maintain its market presence. The company may also need to re-evaluate its pricing strategy and diversify its supply chain to reduce costs. 

To summarize, Crocodile must navigate challenges related to the pandemic, rising costs of raw materials and manufacturing, increasing competition, and growing consumer demand for trendy products to remain successful in the long term.

2.3 Customer Impact of the task environment 
After evaluating political-legal and economic factors, the mentioned factors will impact the customer behavior to choose the Crocodile's apparel product in the market.

For data security, Crocodile's online store holds sensitive customer data such as personal information and payment details. Therefore, any changes in laws and regulations related to data privacy could impact the online store's data security policies and procedures. If the online store cannot maintain high levels of data security or fails to adhere to new regulations, it could affect customer trust in the brand and their willingness to do business with the store.

The trade war, Crocodile's online store could be affected by changes in tariffs or trade restrictions imposed as part of the US-China trade war. It could impact the price of their products and affect the store's sales revenue.

For consumer preferences, Changes in the economy or preferences of consumers could also affect customers' buying patterns in the Crocodile's online store. For instance, if the economy experiences a downturn, customers may be less likely to purchase luxury items such as Crocodile products. Additionally, if there is a shift towards more eco-friendly and sustainable products (Cherian & Jacob, 2012), the store may need to adapt its offerings to meet changing customer preferences.

Overall, Crocodile's online store must remain aware of these factors and adapt its strategies and offers. Doing so will allow the store to continue meeting the evolving needs of its customers and maintain trust and confidence in the brand.


3. Beneficial of the Crocodile change
Organizational change is a complex process that involves different types of change, including incremental change. Incremental change refers to gradual and continuous improvements to processes, products, or services over time (Choi, 1995). In this part, we discuss whether organizational change is beneficial to Crocodile.
.
Crocodile has been a well-known fashion brand in Hong Kong for over 50 years. Over the years, Crocodile Garment Hong Kong has seen significant changes in the fashion industry, including changes in consumer preferences, technology advancements, and the move to online store. To remain competitive, they need to adapt to these changes and implement organizational changes that will help them succeed.

One type of organizational change that Crocodile can consider is incremental change. Incremental change benefits organizations by allowing them to gradually improve existing processes and products without incurring significant costs or disrupting the entire organization's operations (Singh & Singh, 2012). Incremental change can also help organizations to test new ideas and strategies in a controlled and manageable manner, allowing them to refine their strategies over time to reduce the risk (Gillon et al., 2014).

One benefit of incremental change is that it can help Crocodile improve its efficiency and productivity. By making minor improvements to its processes, they establish an online store that initially cooperates with HKTV Mall and increases its overall sales. For example, they can launch a promotion campaign on the HKTV Mall website to attract more customers. 

However, there are also limitations to incremental change. One limitation is that incremental change can be slow and insufficient to address significant organizational issues. For example, suppose Crocodile faces significant market competition from other brands or declining sales during the COVID-19 pandemic. In that case, more than incremental change may be needed to help the company to stay competitive or overcome its challenges.

Another limitation of incremental change is that it can be challenging to sustain over the long term. Because incremental change requires continuous effort and resources - capital, and if the effort is not sustained, the improvements may not be realized. 

For Crocodile, sustaining incremental change requires a commitment to continuous improvement and innovation. It is essential to have a culture of learning and development where employees are encouraged to suggest new ideas and take ownership of the change process. Leadership support and involvement are also crucial to sustain incremental change, as they can provide guidance and resources necessary to implement the changes effectively.

Despite these limitations, incremental change is still beneficial for Crocodile to pursue. By implementing small changes gradually, the company can build momentum and achieve sustainable progress towards its goals. In addition, incremental change can help Crocodile avoid the negative consequences of sudden and radical change, such as employee resistance, decreased productivity, and increased costs.
Another benefit of incremental change is that it can help Crocodile to respond to changing consumer preferences and market demands. In the apparel industry, trends come and go quickly, and companies must be agile to stay ahead of the competition. By implementing incremental changes, such as introducing new product lines or adapting its marketing strategies, Crocodile can stay relevant and responsive to its customers' needs.

Furthermore, incremental change can help Crocodile to become a more data-driven organization. By continuously collecting and analyzing data on its operations, Crocodile can identify areas for improvement and make data-driven decisions. For example, the company can use data analytic to improve its supply chain management, reduce costs, and increase efficiency.

To sum up, change can be a beneficial approach for Crocodile. While it has some limitations, incremental change can help Crocodile to achieve sustainable progress towards its goals, improve its efficiency and productivity, respond to changing market demands, and become a more data-driven organization. However, it requires a long-term commitment from leadership, a culture of continuous learning and improvement, and sustained effort over time.


4. Maintain the business stability under the COVID-19 
The apparel industry has been dramatically affected by the COVID-19 pandemic, disrupting global supply chains and causing significant revenue losses for many fashion companies. Lockdowns, quarantines, and reduced consumer demand are responsible for this situation. Therefore, a thorough analysis of several factors is necessary to evaluate the industry's stability in the current business environment.

In today's market, sustainability must be a top priority when purchasing. With consumers becoming increasingly aware of their decisions' environmental and social impacts, aligning with apparel companies that prioritize sustainable practices is crucial. By utilizing eco-friendly materials and reducing waste and carbon emissions, these companies have a competitive advantage and a better chance of achieving long-term success. Furthermore, many customers are now willing to pay compensation for products with sustainable certifications or eco-friendly labels (Berghoef & Dodds, 2011). As a result, making informed choices is essential.

The global outbreak of COVID-19 has brought about significant changes in how people choose their style items. With the implementation of social distancing measures and restrictions on physical shopping, consumers have had to rely more on online shopping platforms and digital channels to make their purchases (Koch, Frommeyer & Schewe, 2020). This shift has also led to a greater emphasis on comfort and functionality in fashion choices, as people spend more time at home and seek comfortable clothing that can be worn indoors and outdoors. Specifically, individuals are now favoring clothing options that prioritize comfort and leisure over more formal and business-oriented clothing. In order to maintain consistency in the fashion industry and stay current with market trends that are constantly evolving, it is essential to take proactive measures. Businesses must invest resources in creating and promoting cozy and comfortable clothing options such as lounge-wear and athleisure. These garments have become increasingly popular among consumers who prioritize style and comfort in everyday clothes. By catering to this demand, companies can establish themselves as leaders in the industry and maintain a loyal customer base.

In order to ensure stability in today's market, it is wise for companies to make strategic investments in digital technologies. Online shopping is purchasing goods and services through digital platforms and tools. This method of shopping provides various channels for consumers to make purchases, including a wide range of options for buying products and services remotely (Yasmin, Tasneem & Fatema, 2015). With the ongoing pandemic, there has been a noticeable surge in online shopping, which has caused many retailers to struggle to adapt to the changing landscape. By investing in digital infrastructure, apparel companies can facilitate their operations and effectively reach their target audience through numerous channels, including social media platforms, online marketplaces, and e-commerce websites. Such a move can significantly enhance a company's ability to stay competitive and flourish in the digital age.

Additionally, achieving stability in the current business environment requires a flexible and agile supply chain management system. The ongoing pandemic has brought to light a significant issue with many companies' supply chain models - their lack of flexibility (McMaster et al., 2020). Such models often fail to respond quickly to unforeseen disruptions, making them particularly weak to unexpected events. Given the rapidly evolving landscape of the business world, it has become increasingly crucial for enterprises to reassess their existing supply chain management strategies and seek out alternative solutions that can help mitigate potential risks and promote continued functionality. In particular, apparel companies are advised to consider implementing dynamic and adaptable systems that can weather any future crises, ensuring excellent stability and security for their operations. By taking a proactive approach to supply chain management, companies can better position themselves to navigate the ever-changing business landscape and emerge more substantial and resilient in the face of any challenges.

Finally, it is essential to acknowledge the challenges apparel companies face to achieve stability during the COVID-19 pandemic. In the ever-evolving world of commerce, there are numerous obstacles that businesses must overcome. These challenges can manifest as disruptions in the supply chain, decreased consumer spending, and limited funding. In order to flourish in the current environment, companies must prioritize sustainability, adaptability, and cost-effectiveness. By doing so, they can operate efficiently within the constraints of their circumstances and achieve success in a market that is constantly in flux.



5. Crocodile uses Kotter Change to sustain their business growth  
The Kotter change approach involves eight steps that companies can follow to facilitate organizational change and encourage sustained growth. Here is a summary of how Crocodile can use this change model to implement their online store:
1. Establish a sense of urgency: Communicate a compelling reason for the change, such as adapting to changing customer needs and staying competitive during COVID-19.
2. Create a guiding coalition: Assemble a team of influential stakeholders who can lead the change effort and garner support from other employees.
3. Develop a vision and strategy: Create a clear and straightforward vision for the online store project, and develop a detailed strategy for achieving that vision.
4. Communicate the change vision: Communicate the vision and strategy to all employees, and explain how the online store project will benefit the company and its customers.
5. Empower broad-based action: Encourage all employees to take ownership of the change effort and empower them to contribute meaningfully to the project.
6. Generate short-term wins: Celebrate small victories along the way to build momentum and maintain enthusiasm among employees.
7. Consolidate gains and produce more change: Build on the momentum of the short-term wins to implement more sweeping changes throughout the organization.
8. Anchor new approaches in the company's culture: Integrate the changes into the company's culture and processes to ensure continued growth and success over the long term.

Using the Kotter change approach can help Crocodile in the apparel industry sustain business growth. By following the eight steps of the Kotter model, they can promote a culture of continuous improvement, innovation, and change, which can help them stay competitive in the marketplace (Kotter, 2012). Additionally, companies could create a sustainable framework for growth and success by identifying areas for improvement, communicating a shared vision, empowering employees, and anchoring new approaches into the organization's culture. It is essential to keep in mind that to achieve sustainable growth over the long term. In addition, several other key factors must be considered. These factors include Adapting to changing customer needs, Adopting new technologies, Implementing sustainable and ethical practices and Fostering a culture of creativity and innovation. I will discuss these factors as follows. 

First of all, adapting to changing customer needs can sustain business growth. Companies must constantly adapt to changing customer needs and preferences. They can involve gathering and analyzing customer feedback, monitoring market trends, and staying up-to-date with the latest developments in the industry. As a result, companies can maintain a competitive edge and build customer loyalty by staying agile and responsive to customer needs.

Second, adopting new technologies constantly evolves; Staying current with industry advancements is crucial for remaining competitive. By adopting new technologies, companies can improve efficiency, streamline operations, and stay ahead of the curve. Keeping up with the latest hardware and software updates can be challenging, but staying ahead of the game is crucial. Exploring emerging technologies such as AI and blockchain can give an advantage (Akter et al., 2022). Additionally, cultivating connections with technology vendors and industry peers can help to stay informed and ahead of the curve.

Thirdly, implementing sustainable and ethical practices is increasingly important to customers and stakeholders. By adopting sustainable and ethical practices, companies can demonstrate their commitment to social responsibility, protect their brand reputation, and attract customers who prioritize sustainability and ethical practices. This can involve reducing waste and emissions, using eco-friendly materials, enforcing fair labour practices, and taking other steps to minimize the company's impact on the environment and society.

Finally, fostering a culture of creativity and innovation is essential for sustained business growth. Maintaining a competitive edge in today's fast-paced business world requires forging strategic partnerships with industry experts, providing comprehensive employee training, fostering innovation through incentivization, and promoting teamwork and collaboration. We can break through barriers and achieve unprecedented success in our respective fields by constantly pushing ourselves to innovate and strive for excellence. Let us inspire and motivate each other to reach new heights and unleash our potential as business professionals.

By focusing on these factors and implementing the Kotter change approach, companies in the apparel industry can build a foundation for sustained business growth and success.


6. Conclusion
Due to the extraordinary impact of the COVID-19 pandemic, the Crocodile has been compelled to make significant changes to their operations. In order to conserve resources and invest in technological advancements, they have made a strategic decision to shift their focus towards their online store and reduce their physical store presence. This decision is expected to help them extend their business cycle and mitigate the risk of going into a death spiral (Nadler, 1995). Crocodile, the company, is exhibiting their unwavering commitment towards securing their prospects by being flexible and responsive to the current circumstances. Furthermore, they have taken a proactive approach to prioritize their loyal customers and dedicated employees' safety and welfare.
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