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Executive summary 

"The main purpose of this project report is to highlight the change management process and its impact on the productivity, profitability, and efficiency of an organization. The report will emphasize the major changes that Pret a Manger has undergone during the Covid-19 pandemic and afterward. It will analyze various contexts, including the forces that can impact a company’s functioning and the change management models that assist in facilitating these changes.

The practice of change management appears to be crucial for the company as it helps in dealing with the negative consequences of the pandemic and in achieving effective outcomes."
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[bookmark: _Toc143778657]INTRODUCTION 
[bookmark: _Toc143778658]The term 'change management' can be referred to as a structured and systematic approach that assists in dealing with the transformation and transition of an organization's processes, objectives, and technologies. The concept of change management aims to perform evaluations as well as the implementation of various strategies that are prioritized to ensure effective changes within the workplace (Harmon, 2019). The Covid-19 pandemic has drastically impacted almost every business industry, and many companies are still constantly making changes to mitigate the negative impacts of it and to meet customer expectations. This has altered the functioning of companies and compelled them to make changes in accordance with market trends. The change management process has become a crucial approach for companies as it ensures effective yields that are essential for achieving higher profitability (Dawson, 2019). The main purpose of this report is to highlight the significance and aspects of change management through an appropriate framework. The chosen company for this project report is Pret a Manger, a British shop franchise chain headquartered in London, United Kingdom.

To gain a better understanding of change management, certain frameworks such as the Kotler
change management model, PESTLE analysis, leadership styles, and others will be highlighted in this report. It consists of three sections, in which the first section will critically evaluate the adopted change management process along with the identification of appropriate strategic change alternatives. Section two of this report will critically evaluate various change management models, and the last section will propose and implement a change strategy. 


[bookmark: _Toc143778659]Section 1
[bookmark: _Toc143778660]Overview of organisation
[bookmark: _Toc143778661]                            Pret a Manger is a British ready-to-eat sandwich shop franchise chain headquartered in London, UK. This sandwich franchise was founded by Julian Metcalfe and Sinclair Beecham in 1989. It is commonly known as Pret. According to a report from December 2022, it had approximately 434 shops in the UK, including 273 in London. Additionally, it operates three vegetarian Pret locations that focus on vegan and vegetarian options. Pret a Manger also has shops in France, Hong Kong, the US, and other regions. Around 90% of Pret shops worldwide donate their unsold fresh food to local charities, providing more than 16,000 sandwiches, salads, baguettes, and wraps every day to charities and homeless individuals. 
Jeffrey Hymer was the one who founded Pret a Manger in 1983, and the first shop was opened in Hampstead in 1984. Initially opened in 1983, the company operated at 58 Hampstead High Street for about 18 months, during which the breakeven point was not achieved, leading the company to go into liquidation. The visual branding and name were acquired from the company's liquidator, David Rubin, by two university friends, Sinclair Beecham and Julian Metcalfe. The brand has a rich history of making changes to its menu and processes, which attract customers. In recent years, Pret a Manger has been planning to expand beyond London and other major city centers as a significant number of office employees continue to work from home. The company plans to open approximately 100 franchised shops in addition to 100 of its own outlets."



External drivers which acts as change driver for company 
The sandwich and coffee chain has been hit hard by pandemic of Covid-19 as its city centres outlets has suffered from the absence of tourists and commuters. At the same time, company also claimed that in some regional towns, its shops were busier than they had ever been. There are various macro environmental factors which has impacted Pret a manger functioning and act as change driver for company. In order to analyse external environmental forces, PESTLE analysis is opted. It is a strategic tool which assist in analysing extent of macro environmental factors and its impact on company. In context to Pret a manger, PESTLE analysis is discussed below. 
· Political factors- This factor is related to political stability, trade tariffs and other political interventions which may impact on company’s operation. As government has restricted to travel and this put negative impact on company’s profitability due to low customer strength. This put pressure on company to close some of its outlets as it constantly increases fixed cost. 
· Economic factors-  Covid-19 has spread an alarming rate which infects all nations and bringing trade, economic activities and businesses to a standstill. The pandemic of Covid-19 has impacted most nations with worst recession in terms of per capita income. For Pret a manger, global market coming to an economic stand still pose a threat and eventually impacts in poor financial results, increasing input cost, lower customer turnout and distribution cost (Shahul Hameed and et al., 2022). The spending and travelling of its customers were curtailed due to home working and lockdown. During the pandemic, Pret a manger wanted to remain proactive for long term and the previous strategy was no longer fit for purpose and for this, it needed to realign its strategy with values of organisation. Low spending power due to recession put pressure on company to lower down prices of its products so that it can sustain in such adverse circumstance. 
· Social factor- This factor is related to values, beliefs, attitude, buying behaviour and taste and preference of consumers which has direct impact on company’s operation. Pandemic of covid-19 has significantly impacted on eating pattern of consumers as they become more conscious of their health and wellbeing and seek for organic and healthy food products to fuel their body. This drastic change put pressure on Pret a manger to make changes within their menu and cater needs of customers. Along with this, people has become more demanding and want quality product at minimum price and this habit of consumer shrinks profit of company. This driver has significant impact on change management and act as change driver for company.
· Technological factors- Digitalisation has changed the working of almost every company and Pret a manger is one of the top popular international company and rapid change in customer demand, market trends put pressure on company to invest in technological resources so as to make work easier and faster. Adding to this, integration of Artificial Intelligence, Machine Learning, data analytics and other technological innovation assist company in doing complex task and in getting in-depth pulse of customer (Martínez-Caro, Cegarra-Navarro and Alfonso-Ruiz, 2020). This helps managers in gaining insights which leads to sound decision making. To cater different needs of consumers, Pret a manger invests more in R&D to make its items much healthier as well as nutritious offering consumers with health benefits. 
· Legal factors- This factor is all about rules, regulations as well as laws and legislations which may impact functioning of an organisation. In context to Pret a manger, government has issued guideline regarding safety and sanitisation of premises. It is prominent for company to adhere with these guidelines such as making boxes for standing at outlet, sanitisation and other precautions so as to avoid huge penalties. Along with this, it also need to adhere with food safety and quality legislation which ensures quality standard of products. 
· Environmental factors- This factor is concerned with aspects of environment and its impact on company’s operation. Pandemic has given a lesson to nations regarding preservation and consequences of over-exploitation and can be seen an interconnection between pandemic and climate change. The buzzword sustainability has got major significance during pandemic and make people more conscious of eco-friendly products. This put pressure on Pret a manger to adopt practices regarding sustainability and this allows it to have massive customer base.  
[bookmark: _Toc143778662]Leadership style used to manage change 
In order to implement and manage change within organisation, transformational leadership style is considered as one of the prominent one. Through this leadership style, leader can inspire, encourage and motivate employees to work towards a needed change and guide them to become a better version of themselves (Siangchokyoo, Klinger and Campion, 2020). This leadership style emphasis on individuals as leaders focus on growing their careers on a broader organisational shift. It is one of the widely used leadership style which is used by various managers in order to manage change and at time of brining innovation and creativity. Through this leadership style, managers of Pret a manger can make their team members heard as well as valued and this eventually boost team performance and morale (Anderson, Bieck and Marshall, 2020). 
[bookmark: _Toc143778663]Organisational culture and impact on development and implementation change 
The concept of organisational culture and change management process are interconnected as there are various impacts of cultural aspects on change management process. Every organisation has its own culture and this impacts while implement change (Franklin, 2021). In context to Pret a manger, it has positive, healthy and collaborative working culture in which all employees tend to work mutually rather than individual. The working environment of Pret a manger encourages employees to learn and not only just fulfil bare minimum duty but go beyond to enhance customer service experience. Adding to this, managers also conduct regular training and development session so as to polish existing skills and acquire new skill as they are the ones which interact with consumers. Organisational culture plays a vital role in successful implementation of change and having supportive culture makes it easier for manager of Pret a manger to manage change. Employees are collaborative and supportive and rather than acting against, they tend to think about its significance and how would it impact on company’s functioning. 
[bookmark: _Toc143778664]Areas which can have done better and identification of area which needs to be changed
In the process of change management, there are some areas which could have done better as marketing department has collected data from a non-reliable sources which result in wrong creation of insights and marketing unit also not shown interested and this put negative impact on change. If marketing department could have collaborated with other department, then it becomes easier to manage change. Lack of involvement creates complexity for company and create hurdles in implementing and managing change. Another department which could have done better is Human Resource department as it does not feel important to communicate change with employees and this pulls back interest of employees and shows less involvement in change management process. Leadership style is one of identified area which needs to be changed in future as relying on single leadership style can never yield positive outcome in every situation. Along with this style, company can also adopt situational leadership style as in many instances, a single or a specific style cannot be applied and to cope up with such circumstances, situational leadership style can be helpful (El Din Abdel Ghafar Ahmed, 2022).
[bookmark: _Toc143778665]Section 2
[bookmark: _Toc143778666]Change management models
Change management model can be delineated as a framework which is concerned with contextual approaches which assist companies in adopting and managing change effectively and efficiently. The models of change management are related to detailed guidelines which needs to be undertaken in terms of managing change in an appropriate manner. It often regarded as a system which strategically helps organisations such as Pret a manger in navigating throughout the time of transition and transforming. This allows Pret a manger to undertake transition which offers positive outcomes. There are various change management models which assists companies in successful implementation and managing change. As Pret a manger has drastically impacted with pandemic of Covid-19 and this lead to develop issues for organisation. It is prominent for company to manage change so that negative consequences can be mitigated. Some of the change management models are discussed below which aids Pret a manger in implementing and managing change. 
McKinsey change management model 
It is a 7-S model which is based on company’s organisational design. The aim of this change management model is to depict how change leaders effectively manages organisational change by strategizing around interactions of seven key elements (Razmi, Mehrvar and Hassani, 2020). In context to Pret a manger, managers can opt this model to implement and manage change. This model highlights that there is domino effect which exists and when any one element is transformed to restore effective balance. The core placement of shared values focus that a robust change culture impacts all other elements to drive change. The elements of Mckinsey change management model are mentioned below.
· Strategy- It is a detailed plan which an organisation formulates for successful change implementation. Through this element, Pret a manger can draft effective strategy which drives company to successful implementation and managing change. This will also help in gaining competitive edge and in sustaining in such intense competition. In order to implement change, managers of Pret a manger should craft a well strategy and align with other six elements as well as reinforce by strong vision, values and mission (SIMIONIDES, 2022). 
· Structure- In order to implement and managing change, structure plays a vital role. It is a clear chain of command which avoids confusion and chaos. It is a simple but crucial element as it creates a sense of employee accountability within organisation. It is prominent for Pret a manger to have a clear and easy business structure which allows free flow of information and this makes it easier for managers to communicate change. Adding to this, complex structure often leads to confusion and misunderstanding and eventually creates hurdle at time of implementing change.
· System- It is all about business processes along with operational procedures which are employed to accomplish routine activities. In context to Pret a manger, managers should align its process with personal objectives which encourages employees to put more efforts towards attaining personal objectives and this automatically leads to improved efficiency. The operational procedure of company should be simple and effective and must cover all essential activities without failing one.
· Shared values- To implement change effectively, core values hold significant place in this model which governs an organisation’s health. In context to Pret a manger, managers expect a behavioural modification from their employees which is only possible in a strong culture and shared organisational values. Managers of Pret a manger should emphasis on fostering a robust and healthy working culture in which all employees feel valued part of organisation rather than being frustrated. This allows company to implement and manage change successfully. 
· Staff- Employees are considered as most precious assets or resource of an organisation and without their contribution, it becomes impossible to implement change. In order to implement and manage change, it is essential for organisation to ensure that employees are motivated enough to carry out task and are prepared for change. To make this happen, it is crucial to conduct training session which depicts significance of change and how benefit it will draw for company and for themselves. There should be adequate number of staff within Pret a manger or it will put burden on shoulders of other as they may feel overused by company. Employees should be rewarded and recognised at company and this creates a sense of valued part of organisation and stimulates productivity level.
· Style- It refers to management style which is followed in organisation and this decides the level of satisfaction and productivity. In context to Pret a manger, it follows democratic leadership style in which managers take input from their subordinate before reaching to final decision. They provide a platform which allows employees to share or express their thoughts and views regarding topic and this makes employees feel that they had their voice in organisation (Liu and et al., 2020). Hence, having right style of management allows company to implement and manage change. 
· Skills- It is referred to abilities of employees to accomplish task. In accordance to a study, it suggests that 45% of respondent have reported that a skill gap caused a loss in their productivity and efficiency. Skill gaps overburden experienced and skilled employees who have to pick slack of their inexperience co-workers. In context to Pret a manger, managers should focus on identifying skill gaps which mitigates productivity level and based on that tailor an effective action plan to fix those gaps. This will assist company in gaining skilled employees and eventually leads to more productivity. 
ADKAR Change Management Model 
This change management model is based on simple principle- organisational change can only take place when individuals change. Organisational changes often fail because while individuals know a change which is taking place, they don’t see what it is crucial to get on board (Wong and et al., 2019). Apart from this, leaders also don’t have right strategy in place to engage employees and manage resistance to change. But, ADKAR model eradicates these issues by equipping leaders through right strategy, employees with essential information and right motivation to navigate organisational changes successfully. In context to Pret a manger, ADKAR model of change management is discussed below. 
· Awareness- Communicating the need of change is fundamental but creation of need of change is more than just announcing it. In order to make employees truly aware of necessity for change, they must not only understand reason behind it but also agree with that reasoning. In relation to Pret a manger, managers should not only announce need of change but also make them agree with reason behind it. Adding to this, managers need to emphasis on benefits of change as they apply to people affected. Pret a manger integrates technological platform where off-site employees can access to documents easily and will streamline communication as well as eradicate silos.
· Desire- Just because employees are aware of need of change does not mean that they want that change. In order to adopt change, they must desire it. In context to Pret a manger, management should designate change leaders and choose leaders who are able to relate to how daily routines will be affected so that they can render specific guidance and support. In order to foster desire, change leaders need to get specific about benefits of change as they are applicable to particular teams of individuals. While fostering desire, resistance to change is crucial hurdle and resistance is to be expected but it needs to understand reason behind it. While implementing change regarding technological upgradation such as AI and ML, employees shows resistance as they are not familiar with technology and it might lose power of some employees.
· Knowledge- This milestone in ADKAR model is primarily refers to training and education. To begin the transition, how their skills, competencies, processes and tools will be impacted. It context to Pret a manger, management ensures that everyone must reach milestone individually as well as knowledge building needs to be specific. Adding to this, management also provides crucial knowledge which applies directly to each team’s or individual’s responsibility. For example, introducing AI and ML software, IT team may have responsibility to set up for everyone to use it while other department needs to emphasis on how to use software. The knowledge needs to perform varied role in change management at Pret a manger.
· Ability- It is not all about how well employees are regarding how to do something but having confidence within their own competencies states that whether or not they can or cannot do things. In context to Pret a manger, management bridge the gap between knowledge and ability and put change leaders in charge of coaching individuals or teams. Task change executives takes feedback from their team and bring potential issues and obstacles to pay attention. It also offers hands on training to build confidence within their competencies.
· Reinforce- The initial momentum can get company to finish line, but won’t cross if employees relying on old habits. In context to Pret a manger, once a new process are in place and new software is installed, management reinforce the change after its implementation.
Nudge theory
 It is less a step by step framework than employing a specific mind-set to encourage change. Rather than issuing top down change requests from senior managers and expecting individuals to fall in line, nudge theory assists Pret a manger in finding a persuasive way to nudge employees towards wanting a change on their own. In this, management thinks about change in accordance to employee’s point of view and treating as a recommendation more than a command and listen to feedback throughout the process (John and et al., 2020).
[bookmark: _Toc143778667]Section 3
[bookmark: _Toc143778668]Change management Plan 
Based on identified suitable change management model, it has been analysed that implementing change needs a sound change management plan which act as a roadmap and drives company to successful implementation and management of change. In context to Pret a manger, change management plan is discussed below. 
	Change 
	Awareness 
	Desire 
	Knowledge 
	Ability 
	Reinforcement

	Technological integration of Artificial intelligence and machine learning 
	In this stage, management of Pret a manger make people aware of change and its needs due to rapid competition in industry. This awareness is given through conducting virtual meeting over Zoom call.
	In this stage, management of Pret a manger instil a desire of change by sharing benefits of it in terms of efficiency and productivity. This enables employees to get engaged in change management process. 
	In this stage, employees are made equipped with knowledge which they need to sustain change. Management of Pret a manger offers training regarding usage and working of technological tools so as to make them comfortable with change
	In this stage, management of Pret a manger will translate the knowledge to ability and make adjustments where necessary. Along with this, constructive feedback can help company in improving ways to streamline change.
	In order to prevent employees to not revert to old habits, management fixes gaps of transporting to old practices and identifies as well as resolves aspects which led employees to get back on old habits.

	Shifting to online delivery service 
	It is prominent for company to make people aware of new trend which might assist in gaining competitive edge, online food delivery service. As employees have exposure of this trend but might have fear of overburdened work. 
	In this stage, management can create desire through offering financial rewards such as gift coupons and bonuses upon achieving milestone. This creates a desire among employees to get involved in new change implementation. 
	In order to render knowledge, employees need training, access to information as well as mentoring. Through providing all, management can able to transport crucial information or knowledge to employees through in-hand training as new processes or procedure need adequate training and mentoring. Company can use practices such as visual documentation and taking support from experts. 
	In this stage, company focus on things what went well and what doesn’t and this allows in making changes. Management of Pret a manger monitor employees as they start implementing change so that top executives can provide constructive feedback and make changes in new process.
	Company encourage and inspire employees for their achievement and learning and this makes it easier to retain employees to new process.



[bookmark: _Toc143778669]Leadership style suitable for initiating and implementation of change 
In order to initiate and implement change, it is being recommended to adopt affiliative leadership style, one of the suitable leadership style of change. Through this way, managers of Pret a manger can promote the connection, build harmony and trust between team members. Adding to this, affiliative leadership style is also suitable for conflicts between team members as well as hinders result of team. Affiliate leaders tend to give compliments and keeps morale of employees high. Through this style, change leaders give time to get used to process and of their roles. While implementing change, some people fall back into their comfort zone and some see as an opportunity for rapid change. Managers need to assist people in adjusting to new situation.
[bookmark: _Toc143778670]Step by step process of change implementation 
Pandemic of Covid-19 has drastically affected almost every industry and companies are implementing change which requires multiple phases so as to ensure that transition runs smoothly. Some of the steps that Pret a manger can follow so as to initiate and implement change.
· Identification of change and perform an impact assessment- In this step, management of Pret a manger should identify need of change and significance of technological upgradation has got significance due to pandemic. Intense competition, change in taste and preference of customers, economic growth and other factors contributes to need of change. Once company has identified goal, it needs to perform an impact assessment so as to evaluate how the change will affects all levels of organisation.
· Development of plan- In this stage, management of Pret a manger needs to devise an effective plan which sets direction for organisation and involves how to achieve necessary changes and ways to measure whether the changes are effective or not. This act as a roadmap which guides employees towards change management.
· Communicate change with employees- In this stage, management of Pret a manger crafts an effective communication strategy which outlines messages, identification of audience and which medium through which it will be conveyed. Management professionals of Pret a manger will conduct a meeting to convey message regarding significance of technological changes within organisation.
· Provide reason for change- In order to gain support of employees while implementing change, managers of Pret a manger demonstrates necessity of change. They also present data, facts and figures which support decision of change management. Such data may involve employee or customer survey, budget plans or strategic business goals. 
· Seek employee feedback- After communicating change to staff, managers of Pret a manger should offer them with an opportunity to provide feedback. Managers can either schedule time to conduct in-person feedback sessions or send out surveys. For some people, change can be nervous and allowing them to share thoughts can feel them a valued part of organisation. 
· Launch the change- Effective change occurs in phases and this ensures that employees are not overwhelmed. Managers of Pret a manger creates a timeline which starts with the aspect that leaders must complete first such as training sessions, acquisition of equipment or software installation. Having a small group of employees test the change prior to implementation can improve likelihood of a successful change.
· Monitor the change- In this stage, managers of Pret a manger monitor the process so as to ensure that all employees follow proper implementation procedure. This keeps entire process on track and allows to fix any mistakes which managers hadn’t anticipated.
· Evaluate change- In this stage, managers work with team and determine how will they measure success of implementation. In context to Pret a manger, managers will measure performance against key metrics of sales, profit, customer acquisition and leads. 
[bookmark: _Toc143778671]Impact of change strategy on organisational culture 
Change management and organisational culture are correlated with one another as change in one element will affect another element. Through implementing change strategy within Pret a manger, it can lead to arise of conflicts as some people may oppose to this and eventually result in downfall of employee performance. While some employees might see change as an opportunity to upgrade themselves and convenience other through explaining significance of change and what positive impact it will bring onboard. This creates a team working and collaborative working culture in which all employees are ready to adapt change and this put positive impact on productivity, profitability and efficiency (Bhaduri, 2019). 
[bookmark: _Toc143778672]
CONCLUSION 
The above project report concludes that the Covid-19 pandemic has significantly impacted the operations of nearly every business. Many organizations have ceased their operations due to a lack of customers and insufficient financial resources, while others continue to struggle to mitigate its negative impacts. The present report delved into a detailed discussion on how the pandemic pressured companies to instigate changes within their products, processes, or services. Forces such as shifts in consumer preferences, disposable income, travel restrictions, technological advancements, changing consumer needs, convenience, emphasis on sustainability, and legal obligations were identified as driving factors for change.

To effectively manage these changes, a transformational leadership style was adopted, focusing on encouraging, inspiring, and motivating employees to embrace change. Some areas, such as marketing and human resources, could have performed better in the change management process. The project report highlighted frameworks like the AKKAR model, McKinsey 7-S model, and Nudge theory for facilitating change. Additionally, a change management plan was developed for the implementation of effective changes, and an affiliative leadership approach was deemed suitable for initiating and overseeing these changes.

It is recommended that companies formulate contingency strategies to navigate uncommon situations effectively. This proactive approach will help in mitigating the negative consequences of change and fostering a positive impact on the organization.
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