
																																																																																																																																																																																																																																																																																																																																																																																																																																																																																																																																								


Executive Summary
This report highlights the effects of change and its impact on organisations. Change is constant, and in the modern-day economy, the forces of the environment, and demands of everyday life are forcing this. The result of the COVID-19 pandemic, Brexit, and the war in Ukraine, have posed a threat to global economies. There is a need for organisations to sustain this, however, the impact has been felt on organisational structure and culture. There are change management models that can be applied to help leaders transform their businesses and seek further ways of improvement. A case study of John Lewis is an example of how their business is managing change to adapt and maintain growth.
							

Contents
Executive Summary	1
Introduction	3
Definition of Change	3
Company Overview: John Lewis	5
Factors driving change in John Lewis	6
Leadership styles in John Lewis	8
Impact of Change on Organisational Culture	9
Critical Evaluation of Change Management Models	10
Advantages and Disadvantages of Kotter’s	15
Suggested Leadership Approach	15
Recommendation	16
Conclusion	17
References	18




[bookmark: _Toc133438893]Introduction
The purpose of this report is to analyse the importance of change, its driving forces and impacts within a chosen organisation. The organisation which will form the basis of this case study is John Lewis Partnerships Pl, which historically is one of the largest in the British Retail industry. The models that will underpin this report are Kurt Lewin Change model, Pettigrew, and Kotter’s 8 Step Process.
Reasons for Choice of Organisation
I have chosen this organisation because of its purpose statements, which has three concepts: Happier People, Happier Business, Happier World. They are committed to creating happiness for their employees and through building trust, fairness and loyalty, they aim at providing good customer relationships and lend support to external projects with a commitment towards charities. The business model seeks to make profit that will sustain the natural habitat and reinvest into partners as a long-term goal through knowledge sharing, power, and gains. It prides itself as a champion of environmental issues by finding sustainable ways of improving the natural habitat (John Lewis plc, n.d.).

[bookmark: _Toc133438894]Definition of Change
According to Cambridge Dictionary, Change is defined as making something different, creating an alteration or transformation (Cambridge Dictionary, 2020).
In the business world, companies need to align their resources and stakeholder influences, and external environment to bring change. According to Kotter (2012, pp.3–4), many organisations have experienced change in the last twenty years. As a result of factors in the macro environment giving rise to trends like rebranding, acquisitions, forming alliances and downsizing of their business. In circumstances such as these, organisations will be forced to cut cost, improve on quality of goods and services and seek new ventures for success and development to achieve their goals. The uncertainty of the global economy, the effect of the COVID-19 pandemic, and the war in Ukraine are also contributing factors to changes in the industries.
The Change management Process and its elements
Change management is a series of measures or methods put in place to help support businesses or individuals to go through a transitionary process. Some of these transitions can include changes to a business process, advancement in and adapting technology, a new legislation, or responding to a change in leadership of the organisation. When organisational change happens, its rate of success will depend on how its stakeholders embrace it. There is also the need to reassign resources, asset, tasks and introduction of new technology (Indeed Editorial Team, 2023).
Identify the goals and develop a strategy
The first thing that needs doing is to identify the reason for a change within the organisation. This can be accomplished through data collected on the status quo, as this could highlight why the past methods are not functioning and limiting productivity, for example, an old distribution centre with obsolete facilities could be a cause, some primary data, budget statements, sales forecasts, could also highlight pitfalls. The strategy for the organisation would be to gather all evidence and brainstorm ideas and set a SMART Goals strategy to assist the business. An example of attaining change management goals would be to remodel a brand or reskill workers.
Determine how the change will impact the organisation.
Changes in organisations can greatly impact the systems of operations, market share and the business model. It is therefore important to get the involvement of stakeholders of the business as their opinions can make a positive or negative influence. For example, internal stakeholders like employees, and external ones like suppliers and customers, can help determine the area of business that may be affected by the change. Effective communication is also necessary in implementing change, as well as proper evaluation of the company’s history of change. 
Assemble your change team.
The organisation’s size plays a major role in the amount of staff needed for Human Resource. For example, bigger organisations should have a competent leader who is able and well equipped for the role. The Leader needs to make sure that he has a skilled team of subordinates to help communicate and deliver the change for planning and implementation.
Develop your Strategy.
A key factor of this process involves finding the right approaches to accomplish goals. One way is to   draw up a plan to capture their interest, by sharing relevant knowledge and information of the plan. Evidence to support goals and a stakeholder’s analysis of beneficiaries, will be a good strategy.
Implement your Plan.
Put the change objectives into practice, making the easiest objectives a priority, this will not only develop confidence in the team, but inspire others to follow on the change. During this period, it is get continuous reviews and evaluation for monitoring essential to success.
Perform a post transition review
The last factor of the change management process is to measure the degree of your change objectives to the initial goals, ensure that the organisation is maintaining the new change, and   everyone understands the concepts, some examples of indication of a successful transformation are sales growth, influx of customers, and reduction in work related illnesses (Kotter, 2012, pp.37–153).

[bookmark: _Toc133438895]Company Overview: John Lewis
John Lewis’ history dates back over 100 years, when it was founded by an entrepreneur named Spedan Lewis. His aim was to establish a business that would be competitive and successful with allowing partners a say in the running of the business.
It is the biggest colleague owned retail partnership in the UK employing over 80,000 workers. It is headquartered in Victoria, Central London, and is the parent company of the Waitrose supermarkets. Its portfolio consists of 34 John Lewis stores, 332 Waitrose stores, soft furnishing factories, 3 Waitrose and partners cooking academies, and a privately owned Waitrose farm. The retailer deals in groceries, furniture, electronics, financial services including Banking and insurance, Health and beauty and e-commerce. For example, JohnLewis.com and Waitrose.com. The Leadership of the Business consists of a board of Directors headed by Company chairman Dame Sharon White (John Lewis plc, n.d.).
The statistical summary of the annual report of January 2022 indicates a profit before tax of £180.5 million increased by 38% compared to the previous year, loss before tax of 26.7m better than the previous year. Colleague bonus pay was 3%, Real Living wage was projected to increase by 2%, partnership trading increased by 12.5billion. Waitrose sales increased by 7,54billionan increase of 1% and John Lewis recorded its highest sales profit of 4,93 billion an increase of 8% and receive revenue of £3.85 billion compared to year 2021 (John Lewis plc, 2022).
Pre-COVID Operations in John Lewis
Before the onset of COVID-19, the organisation has continuously experienced change. Some of the changes detailed in their management are, 1st October 2019 in which they announced appointing one executive team to manage both sectors meaning, Waitrose and John Lewis to facilitate quicker delivery of products and services. They believed this plan would help to promote better customer services and was referred to as the future Partnership.
Future Partnership had three aims. Firstly, to serve customers in store and online, and the union of the sectors will be managed by an executive team but overseen by the former chairperson. The new executive will comprise of a generalised team of seven directors.
The second aim of the plan was upgrading a managing director to a higher role as an executive director. A Managing director of John Lewis and Partners was promoted to Executive Director, for the brand tasked with promoting John Lewis Digital and marketing services across the organisation.
Thirdly, the organisation downsized their partnership board, resulting in few executive officers and non-executive directors. Plans to cut more senior management and head office staff was also on the horizon to save £100 million in the future (John Lewis plc, 2019).
The justifications of the cuts will improve customer services, strengthen the working relationship between Waitrose and John Lewis and help with decision-making. This business model of merging the brands help with innovation, organisational efficiency and increase in market value.

[bookmark: _Toc133438896]Factors driving change in John Lewis
During the covid pandemic, John Lewis, as with many organisations was forced to make changes as a result of the factors of the macro environment. These factors can be analysed through a management framework Pestel.
PESTEL
Pestel analysis is a management model used to assess the external environment of the business. It stands for Political, Economic, Social, Technological, Environmental, Legal.
Political
John Lewis is a major retailer in the business sector, hence import and export trade laws can influence on their market share, when trading on the international market. For example, Brexit forced negotiations with the EU on tariffs, and they also increase stock of goods to help during the covid era. The onset of covid pandemic, the war in Ukraine created uncertainties in the market, which forced the Organisation need to rethink and adapt the business strategy. It is important to have stable regimes to enable a strong performance, and function effectively.   
Economic
A decrease, in customer spending, a rise in inflation, and tariffs posed a major challenge for the business structure of the organisation, resulting in losses during the pandemic. This forced the organisation to close some stores, and John Lewis had to come up with a strategy to retain customers while trying to attract more. For example, by investing in essential commodities at cheaper costs to make it more affordable, and doing promotional offers, helped to increase their market share.
Social Factors
A change in customer behaviour as a result of culture and lifestyle pre and post-COVID-19 has influenced the demand for certain products and brands, for example, the organisation is targeting certain segment with goods and services tailored to their needs through providing safe, quality goods and services for consumers’ well-being. Many services like beauty and fashion are online as a way of identifying gaps and maintaining the brand, which is essential for competitiveness and retaining profit.
Technological Factors
In a modern economy technology is fast advancing, and it is important for the organisation to be innovative with technology to develop its systems. They are investing in mobile technology and Artificial intelligence. They have formed partnership with Wipro to help them develop expertise in digital transformation, which would enable them access to consumer data. This plan could improve their marketing and sales strategy and benefit customers by producing high-quality products with efficient safety standards.
Environmental
There are some elements in the environment that can impact the operations of this Organisation They must manage waste, recycling reduction in carbon, green gas emission and be aware of pollution, they must maintain all of this to sustain the business, John Lewis responded to minimise waste by inventing a new packaging system consisting of seventy percent recycled material. They have reduced plastic bags use by encouraging customers to bring their own. The organisation plans to use these means to provide efficiency and sustainability of their business.
Legal Factors
John Lewis needs to ensure that laws governing their industry are maintained, for example, consumer privacy laws, health and safety laws, employment and fair-trade laws. Consumer privacy laws entails providing safe keeping of consumers details. Failing might lead to a breach. Health and safety of staff and customers must be taken seriously, and equipment maintained. Employment law covers anti discriminatory issues such as gender discrimination and employees right at work. Adhering to these laws the business can gain competitive advantage and increase their profits (MBA Skool Team, 2021).
   
[bookmark: _Toc133438897]Leadership styles in John Lewis 
Leadership is the process of guiding or influencing a team of people to achieve a goal. They can be categorised into four categories: Autocratic, Laissez Faire, Democratic and Transactional, and transformational (CFI Team, 2022). The Partnership applied a democratic and transformational style of leadership.
Democratic
In executing democracy, the leadership allows suggestions and ideas from their partners for decision making. They encourage colleague engagement for participation and communicating the vision, but the overall decision maker is the leader. It encourages creativity of staff and delegates roles and responsibilities. 
Transformational
Transformational style involves preparing colleagues for a grand vision of change. Leadership will motivate, employees, seek talents, and retrain to help transformation. The Leadership is expected to maintain, honesty, care and integrity to colleagues and other stake holders of the organisation.     
 Example of Transformation
John Lewis Five-year Plan
In October 2020, as part of the change to accommodate the effect of covid, and continue to provide better services for the customers, employee communities and suppliers, they proposed a five-year plan which included setting a target to make £400 million by 2025, expanding into digital and virtual, technology innovate delivery services, to branch into other industries apart from retail, creating job opportunities for the youths from care, and maintaining environmental waste.
John Lewis had been weary of customer spending therefore, provided quality affordable products and services, through an essential range, which led to sales increase. This is part of their strategy to integrate culture and add value to their business.
The Organisation will invest into digital and virtual services like home improvements, fashion and styling to reach out to more customers on a wider platform. Customers will be able to access the services of experts and products through an app as part of the solution to the demand of these services.
They intend to increase delivery, post COVID-19, by partnering with Deliveroo, to give customers a faster and greater service. 
Other new ventures for the organisation include investing in social and rental accommodation, savings and recycling as part of fostering community relationships. They also plan to maintain sustainability in the environment by cutting carbon emissions to net zero by 2035.
The people from the care system will be given a chance and priority to forge out a career with John Lewis, and there is a pledge to pay the living wage and bonus to Partners, when profits are made to the business. Investments of 1billion over the five-year period will go towards online shopping, transformation of their stores, and improving the customer experience (John Lewis, 2019).

[bookmark: _Toc133438898]Impact of Change on Organisational Culture
Culture
This is based on the way in which people live and integrate their beliefs and lifestyle. For example, through food, trends and values, organisational culture consists of the beliefs, values, and assumptions influencing the thoughts and actions of people.
Culture can be affected in many ways in businesses, such as the productivity and performance of the workers, marker growth, and transformation. There can be advantages and disadvantages associated with transformational style on culture. 
Advantages on workers
Improvement in working conditions through daily routines for example, simplifying tasks. Change improves and enhances colleague performance, for example, upskilling staff for digital training.  There is a boost in some organisational procedures like mobilising 4,500 workers from John Lewis stores to help in Waitrose stores during COVID-19 signified some aspect of change. When change is valued and adapted by employees, it becomes integrated into the norm of the organisation, allowing continuous innovation.
Disadvantages of change
Some staff could be resistant because of their beliefs, assumptions and fears. Ways of addressing this is to have a clear communication flow, addressing concerns and making adjustments. The positives of change should be emphasised, and support given where needed. For example, John Lewis set up a wellbeing hub, with facilities for colleagues which could be accessed online during the pandemic. Financial assistance in the form of grants and interest free loans were available to partner (2021). A diversity and inclusion plan spear headed by one of their directors was set up to focus on issues relating to partners.
Impact on External Stakeholders
They continued engaging with existing suppliers for example, Farmers. They had to reach out to customers online to accommodate behavioural change in shopping. Such services included Home and Beauty, which moved online, and local communities benefitted through charity donations.
Some of these measures had positive effects, but carried financial implications for the organisation, however, this organisation has a commitment to its partners and communities for ensuring sustainability.

[bookmark: _Toc133438899]Critical Evaluation of Change Management Models
Change management models are framework and theories that are useful in analysing change. Some management models that can be used for analysing change are Kurt Lewin (Unfreeze, Change, Refreeze), Pettigrew model and Kotter’s 8 Step Process.
Kurt Lewin was an academic who proposed change as a three-step procedure. This model implies that by applying these you can empower an organisation through effective communication, for handling change.
Unfreeze 
Unfreeze in making changes to the organisation, the first thing that needs considering is how to prepare for the change. This process begins by informing why change is necessary and would involve educating and explaining the reasons for change to the team. For example, a new government legislation, or decline in sales, or dissatisfaction of customers can be contributing factors for change. People can get resistant, so it is worth considering getting the stakeholders of the organisation on-board. Other tips for unfreeze would be to emphasise the need for change with a goal strategy to support your argument. It is essential to maintain the vision of the company, be ready to listen and offer support over concerns. For example, would there be cuts to company benefit? 
Change
After the processing of stage one, it is now necessary to implement the change. This is the area in which people have become accepting of the change and will seek new avenues, hopes are starting to raise, suggestions and ideas begin to emerge, and there is gradual support of the change. Change takes time to get accustomed to, as people need to experience the benefits of new methods. At this point, there is an understanding that not everyone will benefit, because they are used to the past situation, for others it will take time to reap any rewards.
Other factors of step 2 change suggests that categories of people who have derived great benefits or success from the organisational structure in the past will suffer great disadvantage. It is necessary to forecast and put measures in place to solve these problems. The most important ways of addressing change are by continuous and clear communication. This would involve aspects of planning, development, and time management of the proposed change. This is important because staff and other stakeholders need time to process and feel connected to the idea of organisational change. This transitionary stage could help leaders accommodate employees’ suggestions, provide updates and answer questions ethically.
Refreeze
Once the change has been accepted, new measures are in place then, the organisation enters the refreeze process. There is a sense of stability, job roles are defined, and staff confidence begins to rise. The new processes can be adapted into the organisational structure, by ensuring that they are put into practice. For example, a new device for scanning product, replacing a logbook, would require immediate use after training. Refreezing helps staff to transit from a situation of uncertainty to one where they can reach their full potential and achieve goals (Mind Tools Content Team, 2022).
Benefits of this model in its application
Kurt Lewin model is less complicated, and by applying the three orderly steps, you can motivate and empower people, through effective communication. It can influence people psychologically by making them adapt their behaviours. There is a genuine concern for staff as the change is slowly integrated. 
Disadvantages 
The model can be assumed to be too easy to apply, it can be time consuming because it takes time to persuade people to accept. It also argues that some adjustments to Refreeze stage can become inevitable.
Pettigrew Model
This theory was founded in 1992 by Andrew Pettigrew. There are three categories of this model, which are Content of change, Process of Change, and Context of Change.
Content of change is defined by the goals, purpose and objectives of change. For example, it identifies events that have happened before and after in the organisation to effect change.  
Process refers to the various methods that are used to bring on the change it is concerned with how to create benefits out of a situation. For example, learning and development of the workers, stakeholder communication and leadership approach.
Context assesses the internal and external environmental factors that can hinder change. The organisation needs to evaluate internal factors like the corporate culture and structure alongside external factors like political and economic factors to adapt change. (Tang, 2017)
This model proposes that the three categories are interactive with each other to become effective, as it highlights what, how and where concepts. 

Kotter’s 8 Step Process
Kotter’s model of change was invented by John Kotter, an academic and author. His aim was to determine how factors in his model can help an organisation identify the problems of implementing change and how to resolve them. He highlighted that for a successful change to happen, the organisation needs to overcome cultural barriers, bureaucracies, lack of trust, poor management and fear of uncertainties. This step-by-step guide depicts what the organisation needs to follow orderly to achieve the change. (Kotter, 2012, pp.22–24)
The eight Element s of the model are:
Establishing a Sense of Urgency
There should be a sense of urgency and belief in every one that change is necessary for organisational improvement and growth. Lack of support for this, then the reasons and goals behind the change will not be achieved.
Creating the Guiding Coalition
Selecting a team, with the necessary skills and knowledge to implement the change. After this, it is essential to set up defined objectives of the expectations of the change while building trust and commitment within the team. The team should embrace the purpose and visions of the cause. The team should understand their roles and responsibilities, driven and strive for success.
Developing a vision and Strategy
It is important to build up strategies to help the organisation attain the vision, because this helps to boost already set up initiatives. Creating achievable milestones with flexibilities for improvement is vital for the process. This creates a picture of future expectations and will help motivate the workers in attaining realistic goals.
Communicating the vision
This process helps to communicate the motives in a clear and informative manner that will encourage support for the change. Constant updates, acting as a role model, with carrying out tasks are some of the tactics for winning over employees, seek their commitment and persuade them of the benefits.
Empowering broad based action
The leadership should do all they can to remove, any setbacks in the process, for example, people resisting the change, old systems of operations ineffective management, are stumbling blocks that can pose a threat. This process is important because it eradicates obstacles that will destroy the goals.
Generating Short term wins
Achieving short-term goals indicate signs of progression of the change, hence staff should be kept motivated and rewarded for their efforts. These also help to lessen fear and anxiety from staff.
Consolidating gains and produce more change
To keep the process going, the team should continue working hard and monitoring the progress. It is important to keep communication flowing and   be open to suggestions, which might be useful for improvements.
Anchoring new approach in the culture
The change must be implemented and embedded within the company culture. It is important to adjust everything pertaining to the new norm, values and procedures which should be followed through. To facilitate the new system, the leaders must emphasise the advantages, identify and recruit new skills with a view to getting them to embrace the plan, improve or destroy old systems or talent that do not fit the criteria of the new plan.
Applying Kotter’s 8 Steps to John Lewis
The proposed style would be to introduce the need for change to the organisation. Employees would be informed that the COVID-19 pandemic and its devastating effects. For example, low sales and demand for online shopping, and some stores are being closed, an honest communication from the leader e.g. Sharon White will need to initiate this.
The leadership needs to form a coalition of key players in this process, for example, the executive Board of Waitrose and John Lewis will need to unite and apply their expertise and knowledge, in this process to form a strong team. The Human Resource department will play a role in getting other departmental managers on board through formal communicational for example memos or email.
Creating a vision for change would require getting great ideas that could be linked to the vision of change. Making the vision clearer and understandable to staff can help them prepare. John Lewis’ business is embedded in its people; therefore, it is necessary that the plan is well communicated with its benefits to all. 
The vision should be communicated to all to help share knowledge, and details about the plan. This can be delivered through talks, meetings, or daily discussions. It is helpful to get regular updates for stuff to maintain their interest and the vision.
Any disapproval of the plan should not be tolerated, as this can ruin the preceding steps and cause stagnation. The solution would be to find out their concerns and seek ways to address them. Rewards and recognition can be a source of help. Some resources that are no longer useful should be removed or adapted. For example, in the case of John Lewis the decision was made to incorporate some John Lewis products into Waitrose stores to facilitate a new shopping behaviour.
Creating short-term wins is essential as it helps to develop team motivation. It would require setting milestone against targets along the stages. For example, hitting the first year of the five-year plan set out by the organisation is a goal that is worth celebrating on accomplishment. Short-term wins will give rise to short term achievable targets. This is important for boosting the morale of the team and lessen the opinions of critics.
Building on the change
In the later stages of this plan the organisation, should continue to plan ahead. Allowances should be made for continuous improvement, and goal setting. This will result in identifying risks and how to combat them. Bringing in new talents, new ideas, and skilled staff helps to maintain change.
Finally, the change is implemented in the culture of the organisation. According to the annual report, John Lewis has started implementing change which has seen an increase in their profits.

[bookmark: _Toc133438900]Advantages and Disadvantages of Kotter’s
Advantages 
It is an easy guide with a dropdown list of requirements that can be followed through to help focus on the different stages leading to the accomplishment of goals. It engages cooperation of staff, creating a sense of belonging and a level of impact from bottom-up approach. There is a systematic process of reviews and suggestions that keeps employees aware of next steps, removing an atmosphere of suspense. The model focuses on planning for success by, removing setbacks and rallying people.
Disadvantages
Kotter’s can encounter some setbacks that can cause malfunctions. For example, it does not give guidance on implementing different types of change and can supplement existing change measures. For example, the plan initiated by John Lewis could be drafted around the context of the model. There is a lack of timeline with planning in this model, because change in the organisation could be spread over long term as a result of continuous feedback and adjustments. It can sometimes be used in organisations with a structure of governance that doesn’t fit the purpose of this model. For example, an organisation with a top-down approach, may find it inapplicable. (Indeed Editorial Team, 2022).

[bookmark: _Toc133438901]Suggested Leadership Approach
The leadership approach that I would recommend for implementing change in John Lewis is a   transformational leadership, which they are already implementing. This helps to motivate and organise teams for change. There are some qualities that transformational leaders should possess which are.
Trust
There should be trust in the leadership for clarity and openness of the vision. For example, the leadership should explain the purpose and benefits of the change.
Motivation of the partners is important in uncertain times to alleviate fear, anxiety and worry. Providing the right resources and develop the skills needed.
Transformational leadership will encourage innovation for expansion.  For example, the organisation should continue implementing new technologies, and skills to stay competitive.
The leaders should create an atmosphere of understanding and focus necessary for decision-making during the process. (Online, 2023). 
Although the organisation is transformational, research suggests that there are ten transformational themes classed in three categories which can be applied to enhance performance and effectiveness, they are Design, Technique and Management.
Design suggests that Company Directors should always propose strategies that would align their organisational goals with culture, to deliver change.
Techniques are methods that can be used to encourage people, to understand, challenge and enquire about scenarios. Some of these could be achieved through sensible conversations and narratives, role-play and real-life interactions.
Management
This involves building a workplace relationship of trust, where people can speak out. The involvement of human Resources play a vital role in this aspect.

[bookmark: _Toc133438902]Recommendation
John Lewis Partnership should think about the outcome of planning and implementing the change. It is necessary to think about the effect of the change on the employees who will work towards the change. The leadership style should be accommodating to the situation, and there should be an honest communication flow to gain trust among staff. There should be supervision in the form of coaching and mentoring programmes to help the vision. A willingness to adapt the resources and capabilities of the organisation is beneficial to achieving the objectives of change. Reviewing case studies of BBC act as an example of achieving positive change. They have applied certain strategy which involve, consultation with the Executive and senior management, first about what needed to change, after which they involved the rest of the staff. This was done in the form of a workshop to get suggestions and ways of making improvement. They sought ways of integrating the change into the culture of the people through narrating positive accounts of their work experience with the organisation, which could be shared to help communication flow.
BBC focused on restructuring geographical regions rather than commercialised sectors, which met with the approval of senior management. This led to the relocation of the entire team to London, where they were housed under one building. The benefits derived from this move were effective working and a sense of belonging, as all departments operated from the same premises (CIPD, 2015).

[bookmark: _Toc133438903]Conclusion
This case study has taught me how to plan and manage change in an organisation. The application of management models is practical to this case study of John Lewis Partnership, and it has revealed some knowledge about the steps needed to avoid project failure. The study will help me to apply the knowledge and skills required for empowering colleague in my capacity as a senior manager at my workplace.
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