Leading and Implementing
Workplace change 
BMSW6103
Kelly Brain
1905283
 18th March 2022























Executive Summery

Customers can now have their beloved Marks and spencer items delivered online as part of their weekly shop, thanks to a partnership between Marks and spencer and Ocado, with the help of change agents, the venture was a big success. based on a 12-week timeframe, as of August 14, 2021, M&S had a 3.2% of the grocery market in the UK. Behind the scene’s, devoted teams have been creating new items, preparing supply chain processes, and delivering hundreds of data fields and photographs for the webpage to get ready for the go-live. The Marks and spencer debut raised average order size by five items per basket, and Marks and spencer products had a higher proportion in comparison to Ocado products than prior partner Waitrose. When the news was announced in February 2019, City experts thought it was pricey, particularly because M&S would have to raise £600 million from shareholders to pay it, Ocado Retail's revenue increased by 27% in the first 6 month of 2020, with sales increasing by almost 40% in the second quarter as a result of the COVID-19 pandemic's increased demand for online groceries.
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1.0 Introduction
This report was requested on the 11th January and has been drafted by Kelly Brain a member of the change management team at Marks and Spencers, to be completed by 18th March 2022. This report will be investigating the joint venture of M&S and Ocado. It will be using different models and theorists throughout, it will look at the change management, with help from the theorists kubler-ross, Lewin and Kotter, by using a SWOT and PESTLE analysis. The current global pandemic has introduced a new way of shopping, with many existing customers preferring a contactless shopping experience via the internet. As a way of capitalising on this new format of retail industry, the joint venture of Marks & Spencers and Ocado offers a select shopping experience with a dedicated and professional team present to promote and encourage continued custom. Marks and Spencer employ their own change agents to expand, adapt, and develop their lean, scalable agile, and product practises and behaviours, they look for a dedicated Business Change Manager.




















2.0 Main Findings
2.1 Organisational Background 
The Archive collection, which spans more than 130 years and includes everything from Penny Bazaar to international multichannel retailer, is one of the most comprehensive retail culture collections in the nation. Photographs, films, staff publications and written records, clothes and home goods, advertising material and design and much more make up M&S's broad collection, which dates back to 1884 (Marks and spencer. 2021). based on a 12-week timeframe, as of August 14, 2021, M&S had a 3.2% of the grocery market in the UK. M & S Group plc, based in London, is a mixed-retailer. Clothing, home goods, and food are all sold by the business. The business, which was founded in 1884, now has more than thousand stores across the United Kingdom and 472 branches elsewhere. 69.5 thousand people work at the stores and companies, the majority of whom are based in the United Kingdom (Bedford, E. 2022). The joint venture with Ocado is required to help M&S with the surge of customer demands for online shopping as they cannot keep up with the demand. M&S said it wanted to increase its ability to sell goods online by 50 percent, citing the fact that its products currently account for more than a quarter of the average order on Ocado (Faithfull, 2021).
2.1.1 Ocado
The origins of Ocado may be traced back to April of 2000. That's when three Goldman Sachs merchant bankers made the decision to leave banking and pursue a career in retail. Jonathan Faiman, Jason Gissing, and Tim Steiner, the company's founders, named it L.M. Solutions at first. They collaborated with the supermarket Waitrose in October 2000, renamed as Ocado in June 2001, and began expanding out their pilot project into a nationwide delivery service in 2002 (Lee. 2021). Ocado is a website supermarket established in the United Kingdom that distributes food and household supplies. It allows customers to order groceries online and has them delivered right to their front door. For the past ten years, the internet shop has had a cooperation with the luxury supermarket retailer Waitrose. Ocado introduced a new agreement with Marks & Spencer in February 2019, and the Ocado-Waitrose partnership ended in September 2020. Ocado's retail income has been steadily increasing since the commencement of the coronavirus (COVID-19) outbreak. Ocado made 587.3 million British pounds in revenue in the 13 weeks leading up to August 30, 2020. This was over 200 million GBP greater than the previous year's revenue in the same time (Statistics. 2021). More than 3,000 jobs created, an estimate of 12,000 orders delivered per day, Servicing approximately 60% of British homes • Nearly 16,000 lines, over £1 billion in overall sales and £350 million in annualised sales since launch in 2002, More than eight million orders delivered and over one million registered users and 150,000 active users (Ocado. 2021). Ocado Retail saw the development as a huge strategic opportunity. This is reflected in its trading outcomes (and client response) (Tools. 2021). 


2.1.2 The change Marks and Spencer Partnership with Ocado
In a £1.5 billion deal alongside online delivery giant Ocado, Marks & Spencer issued a £600 million equity call towards its shareholders in order to offer their prepared dinners as well as other food hall specialties to online consumers for the very first time. M&S gave Ocado £750 million for a 50% stake in the Ocado.com partnership, which was launched in September 2020. This joint venture forecasts an unrivalled online produce market, which, should in turn, equate to more job opportunities, a faster rate of growth ensuring a more valuable venture. (Neate, R. 2019). Ocado Wholesale has been closely working with M&S for the previous 12 months to offer this amazing variety and service to consumers' houses. Behind the scene’s, devoted teams have been creating new items, preparing supply chain processes, and delivering hundreds of data fields and photographs for the webpage to get ready for the go-live (Marks and spencer. 2020). In August 2019, Marks & Spencer and Ocado Group became joint owners of Ocado Retail, including an equally 50:50 stake in the company. Marks and Spencer partner Ocado Retail started to sell M&S items on Ocado.com from September 1st, marking a significant achievement. Ocado Retail saw the development as a huge tactical opportunity. This is reflected in its business outcomes (and client feedback). The Marks and spencer debut raised average order size by five items per basket, and Marks and spencer products had a higher proportion in comparison to Ocado products than prior partner Waitrose. When the news was announced in February 2019, City experts thought it was pricey, particularly because M&S would have to raise £600 million from shareholders to pay it, and there was no guarantee that Ocado's choosy consumers wouldn't simply switch to Waitrose's online service. More than 2% of them, according to HSBC analysts, may abandon ship (Techregister, 2020).
Ocado Retail's revenue increased by 27% in the first 6 month of 2020, with sales increasing by almost 40% in the second quarter as a result of the COVID-19 pandemic's increased demand for online groceries. As demand grew, the company targeted its most vulnerable and devoted consumers. The online channel already accounts for 14% of the UK grocery market, and this figure is steadily increasing. Ocado Group's full-year cash profits (EBITDA) are now forecast to be £60 million, up from £40 million previously (Ocadogroup. 2021). Ocado can provide M&S with better technology and additional warehouse space, such as an increase in demand owing to Covid, where M&S was unable to satisfy customer demand while having technology that was inferior to what Ocado had to offer. A joint venture (JV) is a type of business partnership in which companies decide to defend their interests in order to complete a certain job. This task could be a new project or something else entirely. Both of the partners in a JV is liable for the earnings, losses, and expenditures that come with it. The venture, on the other hand, is a separate entity from the members' other corporate interests (Hargrave. 2021). 
2.2 Marks and Spencer Organisational changes
Organisations and their members resist change, resistance is not always a bad think it can draw attention to issues and helps identify problems, even though the benefits of change are obvious people have a process of resisting change. People resit change because of the uncertainty of the change such as job loses, increased competition and lack of communication etc.. Organisational change refer to steps taken by a firm or business to modify a major aspect of its operations, including its culture, underlying technology or infrastructure, and internal processes. Organisational change management is the process of leveraging change to achieve a successful outcome, and it usually consists of three stages: planning, execution, and follow-up (Stobierski, T. 2020). Kurt Lewin devised a three-step change model: unfreezing, changing, and refreezing. The model is a straightforward and realistic approach to comprehending the transformation process. The change is the process, according to Lewin, comprises first generating the notion that a change is required, then progressing toward the new, desired level of conduct, and lastly consolidating that new behaviour as the norm. The model is still frequently used today, and many recent change models are based on it (Pathak, 2011). 
2.2.1 SWOT Analysis 
According to M&S's SWOT Analysis, the business M&S has a variety of strengths, all of the employees have a lot of expertise. The company offers a wide range of items, from food and beverages to clothing, with the joint venture of Ocado this will attract a large number of new buyers. However, Ocado is better positioned than its rivals in many ways to capitalise on the growth in usage of online food shopping. This could be good news for Marks & Spencer, their sales could use a lift and who put a lot of money into this transaction (Washtell, F. 2020). M&S already is a well established brand, with a committed custom base that is a solid foundation to build on with this joint venture.
2.2.2 PESTLE Analysis 
Another significant retail shift is online shopping. In the first months of the pandemic M&S, like most retail chains, had a reduced footfall in store due to shielding and store closure by government demand to help decrease the spread of covid infection. The covid pandemic has had a significant impact on the way people shop, with more and more customers signing up to online stores, as a result of this new marketing platform, Marks and Spencer decided to partner up with online retailer Ocado who was compelled to create huge virtual lines. Marks and Spencer, has already created a strong ecommerce presence, with practically all of their products, from clothes to food to home goods, available online. With its clothing items, M&S takes the classic approach to internet shopping, shipping things directly to customers. However, unlike several other big food retailers in the UK, it seems like M&S did not deliver food, this is one of the reasons for the joint venture with Ocado. 
2.3 Change models 
A change in an individual's, team's, or company's behaviour can be compared to a shift in the river's speed or course. When members of different teams in the marketing division meet in a staff meeting, they may engage in competitive and collaborative conduct. Their current condition of steady quasi-stationary equilibrium is reflected in the way they interact with one another. (In terms of Lewin's metaphor, the flow). A force-field composed of a power dynamic driving for and resisting change, according to Lewin, maintains any degree of behaviour in a quasi-stationary equilibrium (Hayes, 2018)
M&S is on a mission to become a simple, agile, product-led company with technology at its core, always enhancing its consumers' end-to-end journey!
M&S and Ocado joint venture will:
· Improve customer service
· Capitalise on supply of demand
· Evolve with times-more technology minded society
· Covid- pandemic altered the way customers shop-online 
· Ocado retail serve 74 percent of the retail population the joint venture with M&S and its significant capital input will increase revenue and client base resulting in 1 of the UKs leading food/retail stores. 
There are a number of change management theories that can be used to determine how M&S and Ocado have dealt with the current change in the joint venture. The Five Stage Change Curve Model of Kubler-Ross is a prominent way of interpreting change and how individuals react to it. Elisabeth Kubler-Ross, a Swiss-American psychiatrist, created the model after years of working with terminally ill patients. She initially presented her theories at a conference in 1969 (Aktas, M. 2021).
Ocado has stated that switching from Waitrose to Marks and spencer resulted in a considerable increase in sales as well as a leap in its stock price (Hussain, D and Washtell, F. 2020). However, due to the "surge in demand," Ocado was unable to fulfil a "very limited number" of orders. Like any new business venture, it is crucial to perfect and improve upon performance to solidify a new and improved customer service. Customers had complained to Ocado after their orders were cancelled on the first day of the company's partnership with Marks & Spencer. M&S's partnership with Ocado comes at a crucial time for the company. The majority of the recent job losses are expected to affect shop floor workers, with roughly 12% of customer assistance positions being eliminated (Plummer, R. 2020).
Employees reflected both Lewin and Kubler-Ross models; many workers froze when initially informed about the joint venture, fearful for their jobs' stability; some slowly unfroze as they learned more about the joint venture; eventually, they entirely unfroze. Others, on the other hand, were indicating Kubler-Ross traits, such as denial that change was approaching, anger when it did, and a lot of worry, stress, and melancholy as a result of the uncertainty of their work. Then there was the decision to accept.
2.4 Leadership Management of complex areas
M&S's level of trust on the high street is one of their distinguishing characteristics. Effective governance, according to M&S, is achieved through leadership and collaboration. The Board's activity should complement, improve, and promote the Executive's efforts. They collaborate to undertake thorough examinations of strategies and objectives, assuring high-quality decision-making throughout all aspects of strategy, effectiveness, accountability, and responsibility. The Chairman is responsible for making sure that these initiatives are continued and utilized, as well as for fostering a culture of continual improvement in standards and performance throughout the company (Corporate.marksandspencer. 2021). Many theories exist regarding how to "do" change. John Kotter, a leadership and change management specialist, is the source of many of them. Kotter, a Harvard Business School professor and a world-renowned change specialist, introduced his eight-step change process. According to Kotter, these transformation programmes collapse because victory is proclaimed too fast. True transformation is a long and winding road. Quick wins are only the beginning of what needs to be done in order to achieve long-term change. With each triumph, leaders can build on what went well and identify opportunities for improvement (Mindtools. 2022). M&S leadership style identifies as being strategic but also has certain transformational elements and at times can show some democratic, according to the Lewin leadership styles. Bernard M. Bass established the Bass transformational leadership theory in 1985, which states that transformational leaders are rated on their capacity to impact their followers' feelings, trust, loyalty, and respect for them. One crucial element is relationship management, which is required for successful implementation of the four components of the Strategic Leadership Process. To become a strategic leader necessitates managing relationships with co-worker’s, executive management, and employees. Listening and having great discussions are two abilities that can help you manage your relationships (Horwath, R. 2006).
2.5 change agents
Marks and Spencer employ their own change agents to expand, adapt, and develop their lean, scalable agile, and product practises and behaviours, they look for a dedicated Business Change Manager to join their team and play a crucial role in developing and implementing Change Management initiatives (Indeed.com. 2022). Organisations that fail to successfully handle resistance will face a slew of issues, including subpar performance, lower employee morale, and, if the resisters have an impact on other employees, the change may be completely rejected. Learning how to properly address and manage employee resistance is thus essential for a successful change endeavour. Managers must engage resisters rather than avoid them in order to avoid these undesirable results (Freshour, E. 2017).
Marks and Spencer use change agents; they train people who are normally team leaders within their organisation, but this form of change did not include team leaders as much as it did managers and the CEO. Managers acted as change agents for two reasons: one, to persuade shareholders who were unhappy with the joint venture, and two, to persuade employees who believed they would be affected by the change. Employees involved in their online delivery system believed their jobs would be lost if Ocado took over, so the mangers were the ones who acted as change agents. 
2.6 culture of Organisation 
There seem to be a variety of models that can be used to evaluate culture, such as Edgar Schein's model, which was developed in the 1980s and broadened the scope of the globe to include modern businesses. The way we talk about businesses has never been the same since his research (Boundless. 2021). Organisational culture is described as a group of common underlying ideas as to what is important in a company, how individuals must act, and what is "normal" inside the organisation (Schein, 1999). Such assumptions are expressed in formal regulations (e.g., policies and processes) as well as unwritten rules (e.g., commonly understood expectations, standards, and norms) that guide company policies and practices and define whether or not it is acceptable. Organisation structure is similar to a company's character in that it is the collection of factors why personnel at all levels behave the way they do. It indicates what workers must pay attention to, how they must react emotionally, and what actions they should do in specific instances (Schein, 2010).
All of the activities that take place behind the scenes to ensure that the business functions well are considered hidden features of culture. Teamwork and training are two instances of hidden features of organisational culture. The shop floor staff fit into the role culture because employees concentrate on their job role and exactly what is required of them, according to Handy's model, which is the most commonly utilised at M&S. By adapting a more inclusive approach employees felt more valued and were part of the changes taking place-Supervisors and cashiers are included in this group. Because they have the authority to make crucial decisions, the power culture fits better with chief executives who are higher up in the hierarchy. Quality, value, service, innovation, and trust are essential principles of the Marks & Spencer brand. Through the breadth and variety of its offerings, the brand's 'mission' is to make aspirational excellence accessible to everyone. From customer experience to environmental and community care to employee working conditions, the brand's 'goal' is to set a benchmark against which its competitors can be compared (Campaignlive, 2005). In a new round of cutbacks, Marks & Spencer removed 7,000 employees in a three month period as the store lowered expenses and restructures its operations in the wake of the coronavirus outbreak (Partridge, J and Butler, S. 2020).













3.0 Conclusion 
M&S has a large organisation with a large number of employees operating together. Communication and responsibility are handed down the management chain to ensure that the organisation flows efficiently. The organisation has a strong customer-focused culture that encourages employees to go above and beyond to reach the demands of customers. Management/leadership style within the organisation is very helpful as managers can have productive conversations and advice employees before operating a decision. They should also use a combination of management styles, such as democratic management, in which various teams contribute to making decisions. Marks and Spencer's online delivery operation has grown thanks to Ocado. With the assistance of Handy's model, which is the most often used at M&S. Employees felt more valued and a part of the changes that were taking place as a result of adopting a more inclusive approach.
Managers functioned as change agents for two reasons: to convince shareholders who were unhappy with the joint venture, and to convince employees who thought the change would affect them. By the Lewin leadership styles, the M&S leadership style is strategic, but it also has some transformational characteristics and can be democratic at times. By adopting all the models and with help of the change agents the joint venture was a smooth transition. 
















4.0 Recommendations
Marks and Spencer could invest in a larger warehouse space so they do not have to rely on other organisations. Also, to increase food sale they could use data from the sparks card to target customers.  
Appendices 
SWOT
Strengths
· M&S is financially supported.
· They have a good reputation as a brand.
· M&S already has an online ordering system in place.
· They don't have to start from scratch because they have devoted clientele.
Weaknesses
· Increase of demand due to Covid they couldn’t meet demand of customers although they had the technology it wasn’t as good as what Ocado had to offer.
· M&S lacked the warehouse space that Ocado has.
Opportunity
· To increase M&S's food sales market share.
· Ocado might teach them a lot about how to run a larger internet firm.
· M&S's brands may be sold to a far larger audience.
Threats 
· At first, some of the stakeholders were sceptical of the relationship.
· M&S had to put a lot of money into it, and it couldn't have worked. Will people return to their former buying habits, despite predictions that internet sales would increase? 
PESTLE
Political
· For M&S, political choices and conditions are critical.
· Due to political upheavals, M&S found itself in an extremely difficult situation.
Economic
· As prices rose, M&S had to search for ways to reduce their operating costs in order to maintain their product prices low.
Social
· People's buying habits were changing; before Covid, people wanted more online options; Covid exacerbated M&S's problem by failing to prepare for the online surge in demand.
Technological
· Even though M&S had technology systems in place, they couldn't handle any form of expansion; they needed Ocado's technology.
Legal
· M&S provides high-quality items to its clients. They always consider the legal aspects of the business, such as customer and employee safety, as well as the sale of alcohol and cigarettes to minors.
Environmental
· Switching to online delivery would reduce the number of trips people took, resulting in fewer cars and less pollution.

Lewin’s force field analysis 
	Forces for the joint venture 
	
	Proposed change M&S/Ocado
Joint venture 
	
	Forces against the joint venture 

	Increased demand for internet shopping provides an opportunity to expand 
	4
	
	4
	Job losses as a direct result of online shopping and store closures due to reduced footfall

	Profit Increase
	3
	
	4
	Shareholders believed that to much revenue was paid into the joint venture.

	Targeted top spot in a competitive market
	3
	
	
	

	Improves and expands M&S online platform and delivery service.
	4
	
	
	

	To develop and improve software compatible for global expansion
	3
	
	
	

	
	17
	
	8
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