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Executive Summary
In most organisations, change is a welcomed concept, for others it is a reminder of the tremendous pressures of the many strategies needed to approach change. 
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1.0  Introduction 
A report has been requested by Brynach Heffernan on the 10thJanuary 2022 and to be complete as of Friday 18th March 2022.
Within this report is a critical analysis of JD Wetherspoons. Throughout, illustrates an understanding of environmental change, organisational capability and the change process during Brexit and Covid-19 pandemic. An extensive range of secondary resources has been explored and used to accumulate information on areas of change within leadership and the hospitality trade including a compare and contrast of strategies within Mitchell and Butlers  organisation.
There will be many findings such as change models, management complex areas, culture and culture change, change agents, human and financial resources including SWOT and PESTLE analysis.
DO I NEED ANY MORE?



















2.0 Background to Organisation 
JD Wetherspoons PLC (JDW) (2022a) describe their business as one of the most rated and exposed hospitality and pub companies, operating within the Unites Kingdom and Ireland and founded by Tim Martin. Roberts (2017) highlighted that the chain’s unique name was devised by Martin’s childhood idol, ‘J.D.Boss-Hogg’, a character from his favourite film and ‘Wetherspoon’ being the surname of an old critical school-teacher. 
The first public house was converted from an old betting shop in Watford, North London in 1979. Thereafter, Martin converted approximately 900 historical properties into public houses, maintaining their unique features, individual and characteristic qualities. 
Within the chain includes 50 hotels, with each building all serving quality food and drinks, creating over 35,000 jobs, implementing changes to new trends but within the traditional pub sense which has built a nostalgic strength to the hospitality revolution over the years. 
JDW (2022b) boasts about their awards over the last 3 decades, such as: 
· Top Loo Awards, 
· Innovation and best designed pub awards
· Sustainability and food awards. 
Looking a little deeper there seems to be a certain demographic that make up the customer base for JDW, such as older generations and lower-class customers that eat and drink during the day and younger working class, generations including students eat and drink during evening and weekends.
Comparing Mitchell and Butlers ways of work an how they have adapted to recent changes will help analyse the mechanics behind JDW.




2.1 Area of change  
In the world we currently live in, change is inevitable, organisational change can materialise for many reasons internally and externally, such as: 
· Culture 
· Strategy 
· Competition
· Customers
· Tools and Technology advancements
· Market conditions
· Economic risk factors 
MindTools (2022) has drawn a theory that how change is conveyed within management is crucial for its outcome. By having the correct strategies, discipline, agility and openness to accept change, will help adopt a successful transition. 
Smith (2019) establishes that changing a business process can be tricky and timely, but it is one of the easier changes. Unlike organisation culture, this can hinder values and beliefs of others, possibly resisting cooperation from consumers. Technology is expensive to maintain and upgrade, it can take quality time to teach and upskill employees or customers. However, most consumers love new ways of technology and love new trending apps, demographically speaking and some loathe it, hence the risk of losing older or vulnerable non-technological customers.
Additionally, Kotter (2012, p.4.) explains that more organisations are pushed to their limits and are having many adaptations to improve their competition and business, needing more time to prepare. Liebhart and Lorenzo (2010, p.4.) agree that change is becoming more complexed and difficult to manage with the unpredictability of the unprecedented changes, it has created under communicated visions and confusion internally. 
However, Burnes (2017) articulates that long range planning and too much time for decision making can and will present failed organisations, due to cost and focus elsewhere, a possible reason for the vast financial loss of JDW. 

2.2 Financial 
The pandemic has had a notable loss in profits within hospitality, Barrie (2021) reported around £200 million loss per day overall with a tremendous loss to the JDW chain in particular. 
Office of National Statistics (2022) clearly indicates revenues in hospitality had fallen 54% in the first six months of closures, losing a massive £6.9 Billion. Mellor (2021) and Heeds (2021) reveal that JDW suffered a pre-tax loss of £154.7 million and sale loss of over £400 million. 
Recent closures by the government have ruined the trade within the last two years, but JDW have been making necessary changes to help spike figures. Downes (2021) promotes that a change to local suppliers, new contracts and extended cheaper meal deals have been applied, this is to help boost sales during quieter periods and lure back in lower class punters.   
[image: ]
Office of National Statistics (2022).



2.3 Human Resources and Human Resource Management 
GreggU (2018) explains that Human Resources (HR) and Human Resource Management (HRM) are placed specifically within a company to help support employees and management, handling various tasks, analysing Key Performance Indicators (KPI) to help control and develop employees within the business, in an effective yet professional way. 
CIPD (2022) points out that HR prepare to manage change and communicate to employees to engage. HR should be adaptable and equipped to deal with the process of new strategies to support developments or a crisis. 
During the 2020 pandemic, JDW (2022 c&d) indicates that their HR have maintained loyalty and care to staff throughout, claiming staff have been well looked after, paid fairly and included in all diversities. They claim that standards within opening times have remained impeccable and above board. 
Hoare (2020) argues that numerous staff never followed procedures of social distancing and that staff had become sick with Covid-19 as an outcome and policies and procedures weren’t followed directly, improvement notices had been issued by the government. Davies (2020) reveals that Martin and HR refused to pay staff during lockdown periods, although it was eventually reinforced to 80% payment after headlines on the topic had been reported.
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Greggu (2018).
3.0 Change models 
Change models are in place for organisations to identify areas of improvement and resistance. They help to smoothly transition and eliminate challenging conditions internally and externally. 
Kotter (2012. P, 4.) once described organisations in the last decade as “too complacent” with not enough urgency in implementing and rejuvenating strategies, which has resulted in fatalities of leading companies. 
3.1 Lewin’s (1940) Change Management Model 
Lewin’s (1940) model is used to breakdown simple ways of change, he explains that in order to change business directions, there is a clear and effective three stage transition, Unfreeze, Change and Refreeze.
If JDW used Lewin’s model, HR and Management would communicate their changes effectively and consistently to consumers, influencing employees to accept the changes and move together as a unit whilst building visions of success rather than uncertainty. MindTools (2022) believe that Lewin’s Model is a simple and effective framework which can embrace new ways of working.
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Lucid Software Inc (2022).

3.2  Kubler- Ross Five Stage Model 
Kubler-Ross and Kessler (2014) designed the model to communicate the different stages of grief and the process humans go through with life trauma, change and loss. They write about how people can misunderstand grief and change, meaning the five stages are part of a framework to help identify feelings at progressive stages. 
Connelly (2020) agrees, although changing the way of work is not as sad or fatal as losing a loved one, he concurs that some of these feelings and processes are similar in loss of job role, structure and security.
However, Burns (2020) reports that this framework is loosely used within big organisations, helping management to understand the difference between employees emotional needs and it’s limitations of the model is that not all people feel or deal with change this way.
If JDW used this framework, employees may have felt engaged and understood by management, support and empathy would have been demonstrated throughout t their personal situations that the pandemic caused. 

[image: ]
Connelly (2020) and Kubler-Ross (2014)

3.3  Kotter’s Model of Change Management
Kotter’s (2014. pp. 22-24) eight stage theory is understood to help form structure change and stages to focus of success of transition. He says that having hierarchy as role models as they are the drive for important changes everywhere within the organisation. 
Mulholland (2021) had categorised this mode as one of the simplest and momentous ways to adapting businesses within their current climates.
But Beer (2020) believes that unclear values, ineffective senior management and poor coordination within the leadership may affect all big opportunities to change. 
Within JDW this model would have been ample considering the number of employees within the company and could management control changes to each and everyone of them following such a strict guidance and framework.
[image: ]
Kotter (2014) 
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Discuss which ‘models’ of change were engaged with in the planning/implementation stage i.e Lewin, Kubler Ross etc. HR
Describe the benefits of using a change ‘model’ to help in the change process. Enforced change and covid rules and LAW changes
Add Mitchel and Butlers as a compare and contrast with their change model in the pandemic and their strategy.. 


4.0 Leadership Management and Complex areas 
Kotter (2002) quotes. “Management is about coping with complexity. Leadership is about coping with change”. 
Use Stuart Pritchard 
) https://www.hrmagazine.co.uk/content/features/power-dynamics-managing-change-in-an-organisation 
Leadership  pg 14 https://bibliu.com/app/#/view/books/9780749496982/epub/content/05_intro01.html#page_11

4.1 Culture – eg. Handy, Hofstede models 
 HERE Culture change  
https://www.change-management-coach.com/kubler-ross.html 
The breakdown, values, Compare Mitchell and Butlers Values e.g. 
 gender, equality act, fair pay, across the company is as follows:
· 53% female and 47% male
· senior manager level – 39% female and 61% male
· board level – 25% female and 75% male

5.0 Change Agents
MindTools (2022) has drawn a theory that change within management is crucial, by having the discipline, the agility and openness to accept change and preparing those involved such as HRM, to be organised and ready to inject the urgency to secure changes will have an effective approach.
https://www.proquest.com/docview/1416143372?accountid=130472&parentSessionId=oXxzpXrfat2iZHiqgzK06kh3uf0NImr8QcPNhMOkb0c%3D&pq-origsite=primo 
article list : Managers as change agents: Implications for human resource managers engaging with culture change
 6.0 Conclusion
MindTools (2022) has drawn a theory that change within management is crucial, by having the discipline, the agility and openness to accept change and preparing those involved such as HRM, to be organised and ready to inject the urgency to secure changes will have an effective approach.
Widespread closures were enforced over a two-year period, changing many aspects to rules, regulations, procedures, customer and staff policies. Demonstrating to all hospitality, that even the biggest chain is not safe enough to survive without change.
 Tie up the contradictory news of martin and HR not paying staff until it was headlined, this comes against values of the organisation to put staff first, not the case here
Is Martin just as old as his historic venues when it comes to change, does he prefer tradition over trends? 
but JDW believes impacts of new changes are solely because of the government and the pandemic.
6.0 Recommendations
planning systems may be a waste of resources and a different, impulsive strategy should be applied, making the rapid changes more feasible and suitable to new trends. Recommend looking after staff as values state or changing values and culture.
7.0 Appendices -  SWOT & PESTLE
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