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Changes in Business assists to explore new products, market, innovation and sustainable business. Changes of company accomplishes in strategies, processes, procedures, technologies and organizational culture. But the changes of organization are not a natural matter but this changes derives from its business environment. Due to environmental changes, the organization changes its culture, technology, process and human resources to cope with the current market trend and business. Change is tough and often the employees doesn’t company with the changes because of uncertainty avoidance (Pugh and Mayle, 2009). But there has several change management theory and model which can assist to manage the change management. The nature of change is really complex because the company has to manage all kinds of components. So there is needed a strong leadership to lead the changes.  
In this assignment, it has been chosen John Lewis Company. Now due to some external factor, UK business organization is facing some challenges. Here, we will present the changes of organization relating to environmental changes, the external factors of changes, model of change management, leadership approach to change, how change occurs relating to organizational culture, Hard and soft model of change and evaluation of change in John Lewis. 

[bookmark: _Toc27353604]Organizational background

The John Lewis Partnership plc is a British company which operates John Lewis & Partners department stores founded in 1860. This is the public limited country. The company is operated by partners and the employees are their partners. this company is operated on the basis of trust. This company provides the middle to upper classes products. Recently, the company has initiated new, retailing strategy ‘Value’ range to John Lewis and the 'Essential' range to Waitrose. Clothing, watches & jewelers, giftware, cosmetics, housewares, furniture, beds & bedding, audio-visual, computing, photography, food, direct services, financial services are their products and services. So we can see their vast area of business where the employees get the partnership to the profit. In this year, they have earned £172 million (2018). Recently, their operating income and sales is decreasing day to day because of changes in business environment. Internet revolution has brought revolutionary changes in retail industry. Now people are conscious about his time, price and service. Customers have available information due to internet using, social media. So online retailing company like Amazon, eBay, Alibaba and many local online relating company. So there is needed to change the organizational change (John Lewis & Partners, 2019). 



[bookmark: _Toc27353605]The recent history of the organisation and how changes in the external environment have impacted on the company.

We can see that in recent global politics and economic condition is passing hard situation, due to Brexit problems, the exchange rate, sales, inflation and taxation has become instable. Again, there has changed a lot in information technology. Now traditional marketing strategy is replaced by the online marketing. Now home delivery services have become popular and people are not fond of visiting shopping mall and department shopping because their get their brand product sitting in home. But many of the company still didn’t develop a lot. Though they have several kinds of social media and website, but their search engine is not so good. Amazon, eBay and others competitors is prevailing globally. So these political, economic and technological matters is influencing to change the company business (Bergemann, 2013). 

[bookmark: _Toc27353606]Environmental change and organisational response: 

Environment change occurs in technology, marketing strategy, social and political factors. On the basis of the changes, the organization changes its structure, process and people. A firm comply with the environment changes because people has a lot of alternatives. If the company doesn’t produce and supply products according to the demand of customer, they will refuse the products. So organization can’t sustain in market and the competitors will take the advantages. So the organization has to response according to the needs of environmental demands. As an example, now John Lewis has social media, website because of environmental demand and changes of technology. The change manager has to communicate with the employees to know their opinion, and expectation and delegates their task according to the expertise. If the company doesn’t comply with the environmental changes, they have to pay loss of profit, sales and government punishment.

[bookmark: _Toc27353607] Nature of the change process: 

Organizational change management disturbs the exciting equilibrium of the Enterprise. Simple, we can say that in change management, there occurs imbalances and the company needs to act like the situation. Due to customers taste changes, psychological changes, technological changes, the changes occurs suddenly. So nature of change is suddenly and change is always tough. Of the internal factors can influence in change management. Any change may affect the whole organization. In major changes, it is tough to manage the employees. When the change environment is not managed properly, it can destroy the whole system. So the nature of change is tough and rigid (Awad, Sherratt and Jefferies, 2015). 
Types of organizational changes: 
1) Structural and strategies changes:  Structural changes of a business organization refers to the changes of organizational structures. Here, external factors force to change the structure of a company. These factors offer to change technological structure and increase efficiency of the business. Structural change refers to change of human resources, supply and economic development. Organization need to change structure for achieving business goals and it is also beneficial to develop coordination between the team works. Again, strategic change is the core value of a business organization to achieve the effective purpose and mission. Strategic change involves with the overall functions of a business include technologies, human resources, processes and tools to manage the external environment. Strategic management is the systematic way of implementing new business policies and acquiring business objectives. It involves with the activities of production system and marketing to achieve the mission.
2) People change:  As, a skillful people is the backbone of an organization. To change the organizational environment, it is important to change the people. People change means to change the working characteristics with specific qualification. The organization needs to develop the employee’s behavior and communication with customers. An employee’s friendly communication with customers can helps to change the marketing from low to high. The strategic performance of the employees helps to produce more effective products for marketing. So, the company can arrange some training programs for changing the people’s qualifications. 
3) Process change:  The business objectives of an organization relates to the process or method production systems.  So, the company needs to change the old production process or methods. The growth of productivity refers to the technological change of the production. New technological management can increase the quality and growth of products (Czichos, n.d.). 

[bookmark: _Toc27353608]Changes in the external environment in the company and its impact:

External environment of a company relates to PESTLE analysis. PESTLE analysis refers to a tool of macro factors to improve the functional performance of an organization. John Lewis used PESTLE analysis for the development of macro environment of his company. PESTLE analysis can give detail information about the business structure to achieve the goals and objectives. These change can build a strong field of competition with other companies and probably these external processes can help to gain highly profits.
John Lewis PESTLE analysis:
Political factors: John Lewis organization has faced different kinds of political rules and regulations on the products, sales, marketing strategy and standards of products. John Lewis Has followed the overall laws to the business environment. John Lewis try to give a brand value on the products so that the public can not dare to show negative attitudes of the business. John Lewis give a strategic training of their employees on the basis of goods act. This effective training of the company has helped to market products with trustworthiness in the fields of marketing peoples.  John Lewis has also proved the clear description of the products on the packaging. The company has also received the data protection act which is very helpful to secure their personal business information. Through the data protection act, the customer of the company will not enable to share their essential data with others without any permission of the company. 
 Environmental factors: Environmental change is the major external factor which is related to the business organization. The eco-system has lost its balance with the growth of activities of carbon emissions from the business environment for using electricity and transportation. So, John Lewis needs to ensure for using the carbon free elements. It is very difficult to reduce carbon emission completely. John Lewis believe that they will make sure 0% emission in the future generation that’s why the company has planned to establish solar planets. John Lewis has also ensured that they have promote ecofriendly methods in the overall business functions like cars and ecofriendly technology in the productions (Došenović, 2017).
Social factors: In this factor, john Lewis has faced people’s fashion in the organization which can change the business environment. People from different country with different characteristics shop from their company and they produce more brands, change and sale products according to the customer demands.
Technological factors: Technological advancement is the major factor for changing the business environment. John Lewis has used the technology in the first time for marketing products with a little impact. So, from this experience John Lewis has easily interconnected with the online marketing systems. The company give any information about the products and sale prices through electronic management. It is faster communication with the people and the company can secure personal information with gaining the business objectives. It can reduce time and harassment of transportation so that the customers are now more prefer to shop in online within a moment. John Lewis make a list of online customers and can share new information about the quality and availably of products and sales times through a one click of message. 
Legal factors: John Lewis abide the governmental rules and regulations. This process obliges the company to produce irrelevant products. They follow the products value from the government laws. Government order the company to follow the consumer protection law, Health law of product, safety of the customers, employment law and so on.
Economic factors: John Lewis Company has also influenced by the economic factors of the country. So, the growth of economic factors refers to the development of the organization where it is the main indicator of the company. Where, annual inflation rate, foreign exchange and taxation can influence on the company. This factors give support when the company faces financial crisis. But, the bad situation of the country’s economy can also decline the process of their organizational development (Finch, 2012).

Porter’s five forces of analysis: 
Porter used five forces to analyze the macro environment of the company.  Porter assumed that these forces is helpful to make strategic decision of the business and set the goals. These competitive strategies are-
Competitive rivalry:  It indicate the situation of competition rivalry within the business environment. When, the products are not available in the market of an organization, the consumers force the competitors to sell with low cost products. It is very harmful impact of the competitors to lead the business and they cannot sustain the business goals for offering products with low cost. 
Bargaining power of consumers: Consumers get chance to show their power in the buying time when they are fewer in number. Consumer create power when the quality of product is very low. The consumer gets a great opportunity to bargain with sellers. But the sellers are sufficient to control the fewer consumers with strategic management.
Bargaining power of suppliers: The business organization depends on the forces management of the suppliers. The suppliers control the resources and they have a power to bargain with prices so that they can supply more raw-materials with low amounts which is very beneficial to sustain the business objectives.
Bargaining power of suppliers: The most influential external force is customers. Customers have available products and service. So they can purchase the best products writing price. The bargaining power derives because of price, design and quality. In addition to, the customer often demands for servicing for few years of some products. So John Lewis can change the business structure, process and people relating to customers bargaining. 
The threat of new entrants: The competitors face entry situation where if they have no strong brand value of the products and advancement payment power. In this situation, the new competitor gets chance to enter the marketplace for maintaining all rules of marketplace. So, it is a threat to competitors who have no strategic ideas about the marketplace.
Threats of substitute: Threats of substitute means new sources of products. In this circumstances, the company is failing the online retailing company because of the internet based business. Now customers can easily access to the product catalogue and finds out the best product with low price. But in departmental shop, it is quite tough of this advantages. So this can lead to change the IT based retailing company. so the department shop like John Lewis has to change in managemtn (Fung, 2014). 
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Change management should become strategic to avoid the unnecessary threats of employees and other business environment. There has several model of change management related to task change, people change and structure change. But there is need a strong leadership to change management. 


[bookmark: _Toc27353610] Politics of change and conflict resolution: 

Organization politics is related to decision making, expertise, leadership and personal strengths. Often in changing origination, employees napply their political power because of their expertise, strategic decision making and leadership quality. Organizational conflict creates when goals, interests or values of employees are incompatible and they block other’s efforts to achieve their goals. The effect of conflict is walk out, low performance, inefficiency and reluctant to work. So ultimately, the organization will collapse. So change is related to organizational politics where employees search to their individual rights and gain within organization. Organization faces the conflict because of poor communication, influence, leadership, poor working environment and so on. During the transition, keep politics to a dull roar by clearly communicating how the company is doing. Thus politics of employees in change management should regulate (Jathol, 2015). 

[bookmark: _Toc27353611]Planned and unplanned change.

The organization must adapt with the changes. Most of the organization makes a plan to change organization for specific reasons. But some time, the changes become unplanned because of the sudden problems. So the changes may become plan and unplanned way. These are described below- 
Hard and soft models of change.
Planned changes: 
Planned change refers as a strategic move by the organization implemented with the objective of changing the nature of the business itself. This planned change can occur in internal and external level. Internal changes include administrative changes, product changes, changes in organizational structure and size. The external changes include Advancements in Communication and Information Processing and technological innovation. These changes are occurred in planned way (van Woerkum, Aarts and Van Herzele, 2011).
Unplanned changes: 
The organization can’t intervene strategically to the change management. Change in the Demographic Composition and performance gap is the best example of internal unplanned changes. Manu women is coming to the service industry. Performance gap is occurring because of innovation lacking. The external unplanned changes are government regulation and changes of economic and political trend. When government approves new taxation, environment protection law, employees’ wages, the company has to change quickly to comply with the legal procedure. Again, basis on global economic factor like exchange rate, inflation, the company determines the pricing, marketing and expenditure. 

[bookmark: _Toc27353612]Hard system model and soft system model of change: 

The Hard system Model is used both for qualitative and quantitative problem. The hard system follows a certain procedure and it able to solve complex problems. For formal organization the hard system focus in Problems of structure, goals, change management. Informal attributed are related to power, practice, and values. The change management plan is based on reengineering, operational research and project management. Sot there is needed to IT support. Power, politics, and leadership have a noticeable and key role, then the soft model of change is deemed appropriate. This is the disorganized and disordered situations (Siriram, 2011).

[bookmark: _Toc27353613]A model of change management applied in John Lewis Changes: 

We have seen that organization changes occurs in strategy, process, people and structure. Strategy is related to marketing, pricing and creating value for customers competing in market. Structural changes involve the hierarchy of authority, goals, structural characteristics, administrative procedures, and management systems. Process change is related to service system, using robotics in manufacturing products. It is related to reengineering of production and service system to optimize workflow and profit. People changes is related to changing their behavior, skills and leading system.
Changing plan of John Lewis: John Lewis wants to Process change where they want to start home delivery service though online retailing system. For this reason, the company needs to reengineer the organization service system.  Now the company has to active in social media, website, YouTube and online retailing software. 
Now change is not easy for prices change because it includes vast are. Using the internet technology, John Lewis has to build up strong affiliate marketing strategy, online searching position in search engine, active in social media. So the company needs new expertise on these technologies based retail company. The employees will create conflict because of their personal political interest. In this segment I will introduce a change management model for this process change. McKinsey 7 S Model, Kotter's change management theory, Nudge Theory, Lewis’s model are the change management model (Schlachter and Hildebrant, 2012). 

[bookmark: _Toc27353614]Lewin's Change Management Model

If someone want to make a cone from a piece of Ice, what will he then. Firstly, he will melt ice into water. Then water is kept in a sketch of cone. Then he will get a cone form ice. Lewin’s change management model has identified three situation of change. Unfreezing, change and refreezing. The process of change management is given below for the process change of John Lewis. John Lewis wants to reengineer of service system supplying online home delivery service. The change management plan is given below-
1. Unfreeze: the first task of change management is breaking down the existing status quo before change. Challenge the beliefs, values, attitudes, and behaviors should be managed by the change manager. The main problems of this stage is convincing the employees to change. The employees of John Lewis work as a partnership who gives major decision in change management. Employees are the resistant to change because they don’t want to take risk of uncertainty avoidance. They have fear of losing their job because they don’t need to work in shop but they have to provide home delivery service. Old behaviors, ways of thinking, processes, people and organizational structures should be examined properly. So the resistance of the change for introducing online home delivery service can be resisted by the employees. They like their traditional system for selling the products.
2. Change: Now that the people are 'unfrozen' they can begin to move. The transaction of process change must be controlled. The change manger will convince the employees that we will get high sales and more profit if we introduce the online and home delivery service. Firstly, the organization will show them the quick win. Quick win is related to show the advantages and positive result. There are some employees will be harmed by change, particularly those who benefit strongly from the status quo. So the change manger must give action for these employees. As an example, the company can take initiate for training on information technology, social media and home delivery service approach. People take time to embrace new changes and the organization should control and direct them towards the changing plan. Uncertainty, reality and fear of unknown always keeps pressures on the employees. For this reason, the company must ensure education, communication, support and time schedule for change management. John Lewis will convince the employees in such a way that they can know their own benefits. Thus John Lewis Company can change the sales system replaced of traditional system by online home delivery service. 
3. Refreeze: When the changes are taking shape and people have embraced the new ways of working, the organization is ready to refreeze. Refreeze means sustain the changes taking approach. The change manager will create organization chart, consistent job descriptions and time schedule for change management. During transaction, the employees should manage the trap line. There is needed to strong leadership to facilitate change. John Lewis Company arranges all components related to changes like computer purchasing, broad band connection, website development, online relating software for cloud computing, transport system, home delivery boy and so on. There is needed supporting system for changing employees mind like training and campaign. Another task is keep everyone alert and active sharing information and supporting. A celebrated culture should remain in company to encourage them to adjust with this process change (Prokosch, Ganslandt and Šuc, 2009). 
Thus following the Lewis’s model, John Lewis can manage the process changes. Now the company can start the online rating business along with traditional system. 
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There have several types of leadership style like democratic leadership approach, autocratic leadership, laisses fail, transactional and transformational leadership style. Among the leadership style, the transactional leadership, the leader inspires people to change their perceptions, expectations, or motivations to work toward a common mission or goal. The leader dived and delegate the task among the employees, sot the employee’s feels ownership and it comprises with respect, trust, and admiration. 
The transformational leadership style is suggested in change management. For the above mentioned stage of Lewis, transformational leadership style can create the way to manage the employees. When leader or manager delegates the task of process like purchasing computer, appointment of IT expertise, website development team and online marketing team, these create ownership. In addition to, employees are the partners of John Lewis. So change management plan is also helpful for John Lewis plc. 
The advantages of transformational leadership are lower turnover costs, engagement the full employees, manage the changes. New corporate visions can be quickly formulated following transformation leadership strategy. The leader can create enthusiasm that is needed in change management to convince the employees. It encourages ongoing learning and development, excellence communication and strong relationships, this approach seeks for cohesion and ethics. If we see the change management theory of Lewis, we have face employee’s resistance. But a leader can overcome the challenges if the transactional leadership is practiced. But the disadvantage problems are task delegation, constant and consistent feedback, employee burnout and not always detail-oriented (Boga and Ensari, 2009).
From the discussion, we have known how John Lewis can change the traditional sales replaced by the home delivery service.
[bookmark: _Toc27353616] Evaluation of the impact of organisational culture on the change management programme.

[bookmark: _Toc27353617]Organisational change and culture.

Organizational culture comprises with communication system hierarchy, relationship, innovation, uncertainty avoidance, marketing strategy and all kinds of production oriented behaviour. Organizational culture is needed to know for change management. High uncertainty culture is positive for the company. We know John Lewis is the partnership company where employees can participate in decision making. So the employees can decision appropriately. But when the changes is occurred following a model, the company needs to direct employees slowly to the new culture. A sudden organizational change can cause to ruin the whole culture. John Lewis Partnerships is operated by personal understanding and mutual relationship. If John Lewis Company changes the process like reengineering of the products selling system, this new culture of business is tough to manage. It creates the challenges of cultural adjustment. But when the culture of uncertainty avoidance is analysed properly (Thompson, Scott and Martin, 2017).

[bookmark: _Toc27353618]Role of managers as change agents

A change manager is appointed for change management to control over employees and others internal factors. He coordinated and convince the employees to change. Eh creates the process of change management. The role of change management is given below-

· Apply a structured methodology and lead change management activities. The change manager collects all components related to change management. 
· The change manager develops communication through online, meeting and emailing. He shares information with the employees to implement the change management plan. 
· Supports training facilities. As an example, the employees creates the resistance of John Lewis in changing the process. In this circumstance, the manager arranges training for developing IT skills of experienced employees (Suyanto et al., 2019). 
In addition to, the change manager accomplishes change management assessments, risk mitigation policy, convince the resistance of changes and plays a consultant and coach. He is the project team of change management. He also supports the organizational design and definition of roles and responsibilities of senior employees though coordination. He also integrates the change management team. 

[bookmark: _Toc27353619]Evaluating change

From the change management plan implementation using model, we can evaluate the result of John Lewis findings. We have seen, the company wants to process change. Process changes includes the reengineering of production and serving system. As part of this change, the employees were the resistance. Bu now the manager has managed them to change. Following the Lewin’s model of, this change has become implemented. But the first and foremost priority of change culture practice in the organization. High uncertainty avoidance can encourage in change management. This new system of sales services now is much popular. People can purchase their products from online watching the videos, picture in social media, website and other sources. Now John Lewis can compete in online retail market. 



[bookmark: _Toc27353620]Conclusion

From the above mentioned change management discussion, we have known how to change workplace setting. We have seen how the political, technological, social and economic factors influence in changes of process, structure and people. We have also seen the five forces of Porter’s who influence indirectly to change. This sit he changes of production but the PESTEL changes is related to macro changes. We have also seen that the different types of changing system like planned and unplanned and soft-hard change management. As a suggested change management model, it has been intensified on the Lewin change management model. Through freezing, change and refreezing, the change manger can change the process of sales, now they can give inline home delivery of products. So the online retailing industry can’t dominate in retaining industry. To facilitate change management, it has been suggested the transformational leadership approach. It delegates the task and the employees can participate in decision making. In addition to, it manages the whole change components. We have known here, the role of change manager. The role of change manager is to convince the resistance, communication and negotiating with the demand of resistance. Thus he plays the key role in change management. Thus John Lewis company can implement the change management plan in workplace setting to sustaining in market. 
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