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1.0. Terms of Reference

This report was requested by Braynach Heffernan on the 10th of Janurary, 2022 as part of a leading and implementing workplace change module. The purpose of this report is to look into the change management in an organisation.  This report will be compiled by the researcher Bilkis Hussain, with a completion date of 18th March, 2022.  

2.0.  Procedure
The report will involve primarily research as well as the use of secondary research methods such as books, online articles, journals, and official websites.

 






2.0. [bookmark: _Toc66963976]Findings

2.1 Background – Marks & Spencer

Marks and Spencer is a well established British multinational company which first opened its doors in 1884 as Penny Bazaar in Leeds (M&S1, 2021).


It provides services in the financial sector, groceries, and clothing sectors.  It has over 1500 stores across the world (M&S2, 2021) employing around 85,000 people around the world.   Vast majority of its staff (Over 90%) are based in the UK (M&S5, 2021).

As of August 2021 Marks and Spencer had a market share of 3.2 % of the UK grocery market (Statista, 2021).  In the groceries market M&S is competing with the likes of Tesco’s, Sainsbury’s, Asda, Morrisons, Aldi, Waitrose, The Cooperative, Lidl etc.  According to Statista (Statista, 2022) the most significant market shares are listed in the table below.


	Company Name
	Market Share

	Tesco
	27.9 %

	Sainsbury’s
	15.6 %

	Asda
	14.4 %

	Morrisons
	9.9 %

	Aldi
	7.8 %

	The Cooperative
	5.7 %

	Lidl
	6.2 %

	Waitrose
	5.1 %


 

Marks and Spencer has seen a slow decline in its market share and profits over the decade but this issue became more prominent during the Covid-19 pandemic.  It made a six month loss of £87.6 million in September 2020 (Times, 2020) and was largely due to its clothing sector. M&S has around 8.6% market share of the clothing and home ware sector (IC, 2021). The loss was a result of stores having to be temporarily closed due to Covid-19 restriction and not have enough online presence of offset the lack of physical store purchases.  
[bookmark: _Toc66963978]






2.2 Reason for change

The impact of Covid-19 was evident in the profit margins M&S was publishing.  The fact that during covid-19 there were lockdowns which resulted in physical shops shutting down and businesses which did not have sufficient online presence were severely affected.  There were other factors which influenced the need for change for M&S.  These factors can be established through the use of SWOT and PESTLE analysis.


M&S PESTLE ANALYSIS


For a business to be successful it needs to understand the environment within which it operates.   The Macro environment of a business must be analsyed to understand its operating environment.  
The external environment is a dynamic environment as it can change very quickly.  An example is the effect Covid-19 has had on businesses – some being forced to shut their stores and operate online only.  



· Political – Brexit has caused more red tape to importing goods into UK from Europe. 
· Economic – economy is currently bouncing back from a decline due to covid.  Competitors such as Primark have been performing very well due to selling lower priced clothing.  
· Sociological – M&S has had a label for catering for the ‘old’.  Though their clothing was seen as quality but it was felt that the target market is the older generation.  This had however changed and more innovative ideas and designers have come into the company to change the direction. They are now focusing on the younger generation too.
· Technological – new technology is constantly evolving such as AI.  It affects how business is done with the customers.  This is a particularly important factor especially in the Covid0-19 era.  M&S provides its customer online sales of its products and has recently invested vastly into this sector.
· Legal – impact of leaving the EU can have an impact on the supply chain.  Also employees were required to work from home where possible as part of covid restrictions.
· Environmental – M&S is amongst the leading British brands for adhering to supplying fair trade and environmentally sustainable products.


M&S SWOT ANALYSIS
	STRENGHTS

· Strong brand image – M&S brand is a well loved brand in both clothing and food sector.  In fact its brand has recently been voted in a YouGov Poll to be the best loved food and clothing brand in the UK (Retail Week, 2021).  This is clearly evidence on how highly respected the British public consider this brand to be.
· Customer experience focused company

· Socially responsible company
· E-commerce presence
· Financially stable




	WEAKNESES

· Recent poor financial performance and was generally in decline over the last decade – as previously indicated M&S had made a loss for the first time in 94 years.  This was a result of the slow pace of it change to keep up with competition.
· Seen as ‘old’ people focused
· Largely UK based – as 90% of its operations are UK based it is vulnerable to economic climate within the UK.

	OPPORTUNITIES

· Invest more in India and other emerging countries
· Increase online presence further
· Produce more trendy and quality products for the younger generation.



	THREATS

· Cheaper clothing from companies like Primark
· Lack of investment in stores yielding in out of date stores
· Very competitive food sector



It is clearly evident that M&S would benefit by focusing more on the having more online presence and having different brands of clothing to help it attract a broader range of customer which would help with grow and maintain profitability.




2.2.1 Change models

Kurt Lewin believed that people naturally resisted change and change must be introduced to them in a systematic way.  It had three stages:

· Unfreeze
· Change
· refreeze

Kurt Lewin’s change model will allow business to consider its current state of business and then decide on what state they would like to develop the business to.

Benefits of using a change model are as follows:

· its easy to implement – as it’s a simple 3 stage process it is far easier to implement that other models.  It allows people to understand the need for change and acceptance far more easier
· helps encourage long lasting change – the unfreeze stage provides a business with longer time to adjust to the relevant change
· Its people focused – as with any business it’s the employees who run the business, without them there may be no business.  The ability to manage people and their behavior becomes crucial in having a succesfull business. Kurt Lewins model focuses on the behavior of two types of people: those who support change and those who oppose to change. 

M&S used Kurt Lewin’s  change model as it allowed them to implement change over a 5 year period. 

2.3 leadership- management of complex areas

Businesses need to adapt to change in order to surivive or grow and management and leadership play a critical role.  Leaders must be able to encourage and communicate the need for change.  

According to CCL (2020) there are three skills that are essential in change management and these are:

· Communication – successful leader will communicate what needs to be changed and why.  It is important for employees to understand what changes are required and why they are required and how these changes can be implemented.  This will allow more people to come on board and change will take place more efficiently.  For example, M&S has had to close a lot of stores down of late, it would be important to communicate with employees the reason for that change. 

· Collaboration – involving employees in decision making process is a great way to motivate them.  It means engaged employees will feel more part of the solution than the problem.  M&S use team meetings to encourage employees to communicate and offer their feedback and opinions.  Their values are respected.


· Commitment – A leader needs to be resilient and persistent as things will not always go according to plan.  M&S has had to be resilient in its change as the brand has been striving for change for many years but has recently found more success.

M&S has had to deal with understanding their customers and the market better.  The leadership has always encouraged changed but until recently it had been on a slower pace.  But the result of pandemic had thrusted leadership to speed up the rate of change.  These changes included store closures, reducing staff levels, changing the culture within the company, improving its finances, and acquiring a better understanding of its customers. 

2.4 change agent

The main change agents have been a restructure of the organizational hierarchy, its become a more flatter hierarchy allowing decisions to be made quicker and giving employees more say.

Eoin Tonge - Chief Financial Officer – bought into the company in 2020 as the chief financial officer.  He has experience in the groceries business.  He is also the MD of Ocado.  This helps explain the recent excel in online food sales for M&S.

Katie Bickerstaffe - Chief Operating Officer -  Katie was a member of the M&S non executive board.  She has been bought into help transform the business into becoming a more profitable.  The major focus has been on online sales and reducing less successful stores in the high street.

Employees – employees are given more say and their opinions are respectly.  Microsoft team meetings are a routine process now and it encourages employees to share ideas to management easily. Still working on it…..



2.5 Culture

According to Mullins (1999, p802), an organisational culture is:

“the collection of traditions, values, policies, beliefs, and attitudes that constitutes a pervasive context for everything we do and think in an organisation”

In other words an organizational culture reflects “how things are done in that organisation”.  It’s the perception a worker has of the organisation.

Every organisation has a culture.  Businesses need to be aware of their culture and must be prepared to change their culture to allow further growth of the business.  Sometimes cultural change can be the difference between a business surviving or not.

There are many models of organizational culture that can be applied to an organisation in order to formulate a strategy or introduce cultural change within organisations.

Some of these models include the Charles Handy Model, Edgar Schein Model, Hofstede Model, and Johnson & Scholes’ Cultural Web.

The Cultural Web is an ideal tools to analyse the culture of M&S as it provides a thorough examination of an organisation’s culture (Mindtools, 2021).
This model provides 6 elements which are inter-related, this allows one to gain a bigger picture of the organisations culture and see what’s working, what’s not, and any potential for change.

· Stories – past events and people which are associated with the business.  M&S began as Penny Bazaar in 1884 (M&S1, 2021).  The founders of M&S were Michael Marks and Tom Spencer (M&S Archive, 2021).  The stores have been established for over 100 years now.  M&S brand and its product are seen as a British, luxury and quality brand (Fabrikbrands, 2021).  It may be true that M&S is a British brand but a lot of its clothing is made in third world countries like Bangladesh and emerging countries like India.  Employees may not feel that the brand is British any longer and may also doubt the quality of products.

· Rituals & routines – defines the acceptable behavior of people in their daily tasks.  Example – things like welcoming customers when they arrive, being polite to customers at all times.  According to Econsultancy (2016), M&S believe employees are the lifeblood of the business and they are the difference between making footfalls into customers.  They believe in investing in employee training and development to ensure they provide the best quality customer service.  The M&S Sparks card is also an important aspect of rituals and routines as its used by over 6 million members (M&S4, 2018)



· Symbols – visual representation of the business like company logo, its building, dress codes etc.  It’s what helps a company identify itself.   The M&S logo is a well established logo that has been through some changes during its lifetime.  Current logo is as shown below and sourced from https://www.marksandspencer.com.

[image: ]


The company also ensures it employees are smartly dressed in a uniform manner throughout all its stores.  M&S uses a company called Incorporatewear to provide uniform to its staff (Incorporatewear, 2021).  This allows staff to feel proud of their uniform and appearance which then helps employees feel more motivated and happy at work.  

As stated earlier M&S has over 1500 stores, but as pointed out by the Guardian Newspaper (The Guardian, 2020), many of these stores were built around 1920’s and have not been modernized and this can have an impact on the employee and customer perception of a store or brand.


· Organisational structure – this includes the organizational hierarchy.  M&S has a
tall hierarchy may mean slow decision making.  In an article on Thisismoney (2019), M&S CEO Steve Rowe is stated as saying that its culture is ‘siloed, slow, and hierarchical’.  It is evident that M&S organizational structure is tall and that may be the reason why they have been struggling in today’s business climate as they are slow at responding to changes in the external environment.

· Control systems - how things are controlled in the business.  For example, the quality of service provided to customers.  M&S is renowned for its quality of food but unfortunately not for the quality or styling of its clothing (Campaign, 2018).  M&S also understands the positive contributions of employees, well performing employees are offered corporate gifts (M&S9, 2021).


· Power Structures – this involves the people with real power within the business.  For example the owner, manager etc.  Ultimate responsibility of the business lies with the CEO, Steve Rowe.  Each branch of the business then has its own directors i.e. food, retail, finance, clothing.  Store managers have day-to-day responsibilities for running the stores (M&S8, 2021).  Though the power structure seems adequate from the outlook, a further detailed analysis may provide insight into if the organisation is very rigid to change and how employees feel they are able to communicate within this structure.    

There are issues within the M&S culture and these can be identified in majority of the cultural web for example, Outdated stores, clothing styling, the organizational structure which is slow to respond the changes in the environment.  All these issue need to be addressed in order for M&S to be more successful in the future.





3.0 conclusions








4.0 recommendations


1. M&S needs to specifically target the younger generation in order to attract new customers and enhance growth in the clothing sector.

2. Perform a comparative analysis of competitor’s website to its own and ascertain potential improvements.  This may help improve customer experience and usability of the website.

3. M&S should be more production back to the UK as customers are becoming more conscious about ethical and sustainable products.  This will also help cement ‘Britishness’ of M&S products.

4. Invest in future sustainability practices by performing a feasibility study on whether artificial meat / lab grown meat is really sustainable and understand stakeholder’s perspective on it.

5. Consider supplying lower price range products which would appeal to more customers.

6. Consider offering larger discounts on premium products to initially attract new customers.

7. Attract more attention to the Plan A strategy with use of celebrities. This will further help people appreciate just how people and climate friendly M&S is.
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