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Managing Change Plan: A Case of Wal-Mart’s ‘The Great Workplace Initiative’

Executive Summary
Wal-Mart has struggled with bad press for its low wages and its difficult work environment for its employees. To deal with this challenge the company has recently increased its minimum wages and is implementing an initiative named ‘The great workplace initiative’ which is aimed at providing employees with meaningful work and create opportunities for employee development. However, implementation of the change initiative is confusing the employees and reducing their engagement. The main aim of this project is to make recommendation on how Wal-Mart can manage change during its implementation of its ‘Great Workplace Initiative’ without negatively impacting the employees’ engagement in the organisation. The project will involve both secondary research and primary research through interviews in order to achieve its aim and objectives. 
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1. Introduction
The current business environment is charcaterised by increased competition. As a result, business organisations are making greater efforts to stay ahead of competition. One way to achieve this is through introduction of initiatives aimed at increasing both the customers and the employee’s engagement. According to Żyminkowska (2019), customer engagement is characterised by stronger bond between the customer and the marketing organisation. It is achieved when an organisation satisfies the customers and offers them a good customer experience. On their part, the customer’s react by trusting the organisation, making repeat purchases, being loyal and even referring others to the organisation. However, for an organisation to achieve customer engagement, there is a need for high employee engagement. According to Rees, Alfes, & Gatenby (2013), employee engagement is characterised by emotional bond between the employees and the organisation. Engaged employees are committed to the organisation and they offer discretionary efforts in performance of their roles and duties. This contributes to increased customer satisfaction and greater customer experience. 
Wal-Mart is a multinational retailer headquartered in the United States. In the United States, the company is the largest private employer with more than 1.5 million employees in USA and more than 2.2 million employees worldwide. In the UK, the retailer has 631 stores through its ASDA subsidiary. The company’s recent initiative. ‘The great workplace initiative’ is aimed at changing the organisation’s store management approach and offer employees more meaningful work (Walmart World, 2019). Specifically, employees will be provided more cross-training opportunities in several functions for gaining higher pay scale. The company said that this initiative aims to help employees develop broader retail expertise which will enable them to obtain wider promotion paths. However, employees believed that this is company approach to cut job, and hourly supervisors and assistant store managers roles will be candled and they will be required to undertake more responsibilities for smaller roles (Bhattarai, 2020).
[bookmark: _Toc47792920]1.1 Project aim 
The aim of this project is to make recommendation on how Wal-Mart can manage change during its implementation of its ‘Great Workplace Initiative’ without negatively impacting the employees’ engagement in the organisation. 
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The specific objectives of the research include:
· Analyse the change management issues in the Great Workplace Initiative by investigating employees’ attitude and perception towards it
· Access the change process needed to implement the ‘Great workplace initiative’ at Wal-Mart by secondary data
· Provide recommendations on how to manage change during its implementation of its ‘Great Workplace Initiative’ without negatively impacting the employees’ engagement
Key performance indicators
The success of the project will be indicated by the company ability to implement the ‘Great workplace initiative’ without lowering the employee engagement level. The change initiated by the initiative should increase the employees’ engagement which is characterised by employee emotional attachment to the workplace that is evidenced by low labour turnover, employee commitment (reduced absenteeism) and discretionary efforts in their work (greater customer experience) in the first 2 years 
[bookmark: _Toc47792922]1.3 Benefits
There are three main benefits of the current project. First is that it allows the organisation (Wal-Mart) management to have a better understanding of employees’ attitude and awareness of the Great Workplace Initiative. This is important since employees are important input to ensure the success of change, and their resistance to change is main barrier to change implementation. Second, it will guide the change management process currently being undertaken by the organisation. This will ensure that the change management process being undertaken through the ‘Great workplace initiative’ will result in increased employee engagement. This has the potential to increase the quality of customer service as well as employee performance and productivity.  
[bookmark: _Toc47792923]1.4 Project justification 
The purpose of this project is to support Wal-Mart to successfully implement the proposed store management change and at the same time boost the employees’ engagement. According to Howland (2019), for years, the company has ensured bad press for its low wages and the difficult work environment for its employees. However, the company recently increased its minimum wage from $9 per hour to $11 per hour. According to Cain (2018), employees also complain of excessive managers in stores leading to ineffective management while others state that they lack enough help and equipment needed to perform their jobs. 
In an effort to improve the workplace and the work environment, the company introduced a new store management approach named the “Great Workplace Initiative”. The new approach reduces the number of managers in a store (Walmart World, 2019). Instead, the new manager is responsible for multiple divisions in the store instead of the previous approach where managers were responsible for single divisions. Under the managers are new positions of business leads and then team leads. The business leads are responsible for finances and hiring. On the other hand, team leads will be responsible for a group of about 10 employees.  The team members under a team leader will be able to offer more assistance to the customers such as product returns and price corrections (Boyle, 2020). This previously was a lengthy process requiring multiple approvals. 
The aim of the program is to create more opportunities for meaningful work for the employees, career development for the employees and to enable the company offer a greater customer experience. However, the change process is facing resistance from the customers. According to Bhattarai (2020), many employees are confused by the change process. The employees state that the company is doing away with job positions such as supervisors and assistant managers. The employees are then asked to apply for the new positions and compete against their colleagues. As a result, the employees are fearing losing their jobs and insurance and this is affected morale in the workplace. According to Bhattarai (2020), elimination of middle management jobs for employees who have worked at the company for years is upsetting many employees. 
According to Bordia et al. (2011), poor change management has a negative impact on employee engagement. In the view of Miller (2001), organisation change is essential for the success of a business organisation but it poses a major managerial change. For change to be successfully implemented, it needs to make sense to the employees. Therefore, according to Georgiades (2015), sense-making is important as it increases the employee engagement. This project is important because it provides guidance and recommendations that allows Wal-Mart change initiative to make sense to the employees leading to increased employee engagement thus resulting to the success of the new store management approach. 
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According to McCalman, Paton, & Siebert (2015), change management can be defined as a systematic process of dealing with change through application of relevant tools, knowledge and resources. A successful change management process goes beyond formulation of change strategy and performance of change tasks. According to Kotter (2014), it requires effective people management. A position supported by Todnem By (2009) who states that failure to effectively manage the employees through the change process is costly to the organisation.
Giving a business case for organisation change, SHRM (2019) states that business organisation has to keep up with changes in both the internal and the external environment and this entails changing various business aspects such as processes, product and the people.  The ability to effectively adapt to the changes in the business environment allows an organisation to maintain a competitive edge over its competitors. Further giving the business case for effective people management throughout the change process, Georgiades (2015) states that employees dissatisfied by the change process have a lower engagement which is characterised by decreased productivity. 
For the change process to be effective, both the organisation’s top management and human resources management needs to be actively involved. According to Michaelis, Stegmaier, & Sonntag (2009), the role of top management is to unify the entire organisation behind a common change direction and to equip those responsible for implementing the change. On the other hand, it is the role of human resources management to ensure effective employee change communication, create appropriate training programs, assess change readiness and assess potential impacts. 
For the current project, Kotter’s change management theory can be used to analyse the eight stages approach to change management. According to Kotter (2014), the eight stages include creation of a sense of urgency, creation of a change guiding coalition, formulation of a clear change vision, formation of a volunteer army to champion the change, empowerment of workers by removing barriers, creation of short term wins, sustain acceleration and finally institution of change by making it a part of the organisation culture. 
Evaluating the link between change management and employee engagement, Georgiades (2015) states that sense-making is critical for a successful change process. Sense-making refers to the management efforts to interpret and create an order for change occurrences.  This is achieved through effective change communication which in turn gives the employees more certainty.  By removing ambiguity and instead creating a coherent understanding of the change process among all the involved stakeholders such as the employees, there is increased acceptance of the change and increased employee engagement throughout the change period. 
[bookmark: _Toc47792925]3. Research Methodology
This section explains how relevant data needed to achieve the set aim and objectives was gathered and analysed. 
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This research will also apply both primary and secondary research. According to Cohen, Manion & Morrison (2013), secondary research involves use of already existing data from resources such as journals, books, websites and magazines. On the other hand, primary research involves collection of custom-made data directly from research respondents.  
Secondary data for this research will be collected from journals, book and websites especially Wal-Mart’s and other news organisations websites. On the other hand, primary data will be collected from Wal-Mart employees in the United Kingdom. 
For secondary research, the researcher aims at collected both qualitative and quantitative data. According to Wilson (2010), qualitative data is non numerical data while quantitative data is numerical data collected during a research. However, for the primary research, the researcher aims at collecting qualitative data through interviews. 
[bookmark: _Toc47792927]3.2 Data collection and analysis 
[bookmark: _GoBack]Secondary data is collected using a systematic literature review approach. Key words include ‘best practices in change management’, ‘change management model’, and organisational change management’, and ‘employee resistance’. Keywords will be used to collect data from databases such as Google Scholar and books, and academic Journal. 
For primary research, the research will make telephone interviews with employees from Wal-Mart subsidiary in UK. The research participants will be recommended by the researcher’s friends and colleagues. Data collected will be arranged thematically and presented in a narrative format. 
[bookmark: _Toc47792928]4. Project plan, project control and time management
	Week 1
	Week 2
	Week 3
	Week 4
	Week 5
	Week 6,7, and 8

	Presentation of research proposal
	
	
	
	
	

	
	Collection of secondary data
	Completion of the literature review
	
	
	

	
	
	
	Collection of primary data through interviews
	
	

	
	
	
	
	Analysis of the data collected
	

	
	
	
	
	
	Completion of the Research project.



Figure 1: Project time schedule
The project will be completed within an eight weeks’ period. The entire project is subdivided into six main sections and time for each section is highlighted in figure 1 above. 
Project control 
Several project controls will be instituted for this project. First, primary data collected will be scrutinised to reduce bias such as gender or age biases. In addition, the primary data collected will be supported by a strong theoretical framework and other literature from the reviewed secondary sources. Thirdly, primary data collection will follow ethical norm. Participants will be completely voluntary. Anonymous and privacy protection measures will be adopted. The recommendations given will be supported by primary and secondary data collected. 
Project team, time and cost management plan
I am responsible for conducting the entire project. In addition, the time schedule created will be adhered to ensure that the project is completed on time. The only cost associated with the project is the telephone interview cost. The researcher will bear the cost. 
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