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Executive Summary

This comprehensive report delves into Tesco's recent transformative change initiative, focusing
on the intricacies of change management and leadership within the organization. As a recent
graduate with a BA Hons in Leadership, currently serving as a trainee at Tesco, the synthesis of
academic knowledge and practical application provides a unique lens for unravelling the
complexities of organizational change. Tesco's current state reflects financial stability, operational
innovation, and resilience amid the challenges posed by the COVID-19 pandemic. The recent
change initiative revolves around a strategic overhaul of the supply chain management system,
aligning with Tesco's commitment to digital transformation. External factors, including the
pandemic, digital disruption, and economic uncertainties, have significantly influenced Tesco's
operations, analyzed through models such as Pettigrew's and Kotter's. Drawing insights from
various change management models and leadership theories, the report underscores the crucial
role of organizational culture, employee engagement, and adaptive leadership in navigating
change. The proposed change management plan, rooted in Lewin's Model, Herzberg's Theory,
and Pettigrew's Model, emphasizes transparency, employee training, communication, and
continuous evaluation. As Tesco charts its course through continuous adaptation, the report
serves as a guidepost, offering insights and recommendations to propel the organization towards

sustained success and innovation in the dynamic retail sector.



1. Introduction:

This comprehensive report explores Tesco's recent transformative change initiative, delving into
the nuanced realms of change management and leadership within the organization. As a recent
graduate with a BA Hons in Leadership and currently serving as a trainee at Tesco, the
amalgamation of academic knowledge and practical application offers a unique perspective for
dissecting the intricacies of organizational change (Lewin, 1951). Examining Tesco's current state
reveals a resilient organization demonstrating financial stability, operational innovation, and
adaptability amid the multifaceted challenges posed by the ongoing COVID-19 pandemic (Sheth,
J., 2020). The recent change initiative, focusing on a strategic overhaul of the supply chain
management system, aligns seamlessly with Tesco's commitment to digital transformation,
reflecting the organization's proactive response to external pressures and dynamic market
conditions (Morrison, 2021).

The external environment, characterized by the COVID-19 pandemic, digital disruption, and
economic uncertainties, has significantly impacted Tesco's operations and necessitated strategic
adaptations (Pettigrew, 1992). These external forces serve as catalysts for change, prompting a
closer examination of Tesco's resilience and strategic decision-making processes. Drawing on
change management models and leadership theories, this report seeks to provide valuable
insights into Tesco's responses to these challenges and offers recommendations for future

strategic initiatives.

2. Current State of Tesco

Tesco, a stalwart in the global retail sector, stands at the forefront of stability and innovation
amidst the ever-evolving business landscape. As of 2023, the organization continues to navigate
the complexities of the market, demonstrating resilience and adaptability in response to both
internal and external forces. The financial front reveals a robust fiscal performance, marked by
strategic diversification and prudent financial management, reflecting Tesco's commitment to
long-term sustainability (Smith, 2020).

Operationally, Tesco remains an innovator, particularly evident in its customer-centric approach
and digital transformation initiatives. The integration of advanced technologies and data analytics
underscores the organization's proactive response to contemporary market demands, positioning
Tesco as a leader in the retail sector's digital frontier (Morrison, 2021). The strategic emphasis on
operational excellence and customer satisfaction remains integral to Tesco's ethos, contributing

to its enduring success.



The COVID-19 pandemic, an unparalleled disruptor, underscored Tesco's adaptability and
commitment to customer welfare. Swift measures were implemented to ensure the safety of both
customers and employees, exemplifying Tesco's dedication to corporate social responsibility in
times of crisis. Additionally, the pandemic accelerated the shift towards online shopping,
prompting Tesco to recalibrate its strategies to meet the burgeoning demand in the e-commerce
space (Smith, 2020).

In this dynamic environment, Tesco's current state becomes a compelling subject of analysis,
offering a canvas to explore the interplay of strategic decisions, operational agility, and the
organization's responsiveness to external challenges. This section sets the stage for a deeper
dive into Tesco's recent change initiative, contextualizing it within the broader landscape shaped

by the organization's historical resilience and commitment to innovation.

3. My Involvement with Tesco:

My journey with Tesco commenced upon the completion of my Bachelor of Arts Honors in
Leadership. Joining the organization as a trainee, this role has provided me with a unique vantage
point to witness and contribute to Tesco's operational dynamics. As a recent graduate, the
academic insights gained during my leadership studies have been directly applied to real-world
scenarios within the company.

As a trainee, my responsibilities encompass a broad spectrum of tasks, from frontline operational
engagements to collaborative projects with cross-functional teams. This hands-on experience has
allowed me to witness the intricacies of Tesco's organizational culture, its approach to leadership,
and the practical challenges encountered during change initiatives.

My academic background in leadership has served as a foundation upon which | can critically
analyze and interpret the leadership styles and change management strategies implemented
within Tesco. The alignment between theoretical knowledge and practical application has been
instrumental in navigating the complexities of the retail sector, where adaptability and leadership
acumen are paramount.

Throughout my tenure, | have actively sought opportunities to contribute insights from academic
frameworks to the challenges faced by Tesco, fostering a symbiotic relationship between theory
and practice. This section of the report serves as a bridge between academic understanding and
the lived experience within Tesco, enriching the subsequent analyses of change initiatives and

leadership dynamics.



4. Recent Change Initiative at Tesco:

To address the external and internal challenges, Tesco’s management team realized the need
for a change management program that would transform the company and enable it to regain its
position as a market leader. The changes that were implemented included a focus on cost
reduction, improving customer service, enhancing employee engagement and changing the
supply chain management system.

To implement the change management strategy, Tesco took several steps, including:
Leadership commitment, Communication, Customer focus, Employee engagement, Technology
and Measurement and feedback: Tesco established metrics to measure the success of the
change management program and solicited feedback from employees and customers to identify
areas for improvement. (changemanagementinsight.com)

One of the recent change initiatives at Tesco, which will be the focal point of this report, involves
a comprehensive overhaul of its supply chain management system. Initiated in response to the
disruptions caused by the COVID-19 pandemic, this strategic transformation aims to enhance the
agility and resilience of Tesco's supply chain, ensuring uninterrupted product availability and
optimal response to dynamic market demands.

This change initiative aligns with the organization's commitment to operational excellence, a
hallmark of Tesco's historical success. The decision to reevaluate and reconfigure the supply
chain was influenced by the need to adapt swiftly to unforeseen challenges posed by the
pandemic, ensuring the seamless flow of goods from suppliers to shelves.

In adopting this change, Tesco drew upon Lewin's Change Model, recognizing the necessity for
unfreezing existing processes, implementing the change, and solidifying the new approach. The
urgency imposed by external factors necessitated a swift and decisive response, a characteristic
feature of Lewin's model that underscores the importance of speed in change implementation
(Lewin, 1951).

This change initiative is situated within the broader context of Tesco's commitment to digital
transformation. The integration of advanced technologies and data analytics within the supply
chain framework represents a strategic move towards embracing the opportunities presented by
Industry 4.0. This shift aligns with Kotter's Eight-Step Model, where creating a sense of urgency,
forming powerful coalitions, and harnessing the potential of technology are integral steps in the
change process (Kotter, 1996).

The change initiative also reflects an understanding of the situational leadership model, as

Tesco's leaders tailor their approach based on the specific demands of the situation. The dynamic



nature of the retail sector, coupled with the uncertainties introduced by the pandemic, calls for a
flexible leadership style that adapts to evolving circumstances (Hersey & Blanchard, 1969).

This section provides an overview of the selected change initiative, setting the stage for a detailed
analysis of its implementation, strategic implications, and the leadership styles employed during

this transformative process.

5. Impact of External Environment on Tesco:

The external environment in which Tesco operates has undergone profound changes, reshaping
the dynamics of the retail industry. These changes, intensified by the COVID-19 pandemic, digital
disruption, and ongoing economic uncertainties, have necessitated strategic adaptations by

Tesco to ensure its continued relevance and success.

5.1 COVID-19 Pandemic:

The global pandemic has significantly impacted Tesco's operations, necessitating a
reassessment of its supply chain, customer interactions, and employee safety measures. The
sudden surge in demand for online shopping during lockdowns prompted Tesco to accelerate its
digital transformation efforts. The company responded with agility, leveraging its online platforms
to meet the increased demand for home deliveries and click-and-collect services (Smith, 2020).
The force-field analysis model, introduced by Kurt Lewin, offers insights into Tesco's response to
the pandemic-induced changes. The model emphasizes the interplay between driving and
restraining forces during change. In this context, the driving force was the need to adapt to the
surge in online shopping, while restraining forces included logistical challenges and the need for

quick adjustments in operational protocols (Lewin, 1951).

5.2 Digital Disruption:

The digital landscape has brought both opportunities and challenges for Tesco. The rise of e-
commerce platforms and changing consumer preferences underscore the need for Tesco to
innovate continually. The PESTLE analysis model reveals the multifaceted impact of digital
disruption, influencing Tesco's marketing strategies, supply chain optimization, and customer
engagement initiatives. The digital transformation initiative within Tesco's supply chain, as

discussed in Section 4, exemplifies a strategic response to digital disruption (Morrison, 2021).



5.3 Ongoing Economic Uncertainty:

Persisting economic uncertainties have compelled Tesco to adopt a cautious and adaptive
approach to financial management. Economic conditions influence consumer spending patterns,
affecting Tesco's revenue streams. The ongoing economic challenges necessitate a continual
evaluation of Tesco's pricing strategies, cost structures, and investment decisions to maintain
financial stability (Stone, 2020).

The Pettigrew Model of Change (1992) proves instrumental in understanding how Tesco copes
with economic uncertainties. The model emphasizes the role of context, content, and process in
organizational change. Tesco's responses to economic uncertainties, as observed in its financial
reports and strategic decisions, align with the Pettigrew model's emphasis on the intricate

interplay between internal and external factors during change processes (Pettigrew, 1992).

5.4 Overall Impact:

The convergence of these external factors has propelled Tesco into a mode of continuous
adaptation. The organization's ability to navigate these challenges highlights the importance of a
comprehensive and flexible approach to change management. John Kotter's model of change,
particularly the stages of creating urgency and building a guiding coalition, becomes evident in
Tesco's responses to the external environment. The strategic decisions and adaptations mirror
Kotter's principles of instilling a sense of urgency and mobilizing support for change initiatives
(Kotter, 1996).

In conclusion, the impact of the external environment on Tesco has been transformative. The
organization's responses, rooted in established change management models, exemplify its
commitment to not only weathering external challenges but also emerging stronger and more

resilient.

6. Change Management Models and Leadership Theories:

Tesco's recent change initiative demands a nuanced examination through the lens of change
management models and leadership theories. By critically evaluating these frameworks, we can
dissect the strategic dimensions of the chosen initiative and understand the leadership styles

employed during its implementation.



6.1 Lewin’s Change Model:

Many authors have attempted to address how and why changes occur, but the pioneer is,
perhaps, Kurt Lewin. Lewin (1951) identified three stages through which change agents must
proceed before change becomes part of a system (Figure 1)
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Lewin's Three-Step Change Model provides a foundational understanding of organizational
change. In Tesco's supply chain overhaul, the model proves insightful. The first step, 'Unfreeze,’'
aligns with the recognition of the need for change prompted by the disruptions of the COVID-19
pandemic. The 'Change' step encompasses the actual implementation of the new supply chain
strategy, while 'Refreeze’ involves solidifying the changes to ensure they become the new norm.

6.2 Kotter’s Eight-Step Model:

John Kotter's model offers a comprehensive roadmap for effective change implementation. In
Tesco's case, creating a sense of urgency was evident in the swift response to the surge in online
shopping during the pandemic. The formation of a guiding coalition and the harnessing of
technology align with Kotter's emphasis on building alliances and empowering action (Kotter,
1996).
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6.3 Herzberg’'s Two-Factor Motivation Theory:

Understanding the impact of the change initiative on employee motivation is critical. Herzberg's
Two-Factor Motivation Theory distinguishes between hygiene factors (factors that prevent
dissatisfaction) and motivators (factors that promote job satisfaction). Tesco's leaders must
consider these factors to ensure the motivation and engagement of employees during the
transition (Herzberg, Mausner, & Snyderman, 1959).

Herzberg's Hygiene and Motivational Factors
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6.4 Situational Leadership Model:

In the dynamic retail sector, leadership styles must adapt to varying situations. The Situational
Leadership Model, developed by Hersey and Blanchard, emphasizes matching leadership styles
to the readiness of followers. Tesco's leaders likely employ a flexible approach, adjusting their

leadership style based on the specific demands of the ever-changing business landscape (Hersey
& Blanchard, 1969).
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6.5 The Journey Through Change:

The circumplex model is developed by James Russell. In the model, emotions are distributed in
a two-dimensional plane. The x-axis represents valence and the y-axis represents arousal.
Valence refers to the positive and negative degree of emotion and arousal refers to the intensity
of emotion. Russell's model emphasizes the emotional journey individuals undergo during
change. Tesco's leaders must acknowledge and address the emotional aspects of the supply
chain transformation. Communication strategies should be designed to guide employees through

the emotional stages of change, fostering acceptance and commitment (Russell, 2003).

6.6 The Change Curve:

The Change Curve is a popular and powerful model used to understand the stages of personal
transition and organizational change. It helps you to predict how people will react to change so
that you can help them to make their transitions, and make sure that they have all the guidance
and support they need. The Change Curve, developed by Elisabeth Kiibler-Ross, depicts the
emotional stages individuals experience during change: denial, resistance, exploration, and
commitment. Understanding where individuals are on the curve aids in tailoring communication
strategies. Tesco's change management plan should consider the varied responses of employees
and stakeholders (Kubler-Ross, 1969).
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6.7 The Situational Model of Leadership:

Hersey and Blanchard's Situational Leadership Model focuses on adapting leadership styles
based on followers' readiness levels. Tesco's leaders, facing the challenges of a supply chain
overhaul, may adopt a leadership style that balances direction, support, and flexibility to address
the situational demands effectively (Hersey & Blanchard, 1969).

This section underscores the complexity of Tesco's recent change initiative, emphasizing the

need for a nuanced approach informed by various change management models and leadership
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theories. The chosen frameworks provide a comprehensive understanding of the strategic and
human dimensions of organizational change, guiding Tesco towards successful implementation.
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7. Organizational culture impact:

The success of any change initiative within an organization is intricately tied to its organizational
culture. Tesco, as a major player in the retail sector, is no exception. The impact of the recent
supply chain change initiative can be understood through the lens of organizational culture, using
models like Pettigrew's Model of Change (1992).

7.1 Pettigrew’s Model of Change:

Pettigrew's Model highlights the interplay of context, content, and process during organizational
change. In the context of Tesco's supply chain transformation, the existing organizational culture
becomes a crucial aspect. Tesco's culture, shaped by its historical commitment to customer-
centricity and operational excellence, influences how change is perceived and embraced.

7.2 Cultural Dynamics:

Tesco's culture, characterized by a strong customer focus and a commitment to efficiency, has
been both a driver and a challenge in the recent change initiative. The emphasis on customer-
centricity aligns with the need to enhance the supply chain's responsiveness to market demands.
However, the deeply embedded operational practices might resist rapid changes, requiring careful
navigation.

12



7.3 Leadership and Cultural Alignment:

The leadership's role in aligning the proposed changes with the organizational culture cannot be
overstated. The Situational Leadership Model, as proposed by Hersey and Blanchard,
emphasizes the importance of adapting leadership styles to followers' readiness levels. In the
context of Tesco, leaders must tailor their approach to align with the prevailing organizational

culture, promoting a sense of direction and support (Hersey & Blanchard, 1969).

7.4 Impact on Employee Engagement:

The success of the supply chain initiative is contingent on the engagement and commitment of
Tesco's employees. Understanding the impact of organisational culture on employee behaviour
is crucial. Herzberg's Two-Factor Motivation Theory comes into play here, as hygiene factors like
supportive work culture and motivators like recognition and achievement play a role in fostering

employee satisfaction (Herzberg, Mausner, & Snyderman, 1959).

7.5 Change Communication Strategies:

Communication is a linchpin in change management, particularly within the context of
organizational culture. Russell's "Journey Through Change" model and Kiibler-Ross's Change
Curve inform communication strategies, acknowledging the emotional journey individuals
undergo during change. Tesco's change management plan should incorporate tailored
communication strategies that address employee concerns, uncertainties, and foster commitment
(Russell, 2003; Kiibler-Ross, 1969).

7.6 Resilience and Adaptability:

Organisational culture also influences the resilience and adaptability of Tesco in the face of
change. A culture that encourages innovation and continuous improvement will facilitate the
acceptance of new processes and technologies. The Change Curve provides a lens to understand
the stages of acceptance and resistance within the organizational culture, guiding leaders in
navigating these dynamics (Kubler-Ross, 1969).

In essence, Tesco's organizational culture, deeply rooted in its historical practices, plays a pivotal
role in shaping the success of the recent change initiative. Leaders must carefully navigate this
cultural landscape, aligning the change with the organization's values and fostering a culture of

adaptability and resilience.
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8. Change Management Plan:

A robust change management plan is essential for Tesco to navigate the complexities of the retail
landscape, especially in the aftermath of the recent supply chain transformation. Drawing insights
from the analyses conducted and various change management models, this section outlines a
comprehensive plan encompassing the proposed change, staff training and development,

communication strategies, and an evaluation plan.

8.1 Proposed Change:

The proposed change involves the continuation and optimization of Tesco's supply chain
transformation. Leveraging insights from Lewin's Change Model, the plan will acknowledge the
need to unfreeze existing processes, implement the necessary changes, and refreeze the new
operational paradigm (Lewin, 1951).

Actions:

Unfreeze: Conduct awareness campaigns and training sessions to communicate the necessity of
the supply chain transformation.

Change: Implement the revised supply chain processes, incorporating digital technologies and
data analytics.

Refreeze: Institutionalize the new processes, provide continuous training, and reinforce the

benefits of the transformed supply chain.

8.2 Staff Training and Development Plan:

Ensuring that employees are equipped with the necessary skills and knowledge is critical for the
success of the change initiative. Herzberg's Two-Factor Motivation Theory informs the plan,
emphasizing the importance of both hygiene factors and motivators for employee satisfaction
(Herzberg, Mausner, & Snyderman, 1959).

Actions:

Identify training needs through employee assessments.

Develop training programs focused on new technologies, supply chain processes, and adaptive

skills. Implement mentorship programs to facilitate knowledge transfer and peer support.
8.3 Communication Plan:

Effective communication is pivotal in addressing the emotional journey individuals undergo during

change (Russell, 2003). Utilizing insights from Russell's "Journey Through Change" model and
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Kibler-Ross's Change Curve, the communication plan will acknowledge and address the diverse
emotional responses of employees and stakeholders (Russell, 2003; Kubler-Ross, 1969).
Actions:

Develop a clear and transparent communication strategy that outlines the reasons for the change,
its benefits, and the anticipated challenges.

Establish regular communication channels to provide updates, address concerns, and celebrate
milestones.

Implement a feedback mechanism to gauge employees' emotional responses and adjust
communication strategies accordingly.

8.4 Evaluation Plan:

Continuous evaluation is essential to gauge the effectiveness of the change management plan.
Drawing on Pettigrew's Model of Change (1992), the evaluation plan will consider contextual,
content, and process dimensions to ensure a comprehensive assessment of the change initiative
(Pettigrew, 1992).

Actions:

Develop key performance indicators (KPIs) aligned with the objectives of the supply chain
transformation.

Regularly assess employee satisfaction, engagement, and adaptation to new processes. Solicit
feedback from both internal and external stakeholders to capture a holistic view of the change's
impact.

8.5 Adaptive Leadership:

The Situational Leadership Model guides the leadership approach in adapting to the varying
readiness levels of employees (Hersey & Blanchard, 1969). Leaders should adopt a flexible style
that balances directive guidance, support, and empowerment based on the specific demands of
the evolving situation.

Actions:

Equip leaders with training on adaptive leadership styles. Foster a leadership culture that
encourages openness, agility, and collaboration. In conclusion, the change management plan
presented here draws from a synthesis of change management models and leadership theories.
It is tailored to the specific needs of Tesco's supply chain transformation, emphasizing the
importance of aligning the plan with the organizational culture, fostering employee engagement,

and ensuring continuous evaluation for adaptive success.
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9. Conclusion:

In the intricate landscape of organizational change, Tesco's journey through the recent supply
chain transformation stands as a testament to the dynamic interplay between internal and external
forces. This report has delved into the multifaceted impact of the COVID-19 pandemic, digital
disruption, and ongoing economic uncertainties on Tesco's operations. Through the lens of
change management models and leadership theories, we've explored the strategic dimensions of
the supply chain initiative.

The organizational culture, deeply embedded in Tesco's historical practices, has emerged as both
a driver and a challenge. Navigating this cultural landscape requires adaptive leadership, aligned
communication strategies, and a comprehensive change management plan. As Tesco continues
its commitment to operational excellence and customer-centricity, the proposed plan emphasizes
the importance of employee training, transparent communication, and continuous evaluation.

In essence, Tesco's ability to embrace change, foster resilience, and align strategic initiatives with
its cultural fabric will determine its trajectory in the ever-evolving retail sector. This report serves
as a guidepost, offering insights and recommendations to propel Tesco towards a future marked

by adaptability, innovation, and sustained success.
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