



Sonali is a supermarket in the Retail Sector that sell Bangladeshi food products directly to customers and is a family-run business. 
They are a limited company that have three stores in the UK. One in Manchester and two in Birmingham located in Lozells and Small Heath they are an importer, distributor and retailer of Bangladeshi products. Relatively a new company trading for the last five years.

Sonali provides its products to the Asian Bangladeshi Community and restaurants Therefore customer segment belongs to is business to business and business to customers.

Products consist of Asian groceries Herbs & Spices as well as Fish, Halal Meat, Poultry, Fresh Fruits, Vegetables and general household products. Providing local restaurants with supplies for their catering trade. One-stop shop for Asian grocery.
Sonali supermarket’s digital presence
Sonali has a website
https://www.sonalisupermarkets.com/about-us/
This gives a general oversight of the products that the stores provide. However, public do not order online.

Sonali has a Facebook account where they post current special offers to their customers.
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Sonali only have Instagram account for Manchester store but have not utilized this as no posts been made yet.
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You Tube

Sonali does not have a specific channel but have use platform to advertise Business products on YouTube for public, they created a Bengali language advertisement receiving 17K views to create brand awareness and welcome vloggers to promote business e.g Hamzas World.
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WhattsApp 
Sonali supermarket uses WhatsApp Social media on a daily basis to order products from suppliers and keep in contact with their customers and promote special offers in store. 

Mc Kinsey & Co. Article focused on how businesses were affected by COVID-19 and how they were forced to use digital transformation in their business operations to be efficient.

This portfolio will focus and analyse to resolve Sonali’s problem situation of wastage across the supply chain area after Covid-19.

The objective of Sonali is to be effective first to be efficient in its supply chain management function area. Creating a change management plan for improvements strategy will improve the survival of the stores. As this overall impacts brand building improvement towards customers and creating loyalty for repeat business. Enhancing the use of innovation and digital transformation in the process of the change plan. 

This portfolio will also analyse Sonali's current organisation position and external environment using various models.

Analyse strategic change requirements and the need for stakeholders management for brand building.

Create a change management plan for Sonali supply chain management using Kotters eight-step model and also highlighting the importance of change management using the transition Curve Model for Sonali.

Evaluating Sonali’s organisation structure, design using McKinsey 7 star model along with development cube and focusing on impact of  culture towards change management.

Lastly, a reflection on sonali's problem by an organisational and consultant prospective. 

Orders placed by hand from restaurants and customers errors
% right and wrong
Survival
Improve 
To keep customers
% if not item there then they move elsewhere shopping
Predominately catering for the Asian community and Indian/Bengali restaurants
Mixed meat/ and food delivery vans

Propose a digital stock inventory both working together 
Ordering online logistics delivered minused off inventory 
Less products in warehouse that run out of date quickly
Order in the warehouse
Operate from both or three businesses working together
Buy items in stock sell more of on offwer from wholesaler
Put on sales before the date expire
Allow for special dates ramandan to stock enough of so customer does not disappoint.

Avoid product waste
Stock take not taken to account the 
Propose order limit of £50 to cover costs per order delivered
All communicating functions working together in harmony otherwise wont work produce, meat, invoice etc

How many orders fulfilled? How many part orders delivered

In shop no uniform cant identify who to speak to
No greeting at cashier just hello  relate customer experience salam is everything ok 

Current process

Use Cunnigham Software  Digital
Epos system have 3 tills 
Office

Call supplier/Phone order
Sales reps come in to take order at store for them check stock
Email Order
Whatts App Order

Proposed new digital Process for supply chain management

All staff are trained at using EPOS system have certain limits









Cunnigham Software can read international Bangladeshi barcodes onto the system.
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Environmental sustainability



Charges 5p extra for plastic bags to customers to reduce Plastic wastage
Charity events Sales in stores to raise money for poor people in Bangladesh that creates loyalty.
Recycle all cardboard and plastic using Council Commercial bin collection contract.

They currently dispose all food that is out of date and not in good condition causing a lot of wastage and money. Sonali should decrease wastage by monitoring dates before out of date and vegetables losing freshness by reducing prices or having sales on items prior that will save on costs. This will benefit the landfill environment and business profits.


Current Actions

This year Sonali has currently signed contracts to receive a monthly commission to help increase profits. 

In-Post Delivery collection boxes outside stores
Ummah Charity Clothes Bank that their customers can also use 

The business was short of money and had to make the harsh decision of adding a mortgage to the business so, using equity for survival is key to moving forward. 

Other than this they are trying to provide the customer a good service to the Bangladeshi community.

However, they need to concentrate on meeting customers’ needs at the right time. In essence, ensuring products are available for customers at the right price and quality.

Will concentrate on Sonali Supply Chain management.

Business Model Canvas


Organization strategic change
Strategic - strategic goals
Tactical - departmental goals 
functional - individual goals
change affects all the levels

Using value-based strategy yes use this for customers.
organization development approach for change
business survival for making profits and efficiency.

Do you need to streamline to keep costs and prices low?
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	Internal
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	· Good Work Culture
· Delivery Vans 
· Good Customer Service and rapport
· Loyal customers
· Store Prices very competitive
· Footfall Good
· Location excellent Bengali Community 
· Good range of stock
· Customer Carpark 
· Staff Training provided

	· Customers comprises of low-income families (Market Research Society 2022)

· Warehouse organised unwell 
· Warehouse Space limited
· Once a year Stock Control
· Paper-based order system



	External
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Outsourcing Container Collections
Reduce environmental waste
Technology for stock control and order
New Bangladeshi Supplier in UK
New Bangladeshi Exporter


	· Supermarket price competition
· Getir grocery delivery
· [bookmark: _Hlk100303833]UN Environmental Sustainable Development Goals (2021)
· Inflation rose in February 5.5% from January 4.9%
· Energy Hikes hit low-income families
· Petrol Prices Increased





All stores are located where customers have low household income that is lower than UK average from Census 2011.

Organize stock resources more visible and accountable for correct ordering.


Bangladesh imports have dropped during 2021 a decrease of 8.2% so Sonali need to locate better supplier or outsource in UK supplier options.
COVID-19 pandemic affecting still global trade as factories suppliers were closed during lockdowns, operating with fewer staff, disrupting trading and from post-Brexit trading with new Red Tape causing delays at ports. 
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UK Parliament (2022) have discussed rise of costs, increased paperwork and delays in border UK companies since Brexit and new import rules.


Government have raised National Insurance threshold to £12,570 a year so employees don’t pay any income tax or national insurance below that so Sonali will pay an extra 1.25p in the pound over this threshold to employees that receive higher wages than this as Government will use for UK health & social care. However, Sonali have only two people per store have salary over threshold.

Technology

Technology impacts speed, accuracy, and efficiency within the supply chain. By implementing new technology, supply chain managers are able to use more data, automation, and other tools to make decisions faster, forecast demand more accurately, and prepare for unexpected events throughout the supply chain. supply chain technology refers to any digital equipment used to simplify supply chain processes for shippers and carriers. 

Using technology advancements in stores transforms the industry.
Customers are increasingly requiring good products meeting their expectations on fast accurate and reliable delivery.
Focusing on supply chain managment with technology advancements will boost efficiency through the supply chain and supporting Sonali Brand.
Self-Checkout Counters 

Customers using self-checkout for purchasing shopping saving time in ques, quick, and easy to use technology that many large supermarkets use that customers satisfied in using. The counters use less space than tills, and are faster

According sprintingretail study, 74% customers experienced difficulties in entering products where staff had to override. 59% of customers said if technology improved then would use it. 

Sonali may not benefit due to the expense of purchasing and manning tills for shoplifting and issues and not busy all of the time like major supermarkets. As language barrier some Bengali customers may not be able to operate so still need tills.

Interest Rates increase

Bank of England (2022) raised interest rates to 0.75% in March 2022 this will effect customer spending as they have less money to spend and effecting business equity increased on mortgage cutting down on business costs is high priority for Owner not to lose home and business to increase sales.
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Sonali should contemplate using Azka to provide Bangladeshi products to help with supply chain in inventory and process. They have stores in Birmingham and London and they can deliver all round the UK. They are a cash and carry of Bangladeshi products where they to import from Bangladesh. 

Saving on fuel Office of National Statistics (2022) UK Inflation is highest ever at 5.5% Feb 2022 since 2012 causing cost of living to increase so Sonali needs to focus on tightening supply chain operations to save money and to customers.
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(Independent 2022) states UK customers are facing energy hikes so cutting down on supply chain petrol will be cost effective, by viewing delivery routes per day that’s more effecient. 

UN Environmental Sustainable Development Goals
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Sonali can concentrate on Goals 
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Goals 8 decent work and economic growth in keeping their employees and increasing GDP of UK why not becoming a statistic of another closed business
 12 ensuring sustainable consumption and production processes
9 inclusive and sustainable development as the basis for sustainable economic growth in grocery sector
All these goals are within the supply chain management that Sonali need to consider for adding value and survival.
Pest Analysis
Is a model used 
Political
Economical 
Social Technological

Porters Five Forces
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Environmental
Reducing greenhouse gas emissions from agriculture by two-thirds and avoided climate change damages like reducing carbon fuel emissions.
Rise in vegetarianism
The Number of vegans in UK between 2014-2019 quadrupled 
(Statista 2019) survey barchart from 2014 shows a leap from 150,000 to 600,000 thousand in 2019. This is important for Sonali to ensure they have fresh vegetables and fruits daily as there is a need from customers who want better vegetarian products for health purposes.
Health in the UK

46% percent of vegans in the UK adopted the diet because they view it as a healthier way of living. However, health concerns were also one of the major reasons people abandon their vegan diet in the UK. 

[image: Technavio has announced its latest market research report titled Global Health and Wellness Market 2019-2023 (Graphic: Business Wire)]
Technavio has announced its latest market research report titled Global Health and Wellness Market 2019-2023 
LONDON Technavio recent report monitors health and wellness in UK food market and will increase CAGR of 6%. 
Study focuses on growing need for vegetarian food as one of the prime reasons driving the health and wellness food market growth during the next few years and reduce healthcare-related savings.
External Environment Analysis
Porters 5 forces Model
Porter’s Five Forces Analysis for Sonali will measure its current competitive position in the grocery industry basing it on five forces but will focus only of the four main elements of the model.

Threat of New Entrants

Threat of a new Bangladeshi Supermarket is medium force as they have set up in two densely i populated Bengali areas of Birmingham and Manchester.
Starting up a new Bengali store will require a large amount of capital and competing with existing supermarkets on sales and marketing efforts. Having established bulk discounts and offers will prove difficult to contend with but some may take risk of opening.
Matching efficient staffing, management and distribution networks, operations and supply chains is difficult to compete without experience.

Bargaining Power of Customers

Sonali is trying to be a one stop shop to improve economies of scale to the local bengali asian customers. Hopefully customers have loyalty with the brand, however some supermarkets are providing limited bengali products within stores to compete e.g Bangla Station
Customers can choose to visit other stores but quality of products and variety of what Sonali provide might not be matched and normal goods are priced competitively that impacts profit margins so Sonali retains customers. So assume bargaining power of customers to be medium.



Bargaining Power of Suppliers:

Sonali has one major supplier that they import goods from Bangladesh e.g. frozen fish, vegetables and bengali food products. Have many suppliers also from the UK supplying Halal Meat and UK products. Thus, suppliers have low bargaining power, switching suppliers is not difficult as there are many suppliers and they are competing for Sonali Business when negotiating on best price and quality and range of products provided especially having other branches increasing margins on profits.

Intensity of Competitive Rivalry

Competitive rivalry a high force effecting Sonali business operations. There are many supermarkets but because Sonali is focused on Bengali community they are specialising in capturing their whole shopping at their stores. Supplying to restaurants is an added advantage they hold that assists business sales, than other supermarkets.
Competitors advertise well with offers on seasonal and events like Ramadan. So, Sonali does advertise instore and on social media like Facebook. Attracting customers to special offers with prices being low.
Having robust supply-chains and logistics can help to reduce costs on products which is an area that major supermarkets like Tesco, Lidl rely on. 
(Arup 2019) report statistic of only 8% of believe they operate truly agile supply chains that can quickly respond to a disruption like Covid-19 and 51% of businesses do not assess their firm’s competitiveness based on technology and R&D innovation in the supply chain.

To conclude there are many factors that impact Sonali competitive environment. Using this model assists in understanding evaluating external business factors that can effect Sonali and how they can change.

Sonali Stakeholder management

	KEY
	Internal stakeholders

	KEY
	External stakeholders

	
	Employees
	
	Suppliers

	
	Managers
	
	Customers

	
	Managing Director
	
	Bank

	
	
	
	Competitors

	
	
	
	Council

	
	
	
	Government



Internal stakeholders are those who have an influence within the grocery store. 
The main internal stakeholders are employees for Sonali to operate. Employees influence the brand image of Sonali as they assist smooth store running daily and are the main face for the business. Responsible for meeting objectives of sonali. Efficient staff creates good customer relationships helping reputation of sonali and repeat business that increases profits. They are the vital stakeholder for business success.
Managing Director responsible for financial control to meet goals and objectives to maximise profits and running of Sonali and also employs all the staff ensuring they are motivated to become efficient. 
Manager responsible for achieving objectives of the stores that owner has set ensuring employee relationships are good and that they are working effectively.   
They purchase products from suppliers that are quality, well priced and delivered into stores at the right time for customer demands to achieve more sales and increase profits.
Managers provide induction and training for employees like Health & Safety Training for butcher and fish counter and Till operation system too.
External stakeholders are those outside Sonali that have an influence
Suppliers; are important for Sonali forms first part of the supply chain and provide goods to Sonali for their customers. Bangladesh manufacturer supplier completes Sonali orders and shipped or by air cargo to UK containers and collected by Sonali for their stores. 
Sonali's major supplier has huge influence as it provides approximately 85% of the goods.
General UK Suppliers attend store weekly and replenish stock if empty. Having stocked items important for customers otherwise they will go elsewhere.
Council; Recycle Bins contract and business rates and health and safety checks paid to them. So meet environmental and health and safety laws otherwise business could incur fines or close down.
Bank: Need to ensure that business can pay off their debts with monthly payments. So they have used home as asset if business is not successful. Sonali really need to ensure business is striving and make changes to supply chain to save and compete otherwise homes could be lost by repossession.
Competitors: knowing what competitors are supplying and prices they can try to be competitive which attracts customers. Main competitor is Bangla Station in Lozells.
Government 
(Gov) Minimum wage rates increased on 1 April to £9.50 an increase of 6.6% that need to be altered with all Sonali staff wages.  

Also National Insurance contributions increased by 1.25% that needs to be applied for government health and social care.
If not implemented staff may go to seek unions or business receives fine so Government has high influence 
Customer Stakeholders want Sonali to do well as customers want to have the best possible product and service otherwise, they will not revisit and lose custom and are core for future business.
Competitors put pressure on pricing competitively to gain customers.
Stakeholders are important for Sonali for their existence as company to function and survive. 


Sonali Power/Interest Matrix 
This identifies importance of stakeholder communication strategy for change management showing how they influence Sonali business and in what capacities.

	





Power (Decision Making)
	

High
	

Actively Consult



	

Regularly Engage

	
	

Low
	

Keep Informed



	

Maintain Interest

	
	
	                            Low
	                           High

	
	
	Influence



[image: Graphical user interface, text, website

Description automatically generated]
Google customer Reviews are 4 star rating and Facebook had 3 star rating  and Food Hygiene rating is Excellent Top Score.   
Meat counter add extra charges for cutting your meat or chicken. What kind of nonsense is this??? Shop is filthy and majority of the staff unhelpful. Very rude staff, they have no clue about pricing, or where things are . Price labels say one thing , but they charge you something different. 
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Description automatically generated]B2C:Business to Customers providing Bangladeshi products to sell in-store to Asian customers.

B2B. Business to Business 
Supply Bengali/Indian restaurants catering trade 
Customer Segments
Predominantly 95%Bengali customers 
Speak in Bengali and English  Good friendly relationship with customers 
Regular customers.
Google Reviews star rating 4* 
Cleanliness Rating 

What type of relationship do you have with your customers? How do you interact with customers and how does this differ amongst customer segments? Do you communicate frequently with your customers? How much support does your company provide?

[bookmark: _Hlk100146368]Predominantly 95%Bengali customers 
Speak in Bengali and English  Good friendly relationship with customers 
Regular customers.
Google Reviews star rating 4* 
Cleanliness Rating

· Customers 
· Restaurant Businesses custom
· Business Bank Loan
· Bangladeshi Exporter
· Government- Ltd registered company in UK
· UK People-recruit staff
· Leasehold contract


Identify your company’s key partners. This can consist of important suppliers in your supply chain. What key resources does the company receive from these partners? What key activities are performed by these partners? Think about why your company works with these key partners and the motivations behind them.

Customer Relationships
Profits from Business
Carpark monitored monthly commission
InPost Pacel monthly commission
Charity Clothes Bank monthly commission
Charity Events – customer awareness for community

Identify the ways your value proposition generates money for your business. Does your company have multiple methods of generating revenue? What is the pricing strategy for the products offered by your company? Through what channels do your customers pay? Does your company offer multiple forms of payment?
Provide products that customers want and on time in stores.

Deliver orders on time and meet customer requirements.

Order products 

[bookmark: _Hlk100143404][bookmark: _Hlk100143405]Keep costs and prices low for customers and quality good.
Advertise and serve customers
Face to Face in store
Website
FaceBook
WhattsApp
Instagram
YouTube
How do you deliver your value proposition? How do you reach your customer segments? What channels are used? Consider your supply, distribution, marketing, and communication channels. Are they well-integrated and cost efficient? Are they utilized effectively?
Key Resources
Channels
Value Propositions
Key Activities

B2C:Business to Customers providing Bangladeshi products to sell in store to Asian customers.


B2B. Business to Business 
Supply Bengali/Indian restaurants catering trade



Providing quality, well priced various Bangladeshi Products to customers a one stop supermarket including daily household goods.
Customers can purchase in store or collect phone order or Home Delivery is available. 


What problem is your company trying to solve and what needs are your company satisfying? How do you offer something different that satisfies the demands of your customer segments (e.g. price, quality, design, status)?


Key Partners
Customer Segments
Revenue Streams
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· People at stores to manage, stock and deliver.
· Stores for customers to purchase 
· Management experience to run business
· Business Loan
· Delivery Vans and forklift
Consider what resources your distribution channels and revenue streams may require to function. 
resources are needed to maintain customer relationships. Does your company require a lot of capital or human resources?
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Cost Structure



· Petrol 
· Staff Wages
· Export Product price increases
· Rent


Identify the key costs in your company’s business model. What are the major drivers of costs? How do your key activities and key resources contribute to the cost structure? How do your costs relate to your revenue streams? Are you properly utilizing economies of scale? What proportion of costs are fixed and variable? Is your company focused on cost optimization or value?
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Sonali Need for Change in Supply Chain Management


Currently Sonali needs to focus on their whole supply chain management to see whether they can make it effective to be efficient as a business for survival. 
Wiley ?/(2022) findings found a  significant positive  relationship   between   supply chain   and   innovation  performance with financial  performance. 

Savings can be made on Labor and leaner processes of operations within their supply chain.
Implementing change in this function area can have positive effect on having competitive edge on prices, reducing food waste, time, savings on fuel and labor costs Contributing to the overall business success. 
Having time to review business processes and encouraging change is worthwhile creating new ideas through brainstorming, innovation, new systems and technology, develop employee skills leading to better staff morale and opportunity to be efficient.
Sales are plummeting between 5-9% last year and need to be increased.  
Sonali currently has one supplier from Bangladesh
each store separately orders containers from Bangladesh and then delivered to store
Telephone orders are delivered to customers within 2-3 days which is long waiting time that needs to be reduced.
Orders from restaurant and customer are 95%  of the time fulfilled mainly due to shortages  or errors when taking telephone orders. Not to have disgruntled customers, as they may voice to other potential customers and reputation tarnished as I find words spreads like fire.
No stock or shortage to fulfill orders -  Birmingham branches to swap and invoice ensure orders fulfillment and happy customers
Suppliers only order if shelf emptied – should no which products are fast moving and slow moving and ensure that they are stocked.
warehouse is unorganised and take time to find items
no electronic inventory of stock – only count stock once a year for account purposes, just visual and memory check.
No key performace indicators for continious improvement
Reduce food waste out of date stock, or vegetables defects – pur on sale before products not able to sell. unsold food redistributed in the UK to local charity food banks, 

The above should be looked at further to reduce costs in supply chain. Centralising the stock into one system for all three stores will be beneficial.





[image: Lean model] What is Lean?
"Lean" is considered a philosophy of continuous improvement. A lean organization focuses on increasing customer value, the elimination of waste and optimizing operations. The key components of Lean can be applied to all types of businesses and processes.
Lean thinking on specific processes will eliminate waste and improve effectiveness, often improving the patient experience and reducing staff frustration
In addition to reducing wastes and improving a specific process, Lean is also about building a culture, one that respects all employees and enables them to pursue opportunities to improve their work and share ideas for continuous improvement.


A Lean approach to continuous improvement provides us with a concrete method to examine work processes. The tools we use are tested and the cross-functional teams often bring new perspectives to the table.

Lean thinking can provide improved value for the customer by:
Improving the quality of work processes
Reducing errors or defects in work processes
Reducing costs 
Improving flow of the process
Simplifying complex processes
Reducing lead time
Improving employee morale
[image: Fig.1. Objective of the literature review] Lean Management, Supply Chain Management and Sustainability: A Literature Review

This literature identifies the positive connection of the supply chain management to business sustainability assisting the environmental and economic and social for the business survival honing on lean management model.

[image: Lean Supply Chain Management Diagram | Business Diagrams, Frameworks, Models,  Charts and Graphs. Business Strategy Methodologies and Approaches]

Examples of strategic change previously
· Covid-19 EPOS Till Training
During COVID-19 the supermarket tills desks were busy with long ques and shortage of cashier’s staff due to illness, cover breaks etc. so it was decided by management that everybody on the shop floor should know how to use the EPOS till system and assist cashier's with bagging customer purchases too. So that customers experience was pleasant with quick and efficient service. 
Managers conducted EPOS system Training for all staff within two days after shop closed. This created an increase in staff morale as learnt a new skill and working as a team.
· Food Hygiene Rating Scheme
This popular scheme assists customers where to shop for food and eat. Local authority environmental health officers inspect and provide rating for Sonali hygiene standards.
Sonali received in 2018 a low rating 2 improvement necessary but then changed it around in 2019 with a top score of 5 very good hygiene standards. This outcome turn around in a short amount of space shows the dedication of Sonali workforce. When put under pressure they want to succeed for the business.
Process of change involved management communicating in meetings to staff the importance of this rating for customers and developing a rota of cleaning shop floor regularly and fairly by all staff in their areas of work e.g. Butchery and Fish section were cleaned by staff three times a day and everyone required to complete a cleaning rota on a daily basis showing Qualitative information for monitoring purposes with a quantitative outcome of measure from health officers. 

[image: Graphical user interface, text

Description automatically generated]

[image: Graphical user interface, website

Description automatically generated]
Organisation development approach 
Both these changes come under organisation development approach. As they required input from all staff involvement, had initial team meetings to discuss issue and progression from problem. Discussing and involving feedback on developing new process and achieving aim.


Change Management

Modular transformation necessitating a major change in the supply chain management function area of Sonali.

Transitional Curve
Transitional curve is a common model to understand an employees transition through organisational change. 
The aim is to quicken the change and increase the success. A major barrier to change is Humanistic and need to address this responsibly for staff to adapt to change and make process happen easier.
Staff will move through four transitional stages upon the organisational change. 
Sonali management will need to be aware of these for the investment system and process to be successful after training and not resort to previous ways of working. For improvements to be fruitful and disruption disappeared.

1) Denial - When faced with new introduction of the change staff may reject to accept change and convince co-workers to do the same. 
Deal with this by managers communicating clearly and give staff time to adjust and providing information to understand fully and how they will be supported. Having regular meetings to communicate and discuss, answer issues and feedback will alleviate this and not get them overwhelmed.
2) Resistance- staff may resist organizational change by expressing or even hidden. so its critical for managers to listen and observe staff within the team otherwise it could be a disaster making It harder to progress. Excellent planning and preparation to minimize and diminish problems that staff may have and persuasive skills for a better future will aid a smoother change. 
3) Exploration - having team meetings about current supply chain problems with staff being part of the system will create positivity and growing acceptance. Guidance on the change and offering training will help good outcome.
4) Commitment - Managing the change successfully is an accomplishment when people are all committed to meeting the company aims and objective of change. Staff adopt the new improvements of way of working, and business moves forward through the benefits. Celebrating the journey by providing rewards and praising staff will make future changes easier and staff adapt to becoming more productive and efficient.
Management role is to guide and help support staff through identifying using transitional curve phase Model people are in successfully as every staff is different. Communication and listening skills are vital once everyone is on board is when changes happen and performance excels.

Value Based Strategy 
A dynamic and progressive value based approach to systems change at Sonali and communicate it striving to build capacity to achieve and sustain a new desired state that benefits Sonali customers and community with great service and well-priced products. Re-evaluating Sonali’s right pricing strategy to maximise profits.


Sonali Strategic Matching Approach
Verma (2012) Porter developed matching approach for HR strategic in three areas.
Cost reduction - Use best employees Manager and Assistant Manager and warehouse staff to carry out process of delivering new centralised stock database incorporating all three stores. Secondary activity of supply chain to be carried out in store to minimise costs and develop employee skills and job satisfaction.
Innovation - Cunningham company can provide new software system digital technology and linked with EPOS and support with training on using software system to meet requirements of Sonali and workforce developing advantage from competitors.
Quality - success of strategy achieved by maintaining a standard of quality advanced to that of competitors.
With this system Sonali will be able to enhance competitiveness by lowering the prices of products where it can now clearly view on the system per product. Showing profit margins for each product and quantity in stock. Helps to analyse and compare to increase competitiveness by using innovation to improving processes to decrease their costs.

Kotters Eight Step Change Plan
Sonali required to adjust to it's ever changing internal and environment to grow and survive in the sector. Changes are unavoidable and the use of technology are rising, and the inevitable competition involves constant change.
Appelbaum (2012) Research shows that failed business change initiatives range from 30%- 80% of attempted change efforts if not successfully managed main reasons were it led to conflict and interrupted status quo so its not easy to implement.
A common framework for overcoming change challenges that Sonali can successfully use is Kotters 8 step change plan ensuring Sonali is ready and committed to the change. 
1. Creating a Sense of Urgency by Managing Director- Sonali should have meetings with management and employees to state that business needs to grow and an area for change is in the supply chain management function.  Everything is done on paperwork and phone calls and their have been errors and time for processes is too long so need to be addressed.
Change will be 
Introduce a central database system for all three stores using Cunnighams Group Software System will hold;
Orders placed with suppliers and from Customers B2C and Businesses B2B
Stock received by suppliers and stock sold out to customers by linking system to EPOS system
Ascertain a second supplier abroad and UK for competitive price on products
Warehouse Inventory for all three and warehouse to be organised better
Better pricing and profit margin analysis of all products
Less food wastage as sales can be added 
Cooperating information for all three stores to enable best practices and unity of processes
Fulfill all customer and business orders by using stock from other stores and improve delivery times within one to two days. 
Ensure enough stock to meet customer needs and eliminating wastage of products out of date and unpopular items can be analysed on system into category of customer needs, high medium and low products.
Which will give true figure on sales for account purposes
Saving time and becoming efficient in work processes.
Analysing products that are doing well or not creating new customer experiences as purchasing items that customer needs increasing satisfaction and boosting sales.

Organise staff meetings with managers and employees to highlight the change 

Increase Sales as plummeted by 5-9%  
Show sales and profit loss charts financial accounts
Keep customers happy for repeat custom meet all order requests
State need to become more efficient by being effective in work practices need cooperation
Clarify no redundancies scare but future survival of business is with commitment and effort by employees.
Decreasing food wastage to protect environmental and business needs to meet UN goals

Airiodion article John Kotter stated 50% of companies fail due to failure to create a great sense of urgency so this is important step to get majority of people to support change.

2. Create Coalition
Creating group of powerful people that will drive the change encompassing great leadership skills including employees to move in positive direction maintaining urgency. Director, Manager, Assistant Manager along with warehouse employee as he has vast experience of warehouse, goods and delivery process would be key and Cunninghams systems representative. Having  shared understanding of the need for change working together to get optimal results.


3. Developing Vision and Strategies

Need to have a clear realistic vision and easily measured for what the end result will be and develop useful strategies to achieve changes. As it will guide and inspire decisions made by team.
Having a meeting and accepting ideas from stakeholders when creating vision and communicated and understood easily by everyone creates willingness to move with vision.
Showing Cunnighams system, and new warehouse layout and financial forecasts data, Bengali food trends and delivery flow processes will help establish vision.

4. Communicating the Change Vision
Focusing on effectively communicating the vision and mission of the tasks will  greatly assist in persuading employees understanding by Managing directors decision for change and what behavior is expected openly and honestly. 

This needs to be done properly by answering questions thoroughly from stakeholders so they acknowledge and support change and worthwhile.

Having regular meetings for feedback for stakeholder to voice concerns, confusion and problem solve on plan.  Also communicating in staff meetings, letters, emails and preparing new policies for new procedures for key stakeholders. Communicating in Bengali language aswell will help understanding too, as 90% staff Bengali.

5. Remove Barriers to Action
Sonali management needs to be aware of obstacles to the change in the forms of attitudes becoming ready to remove these obstacles for the change to progress smoothly.
Lack of team spirit and leadership, fear of redundancies, resistance to change by employees, inflexible work culture. If any of these are revealed it needs to be rectified quickly by open communication and one to one meetings and coalition working as team to help co-workers.
Having a reward systems like staff recognition board, praising showing employees implementing the change will encourage and empower employees to work at the best of ability and provide staff training on system and processes.
If staff don’t trust or think more workloads can be demotivating by communicating efficiency and way of work.

6 Accomplish Short-Term Wins
Having regular celebration of identification of peoples milestones in the short-term is important so effort can be progressive and encouraging and not fail in the urgency of matter as transformation may take time.

Sonali can breakdown the change in smaller parts with goals and acknowledging efforts and rewarding employees that will then encourage other employees.
 
7.Build on the Change

Ensuring sustainability of the implementation of change from employees working consistently and measuring progress. Identifying problems and how to improve them along the way as quick change leads to failure.

8.Make Change Stick
Goal here is to anchor down the new way of doing things for the change You need processes systems and rewards. Everyone is working to the new processes highlighted in step one and embracing them in the positive work culture Showing benefits and employee and business growth. Avoiding this step will allow people to go back to the habits and may lead to resistance. 

Change Administration
Change starts from strategic goals set by Sonali Managing Director and then moves to Tactical via managers and through to last level functional operation level.  To establish change development hierarchy of communication on these three levels is important where there are three lines of communication that needs to be established horizontal, diagonal and vertical. But having a flat structure in the hierarchy is better and informal where staff are sharing common interest and work in harmony with managers to diminish issues.
Organisation design is important for the change management because all activities must work in cohesion of all business activities to avoid problems need to work in harmony to meet business objectives. Staff are in a learning culture and adapt to change well as they want business to succeed. 

Leadership style for change

Adopting a democratic style of leadership will be beneficial for smooth workplace change allows for two way communication encouraging ideas but decision making can be slow and not effective if employees are unskilled or uneducated so therefore may need to use Autocratic to lead some people that require clear direction and instructions.
Establishing a culture at Sonali where work change is being planned and incremental in nature is important and sustainability of change.
(Akinbode 2018) Transformational leadership has been praised widely when it comes to change management within businesses. It assists with decreasing resistance to change mainly from employees that can hinder the effectiveness and sustainability of the workplace change. Which can be devastating if change is needed for survival.
Transformational leaders can positively inspire employees to excel with passion and provide support trust and confidence for meeting business mission and aims during each stage of the change process therefore less resistance. Instilling a continual better work culture for people be 
Another leadership approach which would be best option is situational based leadership combining different leadership styles with skills to switch appropriate to situation depending on situation faced helps the flexibility and adaptableness required to effectively communicating and support change at Sonali.
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Sonali Organisational Structure - Lozells and Small Heath Oldham Stores


Managing Director




Manager
Assistant Manager






Meat & Fish Department

Warehouse/Van Operatives
Vegetables Department
Catering Supply Department
Grocery Department
Cashiers



Sonali has a functional structure consisting of 24 people at each store managed by high level managers at top and then staff organised accordingly in function skill area of store and managed and supported independently by Manager and Assistant Manager.
Allowing employees to concentrate on their role of expertise but can cause silos hindering communication However Sonali Managers supervise and ensures procedures and processes are met and have trust in employees too.
Structure has accountability to managers and communication is free as managers are approachable. With the change programme having a whole company team meeting to discuss ideas of supply chain would show unity in establishment and create strategies that work. Assists in productivity on various functions for success, decision making quicker and cost savings reduced. 

McKinsey 7S Model

Mukhamad (2020) stated organisations benefit the use of McKinsey 7 star model of design developed by Tom Peters and Robert Waterman in 1980’s encompasing 7 interconnected elements that need to align to reach goals of effective change.

Helpful for management in identifying problems in the design of Sonali for way of working, organisational structure culture and the staff to overcome in developing smooth change at Sonali supply chain..

Structure(Aligned)  as above works well in store as everyone is part of the design through communication daily.

Strategy(Aligned)

Mwirigi (2017) study showed strategy is very important for competitive advantage within the Grocery Sector, having new-digital technology systems for effective strategy in procedures and policy in order to provide customers with good quality products increased customer sales and profits within supply chain analysis. 

Systems(Aligned)

Incorporating the new system of ordering/stock database will allow Sonali to function smoothly if updated correctly everyday. It can calculate cost serve formulae for each product on profit margins ensuring that it is value for money for customer and Sonali.

Can be linked with EPOS system for accurate sales and end of store visual of stock per store aiding delivery and topping off customer order fulfilment saving time and good customer service.
Ensuring ordering what is required for store to elimnate wastage and over ordering.


Investing in system is a risk but puts control with digital transformation providing insights on products selling or not, control on promotions and breakeven point of sales for business.

Style(Aligned)

Currently sonali's store managers have democratic style of leadership having a good rapport with all employees with respect and majority of staff hav been working since start of opening showing job satisfaction. Manager is seen to be fair, directs and delegates work with clear instructions for work flows. 

Holds open door policy with all staff and problems solved instantly and work ethic is good which will help change move faster.

Staff(Aligned)

Employees wear no uniform having one would be advantagoues to help identify for customers if they need assistance. It also shows branding and symbolise unity instore and delivery of goods.

Managing Director employs white collared managers and sales assistants and blue collared like van driver and butchery that is suffecient for the store to run. All the job activites help the store to run successfully.

Skills(Slightly Aligned)

Employees have the various skills and conscientiousness to train in the new digital transformation system for the store.
Management want change to happen to be efficient and is driven to invest in this supply chain improvements to develop brand and increase customer loyalty.

Employees have the relevant qualifications and training and ability to do their job at a good standard. Any training willl be provided if needed to develop skills.

Employees communicate excellently with customers speaking Bengali to 95% of their customer base..

Shared Values(Aligned)

Store has no written mission or vision statement, but managers behaviour and vocalising importance during staff induction stating behaviours and attitudes for serving customers well and job roles carried out to best of ability. Having a wriiten mission and vision be beneficial for change so ingrained in staff minds and motivate to change.

 
Development Cube
[image: Diagram

Description automatically generated]
Organization design has 3 phases that Sonali should carry out for change

Diagnostic  - this is the exploring phase of the supply chain from start to finish. finding the current position, understanding the situation collecting quantitative from supplier costs I'm qualitative from cunninghams on how system will enhance strategy gathering primary data from current written information on policies and secondary data from, information, knowledge to support action planning of change.
 
Intervention  - need to be consistent in the whole planned process to gain positive outcome for overall effectiveness. Having a development approach to support the system in these 3 areas to understand change facilitations.
· Modes of intervention – providing training, meetings for problems solving and feedback on process change.
· Focus of attention – focusing on everyone who is apart of the supply chain system.
· Diagnosed problems – eliminate any problems arising with understanding and rectify with teamworking.

Evaluation 
Setting key performance indicators will help to see supply chain change is working.

· Order entry accuracy % on system.   from phone order 
· Measuring inventory availability% – to see if we have stock to fulfill customer order
· Warehouse – DIFOT% (delivered in full on time) to customers so order is picked packed and ready for dispatch and accurate for van drivers to deliver.
· Carrier delivers from Port/Plan % - may need to shop around for other companies
· Customer Acceptance of order % - amount of customer that are happy with order or not and all paperwork is correct.
· Accurate Invoice Paid on time % - are invoices getting paid from B2B. as B2C is paid before delivery.
Multiply all figures to get perfect order probability, to see that process is efficient.

Organisational Culture

Role of culture in organisational learning

How culture is applied makes the difference in tasks for supply chain change, otherwise will be scattered job not done properly.

[bookmark: _Hlk100647265]Alas 2006 Empirical research shows positive impact of good organisational culture influencing oranisational learning and employee attitudes toward change – task orientation and relationship orientation – have a different impact on the formation of attitudes toward change and organisational learning.

Staff meet customers with islamic greeting sometimes, this could be changed to a company wide showing respect to customers.
All stores layout are very similar setup using the same colour schemes of green and red of bangladeshi flag.
No dress code but would benefit customers identifying staff more easily quick enquiry.
Stories of charity events are displayed in till area raising funds for local community mosques.
Staff at Sonali are hardworking and support by teamworking. Cultures facilitate the variables, and they need to adjust itself as surrounding attitudes change which they accommodate.
 
How culture supports in acheiving the change objectives

This shows for change to be progressing smoothly Sonali should strive to ensure culture and structure both working in harmony together for Supply chain change objectives.

Berg (2004) Organisational culture are shared experiences, knowledge and capability of company work practices. Study showed organisational culture is foundation for business to establish work efficiency, customer satisfaction, growth and any imbalance of elements effect business negatively.

Organisational culture forms the connection that holds organisation together, stimulating employee and group behaviour and attitudes to commit to organisation to excel performance.

Sonali organizational structure people should all be involved and having a supportive work culture helps process of implementation supply change efficiency. 

Sonali adopting these changes throughout their structure and satisfying customers providing value-based strategy and hopefully the growth that Sonali requires to survive in the ever-changing environment with harnessing culture. Adjusting resources and way of working, talent of labour, accountability, delegation of tasks in departments reaching empowerment of meeting goals and objectives for successful implementation of supply chain change.

Insights
Organisational prospective
Have learned that to meet goals for success requires a whole organizational team effort. Consisting of specifying goals for the vision breaking it down into objectives as the whole process can take a year to implement fully. 
Making supply chain lean is beneficial for Sonali to save on cost, build brand building for the service that they provide from gaining excellent customer experience in the whole chain.
Allowing time for looking at whole process of supply chain change is recommended for improving the business design and culture and can slowly be expanded to other functional areas within the business.
Having the motivation and commitment of seeing the change through is vital for success.
Removing issues and problems along the way of the wise they effect the journey of change afterwards.
Supply Chain change is a systematic process and needs to follow all the sequences using Kotters 8 step process for change and understanding and implementing for thoroughly is key.
Having a plan of action that can be measured it's helpful in reaching results for true success of the implementation of change.

Consultant prospective

Having the right software for the system that Cunninghams will provide As they specialise in this already supply their epos system that can also be linked.
Employing the right people helps with tasks to be efficient as they have the correct knowledge, understanding and skills to progress  for job in hand.
Meeting the requirements and objectives for Sonali to improve in areas for making the supply chain cost effective by using the lean model.
Sonali developing a firm strategy can improve upon written policies and procedures for the supply chain it's currently there isn't a formal one in place. this can be done as there is folder on health and safety which met health and safety officers approval. so they have the means and experience to create one.
Being stuck in a way of working and not changing and selecting time to create and develop written procedures is just going to waste time resources and meeting customer requirements for quality, cost efectiveness of products that create brand building and survival.
Having weekly team meetings with all employees well Gauge how well organization is working working as a team communicating as a team to resolve problems.
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https://iwww.yell.com > biz > sonali-supermarket-birmin... ~ }

Sonali Supermarket, Birmingham - Yell.com

Find Sonali Supermarket in Birmingham, B10. Get contact details, videos, photos,
opening times and map directions. Search for local Supermarkets near you on ...

https://www.facebook.com » ... » Sonali Supermarket %

Sonali Supermarket - Home | Facebook

We are importers, wholesalers, retailers and also suppliers to fresh Bangladeshi fruits,
vegetables... 9 Lozells road, B19 2TN Birmingham, UK.

https://find-and-update.company-information.service.gov.uk » ... ¥

SONALI SUPERMARKET (BIRMINGHAM) LTD overview

SONALI SUPERMARKET (BIRMINGHAM) LTD - Free company information from Companies
House including registered office address, filing history, accounts, ...

https://find-and-update.company-information.service.gov.uk » ... ¥

SONALI SUPERMARKET (BIRMINGHAM) LTD filing history
SONALI SUPERMARKET (BIRMINGHAM) LTD - Free company information from Companies
House including registered office address, filing history, accounts, ...
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Sonali Supermarket Lozells

Website Directions Save call
4.0 Jkkk 138 Google reviews
Supermarket

Service options: In-store shopping
Address: 1 Lozells Rd, Handsworth, Birmingham B19

7 You visited in February

v
Hours: Open - Closes 7PM v
Phone: 0121 554 3628
Suaaest an edit - Own this buisiness?
& k) EL’;‘KG FHO 06/04/1231;32





image35.png
o Eme Skoc | f@ FM | | we 7Re | @ son @< @< Wl son | @ Brov | @ objc @ objc @ valu | @ bus | w Bus | & Ne

<« > C [Wfoodhygieneratings.org.uk/sonali-supermarket-b19-2tn| » 0O

Moodle (1) StreetWatch We... » YouTube B Other bookmarks

Address: Hygiene Rating: Similar Places Nearby:
Sonali Supermarket (higher is better) Category: Retailers - other
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Location: B1oam
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Sonali Supermarket in Birmingham - Openinghours.guru

28 Feb 2022 — Opening hours, address and driving directions to Sonali Supermarket in ° ' | | | I I I | '
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Birmingham. Opening hours today for Sonali Supermarket.

T
9
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https://www.192.com » atoz » business > butchers > comp @ People typically spend 15 min here
Sonali Supermarket (Midlands) Ltd - Birmingham - 192
Contact details for Sonali Supermarket (Midlands) Ltd in Birmingham B25 8YP from 192.com 45 Send to your phone Send
Business Directory, the best resource for finding Butchers listings ...
https://www.youtube.com » watch ~ } Reviews Edityour review  Add a photo
Sonali Supermarket In Birmingham - YouTube "Very good price and also Good groceries

© veg fish meat ETC Essentails"

*kkk

"Very poor quality service Till staff not help
§ the customer”

Sonali Supermarket In Birmingham ... This vlog is bout
shopping in Birmingham please subscribe to my channel. like t...

YouTube - Hamza's World - 3 Aug 2020

*
You've visited this page 2 times. Last visit: 06/04/22 "Good place for meat fish and vegetables
decent price."
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continuous improvement and Supply chain efficiency.
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