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1. [bookmark: _Toc134123018]Introduction of 759 Store
759 Store is a Hong Kong-based chain of convenience stores that was founded in 2010. The store offers a wide range of products, including snacks, drinks, and household items, and has 166 stores across Hong Kong. The name 759 Store comes from the HKEx stock code of its parent company, CEC International Holdings Limited, which has been listed on the Main Board of the HK Stock Exchange since 1999 (759 Store Limited, 2023).

Before COVID-19, 759 Store expanded excessively and affecting the cash flow. During COVID-19, they closed low-profit stores and reduced manpower to maintain profitability (CEC-COILS, 2022).[image: ]
"The Death Spiral" is a term used to describe a situation where a company experiences declining revenue and profit, which leads to cost-cutting measures such as reducing staff and store closures, which in turn leads to further decline in revenue and profit. This creates a vicious cycle that can ultimately lead to the company's demise (Christensen, 2013). In the case of 759 store, the company had expanded aggressively before the COVID-19 pandemic, but was forced to close low-profit stores during the pandemic and reduce staff to maintain profitability. This has resulted in declining revenue and profit in 2022, which could potentially lead to a death spiral if the company is unable to turn things around (CEC-COILS, 2022).[image: ]


2. [bookmark: _Toc134123019]Current situation of 759 Store and the major drivers for the change   
[bookmark: _Hlk134049902]The current situation for 759 Store has been significantly impacted by three major drivers of change, including the COVID-19 pandemic, new technology, and reaction to external pressure from competitors.

[bookmark: _Toc134123020]2.1 Crisis

The COVID-19 pandemic has had a significant impact on the retail industry, and 759 Store is no exception. 

In Hong Kong, the retail industry has been significantly impacted by the COVID-19 pandemic. The Bread, Pastry, Confectionery and Biscuits sales volume in February 2023 decreased by 5.5% year-on-year (Census and Statistics Department, 2023).

The pandemic has also accelerated the shift towards online shopping in Hong Kong. According to a survey conducted by Statista, 31% of respondents in Hong Kong stated that they were shopping more frequently online since the outbreak of COVID-19 (Statista, 2021).

As a result, 759 Store has had to adapt to changing consumer behavior, such as increased demand for online shopping and home delivery services. To respond to these challenges, 759 Store has had to implement new business strategies, such as online store and home delivery services, to meet the changing needs of their customers.

[bookmark: _Toc134123021]2.2 New technology

[bookmark: _Hlk134028872]New technology is also a significant driver of change for 759 Store. The rise of e-commerce platforms and online retail has disrupted the traditional brick-and-mortar retail model. Consumers are now able to shop online from the comfort of their own homes, with greater convenience and competitive pricing (AbouThai, 2023) (Best Mart 360˚, 2023).
[image: ]
The rapid digitalization and changing consumer behavior have also posted significant challenges to the company. With the rise of e-commerce and online shopping, consumers have more options to purchase products at competitive prices. Moreover, the COVID-19 pandemic has accelerated the shift towards online shopping, resulting in a decline in foot traffic for physical stores (Statista, 2023).

 To stay relevant, 759 Store needs to adapt to this changing landscape by implementing new technology in their operations. This includes developing an online store website, creating an omnichannel shopping experience for customers, and utilizing data analytics to improve inventory management and customer insights. Omnichannel shopping experience is a retail strategy that aims to provide customers with a seamless and integrated shopping experience across all available channels. This includes brick-and-mortar stores, online marketplaces, social media, mobile apps, and other touchpoints that consumers use to interact with a brand (Mosquera, Pascual and Ayensa, 2017).

[bookmark: _Toc134123022]2.3 External pressure from competitors

External pressures from competitors also play a critical role in driving change for 759 Store. The convenience store industry is highly competitive, with many players vying for market share. To remain competitive, 759 Store must differentiate itself from its competitors included BestMart 360˚and AbouThai to find innovative ways to attract and retain customers. This could include offering new product lines, expanding store locations, and improving the customer experience through enhanced service delivery.

Best Mart 360˚ is a retail chain that specializes in leisure food and was founded in 2013. The store offers a variety of products, including snacks, confectioneries, frozen and chilled food, personal care, groceries, and household items (Best Mart 360˚, 2023).

AbouThai is another competitor that has witnessed significant growth in recent years, having been established in 2015. Their product offerings mainly comprise imported goods from Thailand, ranging from frozen foods, snacks, and beverages to household products, herbal oils, and cosmetics. As of February 2022, the company operates 25 stores (AbouThai, 2023). To attract customers, AbouThai has also been known to hold an annual "Songkran Festival" discount event in April, where prices are lowered for a limited period (HKET, 2019).

3. [bookmark: _Toc134123023]Evaluation the favorable and the unfavorable factors of the organizational change  
In the case of 759 Store, the shift to online sales and the implementation of a change program may have been a response to external challenges, such as the growth of e-commerce and the COVID-19 effect. By implementing a change program and moving towards online sales, 759 Store may able to break free from this potential death spiral and regain its footing in the market. This change program likely included efforts to improve the company’s online presence, optimize its supply chain and logistics, and develop new marketing strategies such as online shop to reach a wider customer base and offer a seamless shopping experience to its customers. These efforts may help the company stay competitive in the face of new challenges and avoid a decline that could have ultimately led to its demise.
[bookmark: _Toc134123024]3.1 Favorable factors of the organizational change
3.1.1 Improved customer experience
By moving online, 759 Store was able to provide customers with a more convenient and accessible shopping experience. Customers could shop anytime and anywhere without having to physically visit a store. Additionally, online shopping allows customers to easily compare prices, access customer reviews, and receive personalized recommendations. This could lead to increased customer satisfaction and loyalty (Briedis et al. 2020).

3.1.2 Increased agility:
By successfully adapting to the changing business environment, 759 Store has shown that it can be agile and responsive to new challenges, which is essential for long-term success. An agile organization can pivot quickly to changing market conditions, customer needs, and emerging technologies, enabling it to stay ahead of competitors and capitalize on new opportunities (Lee, 2004).

3.1.3 Improved operational efficiency
Moving online may have also allowed 759 Store to improve its operational efficiency, such as through automated processes or reduced overhead costs (Hwangbo, Kim and Cha, 2017). This can lead to reduced costs, increased productivity, and improved customer service.

[bookmark: _Toc134123025]3.2 Unfavorable factors of the organizational change
3.21 Conflict with physical store
Moving online may lead to a conflict with physical stores, as online sales could potentially cannibalize sales from brick-and-mortar stores. Revenue per store may be decreased, leading to a loss of commission for physical store staff. To successfully implement change, 759 Store must ensure that the success of the online store is shared with physical store staff, for example, by providing them with training to handle online orders or incentives to promote both the online and physical stores (Kalyanam and Tsay, 2013).

3.2.2 Resource requirements
Moving online can require significant resources, including investments in technology, marketing, and logistics (Schu, Morschett, and Swoboda, 2016). If the company did not allocate sufficient resources to the change program, it may not have been able to achieve its intended goals. Additionally, changes can be disruptive, requiring time and effort to train employees, redesign processes, and integrate new systems. This can lead to temporary decreases in productivity and morale. 



[bookmark: _Toc134123026]4. Stability in the modern business environment  
The concept of stability in business refers to the maintenance of a consistent, predictable, and unchanging status quo in the organization. Stability may be desirable in some cases where a business has established a successful business model that has been proven over time. In such cases, stability provides a sense of security, predictability, and reliability for both the organization and its stakeholders (Fogel, Morck and Yeung, 2008).

However, in the current business environment characterized by rapid technological advances, disruptive innovations, and evolving consumer needs and preferences, stability is becoming less attainable and less desirable. The COVID-19 pandemic has exposed the vulnerabilities of businesses that rely on traditional models and the need for adaptation to changing circumstances (Roggeveen and Sethuraman, 2020).

On the other hand, organizational change, which refers to any significant modification in an organization's processes, structure, and culture, is becoming increasingly relevant in modern business environments. Organizational change allows businesses to adjust to the changing business environment and meet the evolving needs and expectations of customers. For example, online shopping has become a significant trend during the COVID-19 pandemic, and businesses that have adapted to this trend by offering online shopping options have been able to thrive.

If 759 Store fails to adapt to the changing business environment and does not embrace organizational change, it is unlikely to achieve stability or long-term success in the modern business environment. The COVID-19 pandemic has demonstrated that businesses that were unable to adapt to the changing landscape were severely impacted and some even went bankrupt.

[bookmark: _Toc134123027]4.1 If without adapting to the online store
In the case of 759 Store, without adapting to the online store, the company may not have been able to survive during the pandemic. The pandemic led to a shift in consumer behavior, with more people preferring to shop online rather than in-store to minimize the risk of infection. Failure to respond to this shift in consumer behavior could have resulted in a significant loss of sales and customers, and ultimately could have led to the company's demise.

Furthermore, the pandemic has accelerated the trend towards online shopping, with many consumers now preferring the convenience and accessibility of online shopping. This trend is likely to continue even after the pandemic subsides. Therefore, failure to embrace online shopping may result in 759 Store becoming increasingly irrelevant in the marketplace, as consumers opt for competitors that offer a more comprehensive omnichannel shopping experience.

In addition, not adapting to changing consumer trends may result in 759 Store becoming stagnant and losing touch with the needs and preferences of its customers. This can lead to a decline in sales and profitability over time, as consumers seek out companies that are more responsive and adaptable to their needs.

[bookmark: _Toc134123028]4.2 If continue on closing low-profit stores and reducing staff
In the case of 759 Store, continues its strategy of closing low-profit stores and reducing staff to maintain profitability means retrenchment, it may achieve short-term stability in the face of the exceptional event of the COVID-19 pandemic (Robbins and Pearce, 1992). However, in the long run, this strategy may not be desirable in the modern business environment.

Reducing staff can negatively impact morale and productivity among remaining employees. When employees feel uncertain about their job security, they may become less engaged and less committed to the company's goals. This could lead to decreased productivity and customer satisfaction, which could ultimately harm the company's bottom line.

By closing low-profit stores, 759 Store is limiting its potential for growth. Although some stores may not be profitable in the short term, they could become profitable in the future if market conditions change. Additionally, closing stores reduces the company's physical footprint, which could limit its ability to reach customers in certain areas.

Closing stores and reducing staff could negatively impact 759 Store's reputation, particularly among customers who value corporate social responsibility. If the public perceives that the company is prioritizing profitability over the well-being of its employees, it could lead to a loss of trust and brand loyalty.

The COVID-19 pandemic has accelerated the shift toward online shopping and digital payments. By focusing on physical stores and reducing staff, 759 Store may be missing out on opportunities to invest in new technology and expand its digital offerings. This could limit its ability to compete with other retailers in the future.

Overall, while stability may seem desirable in the short term, it is unlikely to be attainable or desirable in the modern business environment without embracing change and adapting to the needs of consumers. Companies that fail to adapt are at risk of becoming irrelevant and ultimately failing in the marketplace. Therefore, 759 Store must continue to be adaptable to changing consumer trends and embrace organizational change to remain competitive in the modern business environment.



[bookmark: _Toc134123029]5. Change Approach: Kotter's Eight-Step Plan for 759 store  
To manage the external challenges and adapt to the changing business environment, 759 Store can consider using Kotter's Eight-Step Plan for Implementing Change and provides insights into why change efforts often fail and how the framework can help address common pitfalls. (Kotter, 2007).

[bookmark: _Toc134123030]5.1 Create urgency
The initial step is to establish a sense of urgency among stakeholders by effectively communicating the necessity for change and the negative consequences of not taking action. Kotter highlights that neglecting to create a sense of urgency is the most significant mistake organizations make when attempting to implement change (Kotter, 2008). To apply this step to 759 Store, the urgency could be conveyed by emphasizing the impact of the COVID-19 pandemic and the rising trend of online shopping on the Hong Kong retail industry.

[bookmark: _Toc134123031]5.2 Form a powerful coalition
The next step involves creating a coalition of important stakeholders, with a particular focus on executive director such as Ms. TANG Fung Kwan (Chairman and Managing Director) and Mr. HO Man Lee, who are responsible for the Group's IT development and implementation (CEC-COILS, 2022). To committed to the change initiative and can provide the necessary leadership and resources. This coalition also include top management, department heads, and key employees who can drive the change initiative.

[bookmark: _Toc134123032]5.3 Create a vision for change
The third step in the change process involves establishing a well-defined and persuasive vision that is consistent with the strategic objectives and values of 759 Store. This may involve outlining the company's digital transformation objectives and determining the specific measures that must be taken to achieve these goals. Creating a vision and receiving support for projects was not particularly contentious. This is due to the widespread recognition of the need for change (Cao, Clarke, and Lehaney, 2004). Offering additional choices of snacks, food groceries, household and personal care products to customers online and offline. This vision should be communicated to all stakeholders to ensure alignment and buy-in.

[bookmark: _Toc134123033]5.4 Communicate the vision
The fourth step in the change process is to communicate the vision and the importance of change to all stakeholders through various channels such as town hall meetings, emails, and other forms of internal communication. This will facilitate understanding and ensure that everyone in the organization, including 759 Store, is aware of the vision and the reasoning behind the change program. This step is one of the most critical stages in Kotter's process is the need to effectively communicate the change to all stakeholders (Ansari and Bell, 2009).

[bookmark: _Toc134123034]5.5 Empower action
The fifth step involves enabling employees to act on the vision by eliminating barriers, providing the required resources and training, and appointing a coach. In 759 case could be providing online store training to front-line staff to promote the online store, as well as ensuring that the success of the online store is shared with physical store staff. This step is critical in empowering employees to take ownership of the change initiative and ensuring its success. Attending training sessions by all coaches is crucial to ensure their performance and to build momentum towards effective implementation of the change initiative (Lubit, 2001).

[bookmark: _Toc134123035]5.6 Create quick wins
The next step involves creating short-term successes that showcase the progress of the change initiative and encourage employees to remain committed. For instance, this could involve launching the online store or app and meeting sales goals within the first few months, as well as sharing commission with physical store staff as a way of incentivizing them to promote the online store.

[bookmark: _Toc134123036]5.7 Build on change
The seventh step is to consolidate the gains achieved through the change initiative and build on them by producing more change. This could include expanding the product offerings or optimizing the supply chain to improve efficiency.

[bookmark: _Toc134123037]5.8 Make it part of the culture
The last step is to integrate the new approaches into the company's culture by incorporating them into the organization's values, policies, and procedures. To ensure the sustainability of the change initiative in the long run. However, it should be noted that evaluating stages 7 and 8 are hard to evaluate (Appelbaum et al. 2012).



[bookmark: _Toc134123038]6. Conclusion  
In conclusion, it is evident that 759 Store needs to adapt to the changing business environment in order to sustain growth and remain competitive. With the rapid shift towards online shopping and the COVID-19 pandemic accelerating this trend, launching an online store is a viable option for the company to reach a wider customer base and improve customer experience.

To effectively carry out the proposed change, 759 Store could utilize Kotter's Eight-Step Plan. This plan includes creating a sense of urgency, forming a guiding coalition, developing a vision and strategy, communicating the vision for change, empowering others to act on the vision, achieving short-term successes, consolidating gains and creating additional changes, and establishing new approaches as part of the organization's culture.

While this change program can bring significant benefits to 759 Store, such as improved customer experience, agility, and operational efficiency, it will also require a shift in resources, investment, and creating a new company image. However, the potential rewards outweigh the risks, and implementing this change is crucial for the long-term success of 759 Store in the modern business environment.
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Table2: Price comparison of Abouthai store
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Tablel: 759 store performance after COVID 19
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