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Introduction 
The purpose of this portfolio is to address the contributing factors in the way the world or work is changing and highlight its importance for the future of the economy. A critical discussion of the changes will include multiple factors supported by relevant literature and organisational examples such as organisational culture and automation that are believed to have both positive and negative effects on the working world. A critical evaluation of how organisations can use Lewins change management model to implement change due to automation will also reflect upon Kotters 8-step change model, and lastly focusing on how the structure of the chosen organisation may influence upon the change management process. 
According to a report by NDTV (2022), it is predicted over the next 20 years automation will have a major worldwide impact on the availability of jobs resulting in job loss for millions of people with 247 million jobs across the five biggest economies to be at jeopardy due to the susceptibility of automation, this direction forces organisations to focus on upskilling its employees to manage, develop and improve efficiency of employees and organisations for transformation of the working world.
1.Drivers in how the world of work is changing 
Over the decades and recent years, society has continued to evolve impacting on the way organisations adapt and implement those changes in the workplace to create a sustainable environment. There are multiple drivers of change one being the evolution of technology, “the rise of the digital workplace has shaped not only how and where we work, but also the nature of the roles and skills required in a highly dynamic working culture” (SAP, 2020), technology has had a positive effect on the progression of today's working world, allowing for faster and more efficient operations, enhanced information sharing and giving employees flexible working conditions with the opportunities to work from home which rose during Covid-19 pandemic and is still effective upon recovery. 
Automation
[bookmark: _Int_HyezE8l5]As previously mentioned, upskilling has become a focus for organisations to develop their employees to move forward and manage the changes of the transforming world, which links to the developments of the digital workplace moving into automation, automation plays a significant role in these changes causing some disruption to the working environment. (ONS,2019) conducted research in England, stating that 1.5 million employee jobs were at considerable risk of automation, it is predicted that “low-skilled” “routine” occupations such as waiters/waitresses and shelf-fillers are at more probable risk (BBC News, 2019), but it is also said that automation may also affect middle-income jobs (Gray, 2017) so not only blue-collar but white-collar jobs also being affected. Amazon have been the first to introduce advanced automated shopping experiences for their customers with ‘Amazon Go’ and the ‘Just walk out technology’ (Amazon, 2022) which now have 30 locations since 2018 where customers use the Amazon app which does not require any checkout system within the physical store. Tesco has since followed suit and opened their first automated check-out free store ‘GetGo’ in 2021 with the aim to save time for customers by creating a more convenient shopping experience (Tesco plc, 2021), with these being amongst the largest retailers the adaption of automation is being accepted as a way of future development. 
These stores commonly use advanced technology of facial recognition, weight-sensors, and apps as detection of its customers and products, Siemens and Mitsubishi are also large companies which have utilized automation in their engineering and manufacturing activities to reduce labour and enhance quality (Ochre media, 2022). The development of such retail supermarkets, companies and rise of automation is causing some concern for the future of employment, with some fearing the risk of job loss due to being replaced by AI robotics and advanced technologies resulting in fewer jobs being available. On the contrary, others are willing to embrace the changes with the positive advantage of reduced workload and the opportunity to use time for training, developing skills and learning how to work alongside automation (Gray, 2017), as well as the increase of jobs being created to the demand and development of working environment. Although automation is an inevitable change to human employment there is many considerable benefits for organisations in introducing technology, such as a decrease in manual errors, improved productivity, improvements on operational efficiency and a reduction in costs spent on resources. With a reduction on employee workload, it leads to a boost in team morale and the overall environment.
Organisational culture 
Organisational culture and its importance have also changed over the years, it is believed that only over the last 30 years companies have begun to recognise the need to establish collective beliefs and values in the workplace, giving unique advantage and determining individual and organisational performance (Odor, 2018), prior to this it was a factor that went ignored in business success but having a strong organisational culture allows for employees to operate with the same morals, helping to create a healthy team environment with increased productivity. In the working world today, it is also common for individuals to choose a working environment which aligns with their personal morals and values so that they are not put in a position of compromise and can adjust to the culture of the organisation.
Cameron & Quinn model 
Cameron & Quinn (2011) introduced their competing values framework and was designed due to the failure of organisations bringing organisational culture changes and give managers a better understanding, they established four types of cultures being clan culture, hierarchy culture, market culture and adhocracy culture all of which influence behaviours in diverse ways based on culture which is implemented, some in which represent a family-oriented environment with high engagement and teamwork, others which are more structured and formal, goal-oriented which focus on competitiveness and results and also environments that encourage creativity and innovation giving freedom to its employees.
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Cameron & Quinn (2011) competing values framework source: Cameron and Quinn Competing Values Framework | Hierarchy | Market | Clan | Adhocracy  – Shark Tank Updates (biznewske.com)
Schien (2004) organisational culture model, also discusses the importance of developing organisational culture and the impact the changes of the workplace environment have upon employees and the culture in place. Culture needs to change overtime and it is vital that organisations do not become stuck in a fixed culture and adapt to the external environment, which is why culture has become a recognisable driver in workplace changes.
Asda believe that their organisational culture has been at the heart of their success because of how its colleagues treat customers, stakeholders, and each other through showing respect, fairness, acting with integrity, and additionally state that building trust with each other contributes to building trust with customers (Careers help, 2020). It is evident that Asda have developed an understanding of the role and importance that their organisational culture plays on their long-standing brand equity. 
Automation is also a factor that is becoming a part of cultural change as it is changing the norms of the way organisation's function particularly in market and hierarchy cultures. Although some are resistant to the changes, the evolution of the digital world and creating a sustainable company is where automation has its benefits, building a digital culture is not replacing skills and values that have contributed to success of businesses, but renewing heritage with new ways of working and thinking to embrace the changes (Catlin & Goran, 2022).
Gender roles and progression towards equality
The movement towards reducing the gap in gender inequality and changes in gender roles, have broadly transformed the working world today. (ONS, 2021) shows that since 2019, the gender pay gap has decreased 2.1% and there is now an average 7.9% gap between male and female employees in fulltime employment. It is suggested that the wage gap is due the higher proportion of women who work part-time roles due to childcare and other commitments, and there are more male workers in higher-paying occupations working full-time. (Gov.Uk, 2017) states that the wage-gap is at its lowest due to bonuses and childcare incentives for working parents, as well as women now being encouraged to take senior roles and work within higher paid sectors.
 In previous decades, the traditional view was a woman's roles were to be nurturers taking care of the household and children, whilst men worked as the providers, those “old-fashioned" gender roles have drastically evolved in the working world today from not being entrusted with political involvement, women are increasingly advancing into leadership, politics, law, and professional roles. Laitman (2018) suggests that it is becoming necessary for women to be integrated into leadership roles as society becomes more interdependent and moves towards equality. Whilst some individuals may still hold onto those traditional beliefs, society has become more accepting to the equal opportunities for women and those adjustments are being made for equality to be achieved, it is recognised that men and women both operate differently and bring different qualities which are needed to build society. 
Worklife balance and flexibility
Another driver of change in the working world is worklife balance and flexible working, society is beginning to move away from the traditional work environment, instead becoming more inclusive and creating a new one based on the needs of employees. The Covid-19 pandemic has also contributed to the adaption of flexible working so that organisational operations could still be effective outside of the workplace environment in which technology has played a significant role in creating the reality of hybrid working, those in professions who could work from home, were encouraged to do so which resulted in the increase from 3% to 10.2%. The introduction of hybrid working, is an added result of the rise of automation where workplaces are implementing the emerging trend and has improved the efficiency of jobs, demonstrating the rippling effect automation is having in individuals personal and professional lives. Covid-19 caused a lasting impact on the working environment in which employees and employers were forced to adapt, whilst not all sectors could remote work, it caused many changes in the work environment resulting in long-term effects on the way individuals were able to work, preferring a flexible working pattern and wanting to continue in that way even after the pandemic.
Worklife balance is considered to be something that is subjective to an individual whether the non-working elements of importance are related to family, holidays, hobbies, relaxation, and social responsibilities (Delecta, 2011). The overwhelming demands of work, family, and other commitments can impact upon an individual's performance within the workplace and influence their personal life, whereas having a worklife balance can result in job satisfaction and increased wellbeing (CIPD, 2022). Flexible working has become more attractive to individuals, currently around 51% of workers have flexible working arrangements (CIPD, 2022) and employers are now offering different flexible working arrangements for its employees which include part-time working, remote working, job sharing and compressed hours which gives employees more freedom to choose what is suitable for them and presenting further job opportunities for those who may have constraints on full-time working. (CIPD, 2020) also found that 9.3% of workers would sacrifice pay for shorter hours and would prefer a less rigid working pattern, this suggests that the mindset of many workers today has changed which is why it has become a driver in which organisations are taking into consideration in employment and creating diverse roles for individuals to be sustainable as the working world continues to transform.
2. Implementing change in the workplace 
There are multiple areas organisations need to consider before implementing change, ensuring the best possible route is taken to achieve success for the business. Lewin (1940) developed a three-step change management model for companies to understand the process of change from recognising where change is needed, implementing the desired changes and solidifying the new behaviour to ensure that employees do not fall back into old habits. Tesco have implemented many changes to the business operations to create a more efficient service for its customers, they continue to make digital and automated changes which have led to them following a change management process.
Unfreeze
Before any changes can be made, it is important for Tesco to “unfreeze” its current organisational processes including its culture and ways of thinking to accept the changes. At this stage communication is vital, Tesco must inform all its stakeholders being all those that are involved in the business both internal and external as engaging stakeholders helps the business to make informed decisions and achieve better outcomes to have long-term sustainability (Hendricks, 2020). One of the most important stakeholders that need to be informed are its employees as they will be a crucial part of these changes being carried out, they need to be motivated and understand the necessity of the change and how it will benefit them. The impact of the change must be carefully examined to ensure that the company maintains its competitive advantage in the market and its customers will also benefit from the change. 
It is inevitable that at this beginning stage organisations will face some resistance from employees, as many individuals become used to doing things a certain way so adapting those old behaviours can prove to be difficult. Employees may not see the need for the changes from an organisational perspective, which is why employees must be well informed, so they do not hinder the implementation of the new processes.
Tesco introducing “Scan as you shop”
 After the introduction of self-checkout services, in 2016 Tesco moved to additionally providing Scan as you shop which is a service exclusive to its Clubcard members that allows for customers to scan products whilst they are shopping, this was done on a trial basis to begin with. The intention of this automated payment service was to create an easier experience for customers, whilst saving time at checkouts and keeping track of their spending as they shop (Tescoplc, 2016).
Change
This stage of the change management process is known as the transitioning stage, it is at this stage the organisation implements the change and the idea becomes reality. Employee involvement and commitment is important at this phase to lead high quality change (Hussain et.al, 2018). Leadership is vital at this stage, as a leader's role is seen to have the ability to influence and maximise a team's effort to achieve a goal (Kruse, 2013), a transformational leadership approach may be more effective than a transactional leadership approach, transformational leaders tend to be more inspirational, encourage and enabling to others ensuring that everybody succeeds which would be an approach, whereas transactional leaders are more task focused, and using rewards and punishments as motivation (Cho et.al, 2019), the transactional approach could have more of a negative effect in the change management process as it is less people focused and the motivation technique may lead to employees becoming disengaged and dissatisfied.
The difficulties at this stage are that employees may become fearful and face uncertainty due to the changes that have now been enforced, leaders will need to provide employees with support, training and continued communication to ensure that the new processes are learnt. It is critical that knowledge is shared throughout all levels of the organisation, in relation to the scan as you shop process, employees would need training on using the innovative technology and their customer service skills in assisting customers that choose to use the service, as well as in store changes being made to facilitate the scan as you shop experience.
Refreeze
The final stage of this process is known as “refreezing” which is the point where the organisation solidifies the change that has occurred. It is here that the organisation must make efforts to continuously train its employees to prevent reverting back to old behaviours, engage with employees, receive customer feedback on the impact of the change and positively reward and acknowledge the efforts that have been made to motivate and stabilise those actions so that all progress is not lost. 
The scan as you shop service is now available across 350 Tesco stores in the UK, with more than 600,000 customers benefiting from it. Although it has proven to make shopping easier and more efficient in store, it has not come without its problems, customers have complained about adjustments being made to the service no longer accepting cash payments as of January 2020 which makes it difficult for some customers (The Sun, 2019) and the random shopping checks result in rescanning of items and customers being overcharged. The result of this change will need to be reviewed through customer surveys and feedback as it has had positive and negative effects which can impact upon the organisation.
Challenges of the model 
Although Lewin’s change management model is in many ways effective to implementing change one of the main benefits being that it can be adapted in any organisation, on the contrary, there are many critics of the model. Although Lewins model only consists of three simple steps which makes it easy to follow and each stage of Lewins model is important in the change management process, particularly the final refreeze step to prevent organisations falling back into old habits and behaviours, Hartzell (2012) criticised that the refreeze stage may be outdated due to the rapid changes of the environment and the continuous need for change, particularly in the modern era change is vital to being sustainable. Another challenge of the model occurs at the unfreeze change, although it is still applicable as it relates to human behaviours the psychological aspect is important for change to happen, but it can cause a delay in the process due to resistance that is likely to be faced within the organisation leading to individuals taking an extended amount of time to adapt. The model also doesn’t predict where any external factors may occur such as Covid-19 that has had a major effect on multiple businesses, the change part of the process is heavily focused on the internal environment so this could affect the productivity and preparation to manage any problems that may arise.
Kotters 8-step change model 
Lewins change management model only consists of three steps which is considered as a disadvantage to some as it is too simplified and does not reflect all realities of implementing change in an organisation, in comparison to Kotters 8-step change model which is much more detailed and emphasises on building and involvement during the process, focusing on the acceptability of change rather than just the process (management study guide, 2019)
1. Developing vision and strategies
To improve upon Lewins model, incorporating further steps from Kotters 8 step model to break down each stage more would be beneficial, such as developing vision and strategies, it is important to develop SMART effect strategies to help achieve change successfully ensuring that employees are heard and it is communicated in a way that it is understood by all (Creately blog, 2022). This is an effective step because it becomes clearer to all who are involved what the company will look like in the future and appeal more to the interest of stakeholders. 
2. Removing barriers to action
As previously stated, it is inevitable that challenges will occur when implementing changes in the workplace, changes can come in multiple forms whether it be culture, technologies or strategies there will always be barriers. Removing barriers to action is a crucial step in the change management process because it gives organisations the opportunity to identify what those barriers are and allows them to then remove those obstacles to achieve the change. Within this stage organisations can openly communicate with stakeholders and employees to identify barriers and implement proactive actions to encourage employees and ensure that current processes and structures are in alignment with the vision (management study guide, 2019). This is another effective step which allows organisations to continuously check and be aware of barriers that may occur throughout the process whilst also rewarding those who have supported the organisation in implementing change which is motivating to individuals to continue those behaviours. 
3. Build on the change
Before refreezing the change, it is important to analyse and measure the progress that is being made in order to achieve continuous improvement so that employees do not become complacent with short-term wins. At this point, organisations can review what is working and what isn't, removing any unnecessary processes to continue the momentum of achieving the vision. The importance of this step is to create sustainability in the process and assessing any improvements before assuming that refreezing can happen.
3. Tesco organisational structure 
There are many structures that organisations adopt such as divisional, flat, hierarchical, tall, line, functional and matrix, the type of structure will depend on the size of the business as SMEs are likely to differ in structure than larger companies. Having a strong organisation structure is important to running an effective organisation as it impacts upon the day-to-day functions, communications and roles, providing a calm, stable environment, without structure it is possible that employees will be unclear on the chain of command, lack of supervision and disorganisation (Miller, 2021)
[bookmark: _Int_N7uQgwBD] Tesco operates within a hierarchical culture, in which the hierarchy is structured as a pyramid consisting of top managers, middle managers, general managers, with a large number of workers having to report to supervisors at different levels. As seen in the figure below, at the top of Tesco’s hierarchy is the Tesco PLC board and 5 committees, the second figure then shows the structure at store level which consists of multiple levels of management (Meng, 2019)
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Figure 1.0 Tesco Corporate structure 
[image: ]
Figure 2.0 Tesco store level structure
Tesco structure and the change management process
Within the hierarchical structure of Tesco, they also operate in a narrow span of control as they have many managers and supervisors that employees report to, this comes with an advantage over having a wide span of control as it increases communication and managers can have more effective control and support with their employees. Tesco’s organisational structure is decentralised because it is such a large company with almost 5,000 stores worldwide (Statista, 2022), the PLC board give the decision power to lower-level managers such as store managers who are to report to regional managers and are given the authority to make efficient decisions for each location, it would be impossible for the PLC to have control over all decisions making processes in all the stores. They recently made changes to the store management structure to introduce team manager roles as the way customers shop has changed so they need to change the way their stores are managed (Jahshan, 2021).
[bookmark: _Int_G1xkkD8b][bookmark: _Int_SkRWv4jQ]In regard to the change management process, the structure of Tesco will have advantages and disadvantages. Having a hierarchical structure and narrow span of control will benefit the process because the supervisors and managers will be able to support and motivate employees more effectively through enhanced interactions and have more control over the processes, monitoring how employees are implementing the changes and have the ability to provide training creating better awareness. The decentralised structure they have adopted will also have its benefits to the change management process because the decision power is given to store managers, they are able to implement the changes and communicate with the input of employees which increases employee job satisfaction and morale, it also allows for faster more efficient decision making because they able to make decisions and react quicker without waiting for the higher level of the board to confirm, particularly in the retail field Tesco need to make rapid decisions to maintain customer satisfaction, lower level managers being able to make decisions is also beneficial because they are closer to the problems and can observe the daily functions to then make changes that will help the business grow and be sustainable. Particularly during the Covid-19 pandemic rapid changes had to be made to ensure safety they implemented new delivery slots, one-way aisles and protective screens; this was an important part of carrying out a change management process and the structure they operate in. 
Disadvantages to the change management process
On the contrary, there are some affects that the structure will have upon the change management process. Due to the hierarchical structure, there is a longer chain of command between the lower and higher levels this can cause employees to feel disconnected and less valued because they do not have direct communication with the higher level of command. In addition to this and the narrow span of control, with the responsibility falling on store managers and lower-level managers it is important that managers are consistent and demonstrate the competency to delegate and maintain the level of control and authority for tasks and goals to be met. With regards to the decentralised structure of Tesco, with there being a high number of managers and supervisors, this can cause more inference in the decision-making process as there are more employees who can have input, this can lead to the environment becoming disruptive and having lack of clarity in authority, whereas a centralised structure allows for a clear chain of command and decisions are solely made by management who give direction that employees must follow, a decentralised structure can make the change management process more difficult and take a prolonged amount of due to multiple inputs.

Conclusion
Based on the key findings of this report, it is evident that automation is becoming a major factor in the development of the world of work and is going to continue to impact in the way working environments operate. Alongside the key role of automation, in this rapid changing era as we move towards creating equality and flexibility it is important for organisations to evaluate their workplace culture and needs of its employees to ensure that they maintain a healthy and productive environment, without making changes companies will be susceptible to job dissatisfaction from employees which can result in higher job turnover. When implementing change in the workplace, based on the research of Lewins change management model and Kotters 8-step model, it can be seen that Kotters model is much more meticulous in the change process and details further steps than Lewins which will help organisations in implementing change in the best way looking at the effects of Covid-19 steps such as removing barriers to action and particularly as it is related back to automation and changes in the world of work today, following a change management process is key to having a positive and effective outcome. When analysing organisational structure and looking at the effects structure can have including span of control and decentralisation/centralisation it is visible that the structure organisations chose to operate in largely effect the change management process both positively and negatively, it is vital that these factors are best fit to the size and scope of the business in order to function effectively, as organisations grow and change these decisions may also change with it. 
Recommendations
It is recommended that organisations such as Tesco continue to move towards automated services to offer the best experiences to its customers to continue to be sustainable, as findings have shown Tesco continue to implement automation into its stores and daily operations which have proven to make for more efficient services even with its challenges, it is suggested that the change they made to scan as you shop payment options and only allowing customers to pay with card, that this is re-evaluated so that customers still have the option to use cash as this may result in less shoppers using the service. Whilst Tesco have made recent changes to their structure to provide a better service to their customers, it is recommended that they continue to assess the span of control and decentralised structure to ensure that it is the most effective approach as they continue to expand globally, with more changes and decisions having to be made, Tesco managers need to stay on top of the decision-making processes when implementing change to maintain a consistent and smooth running service.
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