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[bookmark: _Toc65169559]Introduction
Change management is referred to the methods and patterns through which the business organisations respond to the continuously changing internal and external business environment to sustain and gain competitive advantage. Due to the rapid change in consumer behavior and socio-economic condition across the world, it has been of high significance for the global business organisations to integrate various modifications through effective change management plan (Hayes, 2018). Due to the outbreak of Covid-19 pandemic, the human civilisation has come across unprecedented and drastic changes in life activities. The business organisations all over the world have recognised the importance of changing and up grading their existing business practices to cope up with the challenges of changing consumer behavior ensuring complete safety and security for the customers. In this report, the impact of the changes in the external environment and Covid-19 pandemic crisis on the business functionalities of Tesco has been analysed. The change model developed by the company to incorporate effective strategies in different business contexts to manage the changes successfully along with changes in leadership style has also been derived in this context. This report has analysed the impact of organisational culture on the change management program of Tesco stating a suitable change management plan to bridge the gaps in existing change management model implemented by the company. 
[bookmark: _Toc65169560]Recent history of Tesco
The management of Tesco has signed an agreement with Booker Group which has been the biggest wholesaler in the UK in 2017. Through the agreement and merger Tesco has become the largest food retailing organisation in the UK. In April 2017, Tesco has undertaken an initiative to sell out its in-shop optician business Vision Express as a part of its change management and cost reduction plan. By the end of June 2017, the management of Tesco developed a strategy of reducing the number of workforces by 1200 as a part of its cost cutting measures (Rosnizam et al., 2020). In 2019, Tesco has rolled out another major initiative of change management and cost cutting through closure of food outlets in 90 stores that has resulted into job cutting of almost 9000 employees (James and Cooper, nd). In 2020, the world has faced unprecedented occurrence of Covid-19 pandemic that has devastated human lives socially and economically. Drastic changes have been enforced in the business practices of Tesco also to cope up with the change in consumer behavior and compliance with the safety regulations established by the government. During the national lockdown period in the UK when the individuals had very limited access to the essential food and household items and came across significant challenges to maintain normal flow in their routine lives, Tesco also had to enforce certain purchasing restrictions on specific essential items like rice, eggs, soaps, and toilet papers etc. to provide equal access to the individuals for the essential products during the crisis time (Williams et al., 2018). 
[bookmark: _Toc65169561]Impact of changes in external environment including Covid-19 on Tesco.
The business functions and processes of Tesco have been impacted by various external factors existing in the macro environment of the business. The socio-economic status of the UK has been changing rapidly throughout the recent years impacting on the business functions of Tesco. As the recent history of Tesco has depicted, due to the degradation in the economic condition of the country, management of expenditure and cost cutting has been significant concern for the business organizations to sustain in the highly competitive marketplace. All the external environmental factors cumulatively affected the strategy planning aspects of Tesco which has been the leading chain of retailers headquartered in the UK. In 2020, Covid-19 pandemic has brought about unprecedented changes in human lives which are continuing to impact the human lives and economy adversely. Covid-19 has forced drastic changes in the business processes of Tesco and the management of the company has been continuously modifying the business practices and service patterns to retain its leading position in the UK retail market and serve the consumers without any difficulties. For this Tesco has been required to develop effective change management plan to maintain its sustainability and gain competitive advantage over its competitors operating in the UK. The impact of the changes in the external environment along with Covid-19 pandemic on Tesco has been analysed through a PESTEL analysis reflecting on the Political, Economic, Social, Technological, Environmental and Legal factors.
· Political factors
Due to its presence in multi-national locations all over the world the business processes of Tesco have been impacted by the various political factors in different nations. These have included mainly the taxation policies, business legislations and stability of the government in the specified country. Due to the prevalence of the financial and economic instability throughout the world Tesco has often come across challenging aspects in the political scenarios of the countries it operates in. Being a leading organisation operating in the retail sector in the UK, Tesco has been a major creator of job opportunities for the prospected candidates, and it provided employment opportunities to a significant proportion of people (Williams et al., 2018). Due to political pressure of creating employment opportunities and on the other side the instable economy has cast significant challenges to Tesco in maintaining its profitability and productivity. It has been forced to carry out certain cost cutting measures through reduction of workforces and closure of shop locations. Though it has helped the management of Tesco to maintain cost effectiveness and profitability in the economic crisis period, it has faced significant pressure from the government and political level regarding the job losses. In the crisis period of Covid-19 pandemic, Tesco has experienced unprecedented pressure from the government of the UK to comply with the Covid-19 safety norms and protocols within the due course of its business operations (Power et al., 2020). Complete adherence to the social distancing and isolation rules determined by the legislative authorities have been required to be taken up by the Tesco management and integrated into their business functions to continue their service and operations. 
· Economic factors
The constant instability in the global economic status, inflation and the increasing rate of unemployment has adversely impacted the business of Tesco in recent years. Despite its presence in different nations, the business of Tesco has been significantly dependent on the UK market where it holds more than 30% market share (Webb, 2017). Due to the constant changes in the economic condition globally, Tesco has implemented certain change management strategies like diversification and internationalization. The disposable and household income levels have experienced certain drop in recent years due to increased proportion of unemployment and poverty (Williams et al., 2018). The Covid-19 pandemic crisis has resulted into significant numbers of job losses all over the world. According to Office for National Politics (ONS), the unemployment rate in the UK has reached at 5.1% during the period of October to December 2020 which has been the highest since the last five years reflecting on the fact that 1.74 million people in the UK were unemployed (Adrjan and Lydon, 2020). This increased rate of unemployment and job losses have reduced the household incomes of the individuals in the UK and changed the consumer purchasing pattern.
· Social factors
The socio-economic condition in the UK has directly impacted on the business functions of Tesco. Throughout the years the consumer preferences, requirements and buying patterns have changed significantly. In recent time, the shopping trends of the people in the UK have changed and they have been more focused on one stop shopping and bulk purchasing. The business of Tesco has been impacted by the changes and the company modified its business offerings and included diverse range of nonfood and luxury items into its product and service range. Due to the constant rise in awareness among the people regarding their health and safety concerns Tesco has integrated wide ranges of organic products in its offerings. Due to the outbreak of Covid-19 pandemic the consumer purchasing pattern have drastically changed and the need of the essential items have surpassed the requirements of luxurious items (Power et al., 2020). The lockdown restrictions all over the country have forced the consumers to carry out purchasing through online mode rather than visiting the store outlets. This has changed the buying behavior and transaction modes of the business of Tesco. It has been prime focus of the management of Tesco to employ more attention on the online mode of business and logistics network to provide the customers with their orders at their doorstep through efficient delivery channel. To cope up with the challenges Tesco has recruited 50,000 new temporary staffs for supporting the already existing workforce both in offline and online business modes (Adamyk, 2019). Due to the increased demand of essential items during the pandemic period, the finance and administrative team members of Tesco took the shop floor to assist the operations along with their individual job responsibilities. 
· Technological factors
The growth of new technological aspects in the global business scenario has resulted into integration of new technologies in the business practices of Tesco. Due to the changing buying behavior, needs and preferences of the consumers and their busy schedule online shopping and transactions have been integrated into the business context of Tesco. For this Tesco has incorporated effective information technology for providing safe and secure platform to the customers during online shopping and payment transaction mode (Cameron and Green, 2019). During the Covid-19 pandemic period, the online mode of purchasing in Tesco has experienced exponential rise due to the lockdown restrictions and safety concerns of the consumers. For this Tesco has increased its delivery capacity through online mode by a significant margin of 1.5 million slots per week serving almost 674,000 customers in the UK. This initiative has required highly efficient and user friendly digital technical platform to provide the customers with favorable shopping experience without any difficulties and delays (Awadari and Kanwal, 2019). The self-service checkout points introduced by Tesco have improvised the customer experience reducing the labor cost by a significant margin. It has also taken part in various energy efficient projects to reduce the amount of carbon emission and carbon footprint for the future. 
· Environmental factors
The awareness among the global people regarding the environmental aspects has impacted the business strategies of Tesco. Throughout the years Tesco management has been focused on reducing the carbon footprint by 50% margin by 2020 (McNeely, 2021). To achieve this, it has implemented certain strategies as a part of the change management project plan considering effective waste management, recycling, and disposal. During the crisis period of Covid-19, complete focus on maintaining the safety measures and hygiene factors by implementing up graded sanitisation and social distancing practices. Proper disposal of wastes, Personal Protective Equipments (PPE), face masks, hand gloves and sanitisers used by the in-store staff members ensuring safety and protection to the external environment during the ongoing crisis of Covid-19 has been the key focus of the management of Tesco (Adamyk, 2019). 
· Legal factors
Different government policies and regulations have impacted the business functions of Tesco. The legislations imposed by the Food Retailing Commission (FRC) in 2004 has forced Tesco to design its business offerings and services accordingly with compliance to the rules and protocols established by the authority. The codes of practices introduced by the FRC has enforced ban of specific business operations of Tesco including change in pricing of the products without prior notice and supplier payment methods (Stouten et al., 2018). These legal factors have facilitated price reduction of the products offered by Tesco through various promotional and discount offers (Adamyk, 2019).
[bookmark: _Toc65169562]Management approach and model along with leadership style for managing change. 
[bookmark: _Toc65169563]Changes in business due to external factors
Recently, the outbreak of Covid-19 has affected human lives as well as the businesses. Every industry including the retail industry has faced adverse effects of Covid-19. The business organisations in the UK, recently, also have faced political instability due to BREXIT through which the UK has left the European Union. On the other hand, the GDP in the UK is high; the economic stability and high level of ability of spending of the consumers in the place are good or positive aspects for the businesses. The VAT, on the contrary, affects the businesses in relation to high taxes. As stated earlier, there are economic, political, social, environmental, technological, and legal changes occurring every moment in the UK business industry. 
[bookmark: _Toc65169564]Changes in Tesco
The retail industry including the multinational business organisation of Tesco is not different from this matter. The changes and issues due to the same happened in the Tesco are as the following: 
1. Due to BREXIT, the prices of raw materials have started getting higher day by day. However, Tesco has managed to keep the prices of its products and services similar for the customers. Tesco’s Chairman, Mr. John Allan recently assured that the prices of the products will not be increased, thereby; the cost will not affect the customers due to BREXIT. Furthermore, Tesco has also stopped taking raw materials like food supplies from other countries within the EU after Brexit; it will not compromise the food standards for this. However, BREXIT has not had any positive effects on Tesco, according to Mr Allan. Therefore, the changes have been modest within the organisation as well. 
2. Due to Covid-19, Tesco has applied changes in its stores. Tesco has opened more checkout counters for managing crowds of customers while maintaining social distancing. It has further provided priority entry to the carers including staff of NHS and other emergency services. It has also provided separate hours (9 to 10 AM) for vulnerable customers; the same has been termed as priority shopping hours in Tesco stores. To prioritise the carers and NHS workers as well as other service providers, extra hours will be given to them for shopping essentials. 
3. Health and safety of the customers and employees are being given more priority due to the current pandemic. The Covid-19 has not affected the business or profit margin of Tesco because people have chosen to shop more of the essentials including food items during this time (Nisbet and Carter, 2020). Tesco has also tested its colleagues for Covid-19 positive symptoms. During the national and international lockdown, it has further maintained the health and safety protocols for the customers and employees. Many employees were working remotely (tescoplc, 2020). 
4. Tesco has applied many changes in relation to fighting Covid-19 outbreak. It has provided good stock of materials and products for customers. Tesco has further doubled the home shopping of grocery. It has, on the other hand, applied buying limitations on some products (tescoplc, 2021). 
[bookmark: _Toc65169565]Change management models. 
There are various change management models that are applied in the business organisations. The models provide a framework for the purpose of managing the changes within the business organisations. The chosen change management models, in this regard, as follows: 
[bookmark: _Toc65169566]Kotter’s change management model
One of the most popular and most significant change management theories including models is the Kotter’s change management theory. Its focus is the change of the employee against the concerned change within the organisation. Its eight stages help in managing change with a structured framework. The eight stages are as the following:
1. Increasing urgency: Creation of a sense of urgency is the most important stage of this model. It helps in raising awareness among the employees in relation to the requirement of implementing the change. It also is helpful in creating motivation among the employees and encouraging them to implement the change in a limited amount of time (Hayes, 2018). 
2. Building the teams: Identification of the proper and appropriate expertise and skills of the employees and their personalities for managing the change is the next step in this model. The different personalities, in harmony, will be helpful in driving the changes within an organisation. Identification of the skills and personalities is also helpful in relation to assigning the roles and responsibilities as team members. 
3. Getting the correct vision: Sharing the aims and objectives of the change management with the employees is the next most important step of this framework. In this regard, both the strategies in relation to the change management and creativity of the employees are required to be taken into consideration (Doppelt, 2017). 
4. Communication: Communication is the key of being transparent which is necessary for managing changes in the organisation. The communication, in this regard, has to be constant and frequent among the managers and the employees along with the leaders. The changes must be communication while being in the process of implementation. 
5. Getting things moving: The plans in relation to managing the changes have to be done in short amount of time. Taking long time to plan and short time to implement the same is not the key to applying this framework in change management. The strategies are required to be implemented soon with precision and diligence in this stage of the model. 
6. Focusing on the short-term goals: Building short term goals is helpful in relation to making the change happen in a wider perspective. Focusing on what will happen in the long term is not helpful in relation to managing changes within an organisation. The ‘How’s lie on the short-term plans. 
7. Incorporating changes: Reinforcing and making the change a part of the culture of the workplace is the next step of the Kotter’s model of change management. The employees would need time to adjust, and they should get reward for the small achievements. Thus, rewarding the employees is also a part of incorporating the changes within the business organisation. 
8. Not giving up: The attitude while managing challenges must be positive in relation to making the change happen within the fixed time. Therefore, giving up does not help in applying this model successfully. If managing takes time, the same must be strategically provided. 
From the above analysis, it can be stated that in Tesco, the Kotter’s change management plan has been implemented to deal with the recent changes within the organisation and to manage the other changes as well. In this regard, besides management, leadership style is also an important aspect to be considered. In Tesco, the democratic leadership style is followed for the purpose of managing change. It helps in making the employees take part in the decision making as well as change management. Thus, the participative leadership style helps in sharing the mission and vision of the company among the leaders and the employees (Iqbal et al., 2015). 
[bookmark: _Toc65169568]Evaluation of the organisational culture’s impacts on the program of managing change for the purpose of developing a suitable change management plan.
Organisational culture is one of the most significant aspects of the workplace environment. Positive workplace culture does not only motivate the employees but also enhances the performance of the employees. Organisational culture is not built in one or two days. As the organisation itself is not an individual, the same cannot build its own culture. Thus, organisational culture is the assimilation of the personal values and cultures of the employees, leaders, managers as well as the values in relation to organisational goals or objectives, etc. In other words, organizational culture refers to the experiences, philosophies, and expectations of the members of the organization and the behavior of the employees, leaders and managers as well. Thus, organizational culture, although is an internal aspect is highly impacted by external aspects or factors. The self-image of the members, interactions among themselves and with the outside world is the reflection of an organisation's culture. 
[bookmark: _Toc65169570]Types of organisation culture 
According to Kim S. Cameron and Robert E. Quinn, there are four types of organisational culture, in general, such as clan culture, adhocracy culture, hierarchy culture and market culture. The cultures are as the following: 
· Clan culture: Clan culture refers to a culture under which the employees are friendly groups, like a family. The focus of this culture is people. The work environment under clan culture is collaborative and the managerial approach is behavioral mostly in the clan culture. The needs and opinions of the employees are valued in the clan culture. However, although clan culture is highly motivational for the employees, the organisational performance may get compromised as it is not the primary focus of this culture. 
· Adhocracy culture: Innovation is the primary focus in the case of adhocracy culture in an organisation. The individuality of the employees is valued in this culture. They get the encouragement to think creatively and apply innovation through their enhanced performance. The organisational objectives and goals are prioritised in the case of adhocracy culture. Although this culture is highly efficient in relation to improving the performance of the organization followed by making the business profitable, it is a risk-taking culture keeping the business at constant stake (Cameron and Green, 2019). 
· Hierarchy culture: The companies following the hierarchy culture prioritise the traditional corporate structure. There remains a gap between the employees and the leaders due to authoritative or autocratic leadership approaches in this cultural structure. However, the objectives of the teams or the plans are clear; thus, the direction remains properly straight in this culture (Driskill, 2018).
· Market culture: Profitability is the focus of market culture. The plans in this culture are made keeping the market’s competition in mind. The role of every employee is different, and the leadership approach is encouraging the employees to take the company’s development into constant consideration. The managerial approach in this culture is result-oriented. The organisation following this culture wants to be the best in its sector by gaining competitive advantages. Market culture can be profitable for the businesses, but the rapidly changing market situations keep the employees under constant pressure (Heinz, 2019). 
[bookmark: _Toc65169571]Impacts of organisational culture in Tesco. 
Therefore, change management is directly related to the organisational culture. If any change is being applied within the organisation, the culture may change in accordance with the same. Each kind of organisational culture has different impacts on the changes while those are being implemented. Tesco’s organisational culture is focused upon the employees. The employees are valued here and rewarded as well but the organisational development is also focused. Thus, it can be stated that the organisational culture in Tesco is the adhocracy culture where the organisational performance along with the employees’ individuality are valued equally. Thus, while managing changes within Tesco, risk is a negative factor. During the pandemic, it has been a greater risk for the business to carry on its high profit margin. However, the adhocracy culture has helped the company to focus on innovative strategies to manage the change (Awadari and Kanwal, 2019). 
[bookmark: _Toc65169572]Organisational culture model 
On the other hand, according to Edgar Schein, the organisational culture consists of artifacts, espoused values, and underlying beliefs of the organisation as well as the employees. Therefore, the organisational culture is associated with both the internal and external aspects of the organisation. The components or elements of organisational culture according to the concerned model are as the following: 
· Artifacts: Artifacts refer to the visible signs of the organisation. Thus, artifacts include the dress code, furniture, decorations of the workplace, etc. Artifacts can make a place comfortable for the employees, it can attract the customers, provide room for health and safety measures of the employees, etc. (Schein, 2017). Thus, these are the materialistic aspects of the organisational culture. The artifacts may face the requirement of being changed due to the external environment. Such as, because of Covid-19, people are required to work remotely, maintain distance, wear masks; the offices even require sanitisation facility, etc. 
· Espoused values: Espoused values refer to the values being reflected through the way of working of the employees. Analysing the exposed values will be helpful in relation to understanding the culture of an organisation. Values, in this regard, are the organisational values in relation to the organizational goals and objectives. Thus, it is an internal and non-materialistic aspect of an organisation. The values may change if the goals of the organisation are changing. 
· Underlying beliefs: Personal beliefs of people are the underlying beliefs of the organisational culture. The personal beliefs held by the employees are helpful in building the organisational culture. However, underlying beliefs are also assumptions of the employees regarding the organisation, its working environment and pattern. Thus, the underlying beliefs may often affect the organisational culture based on stereotypes and prejudices (Schein and Schein, 2019). 
However, it can be stated that these facts are very impactful on change management because of their interconnection with the changes in the organisation. 
[bookmark: _Toc65169573]Development of suitable change management plan for Tesco 
The Covid-19 pandemic has resulted into development of effective change management models by the global organisations to sustain in the highly competitive business environment and gain competitive advantage. Tesco has implemented the drastic changes in its business practices according to the Kotter’s change management model. The experience of the outbreak of Covid-19 has completely changed the viewpoints of the business leaders of Tesco and they have recognised the need for certain inevitable changes in their leadership and change management models to eradicate any type of difficulties and challenges it might face in future. For this purpose, ADKAR model of change management plan can be applied by the business leaders of Tesco that includes Awareness, Desire, Knowledge, Ability and Reinforcement aspects of change management. 
· Awareness
It has been of utmost importance for the management of Tesco to raise awareness among its employees regarding the safety and hygiene issues to avoid any untoward incident related to contraction of Covid-19. The task forces should be aware of the changes required for sustenance of the organisation and facilitate implementation of those changes (AlManei et al., 2018). Awareness regarding the Covid-19 safety protocols and guidelines must be developed among all the stakeholders of Tesco including the customers, employees, management, suppliers, dealers, staff members, logistics personnel and the society to get rid of the adverse effects of Covid-19 pandemic (Ferguson et al., 2019). 



· Desire
The stakeholders associated with Tesco should facilitate active desire to be an integral part of the changes incorporated in the organisation. It has been the key responsibilities of the leaders of Tesco to inculcate the desire among the workforces to facilitate the necessary changes for the interest of all the stakeholders associated with its business (Hamilton, 2020). Tesco should integrate effective career development options and motivational strategies among its employees to empower them perform to their best competency level and bring effective changes into the business practices.
· Knowledge
The stakeholders associated with Tesco should be developed effective learning and understanding regarding the changes required in the business processes for overcoming upcoming challenges in future business scenario (Doppelt, 2017). Gaining knowledge from the previous experiences and learning how to cope up with the difficult situations in business scenario has been an integral part of the change management model that can be considered by the management of Tesco (Naidoo and Gasparatos, 2018).  
· Ability
The workforces of Tesco should be made able to successfully incorporate the required changes into the business practices. The ability of the employees would be enhanced through effective training and development strategies incorporated by the change management model. For this effective learning and understanding of the key aspects of the changes and implications of those in the personal and professional viewpoint of the stakeholders must be adjudged to make them capable of handling the changes efficiently (Dzwigol et al., 2019).
· Reinforcement
The changes implemented by the management of Tesco to cope up with the challenges in the business scenario must be reinforced for the sustenance for long term perspectives. Complying with the established guidelines and protocols of the authorities, Tesco will be required to maintain the sustainability approaches through effective monitoring and review methods to detect the probable shortcomings and area of improvement in the changing business scenario (Jayatilleke and Lai, 2018). 
For development of a suitable change management plan using the ADKAR model, SMART objectives have been developed to analyse the Specific, Measurable, Attainable, Relevant and Time-based goals that Tesco would achieve in near future for overcoming challenges imposed by the external environment.
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Conclusion 
This report has derived an effective change management plan for Tesco to cope up with the challenges of the external environment especially during the pandemic crisis of Covid-19. The recent history of Tesco and the impact of macro environmental factors on the business functions and profitability of Tesco have been analysed in this context. The management of Tesco has undertaken drastic steps in their business strategy planning to integrate modifications in the business processes and services offered to the customers during the pandemic period. Ensuring of complete safety and security to the consumer keeping focus on their health and wellbeing, delivering essential items at the doorstep of the consumers, integrating proper social distancing and sanitation measures, and deploying additional workforces to cope up with the increased demand have been the key concern of the management of Tesco. Through this report it has been evident that Tesco has incorporated Kotter’s change management model to cope up with the challenges imposed by the Covid-19 pandemic through integrating urgency, effective team building, determining vision, communicating, arranging resources, focusing on short term objectives, and implementing changes.  The organisational culture of Tesco that has driven the workforces to perform to their best abilities through effective leadership has been identified to be adhocracy culture having innovation and creativity as the prime focus of the management. It has been recommended through this report that the ADKAR model of change management would also be beneficial for Tesco to overcome the existing challenges in its external business environment.
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Specific  Measurable  Attainable  Relevant  Time based  

To eradicate  the adverse  impacts of  Covid - 19  pandemic on  the business  profitability and  productivity of  Tesco.   To reduce the  absenteeism of  the workforces  by a significant  margin assuring  them  for  complete   safety  and security  through  integration of  covid - 19 safety  measures.  To educate all  employees of  Tesco  regarding the  safety norms  and practices  with adherence  to the  government  guidelines  related to  Covid - 19.  Tesco would  incorporate  effective social  distancing and  sanitisation  measures for its  stakeholde rs  and all the  products offered  through offline  and online  modes of  business.  Tesco would  set a time  frame of two  years to be in  complete  compliance with  all the Covid - 19  protocols and  guidelines.   
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