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This report task will critically focus on Asda Stores Ltd change brought through Issa brothers and TRD. In terms of change management, as it responds to business environment dynamic, 
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Introduction

Asda Stores Ltd is a British supermarket outlet whose headquarters is in Leeds, England. Change management is a professionally organised systematic approach (Anwer et al., 2019). These changes have radically reconfigured Asda’s organisational structures and operations. Asda has undergone a series of changes, which shapes its current status, operation, and processes in the market. Recently, Asda changed ownership through incorporation of TDR and Issa Brothers. Such as change comes with far-reaching implications on its core strategies. Its new owners, Mohsin and Zuber Issa, in conjunction with TDR equity firm immediately initiate redesigns of Asda’s stores by creating new business hubs such as nail bars, cafes, and beauty salons (Jordan, 2020; Neate, 2021). This business expansion could have been considered a straightforward issue, but the takeover by the new owners was a subject under scrutiny by capital market authorities and critics. Thus, navigating such challenges remains a crucial part of professional management of change. With their business outfit named EG Group, which is a conglomerate of ventures, comprising of at least 5200 petrol stations in different parts of US and Europe, the new acquisition, i.e. Asda could perfectly merge into other EG group businesses (Jordan, 2020). The two brothers had expanded their business empire as most petrol station owners had sold their business to focus more on production and oil refining. Thus, supermarkets such as Asda saw an opportunity of expanding their customer base by adding petrol stations to supermarket stores. However, Mohsin and Zuber Issa saw this opportunity to add other retail businesses to stores beside petrol stations.
The Asda’s changes were occasioned by operational management related to reverse logistics, supplier connectivity and market base (Xie and Allen, 2013). The Asda's operational management was the ineffective connectivity among the suppliers of the product (Matusitz and Leanza, 2011). The organisation was ranked last in terms of supplier connectivity due to its inability to follow the grocery supplier code of conduct due to delays in payments, which call for improvement.
Various models and theories can help Asda align its operation and practices following acquisition change. Kotter’s change management model is one of the change frameworks that explains change management. Kotter’s is defined by urgency, team building, developing vision, communication, managing challenges or impediments to change, focusing on short-term wins, change incorporation, and keeping pace (Tang, 2019). Kotter’s model provides a stepwise approach to implementing change and defines areas where there can be the anticipation of challenges. However, organisational change is a highly fluid process that impacts various facets of the business. Thus, a company that uses Kotter’s model to manage change may encounter challenges because this model has the linearity of implementing change (Kang et al., 2020). However, changes occur unpredictably, which may render this model ineffective. For instance, the challenges faced by Asda prior to acquisition might not have been predicted in Kotter’s model.
As of now, Asda is currently owned by the Issa brothers and TDR Capital. TDR Capital is a private equity organisation Issa brothers and TDR Capital founded a firm holding outfit named Bellis Holdco Limited, which is the immediate parent of the retail giant (Owens, 2021; TDR Capital, 2021). The second firm that owns part of the retail giant is a private equity firm known as TDR Capital. TDR controls $10 billion worth of business and has been under scrutiny for its tax practice (Reuters, 2021). However, Walmart retains a shareholder position. The new structure resulting from the acquisition of Asda provides a critical change that can serve as leverage for new strategies and a competitive market edge.
[bookmark: _Toc98438667]Main Findings
To support this section, SWOT and PESTEL models shall be used to define and elaborate on the concept of change. Critical analysis of the business environment reveals uncertainties and market unpredictability. It is presumed that business organisations may always respond based on emerging opportunities, threats, and challenges, according to environmental theory (Saebi, 2014). Challenges such as evolving customer demands, difficulties in retaining brand loyalty and staff inefficiencies are some of the issues that account for changes in the retail industry (Larke et al., 2018). The nature of business, strategies, and operations in Asda should be implemented or practiced in light of various laws, emerging issues, and opportunities. The contemporary business environment is quite dynamic, which warrant organisations to be aware of their surrounding changes.
[bookmark: _Toc98438668]Asda SWOT Analysis
	Strengths: 
· Asda’s diversity in nurture of change underscores its strength. Asda with its partner have diversified its products to capture even growing market segments such as beauty industry.
· Relatively calm political environment, with support from EU. 
	Weaknesses:
· Brexit phenomena which disrupted market supply.
· Limited global presence of Asda is one of major threat when compared to its competitors.

	Opportunities:
· Increased online presence 
· Increased global networks gained form partnership with Walmart, which part of the current change plan (Walmart, 2020).
·  
	Threats:
· Intense competition from Tesco, Morrisons, and Waitrose.
· Increased lawsuits (Matusitz and Leanza, 2011).
[bookmark: _Toc98438669]Meeting evolving customer needs in the current retail business such Generation Z consumers is challenging for retailers (Piotrowicz and Cuthbertson, 2014). Furthermore, customers are increasingly conscious of health, hence, Asda capacity to provide such product raise concerns.
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	Political:
· Political stability in the UK 
· Political decisions may affect governance.
	Economic:
· UK’s economic growth
· Other economic factors such as inflation rate, interest rates and competitive pressure.

	Social:
Inclusive social practice and corporate responsibility such as increase focus on needs of customers with special disabilities in Asda.


	Technology:
· The digitalisation of Asda operation is making it easier to connect with consumers. 
· The smart technologies are enhancing consumer shopping experiences, will likely allow Asda to stay competitive (Piotrowicz and Cuthbertson, 2014). 
	Legal:
Asda’s face various challenges within the context of competitive and consumer protection laws. For instance, the current future of change raised concerns because CMA felt that the change could raise price of petroleum products. Previously, MA prohibited Asda from merging with Sainsbury (Haydock and Smith, 2019).
	Environmental:
· Need for consumption of organic foods
· Steep market competition 



More often, it is used by strategic planners to analyse and scan the macro-environmental factors that affect a business. The benefits derived from a comparatively stable political environment in the UK have benefited Asda, but the Brexit phenomenon created a sense of businesses uncertainty. Political events such as Brexit have significant implications on retail stores such as Asda because they disrupt the supply chain in response to Brexit (Marshall, 2020). However, the recent political agreements, such as the one between the UK and the EU, could be a source of hope for better business amongst retail stores.
The social issues are already affecting how stores practice specific norms. Asda did introduce a “quieter hour” in its stores to help customers. This one-hour slot which starts from 2 pm to 3 pm, allows customers with hidden disabilities to shop comfortably (Mirror, 2021). Thus, introducing quieter moments for customers to shop will be more welcoming and inclusive for customers with additional special needs or disabilities. This is one of the approaches that organisation strategically demonstrates their corporate social responsibility to promote social equality. The contemporary business environment is undergoing unprecedented transformation across many spheres. For instance, the wave of feminism is on the rise, where issues about the gender pay gap are gaining more awareness and recognition (Spentzari, 2021). The gender pay gap reflects variations in the average gross earnings between women and men. There are disputes regarding the perceived difference in pay between women and men and modern-day slavery. Another issue that is relevant to UK retail stores is animal welfare. These are issues that Asda with newly founded owners must be alert on these concepts.
The Issa brothers and TDR Capital acquisition of Asda is a leadership-driven change. Leadership is an important aspect of organisational success and thus a necessity for the leaders to manage the change. Leaders can involve in the process of change by clarifying the vision and communicating it effectively. The second aspect ways of leadership involvement in change are staying connected with employees. The critical role of leading change management is to encourage people to buy into their vision for the organisation. It is necessary to focus on consistent communication about the organisation's day-to-day issues and more serious changes within the management processes (Ajmal et al., 2012). Thus, leaders can explain their strategic goals and vision to the organisation.
The complex areas of change within the organisation are those which can either be inflicted naturally or the current trends. For instance, business strategies such as merging and acquisitions are complex undertakings that require not only proactive organisational engagements but also regulatory participation and approvals. The New British ownership, i.e. TDR, has deployed its leadership capability to accelerate Asda’s strategy. TDR/Asda’s leadership has strategically focused on low-pricing an approach to gaining a competitive edge. Regarding other key challenging areas involving ownership and acquisitions, the Issa brothers and TDR Capital acquired Asda with equal shareholdings, but Walmart retained equity investment (Walmart, 2020). This approach ensures better collaboration and creates a business environment that meets all stakeholder’s interests. The acquisition is strategic because the Issa brothers, alongside TDR Capital, bring expertise that would boost Asda’s business by stronger retail brand partnerships that would help expand Asda’s market control and to meet the need of broader UK shoppers (Walmart, 2020). Furthermore, the existing Asda management and leadership teams remain key stakeholders behind growth strategy, with a boost from access to Walmart’s global sourcing in terms of business scale and innovation. Besides these strategic leadership approaches, following the Issa brothers and TDR Capital acquisition of Asda, the new business outlook resulting from this change should concurrently focus on emerging and existing retail trends. The current trends that retail stores consider include embracing a digital-based economy, conscious consumerism, and increased collaboration and partnership with meaning (Deloitte, 2022). By aligning its strategies to these trends, the change involving the Issa brothers and TDR Capital’s acquisition of Asda would widen its grasp of the market, boost branding and gain a competitive market edge.
Leaders have a role to play in ensuring that the management of an organisation is done on a gradual basis. The transformational leadership theory is suitable for managing changes such as Asda and TDR (Ghasabeh et al., 2015). Issa brothers Asda and TDR could have actualised their partnership and acquisition change due to transformational leadership. It is perceived that a transformational leader inspires and leads people to utilise their abilities and innovation capabilities. Theorists argue that the transformational leadership approach is even better than pragmatic leadership (Anderson and Sun, 2017). Amidst business challenges, Issa brothers Asda and TDR were transformative in adopting such a change. 
Even after the acquisition of the retail company from Walmart by the TDR Capital and the Issa brothers, the retail company’s culture has remained more internally than externally driven (Walmart, 2021). Despite making sure a dynamic response to dynamic consumer needs, the firm's top executives openly outline the significance of embracing an ethical approach while meeting market needs. 
An organisation's environment is dynamic and ever evolving, obligating to adopt a flexible perspective about change (Kitson, 2009). In change management theories, the culture of people can influence trust and willingness to embrace change. Change theories serve as crucial tools in managing an organisation's cultural discrepancy towards change. However, the traditional change management theories such as Kotter and Lewin’s theories have been subjected to criticism due to their inability to capture the nature and culture of an organisation undergoing change (Saetren and Laumann, 2017). Still, successful outcomes and change sustenance are firmly hinged on an organisation's culture. An organisational culture lays down the fabric that props the aspirations and drive of change agents. This essay examines Asda change management dynamics from the lenses of organisational culture, the role of change agents, and theoretical underpinnings.
Organisational culture is inflexibly intertwined with employees' perception of change (Onyango, 2014). It provides the glue that sticks together with the essential component for achieving desirable organisational goals (Shahzad et al., 2014). It also affects employees' commitment to goals, for it instils a sense of ownership and empowerment (Shah, 2015). Thus, excellent organisations often invest in inspirational values and attitudes, for they understand that the success of change management is firmly hinged on positive organisational culture. An organisation's culture comprises its system of beliefs, rules, and personality (Alvesson, 2012). These variables intersect invariably during change management to determine the outcome of the process.
The influence of culture on change is highly evident in Asda's case study, a retailer whose success is firmly attributed to its flexibility and appetite for innovation (Careershelp, 2020). Since its inception, the retailer has enjoyed exemplary leadership and personality (Alvesson, 2012). A critical aspect of such a willingness to change is evident in the leadership drives to create brands, differentiate into new horizons, and adopt drastic changes such as merging being driven by organisational culture. Organisational culture is the main driver of success for Asda, a retailer that has survived declining sales in a highly unpredictable and volatile industry (Schneider and Harknett, 2021). Asda has also benefitted from mergers that support instead of oppose its solid values and attitudes toward change.
This section critically elaborates on contribution of change agents for Asda has been modulated its strategies to match existing and emerging market needs. The “change agents” can help or hinder the change process on an internal or external basis. For instance, the UK Competition and Markets Authority critiqued Bellis Acquisition 3's Asda Group, citing the potential effect of increasing fuel prices (Walker, 2021). However, internal agents of change in context of Issa Brothers and TDR Capital serve as an agent of change by ensuring that the deal went through by engaging in constructive talks with the regulator to agree on a to achieve resolution for all parties. There is also engagement between suppliers, customers, and Asda/TDR Capital/Mohsin and Zuber Issa to ensure that such a change was embraced. This approach of managing change could be understood from Lewin’s and Kotter’s theories of change, where change management involves eliciting the need for change while managing challenges that could impede such a change.
Change agents are a critical component of change processes, for they visualise and catalyse the change process. They are the people with the ability to stimulate, influence, and organise the process of change (Lunenburg, 2010). For change to be successful, the interaction between change agents and important organisational decision-makers is indispensable. Change agents could either be external or internal to the organisation (Volberda et al., 2014). Scholars support the training and equipping of employees with skills for managing change processes (Tschirky et al., 2011). Other scholars advocate the use of middle-level managers (Buick et al., 2018). It is specifically critical in innovation-based companies.
 The first change agents in the inspirational Asda success story begin with the Asquith brothers, and Jack Hewitt, who demonstrate desire for change and revolutionary idea in retail business (Anderson and Anderson, 2010a). Later, under the management of John Fletcher, a new change agent was in the offing, introducing revolutionary product designs such as clothing brand.
The recent changes in Asda, marked by the acquisition by the Issa brothers and TDR Capital, could be explained by a spectrum of theories surrounding retail change. The theories of retail business, such as environmental theory and conflict theory, explained past experiences of retail chains to improve current business. Environmental theorists show that retail institutions are economic entities, which means such entities face an environment comprising customers, market competitors, technology innovation. Conflict Theory reflects phases that a retail company endures when challenged by a competitor (Martadisastra and Faisal, 2021). These two theories are relevant to Asda, marked by the acquisition by the Issa brothers and TDR Capital. Issa brothers and TDR Capital acquisition of Asda as change face challenges and opportunities understood under environmental theory and market competition as seen in conflict theory.
There is a strong link between theory and practice in change management. Theoretical models are designed to act as compasses for guiding change agents in implementing change (Burnes, 2020). Change agents must select only the appropriate change management model which suits the organisation. Indeed, some models are more effective than others (Calder, 2013). Kurtin Lewin invented one of the most popular and simplistic change management models. The model encompasses three significant steps: unfreeze, change, and refreeze (Griffin et al., 2016). It is an idea that came from the concept of an ice block that needs to be delicately transformed into a new shape. Although the present case study does not provide specific and intricate details on how change agents implemented the change in the organisation, the success of every change initiative they undertook underscores the fact that they heavily relied on an effective model such as the one proposed by social psychologist Lewin. In the first step, the change agent prepares for change (Parish et al., 2008) by unfreezing the block of ice. Here John Fletcher could engage the stakeholders, negotiate, communicate, and train and motivate employees. During the second stage, Fletcher, as the change agent, needs to remodel the unfrozen ice, now water; thus, this is the process where real change occurs (Schermerhorn Jr et al., 2011). Fletcher has built on the operational capability and now uses the skills to remodel the shape. However, Fletcher also needs to solidify the changes, hence, the concept of refreezing. At this stage, the proposed changes are incorporated within the organisation's cultural fabric. Lewin's approach also mirrors Kotler (Gupta, 2011), who breaks down the process into eight seminal stages. Kotler focuses on leadership in change management drive (Anderson and Anderson, 2010b), which implies that a change agent such as Fletcher would lead from the forefront instead of managing the process.
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Asda: Analysis and Critical Evaluation of a Major Change 2
For future successful change outcomes, the organisations could implement the following strategies as encapsulated in the plan.
	
Area of Development to improve/Change/Planning and Implementation
	Actions to be undertaken
	Priority
Low/Medium/High
Why-Explain your decision
	Support and Development.
Internal/External
From People, Financial, Physical Resources
	Review Dates
Set review date and explain your decision
	Other comments
Will you set ‘interim’ review dates-why might they be necessary?

	Collaboration 
	Strengthened collaboration amongst core stakeholders in change management. This includes bringing on board Walmart Inc. (“Walmart”), TDR,
Asda Group Limited, the Issa brothers
	Its high priority intervention because all the partners and stakeholders are needed to implement the change. 
	Capital Market regulator
Leadership and management training 
	20.04.2022
	The change is more of a partnership process. The overall change assumes a structure in which the Issa brothers and TDR Capital possess a majority ownership stake in Asda, while Walmart retains an equity investment and commercial relationship and a seat on the Board, which demonstrates the need for proper business cooperation.

	Re-enact organisational culture: 

	Redefine desired values/behaviours/norms. Align culture with strategy and processes such as newly formed partnership between TDR, Issa brothers, Walmart and Asda
Connect culture and accountability among all the parties and partners
Redefine the non-negotiables in terms of culture.
Align culture with Asda brand cultural inclusion 
	Medium 
	Asda/Walmart/TDR employees and management 
Embraces cultural diversity for all people and clients as guided by five pillars encompassing gender, disability, sexual orientation, ethnicity and age.
 .
	20.05.2022
	

	Business diversification 
	Continue with redesigning stores and diversification of business.
	Priority Diversification will help reduce risk and facilitate increase market control and profitability.
The diversification of the Asda and its partner business is mean to increase revenue streams and gain a robust control of customer share in market dominated by equally strong rivals.
	Asda/Walmart/TDR employees and management 
	26.05.2022
	

	Expansion and Growth 
	Opening of new stores, with a target of achieving 200 by the end of 2022 and purchase of Asda’s fuel stations for £750m ,which will provide network of about 700 sites (Wood, 2021).
	Priority 
Expansion and growth of business reflect critical step to widen market control, with core objective of increasing profitability. 
	Asda/Walmart/TDR employees, management and the Issa brothers
	24.05.2022
	

	Innovation and exploration of digital opportunities in retail business
Meet the current trends
	Acceleration of digital transformation strategy to better manage Asda’s end-to-end operations. The part of this process involves adoption of artificial intelligence-enabled forecasting, omni-channel fulfilment end-to-end supply chain visibility, and strengthening workforce management capacity.
	Priority
Technological and digital spaces are providing enormous opportunities for business. Thus, any business organisation cannot afford to ignore the role digital space to undertake business.
The current trends that retail stores consider include embracing a digital-based economy, conscious consumerism, and increased collaboration and partnership with meaning (Deloitte, 2022).
	Asda/Walmart/TDR employees, management and the Issa brothers
	27.05.2022
	



[bookmark: _Toc98438672]Conclusion
Asda's, TDR, Issa Brothers and Walmart change in terms of ownership structure case, reflect a typical case of change management. Organisational culture must be streamlined to accommodate change, for it serves as a critical predictor of positive change outcomes. Lewin and Kotter’s change models offered great insights into what to expect and implement during every stage of change management. Other theories such as environmental theory, critical theory and transformational leadership could help understand how Asda, TDR and Issa Brothers could refine their market strategies.
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