


Executive Summary
This report will give you a brief introduction to who Tesco PLC are and the proposed change of closing counters within their stores as well as closing some of the store’s pharmacies. Additional to this the Tesco proposal includes the restructuring of its staff as well as introducing a development for staff of Tesco. The following report will break down, why the change is happening, how it will impact its stakeholders and the driving and restraining factors of the change. The report also gives an indication of how the change was delivered to the stakeholders and how to measure the success of the change. 
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Introduction
	Tesco PLC is a well-known multinational Retail company and brand with many shops from small scale local shops known as Express stores to the larger scale supermarkets known as Extra stores, not only a walk-in shop for your meal deal but also has a high presence for online shoppers with flexibility of delivery slots and click and collect options to purchase your day-to-day shopping for groceries, household items and clothing, and a presence within the financial industry as a bank and an insurance company.(Tesco PLC 2023)  Tesco was originally formed in 1924 by Jack Cohen and Terry Stockwell over teabags, there has been many Chief Executive Officers (CEO) since Cohen and Stockwell left the reigns with Ken Murphy currently in the position and has been since October 2020 with thousands of products and a lot of services on offer too. (Yahoo Finance 2019)
This report will explain the reason for change on the infrastructure of management and staffing within Tesco to help cut down on costs but also help retain staff with a development scheme. It will give an understanding of why this is happening using Lewin’s force field analysis (Cameroon 2009) as well as using Freeman’s stakeholder’s theory to give an understanding of how this change impacts those directly or indirectly involved with Tesco (Armstrong 2012). What impacts this change will have for the stakeholders of the company and how this change will be done but considering how this can be measured with how it impacted the people affected in a short term and a long-term period. 
With change there are three different formats of change being strategic, transformational, and operational. With the changes that Tesco have completed they come under two of the three categories being Strategic and Transformational. (Armstrong 2012) The reasons being is that the changes are affecting the structure of the day to day running of the stores and working towards Tesco’s long-term objective on being a successful business, with focusing on the moto of Tesco being “Every Little Helps” (Creative) and Tesco business model which is mentioned below. 

What was the proposed change?
	The change within Tesco was to close counters, close some pharmacies within stores and change the structure of management within Tesco stores. (Kowelle, 2023) Breaking this down Tesco wanted to close the likes of its fish and deli counters this was due to the cost of them and the change in buying behaviour of its customers. With the closure of some of its pharmacies Tesco took into consideration of how far the nearest pharmacy would be for customers and chose within a mile to ensure customers could still access these, without having to travel a far distance. With the management changes this was down to cutting back on cost meaning new roles with different hourly rates. As these changes affect the flow of the business, Tesco had to offer redundancies as well but balanced this with putting a new development plan into place for staff development which could lead to future progression within Tesco. As well as cutting costs, Tesco have been new roles for staff members. This seems conflicting; however, responsibilities have been lowered but this has also impacted employee’s salary. Tesco have not stayed away from making transformational changes within the workplace with them closing one of the call centres in Cardiff again as a cost cutter and allowing the Cardiff call centre staff the availability to move to its other call centre rather than staff losing their jobs. (Financial Times 2017)

What was the cause for the change? 
	With the challenging times that have occurred over the past few years many businesses and many people have had to make sacrifices and changes to support themselves. This is the same for Tesco, unfortunately with the difficulty of COVID19 and many other restraining factors such as inflation and energy price increases this has seen Tesco’s running cost increase. Also, these changes have had a bigger impact on customers purchasing habits with the luxuries being cut back from consumers weekly/monthly shops. This had an impact on Tesco’s counters and with the running cost also increasing the price of such products affecting the sale of these. With Tesco’s business model being to focus on the “little things to make a big difference” (Tesco PLC). When evaluating the business model, it is evident that Tesco want to be effective on customers but do not want to make changes unless needed to. This has been something that has taken presence with the most recent change, making minor changes but overall making a bigger difference to more than one branch of the stakeholders.



[bookmark: _Hlk134088387]What were the Stakeholders factors with the change?
	There were many different things to think about when deciding this change and the main contributing factors were both to do with stakeholders who are involved with Tesco directly such as customers or indirectly such as investors. These stakeholders were both the customer and the staff but also thinking about the impact this will have with current and future investors. Below is a Stakeholder theory showing how and what impacts have been considered for the change within Tesco. 
Customers 
The impact on customers would have been one of the main influences as with Tesco’s business model customers is one of the three pillars it considers as of its infrastructure. When looking into the closure of pharmacies and Deli counters; One of the questions asked was how this will affect customers, can they get this from local places. Not looking to put the customer at a disadvantage by making customers travel further afield which would result in finding alternative places to purchase other household items and pushing customers to other companies resulting in further losses. What Tesco have needed to do is take customers into consideration when making any changes to ensure its focus remains on delivering great service, good products and at reasonable prices to ensure it remains competitive and still a go to supermarket standing out from its competitors. (BBC 2022)
Staff
With firstly looking to close pharmacies and Deli counters, the first thing staff members would think would be what is happening to them. This resulted in redundancies and change of roles for several staff members with being giving the option to move to another part of the store. With the management change again this resulted in redundancies, change of role and a change of salary for some staff. With the current cost of living crisis, this would not have been the news staff wanted, having to change the way they live due to a cut on salaries for those affected. On the positive side of the management change this opened a development opportunity for other members of staff with the plan coming in for development and having a different structure of progression for the future.
Not only would this have affected staff members roles, but it would also have impacted staff’s morale and wellbeing not knowing where they stand within the current contracts they have and changes taking place. This would have impacted the daily conversations within the canteen making hear say conversations. To counteract the negativity of redundancies, it was important to communicate the positiveness of the news with the development opportunity, with gaining an understanding that this can lead to more opportunities and self-development on a personal and professional level. Aside from this it was important to gauge the staff members affected wellbeing levels and to be a support network for them with the changing news, encouraging them to use the employee assistance programmes that are available to them and signposting them to the ease of use and confidentiality that is there. 
Investors- Shareholders
With Tesco being a FTSE 100 company and having a yo-yo effect with the share price, being that they have decreased over the past five years but returning to where they were originally five years ago at £2.80. (London Stock exchange 4th May 2023)
With changes occurring and not knowing how this would impact your results, this has a risk attached for current and potential investors. With risk you need to know what the potential results would be and see if the risk is worth the potential outcome. Some investment analysts see Tesco shares as a median risk being that the business model of Tesco is flexible and manages to return to the same level of where they currently are. 
Taking the above into consideration the importance of communication the vision of the change was predominant with the investors to ensure that Tesco remain to have the financial backing of the current investors but to also open the door for potential investors with the change that happened. 
Competitors
With any news that goes into the media, its open to the competitors of the company. On the back of this news no other company has followed suit yet, meaning that its only Tesco making changes that need to be communicated publicly. Competitors could use this to their advantage, and this was why it was important to educate with the communication and ensure that the news was not all negative. When Tesco communicated the news of restructuring including the wording of redundancies, they reiterated that they are putting development programmes into place with the potential opportunities to progress and develop. This would have shown competitors, staff members and investors that Tesco is not falling but looking at new ventures to remain as a strong employer as well as remaining one of the top companies within the industry with a strong customer focus. (Statista April 2023)
What were the driving and restraining factors for the change using Force Field Analysis? 
	When considering the above theory which is also known as the forcefield analysis created by Kurt Lewin in 1951, you see in the below text that the driving factors outweigh the restraining factors. (Cameron 2009) 
 Driving factors
The driving factors for this change were around cost reduction which with the growing concerns around price increase on everyday bills such as gas and electricity as well as increased fuel costs, this has had an impact on the cost of retail companies’ expenditure for products and services. With increases coming to the business this then carries down to the customers who end up paying more for their goods, with this in mind and Tesco’s business model it was evident that something had to change and when looking at the wastage of products based on the customers buying habits it showed that the counters were not as busy compared to pre COVID. 
With the change though not only did this impact the counters where customers were buying non-essential items, this also had an impact on essential items which you can only pick up from behind the counters in pharmacies the reason Tesco have chosen to close some of the pharmacies within some of the stores was due to it not having a big impact on customers with Tesco choosing to close only the pharmacies within store where there is another pharmacy within a mile so not putting the customer out of their way. 
With the announcement of the change, the importance of the communication around staff development plays a major part for staff wellbeing and morale. This is showing them that Tesco still want to look to develop staff even with the changes coming in that are impacting current roles. Tesco reiterate that staff are still an important part of the success of the change and the future which shows that they are looking to take steps forward even with the current financial climate. 
With the communication of the change, it shows that Tesco have not done this on a whim but evaluated firstly on smaller stores to see if this has had any negative impact on customers and staff as well as purchasing habits with it being successful in them store then rolling it out across all stores. The reason Tesco completed the test of change this was to ensure that the change is sustainable and works for the correct reason which is to decrease the amount of wastage whilst continuing to encourage customers to continue their shopping within Tesco as well as keeping a happy safe work force and remaining a safe investment for current and future investors. 
Restraining factors
One of the main restraining factors would have been the negative press within the media. Customers, staff, competitors, and investors all have access to all avenues of media whether that be through the news on Television, social media platforms such as Facebook or even word of mouth from friends, family, or colleagues. When you read, watch, or listen to news the negativity is the main point and is repeated several times this is done to attract the audience and tends to be the takeaway point. That is why when Tesco’s announced the news it was important to not just mention redundancies or closing counters but mention what plans Tesco are putting in place to counterbalance this with the development plan for staff. 
Staff Morale and engagement would have been affected by the news also having an impact on the culture within the stores. Tesco would have had to think hard about how this news would have been communicated to the staff with the thought process of communicating to educate. With the news explaining why this is being done, how its going to impact staff with going through all the options available and ensuring to signpost the support networks available. 
With redundancies, it sounds like bad news but for a business and investors it can go either way, due to the fact you can get use it as a tool to lower your outgoing cost long term but also you tend to see the staff that take the voluntary redundancies are the staff who no longer wish to work for the company but are there just for the money, this then creating a more productive work force. As mentioned for Tesco this would be a short-term loss regarding having to pay out a higher amount over a short term, but long-term Tesco would be aware that the staff they have are there for long term scales rather than just for the money. Investors would again see the short-term loss, but long-term gain and most investors are investing for long term gains rather than short term returns. 

When considering the above driving and restraining factors it illustrates that Tesco have thought this change through and have done this to get the results, they need to ensure that they look after Tesco’s main stakeholders and looking towards the future with the driving factors outweighing the restraining factors due to the change being to make the business more profitable with cutting the running costs and also gaining a more productive working group. 

How was the change delivered? 
	The change was delivered in many methods depending on the targeted stakeholders. Reason for the differences was due to the nature of the stakeholders towards Tesco with some of the stakeholders being directly involved with the change compared to others who would embrace the change.
Customers had the news delivered in two main forms, first being through a news channel whether that was through the television, radio, newspapers, and even social media. The reason for this is due to the variety of customers and all having different preference depending on their lifestyles which would be like their interaction and usage of Tesco being online presence as well as face to face within the stores. 
For staff it was vital that the news came directly involved with the change and in person. This is due to the impact it directly or indirectly has on staff members working conditions. The communication would have been to educate staff on what the change was, why the change was happening, when the change was happening and how staff members play a part in the change as well as what the expected outcome of the change would be.
For investors, email or face to face communication would have been the chosen methods for them. This would be due to the nature of the investor being vastly different to both staff and customers, even though they have a direct connection with Tesco they are away from the everyday running of the business and seeking a return from Tesco in monetary value with dividends or selling of their shares of the company to gain a profit. The reason Investors would want the information communicated to them is so that they can make the right decisions on their investment of the company, Tesco would want to do this to ensure the backing of the investors are continuous and to gain or remain the trusted relationship they have with the Investors. 

What tools have and can be used to measure the success of the change?
When looking into measuring success of a change there are many factors to consider. Tesco’s change was affecting not just Customers but also staff and investors. Tesco could use feedback to measure success from all three stakeholders listed. Asking customers for feedback after shopping by completing surveys this can be done within stores or online. Accumulating the data and seeing what the scores are and any reoccurring phrases and wording based on the changes made. With Staff, Tesco again can use surveys but an effective way to track this without asking directly would be attrition and absence data comparing to before and after the change was delivered, see if there have been any negative changes. With investors a wonderful way to measure this would be comparing the share price before and after but also seeing who has sold or purchased shares. As well as analysing information available online stating how risky it is to purchase or sell Tesco shares. (Fidelity)
Tesco can also utilise the market that they sit within and compare profits and outgoings to Tesco’s main competitors. Looking to see what difference there has been since the dates of the release of the change to customers and when the changes will take place and after completion of the changes. Also using Tesco, themselves as a comparison and compare year on year profits, expenditure on staff, expenditure on development and wastage costs. This will give a clear picture of what has changed regarding the profitability of Tesco compared to the previous year as well as comparing to the competition within the market. (London Stock Exchange April 2023)

Conclusion and recommendation
	Upon completing the research of this change for Tesco, its evident that it was a strategic and transformational change. Reason for this is due to the ongoing financial strain left by the pandemic as well as political changes that have occurred causing further financial strain to businesses as well as customers with the ongoing cost of living crisis which are due to energy price increases which have had a knock-on effect to costs of other organisations and services. With Tesco reacting to the changes occurring from external factors, it was internal factors that had to adapt and change to control the impact of the external factors. However, the management system change is from internal factors, with how Tesco have progressed staff previously and realising that this needed to change to reduce outgoings with pay being one as well as wastage which resulted in the counters closing. 
Communication to staff was needed to be done in person to educate staff, what the change is, why the change is happening and how the change would be done. The importance of explaining that the redundancies are there due to the changes and explaining that Tesco are not looking to lose staff but adapt with the current economic challenges, reiterating the development plans are for personal growth and career path driven.
With the closure of counters this was completed sporadically with reducing hours firstly then permanently closing, this was the correct way to act to see if these impacted customers purchasing habits and checking if customers are returning with the changes.
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