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[bookmark: _Toc133961782]Introduction 

Change management sets out adjustment to a company operations where it can be as simple as employee promotions or can be major as a merger. It should be noted that, change management is something that can occur circumstantially or planned or it can be introduced slowly (Franklin, 2021). The prime aim of change management plan is to support employees to understand as well as adapt to a new way of working. Hitherto, to remain competitive business no matter the size need to implement the change management plan to keep itself prepare for the future where different economical aspects changes which can contribute to the success (Clegg and Amaro, 2017).

It is recommended and important, business to identify and implement change management at early stage to turn employee to adapt it quickly (Hughes, 2022). Henceforth, this report developed towards board of directors via applying the academic change management and leadership models, theories, and methods to explore and execute key issues of leading change within the workplace. A scenario was given as part of the report where change management and how it is crucial for the business has been scrutinised specially taking Covid-19 into consideration. Further, to carry out the analysis researcher has chosen J. Sainsbury’s PLC, a fast-faced retail where researcher is working currently and observed the change management plan and implementation over last five years. 
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[bookmark: _Toc133961784]Background and current state of the Chosen business

J. Sainsbury’s PLC, holding trading name as Sainsbury’s is second largest chain supermarket retail within the UK. Founded back in 1869 by John James Sainsbury’s with very first shop located in Drury Lane. Since than after lots of ups and down the business has developed itself to hold the number one position in retail industry until 1995, where Tesco another retailer has took the position and became retail market leader. As far as current state of the business is concern, the company is holding 14.6% share within the UK Supermarket sales as reported in September 2022. The company is split into three division such as Sainsbury’s Supermarket Ltd, Argos and Sainsbury’s Bank. As of 2021, the largest shareholder of the business is Qatar and the business is listed in LSE and constitute of FTSE 100 Index (Sainsbury’s, 2022). 

The current holding store of the business is 1400, area served – United Kingdom, revenue £29.895 billion where operating income is £1039 million and net income is £677 million. The number of employees working within the business is 171,000 whit support of them business has implement back to back change management action plan and tuned fundamentally stronger business (Sainsbury’s, 2022). As per Simon Roberts (2023) the CEO of the company have stated, “we have made the bold choice and minimized costs and turned business more resilient and profitable with growth profit at Nectar and strengthen the overall balance sheet. We have also re-invested the benefits within the business through priortising values, service for customers as well as innovation that drive the improvement for market share performance which in turn allowed business to ensure financial flexibility to make effective investment for customers, balanced choices while offering results at top of our expectation”

[bookmark: _Toc133961785]Involvement/relationship with the Company

[bookmark: _GoBack]The author of this research is working within the Sainsbury’s since 2018 as a customer services assistant. The reason why the researcher has chosen the business is; Sainsbury’s is great place to work where every colleague enjoy being a part of winning team as well as offer extensive service towards consumers. The company always ensure valued behaviour, making it better and be human approach towards its employee where every employee has voice and take part of the decision-making process along with store senior management. The business is highly ethical towards communities where it offers its product and services ethically not only that with charity donation to no waste to landfill are some initiative that turned researcher wonder and feel privileged to work with Sainsbury’s for long. 

[bookmark: _Toc133961786]An outline of a recent/current change initiative 

There are four areas of the current changes initiative that Sainsbury’s has undertaken to ensure its growth as well as become the market leader once again these are, “Food first, Brands that deliver, Save to Invest, Plan for better” (Sainsbury’s 2023).

Food first: taking cost of living into consideration, the business has identified customer want food at low prices as a result the business has come up with exiting new products and great customer services. This the area where the business is focusing and spending time and energy as well as investing to influence customer to choose the business over its rival. Taking the food first initiatives Sainsbury’s has invested £560 million to keep the price low over past two years which helping process of business to position itself better against all rivals as much as 16% (Sainsbury’s 2023).

On the other hand, the business has also launched new Nectar prices that offering discount to each Nectar consumers in Supermarket and online to have personalised discounts which in turn helping customer save £200 a year on shopping. With the help of food first, Sainsbury’s has also innovated its products range, ensure more TTD products, investment in colleague pay, colleague food, no landfill waste, charity code out process that has significantly increased colleague and customer satisfaction (Sainsbury’s 2023).

Brand that deliver: through this recent initiative, Sainsbury’s has improved significantly it profit generation of the brands and created £145 million more which has been invested to brand that deliver. On the other hand, through brand that deliver approach, Sainsbury’s has ensured growth of nectar users from 11 million to 18 million members. The Nectar360 tactics on track and it focus to deliver £90million incremental profit by 2026 (Sainsbury’s 2023).

Further, the business has transformed the TU and Argos sales on cost base rate turning business more profitable as well as competitive than pre-pandemic. Moreover, Sainsbury’s has launched habitat strategic alliances with the help of third party designer as well as offer value based market share in number of homeware categories. Through this Sainsbury’s has ensured 80% up clothing sales which was 15% during pre-pandemic time and during the time of post pandemic situation the range has reviewed where third party sale has been allowed to offer more convenience and choices. In a nutshell, through brand that deliver initiative, the business has maximised financial services profits, reflected higher credit demands as well as increased travel money volumes (Sainsbury’s 2023).

Save to invest: through this initiative, Sainsbury’s is delivered £900 millions of cost savings in past two years where the business is still focus to deliver cost saving og £1.3 billion over next three years. During the pandemic time, FY 19/20 has been impacted where operating cost was higher due to social distancing, limited customer at a time in store, PPE etc. but since post pandemic era, it has doubled the run rate. Hence, after the COVID, the business encounter higher than anticipated operating cost where productivity improvements were the key which in turn has reduced the labour cost while ensuring significant rise on colleague wages (Sainsbury’s 2023).

Plan for better: through this initiative, Sainsbury’s has played leading role in providing affordable high quality food which support sustainable and healthy diets and support customer their impact on the planet. The business has reduced, GHG – absolute greenhouse gas emissions in operation to 461,692 CO2 which ensured reduction of 38% YOY. As a result, the business has awarded with A rating certificate on Climate Change CDP submission for the ninth consecutive years and tuned only UK food retailer to win the award. Apart from that, Sainsbury’s has donated over 10 million meals via its partnership with Neighborly scheme since it launched in 2021 which prevented 4,500tonnes of food from waste. Finally, the business showed top-notched approach by reducing plastic packaging by 17% where the business has vacuum packed all beef mince; that has save 450 tones of plastic a year (Sainsbury’s 2023).

[bookmark: _Toc133961787]Recent history of the organisation 

From the above data and analysis, it has been seen that, Sainsbury’s in recent years performing very well and hitting YoY to an astonishing level however the journey has not been so smooth since the unprecedented time that every business has encountered due to Covid. Due to sudden wave of Covid, Sainsbury’s has dived to £261 annual loss despite having booming sales during the time of pandemic to ensure its consumers and colleagues are protected (Mckellar, 2023). During the time of pandemic and post pandemic Sainsbury’s has spent £485m thankyou bonus for colleagues specially who worked through the pandemic as well as vulnerable colleague who was isolated. As a result, the profit of the business hit by £423m due to its one-off restructuring costs including planned closure of more than 400 Argos store. Despite that, the grocery sales of the business rose to 7.3% which was more than double in compare to data set by 2018/2019. Sales of Argos, online, clothing seen huge growth which rose 9% by March 2021 (Butler, 2021). 

[image: https://www.about.sainsburys.co.uk/~/media/Images/S/Sainsburys/Timeline%20slide%20website.jpg?h=566&iar=0&w=920]
            Figure: Covid – 19 Sainsbury’s Timeline (Source: Sainsbury’s, 2021). 

To beat the losses, effective change management has been implemented where the business has added 400 new outdoor and barbecue product range and ensured alcohol sales are improved with various promotion. 18 more neighborhood store are planned during post pandemic time which included Argos and TU pickup points along with further 7 new convenience store. Because of this recent sale increased 13% which was 9% in previous year (Sarah, 2021). 


[bookmark: _Toc133961788]Recent history of Sainsbury’s – At a glance 

· Keeping colleague and consumer safe. 
· Full basic pay up to 12 weeks for vulnerable colleague. 
· Recruited thousands of temporary colleagues. 
· 10% thank you bonus. 
· Prioritizing online sales. 
· Prioritizing online slots for older and vulnerable people. 
· Restriction of high demanded products. 
· Limiting the number of people allowed in store. 
· Increased security with double security guard. 
· High range of essential items. 
· Closing café, fresh food counters. 
· Closing 572 standalone Argos. 
· Feeding the nation. 
· Ensure statutory profit of £255m before tax. 
· Strong cash generation up to £611m.
· Retail underlying operating profit to £938m.
· Financial services profit £55 up which was £48m (Sainsbury’s 2022). 


[bookmark: _Toc133961789]External changes impact on Sainsbury’s 

To carry out the external environment changes and its impact of the business PESTLE analysis is conducted that incorporates element like political, economic, social, technological, environmental and legal which impact business in various strategic point of view (Moro, 2020). 



[bookmark: _Toc133961790]Political

The political aspects of the environment have immense strategic implications. The overall political environment within the UK was stable for long however due to Brexit and Covid-19 the rule and legislation has change unimaginably (Mckellar, 2023) where Sainsbury’s has dived to £261 annual loss despite having booming sales to ensure colleague and customer safety (BBC, 2021).
[bookmark: _Toc133961791]
Economic 

The overall economic situation of the UK has been difficult since the development of Brexit and Covid-19 where consequent economic recession and downfall has seen. The pandemic has increased unemployment, minimised spending power and subdued consumer activities (Sharma et al, 2020). Even though it helped business like Sainsbury’s to drive sales however the business has patronizing discounted essential goods to ensure more economic friendly goods and service. The economic environment was impacted via the sharp decline within the value of pound that poses threat to Sainsbury’s with increased costs of imports with very little export gains. As a result, such developments put pressure on the business-like Sainsbury’s and drive them to reduce the price which has in turn adversely impact the profitability (Kaushik, 2020). 

[bookmark: _Toc133961792]Social 

Overall customers buying behaviour was impacted substantially via the social changes due to the Covid-19 pandemic (George et al, 2020). Due to Covid 19, buying behavior has changed fully where with the hit of rescission and cost of living consumer are now way too much conscious about spending every penny (Mckellar, 2023). This social reform has driven majority customer to buy goods from discounted retailer like Lidl and Aldi (Sarah, 2021). 

[bookmark: _Toc133961793]Technological 

The advancement of technology has also impacted the all business sector practically which includes, modern supermarket have adopted modern form of technology within their supply chain management, transportation, logistics, supermarket operations and in-store operations (Delfino and Van, 2021) that in turn supported business like Sainsbury’s to ensure growth in online ales and create competition with market giant like Amazon. As per the result during the time of pandemic, the business has ensured 8% grocery online sales up and overall 11% digital sales which was evident as during the lockdown consumer preferred to order from home and receive deliveries on their preferred location (Simpson, 2021).

[bookmark: _Toc133961794]Environmental 

Its ought to be noted that, modern consumers prefer to patronize business with sustainable business model hence, environmental rules, laws and regulations has been tighten to maximise the security, safety and protection of the environment during the time of pandemic. As a result, Sainsbury’s has also got impacted to keep up with rules where the business has slumped to £261m loss (BBC, 2021) despite having bumper food as well as Argos sales during the time of pandemic as the business spent has spent £485m Covid related costs including thankyou bonus for colleagues specially who worked through the pandemic as well as vulnerable colleague who was isolated. however, it is expected to bounce back in the future (Simpson, 2021). 

[bookmark: _Toc133961795]Legal 

It’s important all business should work within he ambit of the laws. Due to the law, during the time of pandemic Sainsbury’s had to follow various law like, social distancing, restriction laws, few customer at a time, food safety, food hygiene, warning signs, PPE where the business had to spent £485m Covid related costs that slummed the businesses overall profitability. Sharp decline within the value of pound that poses threat to Sainsbury’s with increased costs of imports with very little export gains. As a result, such developments put pressure on the business-like Sainsbury’s and drive them to reduce the price which has in turn adversely impact the profitability. The restriction HGV training and delayed license approval during the time of pandemic also impacted the business where getting deliveries on time was disrupted (Stocks, 2021). 

[bookmark: _Toc133961796]Change management model 

Due to the Brexit and Covid-19 Sainsbury’s has went through wider strategic change management which can be effectively via Kotter’s 8 step change model which is discussed below. 

[bookmark: _Toc133961797]Create urgency

To deal with the pandemic and economic recession Sainsbury’s has always developed urgency to keep up with laws and regulation set by the government. As a result, the business has increased its operating cost in FY 2020/2021 to £485 on social distancing, limited customer at a time in store, PPE, food safety etc. Through creating urgency here, business has identified its potential threats and ensure the practice of ethical retailer to gain customer confidence and doubled the profitability in 2022/2023 (Sainsbury’s 2023). 

Form a powerful coalition 

Through this element, Sainsbury’s has ensured change is something that is necessary and indicates it need strong leadership and support towards key people within the operation. As a result, CEO of the business Simon Roberts ensure powerful coalition through keeping colleague and consumer safe, offered full basic pay up to 12 weeks for vulnerable colleague, recruited thousands of temporary colleagues during adverse time of pandemic, offered thank you bonus , prioritised online sales, Increased security with double security guard as well as ensure ethical practices to drive the majority potential consumer in the business. The leader of the business also ensure team building approach with change coalition, checked the weakness area of the business then enhanced colleague training (Sainsbury’s 2023).

[bookmark: _Toc133961798]Create a vision for change

Weather is Brexit, Covid or economic recession, Sainsbury’s always has vision for change. Hence with the vision of food first, brands that deliver, save to invest, connected to consumers, plan for better Sainsbury’s has always ensured better value and innovation, being customer and profit focus, lowered operating costs, understand consumer’s needs, help consumer to eat better regardless the issues like pandemic, Brexit and recessions. With that vision and change management the business has ensured statutory profit of £255m before tax, strong cash generation up to £611m, retail underlying operating profit to £938m, financial services profit 555 up which was £48m (Sainsbury’s 2022). 

[image:  Comprehensive Guide to Kotter’s 8 Step Model of Change | by Warr]

                               Figure: Kotter’s 8 step model (Source: King, 2022). 

[bookmark: _Toc133961799]Communicate the vision

Through this step, Sainsbury’s has communicate the vision to ensure effective change as a result business can permanently shut it 400 Argos store that failing to ensure profit generation and added 400 new outdoor and barbecue product range and ensured alcohol sales are improved with various promotion. 18 more neighborhood store are planned during post pandemic time which included Argos and TU pickup points along with further 7 new convenience store. Because of this recent sale increased 13% which was 9% in previous year (Sarah, 2021). Part from that merger with habitat, Argos collection point inside Sainsbury’s store has helped the business with its change vision (Sainsbury’s 2023).




[bookmark: _Toc133961800]Remove obstacle

In this part of the Kotter’s model Sainsbury’s has removed all of its barrier through effective change model where the business has followed the laws and regulation set by government. Its evident that, even though the business has went through losses during the time of pandemic for investing huge amount of money however, it has doubled the run rate. Further to remove the obstacle the business has came up with unique strategy such as 100 price match products with Aldi where product was priced lowered than ever to gain competitive advantages (Sainsbury’s 2023).

[bookmark: _Toc133961801]Create short time wins

As per this short-term wins Sainsbury’s always has motives to offer business a taste of victory within the change management process which includes, by taking the food first initiatives Sainsbury’s has invested £560 million to keep the price low over past two years which helping process of business to position itself better against all rivals as much as 16% and the business has also launched new Nectar prices that offering discount to each Nectar consumers in Supermarket and online to have personalised discounts which in turn helping customer save £200 a year on shopping which is similar to Tesco Club card price match. On the other hand, with the help of food first initiative, Sainsbury’s has also innovated its products range, ensure more TTD products, investment in colleague pay, colleague food, no landfill waste, charity code out process that has significantly increased colleague and customer satisfaction (Sainsbury’s 2023).

[bookmark: _Toc133961802]Build the change

In this stage, all the change management elements of Sainsbury’s can be scrutinised where longer benefit can be seen  (Franklin, 2021) such as winning in food price match with Aldi drive potential consumers to Sainsbury’s, Nectar discount drive Tesco club card consumer to Sainsbury’s, digitalized the business increased 11% online sales that compete with Amazon. Hence, each success of change management process offer Sainsbury’s a better future to come (Sainsbury’s 2023).

[bookmark: _Toc133961803]Anchor the changes within corporate culture

Finally, to ensure the change stick, Sainsbury’s has turned in change management process core to the business. The business is making continuous changes within every aspect of the business. As a result, recently the business came up with cluster twinning store manager tactics where one store manager is looking after two stores and Customer and trading manager are trained and delegated with the skill set where they can run the operation without the presence of store manager. By doing that Sainsbury’s has ensure high labour cost cut as well as including changes valued and ideal while training and hiring new staff (Sainsbury’s, 2022).  
 
[bookmark: _Toc133961804]Implementation of change 

Through the implementation of change how the Sainsbury’s has managed the change will be demonstrated. 

In 2021, the business has announced halving the dividend to maximise funds available for the price cuts as well as the quality. As a result, supply chain director was hired who ensure effective supply chain improvement which was poor during the time of pandemic. As a result of this, series of transformational changes took place that ensure favorable run in the business process such as ensure statutory profit of £255m before tax, strong cash generation up to £611m, retail underlying operating profit to £938m and financial services profit £55 up which was £48m (Sainsbury’s 2022). Since then, Sainsbury’s did not see any decline in profit. On the other hand, to understand the consumer needs, Sainsbury’s has started 1 million direct mail campaign where satisfactory result was seen (Simpson, 2021). 

On the other hand, to implement the change effectively employees are the key. To ensure change management are fully employed the business has invested huge £205 million in October 2022 (Saisnburys, 2023).  Further, a transformational change also has been declared by the business in 2021 where the business has identified five key areas such as great food at fair price, ensure growth of non-food range such as TU ad Argos, reaching higher consumer through additional channel such as Nectar, price match, winning in food, opening new stores and finally, expansion of supermarket space (Sainsbury’s, 2023). 

Here, Kurt Lewin’s 3 phase model can be implemented to see where Sainsbury’s stand

Unfreezing: to ensue effective change management, Sainsbury’s run training and development for shift manager, LGV1 driver, warehouse operative through centerline training system. to ensure it, the business has introduced re-engineering model of training system with high range of equipment (Sainsbury’s, 2023). 

[image: https://ahmedsleadershipblog.files.wordpress.com/2019/12/change-management-in-the-digital-era_1.png?w=1024]
                            
                                Figure: Kurt Lewin’s 3 phase model (Source: Lewin, 1999)

[bookmark: _Toc133961805]Change: through this stage, Sainsbury’s introduce new standard such as new operational model, smart shop, stock app, RSS etc. and approach employees to change their work styles (Simpson, 2021). 

[bookmark: _Toc133961806]Refreezing: once the change is implemented, Sainsbury’s carry out “we are listening” survey to take feedback from employees, line manager, managers and supervisor. At this stage new behaviour are observed to resolve the issues (Simpson, 2021).


[bookmark: _Toc133961807]Impact of organisational culture on change management 

Culture holds and great impact towards change management process (Crosby, 2020). where various change management research has identified 63% of participant find cultural awareness is something that highly important to change management initiatives (ProSci, 2023). 

[image: log-Image-Figure 15.1]
                     
                      Figure: Cultural awareness on change (Source: ProSci, 2023). 

ProSci developed a change management tool which identifies cultural dimension which holds large impact on change management. The element of the model is assortative, individualism vs collectivism, emotional expressiveness, power distance, performance orientation and uncertainty avoidance (ProSci, 2023; Crosby, 2020). In accordance to this model Sainsbury’s adaptation and challenges are discussed below in the light of impact of organisational culture on change management; 


	Adaptation 
	Challenges

	· Increased number of meetings.  
· High engagement activities.  
· Sudden change on clearly defined role (Karasvirta and Teerikangas, 2022). 
· 

	· Increased number of meeting impact work culture. 
· High engagement activities turn employee frustrated. 
· Sudden change on clearly defined role impact employees work ethics (Karasvirta and Teerikangas, 2022). 
· 




[bookmark: _Toc133961808]Suitable change management plan for future 

To maximise the overall potentiality of the change management effectiveness Sainsbury’s need to keep chasing its change management process 22.2 billion in sales (Sainsbury’s, 2023) the retailer turned second largest where still Tesco is leading hence to become the number one UK grocer Sainsbury’s need to add following within their change management plan; 

· Keep chasing sense of urgency. 
· Best value, innovative products and low prices.
· Develop a powerful guiding vision. 
· Create and communicate the vision with wider stakeholders. 
· Empower other to act on the vision. 
· Create and plan short and long term wins. 
· Produce more changes and consolidate improvements. 
· Finally, institutions the new approach as per the market demand.  

All these elements of the suitable management plan are discussed earlier however, SWOT analysis should be undertaken for each plan to see the pros and cons for better future. 



[bookmark: _Toc133961809]Conclusion 

To sum up, it’s evident that the prime aim of change management plan is to support employees to understand as well as adapt to a new way of working. Hitherto, to remain competitive business no matter the size business need to implement the change management plan to keep itself prepare for the future where different economical aspects changes which can contribute to the success (Karasvirta and Teerikangas, 2022). Taking change management into consideration hence, this report has been developed towards board of directors via applying the academic change management and leadership models, theories, and methods to explore and execute key issues of leading change within the workplace as per the scenario where change management and how it is crucial for the business has been scrutinised specially taking Covid-19 into consideration was demonstrated through Kotter’s, Lewin, PESTLE analysis model. Further, to carry out the analysis researcher has chosen J. Sainsbury’s PLC, a fast-faced retail where all the change management model is implemented and finally how change management can be implemented with richer prospects are also discussed.  
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Figure 15.1 - Impact of Cultural Awareness on Change Management

T B
oven [ 29
= 2017
e B
255
o T TS
a
e
2% 1% 1% i
—— 1 i
Not Stghtly Neither  Important Very
Important  Important  Important or Important

Unimportant

©2023prosa . Source: Best Procices n hange Monagement - 12thEdion




image1.jpeg
COVID-19: Sainsbury’s Timeline

12 weeks full pay Contacted
for extremely strict social 450,000 vulnerable
14days full pay for  vulnerable Closed distancingmeasures customers
self-isolating ~colleagues/  standalone for stores,including and prioritised ~ c.50%increase
colleagues shielding Aigosstores  safety screens foronline  in online slots

March 15 17 19 20 22 23 23 24 25 Aprl 10 27

\ \ | | I \ \

Product Closed Priority shopping  Thank you Immediate Donated £3m  Donated over £4m
purchasing  cafes;meat,  forelderly,  payment  paymentterms toFareshare toComicReliefs
limits  fshandpiza  winerable,  forstoreDC  foratleast1500 “BigNight In'
counters  NHS&social  andCareline  smallsuppliers S bl
arevorers collagueson v —
Llidioes and priritsed for

online




image2.png
m Form I:I Enlist

Develop a strategy to bring about Communicate o put forth the vision
change or strategy for change

II' Create IH Build
Establish a feeling of urgency of Formulate a guiding
hurriedness towards change. coalition

KOTTER's

8-STEP E Enable m Generate
MODEL Empower employees for taking Formulate and generate short-term
action to incorporate changes goals
q p n Sustain nl Institute

Capitalize of wins or gains in order Incorporate new and better changes
to produce bigger results in workplace culture




