MODULE CODE: LCLM6003
MODULE NAME: Leading and Implementing Change
MODULE TUTOR NAME: Dr Ivan Rodriguez Hernandez
ASSIGMENT TITLE- A Strategic Change Plan

Table of Contents
Executive Summary	2
1.	Introduction	2
2.	Organisational Context and Environmental Analysis	3
2.1.1.	Internal Environment	3
2.1.2.	External Environment	4
2.1.3.	SWOT Analysis	5
2.1.4.	PESTLE Analysis	6
3.	Analysis of Change Management Models and Their Applicability	6
3.1.	Lewis’s Change Model	7
3.2.	Kotter’s 3 step Change Model	8
3.3.	Applying Change Management Frameworks in Practice	9
4.	Leadership and Organisational Culture	9
5.	Proposed Change Management Plan	10
5.1.	SMART Objectives	10
5.2.	Interventions	11
5.2.1.	Security and Safety Measures	11
5.2.2.	Operational Efficiency Enhancements	11
5.2.3.	Leadership and Staff Engagement	11
5.3.	Financial Considerations	12
5.4.	Communication Strategy	12
5.5.	Evaluation Framework	12
6.	Conclusion	13
7.	References	14




[bookmark: _Toc214526829]Executive Summary
This report presents a strategic change management plan for CSJ Retail Pvt Ltd, a small convenience store and petrol station in Birmingham operating under the SGN franchise. Despite its strengths, including 24/7 operations, a convenient location, and franchise support, CSJ faces significant operational and environmental challenges. High staff turnover, lone working in a high-crime area, workload inefficiencies, and limited technological adoption have contributed to low staff morale, inconsistent customer service, and financial losses due to theft and operational errors.
The report analyses these challenges using internal and external environmental frameworks, including the SWOT and PESTLE. Key findings highlight the urgent need for change to improve staff retention, workplace safety, operational efficiency, and customer satisfaction. High turnover is driven by heavy workloads, safety risks, and insufficient recognition, while operational inefficiencies arise from manual stock management and delivery processes.
To address these issues, the report evaluates suitable change management models, including Lewin’s Change Model and Kotter’s 8-Step Model, which provide structured, people-focused approaches ideal for small businesses. Leadership and organisational culture are also examined, with transformational leadership recommended to engage staff, promote safety, and embed a supportive, efficiency-driven culture.
The proposed change management plan includes practical interventions such as hiring a trained security officer during high-risk periods, implementing digital stock scanning and expiry tracking, redistributing workload to reduce lone working pressures, and increasing manager engagement with frontline operations. The plan also incorporates recognition initiatives, a communication strategy, and an evaluation framework to monitor staff satisfaction, operational efficiency, and customer experience.
Overall, the report demonstrates that through targeted interventions, structured change management, and supportive leadership, CSJ Retail can reduce turnover, improve staff wellbeing, enhance operational efficiency, and maintain a stable and satisfied customer base, ensuring sustainable long-term performance in a competitive and challenging SME environment.
1. [bookmark: _Toc214526830]Introduction
CSJ Retail Pvt Ltd is a small convenience store and petrol station located in Birmingham, operating under the SGN Retail franchise. The business provides essential products, including groceries, snacks, beverages, and fuel, to residents and commuters, operating 24/7 to meet community demand. As a franchisee, CSJ benefits from SGN’s supply chain and branding while maintaining flexibility in day-to-day operations, allowing it to respond to local customer needs.
Despite its strengths, CSJ faces operational and environmental challenges that significantly constrain efficiency, staff retention, and service quality, highlighting the urgent need for strategic change. Internally, the business experiences high staff turnover, with only a small proportion of employees remaining beyond six months. Contributing factors include high workloads, lone working, limited recognition, and a lack of incentives, all of which impact staff morale and service quality. Externally, the high-crime environment poses safety risks for employees and increases the risk of theft, creating financial losses and additional operational strain.
Technological limitations also affect efficiency, with manual stock management and delivery processes consuming significant staff time. While larger retailers have adopted digital tools for inventory tracking, pricing, and reporting, CSJ currently relies on manual systems, increasing the likelihood of errors and inefficiencies.
This report analyses the internal and external triggers for change at CSJ Retail and develops a strategic change management plan aimed at improving staff retention, workplace safety, operational efficiency, and customer satisfaction. It evaluates relevant change management models, explores the role of leadership and organisational culture, and proposes practical interventions suitable for a small retail business operating under budget constraints.
2. [bookmark: _Toc214526831]Organisational Context and Environmental Analysis 
CSJ Retail Pvt Ltd has operated as a local convenience store and petrol station in Birmingham for several years under the SGN franchise. While the business benefits from franchise support and a strong local presence, it faces ongoing operational and environmental challenges that have impacted its stability and efficiency. In recent years, the store has experienced high staff turnover, with only a small number of employees remaining beyond six months. This turnover has been compounded by the demands of lone working, heavy workloads, and a lack of structured recognition or incentives for staff.
2.1.1. [bookmark: _Toc214526832]Internal Environment 
Internally, CSJ’s operations demand that staff manage multiple responsibilities simultaneously, including receiving and stocking deliveries, cleaning the forecourt, performing maintenance, serving customers, and operating the till. For lone workers, balancing these competing tasks creates a high-pressure environment that can compromise both efficiency and service quality. 
Research indicates that employees handling multiple roles are at increased risk of stress, fatigue, and errors, which in turn negatively affect morale and job satisfaction (Umamah, 2024). The reliance on manual processes for stock checking and expiry monitoring further amplifies workload, creating inefficiencies that could be mitigated through automation or digital tools. Additionally, working in isolation exacerbates these challenges. Lone employees face heightened stress and a lack of social support, which can undermine motivation and increase vulnerability to burnout (Arman, Gillberg, and Norbäck, 2021). Critically, these factors do not only impact operational outcomes but also contribute to higher staff turnover, as employees leave in search of safer, less demanding roles. This turnover then compounds operational instability, creating a cycle of inefficiency and reduced service quality, which can ultimately affect customer satisfaction and business performance. 
High staff turnover at CSJ Retail affects both customer experience and employee wellbeing. Frequent personnel changes disrupt continuity, reducing familiar interactions that drive customer loyalty and satisfaction (Peters and Bodkin, 2021). Customers may experience slower service, errors, or limited product knowledge, which can generate complaints and frustration. Such negative feedback can impact employees’ self-esteem, aligning with Maslow’s Hierarchy of Needs, where esteem recognition, respect, and a sense of competence are critical for motivation and personal development (Rojas, Méndez, and Watkins-Fassler, 2023). When staff feel criticised or unable to meet customer expectations, their confidence declines, increasing stress and reducing engagement. This cycle of dissatisfaction and low morale can contribute to higher turnover, further destabilising operations and affecting service quality. Interventions such as supportive management, constructive feedback, and targeted training programs are essential to enhance staff competence, wellbeing, and customer satisfaction simultaneously.
The evidence suggests that addressing workload pressures, providing adequate support, and integrating technological solutions are essential interventions for improving both staff wellbeing and organisational efficiency.

2.1.2. [bookmark: _Toc214526833]External Environment
Externally, CSJ Retail operates in a high-crime area, exposing the business to elevated theft risk and creating significant safety concerns for staff, particularly during night shifts. Retail theft not only results in direct financial losses but also increases operational costs, as additional resources must be allocated to monitoring, security measures, and administrative oversight (Bamfield, 2012).
 For a small business with tight margins like CSJ, even minor theft incidents can disproportionately affect profitability, while persistent theft contributes to staff stress, decreased morale, and high turnover. Empirical evidence further suggests that theft rates are influenced by product value and pricing, indicating that certain items may be more vulnerable to loss and reinforcing the need for targeted preventative measures (Quinn et.al., 2023). Compounding these challenges, CSJ’s limited adoption of digital tools, such as stock management and automated inventory tracking, constrains operational efficiency and reduces the organisation’s ability to respond rapidly to both theft and routine operational challenges. 
Additionally, economic pressures, including low profit margins, staffing constraints, and limited financial capacity, restrict the company’s ability to invest in technological solutions or additional personnel, leaving the business vulnerable to both financial loss and staff dissatisfaction. This combination of environmental pressures underscores the urgency for a structured change management strategy to enhance security, operational efficiency, and staff retention.
Strategic planning is a critical process for understanding the internal and external factors that influence business performance. Tools such as SWOT analysis provide a structured approach to evaluating an organisation’s strengths, weaknesses, opportunities, and threats, facilitating informed decision-making and strategic prioritisation (Phadermrod, 2019). Complementing this, PESTLE analysis examines external factors: political, economic, social, technological, legal, and environmental that can impact a business (Buye, 2021). For SMEs like CSJ Retail, these tools help identify key risks and opportunities to guide effective strategic decisions (Perera, 2017).
2.1.3. [bookmark: _Toc214526834]SWOT Analysis
	STRENGHTS
	WEAKNESSES

		Convenient location

	24/7 operation

	SGN franchise support

	Familiarity with local customers

	Community engagement



		High staff turnover

	Lone working with safety risks

	Manual stock processes

	Limited budget, low incentives

	Multiple responsibilities per staff




	OPORTUNITIES
	THREATS

		Introduce digital stock tools

	Implement workload restructuring

	Hire temporary security for high-risk periods

	Leadership involvement in shifts



		High local crime and theft

	Financial loss from theft and errors

	Rising customer expectations

	Competition from nearby stores






2.1.4. [bookmark: _Toc214526835]PESTLE Analysis
Political: Compliance with health and safety regulations, franchise rules, and local crime prevention policies.
Economic: Limited budget, minimum wage pressures, and rising operational costs.
Social: Customer demand for familiar, trained staff and high-quality service, staff wellbeing concerns due to lone working.
Technological: Opportunities to adopt digital stock scanning, expiry tracking, and delivery management tools.
Legal: Employment law compliance, staff safety obligations, and GDPR regulations.
Environmental: Forecourt cleaning and waste management obligations, community sustainability expectations.
The analysis of CSJ Retail’s internal and external environment highlights multiple triggers for strategic change, including high staff turnover, safety risks, workload inefficiencies, and limited technological adoption. These factors collectively underscore the need for a structured change management approach to enhance operational efficiency, employee wellbeing, and customer satisfaction.
3. [bookmark: _Toc214526836]Analysis of Change Management Models and Their Applicability
According to Errida and Lotfi (2021), for change to be effective, organisations must select change management models that are appropriate to their size, available resources, and operational context, as these factors significantly influence the success of the implementation process. 
For CSJ Retail, the key operational challenges require a change management approach that is both structured and adaptable. Lewin’s Change Model, with its focus on unfreezing existing behaviours, implementing change, and refreezing new practices, offers a straightforward framework for engaging employees and addressing resistance (Memon, Shah, and Khoso, 2021). Moreover, Kotter’s 8-Step Change Model provides a stepwise approach that emphasises creating urgency, building coalitions, and consolidating gains, which is particularly useful for SMEs navigating resource constraints and operational limitations (Khaskheli et al., 2025). Empirical studies further highlight that SMEs benefit from adopting models that integrate both structured steps and flexibility, ensuring that limited resources are applied efficiently while maintaining employee engagement throughout the change process (Filep, 2024). 
Collectively, these models offer a theoretically grounded and practical basis for implementing change at CSJ, balancing operational realities with the human and technological factors that underpin successful transformation.
3.1. [bookmark: _Toc214526837]Lewis’s Change Model
Lewin’s Change Model conceptualises organisational change in three stages: Unfreeze, Change, and Refreeze (Lewin, 1951). This model is particularly suitable for SMEs like CSJ, as it provides a structured yet flexible framework for managing both operational and human factors (Santos et al., 2023).
Unfreeze: This stage involves creating awareness of the need for change and preparing the organisation to accept it. At CSJ, unfreezing would require acknowledging high staff turnover, safety risks, workload pressures, and inefficiencies in stock management. Employees and management must recognise the operational and financial implications of theft, repeated recruitment costs, and low staff morale. Critically, without a clear understanding of these challenges, staff engagement and acceptance of subsequent interventions may be limited (Santos et al., 2023).
Change: During this stage, CSJ would implement targeted interventions to address identified challenges. These may include hiring a trained security officer during high-risk periods, introducing digital stock scanning and expiry tracking systems, restructuring delivery and cleaning schedules, and increasing leadership presence through manager shifts. While such measures are likely to enhance operational efficiency and safety, their success is contingent on staff engagement, adequate training, and ongoing managerial support The change stage is central to aligning practical interventions with organisational goals, ensuring that employees perceive the benefits and relevance of new practices.
Refreeze: The final stage focuses on embedding changes into daily operations and organisational culture. At CSJ, this could involve formalising new standard operating procedures, monitoring employee satisfaction, integrating digital tools into routine practice, and reinforcing a safety-oriented culture. Refreezing is critical to sustain improvements, prevent regression to old practices, and ensure that operational efficiencies and employee wellbeing are maintained in the long term (Santos et al., 2023).
3.2. [bookmark: _Toc214526838]Kotter’s 3 step Change Model
Kotter’s 8-Step Change Model provides a structured roadmap for implementing organisational change, emphasising employee engagement, momentum building, and sustainable transformation (Carreño, 2024). Applied to CSJ, the model can guide interventions addressing high staff turnover, safety risks, workload inefficiencies, and limited technological adoption:
1.	Create a sense of urgency: Communicate the operational challenges high turnover, theft, and workload pressures to staff and management, fostering recognition of the need for immediate action (Kang et al., 2022).
2.	Form a guiding coalition: Engage the manager, senior staff, and key employees in leading the change, ensuring shared responsibility and credibility in decision-making (Carreño, 2024).
3.	Develop a vision and strategy: Establish a clear objective of a safer, more efficient, and stable work environment, linking interventions such as digital stock scanning and security improvements to this vision.
4.	Communicate the vision: Disseminate the plan to staff, highlighting the benefits for safety, efficiency, and morale, and maintaining ongoing feedback loops to adjust strategies as needed (Kang et al., 2022).
5.	Empower employees for action: Provide digital tools, redistribute tasks, and remove barriers that hinder staff performance, supporting engagement and reducing frustration.
6.	Generate short-term wins: Highlight early successes, such as reduced theft through the temporary security hire or improved stock management via digital scanning, to build confidence and motivation (Carreño, 2024).
7.	Consolidate gains and produce more change: Leverage initial achievements to drive further improvements, embed new practices, and sustain momentum across operational areas (Kang et al., 2022).
8.	Anchor new approaches in the culture: Integrate safety, efficiency, and staff wellbeing into CSJ’s daily operations and organisational culture, ensuring long-term sustainability and reducing turnover (Carreño, 2024).
Empirical studies emphasise that Kotter’s model is not strictly linear; its iterative application allows SMEs like CSJ to adapt interventions in response to emerging challenges, resource limitations, and employee feedback (Kang et al., 2022). This flexibility, combined with a structured stepwise approach, makes it particularly suitable for small businesses seeking sustainable change.
3.3. [bookmark: _Toc214526839]Applying Change Management Frameworks in Practice
Both models are suitable for SMEs because they are simple, practical, and people-centred. Lewin’s model offers a clear and structured approach for addressing core operational challenges, while Kotter’s model provides detailed, incremental steps that support staff engagement, motivation, and cultural embedding. 
Using these models in combination enables CSJ to manage change systematically while maintaining the flexibility needed to respond to operational realities and budget constraints. These frameworks also promote effective implementation by involving staff in decision-making and clearly communicating the rationale and benefits of proposed changes. Moreover, they support the adoption of new digital tools, workload restructuring, and security measures by ensuring that leadership demonstrates commitment and provides ongoing guidance.
 Ultimately, the models help embed new practices into daily operations, enhancing the sustainability of improvements and strengthening CSJ’s organisational culture.
4. [bookmark: _Toc214526840]Leadership and Organisational Culture
Transformational leadership plays a pivotal role in shaping organisational culture by modelling desired behaviours, promoting open communication, and recognising employee contributions. At CSJ, a leadership approach that actively engages with staff, demonstrates a commitment to safety and wellbeing, and provides consistent operational support can enhance employee motivation and reduce turnover. Empirical evidence indicates that transformational leaders foster higher organisational commitment, which positively influences employees’ willingness to adopt new technologies and embrace operational changes (Rahmatullah et al., 2022).
However, implementing transformational leadership in a small, resource-constrained SME like CSJ may face practical challenges. Limited managerial capacity, high workload, and time pressures could restrict leaders’ ability to consistently model behaviours, provide recognition, or engage deeply with all staff. Moreover, cultural change requires sustained effort, and employees accustomed to reactive management or minimal guidance may initially resist increased expectations or accountability.
Nevertheless, a supportive organisational culture can mediate these challenges. When culture aligns with transformational leadership principles, it encourages collaboration, reinforces safety practices, and helps embed new procedures into daily routines (Lasrado and Kassem, 2021). For SMEs like CSJ, where employee stability directly affects service quality and customer satisfaction, cultivating a culture that supports engagement, safety, and operational efficiency is critical. While implementation may be gradual and resource-dependent, the long-term benefits include improved morale, reduced turnover, and enhanced organisational performance.
5. [bookmark: _Toc214526841]Proposed Change Management Plan 
The proposed change management plan for CSJ Retail focuses on addressing the key triggers identified in previous sections: high staff turnover, staff safety concerns, workload inefficiencies, and limited digital adoption. The plan incorporates clear objectives, practical interventions, financial considerations, communication strategies, and evaluation mechanisms.
5.1. [bookmark: _Toc214526842]SMART Objectives 
The proposed change plan for CSJ is structured around SMART objectives to ensure clarity, measurability, and alignment with operational priorities (Duca, 2021):
· Reduce staff turnover by 40% within 12 months by improving engagement, safety, and recognition practices, acknowledging that high turnover negatively affects operational efficiency and customer satisfaction (Kwarteng et al., 2024).
· Enhance staff safety by implementing targeted security measures, aiming to reduce incidents of theft and risk exposure by 30% during high-risk periods, reflecting the critical impact of crime on SME operations and employee wellbeing (Bamfield, 2012; Quinn et al., 2023).
· Improve operational efficiency through the introduction of digital stock and delivery management tools, reducing manual stock checking and inventory monitoring time by approximately 60%, thereby alleviating workload pressures and supporting accurate, timely operations (Mohsen, 2023).
· Improve staff satisfaction by restructuring workloads, increasing leadership engagement, and implementing recognition initiatives, which have been shown to enhance productivity, commitment, and morale under transformational leadership (Kwarteng et al., 2024; Rahmatullah et al., 2022).
· Maintain customer satisfaction by providing consistent, trained, and motivated staff, recognising that staff stability and competence directly influence service quality and organisational reputation (Lepistö, Saunila, and Ukko, 2024).
· These objectives are specific, measurable, achievable, relevant, and time-bound, providing a clear framework for CSJ to implement change in a structured and sustainable manner while addressing its key operational and human resource challenges
5.2. [bookmark: _Toc214526843]Interventions
5.2.1. [bookmark: _Toc214526844]Security and Safety Measures
· Hire a trained security officer during high-risk periods, for example, during Christmas, late-night shifts, to reduce theft and protect staff.
· Upgrade CCTV and install panic alarms for immediate response.
· Implement two-person shifts for deliveries and cleaning to minimise lone working risks.
5.2.2. [bookmark: _Toc214526845]Operational Efficiency Enhancements
· Introduce a digital stock scanning system that records deliveries, stock levels, and expiry dates, reducing time spent on manual checks.
· Use digital tools to monitor inventory trends and alert staff to low or expired stock.
· Redistribute workload: separate tasks for cleaning, delivery, and customer service to reduce staff stress and maintain service quality.
5.2.3. [bookmark: _Toc214526846]Leadership and Staff Engagement
To ensure effective change implementation and enhance employee motivation, CSJ will adopt a structured approach to leadership and staff engagement:
Manager participation in frontline shifts: The manager will periodically work alongside staff during shifts to observe operations, gather direct feedback from employees and customers, and identify practical challenges. Evidence suggests that manager engagement in frontline activities supports evidence-based decision-making and strengthens change initiatives (Rousseau and Ten Have, 2022).
Regular staff meetings and feedback sessions: Scheduled meetings will provide a platform to discuss operational challenges, review progress on change initiatives, and collaboratively identify improvements. Such structured communication fosters employee engagement, reinforces transparency, and enhances organisational commitment, particularly in small, high-turnover teams (Cropanzano et al., 2023; Rousseau andTen Have, 2022).
Recognition program: A formal recognition system will be implemented to acknowledge staff contributions through verbal praise, certificates, or small incentives. Recognition has been shown to increase employee satisfaction, motivation, and retention, and is particularly effective when coupled with transformational leadership practices (Kwarteng et al., 2024; Rahmatullah et al., 2022).
These interventions aim to create a supportive culture that reinforces safety, efficiency, and wellbeing, directly addressing CSJ’s challenges of high staff turnover, workload pressures, and operational inefficiencies.
5.3. [bookmark: _Toc214526847]Financial Considerations
· Security hire: Short-term contract during peak theft periods; cost offset by potential reduction in financial loss from theft.
· Digital tools: Moderate upfront investment with high return through efficiency, reduced errors, and time saved.
· Staff retention initiatives: Minimal cost but high value in reducing recruitment and training expenses.
· Redistribution of tasks and manager participation: Utilises existing staff resources without additional payroll burden.
5.4. [bookmark: _Toc214526848]Communication Strategy
· Weekly staff briefings to discuss procedures, safety measures, and progress updates.
· Posters and clear visual guides in staff areas outlining new processes.
· Digital communication channels (WhatsApp or email) for urgent updates or reminders.
· Manager-led hands-on training sessions for new systems and safety procedures.
5.5. [bookmark: _Toc214526849]Evaluation Framework
· Track monthly staff turnover rates and compare against baseline.
· Monitor theft incidents and safety reports before and after security interventions.
· Measure time saved using digital stock tools and the accuracy of stock records.
· Conduct quarterly staff satisfaction surveys to assess morale, workload, and engagement.
· Gather customer feedback through informal comments and observation of service consistency.
· Review KPIs every six months to determine effectiveness and adjust the plan as needed.

This change management plan directly addresses the operational, safety, and staff retention challenges at CSJ Retail, while remaining feasible for a small business with limited resources. By combining practical interventions, digital tools, and leadership engagement, CSJ can achieve a safer, more efficient, and more stable working environment, ultimately benefiting both employees and customers.
6. [bookmark: _Toc214526850]Conclusion
CSJ Retail operates within a challenging SME environment, characterised by high staff turnover, safety risks, workload inefficiencies, and limited technological adoption. These internal and external factors create operational strain, reduce staff morale, and negatively affect customer satisfaction.
The analysis demonstrates that a structured change management approach is necessary to address these challenges. Applying models such as Lewin’s Change Model and Kotter’s 8-Step Model provides a systematic framework for implementing change, while transformational leadership and a supportive organisational culture are essential to engage staff and sustain improvements.
The proposed change management plan targets key operational issues through practical interventions, including the temporary hire of a trained security officer, digital stock management tools, workload restructuring, and active leadership engagement. These initiatives aim to enhance staff safety, reduce turnover, improve operational efficiency, and maintain consistent customer service.
By embedding these changes into organisational culture and practices, CSJ Retail can strengthen its resilience, improve employee wellbeing, and safeguard long-term operational and financial performance. Overall, the plan aligns with the strategic objectives of sustaining a motivated workforce, optimising efficiency, and delivering a high-quality customer experience within the constraints of a small, resource-limited retail business.
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