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[bookmark: _Toc67510862]Introduction
The changes in the economic aspect of each and every country is very much evident from the past few decades. The fast rate at which there has been a huge shift in the economic changes from the Western countries to the Asian countries like China and India is impacting the already established countries in the Western part. In order to measure the changes and to assess the probable causes of change, this report will focus on various aspects of the organisation of Sainsbury’s and related to the UK market. The report will focus on the retail industry of the UK and how it has changed from the previous times in order to keep pace with the change. A detailed macro and micro environmental analysis will be conducted to understand the scenarios better. Along with detailed market analysis, few models of change will also be discussed in the report which will effectively highlight the issues related to strategic organisational change. Lastly, the effectiveness and impact of organisational culture will also be analysed in order to understand its influence on the change management programme.
[bookmark: _Toc67510863]Analysis of Organisational History and Change in External Environment
[bookmark: _Toc67510864]History of the Organisation
Sainsbury’s, when the company was first opened in 1869 it was just a dairy shop. The company was founded by John James Sainsbury and his wife named Mary Ann Sainsbury. That store was located in the Drury Lane of London, which was considered to be the poorest locality in London. The store became popular within a span of time after their opening because it offered high quality products at minimal prices. Within 1882 stores were located in other shopping streets of the capital such as in Islington, Stepney and Kentish Town. In the same year, Sainsbury's first branded product was launched which was Bacon (Aluko and Knight, 2017). During the largest stock market floatation in 1973, Sainsbury's went public. Sainsbury's has been the UK's largest and most revenue generating supermarket group for decades. However, management of the company became inefficient with time and Tesco which is another UK based company, caught up with them in 1995. The company since then has been lacking in their innovative business strategies which has been implemented well by its competitors in the local market. The suppliers of many raw materials used to be delivered by many countries from Asia. Because of increase in globalisation, the number of various companies in every sector kept on growing with time in the Asian countries because of which the prices of importing raw materials in the UK became more costlier (Aluko and Knight, 2017). This has affected the company’s growth to a great extent in the last few decades.
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Figure 1. J Sainsbury plc (Source: Forbes)
[bookmark: _Toc67510865]Structure of Retail Industry
The size of the retail industry in the United Kingdom has always been huge in terms of economic benefit and also in terms of the variety of products in the industry. The output of the retail sector itself was more than ninety billion pounds in 2017. The retail sector of the UK helps the local people to a huge extent. There are nearly three million people working directly or indirectly associated with the retail industry in the UK (Khan et al., 2019). The retail sector contributes five percent of the Gross Value Added to the economy of the United Kingdom. Among all the businesses in the UK there were nearly three hundred twenty thousand retail businesses in 2018 which was about 5.6 percent of the total retail business in the UK. Because of the impact of Covid-19, many small and medium businesses have been affected immensely which resulted in a major decline in the number of business operations all across the UK (Dolega et al., 2019). The contribution of the retail industry to the UK’s economy in that period has also not been great because of lockdown.
[bookmark: _Toc67510866]Macro Environmental Analysis of Sainsbury’s
The macro environmental analysis of the company will help to create a better understanding of the external environmental factors which impact the industry and the businesses that are involved with it. The analysis will be done with the help of PESTLE analysis which involves six major factors including environmental, political, social, technological, economical and legal aspects of the retail industry (Paul and Yeates, 2014).
Political Aspects 
The UK voted to move out from the European Union in 2016. This move by the UK was termed as Brexit, which can have irreversible impact on the organisation of Sainsbury’s and in the whole retail industry. The implementation of Brexit in the UK will ensure that all the products and raw materials which used to be imported from other European countries will now have to be imported with a higher price tag (Paul and Yeates, 2014). This will make the final products more costly for the consumers and will also make the business of the large organisations like Sainsbury’s more competitive. This political move will not only cost the companies their profit but will also hamper the economic contribution of the companies to the country’s economy (Bentham, 2018).
Economic Aspects
With the rising price of the fuel in the last few years because of heavy import duty and low supply of fossil fuel it has impacted the industry from various sides. Hugh fuel price will add up to the high transportation cost of goods and services which will finally add up to the end user products of the consumers. Along with that, the companies also need to make sure about the product pricing in order to sell them to the consumers at the lowest possible price which will fetch them with more loss than profit (Bentham, 2018).
Another economic factor which comes in play for Sainsbury’s is that the increasing demand of their employees for the rise in their wages. If the company plans to deliver the needs of their employee’s demands then it will hugely increase the expenses of the company which will affect the company’s growth and will make it much slower. With increase in the expenses the company will lose more of their profit to the wages of their employees (Paul and Yeates, 2014). If the company tries to maintain their profit margin along with increasing the employee wage then they have to increase product prices which will again hamper the sales of their company.
Sociocultural Aspects
The sociocultural aspect that can be considered as one of the most important at recent times is the trend of fair-trade movement across every sector in the market. Similarly, the concept of fair-trade in the retail industry also helps in gaining more consumer base which will give benefit to the company for a much longer term (Bentham, 2018). The consumers focus more on the company policies or their CSRs which will benefit the society and the environment and based on that consumers prefer to buy products. Therefore, the sociocultural aspects also play an essential role in the change management.
Technological Aspect
The technologies have moved way too far where they used to be a few decades back. With huge technological advancements the retail companies can now effectively analyse the consumer behaviour with much cost effective and efficient way. With BigData analysis and artificial intelligence Sainsbury’s can access various data and information about the market and about their consumers (Bentham, 2018). It will help them to strategically formulate their marketing plans which can gain them more consumers and profit. The online platforms are also very effective in delivering various items to the consumers which is another factor that involves advancement in technology (Paul and Yeates, 2014).
Legal Aspect 
With the inception of 'sugar tax' in the UK, companies will have to switch products to avoid these taxes and save money for their profit. Rules were introduced to ban Sainsbury's from serving fatty, salty and sweet foods which contain high amounts of sugar to the children under 16 years. This provides very limited opportunity for Sainsbury's advertisements. It is also essential to get government approval. Only if the inspector has approved the product; it can be distributed in the market (Paul and Yeates, 2014).
Environmental Factors 
The government and the consumers of the UK expect the institution to respect the environment. Sainsbury's genuinely supports and strives to achieve the United Nations Sustainable Development Goals. They started cutting their own waste from the supply chain of cattle and lamb. In addition, Sainsbury's strives to lower its carbon footprint. They also say they appreciate the customers for reducing food waste. Either way, Sainsbury's appears to be eco-friendly. However, if there are no numbers or data on Sainsbury's website, reliability will be questioned (Bentham, 2018).
[bookmark: _Toc67510867]Micro Environmental Analysis of Sainsbury’s
[bookmark: _Toc67510868]SWOT Analysis of the Company
Strengths 
From small stores of groceries offering a limited selection of products, the expansion of brand to smaller stores which then evolved into supermarkets and served different categories of products to meet the daily demands of customers. The chain of supermarkets is now one of the top four UK supermarkets that are present in the country. Sainsbury's business philosophy is to support customers to live healthy which will cost less. By pursuing and maintaining a profitable strategy across all categories of the products, Sainsbury’s has been successful to gain and retain customers from every area of sales, many of whom are loyal to the brand and depend on the company for their daily needs (FATRICIA, 2016).
Weaknesses 
Like most brands of the industry, Sainsbury's faces multiple risk factors with brand switching. Despite the network's loyalty plans and promotions Sainsbury’s continues to view customer retention as a challenge. Due to increased competition in the retail sector and increased risk because of online stores, most of the retailers lost sales. In order to encourage customers to buy, Sainsbury's has sought to reduce costs and keep prices competitive, which is no longer acceptable (FATRICIA, 2016).
Opportunities
In most of the rural areas or in the remote places all across the United Kingdom, people do not use branded products. Sainsbury’s can effectively open new brands of stores which will meet the demands of people in such areas (FATRICIA, 2016). As there are very few such supermarkets, therefore, it is a great opportunity for the company to increase their presence in such places which will provide them with huge benefits from volume selling. 
Threats
The main threat of the company is their ever rising competitors like Tesco and Asda. There are also other threats such as their lack of improvised inventory in their range of products. With fewer options for various products, people choose to buy from competitors rather than Sainsbury’s (FATRICIA, 2016).
[bookmark: _Toc67510869]Barriers to Enter a New Market
There are various barriers which can be observed from the above analysis that the company can have if they plan to enter a new market. Sainsbury’s is a very old and heritage company in the retail sector which does not have the long list of products that their competitors are providing. This along with many other issues with the company has led them to attract more loss over the period of the last few decades. The company therefore, if plans to enter a new market, initially they will be facing a lot of short supply from their suppliers as the demands will increase. And upon falling to meet the demand the company will attract a negative image in the new market which will give a more loss for a longer period of time (Chang and Wu, 2014). The management of such huge issues in the international market would have an adverse effect on the company.
[bookmark: _Toc67510870]Impact of External Environmental Change on the Organisation
The changes that occurred in the external environment of Sainsbury’s with the span of time has immensely impacted the growth of the company. Even the impact of covid-19 have shattered their many business goals for the year 2020. The macro environmental changes have also provided the company with many challenges that they need to acknowledge and improve. With such impact the company failed to implement their strategic plans in order to grow their business. Sainsbury’s organisation also have had a very poor experience with their management which led to many failed organisational objectives and thus, increasing the deficiency in the organisational performance.
[bookmark: _Toc67510871]Model for Change
[bookmark: _Toc67510872]Lewin’s 3 Stage Change Model
[image: ]
Figure 2. Lewin’s 3 Stage Change Model (Source: Forbes)
Kurt Lewin suggested that the person's behaviour in response to the suggested change was a function of the behaviour of the group. Any force or interaction that influences the structure of the group also influences a person's behaviour and ability to change. Therefore, during the change process, it is essential to keep the field or group environment in mind (Burnes and Bargal, 2017). The three stages that are present in this model are unfreezing, change process and refreezing.
[bookmark: _Toc67510873]Step 1: Unfreeze
This stage of the model focuses on first determining what are the changes that needed to be done in order to gain effectiveness. The company must perform surveys within its organisation to assess the need of change. It will allow the company to understand the necessity of change for the organisation. After doing the needful to conduct an internal survey, the management of the company must hold talks with all the stakeholders which will be essential to apply further changes. The stakeholders will allow the management to form a proper structure to support change. The management along with the stakeholders will frame the issues that the organisation is facing. With proper analysis of these aspects, a proper marketing is needed to why the change is needed for the company and how it may help them (Burnes and Bargal, 2017). The long-term plans will be discussed which will mention the whole concept of change and its importance.
[bookmark: _Toc67510874]Step 2: Change
To effectively implement the change within the organisation of Sainsbury’s it is essential to share all the information about the change with each and everyone involved from the lowest level of the company to the highest level of the company. Especially, all the leaders of the company must have a clear idea about the change that must be implemented well. The leaders will then help the employees to work on certain objectives in order to successfully implement the change in the organisation (Burnes and Bargal, 2017). The communication must be clear between every section of the business which will help the process of change to be properly in flow with ultimate effectiveness. The promotion and empowerment of the employees is very much needed in this stage as it will ensure proper change in the change management process of the organisation. Along with these it must be ensured that everyone is being involved in the change process, only then the change will be effective in the organisation for long run.
[bookmark: _Toc67510875]Step 3: Refreeze
This is the last stage which must be inculcated with the organisational culture. With its inculcation in the organisational culture the change will be everlasting in the organisation and will develop the company to a greater level in the market. It is also very essential to allow the change in the organisation to sustain in the organisation which will only be successful upon a few things. Such as maintaining a regular feedback session from the employees, creating a reward system and many more (Burnes and Bargal, 2017). Lastly, but most importantly it is very much recommended that the training and support within the organisation is must to develop the skills and knowledge of the employees who will develop the growth of the organisation of Sainsbury’s.

[bookmark: _Toc67510876]Kotter’s 8 Steps Change Model
Implementing change within an organisation has never been easy. There are various forms of barriers that disrupt the teamwork or the leadership, the culture and so on of the organisations. This model helps in addressing those challenges and helps in increasing the effectiveness of the company and efficiency of the employees so that they can contribute to the success and growth of the organisation of Sainsbury’s (Galli, 2018). Following these steps will ensure that the organisation is not only prepared to embrace the changes within the organisation but will also be prepared for any type of potential threats that the company can encounter.
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Figure 3. Kotter’s 8 Steps Change Model (Source: Forbes)
Creating a sense of urgency
The initial step of the model is to establish a sense of urgency among the employees and the managers of the company. There should be a mutual feeling involved and change should be a perspective that everyone within the organisation is willing to make. Change within the organisation will foster innovation and facilitate growth within Sainsbury’s. Therefore, it is essential for the company to focus on the initiates of change taking place. The primary objective of the model is to prepare the employees for the change that is about to take place and further motivate themselves so that they can contribute to the development and improvement of the organisation (Castner, 2021). To attain the changes within the organisation, the employees and the managers along with 75% of the organisation’s management should support the change. In order to establish an environment where the individuals are aware of the problem that exists, it is essential for them to identify the various threats and opportunities that are affecting the activities of the workplace along with analysing the internal factors of the company with the help of SWOT analysis. There should be an open discussion amongst the employees as to why the change is necessary and necessary support should be provided by the stakeholders (Calegari et al., 2015).
Putting together a guiding coalition
This step brings forward an efficient team who has the right skill set, qualification, connection and sufficient power to be able to provide proper guidance and influence the stakeholders to help in the change taking place within Sainsbury’s. The nature of the change is one of the determinants of the size of the team (Weiss and Li, 2020).
· The sponsor: Sainsbury’s appoints a senior executive who will be responsible for initiating a change in the company. His/her responsibility is to provide support at an executive level and allocate the resources that are necessary for the facilitation of the change within the company (Calegari et al., 2015).
· The senior guiding team: Members at this stage are selected by the sponsor. The team that will be appointed will be solely responsible for the development and formulation of the different visions and strategies, proving and collecting of the resources, removing the various obstacles, and providing a guidance to the organisation during the process of change by helping in resolving the conflicts and facilitating communication with the stakeholders (Wais, 2021).
· Filed guiding team: This group of people consists of credible and respected individuals who represent the organisation of Sainsbury and are solely responsible to carry out the role of communicating the vision of the company and guiding the individuals of the organisation.
· Change teams: This group consists of the members of the managers and the supervisors who are responsible for monitoring the activities and ensuring that the tasks are being completed in a timely manner.
After the formation of the team members, their duty is to focus on the goals and objectives of the company and establish an environment which fosters trust and commitment towards the workplace (Weiss and Li, 2020).
Developing vision and strategies
This step is the stage where formulation of strategies and creation of objectives are ensured in order to help the team in achieving these goals and objectives. It helps create a picture of the organisation in the mere future after the change in the company has been implemented. This helps the individuals and the employees get motivated and obtain the objectives of the company ensuring maximum effectiveness within Sainsbury’s. In order to create a sustainable vision for the company, it must follow the given steps.
· Aligning the activities with the values of the organisation and the changes that have been initiated (Wais, 2021).
· Taking ideas and accepting those from the employees who actively took part in the decision making and development of the vision of the company
· Incorporation of the data such as the market research data, business trends.
Communication of the change vision
This step primarily focuses on communicating the vision and strategies of the company in an effective manner that helps the employees and the staff of the organisation to accept the change that has taken place within the organisation of Sainsbury’s (Wais, 2021). The objective of this step is to make sure that the employees support the process of change along with sacrificing to enhance the activities within the organisation so that the best results can be achieved within the organisation. In order to get this done in an effective manner the necessary steps should be ensured
· Communicating the strategies and the vision of the company and by incorporating them in the process of decision making, problem solving and many other stages so that there can be a facilitation of practice within the workplace (Calegari et al., 2015).
· Feedback method from the employees should be enabled to understand whether the change within the workplace has been beneficial or not
· Usage of simple words while communicating the changes and the vision of the company
· Making optimum usage of the resources and the channels of the company that are available b(Weiss and Li, 2020).
Removing the barriers to action
In the process of implementing the change in the organisational context of Sainsbury’s, there are many obstacles and barriers that are being encountered by the company. Barriers within the company may appear in various forms. These might include the insufficient processes, the resistance to the changes, the policies of the organisation, the structure of the organisation and so on. It is the responsibility of the managers and the guiding team to ensure and facilitate activities that helps in removal of these barriers within Sainsbury’s. These barriers should be removed as they form an obstacle towards attaining the objectives and the achieving the change process within Sainsbury’s. In order to remove the barrier within the organisation, it is important to (Wais, 2021)
· Understand the various forms of barriers and obstacles within Sainsbury’s that are blocking the path of achieving the various operational aspects of the company along with its objectives and goals
· Ensure that the processes, policies, structure, reward system of Sainsbury’s are in alignment with the change that have been encountered and implemented within the company.
· Recognise and reward the employees and the staff who actively participate in the process of implementing change within the organisation (Chen, 2021).
Accomplishing the short term wins
The achievement of complete transformation within Sainsbury’s may take a huge amount of time. A short-term win is defined as the improvement process that takes place within the organisation which can be implemented within the structure of Sainsbury’s at a short span of time. This quick win is visible by the organisation. This short term win within Sainsbury’s can be achieved by the following process (Weiss and Li, 2020)
· It is important to identify the short term wins within the organisation which could include the small efforts, the process improvement, the reduction in the costs, the increase in the profit margin of the company
· It is essential to break down the project of change into subparts so that achieving the subparts are easily obtainable
· It is important to acknowledge and reward the ones that have actively participated within the development and implementation of change within the organisation of Sainsbury’s (Chen, 2021)
Building on the Change
This step focuses on sustaining the implementation of the change that has taken place within the company by ensuring that all the members of the company are working together in collaboration towards attaining and achieving the vision of change (Calegari et al., 2015). In order to achieve so in the organisation, it is necessary to do the following :
· Identifying what went right and what went wrong so that deciding on what to improve can be evaluated after the win takes place
· Consolidating the several gains that have taken place within the organisation with the help of the short term quick wins of the company. Understanding this will help the company implement further and larger changes within the structure of the organisation.
· Identification and removal of the processes within Sainsbury’s that are unnecessary in nature and are interdependent (Chen, 2021)
· It is important to continue with the delivery of the vision and communicating the vision within Sainsbury’s
Make Change Stick
In this step, the change leaders work rigorously to nurture and refine a culture that is suitable for the organisation of Sainsbury’s. These also include the various norms and values of the organisation along with the different processes and reward systems of the company. In order to successfully implement the change within Sainsbury’s, it is important to ensure the following:
· Discussing the various importance with the various changes that has taken place within the organisation and results in making the organisation better
· Identifying and incorporation of the various norms and values that helps in reinforcing the changes within the organisation (Weiss and Li, 2020).
· Incorporating the new norms in order to hire new talents and employee promotions
· Helping to improve the skills of the employees of the organisation with the help of training and development programs to increase the competencies of the company within the market (Calegari et al., 2015).
Two of the major string factors that have contributed to the success and growth of Sainsbury’s in the competitive market are its leadership and communication within the company. The management of Sainsbury’s believes that with leadership comes the delegation of work and job among the other members of the team which helps them to achieve the objectives of the business successfully. Effective leadership within the organisation has enabled the company to achieve its goals, mission and vision. Sainsbury’s utilises the transformational leadership style which helps the leaders of the company motivate the other employees towards guiding them in attaining the goals of the company (Chen, 2021). They also believe in the participative leadership style where all the employees will come forward to collaborate and actively participate to achieve their goals both personal and professional. The changes that have been facilitated within the structure of Sainsbury’s have been effectively managed by the employees and the managers of the company. They have hugely contributed in participating and sacrificing to support the various changes that have been implemented by the company. These aspects have improved the functional areas of the company along with providing the company with a competitive edge over the others in the market (Phuchanajita, 2021).
[bookmark: _Toc67510877]Critical Analysis of the organisational culture of Sainsbury’s and the ways in which change affects the organisation
The culture within Sainsbury’s is typical in nature. The activities that are carried within the organisation is dependent on the universal beliefs, policies and the procedures of the organisation of Sainsbury’s. The organisational culture within Sainsbury’s helps in fostering innovation and creativity within the organisation thus providing a competitive edge to the company in the market. The culture of Sainsbury’s helps keep the employees motivated so that they can strive to attain the objectives and goals of the company. This gives the company better outcome and generates more revenue thus eventually increasing the effectiveness and revenue generation of the company (Douglas, 2018). It also gives the company stability in the competitive marketplace. The management of Sainsbury’s believes that with leadership comes the delegation of work and job among the other members of the team which helps them to achieve the objectives of the business successfully. Effective leadership within the organisation has enabled the company to achieve its goals, mission and vision. The changes that have been facilitated within the structure of Sainsbury’s have been effectively managed by the employees and the managers of the company. They have hugely contributed in participating and sacrificing to support the various changes that have been implemented by the company. These aspects have improved the functional areas of the company along with providing the company with a competitive edge over the others in the market (Phuchanajita, 2021).
With the advancement in the technological aspect, there has been a huge increase in the productivity and profitability of the company. Technology has ensured that there is a better facilitation of work within the organisation of Sainsbury’s and that these deadlines and jobs can be achieved much faster. Having a proper understanding of the external and internal factors along with the macro and the micro factors have enabled the employees to perform better (Tamzid and Parves, 2017). The organisation have also introduced training and development programs within the organisation to facilitate proper training of the personnel and staff members so that they could enhance their skills and contribute to the achievability of the organisation's objectives. Post the pandemic hit, there has been a major shift in the organisational culture of Sainsbury’s. As most of the people are working from home, the company is required to redefine its cultural aspects. This should be considered in order to take preventive measures to maintain a supportive community for the employees. The changes taking place as a part of the decision making policies and structure of the organisation have impacted the activities of organisation in many ways (Aluko and Knight, 2017). Strategies should be formulated so that an establishment of better outcome and effectiveness can be created.
[bookmark: _Toc67510878]Both the micro and the macro environmental changes have resulted in posing major challenges for the company that they need to acknowledge and improve. With such impact the company failed to implement their strategic plans in order to grow their business. Sainsbury’s organisation also have had a very poor experience with their management which led to many failed organisational objectives and thus, increasing the deficiency in the organisational performance (Aluko and Knight, 2017).
Conclusion
With the help of the above report, it can be noticed that Sainsbury’s and its business activities have evolved and developed after the pandemic struck the globe. The impact on the organisation and the various changes could be identified with the help of the SWOT and PESTLE analysis along with the analysis of the external factors. The theories and models of change enabled the company to formulate strategies that could enhance the effectiveness of the company along with improving the efficiency of the employees. It facilitated an understanding of the organisational culture of the organisation of Sainsbury’s along with how the management monitored and handled these changes within the company.
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