Consultancy Project Report on How to Improve Wal-Mart Change Management Effectiveness to Enhance Employee Satisfaction and Loyalty 
Abstract

This report has relied primarily on secondary and primary data to understand Wal-Mart change management process and to propose recommendations on how to enhance the company’s change management processes. Primary data was gathered using interviews. This data indicates that Wal-Mart management does not effectively communicate about changes to the employees including the need for change, what changes mean to the employees and so on and so forth. As a result, Wal-Mart employees are often anxious and afraid, not knowing when the next change will happen and most importantly what will happen to their job. More so, according to this report, there is a direct relationship between Wal-Mart change management processes and their employees’ poor job satisfaction and lack of loyalty. Secondary data has indicated that majority of researchers agree that effective change management can be ensured through effective leadership, and communication and employees commitment. In light of this, consultancy report recommends that Wal-Mart should use communication in three ways, namely, to inform, to address job insecurity and uncertainty and to create a community during its change management processes. This way, an organisation can increase its employee’s readiness to change thus translating to effective change management.
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1.0 Introduction
In the current business environment, change is definitely inevitable. According to May and Stahl (2017), for multinational corporations to gain and sustain a competitive edge in the market, they are required to keep transforming themselves with regard to their systems, structures, strategies, boundaries and at time their management of the workforce. In other words, to achieve success in the current business environment, every business must be prepared to keep up with the pace and that require change. However, change is often associated with aspects such as employees’ resistance to change particularly in situation where employees are not involved in change management processes. Understanding the change management processes and how to ensure success including overall acceptance of change by employees is vital in all businesses. Change management is the systematic and planned strategy for implementing change in an organisation (Hayes, 2018). Change management is a complex process and its success is dependent on a lot of things including internal businesses factors such as organisational structures and corporate cultures as well as external business environment including customers’ needs, expectations and others (Hayes, 2018). 
This report is a change management consultancy project report for Wal-Mart with respect to how to reduce employees’ resistance to change in Wal-Mart. The report is based on two set of data, namely, secondary and primary data. The report also considers the various factors that might affect Wal-Mart change management process and factors that reduce employee resistance to change in Wal-Mart. The structure of the report is as follows; first, background information to Wal-Mart is provided. Secondly, the aim and objectives of the report are provided. This is followed by a review of the current business environment using PESTEL model for the external environment. The third part of the report outlines the findings of the report from the data collected using interviews as well as the secondary data about change management. The fourth part provides recommendations and conclusions.
2.0 Background to the company
Wal-Mart Inc. which was traditionally known as the Wal-Mart stores is a multinational retail organisation. The company operates a conglomeration of retail chains including discount department stores, grocery stores and hypermarkets. The company was founded in 1962 and it is headquartered in Bentonville, Arkansas, United States. In total, Wal-Mart Inc has over 12,000 retail stores in over 27 countries including USA, Canada, United Kingdom, Japan, India, South Africa, Argentina and Central America among others (Wal-Mart, 2020). It is also the world largest company with respect to revenues. As of 2019, it has revenue of 514.405 billion US dollars. It is also the world largest private company with over 2.3 million employees (Wal-Mart, 2020).
3.0 Aim and objectives
The main of this report is to provide recommendations on how Wal-Mart can reduce employee resistance to change. The findings of this consultancy report aim to provide Wal-Mart with insights on how it can improve its change management to increase employee involvement in the change process thus reducing the likelihood of resistance to change in its stores. 
Below are the specific objectives this consultancy report seeks to achieve for Wal-Mart Inc.
· To identify the business environment which impact Wal-Mart’s operation including HRM
· To provide insights on how can enhance its change management to ensure effectiveness based on literature review
· To evaluate Wal-Mart’s change management process by employee interview
· To offer recommendations for Wal-Mart to improve its change management processes in order to improve employees’ satisfaction and loyalty and reduce resistance to change
4.0 Findings and critical analysis

To achieve the above aim and objectives, abundant data was collected using primary data collection methods i.e. interviews (see appendix 2 below) and secondary data which included various theoretical frameworks such as PESTEL model (see appendix 1). By doing the  data collection by using interviews and secondary data, this report has have come up with some key findings that are related to proper change management approach that can help Wal-Mart reduce employees resistance to change. These findings are presented in the below section;
4.1 Retail industry current business environment
The PESTEL model (see appendix 1 below) is a strategic model used my marketers and other practitioners to screen the external business environment that a business operates it. It considers business environment aspects such as the economy, political, social factors, and the environment, technological and legal aspects (Issa et al, 2010). The UK economy is among the world largest and strongest economies. However, the COVID-19 pandemic has had significant impact on the UK economy. The pandemic has already overtaken Brexit as a dominant risk factor the economy with the strict measures including social distancing and country’s lockdown expected to drag the UK economy into recession, at least for a short term (KPMG, 2020). Due to Covid-19, UK GDP has fallen by 2.6%. It is expected to rise by 1.7% in 2021 (KPMG, 2020). Nevertheless, the lockdown including quarantine measures are expected to have negative implications on employees particularly in terms of salary reductions and loss of employment following closure of retail stores. For example, across the UK, consumer confidence is expected to decrease by 2.5% (KPMG, 2020). The results of this will be an eroded demand for consumer’s goods and services across the UK. Spending in high street retails such as Wal-Mart stores has already decreased and it is expected to fall further in the following months (Wray, 2020). The current temporary closure of many workplaces across the UK as well as the massive disruption of the global supply chain is expected to cause job losses in discount and other retail stores across the country.

Another current business environment factor that influences Wal-Mart Inc is the political factor.  According to Zentes and Rittinger (2009), political factors play a critical role in influencing Wal-Mart Inc profitability and success in a given market. To reduce the political risks, Wal-Mart has stationed its stores in countries with high level of political stability. Additionally, Wal-Mart has over the years benefited from in-direct governmental support including unilateral agreements between countries such as the UK and China (Zentes and Rittinger, 2009). It also benefits from low government intervention in its processes including HRM process.
In regard to legal aspect, in many countries such as the USA and UK, Wal-Mart has experienced unprecedented pressure from the government to increase its employee’s wages. This has seen the company increase its employees minimum wages from 11$ per hour in 2018 to 12$ per hour in 2020 (Wal-Mart, 2020).
The another aspect of the business environment influencing Wal-Mart is the societal element. In light of the aforementioned COVID-19 pandemic, consumers’ confidence level has changed (KPMG, 2020). In the same light, majority of consumers across the world are changing their consumption lifestyle with majority seeking to spend on the essential products that are lowly priced. Wal-Mart is among the retail companies that are benefiting from this new consumption trend because it operates discount stores. Additionally, as many people now working from their homes, Wal-Mart has reportedly sold more tops. The trend of teleworkers has led many people to order tops whilst the demand for bottoms including trousers has gone down (Wray, 2020). The implication of this is that more employees are likely to lose employment in the discount stores.
Lastly, the current business environment factor increasing affecting Wal-mart is technology. Precisely, technological advancements including social media sites and company websites are enabling companies including retail chain organisations to market and sell their products online during the COVID-19 pandemic. For example, in the past two months, online shopping has become a mainstream shopping trend across the globe. Retailers such as Wal-Mart are therefore leveraging on technology including websites and online stores to sell products to their customers. In March 2020, Wal-Mart online sales of grocery reached 900 million dollars in USA alone (Melton, 2020). Similarly, the implication of this is that more employees are likely to lose employment in the discount stores as more sales move online.
4.2 Effective change management and employee resistance to change
The most agreed upon definition of change is that it is planned and/or unplanned organisational transformations in the structures, processes, technologies and people in an organisation (Hayes, 2018). Researchers argue that the main rationale for change in an organisation is for the organisation to adapt to the environment and/or improve its performance in the business environment (Cameron and Green, 2019; Hayes, 2018; Doppelt, 2017). As such, change in organisation represents all the processes and activities an organisation persistently engages in to align itself with its current business environment. Secondary research indicates that when it comes to change management, there are many theories and literatures which explain the antecedents of effective change management in an organisation. These theories include institutional, neo-institutional and organisational ecology theories. A research such as Lewin (1951) provides a popular perspective of planned change management approach which indicates that change management involves three stages including unfreezing, moving to new behavior and refreezing. The unfreeze step involves preparing an organisation to accept the fact that change is necessary (Cameron and Green, 2019). The moving to new behavior stage in change management involves resolving the uncertainty brought about by unfreeze stage and looking for ways to do things in the company. The last stage of refreezing involves accepting the new normal in respect to the internalized and institutionalized changes in the organisation Hayes, 2018).
Researchers argue that to achieve effective change management that reduces employee resistance to change, there are a number of factors that play a key role in influence the success. One of these factors is organisational leadership. In fact, secondary data collection process proved that major researchers as well as popular authors including Tyler and Cremer (2005), Bommer et al. (2005), Furst and Cable (2008) and Kottler (2019) believe that leadership plays a pivotal role in ensuring success in any change initiative in an organisation particularly with regard to increasing its overall acceptance by stakeholders involved. Business leaders are often regarded as champions of change. This is due to the fact that it is them who are responsible for keeping the change process going while at the same time maintaining their organisation’s operational reliability. Additionally, to ensure successful change management, business leaders are supposed to do a number of things (Furst and Cable, 2008). The first thing they should do is to create a case for change which entails effectively making other stakeholders such as employees and/or customers understand the business need for change. The second things business leaders need to do to ensure successful change management is create a structural change. This involves making sure that the proposed changes are based on an in-depth understanding of issues. It also involves ensuring that change is supported by strong and consistent set of processes and tools (Tyler and Cremer, 2005). Other things the business leaders need to do is to ensure that other stakeholders and particularly the employees are engaged and committed, implement and sustain change by developing plans and develop and facilitate capabilities.
The other antecedent of effective change management is empowerment. Researchers agreed that in practice, the ability to empower people during change is very important in ensuring that the change process is successful and that change is accepted across the organisation (Anyieni, 2016; Rosenbaum et al, 2018; Bigdeli et al, 2017). Anyieni (2016) argued that in change management, empowerment involves providing the people involved with the necessary skills, freedom, knowledge, opportunities and resources to be accountable and most importantly to manage themselves during the change process. Empowerment during the change process helps in getting rid of the challenges and obstacles to change or any other systems that may undermine the vision (Hussain et al, 2018). It also encourage employees to take risks, become innovative and take part in the overall change manage process by creating a sense of ownership.
Additionally, researchers indicated that motivation is an important factor for ensuring successful change management in an organisation and ensuring low chances of employee resistance to change (Makumbe, 2016; Kale, 2015). According to Anyieni (2016), highly motivated and inspired employees are less likely to resist change. During change management process, setting targets for employees and rewarding them when they achieve them is motivational and keeps employees focused on achieving the change vision. Lastly, to achieve success in change management, there is need for effective communication between the organisation and its stakeholders including employees and the customers. Dawson (2016) argued that effective communication is imperative in ensuring managerial and organisational successes during the change process. This means that effective communication during change processes is inextricably linked to the change success for the organisation (Makumbe, 2016). Communication plays the part of clarifying factors to the involved stakeholders including the need for change, what aspects will change and the intended benefits of the said change. This makes them feel as part of the process, thus increasing the sense of ownership, which in return enhances loyalty from the employees and the customers (Makumbe, 2016).
4.3 Primary data 
4.3.1 How data was gathered
The second type of methodology that was used is the primary data collection. To find out Wal-Mart employees perception of change management processes including their likelihood of resisting change and their thoughts on the effectiveness of the change processes, interviews were conducted on a handful of Wal-Mart employees in its stores. 
4.3.2 How the research was conducted

The primary data was gathered through interviews which were conducted to gather data from 3 employees working in Wal-Mart stores in the UK which are known as ASDA. Employees who qualified for the interview were those who had stayed with the company for more than 12 months. This criterion was used to ensure that only those employees who have been with the company and mostly likely have experienced change processes in the company were used in this report. Due to issues associated with Covid-19, interviews were conducted through telephone. The researcher guaranteed participants that the research was being conducted anonymously. This meant that no names and/or personal information were shared during the data collection process. This ensured that the identity of the interviewers was protected at all time. The researcher also ensured that the collected data was protected not only from access by unauthorised individuals but also from damage. 
4.4 Primary research results
The questions and the responses from the participants are in appendix 2.
When Wal-Mart employees were asked whether they are often involved in change processes, majority of the employees gave similar opinion. The first employees (coded EA i.e. employee A) indicated that ‘No, employees in Wal-Mart are not often involved in any change process. Change is often pushed down to us and we are supposed to respond positively to all the changes’. Similar opinions were given by other employees including EB, EC. For example, employees EC said that ‘the company imposes changes to all employees without prior communications or anything of sought’. Employees responses to the above question about being involved in the change process in Wal-Mart show that in Wal-Mart employees are not often considered as important part of the change process in the company. The company management makes the changes and imposes them on the employees who are supposed to positively accept them.
The researcher also asked the Wal-Mart employees whether the company communicates the change plans and goals to them before implementing any change. Employees A, B gave similar opinions indicating that before any major change happens, the supervisors tend to communicate to them through memos and at times through face to face. For example, employees A said that “During the previous restructuring changes in the stores our supervisors called a meeting and told us of the proposed changes. However, the meeting was a way of informing us as opposed to communicating and having a dialogue about it and get our opinions”. 
Employees E also said that “during major changes they tend to print out memos to inform employees of the proposed changes as a formality”. 
Other employees C also gave information indicating that the type of communication that WAL-Mart management adopts during change process is not sufficient to communicate about the need for change, the goals and the expectations. For example, employees C said that “changes often happen in the company but as employees we are not always kept on the loop. There are no formal communications about why the changes are necessarily”
The employees were also asked whether the way changes are managed in Wal-Mart cause fear and uncertainty to them. All interviewees gave similar opinions indicating that whenever change occurs, some of their colleagues lose jobs and thus they are always daring the next change occurring. For example, employees A said that “Yes, particularly because these changes happen out of the blues, it is very difficult to know what impact they will cause at the individual employees level. Mostly, people lose their job without prior notification due to these changes. Thus, my colleagues and I are always worried about losing our jobs when the next big change occurs”. Similar opinions were given by employees B who said that “I am always afraid of losing my job because I have seen many people lose their jobs when restructuring changes happen”.
The researcher also asked employees to state whether they are satisfied with working at Wal-Mart and whether or not they would leave Wal-Mart to work in another retail chain. All employees interviewed indicated that they are not satisfied working at the company towards change management and would most likely leave the company to work in another retail chain company.
Clearly, the change management at Wal-Mart is flawed in many fronts. Employees are not involved in the change process. The management does not effectively communicate about changes to the employees including the need for change, what changes mean to the employees and so on and so forth. As a result, Wal-Mart employees are often anxious and afraid, not knowing when the next change will happen and most importantly what will happen to their job. More so, according to this report, there is a direct relationship between Wal-Mart change management processes and their employees’ poor job satisfaction and lack of loyalty. That is, since majority of employees at Wal-Mart feel that the company fails to consider them in the change processes, they are afraid of losing their job which in return makes them have low job satisfaction and low loyalty towards the retail chain company.
5.0 Recommendations for enhancing change management process to reduce employees’ resistance to change in Wal-Mart

The main aim of this consultancy report is to provide recommendations on how Wal-Mart can improve its change management processes in its stores in order to improve employees’ satisfaction and loyalty and most importantly to reduce their resistance to change. The secondary and primary research results presented in the above section shows that Wal-Mart has poor management process which negatively affects its employees. In light of this, this report presents the following recommendations. The recommendations are based on Elvin (2005) framework for effective change which places communication at the center of an organizational change process. 
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Figure 1: Recommended model of communication during change management 
Source: Elving (2005)

According to this report, Wal-Mart should rethink their change management framework and focus more on ensuring effective communication during the change process. Dawson (2016) argued that effective communication is imperative in ensuring managerial and organisational successes during the change process. This means that effective communication during change processes is inextricably linked to the change success for the organisation. Communication plays the part of clarifying factors to the involved stakeholders including the need for change, what aspects will change and the intended benefits of the said change. Elving (2005) recommends that an organisation can use communication in three ways, namely, to inform, to address job insecurity and uncertainty and to create a community. This way, an organisation can increase its employees’ readiness to change thus translating to effective change management. 
According to Malek and Yazdanifard (2012), during change management, the organisation management needs to be able to announce the proposed organisational changes in an effective way that does not only announce but also offer relevant stakeholders with information regarding the timing, nature and the need for change. Such communication educates and motivates employees at all levels of the organisation which in return motivates them to support the change process (Barret, 2012). This means that in Wal-Mart, the management need to consider communication of changes to the employees as a critical aspect during the change processes. Therefore, prior to implementing any change, Wal-Mart management needs to always explain in details why the proposed changes are necessary including the various benefits and costs of such changes. Such communications are more likely to bring about positive attitudes towards change among Wal-Mart employees, increase their commitment, satisfaction and loyalty towards the company in general.
According to Malek and Yazdanifard (2012), one of the negative outcomes of change in an organisation is uncertainties particularly in regard to job security. However, through effective communication, employee’s level of uncertainty and fear of job loss can greatly reduce. Presence of the knowledge about the need for change tends to reduce the overall uncertainty among employees (Franklin and Aguenza, 2016). During change process, employees do not necessary fear change; rather, they fear the consequences of change. To this regard, effective communication allows for easier management of fear among employees. Franklin and Aguenza (2016) also argued that during change process, an organisation should focus on creating a sense of community through effective communication which would in return increase employees’ commitment, trust, loyalty and identification with the company. To this end, during change process, Wal-Mart should focus on giving its customers autonomy, feedback and ensure high level of employee participation while at the same time ensuring change goals clarity. This is more likely to lead to increased commitment among Wal-Mart employees towards change initiatives as well as increased positive attitudes towards change.
6.0 Conclusion
This report has relied primarily on secondary and primary data to understand Wal-Mart change management process and to propose recommendations on how to enhance the company’s change management processes. Primary data was gathered using interviews. This data indicates that Wal-Mart management does not effectively communicate about changes to the employees including the need for change, what changes mean to the employees and so on and so forth. As a result, Wal-Mart employees are often anxious and afraid, not knowing when the next change will happen and most importantly what will happen to their job. More so, according to this report, there is a direct relationship between Wal-Mart change management processes and their employees’ poor job satisfaction and lack of loyalty. Secondary data has indicated that majority of researchers agree that effective change management can be ensured through effective leadership, communication and employees commitment which would in return reduce employees resistance to change. In light of this, consultancy report recommends that Wal-Mart should use communication in three ways, namely, to inform, to address job insecurity and uncertainty and to create a community during its change management processes. This way, an organisation can increase its employee’s readiness to change thus translating to effective change management.
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Appendix 1: PESTEL model

	PESTEL factors
	Contribution

	Political 
	· High political stability

· Low government interference

	Economy 
	· Reduced GDP

· Temporary closure of stores

· Loss of employment 

	Technology 
	· Sales of clothes online

· Reduced employment

	Legal
	· Employee minimum wage


Source: compiled from the report
Appendix 2: Interview questions

1) How involved are the employees in change process in Wal-Mart?

2) Does the Wal-Mart management communicate the change plans and goals to them before implementing any change?

3) Is the way changes are managed in Wal-Mart causes fear and uncertainty to you?

4) How are you satisfied with your work here at Wal-Mart? would you consider working in another organization ?
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