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1. [bookmark: _Toc19142460]Introduction

As it said that change is inevitable and is difficult because it ought to deal with uncertain future and peoples’ problems. Organizations are vigorously delivering higher productivity, degrees of action and satisfaction. It is not that everything is good, and they are successful but to acknowledge organizations have outgrown actions, volumes and profitability which brings added complex demands in the ever- growing diverse and complex surroundings we function (Carnall, 2007). So, in that regard this report will investigate the change management, strategic change management.
Further to it, in consumer market there has been more to shopping not just finding quality products but also finding it in low price. Global environment changes are bringing marketers with new challenges and opportunities. Globalization, technologies developments and competition have escalated the requirement of changes in buyer- seller relations (Yang, Wu and Wang, 2010). The internationalization of contemporary retailing has changed the dynamics and directed to market congestion (Yang, Wu and Wang, 2010). To flourish and sustain in a world economy organization sought to understand the behaviours, values and needs of its customer. Therefore, by that means this report will take Walmart Inc into consideration to study further on its changes that occurred in recent years.  
 
2. [bookmark: _Toc19142461]Walmart Inc. History

Initially in 1969, it was incorporated as Wal-Mart Stores, Inc but in February 2018 the corporation was retitled to Walmart Inc (Walmart Inc- MarketLine, 2019). It is a global retailer which widely operates supermarkets, grocery stores, department & discounted stores, hypermarkets and neighbourhood markets (Walmart Inc- MarketLine, 2019). Such offers consumables & grocery, technology, health & wellness, apparel & home categories, office & entertainment and hardlines at everyday low price. Walmart Inc- MarketLine (2019) reported, out of that, it also operates cash & carry outlets and warehouse clubs i.e. Sam’s Clubs. Walmart Inc. market various products by means of licenced brands and private labels (Walmart Inc- MarketLine, 2019). As well as, it offers gift cards, fuel and financial services along with wire transfers, money orders, prepaid cards, money transfers and tracking cash & bill payments (Walmart Inc- MarketLine, 2019). Nevertheless, they also merchandise those products via several e- commerce portals. The headquarter is based in Bentonville, Arkansas, the United States (Walmart Inc- MarketLine, 2019).
To add, the corporation classifies it options in 3 segments: Walmart US, Sam’s Club and Walmart International (Walmart Inc- MarketLine, 2019). Hence, Walmart’s online stance comprises of websites offering their own brands, mobile commerce, voice- activated commerce applications and third-party retail partnership channels (Walmart Inc- MarketLine, 2019). It is reported, Walmart sources products from plus 100,000 suppliers globally and serves across 275 million customers every week via 11,300 retail stores as well as operating under 58 banners in 27 countries in e-commerce stance (Walmart Inc- MarketLine, 2019). In the fiscal year ended in January 2019, company stated revenues of US$14,405 million, operating margin was 3.3% and net margin of 1.3% (Walmart Inc- MarketLine, 2019).
Moving forward, since its operation started long time ago it has certainly encountered changes and overcome its challenges in transitions to survive. So, this report will seek to investigate on changes which occurred throughout Walmart Inc history perhaps starting from 2017 and, most importantly focusing on the contemporary and incumbent changes i.e. digitalization and e-commerce. But before that, report will list the company’s strategy/ plans that were made in relation to its specific focus are below:

2.1 [bookmark: _Toc19142462]Strategy/Plans

Year: 2018 (Walmart Inc- MarketLine, 2019 and Walmart Inc, 2018)
· Walmart reported its plans to open a US$200 million e-commerce attainment centre in Florida, the US in February.
· The company planned to invest in a new drone technology to expand its existence in food-growing business in March. 
· The company planned to open 20 new stores and expand online grocery pickup to more stores in April.
· Walmart announced its plans to offer same-day delivery of fresh and frozen food, including other wares in the US, open a new e-commerce centre in New York City, the US and expand its mobile payments offering in July. 
· Similarly, it planned to provide an online grocery home delivery in Wichita, Kansas, the US.
· Walmart announced its plan to launch an Intelligent Retail Lab in its stores in Levittown, New York in November.

Year: 2017 (Walmart Inc- MarketLine, 2019)
· The company planned to invest US$6.8 billion for the development and remodelling of stores, allocation centres and clubs in the US in January.
· It planned to open its third no-checkout store in Tomball, Texas, the US in February.
· Walmart planned expansion of its online grocery ordering to San Diego, the US in July.


Between the corporate changes and expansions in the company, Walmart merged & acquired, partnered, agreements & contracts, introduced new product & services nationally and internationally to stay top headed in the retail business game. Given below are some insights of contracts/agreement and new product/ services starting from the year 2017:  

2.2 [bookmark: _Toc19142463]Contracts/Agreements

Year: 2018 (Walmart Inc- MarketLine, 2019)
· Walmart and Japan's Rakuten teamed up to present a new online grocery delivery service. And the company entered into a strategic alliance agreement with Rakuten, the No.1 ecommerce company in Japan offered eBooks and audiobooks to its customers across the US in January.
· Walmart’s Sam’s Club and Instacart joined to offer same day delivery of groceries and daily essentials to households in the US markets in February.
· It signed an alliance with Microsoft to speed up the digital transformation in retail sector using Microsoft cloud solutions in July.
· It joined with Alert Innovation to launch a pilot, using automation technology to fill online grocery orders faster and launched Walmart eBooks by Rakuten Kobo, which includes comprehensive eBook, audiobook, and e-Reader solution to the U.S. Walmart customers in August.

Year: 2019 (Walmart Inc- MarketLine, 2019)
· Walmart entered into omni-channel partnership with fintech firm Affirm, Inc. to help its customers pay online in February.


2.3 [bookmark: _Toc19142464]New Products/Services

Year: 2018 (Walmart Inc- MarketLine, 2019)
· Walmart launched a new all-encompassing mobile app solution, the Store Assistant, reimagining in-person shopping in February.
· It launched a new Artificial Intelligence (AI) shelf-scanning technology to four stores in Southern California, the US in March.
· It launched Jet-black, a concierge-style service for requesting stuff and quick delivery to order goods from website by text messages in May. 
· It introduced 3D virtual shopping tour on its website that would help customers browse and choose items in June.

Year: 2017 (Walmart Inc- MarketLine, 2019)
· It introduced free online grocery pickup service in June.
· It launched mobile express returns to exchange online items in physical stores and announced to launch Mobile Express Returns, a mobile based application to shorten returning process in October.


Above discussed information provides essential amount of historical context as well as figures to shed light on the stance of Walmart Inc. Additionally, report will study theoretical context of change management and strategic change management. 

3. [bookmark: _Toc19142465]Change Management and Strategic Change Management

At all levels, change executives must be adequate at recognizing the requirement for change. As well as capable to perform which will defend change. As they might work solid to bring improvements, it is broadly accepted opinion that up to 60% of change programmes fail to accomplish targeted results (Hayes, 2018). Nevertheless, open system theory is provided as a foundation relating organizations as a system of interconnected elements which are entrenched in and largely impacted by a larger system (Hayes, 2018). It has been asserted that internal and external alignment promote organizational effectiveness as many elements of a system reinforce rather than disrupt, thus minimizing the loss of resources and system energy. Extensive interdisciplinary review of literature has led scholars to identify 4 ideal types of change theories namely; lifecycle, teleological, evolutionary and dialectical (Hayes, 2018). To add, managers who identify changes in their organization’ external environment might place to commence change and acknowledgement of opportunity. 
Though, those questing to intentionally change had been provided with insight that involves situation of ‘stable quasi-stationary equilibrium’ by Lewin which is compared as a river that flows with a given speed in a given direction (Hayes, 2018). It is mentioned that, he has suggested for successful change it requires a three-step process i.e. Lewin’s three-step model; 1) unfreeze or unlock the existing level of behaviour, 2) move to a new level, and 3) refreeze behaviour at this new level (Hayes, 2018). Also taken as the three change phases- mobilise, move and sustain. 
However, in small businesses, motivated team are driving change and would be different for a major corporation or well- established public sector organization which with formal structures, set of practices and a great deal of opposition to change (Johnson, Scholes and Whittington, 2008). Though, to manage the change approaches needs to be different relating to context. The significant contextual features which needs to be counted as significant in designing change programmes i.e. Time, Scope, Power, Preservation, Readiness, Capacity, Capability and Diversity (Johnson, Scholes and Whittington, 2008). And the adaptation of style of management of a change agent requires to consider, where styles of management are likely to be less or more suitable according to context. Such styles are as follows: Collaboration, Education, Intervention, Direction and Coercion/edict (Johnson, Scholes and Whittington, 2008).  
It is understood that, when future state for the organization is known it is likely to diagnose the barriers of change. Most of barriers believed to come from the old organizational stakeholders and culture (Balogun, Hailey and Gustafsson, 2016). For instance, CEOs are possibly to react to the proposed changes and the implications for the power of the people leading change and should built in the design choices from the reflection of power as one of the contextual aspects (Balogun, Hailey and Gustafsson, 2016). Whereas, the strongest barriers to the implementation of change is on organizational culture. Cultural barriers to change are if not acknowledged from i.e. cultural web analysis and are not acted on then the organization along with its members may linger to be determined by existing culture rather than the ambitions by new ways of working (Balogun, Hailey and Gustafsson, 2016). 
Moving forward, once the design of future state is completed and the barriers to change are known to be overcome, it is essential to design implementation ways to deliver forthcoming state. Such has the involvement of change levers to be deployed and its sequence (Balogun, Hailey and Gustafsson, 2016). As there are various identified levers and interventions (Cultural, Technical, Political and Interpersonal), the cultural web of future as such will consist info of new systems, routines, structures and symbols required (Balogun, Hailey and Gustafsson, 2016). While the reflection of barriers to change ought to have directed to few decisions related to old systems, structures and behaviours which need to be discouraged also the instruments which can be expanded to accomplish this and assit the progress of change. Ultimately, the added design complexity is to make sure there is an equal match among the chosen change approach and the plan of the change state (Balogun, Hailey and Gustafsson, 2016).   
Accordingly, below are the enlisted corporate changes in Walmart Inc’s digitization that occurred throughout the years starting from 2017:

3.1 [bookmark: _Toc19142466]Corporate Changes

Year: 2019 (Walmart Inc- MarketLine, 2019)
· It opened first Intelligent Retail Lab in New York in April.

Year: 2018 (Walmart Inc- MarketLine, 2019)
· It opened a new high-tech supermarket in Shenzhen, China in April.
· Its e-Commerce clothing retailer, ModCloth announced to expand its presence across the US in June.
· It planned to build an army of autonomous robots controlled through a blockchain network and opened a new distribution centre in Alabama, the US in August.
· It opened its new business-to-business cash and carry store in India in September and November. 
· Kendall + Kylie collection expanded their affordable handbags and small accessories for the company in October.
· Walmart and Rakuten opened the new Walmart eCommerce store in Japan in December.

Year: 2017 (Walmart Inc- MarketLine, 2019)
· It announced technology incubator in Silicon Valley to focus on technologies in March.
· It opened a new e-commerce fulfilment centre in Davenport, Florida, the US in July.
· Its grocery delivery service partnered with Uber, a ride-hailing service, to Dallas and Orlando, Florida in August.
  
 
4. [bookmark: _Toc19142467]Walmart’s Organizational Structural Choices and Changes

It has been a leader from beginning in deploying its every day low prices (EDLP) strategy which means offering lower prices on all products, every day than its competitors (Ciravegna and Brenes, 2016). Walmart adopted principle from its founder Sam Walton says, ‘maintain commitment to resilience’ (Ciravegna and Brenes, 2016). He believed his associates/partners were the most crucial ingredient in accomplishing and maintaining success (Ciravegna and Brenes, 2016). Despite being the biggest retail company, Walmart did not rely on extremely centralized hierarchy, for instance products selection were not similar for all store as it sold products depending on the specific requirements of every store (Ciravegna and Brenes, 2016). Department stores managers have their ideas to stay in harmony with their customers, they had to watch and advertise goods that had potential to grow income. And they were motivated to analyse and advance their own decision-making regularly. Founder’s policies and practices consisted allowed employees to face the changes in the industry were promoted i.e. a communication interdepartmental- sharing performance info through personnel, seeking for employee ideas, participation in stock options, offering incentives and continuing open-door policy between others (Ciravegna and Brenes, 2016). 
However, Walmart exploits the same traditional retailing business model to expand internationally but they may do accordingly via separate business units (Snihur and Tarzijan, 2018). It is mentioned company can manage multiple business models with one business unit or in separate business units and different business units in one business model (Snihur and Tarzijan, 2018). When different business units are based on different geographies or product markets and operate the same business model for example Walmart’s discount business model (Snihur and Tarzijan, 2018).  
Nevertheless, prior Walmart had 3 goals identified for their future strategies: be fuelled by 100% renewable energy, produce zero waste and sell products that sustained environment and people (Spicer and Hyatt, 2017). As sustainability allows to think differently, distinctly and creatively about all aspect of business (Laszlo and Cescau, 2017). An ‘emergent perspective’ recommends companies often update and adapt their original plans as managers gain from over time experiences i.e. Walmart’s emergent low-cost sustainability strategy is one of them (Spicer and Hyatt, 2017).
Furthermore, Walmart was looking for long ago at a 10-year extent of investments to enhance its digital capabilities as its leaders acknowledged digital world demanded more (Kane et al., 2017). It thought virtually every feature of its business to keep up with changing customer behaviours and hence, revamped its business strategy. Such as, implementing online grocery personal shopper and self- checkout host to name few (Kane et al., 2017). It also changed in what way it organizes its employees whilst inspiring them to cooperate over organizational limits. It has focused on digitizing business that is added as ‘digital competencies’ to leaders in order to be promoted which is significantly supported by CEO, board of directors and chief investors (Kane et al., 2017). It would not be wrong to say Walmart’s approach is indicative of ‘digital maturity’ meaning, in what way businesses arrange to adjust steadily to continuing digital change (Kane et al., 2017). 
To add, due to consumers adapted to online shopping there has been an emerging attention on ‘omnichannel retailing’ which is aimed to providing users to a seamless shopping experience via all available shopping networks options (Gao and Su, 2016). It has been reported fulfilment centres ranked higher than among another network integration program i.e. buy online and pick up in store (BOPS) is the one that regarded as the topmost significant one contributing 64% of retails have already implemented- Walmart Inc (Gao and Su, 2016). However, retailers mostly agree BOPS should not be instinctively applied to all the products categories (Gao and Su, 2016). According to Walmart’s senior vice president and general manager stated, being selective in such a way is to focus on products that would bring the customers into the physical stores (Gao and Su, 2016).    
Additionally, ecosystem is described as, ‘extended system of mutually supportive organizations; suppliers, communities of customers, lead producers and other stakeholders, trade associations, financing, standard bodies, labour unions, governmental and quasigovernmental institutions and other interested parties. Such communities come together in a partially intentional, highly self-organizing and even somewhat accidental manner’ (Guruprasad, n.d.). Below given figure 4.1 is the illustration of Walmart’s ecosystem:

Walmart Inc stakeholders can be categorised into two groups: economic and non- economic (Guruprasad, n.d.). The groups and individuals that are economically and [bookmark: _Toc19142167][bookmark: _Toc19142430][bookmark: _Toc19142468]Figure 4.1: Walmart’s Ecosystem (Guruprasad, n.d.)




directly impacted by the activities of Walmart are economic stakeholders eg Top Executives, employees, shareholders, consumers, suppliers & distributors, communities and retailers whereas, the groups and individuals that have a non- ecomonic or political stake in the course the Walmart takes are non- economic stakeholders eg labor unions, non-profit organizations, international retail stores and politicians (Guruprasad, n.d.). Prior hard work, dedication and networks to make Walmart highly effective retail business, Walton and his team not just made technology work but to substantial degree, they exhibited just hoe technology can create ecosystem that supports innovation and effective partnerships (Bjelland and Wood, 2015).
Further to this, the research was done in Walmart’s ecosystems and it states Walmart’s recent success stems form a core factor- its capability to acquire value from its store ecosystem. Meaning, it contains a toolkit with options for stores depending on customer areas of friction for instance poor on-shelf availability or lack of staff in the store. Such technologies are not available in every store but they can ask for support pain- points based on such requirements. Below figure 4.2 demonstrates innovation in Walmart’s store ecosystem:
   Figure 4.2: Walmart’s in- store ecosystem (IGD Research, 2019).

 
This in- store ecosystem have 3 areas: Associate innovations, Store innovations and Customer innovations (IGD Research, 2019). Associate innovations relate to directly supporting the store staffs to be more effective in their duties i.e. Digital Name Tags (IGD Research, 2019). Whereas, store innovations relate to technology that support efficiency, hygiene and KPI reporting as well as all areas were customers don’t directly interact i.e. Auto-S shelf scanner (IGD Research, 2019). And customer innovations relate to the technologies which customer can directly interface i.e. self- checkout, scan and go technologies which enables virtual reality shopping experiences (IGD Research, 2019). Out of that, it has tested its vision-based product scanning which does not require to have a barcode on product instead it can be acknowledged just by the product design and the packaging shape of products (IGD Research, 2019).  

Altogether, with all progress and changes in Walmart are gathered, below provided points the core strengths of a company and those opportunities which can be replicated into strength.     

5. [bookmark: _Toc19142469]Walmart’s Strengths 

5.1 [bookmark: _Toc19142470]Multi- channel Sales

Its products are sold via integration of in-stores and online business set-ups (Ghazzawi, Palladini and Martinelli-Lee, 2014). Walmart provides its services to customers over 275 million every consecutive week via its 11,300 stores and e- commerce portals which operates within 58 banners in 27 countries (Walmart Inc- MarketLine, 2019). About 77% of net merchandise is shipped via 156 distribution facilities which are strategically placed over the US and delivers e-commerce orders via 33 e-commerce facilities hubs (Walmart Inc- MarketLine, 2019). Internationally, it operates in market in Canada, Argentina, China, India, Africa, Japan, UK, Central America and Mexico inclusive of total 5,993 stores (Walmart Inc- MarketLine, 2019). Walmart also provides services via 599 Sam’s Club membership- only warehouse (Ghazzawi, Palladini and Martinelli-Lee, 2014). Out of that, it sells products range from walmart.com, samsclub.com, JD.com, jet.com, flipkart.com, asda.com, walmart.com.mx, Walmart.ca, shoes.com, hayneedle.com, modcloth.com, bonobos.com and Moosejaw.com. As well as through Walmart.com, it offers health & wellness, home & apparel, technology, office & entertainment and other general merchandise to its customers (Walmart Inc- MarketLine, 2019). 

5.2 [bookmark: _Toc19142471]Customer-centric Business Operations

Walmart offers products at competitive prices to customers in comparison to its rivals (Ghazzawi, Palladini and Martinelli-Lee, 2014). To do so, Walmart implemented many programs that help to accomplish price leadership in the retail business game. It’s very known and major programs are inclusive of everyday low price (EDLP) (Ghazzawi, Palladini and Martinelli-Lee, 2014), Walmart Pickup, everyday low cost (EDLC), Pickup Today, Grocery Delivery and Online Grocery schemes to name few (Walmart Inc- MarketLine, 2019). Within EDLP program, it offered and sold merchandise at lower pieces and assured users that it does not change under normal promotional actions (Walmart Inc- MarketLine, 2019). Nevertheless, its EDLC program controls expenditures and other overhead costs thru several strategies (Walmart Inc- MarketLine, 2019). Its Walmart Pickup is an online order system where users can order online and collect it for free of cost in store or distribution facilities (Walmart Inc- MarketLine, 2019). And, as well as some services such as grocery orders are delivered to home or collect in participating store and even in remote places (Walmart Inc- MarketLine, 2019). Such availability provided by Walmart enable it to develop and create long- term relationship with customers and charm new customers to emerging and potential markets (Walmart Inc- MarketLine, 2019).  

5.3 [bookmark: _Toc19142472]Inventory Turnover Ratio

Walmart’s improved inventory turnover ratio and lower inventory turnovers indicate it acquires low inventory carrying costs and improve its operational performance (Walmart Inc- MarketLine, 2019). It reported in FY2019 of an inventory turnover ratio of 8.8 in compared to FY2018 of 8.6 which is beyond the retailing industry average inventory turnover ratio of 6.32 in the same year (Walmart Inc- MarketLine, 2019). Out of that ratio, Walmart take only 42 days to sell its inventory compared to 125 days by other major competitors (Walmart Inc- MarketLine, 2019).


6. [bookmark: _Toc19142473]Walmart’s Opportunities

6.1 [bookmark: _Toc19142474]Partnerships

Every strategic partnerships contracts and agreements enable corporation to expand its further endeavour operations and user/customer ground. Walmart in partnership with Sleep Country Canada Holdings Inc., Affirm, Inc, Fanatics, Point Pickup, AxleHire, Roadie, Skipcart, CVS Health have expanded its services in online delivery, launch in merchandise, agreement with Pharmacy Network and participate in commercials as well as providing network stability to its users (Walmart Inc- MarketLine, 2019). 

6.2 [bookmark: _Toc19142475]Emphasis on E-commerce Market

In the US, shoppers are today preferring and combining their offline and online behaviours where they actively consider two means of shopping experience as interchangeable (Walmart Inc- MarketLine, 2019). So, its forcing retailers to take both measures to integrate in retail strategies and converting onto an omni- channel platform (Walmart Inc- MarketLine, 2019). Due to the growth in usage of internet, improved offers and discounts, user- friendly link of web entries, buying power and shifting consumer pattern are forcing the increase of e-retail market. In- house research on online retail sector forecasted to increase 8.5% during 2017- 2022 and to reach US$447.4 billion by 2022 in the US (Walmart Inc- MarketLine, 2019). The foremost mode of sale in retail sector in the US was multi-channel retail in 2017 where online calculated for 41.8% (Walmart Inc- MarketLine, 2019). The brand websites of Walmart contain Walmart.com, samsclub.com, jet.com, bonobos.com, shoes.com and Moosejaw.com. It assigned US$5,218 million capital expenditure in FY2019 to develop further in technology, e-commerce, store remodel, supply chain and few more initiatives (Walmart Inc- MarketLine, 2019). It acquired online retailers which helped Walmart to expand its online networks and associates to its portfolio.   


6.3 [bookmark: _Toc19142476]Focus on Technology and Innovation

Walmart oriented Intelligent Labs to boost its research actions by gathering ideas of customers from incubation to international measure (Walmart Inc- MarketLine, 2019). Open source technology is offered to develop ideas using several platforms. It practices many technologies to grow in- store effectiveness via Shelf- Scanning Robots, Autonomous Floor Cleaners and Fast Unloaders. Along that, Walmart is implementing Blockchain technology in store to digitize supply chain procedure (Walmart Inc- MarketLine, 2019). And IBM Food Trust Solution is implemented which uses IBM Blockchain Platform. Walmart’s subsidiary Sam’s Club uses Scan & Go technology to skip/avoid the checkout line. The company also acquired technology and properties of Polymorph Labs which is a Silicon Valley- created marketing foundation (Walmart Inc- MarketLine, 2019). This helped brands to transport appropriate digital advertisements to customers via Polymorph’s technology- a self- serve interface, high- speed ad server and server- side header bidding (Walmart Inc- MarketLine, 2019). Advertiser at Walmart was helped by such technology innovation (Laszlo and Cescau, 2017) in the selection of shopping behaviour of customers promptly and was able to measure if the advertisement impacted a sale or not (Walmart Inc- MarketLine, 2019). Out of that, in Feb 2019 Walmart also launched VR foundation.     

To conclude, innovation and differentiation has always been core and at heart of Walmart’s strategy. The current changes in structure helped it to boost its omnichannel abilities forward following with continuous partnerships and acquisitions. By doing so, Walmart is constantly questing to secure its competitive advantage and ensuring the process to be quicker as possible. 
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