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Executive Summary
This report seeks to present a critical evaluation of Tesco’s current strategic change plan which relates to the product range revisions in the Express outlets and the assessment will be done using dominant change management frameworks. In this case, the research assesses the applicability of Tesco’s current organizational culture on change management activities and provide a detailed actionable blueprint on how change management can be enhanced at Tesco in the future. The evaluation shows that Tesco managed several changes effectively and proactively; however, there are areas for the improvement and handling changes, particularly in the case of engaging employees in change and re-emphasizing changes at the company and moderating leadership style. Inability to effectively engage stakeholders and tackle every detailed work aspect was seen as a weakness despite the high-velocity implementation of change mainly due to the company’s innovation culture. A future recommendation of change is made in regards to the outcome of a digital evolution of all Tesco stores. This plan also entails staff training and development, communication plan, and a well-coordinated evaluation strategy. In this way, based on the strengths of its innovative culture as a major factor, Tesco can effectively manage potential threats originating from its hierarchical system and strengthen the company’s capacity to respond to its external environment changes in the future. In other words, it states that the subject of improving the change management practices is very important for Tesco to keep its position of the market leader and to be ready for future changes in the retail industry.		
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[bookmark: _Toc171782578]Introduction
In the current and ever-changing retail environment, the UK’s number one supermarket Tesco has had to inaugurate some of the most dramatic strategies to maintain the existing competitive niche. This paper discusses Tesco’s announced in August 2023 to transform product ranges in its Express stores and applies concepts of the identified change management frameworks to it (Tesco PLC, 2023). Through the analysis of the implementation of the models mentioned in the context of Tesco’s actions, we get a better understanding of the effectiveness of its change management. In addition, this is research examines the significance of the organizational culture of Tesco in the change management program and recommends strategy for future changes. 
[bookmark: _Toc171782579]Current State of Tesco
Tesco is among the largest supermarket retailers in Great Britain it operates several formats of outlets including large stores and Express stores. The firm has been operating under unfavorable economic environments, whereby consumers, because of the high cost of living, have become wiser when it comes to prices. Out of the above discussed strategies, Tesco has been mainly concentrating on offering value added through own-branded products and Clubcard (Cutler, 2024). The company also holds an investment in advanced digital products and capabilities related to an online purchase. Tesco does not seem to succumb to all the competitiveness of the discounter companies even can be guaranteed a stable market share. The latest move to revamp product assortments of Express outlets is also indicative of Tesco’s intention to stay competitive within the convenience segment as well as cater to the consumers’ demand for value which the supermarket chain has not forgotten is another key symbol of value. 
[bookmark: _Toc171782580]Involvement with the company 
[bookmark: _Toc171782581]My current role in Tesco is the Change Management Manager which entails overseeing organization change management strategies. Specific responsibilities include creating effective change management plans and supporting actions in strict adherence to the company’s goals. I lead and manage change projects seeing the big picture of changes, developments that require strategy and execution of change along with evaluating them for effectiveness to the management of the company. Some of my key roles are the following: Change framework and strategy design, teamwork with other organizational teams, evaluation of the stakeholder influence, communication strategy and plan, training solutions, change management metrics and evaluation. This position will enable me to directly influence Tesco’s change management activity, which is imperative for competition sustainability.
Outline of a Recent Change Initiative
The recent change initiative to be investigated is Tesco's major overhaul of product ranges in Express stores, announced on August 11, 2023. This significant change aims to reinforce Tesco's position as the UK's best value convenience store chain by replacing over 50 key everyday products with more affordable alternatives, many from Tesco's own-brand range (Tesco PLC, 2023). 
The major rationale for developing this change is a growing focus of customers on the price level under the constant cost-of-living crisis. Thus, Tesco internal shopping data showed that buyers are shifting their focus to reducing costs without having to make significant sacrifices concerning quality and this is well expounded by the preference of own-brand products (Tesco PLC, 2023). The change in customer purchase pattern forced Tesco to reconsider its product range in express stores as they are small format stores compared to supermarkets. The change is switching from the branded products to Tesco branded if available or cheaper branded products. In general, the newly-developed products are significantly cheaper: on average by 40%, and sometimes even by 3 times less than their counterparts. For instance, Tesco’s penne pasta at 85p of its own brand and smooth peanut butter at £1. 65 of its own brands are being launched at a half of the new branded products previously offered (Tesco PLC, 2023). 
It is not only applicable to food products but goes a notch higher even to the brands. The labeled brands of toothpaste in the household and personal care segments: Some of the tact brand lines and flavored variant toothpaste are being substituted with versions that cost only slightly above a third of their price. Also, Tesco is cutting the price of selected big branded nappy packs by a staggering 40% thus addressing this important segment’s concern.  This change is for all the Tesco Express stores which is around 2000 Convenience shops serving these communities. The new products are arriving at stores gradually within a period of about a fortnight and the process of total product change is expected to be completed before the end of August in the year 2023 (Tesco PLC, 2023). 
It supports other approaches, such as Clubcard Prices that are another discount program of Tesco and are also offered in Express stores. Through introducing the prices of affordability, Tesco hopes that healthy foods can be easily produced and the family food bills can be brought down. From a working point of view, it will involve much coordination in supply matters, inventory management, and human resource development. Employees at the shift leader and team members’ level must be knowledgeable of the new product range in order to properly aid customers (Tesco PLC, 2023). This also points to changes that may have to be made on approaches to the store layout, shelf labelling and possibly, point of sale equipment. This initiative can be regarded as a strategic direction in the context of Tesco’s market development to address new circumstances and customer demand. It proves the fact that how quickly the organization can shift its strategical plan according to the economic factors and its concern towards the competitive nature of the convenience stores. The effectiveness of this change may be indicated by issues like; customers’ attitudes toward the new product portfolio, the ability of Express stores to sell the new products and the effects on profitability of the targeted Express stores. 
Since this change directly impacts the stores’ operations and customer service in the Express stores, the evaluation offers a good chance to examine the obstacles and consequences of introducing sweeping changes to the product range in a convenience store environment.
[bookmark: _Toc171782582]Impact of External Environment
[bookmark: _Toc171782583]PESTLE Analysis
The UK’s market leader, Tesco, holds 27. 3% of the market and over the last few years the external environment has affected the organization greatly. A PESTLE analysis reveals: 
Political: Supply chain and labor market that contain the impacts of Brexit, have affected Tesco’s operation in strategic ways. 
Economic: UK inflation rate was at a 30-year high of 7% in March 2022 (Davey, 2022), thus, influencing buyers’ behavior as well as Tesco. This led to Tesco saying it expected profits to be below market expectations for 2022-23, ranging between £2. billion and £250 billion claimed in the previous year; it also admitted that its expenditures would reach £6 billion, down from the £2. Merely a 65 billion retail adjusted operating profit in the current year 2021-22 (Davey, 2022). 
Social: An ever-evolving consumer trend or shift in their preference towards healthier and environmentally friendly products affected Tesco. 
Technological: The development of digital technologies has increased the pace of e-commerce development, in which Tesco is actively expanding its online offerings. During the pandemic, the e-commerce sales of Tesco increased by 77% (Cole, 2021).
Legal: Increased regulations around food safety and data protection have required operational adjustments.
Environmental: Sustainability concerns have led Tesco to commit to reducing its environmental impact.
[bookmark: _Toc171782584]Porter’s Five Forces Analysis
Porter's Five Forces analysis further illuminates Tesco's position: 
Competitive Rivalry: High, because competition from traditional supermarkets and new entrant discounter stores poses a threat. However, Tesco has always posted improved results as compared to the three primary competitors namely Sainsbury’s, Asda, and Morrisons (Davey, 2022). 
Threat of New Entrants: Moderate, with the advancements in technology, social networks and other similar sites creating new competition. 
Bargaining Power of Suppliers: Moderate, nonetheless balanced by Tesco’s magnitude and the necessity of positive relations with suppliers. 
Bargaining Power of Buyers: Moderately high as consumers have many choices especially the price-sensitive consumers. Tesco has countered this with strategies such as “Clubcard Prices,” and matching Aldi’s prices on 650 products (Cutler, 2024; Davey, 2022). 
Threat of Substitutes: Fairly moderate due to services such as meal kits and restaurant delivery applications. 
It is observable from the following Tesco’s financial analysis the way the company has managed these forces. The operating loss that occurred in this financial year was £5 billion but the situation has improved to facing a statutory operating profit of £2 in 2014/15. of $69 billion in the fiscal year of 2023/24 (Bedford, 2024). This shows that Tesco has been able to cope with transformation in the market in a very efficient manner. 
[image: ]
Figure 1: Operating Profit of Tesco over the years (Bedford, 2024)
However, challenges persist. In April 2022, Tesco’s shares declined by 5% in response to its profit warning signaling investor apprehension of sustaining profit margins in a period of high inflation (Davey, 2022). The company cited three key factors influencing its performance: the fact that it is operating back on normal consumer behavior after the pandemic, on its capacity to cover with the excess costs by managing its expenses efficiently, and the capital outlay which it has to incur for cost leadership. 
This is evident when Tesco has offered a rather broad guidance for its profit for the year ended 2022-23 because of the volatility of the operating environment. Despite this, CEO Ken Murphy noted to the press that “There are two things Ubiquitous: The Planet, and inflation about which inflation is very real for everyone and already viewed as stretching the finances of households (Davey, 2022).” 
Nonetheless, the issues affecting retail make it possible for Tesco to overcome while being the market leader and implementing sound strategies. Its concern of value for instance by the voucher cutting exercise that led to cheaper own brands being stocked in Express stores aspire to fight the cost of living. An implication of the company’s reckoning to keep weekly shop costs low and its strength in the market, was that it had a strategic orientation towards competitiveness.
[bookmark: _Toc171782585]Change Management Model and Tesco’s Strategic Change
When it comes to the retail industry, Tesco is recognized as being the biggest retailer in the UK market wherein, over the years, the company has encountered various problems that have called for major strategic adjustments. The company’s move to reinvent product ranges in its Express stores, which was disclosed in August 2023, will serve as a useful reference when expounding concepts in change management. Given such an undertaking, this analysis will critically examine the plethora of models that exist in the change management literature and their application in assessing Tesco’s recent strategic moves especially this major product range shift. 
[bookmark: _Toc171782586]Kotter’s 8 Step Model
The 8-Step Model by John Kotter, one of the most notable models used for analyzing organizational change processes (Kotter, 2012), are rather useful for examining Tesco’s case. To this end, the first step in the campaign, making urgency, is adequately related to Tesco’s acknowledgment of the shift in the consumers’ behavior due to inflation and economic problems. According to Davey (2022), Tesco recognized the true burden of inflation to people’s expenditure patterns, which transmitted valuable signals of organizational transformation readiness. This external pressure awareness probably influenced Express store product range significant when it decided to change on overhauling. 
The second process that Kotter identified as necessary – forming a powerful coalition – is not as clearly documented in the materials concerning Tesco’s change. Nevertheless, the case identifies that Sarah Lawler, the Managing Director of Tesco Convenience, participated in the change communication, while the facts confirm the existence of a leadership coalition for the change. This high-level engagement seems necessary for increasing the change process’s legitimacy and formally empowering the change leader to drive innovation across the organization; the change leader may be able to diminish resistance from within the organization by doing this (Kotter, 2012). 
Tesco’s approach also ties with Kotter’s steps of establishing a vision for change, which involves communicating the vision to others. This strategy articulated the company’s vision of being the UK’s best value convenience store chain through this version. Concerning the purpose and expected effects of change, it is clear how Tesco focused on the advantages for customers in relation to price and value. This clear vision can go a long way in motivating employees, and at the same time reassure customers, which might help in the switchover to the new product portfolio (Kotter, 2012). 
However, the speedy execution of the change which resulted in the scripts for the implementation of change being completed by August, 2023 makes it rather questionable to draw application of the subsequent steps in Kotter’s model. Activities like creating short-term wins and subsequent steps based on the change action probably went unnoticed or were done in a very shortened time. While this pace shows the organizations’ good adaptability, it might place more threats to the sustainable of the change progression if it is not well developed (Appelbaum et al., 2012). 
[bookmark: _Toc171782587]Lewin’s Change Management Model
Another theoretical framework that can be applied to the case is Lewin’s Change Management Model consisting of three steps: Unfreeze, Change, and Refreeze (Burnes, 2020). The ‘Unfreeze’ stage is evident in the need for change after realizing that conditions in the market and customer needs have shifted. The analysis of the data, which illustrated that its customers used the company’s own stores to find higher value own brand products, clearly pointed to the need to ‘unfreeze’ the existing approach to the product ranges. 
[image: Lewin's 3 stage CHANGE MODEL]
Figure 3: Lewin’s change management model (Preet, 2021)
The ‘Change’ stage can be illustrated by the frequent and rather fast introduction of new product ranges to Express stores. By illustrating Tesco’s capability to immediately introduce over fifty new stocks, and with many of them derived from the company’s own-brand line, it will also show the capacity to act fast. At the same time, the rate of such change increases the question about the quality of the implementation process and the readiness of the staff and customers (Burnes, 2020). 
Several important things can be concluded from the examined information; however, the specifics of the ‘Refreeze’ stage, which refers to the process of strengthening and fixing the new state, are not quite clear. It points to one huge loophole with the Tesco’s change management plan. If there is no proper plan to consolidate the alterations and make it part of the organizational culture and practice, then it is possible that new improvement may not be optimally exploited or may not endure the long haul (Cummings et al., 2016). 
[bookmark: _Toc171782588]ADKAR Model
Another model that is applicable to explaining how change might have been addressed in relation to this change at Tesco is the ADKAR model that factors the individual aspects of change, according to Hiatt (2006). New communication about the need for change is an implication of the ‘Awareness’ aspect, and Tesco supports its call with internal shopping data and aspects of the economy. Hence, by airing the inflation and the cost-of-living issues on its effects on the consumers, Tesco ensured that awareness was created among the employees and the customers to these implications of the change. 
[image: ]
Figure 4: The ADKAR model of change (Lewis, 2023)
In the case of Tesco, the ‘Desire’ component of the ADKAR model is easy to observe since the benefits are all conveyed to the customers. To achieve this, the authors of the concept pointed out that some of the new goods offered at a cost that was 30% of the previous prices created a desire to embrace change among clients as well as employees. This emphasis on those factors which are quantifiable may a highly effective way to incorporate change (Hiatt, 2006). 
The ’Knowledge’ and ’Ability’ elements of the ADKAR model cannot be determined from the gathered data. It can be presumed that, like many successful solutions, training for Express store staff was part of the implementation process of the new organizational structure, yet this aspect of change management is not described in detail. This arises concern as to how well prepared the workforce of Tesco to enable them to implement and support the new product range strategy (Hiatt, 2006). 
The ‘Reinforcement’ aspect vital for maintaining the success of the change is another plan that is not described clearly in the details. Based on this implication, there might be a gap in Tesco’s change management that needs further enhancement. Also, if the intervention is not maintained, then the organization may gradually abandon the new LMX and revert back to the old practices or may not even optimally exploit all the advantages of the new strategy (Hiatt, 2006). 
[bookmark: _Toc171782589]Leadership Styles
Several problems in the management of strategic change and leadership are evident, for Tesco’s strategic change that involves overhauling the Express store product range. These issues will be defined and integrated into this analysis to determine how the change occurred and the leadership strategies used. 
A major challenge that may be noted in Tesco’s strategic change management process is the rate of strategic implementation. Although, one can note that swift changes may show the provision of organizational response, at the same time, it may lead to the exclusion of significant phases of change (Kotter, 2012). The most pressing operational issue here is that these product range transformation processes have been done in a very short time, within a month, and this rushed move makes more questions than answers because of the lack of sufficient preparation time and the failure to even assume that employees and customers are unlikely to resist such change. As it regarded to with Georgalis et al. (2015), it is also very true that when change happens at a very high frequency, there is always a tendency that it will be met with a lot of resistance since the stakeholders may feel that they are not ready for it or not involved in it. 
Supply chain and logistics management is another contentious area in the management of this strategic change process. Most prominently, it’s likely that introducing over 50 new products, a large number of which were Tesco’s own-brand products, caused many operational issues. According to Christopher (2016), these are things that one needs to balance in order to achieve the management of change since they identified the aspects of product availability and consistent pricing as imperative to rise in retailing. 
Concerning the strategic issue, customer perception and brand image management appear to be significant. When trying to deliver greater value, yet not at the expenses of making their offering look cheaper, Tesco had to consider ways of reducing the cost while at the same time avoiding overemphasis on price. Ailawadi and Keller (2004) also explain this balance in retail that CLV is strongly affected by perceived quality and value of the products. 
The issue of employee engagement and training rise to the surface in the change process as one of the key factors. Assuming some of the changes mentioned above along the value-adding product range is pivotal for the organization, one should not underestimate the need for the employees’ commitment and training. Ulrich and Brockbank (2005) also point out the need for organizational development to invest in its human resources so that the people are not only conscious of these changes but are also capable of supporting and leading the change. 
It can therefore be argued that Tesco displays both the transformational as well as the directive leadership style. The transformational dimension can be observed in Sarah Lawler’s communication regarding preparation of the ‘more healthy food’ based on Bass and Riggio’s (2006) notion of leading for the purpose of accomplishing the organizational good. However, the fast pace of adopting that mandate points to more of an authoritative manner, where there is likely to be a set course, and little room for a subordinate to deviate from the laid down line of action (Lorinkova et al., 2013). 
Due to the fact that Tesco, as the organization, is so large and diversified along with many kinds of stakeholders who are implicated in this change, the appropriate leadership style might have been situational leadership or the adaptation of the leadership to the specific situation. According to Thompson and Glasø (2015), adopting leadership strategies according to context and stakeholders’ requirements could be useful to manage transformations. 
[bookmark: _Toc171782590]Effects of Organizational Culture on the Change Management 
Several scholars posit that stakeholders’ attitudes towards change are a critical determinant of the success levels of change management strategies within organizations. In the context of Tesco, the organization’s culture especially in matters related to innovation and customers has greatly shaped its model of change management. Tesco’s culture is strength because it is value focused, customer oriented, hence the fast implementation of the Express store product range change. 
However, the nature of the change implementation speed negatively prescribes toward culture that might not necessarily be ready with change but eager to meet the change. Schein (2010) claim the organizational culture can either support change or become a barrier to change dependent on the culture to change relation. While the culture of innovation helped Tesco be quick in its actions, it might have prevented the company from strategically considering some change management activities, such as thorough, systematic and sustainable employees’ engagement and long-term reinforcement mechanisms. 
Organizational culture, which is specific in large retailers as Tesco, has its influence on change management and hierarchy is not bypassing. According to Cameron et al. (2022), the communication of hierarchical cultures can also pose a problem since they do not promote the dissemination of information that is key in change implementation. This might have created the impression of a top-down workout in Tesco’s product range decisions thereby excluding the possibility of employee participation hence leading to low employee commitment. 
[bookmark: _Toc171782591]Change Management Plan for the Future 
[bookmark: _Toc171782592]Proposed Change 
For future changes in Tesco, a better moderation is suggested where the future fluidity of Tesco remains intact while effectively involving all the stakeholders and having viable planning horizons. The decision for improvement is to launch a digitalization project for all Tesco outlets that would improve omnichannel grocery shopping. This change would mean unifying the shopping experience both in-store and in the e-commerce sphere, starting to use AI for inventory management and introducing the cashier less cash registers into some shops. 
[bookmark: _Toc171782593]Staff Training and Development
Training and development programs are one of the important aspects of any organization and this short research paper focuses on its implementation in the capacity as Staff Training and Development Plan. Thus, the development of a detailed and memorable staff training and development plan is of great importance to the success of this digital transformation process. Referring to the work of Salas et al (2012), it is critical to note that training is critical in organizational improvement. The training plan should also consist of module-based e-learning courses on new digital systems, technical ‘how to’ sessions on in-store technology, and case cross-training to improve the knowledge about the total shopping experience. Furthermore, leadership development programs based on digital transformation and change management have to be employed in order to prepare managers for this step and to help them steer their teams through the process of change. 
[bookmark: _Toc171782594]Communication Plan 
Communications remain critical when managing change since the change process requires proper organization (Kotter, 2012). The communication plan should state who will communicate with whom, when, what type of information will be communicated and how. This can be done through holding of organizational town hall meetings with the senior leadership personnel to review progress and air issues, conducting daily or weekly store level meetings to disseminate information and finally having a special intranet page where information can be posted and basic frequently asked questions answered. Customer’s communications should be carried out through different mediums, physical and online, store aired, websites, and social media platforms. Of equal significance, feedback channels on the employees and customer should be put in place in a bid to enhance the two-way process of change. 
[bookmark: _Toc171782595]Evaluation Plan 
This is especially so if the change initiative is to be effective, and this points to the need for a good evaluation plan. Based on the recommendations of Kirkpatrick and Kirkpatrick (2016), a multilevel approach to assessing the effectiveness of the change program can prove useful. This should involve; first, conducting periodic polls to population their comprehension and acceptance of the changes being made, secondly, there is the need to track some performance indicators like sale achievements, customers’ satisfaction ratings, and stock turnover ratios respectively. Some of the advice that AK should follow includes, the firm should conduct at least quarterly review meetings for the progress of the digital transformation initiative in achieving the set milestones, as well as conducting an annual comprehensive evaluation of the digital transformation initiative on the firm’s overall business performance. 
When putting into practice this change management plan, it is critical for Tesco to take advantage of creativity while at the same time bear in mind the impact of hierarchy, which is a key factor within the firm. By promoting more bottom-up communication and engaging employees at various organizational levels in the change process, there is a possibility of making the process more integrative than unbearable which, in turns, will create a positive impact on the change management process (Beer and Nohria, 2000). 
Furthermore, Tesco should pursue a more intentional value of learning and change as a culture. According to George Senge in management’s knowledge and Adaptation, it has been noted that organizations that learn adapt better to ongoing change and develop new innovations. This could include introducing more cross disciplinary activities, pro activation of experimentation and/or intentional sharing of good & bad practices of change programs. 
Using the exploration of Tesco’s SWOT analysis based on cultural assets and cultural gaps, the firm can establish a better theoretical framework which will allow overcoming the obstacles experienced within change management successfully and enable it to adapt the organization for future changes and to remain competitive in the ever-shifting retail environment. It will not only help in the successful implementation of the digital transformation initiative and achieving the related objectives but also develop the organizational capacities for further managing of change in a constantly evolving retail context.
[bookmark: _Toc171782596]Conclusion
Analyzing Teso’s case, it is possible to identify how the company is both very successful in protecting the product range of the Express store format and needs improvement in the area of managing change, especially taking into account the example of the change in the product offering strategy. Overall, the company demonstrated great pace and market orientation that could be further leveraged for increasing employees’ engagement, change consolidation, and differentiation of leadership approaches. These areas are covered in the proposed change management plan regarding future change initiatives, especially how they relate to digital transformation of the organization by stressing staff training, communication, and evaluation. Hence, implementing the key concepts of Tesco’s innovative culture together with managing the effects of its hierarchy can improve the firm’s performance in adapting to future changes. The leadership in the retail sector is shifting, and the future does not appear at present to be absolutely rosy at least in many developed countries; therefore, the consequences of successful change management will be very important for Tesco to stay ahead of the competition and to be able to respond to challenges and opportunities effectively in the future.
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