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Executive Summary
Walmart is one of the largest retail enterprises in the world. Faced with the impact of the pandemic and the changed shopping habits, Walmart quickly made changes accordingly, which is to enter e-commerce and develop online grocery. This report has adopted different change management model to analyze Walmart’s change program. In order to better understand the necessity of change, the report also analyzes the triggers of the change from both external level and internal level. When Walmart decided to enter e-commerce, there existed driving forces and restraining forces, and the analysis shows that the driving forces are greater than the restraining forces. In this report, stakeholder analysis mapping is used to identify the support and possible resistance to the change. The report also points out that the approach to change that Walmart adopted is psychodynamic approach. Finally, Walmart’s online achievements proves that the change program is effective.
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[bookmark: _Toc134207399]1.Introduction
[bookmark: _Hlk134204816]Walmart is an American multinational retail enterprise that operates a series of bargain stores, chain supermarkets, and grocery stores. Founded by Sam Walton in 1962, it has 10,524 retailers throughout the globe after long-term development. Today, Walmart operates approximately 10,500 stores and clubs under 46 banners in 24 countries (Walmart, 2023). 
[bookmark: _Hlk134186539]In 2020, the covid-19 pandemic broke out globally. Over the past three years, the world has seen a shift in behaviors, the economy, lifestyle and beyond due to the COVID-19 pandemic, with people’s online activities increase significantly and purchasing habits change (Kurmar, 2020). People have tended to shop and interact online, as well as pursued healthier and more convenient lifestyle. During this period, sales of many online merchants continued to improve, while business of brick-and-mortar stores plummeted. This had a profound effect on many businesses, as they have had to adapt to the new reality and find ways to reach their customers in a digital world. Therefore, many companies have developed new strategies to capture the attention of these customers and keep them engaged (Goldberg, 2020). Moreover, the pandemic has also had an impact on the way people work, with many businesses embracing remote work and new technologies to maintain productivity and efficiency (Kurmar, 2020). Although these changes have been challenging, they have also provided an opportunity for businesses to become more agile and sustainable, setting the stage for a more digital future.
[bookmark: _Hlk134204950]Faced with the impact of the pandemic and online shopping, Walmart, which mainly relies on physical store sales, has also quickly made changes accordingly. It started to enter e-commerce and develop online grocery by launching Walmart+, a subscription-based service with perks like free shipping and unlimited grocery deliveries to the home. Besides, its website also provides self-pickup service to help consumers save time (Mckinnon, 2022).
To operate effectively, the company needs to identify how to be proactive in the changing environment and how to address resistance. 


[bookmark: _Toc134207400]2.Typology of Change
Typology of change is a categorization of different types of change that may occur within an organization. It involves the identification of different types of change and the associated implications for organizations. In their book, Hodges and Gill (2014) illustrate the type of change. 
[bookmark: _Hlk134187627]Depending on how change happens, change is classified as planned change, emergent change, and contingency change. Walmart’s change belongs to planned change. Planned change is a process of gradually introducing new strategies and approaches to improve the efficiency and effectiveness of an organization (Budoian, 2021). In the face of the pandemic and people’s changed shopping habits, although Walmart quickly made response, it evaluated the change and its current situation, and then developed and implemented new sales strategy gradually, therefore, its change is identified as planned change.
[bookmark: _Hlk133850088]According to the magnitude, change can be divided into incremental change, transformational change and punctuated equilibrium change. Walmart’s change should be incremental change, because its way to change is methodical and progressive. It has not completely transformed the way it run. It has kept its bricks-and-mortar presence, and based on which, it developed online grocery. Taking gradual steps to implement change makes it easier for both its customers and employees to adapt to the change. 
Depending on the focus, change includes strategic change and operational change. Strategic change is a long-term shift in the direction of an organization that requires a fundamental rethinking of how it operates (Johnson, 1992). Walmart, before the pandemic exerted great influence on the physical stores, put emphasis on the running of traditional supermarket. While after the pandemic cast a shadow on the brick-and-mortar stores, it started to adjust its strategy and the development of online grocery was added into its strategy. Therefore, Walmart’s change belongs to strategic change rather than operational change. 
According to the level, change can be divided into organizational change and individual change. Walmart’s change is a change relating to the whole organization and the decision was made by the company as a whole. This change has involved revising the company's operations, including adding online business, updating processes and procedures (Leaders, 2022). Therefore, it is an organizational change rather than individual change. 


[bookmark: _Toc134207401]3.Triggers of change
Organizational change is triggered by a variety of factors, both internal and external. Internally, it can be driven by a need to improve performance, strengthen morale, stay competitive in the marketplace, or to respond to new market opportunities. It can also be driven by changes in innovation, leadership, or the organizational culture. Externally, it can be triggered by changes in the economic climate, new regulations, or changes in customer needs and expectations (Stuart, 1995) 

[bookmark: _Toc134207402]3.1External Factors
The external factors that trigger Walmart’s change include following factors:
1) Changed economic form: The pandemic has dealt a heavy blow to traditional economies and lead to the change of economic form. During the pandemic, the consumer spending decreased and a large number of small-and-medium-size companies were forced to close. Compared with online companies, the situation of brick-and-mortar businesses is undoubtedly more difficult. Most of the bankruptcies were bricks-and-mortar companies or merchants (Pimentel, 2021). While the online economy has boomed during the pandemic and many businesses started to pursue online development mode. It can be said that the changed economic form is one key factor driven Walmart’s e-commerce development. 
2) Changed customer needs and market: During the pandemic, people paid more attention to the social distancing and pursued healthier and more convenient life style. They tended to shop more online or ask delivery service (UNCTAD, 2020). Since Walmart quickly identified the growing customer needs of online shopping and the great potential of online market, it decided to develop online grocery and delivery service. Therefore, the changed customer needs and market is one critical trigger factors.
3) Competitor activity: In the face of the changed economic form and customer needs, many businesses have developed multiple ways to conduct their operations, like partially brick-and-mortar stores and partially online stores, or fully online stores, which enable them to cut operational costs and to expand online market (Gramling and Orschell, 2021). To stay competitive in retail industry, Walmart also developed its online operation strategy.
4) Advanced and technology: The advanced technology has enabled Walmart to provide customers with an improved online shopping experience, offering greater convenience, faster delivery times, and a larger selection of products.

[bookmark: _Toc134207403]3.2Internal Factors
1) New ideas about customer service: With the improvement of people's living standards, many customers hope to get more convenient online shopping and home delivery services. Walmart accurately identified this need, generating new ideas about customer service and providing online shopping service for customers.
2) Innovation in processes: Walmart realized that other organizations’ transformation into e-commerce are conducive to process innovation within the organization, from order management to payment processing. Furthermore, the ability to track customer data and preferences allows organizations to tailor their services to better meet the needs of their customers. Driven by the prospect to innovate processes, Walmart also develops online shopping and adding home delivery service.


[bookmark: _Toc134207404]4.Forcefield Analysis
Kurt Lewin (Lewin, 1947) holds the idea that everything, including an organization, is in a state of constant change. He believed that individuals, groups, and organizations must be willing to adapt to changing conditions in order to remain successful. In order to understand the complexities issue, he proposes the force field analysis (Lewin, 1957) to explore the two sides of issue and gain a better understanding of it. When it comes to change, there exist driving forces which push change to happen, and there are also restraining forces which stop change’s happening. The diagram below shows the force field analysis of Walmart’s change: 
[image: ]
The middle status shows the change that Walmart tried to make, which is to develop online grocery and operations. If the restraining forces are greater than the driving forces, no change will happen. And if the driving forces are greater, change will happen eventually. The score of driving forces is 22.5, and the score of restraining forces is 13.5. Since the driving forces outweigh the restraining forces, Walmart’s change happens in the end.

[bookmark: _Toc134207405]4.1Driving Forces of the Change
1) [bookmark: _Hlk133938666]To grow as an omnichannel retailer: Walmart is one of the largest retailers in the United States. Its business was mainly focused on offline retail before it moved into e-commerce. This will help it develop into a well-rounded online and offline retailer. This strategic move will enable it to reach a broader range of customers and expand its services to meet their needs.
2) To expand business: Walmart will be able to provide customers with a more convenient shopping experience by giving them the option to purchase items either in-store or online (Delesline, 2023). Finally, Walmart will be able to better understand the changing market trends and customer preferences, thus allowing them to stay ahead of the competition. In summary, developing online operation will help it to expand its business beyond previous retail.
3) To gain diverse skills: Walmart lacked experience in e-commerce, website building and publicity before entering e-commerce. Moving into e-commerce now will help it acquire new skills in these activities.

[bookmark: _Toc134207406]4.2Restraining Forces of the change
4) [bookmark: _Hlk134200754]Fiercer competition: Before Walmart entered online areas, it mainly faced competition from brick-and-mortar retailers, including The Kroger, The Home Depot, and so on. But after entering online shopping, it also faced fierce competition from ecommerce enterprises, like Amazon (Bhasin, 2020). Therefore, compared with before, Walmart now may face fiercer competition.
5) Risks from diversified investment: Walmart has decided to take a bold step forward and expand its business into the realm of e-commerce. This is an unfamiliar venture for the company, and it is not without risk.


[bookmark: _Toc134207407]5.Stakeholder Analysis
A stakeholder is an individual or organization that has an interest in the success of a project or business. Stakeholders can be customers, suppliers, creditors, employees, shareholders, government agencies, and other individuals or organizations who have a vested interest in the success of the project or business (Renfro, 2022). They are essential in helping to ensure that the project or business is meeting its goals and objectives in an efficient and effective manner. Stakeholders can be involved in decision-making and can provide valuable feedback and insight into the progress of the project or business.  
A stakeholder map is a useful tool for an organization to identify stakeholders and their interests (Martins, 2023). It provides a visual representation of the relationships between stakeholders, the organization, and other entities. By gathering information on stakeholders, their interests, and the organization, it can help identify opportunities and potential areas of conflict. Furthermore, it can be used to ensure that all stakeholders are included in decision making and that their interests are taken into account.

[bookmark: _Toc134207408]5.1Stakeholder Roles
During the process of Walmart’s change, senior managers play the roles as advocates and decision-makers. Investors as the sponsors provided financial support to push the change. The customer is another important stakeholder, whose needs and desires are integral in determining the success of Walmart’s change. The middle-level managers and employees play the roles as implementers. Suppliers, as stakeholders, provide goods and services to keep Walmart’s successful operation. Competitors, as stakeholders, provide a benchmark for comparison as well as important feedbacks (Arshad, 2020).

[bookmark: _Toc134207409]5.2Strategies
Considering the above key roles, different strategies should be utilized to ensure the successful progress of the change.
Strong support:
The customer as the key stakeholder, whose satisfaction determines the success of the Walmart’s entering online shopping, should be paid close attention. 
The senior managers and investors are those who make the final decision of change, so it is essential to ensure that their interests are safeguarded and their satisfaction is maintained. Therefore, their feedback should be taken into account during the entire process and their concerns should be addressed timely.
Strong opposition:
Middle-level managers are tasked with the critical responsibility of implementing change. They must be able to effectively communicate the change to staff, and be able to resolve any issues that may arise. However, these people with high power may be concerned about their own job security and the impact of the change on their team, so they may oppose the change. Therefore, actions should be taken to win their support, like raising their salary.
Employees have an important role to play in the implementation of strategies and changes. However, they may be an opposition to the change, because the cost of implementing the change may be a concern, as well as the difficulties to learn new systems and processes. To win their support, time should be taken to explain why the change is taking place and how it will benefit the organization and its employees. Besides, it is important to ensure that employees are given adequate resources and support to transit to the new online system and operation.
Weak Support:
Suppliers are responsible for providing high-quality goods and services to keep Walmart’s daily operation. Walmart should keep close communication with them and improve their satisfaction to ensure long-term and steady supplies.
Weak opposition:
On the one hand, competitors pose threat to Walmart’s market share. On the other hand, they can provide valuable feedback on products and services, allowing Walmart to better master customer needs and preferences. Therefore, competitors are another stakeholder group that should not be overlooked.


[bookmark: _Toc134207410]6.Leadership and Change
[bookmark: _Hlk134202665]The leaders of the enterprise play the role of initiating, encouraging, supporting, and carrying out organization change or innovation (Carucci, 2021). They should strive to create an environment suitable for organization change or innovation, and realize the dynamic adaptation of the organization to the market.
Kotter’s eight steps model (Kotter, 1995) can explain how leadership can be used to drive change and reduce resistance. The following analysis is made based on Walmart’s situation:
Step one: To establish a sense of emergency. Leaders of Walmart should clearly send a signal that implementing change is urgent and imperative. During the pandemic, Walmart faced the operation difficulties and it needed to develop e-commerce to get out of the difficult time. The leaders should explain why the change must implement to ensure that their teams are motivated to stay focused and reach their goals timely.
Step two: To create a powerful coalition. In order to effectively lead change, it is essential for leaders to create a powerful coalition. The decision of change is made by this coalition and they can effectively remove resistance of change and push forward the change.
Step three: To create a vision. A clear vision communicates the desired direction and purpose of the change, and helps to align and inspire individuals towards a common goal (Mayo, 2007). Walmart's vision is to create a world where people can save money, live better, and feel good about the impact their shopping is making on the world around them (Walmart, 2023). 
Step four: To communicate the vision. Kotter (1995) believes that communication is a very important step. It is essential for Walmart’s leaders to communicate clearly the vision to stakeholders so that the resistance can be reduced.
Step five: To empower others to act on the vision. With the shared vision being creating and communicating, leaders, as the decision-makers as well as controllers, should empower people from different posts to act on the vision so that the change can take place smoothly.
Step six: To plan for and create short-term wins. Leaders should plan for and create short-term wins, which provide tangible progress and a sense of accomplishment, thus motivating teams and individuals. According to Redman’s (2023) report, Walmart edged out Amazon as the most preferred online grocer in 2021.
Step seven: To consolidate improvements and produce more changes. When Walmart have gained improvements in online grocery, Leaders should continue to take measures to consolidate improvements. Actually, Walmart recently have produced more changes, such as promoting online merchandise through TikTok livestreaming events (Repko, 2021).
Step eight: To institutionalize new approaches. By institutionalizing new approaches, leaders of organizations can ensure that the new ideas and processes are embedded into the organization’s culture and operations, allowing them to become part of the organization’s identity and helping to ensure that they become the norm. 
It is important to realize that one leadership style cannot be suitable for all contexts (Jordan and Wade, 2020). Leaders must be able to adapt their style to the specific context in order to be successful. Different environments may require different approaches, and it is essential that leaders have the flexibility and creativity to assess the situation and respond accordingly. For example, a situation that requires quick decisions may be best served by an autocratic approach, while a situation that requires consensus building may be better served by a democratic approach. Ultimately, a leader must be able to recognize the nuances of the situation and adjust their style accordingly.


[bookmark: _Toc134207411]7.Approach to Change
Walmart utilizes the Psychodynamic approach to change management. This approach focuses on the psychological aspects of change, including understanding and accepting the transition process and helping individuals move through the stages of denial, anger, bargaining and depression associated with it. It involves understanding the psychological motivations of individuals involved in the transition process and addressing their needs and concerns (Ross, 1992). This approach helps to ensure that everyone involved in the change is prepared for it and is comfortable with the process. By taking this approach, Walmart is able to ensure that their transitions are successful and that their employees are well-equipped to handle the changes. However, psychodynamic approach does not take into account external factors such as the environment or biological processes, which means during the process of change, the external environment may influence Walmart’s staff’s mind, thus affecting the progress of change.


[bookmark: _Toc134207412]8.Effectiveness of Change
[bookmark: _Hlk134181616]Walmart have invested a lot for the change, and as such, the evaluation of the effectiveness of change is very essential. Evaluation can ensure that the company is getting the most out of its investment and that the changes are having the desired impact (E.B. Howard, 2021). 
According to Chicory’s survey (Chicory, 2023), Walmart beat out Amazon as consumers’ most-preferred online grocer. Walmart’s e-commerce sales were up 79% in 2020 and were up 1% in 2021 on the back of strong growth in the prior year. Walmart is now the second largest e-commerce retailer in the United States with e-commerce making up around 13% of its sales. Hence, it can be seen that Walmart’s entering e-commerce is an effective change and have brought benefits to the organization.


[bookmark: _Toc134207413]9.Conclusion
[bookmark: _Hlk134205004][bookmark: _Hlk134205140]In conclusion, this report has introduced the change made by Walmart which is entering e-commerce and developing online grocery. The report has adopted different change management model to analyze Walmart’s change program. Firstly, its change is identified as a planned, incremental, operational and organizational change. Secondly, the report analyzes the triggers of the change from both external level and internal level. Thirdly, Lewin’s forcefield analysis model is used to identify the driving forces and restraining forces of Walmart’s entering e-commerce, and the analysis shows that the driving forces are greater than the restraining forces. Fourthly, stakeholder analysis mapping is utilized to identify the support and possible resistance to the change. Fifthly, Kotter’s eight step model is used to explain how leadership can exert great effect on Walmart’s change program. The report also points out that the approach to change that Walmart adopted is psychodynamic approach. Finally, the report used Walmart’s online performance to evaluate the effectiveness of change.


[bookmark: _Toc134207414]10.Recommendations
Although Walmart have successfully earned its place in e-commerce market, it still needs to improve its management process in the future (Rothman, 2021). Firstly, Walmart should implement a comprehensive change management process, which includes clear communication of goals and objectives, with a timeline for implementation. Besides, training and development of employees to ensure they have the necessary skills and knowledge is also very essential. Additionally, Walmart should evaluate the current process to identify areas for improvement. Finally, it is important that there is a support system in place for employees throughout the change process, to ensure that their concerns are addressed and the changes are implemented smoothly. By implementing a well-structured change management process, Walmart will be available to more achievements in e-commerce and online grocery area. 
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