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Introduction
The academic report has the purpose to produce a demonstration of the impact of changes in the external environment on the business strategy and operations of Tesco, one of the prominent retail supermarkets in the UK. The recent pandemic due to Covid-19 has a severe impact on the company and it requires an appropriate change management process to mitigate the consequences through an understanding of the impact of the changes in business operation and employee engagement as well. The report has also developed a model for change that incorporates the issues regarding strategic change in the company including the impact of the change in their leadership style. The report also aims to assess the impact of company culture on the change management process by identifying the kind of organisational culture within Tesco and how it helps the change management process. Tesco has the leading market share in the retail industry of the UK and it is assorted a large part geographically by opening stores in around 14 countries (tescoplc.com 2021). The company produces a wide range of product and service lines operating with more than 400000 employees and it generated 64.76 billion pound in 2020 as annual revenue (tescoplc.com 2021).
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Political Factors
The UK enjoys a stable political climate. The nation had gone through some challenging times during the Brexit movement. The main reason behind this was that there was an uncertainty over the ways in which the new business policies would come about. This had given rise to the notion of complex taxation policies in various regions of the nation. The business of Tesco also got affected to some degree owing to the same as they had to maintain different tabs of taxation within their organization. This turned out to be a rather costly and time-consuming process (Oxford Analytica, 2019). Things had changed after final settlements were made in adherence to modifications in the policies and the political conditions had become stable. This was disrupted again by the strike of the pandemic of Covid-19 which imposed restrictions between certain international transactions of business in the UK. Tesco again had to suffer as this led to disruptions in their supply chain management owing to the restrictions on the import export policies (Gostin and Wiley, 2020).
Economic Factors
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Figure 1: GDP of the UK over the Years
(Source: O’Neill, 2021)
The GDP of the UK is quite viable as it stood around 42000 US dollars in the year 2019. The inflation rate also revolved around the usual 2% mark and stood at a viable 1.9% in 2019. The government of the UK is also a supporter of foreign direct investment. All this meant a boon for the retail sector and it had enjoyed the perks of the same over the years.
The recent pandemic of Covid-19, however, changed the things for the worst. It led to complete disruptions within the business model of certain retail organizations. The chief reason was the plunge in the economic activities which affected the UK in the worst possible manner as the economic activities saw a historical fall of 13% (Walker, 2020). 
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Figure 3: Inflation Rate in the UK over the Years
(Source: O’Neill, 2021)
This changed the economic conditions quite drastically as the GDP plunged to 39000 US dollars within a few months and the inflation rate also went down to 0.77% leading to disruptions in the business activities for organizations like Tesco (O’Neill, 2021).
Social Factors
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Figure 4: Birth and Death Rates in the UK over the Years
(Source: Office for National Statistics, 2017)
The UK has been experiencing lesser death rates in the recent years. The significant achievements and improvements in medical science have been mainly responsible towards this (Office for National Statistics, 2017). The positive economic conditions also means that majority of the population could be categorized under the segment of the high earners. Tesco was able to cash in on this as they would be able to go for increasing the prices of some of their products and the customers would not feel any sort of cash crunch owing to the same, thereby increasing the profit margins for the organization (Hecht et al., 2020).
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Figure 5: Increase in the Sales of the Retail Sector in the UK owing to Covid-19
(Source: Sabanoglu, 2021)
Things took a downfall in this matter too as the pandemic of Covid-19 led to the imposition of severe lockdown measures and social distancing norms had to be followed. This led to the closing of various physical retail stores of Tesco thereby striking a blow to their business initially. However, it was found that the lockdown norms meant that there was an increase in the online sales on certain e-commerce platforms and the retail sector also got benefited from this. Tesco was able to cash in upon this factor and they also underwent revamp in their online business sector that would help them cater to the customer needs effectively even during the challenging times of the pandemic (Sabanoglu, 2021).
Technological Factors
The UK homes some of the best research and development institutes in the world. This helps it attain a viable position in the world map in adherence to the notion of technological prowess. Tesco took the advantage of this factor in order to invest upon the improvement of their own research and development sector that led them to restricting of their online mode of business that would help in the creation of a better business model (Breznitz, 2020). They were also able to conduct a thorough market analysis in order to gain an idea of the current trends in the market which had largely changed owing to the pandemic and the customers emphasized more upon the notion of cost cutting. Tesco took into account all these factors and helped in aligning the business model with adherence to the same. The partnering with several social media platforms like Facebook and Twitter also helped them in the promotion of their business in an efficient manner (McDonald, 2020).
Legal Factors
The UK has certain laws in place that foster equality at the workplace. Some of these are the Employment Act 2002 and the Equality Act 2010. Such laws and acts guarantee the equal treatment of the employees at the workplace. Tesco adheres to the same to see to it that there is no sort of discrimination prevalent in the workplace on grounds of sex, caste, age or creed. They regularly provide training and development opportunities to all of their employees that would foster their career progression in a positive manner (Shackleton, 2017). The pandemic of Covid-19 had resulted in pay cuts for many of the employees as many of the physical outlets of the organization had been shut down. Tesco still saw to it that each of the employees got their compensation on an equal basis that would help them to struggle with the challenging times posed by the pandemic. They ensured this with the offering of 10% bonus to its staff members (Pratt, 2020).
Environmental Factors
The government of the UK has certain policies and laws in place in order to uphold the environmental quality of the nation. For example, it partners with the Kyoto Protocol o take measures for reducing the factors which yields significant damage to the overall environmental quality and air index of the nation. It takes necessary steps to monitor the operations of various business organizations to see to it that they do not pose any sort of harm to the environmental quality (Ferrey, 2018). Tesco has been adhering to such principles since their inception and has not faced any problem as such in this matter. The fall in the economic activities owing to the lockdown measures has resulted in lessening the environmental pollution too. Still, there is a need for Tesco to regularly monitor their activities and take necessary steps towards the maintaining of environmental quality such as the reducing of carbon footprints from their business. Such steps would ensure the longevity of conducting business without facing any sort of government tribulations (Khan and Qianli, 2017).
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In order to retain competitive advantage in the industry over the other retail organisations in the UK during the crisis due to Covid-19, Tesco has possessed proper skills and competencies by organising continuous training and development among the employees and it has decided to maintain long term relationship with the customers and the suppliers (Frei et al., 2020). It leads the company to make effective changing processes in the workforce and strategic thinking and innovation enables the company to achieve long-term benefits at minimal cost.
For Tesco, process refers to the flow of different operations and series of various activities through which a particular product is designed and produced. In accordance with the changing behaviour of the customers, an effective process is required with the help of advanced technological uses and skilled manpower that lead the company to improve customer satisfaction rate even in the pandemic (Fadeyi, 2020). There is a requirement of flexible volume due to the changing behaviour of the customers in the retail industry, thus; Tesco implements a batch process that enables the managers of the company to make a customer centred strategy in order to retain customer loyalty and win their lifetime value. The batch process helps to conduct the whole supply chain process sequentially and it also enables the employees to work on flexibility according to the demand and supply of the products (Brannen et al., 2020).
Organisational structure can be defined as the kind of function in which a business firm is working and it can be distinguished into three groups that include hybrid, centralised and decentralized structure. In previous operating years, Tesco was involved in centralised organisational structure that created some of the disadvantages in terms of local customer dissatisfaction for the company (Wood et al., 2017). However, during the pandemic, the company has implemented a decentralized structure in which the employees have gained a better understanding of the customers’ requirements in accordance with the latest trends and consuming behaviour. The decentralized structure of Tesco has helped the company to satisfy the customers through its online services. The company can be recommended to adopt a hybrid structure that includes both the advantages of centralised and decentralized structures (Antunes et al., 2017). If the company operates with these approaches properly, it will be beneficial for the employees and it will help to increase their flexibility and participation towards organisational change.
According to the process of Tesco, supply chain refers to the movement of products and services from the sources to the consumers and it involves a number of processes including collecting resources, manufacturing, forecasting orders, transporting and customer services (Mc Loughlin et al., 2021). Leadership of Tesco over the competitors in the retail industry has comprised the process of supply chain with efficiency and continuous improvement. The continuous replenishment process in the supply chain system of Tesco has been done during the pandemic in accordance with the flexibility of customers' needs and requirements. Process efficiency and innovation are the key drivers of the supply chain process of Tesco (Chkanikova and Sroufe, 2021). Continuous process improvement and new product development are the key focus of the retailer to improve the customer shopping experience. However, the implementation of online groceries has led to additional cost mostly in payroll during the pandemic. The leaders of the company supported the employees in the wider business sector to ensure that the company remains disciplined in the supply chain system with their approach (Mubarik et al., 2021).
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Figure 6: Revenue Generation of Tesco over the Years
(Source: Coppola, 2020)
Tesco is the leading supermarket chain in the UK. The company has been regularly generating revenue on an average of 50 billion British pounds on a yearly basis (Coppola, 2020).
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Figure 7: Market Share of Tesco Compared to Other Retail Organizations
(Source: Simpson, 2020)
The company had experienced a fall in the business owing to the pandemic of Covid-19, but they were quick to realize a need for change in the conventional mode of business and they shifted majority of their business to the online channel which helped them to regain their market position and increased their market share to 26.8% even in the face of the pandemic (Simpson, 2020).
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[bookmark: _Toc68626005]Recognizing the Need for the Change
There was a specific need for change owing to the circumstances of the pandemic of Covid-19. The lockdown measures and the social distancing norms meant that Tesco would not be able to conduct business in the manner they used to by emphasizing mainly upon their physical stores. The pandemic necessitated the need for revamping the online sales function of the organization in a much more effective manner that would help them to generate effective revenue even during the time of the pandemic and would help them to support their staff members (Liebowitz, 2020). This also meant providing necessary training to some of their staff members who were not much tech-savvy so that they would be able to ascertain themselves with the changes that the organization would undergo in adherence to the present consequences.
[bookmark: _Toc68626006]Response of the Organization towards the Change Management
The organization planned upon the resources that would be required for undergoing the necessary changes. They invested upon the necessary technical equipments that would help them to drive the change process in an effective manner. They also conducted a thorough market analysis to get an idea of the current trends in the market and changes in the buying behavior of the customers that were mainly the results of the pandemic of Covid-19. The ways in which the situation was being handled by most of their competitors like Asda. Lidl, Sainsbury’s were also analyzed that would give them enough scope for further modifications in their business model (Cummins et al., 2020). This helped them to align their business model in adherence to the intended changes that would help them to shift majority of their business to the online sector. They also offered apprenticeship programmes to several of their employees that would help them to accustom themselves to the current mode of the business. Owing to the lockdown norms, the training was provided in a mixed approach in which the physical presence of the employees was only needed in some of the important situations while the rest were provided the training mainly in an online manner (Tesco, 2020).
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Kotter’s 8- Step Change Model has been utilized by Tesco in the following manner:
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Figure 8: Kotter’s 8-Step Change Management Model
(Source: Galli, 2018)
1. Create a sense of urgency: The leaders at Tesco created a sense of urgency within the minds of the employees and the higher authorities to make them realize the need of the change management that the organization would have to undergo given the present conditions of the business owing to the pandemic of Covid-19. This helped in removing any sort of doubt behind the notion of the change from the minds of the employees that would otherwise lead to the creation of certain barriers to the change process (McDonald, 2020).
2. Build a guiding coalition: It had to be decided by Tesco about the necessary team members that would lead to the driving of the change process in an effective manner. As the change was mainly from the technical perspective, Tesco took into account the appointing of software engineers, programmers and IT support teams that would help them in achieving the change in an efficient way. The different kinds of resources that would be needed were also conveyed to the higher authorities who also became a part of the process and granted the necessary permission towards the acquiring of such resources (Tesco, 2020).
3. Form a strategic vision and initiatives: The way in which the change would affect the future of the organization was thoroughly discussed with the employees as well as the higher authorities of the organization. The initiative of the change was directed towards a vision in which the proposed change would result in offering greater levels of customer satisfaction even during the time of the pandemic as they would be able to get most of their products online and also provide feedback of their experience (Tesco, 2020).
4. Enlist a volunteer army: Tesco had to make sure that the leaders and the employees were on the same page regarding the change process. This would be essential towards the affecting of the change in the most viable manner for the organization. This helped them in the creation of a team that would help the organization to give shape to the change in the way it had been initially envisioned (McGrath and Bates, 2017).
5. Enable action by removing barriers: Tesco provided equal opportunities to everyone in the change process. The leaders made sure that there was no discrimination in the workplace during the process of the change. They ensured this by clearing any sort of doubts that might have arisen during certain phases of the change process and developing each of the employees in an equal manner so that they are able to adhere to the final outcome that would be brought by the changes (Bhatt, 2017).
6. Generate short term wins: Tesco abided by the notion of SMART objectives through which they were able to create short term goals for the change process. The very first step involved monitoring the progress of the change and making sure that the staff members within the organization were able to adhere to the process in an efficient manner (Bjerke and Renger, 2017). The modifications and upgaradations in the online sector of their business were also test run numerous times to see to it how they would be received by the audience and if they would be able to increase their ease of access towards the same.
7. Sustain acceleration: Tesco was able to taste success after the initial deployment of the new business model in the market. This can be evidenced from the positive growth of 8.6% in their sales. This led them to sustain the changes and the same momentum was carried forward by them in the following months too. This ensured that there was no stagnation point reached by the organization in terms of the change and they would be continuously looking for ways that would guarantee further improvements in the process (Simpson, 2020).
8. Institute Change: Tesco took into account the success factor that the initial changes had offered to them and took the decision to carry forward the process in a full-fledged manner as it had been recognized that the online business would be the only step forward in the current situation of the pandemic. This also led them towards the ring of 16000 additional staff to help them cope with the outcomes of the change and handle the increased pressure upon their online portals (McDonald, 2020).
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Lewin’s Change  Management Model has been utilized by Tesco in the following manner:
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Figure 9: Lewin’s Change Management Model
(Source: Hussain et al., 2018)
Unfreeze: This is the very first step in which the prior aspects were modified in the prior model of business within Tesco and the benefits  that the change process would offer in terms of the organizational revenue generation and the acquiring of a higher base of customers were conveyed to the employees and the higher authorities. A change in the leadership style of the organization was also necessary in this step that would help them to materialize the envisioned changes in the most efficient manner possible (Business Standard, 2020).
Change: This is the most vital phase of the model in which Tesco put into effect the change process. A team was made which would work in an informed manner to drive home certain factors of the change process that would lead to the development of a better business model for the organization The changes were made by upgrading their technical infrastructure that would help Tesco to adhere strongly to the notion of online business which had become the new norm owing to the pandemic of Covid-19 (McDonald, 2020). It also involved training numerous staff members and employees so that they become accustomed to the technicalities required to abide by the change process. This would help the organization to cater to the customers in an enhanced manner and also work upon the feedback that they would receive regarding their experience (Crosby, 2020).
Refreeze: After the organization experienced success by deploying the renovated business model, which resulted in an 8% increase in their sales figures, they continued with the model for the future as well. The leaders in the organization made sure that the employees were able to go with the modified business model and any sort of technical issues that they might have been experiencing were solved right at the onset resulting in the success of the change process (Simpson, 2020).
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As Tesco had a hierarchical structure, the prevalent leadership style followed in the organization was that of a power leadership. Owing to this, the leaders would chalk out the necessary working plans and the employees had to follow them to the core. However, there were some modifications in the leadership style as Tesco puts regular emphasis on their employee benefits. So, traces of relationship style of leadership was also found in the organization as the leaders also paid heed to the suggestions of the employees and tried to address their grievances (Tesco PLC, 2020).
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Figure 10: Transformational Leadership
(Source: Buil et al., 2019)
The discussed models of change help in reflecting upon the fact that the new adopted style of leadership in Tesco was mainly the transformational leadership. This was done in order to adopt the change process from the context of the change that would result in an effective administering of the change. The transformational leadership would guarantee this as it is based on the notion of a collaborative approach in which the leaders would work in tandem with the employees and try to achieve the goals that would lead to the effective management of the change process (Sharma, 2017).
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The transformational leadership helped Tesco to look for the most viable driving factors for the change. They conducted a thorough market analysis to get an idea of the context that would help in furthering the change process. The leaders also abided by an open approachability style which is an important facet of transformational leadership. This made them lend an ear to the suggestions of the employees and the problems that they were encountering during the change process (Blane, 2017). The suggestions were readily applied whenever necessary and the grievances of the employees were also addressed effectively owing to the nature of the transformational leadership that put the leaders in the shoe of the employees while making effective decisions towards the change process.
[bookmark: _Toc68626013]Impact of the organizational culture on the change management programme and developing a suitable change management plan
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According to Goulandris (2020), organisational culture refers to the pattern of beliefs, values, norms and attitude that shape the way employees behave within the workplace and how the organisational operations are done. It mostly relates to the relationship and pattern of behaviour from both the leaders and the workforce. Organizational culture embodies a common awareness held by the members of organization. Dominant or primary values are understood throughout the whole organization. Dominant culture conveys the core values that are combined by the majority of the organization’s employees. Subcultures have a tendency to grow a large organization to show common issues, problems, and experiences.
Culture might not be operational aspects on some occasions. Culture as a Barrier to Change refers to the situation when organization is experiencing change, culture might obstruct change. Culture can be considered as a Obstacle to Diversity. A strong culture place a considerable strain on employees to adapt. Culture could be a Barrier to Mergers and Acquisitions. It can be said that merging the cultures of several organizations could be difficult, but not impossible.
There are some strategies for merging cultures of employees into a organisation like Lewin’s Change Theory. Lewin argues that to achieve change, it is necessary to look at all the options available that can help the organisation move from the present to the desired state and adopt the best route possible. Lewin interpreted group dynamics and field theory that led to the expansion of Action Research and ultimately to the change theory (Suc, Prokosch & Ganslandt, 2009). Lewin’s theory of change follows three steps like unfreeze, change, and refreeze. Unfreeze Involves dismantling existing mindsets and must be part of surviving and defence mechanisms must be by passed for the second stage to succeed. The change stage is a period when the change occurs and typically the period where there is anxiety, transition and confusion. Employees need to adopt a change in thoughts, feelings, behaviour, or all three that is more productive in some way. During the Refreezing stage, the changes produced to organizational structure, processes, people, and goals are accepted as the new pattern or status quo. Lewin’s change theory is one of the effective models that seems to be successfully applied to Tesco organisational cultural change.
The flexible organisational culture in Tesco helps to increase the adaptability towards change and the shared culture in the workplace increases loyalty and contribution of the employees towards the company that leads to the enhancement of organisational performance and productivity (Yawson, 2020). The company has recently replaced its bureaucratic culture with a decentralized culture in which the participation of the employees and their flexibility has been increased. The shared culture helps the employees of the company to increase a better ability to comprehend organisational objectives to provide quality service to the customers. The decentralized culture of Tesco has a wider span of managing and controlling the adaptability of the employees towards the change management process and it also minimises the chain of commands by improving the employer employee relationship (tesco-careers.com 2017). The decentralized organisational culture also improves the inter-departmental coordination in the workplace of Tesco.
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If organisational culture is not aligned effectively with the strategic goals and objectives of the company, the change management process gets harder to pull off. As the employees of Tesco are closely connected with the customers, their requirements are needed to be satisfied first. Thus, the relationship oriented decentralized culture of the company helps to keep the employees motivated and committed to the organisation (Kanakaratne et al., 2020). The company culture promotes innovation and makes the employees focus on creative thinking to achieve the objectives of the change management process. The task oriented culture contributes to the change management during Covid-19 pandemic by motivating the employees to become more productive rather than controlling them (Samdani, 2020). The organisation operates in a flexible culture that supports participative and relation oriented working style and the transformational leadership implemented by the leaders and managers of Tesco create a vision that presents the necessity to the change management process during the pandemic (tescoplc.com 2021).
The financial officer of Tesco reveals that the business operation has changed more during the couple of months due to Covid-19 than the last 10 years. However, the challenge has been overcome by hiring 16000 new staff members to cope up with the new shopping habits of the consumers and it results in an enhancement in the online sales (tescoplc.com 2021). Organisational culture has helped the leaders to provide immediate response to the pandemic by working with the colleagues to provide support in the rapid implementation of operational changes. More than 50000 temporary employees have been recruited to support the workforce of Tesco mostly in the distribution centre and as delivery drivers (bbc.com 2020). The transition of remote working went smoothly as the organisational culture was quite supportive to the practice. The flexible working culture promotes a better work life balance and the implementation of advanced technology and IT tools in remote working has enabled the employees to collaborate with each other seamlessly (Permingeat et al., 2020).
Tesco has created a drastic change in the customer service sector by enhancing its E-Commerce service and by developing self service in order to minimise the time of the consumers while standing in the queue. In order to avoid any kinds of conflicts in the employee management, Tesco has introduced an internal support and recognition program for the staff members and its business operations without any dissatisfaction between the management and the workforce (Myerson, 2020). The change management process during the crisis has the purpose to retain loyal customers and the internal and external change agent in Tesco by communicating with the help of Elton Mayo theory. The change management process allows maintaining service stability and improves the availability of effective customer service. It helps to enhance the probability of success in the change in procedures like remote working and online selling by ensuring that all the stakeholders are well informed and aware of the planned changes (Lehn, 2020). It ensures that technical accountability and the managerial process have been identified and evaluated for all the changes. The organisational culture has helped the employees to adopt the change process and it motivates to improve their effectiveness in order to enhance the financial status and productivity of the company even after the pandemic. However, due to limited resources allocation and some economic factors, organisational culture of Tesco has created some of the resistance to change (Sulivan and Gouldson, 2020). Technology has enabled the company to make changes in terms of remote working by developing communication effectively through emails, video conference and instant messaging. On the other hand, in order to cope up with the external environmental changes and changing behaviour of the customers, the sales teams are formed in a cross-cultural manner that also promotes diversity and expands the business operations across the world (Dawson and Meehan, 2021). Due to the implementation of advanced technology, communication became more effective and the employees became able to coordinate with each other through virtual networks.
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While developing an appropriate change management strategy for Tesco to improve its services, it is important to engage all the stakeholders in the plan. Here, a change management plan for optimising the E-Commerce service of Tesco has been developed.
Step 1-identifying the stakeholders: it is the first step to improve the engagement of stakeholders in Tesco while developing a change management strategy (Damer, 2020). The most important stakeholders of Tesco are the employees, customers, suppliers, community and media.
Step 2-prioritising the stakeholders: it is important for Tesco to prioritise all the stakeholders according to the preference and attribution to bring change and development in the company. It can be considered as an effective process for gradual development and improvement of the service.
Step 3-engagement strategy: the managers of Tesco must establish an effective engagement strategy so that it can bring commitment and motivation among the workforce (Hodges, 2020). Delegation, presentation and sharing the change plan can be considered as the methods of engaging them towards the transition process.
Step 4-optimising support: the next step is to involve the stakeholders and optimise their support by motivating them to give their best in the most possible way. It is also important to utilise the resources effectively to provide support to the stakeholders.
Step 5- monitor the changes: the last step involves the monitoring and reviewing of the change process in accordance with the demand of the customers with time (Uddin and Ferdous, 2020).
[bookmark: _Toc68626017]Recommendations
The leading changes that have been adopted by Tesco surely enhanced the business marketing and strategies of the organization at a high level. The certain changes that have been made to Tesco due to the pandemic of Covid 19 have definitely reached the business of the organization to the maximum level. However, the company can apply the changes to some other level where the company will easily reach their targets and goals of business marketing and customer satisfaction. Some recommendations for the further betterment of the organization are as follows: 
Tesco has adopted a decentralized culture in their organization which motivates the employees in their participation and encourages them to work hard for the company which leads to success in the goals of the business (Mytnyk and Nosa, 2020). Hence, the company, Tesco can apply the decentralized culture in a proper and strategized mannerism so that the workers of the company can be attracted and influenced by the change. 
Tesco has applied the shared culture in their organization in the post COVID situation. Thus, the shared culture of Tesco can be improved further so that the employees get inspiration to work together in the wellbeing of the business.
Justification of using the models
The eight step change model of Kotter’s increases the strategies and policies of business and also develops the observation of the business. This model of change will enhance the workers empowerment for global marketing and the model also develops the ideas and opinions of changes in an organization (Weiss and Li, 2020). Thus, the application of this model of change in Tesco is quite justified for the sustainable growth of the organization. 
Tesco has adopted Lewin’s model of change as this model is very simple to implement and gives some easy planning and programming for the organizational change which leads the company to achieve their aims (Cone and Unni, 2020).     
[bookmark: _Toc68626018]Conclusion
The report concludes that a change management plan is essential for each business change to reduce its consequences and gain benefits by exploring the changes through effective employee interaction and process. The report has developed an understanding of the recent history of Tesco, the leading supermarket retailer in the UK and how the company has been impacted by the changes in the external ambience due to Covid-19 crisis. By developing a comprehension on change management models, the report has discussed how the changes have been managed by the company with the help of its leadership styles and how organisational changes have affected the change process. 
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