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[bookmark: _Toc129008466]Executive Summary
The research aims to examine and evaluate a recent change at Tesco. The driver of change was influenced by SWOT analysis as the organisation needed to gain a competitive advantage and differentiate itself from the rivals. To ensure that every operation could enhance the quality standard, an operation team analysed for evaluation of the drivers of change. Tesco differentiated itself by introducing the self-check system in different retail stores. The study has explored the impact of the system and how it influenced organisational operations. The research by Hussainy (2020) discovers that the system added value to the organisation as it was able to make crucial procedures such as payment of products and services quicker, thus enhancing customer experience. Equally, the organisation reduced queues at the checkouts and boosted sales in the retail industry. Equally, research by Wentworth et al. (2020) has argued that despite of few challenges faced by the organisation in implementing the self-check system, especially in the involvement of agents of change, the system has led to organisational success.
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1. [bookmark: _Toc129613933]Introduction
The influence on Tesco came from the surveys undertaken with the customers who identified the opportunity to launch in 2019 a Nutrition Team for products improvement, based on user trial. This led to product safety with great quality, innovation and good value. This opportunity led to change in quality management and food provision. This means that change in Tesco’s operations was implemented by the engagement of producing different types of food for a particular market. Tesco spends time chasing opportunities with customers and finding out what satisfied customers need increases opportunities in terms of its profitability. 
Tesco's success owes its unique and highly effective use of infrastructure to reduce quality issues and maximise customer satisfaction. Thus, unlike Tesco, which has yet to achieve a distinct and easily distinguishable competitive advantage, Sainsbury's has designed a memorable and recognisable brand identity and is a rather dangerous competitor for Tesco (Eley, 2018). An article updated on 22 November 2022 states: We have a far-reaching programme of new production happening; across food stuff we started over 1,300 lines in 2019. We still have a crop bettering programme for current output for characteristic, fitness, usefulness and mature sourcing accompanying nearly 3,000 redeveloped (Tesco Plc, 2022). 

2. Tesco Change Management
[bookmark: _Toc129008468][bookmark: _Toc129613934]2.1. Background
The retail industry in the UK has more than 300,000 separate businesses. Based on research conducted by Pimenta and Taubel (2022), the retail sector generates more than 8% of the GDP, which accounts for about 20% of the UK economy. The retail sector has also employed about 11% of the total workforce in the country. Tesco is considered one of the biggest retail outlets in the country, with more than 2000 stores and 250,000 associates (Aiello, 2020). The organisation has been operating its retail business operations in different formats, such as superstores, express stores, and home plus. The company has an online arm whose significance is facilitating the delivery of products such as groceries to consumer doorstep. Recently, the organisation has changed its headquarters to simplify its structure for the benefit of the customers and the entire organisation. In 2019, supermarkets announced the closure of about 90 stores, with the remaining 700 traded on either flexible or full counter-offers to customers, affecting 9,000 employees (Tesco, 2021). The company has a market share of more than 30% in the retail industry, and its main competitors are ASDA and Sainsbury's.According to Li et al. (2023), Tesco has overtaken Sainsbury's as the UK's biggest supermarket as it has greatly invested in household appliances. 

[bookmark: _Toc67605551]As the UK's largest retailer, Tesco has undergone many changes over time. There have been some innovations, such as the Tesco app, and technological changes, such as upgrades to the self-checkout system. According to Mohanty (2022), the organisation mainly majors on ensuring that the customers enjoy a better quality of life and purchase superiour products at an affordable price. Tesco has made many changes over the years. The forces driving change at Tesco are internal and external. Tesco has implemented various change management models to adapt to rapidly evolving technology and customer needs. Tesco has a change and transformation group that manages change or transformation planning projects or workflows and gathers requirements from various stakeholders that are reflected in the broader product roadmap. Tesco also works with research and analysis teams to ensure that customers are provided with the right solutions. Tesco's Group Strategy team is at the forefront of the major transformations facing or underway in supermarkets. The Quality Management System used by Tesco is based on a Japanese concept known as Kaisen. The core concept of this theory is to increase quality and productivity by setting fourteen management practices. By following these specific points, Deming argued that improvement in quality would lead to a decrease in the expenses of the company and an increase in productivity and market share (Goetsch and Davis, 2014).

[bookmark: _Toc129008469][bookmark: _Toc129613935]2.1.2. Reason for Change
Based on research conducted by Awadari and Kanwal (2019), introducing the self-check machine in the organisation was a strategic change as the company had to restructure its business operations. The system was first implemented in Dereham, Norfolk, and its significance was to accelerate the checkout procedures and minimise labour costs that were associated with points of sales. By establishing the system, the organisation could reduce the final control of time. Jie and Kamsin (2021) noted that the system allowed accountability and involvement, as the stakeholders could easily judge. The change process involved crucial procedures, and the firm experienced several triggers, as discussed below. 

Hayes (2022) describes change management as a systematic approach that helps an organisation deal with the transition or transformation of business goals, procedures, or technology. For the successful implementation of change management, every stakeholder has a significant role in the operation. For change management to be effective, Tesco established a clear strategy at the top level where the management communicated the shared vision to the entire establishment (Busari et al., 2020).

Targeting customers in retail is a fairly easy task given the constant demand and basic requirements where product quality is paramount (Yamoah, 2016). To continue to meet its goals, Tesco relies on a combination of moderate to low prices and fairly high quality (Pulker et al., 2016). The strategy adopted has enabled Tesco to win the favour of many customers and solidify its image as a company that effectively creates value and takes great care of its customers. Still, it is highly desirable that Tesco finds other ways to keep its customers happy. Pursuing further digital market opportunities should be viewed as a possible option.   

[bookmark: _Toc129008470][bookmark: _Toc129613936]3. Influencers of Change
SWOT analysis was the main influencer of change as the organisation identified its strengths, weaknesses, opportunities and threats. Equally, the organisation identified how implementing self-check systems could impact the business and the decision that is most significant for reducing risks. The systematic approach also emphasised the significance of the interrelationships between key internal sub-systems such as technology, people and structure. The change was also necessary due to external development (Sapry et al., 2022). For instance, a company must consider the implication of a global marketplace, demographic changes and health awareness. Competition in the retail industry was also a common trigger of organisational change. In this sense, the organisation believed the self-check system could enable it to gain a competitive edge. The above could also lead to differentiation in the market as the organisation easily differentiated itself from other supermarkets when it implemented the self-check system.

Based on the analysis, the organisation needed a continuous search for efficiency. The systematic approach had to emphasise the significance of the interrelationships between key internal sub-systems such as technology, people and structure. The change was necessary due to external development (Sapry et al., 2022). For instance, a company must consider the implication of a global marketplace, demographic changes and health awareness. Competition in the retail industry was also a common trigger of change in the organisation. In this sense, the enterprise believed that the self-check system could enable it to gain a competitive edge. The above could also lead to differentiation in the market as the company easily differentiated itself from other supermarkets when it implemented the self-check system.

External factors are factors from outside the organisation that can create a need for internal change. For example, Product quality standards, government regulations, and environmental, physical and economic constraints (Kaisen, 2021). Online shopping also has the drawback that customers cannot try on clothes and feel the quality of products. Quality is one of the organisation's most important tasks. This is the best weapon any company has to compete in the market. A quality product always pleases the consumer. Consumer satisfaction is a key factor in gaining market share. 

[bookmark: _Toc129008473][bookmark: _Toc129613937]4. Involvement of Leaders in the Process of Change
The change management was transformational as the organisation was able to regain strategic alignment with its environment. Based on research conducted by Rosnisam et al. (2020), when a firm is unable to follow its shifting marketplace, it may require more fundamental changes for survival. Leadership in every institution plays an essential role in motivating employees to embrace change for maximum productivity. With staff frustrated by less time spent with customers, Tesco has worked to reduce the scope of its layout to make it easier for customers, less work for staff, and fewer products needed in stores (Tesco, 2021). The self-checkout systems could provide the customers with convenience shopping with less delay caused by waiting in line and also provide the store owners with an opportunity to maximise sales and also improve customer experience. 

The management at Tesco facilitated the change process by providing all the resources required to facilitate the implementation of self-check systems. Besides providing financial resources for the purchase of self-check systems, the management has played a critical role in handling complex issues that have arisen during the implementation process. For instance, customers using self-check systems were found to spend more time on the platform resulting in longer queues which affected service delivery. The above resulted in the management turning into manned service by hiring more staff. Rosnisam et al. (2019) observe that in some cases, senior managers were seen manning the checkout systems to examine the possible challenges faced by customers. The findings above are an indication that the management at Tesco has been fully involved in the change process. Some of the challenges faced by customers when the system was implemented were that there were failures of self-check-out lanes, and this made them complain about the unexpected items alert. Some customers also made some errors while scanning the barcodes, and they could even steal items at unstaffed checkout areas. 

[bookmark: _Toc129008474][bookmark: _Toc129613938]5. Culture and Its Influence on the Change Management
Culture has been playing a significant role in enabling change practitioners to customise the change management approach and avoid culturallyspecific obstacles, thus creating effective communication plans with the targeted audience (Lin and Huang, 2021). Tesco has a strong culture that emphasises strong values, such as customer service, collaboration, and interpersonal relationships. Based on Handy’s model, the culture adopted at Tesco is considered to be both role and power cultures. Nasir et al.(2019) found these cultures to be high on formalisation. In this case, it means that employees at Tesco are delegated tasks according to their abilities. 
There are ten important steps in change management:

1. Understand change: Changes occur for various reasons. It can be a technical or new invention. Organisations must prepare for change.
2. Evaluate the impact of changes: Knowing how change affects an organisation can make the difference between an organisation's effort, its survival, and its ability to fail. 
3. Assemble a change management team: Organisations need the right people with the right skills and attitudes to effect change. This team is able to recognise any situation that arises and implement a change strategy.
4. Create a vision for change: An organisation must be able to have a future vision of how aspects will improve. This vision must be made clear so that others can understand and follow it. 
5. Strategise: Without a strategy, organisations risk adopting a "set, launch, target" mentality. Implementing a strategy helps an organisation reflect its personality and uniqueness.
6. Receive support: Credibility builds over time. It is always important for organisations to know their supporters and build sustainable relationships with them.
7. Effective communication: Knowing how to communicate effectively can transform ideas into actions. It also allows teams to communicate with stakeholders and receive the information they need to share.
8. Overcome Challenges: Any change always brings resistance and confusion. Knowing how to perceive challenges, whether visible or hidden, is key to overcoming them.
9. Measure success: The level of success depends on many factors and how the change leader carries out the task.
10. Review lessons learned: Organisations must have a disciplined approach to figuring out what worked and what didn't and adding suggestions for improvement. Create a culture that embraces the opportunities that change brings instead of fearing it.

The above elements played a significant role in enabling the organisation to implement the self check-out system successfully. For instance, the organisation had understood how the system could benefit the organisation, and therefore it was able to create a vision that assisted all the stakeholders in accepting the change. The firm was also able to assemble the change agents that assisted in recognising the challenges that could occur in the implementation of the system. The agents of change also assisted in overcoming challenges that were a result of the change, such as a lack of cooperation from the employees. 

The culture adopted at Tesco would affect the change processes adopted. For instance, having a culture where employees are used to deciding what is best for them within the organisation could affect the implementation of the self-check systems (Hussainy, 2020). For some employees, such AI-based systems appear as a replacement for their roles which means that they would not easily welcome the change. However, the use of power culture means that top leaders within the company would force the decision to apply self-check systems, which would facilitate the change process. The culture of the organisation provided the basis of mutual understanding and communication among the change agents and the employees.

According to Matsuo and Nakahara (2013), Tesco uses PDCA (Plan-Do-Check-Act) for quality control to keep the process under control and facilitate the development of innovative and disruptive changes to reduce the day-to-day variation of the process. This allows Tesco to improve its products and performance. The PDCA cycle enabled the firm to provide a simple and efficient approach that could solve problems and also manage the new system.

[bookmark: _Toc129008475][bookmark: _Toc129613939]6. Change Model and its Impact on the Organisation Change Process
While implementing the self-checkout system, the organisation utilised Kotter's change management model. According to Wentworth et al. (2020), the above model has been designed to enable leaders successfully implement the necessary changes. The model mainly majors on the establishment of a sense of urgency and the establishment of a coalition. Equally, the organisation should come up with a vision and strategy for change. Kotter’s model enabled the organisation to communicate the vision it had concerning the vision of self check out systems through combinations of words and deeds. Equally, the organisation was able to remove obstacles and come up with visible signs of progress on how the system could enhance customer satisfaction. By utilising Kotter's change management model, the organisation was able to shape and nurture a new culture for supporting the innovations of the self-checkout system. Kotter's model emphasised employees' involvement and acceptability through forming a guiding coalition and getting the organisation to buy in for the success of self-checkout systems. However, the main barrier of the above model was that the employees had a negative attitude and unproductive management behaviour. 

As noted by Jalil and Yeik (2019), self-check significance was to bring a new process of serving the customers. Jalil and Yeik (2019) further describe that the self-check systems enabled customers enhance services by spending less time in the store. By establishing self-check, the organisation could easily improve the customers' shopping experience by simplifying it greatly. The implementation of the self-check system intended to make the customers feel like part of the establishment since they could select the shopping products from the shelves, move to the self-check and pay for the products.

[bookmark: _Toc129008476][bookmark: _Toc129613940]7. Impact of Change Agents in the Organisation Change Process
Effective planning is rather imperative for successful organisational change (Rahim et al., 2022). Therefore, Tesco management had to consider the number of self-checks required for maximum productivity. The company's first step was training checkout leaders who could operate the tool and assist the customers in using the new system. However, cashier workers thought that the system could put them out of their jobs due to the elimination of the manual aspect of the system. The change agents played a significant role in educating the cashiers on the importance of the system and the potential benefits it could bring to both clients and the company as a whole (Kasbar et al., 2022). In most occasions, the management usually resists the idea of participation that can help reach a decision. Based on observations made by Gigliotti et al. (2019), allowing participation is crucial since it enables people to develop a sense of project or commitment.

According to Garg (2019), the leadership at Tesco enabled the change agents to execute their work productively and feasibly in terms of strategy. In this sense, the employees easily collaborated in every task assigned to them due to the confidence inspired by the management. During the implementation of the self-check system, the management of the enterprise created an open climate for the expression of employees' anxiety and concerns. The initial implementation of the system was in the form of a feasibility study. The organisation encouraged the customers to use the self-check services with the help of trained front-end leaders. Equally, the change agents had to observe the system for a certain period to identify the number of clients that patronised it and analyse the feedback from both staff and customers. The system received appropriate feedback, which gave the management permission to implement the systems in other outlets. 

In 2019, supermarkets announced the closure of about 90 stores, with the remaining 700 traded on either flexible or full counter offers to customers, affecting 9,000 employees (Tesco, 2021). Last October 2020, Ken Murphy, a qualified accountant, was appointed as Tesco's new CEO, succeeding Davis Lewin. Ken is the first outsider to take the lead, as Tesco always had an insider for the role (Wood and Makortof, 2019). According to Tesco (2021), the purpose of changing the headquarters is to "simplify" the structure for the benefit of customers and employers.

The organisation encouraged the customers to use the self-check services with the help of trained front-end leaders. The change agents mainly operated at a senior level, and most of them included top organisational management. Based on Kubler-Ross's change model, the change agents were able to provide a mind-expanding perspective regarding what the clients could go through in the process of change. The different stages of implementation of the system involved shock, denial, frustration, depression, experiment, decision and integration. Equally, the change agents had to observe the system for a certain period to identify the number of clients that patronised it and also analyse the feedback from both staff and customers. The system received appropriate feedback, which gave the management permission to implement the systems in other outlets. 


[bookmark: _Toc129008477][bookmark: _Toc129613941]8. Conclusion and Recommendations
The implementation of the self-check system in the institution was exceptionally successful as it was well received by the customers and crucial stakeholders; however, there were a few challenges which were associated with the system. For instance, the customers could lose items such as tomatoes in the process. Equally, whenever customers went through the menu of self-check, they ended up being confused and frustrated, especially those with less IT knowledge. The system had a challenge, especially when a customer was only purchasing one product, as it gave the warning when not placed in the bagging area. The leadership, however, enabled the institution to implement the system step by step incrementally, which led to the success of the whole process. 

Based on the challenges faced by the organisation, the management or trained staff should be deployed at the checkout area, for this will play a significant role in assisting the customers who may encounter different challenges while using the system. Equally, the firm will be able to avoid delays in transactions and check the ID of suspicious people. The organisation will need to improve the self-check, for this will make it more user-friendly and minimise the rate at which it reports faults. 

Technological advances concede possibility be leveraged in three key regions, containing control of product quality, commodity variety, and ideas. The latest is specifically main as it mainly wealth taking client response, claiming ideas accompanying participants in the supply chain, and directing association processes. Therefore, Tesco must merge allure change knowledge into allure atmosphere and IT and welcome ICT progress into allure foundation.
[bookmark: _Toc129613942]

9. Personal Development Plan

	Recommendation Objective
	Measures-What action will be undertaken to resolve/improve
	Priority
High/Medium/Low
	Support & Development-
External/Internal
	Review dates
	Other comments- Eg. Was this a planning or implementation stage failure

	Create jobs or redeploy staff/need skilled employees
	Offer good pay rate/give training to employees
	Employees need to be trained to increase their performance
	Offer moral support and redundancy to those who lost their jobs
	Tesco will have fewer bakers
	To reduce unemployment and reinforce training based on change adaptability

	Tesco needs to communicate with employees
	Keep staff aware of any changes
	Staff need to be trained to increase performance
	Increase employee’s salary
	Lack of good communication with staff
	To allow the business to run efficiently

	Improve marketing strategies 
	Advertise new products and innovate products standard 
	Some shoppers, such as old people, are still struggling to do shopping online
	The organisation's reputation needs to be maintained 
	To attract more customers using efficient competition strategies such as open doors
	To make more profit, to avoid loss and long queues at the shop.
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Appendix A

Table 1: SWOT analysis.
	Strengths
	Weaknesses

	· The organisation holds a large market share. 
· It can easily launch a production of its own brand of items. 
· The enterprise’s location is easily accessible. 
	· The organisation relies on the UK and this can easily affect its operations.
· The firm operating profit has greatly decreased. 

	Opportunities
	Threats

	· It can easily expand to other markets. 
· It can rapidly venture into new profitable options such as internet shopping.
	· High competition from organisations such as Sainsburys 



[bookmark: _Toc129613945]SWOT Analysis

Strengths
The establishment holds more than 30% of the retail market in the UK, making it a leading retailer (Sharma et al., 2022). In this sense, customers are able to earn points through insurance services and club cards whenever they shop from the organisation. Tesco has also been providing bank services and is one of the largest retail industries; it can easily produce its own brand of products which are of high quality. Equally, based on the location, the enterprise is easily accessible as it has superstores and has been able to expand in different parts of the world, thus gaining a larger market share. 

Tesco complies with international standards such as ISO 9001 for Quality Management Systems, ISO 14001 for Environmental Management Systems and the upcoming ISO 45001 for Occupational Health and Safety Systems (Quality.org, 2022).

Weaknesses
The organisation has greatly relied on the UK for its success. According to Soegoto (2021), the above is extremely unsafe, as the UK market can greatly affect its operations. Soegoto (2021) has noted a decrease in the organisation's operating profit, and as a result, its share price has greatly struggled. Equally, Guo and Wang (2019) describe that the firm has a low-cost strategy which has led to a reduced profit margin. 

Opportunities
The establishment has easily expanded to other markets such as European countries, America, and Asia continent which has given it better avenues due to its capability of dealing with trade barriers and international markets. Tesco will also be able to trade across different continents easily. In research conducted by Moura (2021), the company has an opportunity to venture into markets.For instance, the enterprise can venture into the electronic industry and internet shopping. 

Threats
The company must have heavy investment and marketing while entering in new market with a new brand. In this sense, the organisation's debt may begin to increase (Xie,2019). Equally, a new market may not be receptive to Tesco's values, and therefore, it may not be profitable in the new venture. Equally, corporations such as ASDA and Sainsbury carry a possibility of lowering prices which is a threat to the existence of Tesco. Tesco's SWOT analysis is summarised in appendix A above. 
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Political factors
The organisation operates worldwide, and therefore, global political factors have greatly been influencing its business operations. The above includes tax rates, acts of legislation, and the stability of the nation it is operating. Equally, the company has been playing a crucial role in the creation of job opportunities, and therefore, the demand for products and services can increase, thus diversifying the workforce. In their study, Mkansi (2022) and Hertel-Fernandez (2019) describe that import duty can influence the company as it imports some products from outside the country. 

Economic factors
The above factors are the major concern of the organisation as they highly leverage cost and demand. The company should therefore be aware of different changes in policies, including taxation and as it can impact the accessibility of finance (Monte,2021). The enterprise has also shifted its focus to the advertisement of valuable brands rather than the most luxurious items.


Technological factors 
Rosnisam et al. (2020) have noted advancements in technology that have brought new opportunities for the firm. For instance, the self-service checkout has enhanced convenience and ease for customers, thus reducing labour costs. The organisation has significantly invested in energy efficiency projects for the fulfilment of its long-term objective of minimising its footprint. On the other hand, online shopping is not suitable for everyone. Some people don't want to shop online. Self-checkout has no human intervention, and older people have been shown to find it difficult and very often frustrating to use. 

Environmental factors
Rosnisam et al. (2020) have noted increased pressure on organisations while addressing environmental issues and adopting ways of operations that can benefit the corporation. Tesco's main commitment is to a reduction of its carbon footprint by 50%. The enterprise has maximised social conscience in customers with the aim of reducing the waste produced in different stores. 

Legislative factors
Based on research conducted by Yawson and Yamoah (2022), government policies may directly affect the performance of the firm. To facilitate every policy, the organisation is providing its consumers with price reductions of the fuel they purchase based on the amount spent in their grocery stores. Equally, the company offers several promotions by lowering the prices.
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Fig. 15.1 - External and internal change forces.
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