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Executive summary


The purpose of the report is to critically analyse the Leading and Managing Change within an organisation. The first section of the report will discuss how the organisation leads and manage change in the researcher chosen organisation Asda.
In 2.2 a critical comparison of the change models and applying them to the organisation. Evaluating the advantage of addressing change models. In 2.3 a discussion of the nature of change with the aid of undertaking a SWOT analysis and the effects of employee's resistance to change. Continuing 2.4, a short discussion of what leadership is and the influence it has on the change process. Looking at the roles required and the complex areas they contribute such as communication, culture, and effective listening. Furthermore, with the aid of evaluating if Asda leadership helped or hindered. On 2.5 discussing what the change agents are and identifying their contribution internally and externally.
Lastly, a conclusion on how appropriate leadership can carry in high-quality results in the change process. Furthermore, a recommendation on future developments.




















1.0 Introduction

The University of Wales Trinity Saint David requested a report on Leading and Managing Change. The report has been compiled by a senior researcher at the University of Wales Trinity Saint David on 3rd July 2020. The senior researcher critically analysed how leading and managing organisational change at Asda implemented and the pros and cons of models, leadership, employees, change agents, and its organisation system for a change process. According to the criteria, the senior researcher will demonstrate its knowledge by supporting credible sources and academic theory and citations to support the research.
For the 21st century, several change challenges organisations faces are resulting in new technologies, global economic markets, global financial markets, and changing employee demographics. The organisations become successful when they adapt quickly and adequately to these challenges.  
In concordance with this view, companies that initiate technological change tend to grow more rapidly. Moreover, experts suggest that organisations with successful change management strategies are more likely to survive and thus more likely to provide sustainable employment for their workers.
Leading and managing change is a significant transformation of the fundamental processes of any organisation. A ‘change’ is implemented for organisation efficiency and productivity. The main positive aspect is to keep productive. The negative aspect of this change is that it can lead to drastic failure if the parameters of measurement give a negative outcome. In the change process, individuals, teams, organisation all play a part in the process especially leaders have a responsibility; that is to make it happen (Coulson,2009), more about leaders are discussed later.  












2.0 Findings
The organisation change is defined by ‘the process of continually renewing an organization’s direction, structure, and capabilities to serve the ever-changing needs of external and internal customers. In other words, it means creating new ideas, new rules, new strategies for winning more dynamic complexity (Smits and Bowden,2015).  
Furthermore, change management can be defined in many ways. Firstly, it is a formal and systematic process for organisation change, includes a knowledgeable and systematic approach.  Secondly, it means the transitions of individuals. The transitions can be the critical part that leads, manages, and enables people to accept the new process, system, technologies, and value. It is a set of activities that transit people from their current way of working to the desired way of working.  



[bookmark: _Toc44662308]The analysis of the ‘change’ in Asda
2.1 Profile of Asda

Asda is one of the UK’s third-largest supermarket retailers. It has a workforce of over 170,000 people, serving 19 million customers a week and generating £21bn of revenue in 2014, the footprint of the business is vast (CIPD,2020). Asda Stores Ltd is a British supermarket retailer, headquartered in Leeds, West Yorkshire. Asda has a range of store formats i.e. Superstores, Supermarkets, Asda Living, George stores, and Petrol Filling Stations (Asda,2020).   
The change of Asda that has been examined in Employees contracts. In April 2019, Asda has announced 60,000 employees to sign the new contract (Itv News,2019). The new contract terms and conditions were that employees get basic pay of £9 an hour and  they get to lose paid breaks and will have to work some bank holidays. Night shifts will be shorter, and Asda can make any changes to shifts with reasonable notice.  

The reason behind this change is to reflect the growing pressure on UK retailers to improve their productivity, financial performance, staff workforce in hopes of securing their current and future success. The actual base of this change is to keep competitive with other retailers as Aldi, Lidl, Tesco, etc, by not increasing the prices as Asda is known for its ‘Low price’, in exchange cut down on employees workforce so it will be flexible for Asda to maintain its business.  
The change has a physical impact, as the CEO of Asda wants to help shape a better future.  This change had an impact on managers on their strategic decisions and decision making.  To better compete, Asda is very determined they needed to re-structure their internal process and system to support the business. Asda’s bosses state the new contract will increase flexibility and efficiency and, in an increasingly competitive retail landscape.  
2.2 Change models

There are a variety of change process models that influence implicit dimensions at one stage to another stage of the change process and imitate the pros and cons of the risks and implementation stage.  

Lewin’s change management model
 
Kurt Lewin identified three stages of the change process (shown in Appendix A) -unfreezing, changing, and refreezing. His model has become very well-known because realistically it claims how individuals within the organisation experienced in the three steps of the process in change. According to research, individuals for many reasons feel uncertainty, cannot reach the unfreezing stage because the change is a constant and unceasing factor for many organisations. In these circumstances, organisations managers or leaders will need to work together with the employees who are adaptable and are equipped with skills to take challenges of change. Lewin believes that the change must be maintained otherwise individuals will slip back to the way things were before the change. (Demirci, 2016). 
In a change process, the importance of leadership behaviour will need to embed before launching each phase at each stage of change. The leader's ethicality or culture may be one of the most important sources for change in employees. By several theorists, culture has been described as the ‘moderator’ for organisation change.  


Kubler Ross (1969) Coping Cycle

Kubler Ross's (1969) model has five stages: denial, anger, bargaining, depression, and acceptance that help to understand how an individual reacts to change at different times as shown in (Appendix B) of Asda. These stages represent the normal range of feelings people experience when dealing with change in their lives - or the workplace. According to Kubler (1969), these stages can last for some time. Eventually, individuals will reach the stage of acceptance while going through the process of change. This model plays a part in human life, as going under a tunnel in the hope that there is a light at the end of the tunnel.  
From numerous researches, Kubler Ross Coping Cycle relates to an individual's behaviour. This model was applied towards understanding a loss (bereavement), the perspective of individuals dealing with a dying person (Larkin,2000). However, in an organisation change process, this model is applied in dealing with the five stages individuals will face (Connelly,2018).  

Differentiate of both models

The Kurt Lewin model helps to understand organisation change and Kubler Ross Coping Cycle which gives insight into personal change. Each model helps to demonstrate the changes that occur in any environment. Lewin's model is more focused and contends on the planning, whereas Kubler-Ross proposes that change, even unexpected change, can be managed (Rivas and Jones,2014). 

Describe the benefits of using a change model to help in the change process

A change process gives the best result if applied by a change model. The reason for using the change model gives a clear strategy of the change process and the impact of change. Before implementing a change, leaders need to address issues that will arise and initiate the team. When the leader is ready to begin, the change model is applied, to help in the pre-planning stage to reduce risk and be prepared. More of the benefits of applying models shown in (Appendix C). 

2.3 Analyses of the nature of change undertaken by the organisation

Armstrong (2009) identified that there are six types of changes to be successfully handled in a change process shown in (Appendix D). These are incremental, transformational, strategic, organisational systems, cultural, and behavioural.  
The change identified for Asda is transformational. As Asda CEO has decided to develop this employee contract scheme competing with competitive retailers. This change is crucial for employee's behaviour as it will affect most employees. In the change, it requires a positive relationship between individual behaviour change and changes in organisational outcomes. As this change has affected the majority of employee's, they think it is unfair as most experience uncertainty regarding the security of their position as well as their future roles and responsibilities. 
The perspective of employees towards the organisation change is very important. It has been identified by Eby, et al., (2000) that employees need to be more alert and ready for resistance to small or large change. These perceptions can facilitate or undermine the effectiveness of a change intervention. Employees play a very crucial part towards organisation change as employee's behaviour, attitudes, motivations, skills, and knowledge form a significant component of the change implemented.  
To minimise employee's uncertainty, communication is an important tool to apply. An investigation by Allen et al. (2007) identified that good communication leads employees to higher uncertainty and openness to change.  
  
Employees resistance to change
Resistance to change can happen to any organisation changes. By considering one change to another, it can be very crucial to deal with these types of individuals.  
Kotter and Schlesinger (1979) propose there are many techniques and methods to reduce resistance to change, by training, communication, involvement, participation, support, and negotiation.  
These methods and leader knowledge and skill are essential for successful implementation. Managers who have the responsibility to coordinate a change must have the ability to choose and then use the appropriate method for each employee in direct correlation with the reasons underlying its opposition (Roiban, Prediscan, and Roiban,2013).  

As discussed, employee's behaviour, consequences of Asda change have made employees trigger cynicism. However, some employees agreed and mostly disagreed with Asda's change.  Bordia, et al (2011) suggest that the history of change management and individual change-related experiences in an organisation will have significant consequences for the development of lasting change-related attitudes. Thus, poor management of change initiatives not only hurts the change being implemented but may have destructive effects on future change efforts.



A SWOT Analysis has been undertaken in the need for change on Asda on how to manage internally and externally
 



A SWOT analysis is a planning tool used to understand the key factors - strengths, weaknesses, opportunities, and threats involved in a project or in an organisation’ (CIPD,2020).  
 A SWOT has been conducted of Asda change (shown in Appendix E) in determining how to increase internal strengths and minimize internal weaknesses while maximizing opportunities and minimizing external threats.  
However, Phadermroed, Crowder, and Wills recognised, that in practice, a SWOT sometimes does not offer an efficient result and sometimes may lead to a wrong business decision. This is because the traditional approach of SWOT analysis is based on the qualitative analysis in which SWOT factors are likely to hold subjective views of managers or planner judgments. Besides, SWOT factors in each region are either not measurable or ranked by the significance of an organisation's performance. In addition, the SWOT analysis should be evaluated by considering the customer's perspective rather than being evaluated solely on the organisation's point of view to ensure that the capabilities perceived by the organisation are recognized and valued by the customers.  
 





2.4 Identifying and describing the involvement of leaders in the planning and implementations of the change process

Leadership is defined as “the accomplishment of a goal through the direction of human assistants” (HBR,2004).  
 
Keith (2001) addresses Leadership is an art, an art of invention than analysis. However, Prentice (2004) stated leadership is who can understand people’s motivations and enlist employee participation in a way that marries individual needs and interests to the group’s purpose. Whereas, Kruse (2013) argued that ‘Leadership is a process of social influence, which maximises the efforts of others, towards the achievement of goals. A leader needs to encourage employees to work together, construct an environment where employees feel part of it. At this stage, it can be critical, some may not know the leader very well or they have anything in common.  
The leader as a person in charge or as a change agent can manage an organization or the process of organizational change more effectively and successfully if he/she is capable and competent (Abbas and Asghar,2010). Leadership actors are knowledgeable agents, who reflexively monitor the ongoing character of social life as they continuously orientate to and position themselves specific norms, rules, procedures, and values in interaction with others (Bolden,2010). 



Leadership role required in the change process

“Leaders should not only administer and manage change but pioneer, pilot and drive change towards barrier-busting heights of performance improvement” (Cotter,2005). 
In a successful and implementation of the change process, there is diligence and skilfulness leader. John Adair’s Action-Centred Leadership Model (shown in Appendix F) supports leadership has 3 main responsibilities: task, team/group, and individual. A leader balancing all three responsibilities highlights the leader as a successful one.   Kotter also suggests that a leader that follows his 8-step model (shown in Appendix G) will achieve positive outcomes too. The roles of leaders are shown in (Appendix H).  

Leaders complex areas of involvement in the change process

Successful change leaders know their skills, style, and abilities and how those play throughout the organisation. Change leaders are familiar with the tapestry that forms the organisation culture. They can recognise how the organisation control system works. Hasanaj and Manxhari (2017) suggest, poorly managed change communication results in rumors and resistance to change, overstating the negative aspects of the change.  
Kotter and Schlesinger argued that one of the common ways to overcome resistance to change is to inform people about it in advance. By discussing the implementations, how things will change, how they will be affected, and what the consequences are. More about the complex area of leader involvement is shown in (Appendix I).  

Did the leadership ‘Help’ or ‘Hinder’ the change process

The CEO of Asda is responsible for the transformational changes like the employees' contract, but also promoting transparency and egalitarianism in the organisation, making Asda “a great place for everyone to work’. Such kind of leader is more participative, at the same time capable of planning, effectiveness, financial and commercial understanding, innovation, vision, creativity, taking initiative, problem-solving, and decision-making.  
Asda to rely on a variation clause in its staff handbook which imposed a new pay structure on certain employees even so without their consent. This clause reserves the right to review, revise, amend or replace the contents of this handbook, and introduce new policies from time to time reflecting the needs of the business was upheld on several counts (Thrivelaw,2019).




2.5 Discussing where and how ‘Change agents’ were used in the change process and identifying their contribution

A change agent is defined as ‘an individual or group that undertakes the task of initiating and managing change in an organisation (Lunenburg, 2010).  
Change agents can be internal, such as managers or employees who are appointed to oversee the change process. In many innovative-driven companies, managers and employees alike are being trained to develop the needed skills to oversee change. External change agents such as consultants from outside the firm. The advantage of using an internal agent is that he/she is aware of the organisation system, procedures, policies, and culture. However, the external change agent will be unfamiliar with the organisation and some employees will find it hard to adjust to the new external agent. 
Indeed, one of the key challenges that change agents face, which has shown to significantly influence the progress of change, is the recipients' resistance to change (Kotter & Schlesinger,2013).  



Lotich (2018) argues that change agent faces difficulty when individuals resistant to change. It can create fear and conflict in the organisation.  
It is important to have a process to manage the change to ensure the transition goes as smoothly as possible. Part of that process is communication. Clear communication is imperative all the time but particularly during times of change. 
Asda change agents are the change management team. They are the internal sources. They are focused on operational, process improvements, and cost-effectiveness.  
Internal change agents have the advantage of being familiar with an organisation’s history, operations, and people, while external change agents can provide a fresh perspective without the influence of a firm’s traditions and culture, 
They proceeded with the idea of embedding the new contract for employees, to adjust a better working environment. The change agent knew it will be critical as employees will decline. Asda boss stated, ‘the new contract will increase flexibility and efficiency and, in an increasingly competitive retail landscape’. He also said if employees do not sign the new contract then they will be sacked.  















3.0 Conclusion
According to the report, an organisation is successful when it has strong leadership in place. The leader who can control the organisation and employees with its leadership style and traits. A good performance and clear communication applied by a leader brings the employees to engage and be motivated.  
A change process can be critical if employees resist change, for not to happen the leader needs to be clear about its vision of change and give employees solutions to adapt to change rather than leaving them aside feeling uncertain.  
In Asda imposed its new change according to the staff handbook, this is the area that worked well because of leadership and culture. A leader will need to follow rules and regulations otherwise it will face employee's tribunal whereas culture, the CEO has given its employees a flexible contract where it will be flexible for them and less staff workforce in the organisation.  
In 2.3 in the SWOT analysis, the Asda CEO needs to recognise that its strength towards this change is its employees. The employees have been working there for many years, so they are familiar with the organisation structures, cultures, etc. By implementing the change, Asda can lose valuable and committed employees. Most employees have family and carer and this change can leave them uncertainty in fear of losing their job.  
The gaps where Asda CEO did not give enough time for employees to decide instead, he gave them a deadline to sign or leave. These are the areas that need to be developed as this kind of behaviour leads Asda ex-employees to protest outside several Asda stores.  
What the CEO should have done is to see what the employee's concerns are and deal with the problem in a good manner. Give them time and show that they are part of the changing process.







4.0 Recommendations


·        For future development by applying the Kotter 8 step model, a leader can be proficient with teamwork, create a vision and communicate, empower employees, and delegate tasks.  
·        On the Kurt Lewin model, focus more on the unfreezing stage. Motivate employees by giving small win rather than long term wins.  
·        Organisation Leader or manager will need to measure its organisational culture. 
· Employees' engagement and communication motivate for the future.  
·        participants of staff improve staff to change. This participation gives assurance of a better level of understanding of the change process with regards to policies and the rational change. With the employee’s participation, it will minimise the view that change is a threat.  
·        Identify factors that cause the transitions and those that hinder.  
·        For a leader, focus more on strategic management than transformational, especially when major change is initiated. 
·        Establish effective communication between leaders and employees. 
·        New skills development needed for the leaders on managing complexity, leading, and uncertainty.  
 




























5.0 Appendices

Appendix A – Analysis of Kurt Lewin Model

The unfreezing stage is to motivate an individual to be ready to change as in the old ways of doing things so that individuals are ready to accept new changes. This stage can be very critical as some individuals resist change and some accept the new change. Communication is the key to educate an individual on how to accept the change that will benefit the organisation. 
The Changing stage is when individuals are ready to change with a new pattern of behaviour. This process involves two mechanisms: identification and internalisation. Identification is adapting to the new change and trying to become one of them and internalisation is when individuals are put in the new change with demanding new behaviours. This can be challenging for individuals because they learn these new behaviours not only because necessary but for survival in fear of not losing the job (Hersey, Blanchard, and Johnson,2011). 
After the change has been formed and measured, the change will be refreezing. By carrying regular reviews on signs of progress, new methods will be followed and monitored. At this stage, its either an individual's reaction to change is a defence mechanism as in giving resignation or coping mechanism as in managing the change. 


Appendix B
 
Applying Kubler Ross (1969) Coping change model in Asda change 

This change of Asda on employees' contract does have a huge impact on the employees who have worked there for many years and employees who have a family to look after or carers. It will be difficult for them to work on bank holidays.   
By applying this model, shows how the individual will find it hard to adapt to the new change. They will face these five stages. Its either they adapt or leave. It could take a long time to get around it. In Maslow's Hierarchy of social needs, individuals will feel the pressure to adapt to change in the sense of security.   
Some people will find it hard to resist change, which is when the denial comes in, they start to blame someone such as the leader or trade union. In anger, they will decline the contract or protest. In the bargaining stage, employees can consider bargaining with other employees about the shifts or working night shifts. However, this could lead to an individual having different thoughts and hard decision making based upon whether it will affect their present and future even for those who do not have a dual-income or experiencing relative poverty which can lead to depression. Attentionally, going through denial, anger, bargaining, and depression, the result is acceptance. Employees will eventually realise the change is not going away, they need to move into the sea of acceptance. As it is a leadership change, its employee's decision to adopt or leave. 



Appendix C

The benefits of applying models: -  
• align sources inside the business to help the change
• manage the various value of change
• reduce the time to enforce change
• support team of workers and assist them recognize the change process
• plan and execute an high-quality communication approach
• improve cooperation and collaboration in your business
• minimise resistance to change
• maintain the movements in the strolling of your business during change
• maintain or even extend productivity, morale, and effectivity
• reduce stress and anxiousness related with change
• reduce disruptive factors and dangers related with change
• respond to challenges extra efficaciously
• minimise the opportunity of change failure (NI Business,2020)


Appendix D

Six types of change to be handled in a change process 

Armstrong progressed that implementing change is a gradual change, developing over time by making small steps. Transformational change is when a leader implements the change to meet the new demands. Strategic change is a broad and long-term change. To embed this change, change leaders will need to conduct a SWOT alongside to determine how the change will be initiated. Fourthly, organisational change is about the central structure of change, such as technology systems, etc. Cultural change is beliefs, customs, or assumptions in the organisation. The better the culture is, the better the performance. Lastly, behavioural change involves individual behaviour to be effective in the organisation by shaping and modifying the way they work. 














Appendix E

SWOT Analysis 
 
	Strengths 
 
· Increase flexibility and efficiency 
· Employees contract changes already imposed by Asda competitors 
· New team member 
· New team purpose and objective 
· New line manager 
· New strategy  
· Their leadership’s vision of changing the company’s atmosphere for better innovation. 
· Improve productivity 
 
 
 
 
	Weakness 
 
· Employees disappointment 
· Employees mental health- stress/anxiety/security 
·  Employees motivation 
· Employees may be labelled such as being less efficient than external applicants and live up to a self-fulfilling prophecy where they cannot challenge them   
 
 

	Opportunities 
 
· As a result of changing, employees can learn to adapt and resist change  
· Bring external applicants in for the higher position, this can make employees high at resistance yet learn from them  
· A new applicant with a variety of skill sets 
 
	Threats 
 
· Lose valuable and committed staff's disagreement to resist change 
· risks of legal challenges from an employee damaging to their reputation. 
· Loss of team members 
 
 


 











Appendix F
John Adair Leadership Model 
[image: ] 


Appendix G 
Kotter 8 Step Model  
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Appendix H

Roles of the leader in a change process:

• Continue a learning improvement and communication
• Managing roles and actions
• Change agents (internally and externally)
• Empowerment
• Building resilience and change-hardness
• Develop employee engagement
• strategic leadership (Akinbode and Shuhumi,2018).


Appendix I 

Culture

Everyone in the organisation performs a part in the organisation culture. But a leader or manager is the one who makes decisions. In fact, in accordance to CultureIQ facts from the 2015 Top Company Cultures program, the best differentiator between the winners and the rest of the listing candidates is employees’ self-belief in senior leadership. By placing the mission of an organization and empowering employees to gain that mission, leadership builds the basis of organisation tradition and performs an essential function in altering it when it wishes to be modified (CultureiQ,2020).
Culture is made up of three layers, values, beliefs, and attitudes. For a leader in an organisation change performs a very crucial position on the use of their behaviour.

Effective Listening Skills
Effective change agents can discover views and take them into account when searching for solutions. This will assist in getting buy-in to a change; people favour to experience that others are listening to their ideas. Those who do will increase better relationships with their people with the aid of gaining trust.
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