Leading and Implementing Workplace Change





[bookmark: _GoBack]








Table of Contents
Introduction	3
The recent history of Tesco and the ways change in the external environment have impacted the company	4
The recent history of retail organization Tesco	4
Environmental change and organizational response	4
Model for change and incorporating issues related to strategic change	7
The issue of strategic change	7
The Kurt Lewin model for the change process of Tesco	7
The leadership style to manage the change	8
Planned and unplanned change	9
Hard and soft models of change	10
Evaluate the impact of organizational culture on the change management programme	11
Politics of change and conflict resolution	12
Organizational change and culture	12
Organizational change and structure	13
Role of managers as change agents	14
Evaluating change	15
Conclusion	15
Reference	16




[bookmark: _Toc25787797]


Introduction 
The process of change is important for any form of organization that is operating at any given business environment as the process is associated with the companies and their ability to blend the change within the working process and culture of the company (Hope Hailey, 2017). The change process is also made gradually by the companies that are operating in the business environment since the companies that bring the change within the entire organization, musty ensure that the workforce of the companies are accepting the change that is being introduced by the organization. This report has also discussed the organizational change process by providing organizational examples and also by providing theories that are closely associated with the change process that are related to introducing change and maintaining and managing the change for a longer time period. The change process has also effective for the companies to bring profit and success for the organizations such as Tesco. 
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[bookmark: _Toc25787799]The recent history of retail organization Tesco 
The company is a well known brand that has been operating in the UK and the other various parts of the world. The company has also gained fame among the customers due to the range of products they are offering to their worldwide customers. This aspect has also allowed the company to become the third largest business organization of the world. Recently, the company has planned and implemented various changes that have allowed the company to bring any sort of change to the entire organization and made the leaders and managers to react to the change. 
Change witnessed in various aspects 
 The company has been capable to bring effective change to their organizations since the year 2015 as the past five year revenue of the company has increased by £63,911 million as of the year 2019. The company also witnessed an increase in the operating income and in the year this amount also increased by £2,206 million as of the year 2019. The London Stock exchange also reported that the company has a market capitalization of approximately £18.1 billion as witnessed n the year 2015. 
The current business environment of UK retail sector 
The companies that are operating in the UK retail industry are bringing an annual sale of £381 billion and these companies and these companies are also expected to make more sales over the forthcoming years. The UK based retail giants such as Tesco and Marks and Spencer are more serving at various locations of the world as these companies and other such companies for instance; Morrisons, Aldi and Sainsbury are serving at more than 7000 locations around UK and other parts of the world. But there are also various sorts of external factors such as changes in political reforms, new legal regulations and also the new competitors are also creating new changes to the retail industry that are to be handled effectively by these companies. 
[bookmark: _Toc25787800]Environmental change and organizational response
There are various environmental changes that impacts over the business operations of the company Tesco and these are driven by the external environment of the UK business environment. These aspects have been discussed below are the external environmental factors and the ways the company Tesco has tackled them. 
· Political: these are the factors that are influenced by the changes in the national and international legislations (Lewis 2016). The changes can be also seen for the current UK business environment. Prior to the year 2013, the nation of China did  not allowed the foreign companies to operate at their markets and due to this reason, the company Tesco tackle the change by focusing more over domestic and European markets by implementing innovative strategies to sell their products and entice more consumers.
· Economical:  these are the factors that affect the spending behavior of the consumers and these factors are also responsible to bring change to the spending made by the customers as well. For instance as the global recession of 2007 lasted in the UK retail industry up to 2010 and this lead to the consumers to buy food from the restaurants due to price hikes. The company Tesco tackled this by lowering the price of some of their packaged foods and this allowed the company to make profit during the recession period. 
· Social: the social factors include; these are related to societal drivers such as the demand of the customers, the customer demographics and other such aspects that influence the consumer spending for a product (Lunenburg, 2018). The global consumers and the consumers of UK are more easily enticed by the process of digital marketing. Hence, realizing this factor, recently, the company adapted strategies that focused more on using online promotions of their products rather than relying over brand image. 
· Technological: these are related to the use of technology by the companies and the ways this impacts the overall business process. The company Tesco, over the recent years have met with various changes brought upon by the retail business competitors that used the online selling process to entice and offer products to the customer through online. The company also used the online selling process to tackle the change made by the competitors. 
· Environmental: this factor includes the environmental changes that are brought upon by the business practices of the organization. The company Tesco and the other such retail companies are highly influenced by the changing environmental policies made by the global organizations and the environmental reforms made by global environmental agencies are also making constraint for Tesco to expand and make profit in business. The company responded to these changes by their very recent energy preservation strategies and the carbon footprint information has also made many customers to switch to reusable bags. 
· Legal: these are the policies and regulations that have active status and they also influence over the operations that are carried on by the companies (Mee-Yan, 2017). The companies are required to follow these regulations to ensure the best outcomes from their business strategies and practices. For instance; the company Tesco has been faced with new laws from Food Retailing Commission of UK to notify the customers and suppliers over any change in price of the product. The company Tesco responded by reducing the price for their customers such as fuel as per the cost of purchase made at their retail outlets. 
The nature of organizational change 
· Change in working process: there are instances where the companies require bringing change over the working process of their employees and hence the companies bring the change to the tasking process of their employees. This also impacts over the tasks that are carried on by the managers of the companies and their competency at assigning the tasks to the employees of the company. The company Tesco is involved in the practice of consumer centric working process, but the company has been also more focused over ensuring that their employees are facilitated to carry out their tasks as the company maintains a strict anti-slavery policy. 
· Change by new product: the companies are constantly introducing new products in the market and this also brings the change over the tasks carried on by the companies. The companies such as Tesco are frequently introducing new products and this effects the overall employee working process as the employees of the company are the people that are main individuals that provide the customers about the information related to a product. Due to this reason, the company is required to make changes to the training process of the employees so that they become capable to sell the new products to the intended consumers. But this change is also applicable, when the company is involved in selling the products of the other manufacturer; hence the employees of Tesco are met with the change through product, frequently. 
· Change made for the employees: the companies are aware of the fact that the change that is introduced to the employee wellbeing and benefits are also bring change to the factors associated with employee motivation and this also increases the productivity of the employees. The change made for the employees are also seen as a form of extrinsic motivation that allows the employees to remain focused over their work and also give their full effort to carry out the organizational tasks (Dearnaley, 2018). The company has been involve in ensuring that the employees benefits and goodwill programs are created in a positive way that ensures longer employees retention and satisfied employees of the company. The changes are also introduced by the employee consent and the regulations that are included under the UK labor laws and the employment acts and these are also followed by the company Tesco. 
[bookmark: _Toc25787801]Model for change and incorporating issues related to strategic change 
[bookmark: _Toc25787802]The issue of strategic change 
The issue of strategic change for any organization is associated with the change that is brought to the structure of the company and to attain a targeted objective and this process often effects over the working process of the employees of the company, the process of management and as well as the vision and mission of the organization (McAuley, 2018). The strategic issue and the change that has been addressed in this part of the report is to inform the customers over the health benefits of the products and this issue will also incorporate the employees of the stores and the employees of the management department of Tesco to make the consumers more informed over the products they are purchasing from the company. This process of addressing the strategic issues and implementing the change will require the help of the employees and these are the key aspects that are analyzed here. 
[bookmark: _Toc25787803]The Kurt Lewin model for the change process of Tesco 
· Unfreezing: the organizations that are planning to introduce any sort change are at first required to understand the current environment of the company and the level of acceptability of the change by the employees of the organizations (Lewin, 2017). The change is more likely to impact the workflow of the company and mainly the working process followed by the employees of the company. As stated by Lewin, the employees must be provided with a preliminary idea about the inclusion of the change that will occur in the organization. For the company Tesco, the employees working at the stores of the company will be highly affected and hence, the process has to be communicated with them. 
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· Changing: this is the stage as stated by Lewin, where the company moves with the change process and this is also seen as the transition state for the companies and their overall change management process (Anttila, 2016). The companies such as Tesco and their workforce, leaders, managers, see this stage as the critical stage as the stage can provide the organization with the diverse forms of outcomes. This is also the stage of the change where the employees of the companies are required to be reminded for the reason for the company to drive the change. For the company Tesco and their leaders and the managers are also required to communicate the various aspects of change which are positive and negative to keep the employees motivated and inspired to easily accept the change. 
· Refreezing: as stated by Lewin, this is the process of change, where the company reinforces, solidifies and stabilizes the change within the organization. The process of refreezing is expressed by making the adaptation of the change within the organizational values, the mission and the vision of the company and the change becomes the part of the working process of the employees of the organizations. This is also the phase where the managers and the leaders of the company Tesco give the full effort to ensure that the change is not lost and the change is accepted and the change is also easily practiced by the workforce of the organization as well. The companies such as Tesco and their managers are also required to reinforce positive rewards and the individual efforts of the employees of the companies also helps to repeat the positive reinforcing behavior associated with the change. 
[bookmark: _Toc25787804]The leadership style to manage the change 
There are various industry experts and leaders that have stated that the transformational style of leadership is an effective style for the managers of the companies when they are introducing any sort of change within the organization (Biolos, 2017). These have been discussed here below for the company Tesco and the new strategic change process of the company. 
· The transformational leaders are more capable to focus on the intellectual replication this means, these leaders are more capable to bring their own ideas to assign the new working process among the employees and they are capable to implement monitoring techniques to control the tasks of the employees and review them as well. 
· The transformational leaders tend to think out of the box. This quality allows the transformational leaders of the companies such as Tesco to encourage the employees to provide their innovative ideas when the change is occurring to the working process of the employees. Such forms of attitude of these leaders also tend to create good understanding of the leaders with their employees. 
· The change process of any sort and mainly any form of structural change for the companies are seen as highly risky and this can also lead to diverse results. Hence, the managers and the leaders of the companies that are involved in the practice of transformational leadership are more likely to tackle the risks more competently as the leaders are also provided with innovative ideas from their subordinates. 
· This has been also witnessed that the transformational leaders of the companies such as the managers are more dependent over the employee growth and adaptation brought by the change rather than focusing over the any sort of extrinsic motivational techniques. For instance; the transformational leaders of the companies such as Tesco are more focused on attaining the ideas provided by the employees to cope with any change that is implemented within the company. 
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 The companies experience two forms of changes when they are introducing any sort of change within the organization and these are referred to as the planned and the unplanned changes. For the change in relation to the new employee working process for the workforce of Tesco, these are explained below. 
The planned changes 
 The planned changes in the companies are designed, created and introduced by the management when they believe the change is required to be introduced to the company (Carnall, 2007). The companies make pre-planning by analyzing the current shortcomings of the company and then the company would give time to plan the change that will be initiated. The companies are motivated to bring the change by various factors in the market and these are the external factors such as political and legal situation, the social changes, and the environmental legislations. The internal factors such as employees and the suppliers along with the consumers are also one of the motivators that are reason for driving the change. The company Tesco is also bringing the change process of their employees to ensure they are informing the customers over the health hazards and benefits for purchasing their products. In this case customers are the key drivers of the planned change. 
Unplanned change 
These changes are the sudden changes that occur in the organizations and the companies are not ready to tackle the change (Cameron, et al, 2012). The companies are required to find the solution for the change by analyzing change with more time. On the other hand, the unplanned changes affect the working process of the company and hence the employees of the companies are required to be considered when the solutions are introduced. For instance; the company Tesco had to brace their employees due to the loss that occur in 2007 recession and hence the company had to initiate job cuts. 
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The hard model of change 
· The companies while implementing this model are always aware of the goals and objectives clearly. 
· The hard model of change also focuses over the quantifiable data and their use and this can include the current budget of the company and the ability of the company to invest. 
· The companies and their managers are also aware of the power and the practice of the power when change is initiated. 
· The hard model is more focused to solve the problems that have arisen with the change process of the company. 
· The overall organization is viewed as unitary and the focus is not only given over a single aspect of the company.  
The soft model of change 
· Under the soft model of change the company is seen as the social entity. The company is not viewed as an institution that thrives to survive and hence considering the employee and the consumer benefits. 
·  The companies will thoroughly discuss the goals that they want to achieve by implementing change. 
· The companies will also attain various perspectives from the various personnel that are working at the organization.
· The consensus of the employees and the management of the different levels of the companies are necessary as the model also leads to conflict. 
· The companies that are using the soft approach also tend to appreciate the problems that have been solved at a short term basis. 
[bookmark: _Toc25787807]Evaluate the impact of organizational culture on the change management programme
The companies or organizations are created by combining various people with different skills and abilities and these people also come from various ethnicities, race and religion. The companies such as Tesco and other such organizations are constantly focusing over these issues related to organizational as these issues are the key drivers or elements that helps the companies to bring any sort of change within the organization. The companies are also required to understand the form of cultural practices of the companies and the ways these aspects drives the working process of the employees. For instance; the company Tesco has been practicing organizational practice that allows the employees to become productive and also allows the employee growth. But the company also ensures that the employee tasks are more customers centric that caters to the needs of the customers. The change process for the employee tasks that has been introduced earlier in the report also focuses over the issues that are directly related to change process and these are change and conflict, the change and culture of the company, the change and structure, the role of the managers and the assessment of the change. 
[bookmark: _Toc25787808]Politics of change and conflict resolution
· The politics and negative effects: the key components that are related to any sort of organizational change is uncertainty. The change on the other hand is designed and implemented by the senior management of an organization and this particular aspect can bring revolt among the employees (Bencivenga, 2002). This is important for the senior managers to communicate with the employees at the early stage of the change process to avoid possible conflict with them. Hence, for introducing the new working process of Tesco, the employees must be informed that extra duties will added to their work. 
· Redirecting politics: the companies are not always required to use the direction of the senior managers to bring the change through internal politics. The senior management can employ junior executives to take part in the change initiation process by offering higher salary and benefits to these employees (Burnes, 2016). This process also allows the companies to employ individuals that are among the low level employees. For instance; the store managers of Tesco can be included in the new change management agenda of the company as this makes it easier for them to assign the new tasking process of the company and this can also minimize the chance of possible revolt among the employees of the company. 
· Tackling the change: the change that occurs in an organization are slow and hence, this is important for the senior managers of the companies to communicate the change process and its outcome regularly with the employees. For instance; for the change process of informing consumers over the health benefits of the products, the mangers of Tesco can arrange monthly meetings where they will inform the employees over the increase or the decrease for the sale of the products. 
[bookmark: _Toc25787809]Organizational change and culture
  The changes that are brought to the culture of the organization can either disrupt or systematize the working process of the employees. Most companies that are present in the current global business environment are more inclined towards practicing various cultures in the organization. Some of the frequently practiced culture in the current global business environment includes; innovation and risk-taking; which includes the extent of risk taken by the companies when they are carrying out their tasks. Attention to detail; where the employees aim to show precision over the work they are performing (Anderson, 2010). Outcome orientation; the outcome is the main concern rather than the method of working. The People orientation; where the employee wellbeing and satisfaction are the main concern of the management. 
 The company Tesco has and other such companies are always required to consider the working process and the working culture of the employees, when they are introducing any sort of change. For the new change process of the company Tesco, their managers and the team of the senior management are required to give focus over the working cultural practice followed by their employees. Since, the company has to integrate a working culture that concentrates over informing customers to get informed over the products that are sold by the company and due to this reason, this is necessary for the company to analyze the level of acceptance of the employees, with the new change initiative of the company. 
[bookmark: _Toc25787810]Organizational change and structure
The structural change 
These aspects of the change process of the companies are associated with the organizational hierarchy, the chain of command followed by the employees of different tiers of the organization. The other aspects such as; administrative process, the job structure and the management system also must be analyzed by the management of the company to bring the change to the organization (Andriopoulos et al, 2009). The companies are also required to consider the aspects such as the acquisition, market changes and the customer demand and shift in demand to introduce the change. 
The company Tesco and the structural practice of the organization are hierarchical as the company has to operate the functions of various departments and due to this reason, the company has to ensure that mangers are assigned to each departments to control and monitor employee activity. The proposed change initiative will not impact the structure of the company as the assigned manager are already involved in delegating tasks to the junior employees and the new change process will only add extra duties for the managers. As the new working process will integrate to all the functioning departments of the company, Tesco is required to focus on ensuring that employees of their all the department understand the new working process. 
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For the change process that is being introduced in the company, the managers play a crucial role to introduce the change (Kotter, 2012). The process that can be followed by the managers to introduce the new change has been explained here by the eight step model of Kotter for the company Tesco. 
1. Establish the sense of urgency: in this stage, the change agents are required to explain the need for change in the company to their employees. For the company Tesco, this aspect can include; the managers informing their employees over the health hazard of their food products and decreased sales. 
2. Create a coalition: the next task is to create a team that is capable to formalize the change and this can be senior employees from the all the segments of a company. For the change management plan of Tesco, the company can make the inclusion of the senior store manager and the team can also include the external professional such as food standard agency that can educate the sales employees over the ingredients used for a certain product. 
3.  Develop a clear vision and strategy: this element includes; the reason to bring the change and the expectation of the company after initiating the change process. For the company Tesco, this can include; communicating with the employees with the current purchase behavior of the consumer and the ways this change will positively influence the brand image of the company. 
4. Share the vision: the stage includes; empowering employees providing training to them and also encourages them to make arguments. For the company Tesco, this will include the techniques to inform the customers over a product. 
5. Empower others to act: the employee skill must be identified and the company also must delegate duties to the employees. The company Tesco has to ensure that all their sales teams are capable to inform the customers about a product. 
6. Secure short term wins: these are mainly executed in a shorter time span and these are also effective to keep the employees encouraged. The company Tesco has to ensure that their online and store salesmen are successfully meeting their duties.
7. Consolidate and keep moving: the company has to confirm the vision and then celebrate the success. The company Tesco has to move with this plan for long term adaption of the selling process of their products. 
8. Anchor the change to corporate culture: the change in this stage finally become the culture of the company as the employees have and other stakeholders have accepted the change. The company Tesco can provide reward to the employees after the increase in sales. 
[bookmark: _Toc25787812]Evaluating change
· The cost analysis: the change process will require investment and for the company Tesco, they have to analyze the cost required to provide the training to their employees as they have to hire external sales experts. 
· The probability of success: this is not ensured that the change will bring positive outcomes and hence research is required. The company Tesco can carry out research over the possibility of customers that actually purchase a product after getting informed over their hazards and benefits. 
· Identify people factors: this includes the conformity of the employee to get included in the change initiative. This is crucial for the new change initiation plan of Tesco to discuss the process with their employees as these are people that will carry out the final sales process to the customers at the stores and the online purchase process. 


Recommendation
· Change is generally caused due to change in the internal as well as the external factors of an organization and as such Tesco has to invest on environmental analysis and focus on the factors that may affect the company the most. The company has to take steps to be able take advantage of a good scenario and make plans to combat bad ones.
· The selection of the right method to implement the change is very necessary is with the right method the change can be achieved quickly and cheaply at the same time the management has to make sure that the selected change is feasible to the company’s growth.
· The changes in the company have to be subtle as the workers have to cope with the new changes. Training facilities have to be afforded to the workers in case if there is any change in the business process. Change in the production process can be mastered through training under supervision and the new process is likely to make the organization more productive.
· In case of diversification Tesco has to hire new employees who are expert in that field and in this case a very elaborate selection process is necessary to obtain the mid level workers like the managers and supervisors. This will make sure that new venture steers in the right direction and at the same time the business is able to catch up with the market leaders.
· Changes in the company in terms of structure and policies can result in conflicts among the workers as most individuals are resistant to change and in this case the managers of the company must have contingent plans to calm the workers like meetings to show how the change is good for the company and how the increase in output will be rewarding for the workers as well (Hope, et al., 2017). 
· The planned changes of the company has to be communicated to the workers so that they are able to warm up to the idea and at the same time make be ready for it when the time comes. During this time the managers has to assign tasks to the workers and even select training activities for the workers to help be efficient with the change.
· The leadership style throughout the change has to be co-operative towards the employees as they will need a lot of assistance. If the leadership is strict it may cause the employees to be demoralized due to the excess pressure. The leaders and the managers may even take advise from the workers to implement change they is suitable for the workers too.
· Motivation from the leader and the promise of reward can help the workers be more inclined to accept change. 
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Conclusion 
The overall report and the presented discussions have focused over the aspects related to change and the capability of the companies that are operating in a given business environment. The nature of the change has been also discussed in the report and the complexities that are found in the leadership process while the companies are bringing the change to the organization by managing the change. The report has also highlighted the current matters that are required to be tackled for managing the business. The assessment has been also provided for the link between the change and the culture of the organizations such as the company Tesco. 
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