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Executive Summary

This report will analyze Tesco's organizational changes in response to changes in consumer behavior, rising costs of goods and services, and pressure from Walmart, Amazon, Trust Mart and other retailers from the perspective of stability management and change management. This report uses academic journals and online information to briefly analyze the reasons, forms, and impacts of change, and critically evaluate the effectiveness of change to deepen people's understanding of organizational change. During this process, the author evaluated the process and approach of change through force field analysis, stakeholder analysis, and Kotter's eight step model. With the help of relevant models, this report can provide a more thorough analysis of the process and effectiveness of Tesco's stability management and change management, and briefly suggest how Tesco can better respond to potential issues brought about by the post pandemic era, Brexit in the UK, and the sluggish global economic situation.
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Introduction
Tesco is the largest retailer in the UK and the second largest in Europe, ranking among the top three global retailers. The company was established in 1924. In the past 80 years, with the transformation of the retail market environment, the company has continuously developed, grown, and innovated to meet every new opportunity. Currently, there are a total of 2629 stores worldwide (with a total sales area of 45 million square feet). The company has branches in 14 countries and regions, with over 500 million daily customers. Apart from 691 large shopping centers in the UK, 42% of its stores are located in countries in Central and Southeast Asia, making it an international supermarket giant(Bedford, E., 2022). Among many large retailers, TESCO is still a pioneer in launching its own brand. In the UK, TESCO owns a range of its own brands including Tesco Value, Tesco Standard, and Tesco Finest. TESCO is proud of its focus on customers and its continuous adjustment of products and sales methods based on their changing needs. In recent years, Tesco has undergone several strategic changes to meet the constantly changing needs and expectations of customers, improve financial performance, and maintain its competitiveness in the retail market(Commendatore, P., Kubin, I., & Sushko, I., 2018). From the company's sales performance in recent years, it seems that the results have been minimal. Tesco has recently undergone a large-scale change in response to the challenges posed by the pandemic. This report will discuss the critical change management models that have been used for Tesco and how these models can be used for small sacle (incremental) and large-scale change programs. The report will also explore the drivers for change, how to identify and deal with resistance to change, and how to assess the effectiveness of the change program.

The Challenges of Tesco
    The pressure for Tesco to change during the COVID-19 have four points, such as Competition from other companies, Consumer Behavior include customers are changing their shopping online, Rising Costs due to supply chain break off, and reduce prices of products.  
2.1 The impact of the epidemic
Tesco announced a pretax profit of £ 1 billion for the 2023 fiscal year as of February 25th, a decrease of half from £ 2.03 billion in the previous fiscal year. Sales, including fuel, increased from £ 61.34 billion last year to £ 65.76 billion. Sales excluding fuel were £ 57.66 billion, higher than the previous year's £ 54.77 billion. The adjusted operating profit of the group was £ 2.63 billion, lower than the previous year's £ 2.83 billion. That is to say, although the company's sales have increased, its profits are significantly decreasing. In addition, there have been turbulent situations in individual regions of the world(Group, P., 2022)., and severe inflation has occurred in Europe, resulting in a significant increase in various costs and causing the company to lose some profits (Mazaj, J., Grosso, M., & Castaldo, S.,2022).
2.2 Pressure from competitors
In the past two years, Walmart has launched a number of delivery/pick up plans in the United States, Canada, Mexico and China, and announced its participation in the SNAP online procurement pilot program of the U.S. Department of Agriculture. In September 2020, the company launched a new membership program called Walmart+, which includes unlimited free shipping, fuel discounts, and convenient home shopping tools. Amazon has also launched a "low price to attract buyers" model, although low prices cannot be infinitely low. If prices are too low, it will have little attraction for sellers to settle in, and even lose to competitors. But this move has also dealt a serious blow to peers. The competition between numerous competitors and Tesco has reached a white-hot level.
2.3 Changes in consumer behavior
In 2020, the outbreak of the COVID-19 will silence the streets around the world, and people's consumption will shift from offline to online; In 2022, as the epidemic gradually normalized, residents' consumption life began to gradually return to normal(Tarhini, B., & Hafiz, L., 2021). But at the same time, the emergence of the Russia Ukraine crisis and inflation has also brought many uncertainties. According to data from the White Paper, currently 38% of consumers worldwide express that they are no longer willing to shop in stores due to their good online shopping experience, compared to 32% in Europe. Even after the stabilization of the European epidemic, offline consumption has returned, and consumers have developed a habit of online shopping. They will more likely choose a mixed shopping model of online and offline(Goswami, S., & Chouhan, V., 2021). In addition, more and more consumers are choosing cross-border shopping. According to a survey by Seven Senders, 22% of the total B2C sales in the 15 major e-commerce markets in Europe come from cross-border retail, and 73% of online shoppers choose overseas merchants. This has brought great impact and challenges to traditional large retailers like Tesco(Bruter, M., & Harrison, S., 2016).
Driving Factors for Change
Culture: Tesco itself is a company full of opportunities and continuous growth, and the company's corporate culture is the pursuit of a modern and innovative spirit full of creativity. Tesco's values include putting oneself in the shoes of others to think about problems, inferring others' thoughts from one's own perspective, and putting oneself in the shoes of others. And strive to provide high-quality products and services to customers for the long term. With the increase of online consumers, Tesco's recent digital transformation has been strengthened by the COVID-19 (Torlak, 2019). This is a naturally occurring change. 
Leadership: Leadership has also provided strong support for Tesco's transformation. The current CEO Ken Murphy has implemented multiple measures to ensure that the business is in a good development position in the current environment, including introducing new technologies, developing new business models, and implementing new operational processes (Barbradozier, 2018). Managers with outstanding business acumen not only play a leading role in the process of change, but also play a driving role in the process of change.
Power and Digitalization: The changes brought about by the pandemic and Brexit are driven by the need for increased power and digitization. Tesco must become increasingly flexible and adaptable in order to maintain competitiveness in the current environment (GlobalData, 2022). 
On the surface, it seems that the entire change was spontaneous by Tesco, but in reality, the pandemic has brought economic uncertainty, intense competition and the change of consumer behavior, Tesco may need to adjust business method, products and services to meet these changing needs. 
Change Experiences and Change Type
Change Experiences
Here are three key points in which Tesco has made strategic changes:
First, the company will carry out Digital transformation, and focus on digital channels by investing in online shopping, door-to-door delivery and other digital services(Brannen et al., 2021). This helps Tesco reach new customers and increase sales, especially during the COVID-19. Secondly, in order to reduce costs, Tesco has started implementing measures such as reducing store floor space, layoffs, and streamlining operations. This helps the company improve profit margins and maintain competitiveness in challenging markets. At the same time, the company has launched sustainability and social responsibility goals and projects, which will help Tesco strengthen its brand reputation and attract customers who prioritize ethical and sustainable business practices. By strengthening digital services, the waste of human resources can be reduced, providing companies with sufficient excuses to reduce some redundancy. After the company has slimmed down, as the profit margin increases, it can assume more social responsibility and environmental protection responsibility.
Hodges (2015) provided the following table in their book, which allows people to find the corresponding change categories for organizations:

[image: 图片 1]
Emergent Change
 Although this change is based on careful planning of the company's board of directors and involves the analysis of the current situation, identifying a desired state, and planning and implementing change initiatives (Karasvirta & Teerikangas, 2022).  but The goal of change is to ensure that the organization can remain competitive and adapt to changing environments (Garcia-Lorenzo & Liebhart, 2010). It is obvious that the entire plan involves responding to external factors that require an organization to make quick and reactive changes, and also, this pandemic is unforeseeable, neither predictable nor planned, and this change plan requires the high level of participation of almost all employees, indicating that this change is rapidly planned and belongs to the category of emergency change(Karasvirta & Teerikangas, 2022).
Nadler et al. (1995) also recommended another method for distinguishing types of organizational change, as shown in the following figure:
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Small scale (incremental) change
The SWOT analysis identified the company's strengths, weaknesses, opportunities and threats. Considering the risk, effectiveness and speed of change, TESCO chose a small-scale scale (incremental) change option.
Firstly, TESCO has a strong supply chain and stable customers who choose to shop at Tesco despite the pandemic. Change needs to be based on maintaining existing strengths and a large scale change would lead to unstable supply and customers not adapting. So Tesco developed digital transformation based on offline sales. Secondly, Tesco's changes are aimed to reduce costs, improve margins and remain competitive in a challenging market. A massive change would have added more costs. Finally, Tesco has always had corporate goals of sustainability and social responsibility, and only small scale (incremental) changes are needed to improve. In summary, Tesco's changes are only new systems, new processes and improvements to existing processes, not a change in corporate strategy or an acquisition, nor are they major technological changes, so they are small scale (incremental) changes.
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Identifying and Dealing with Resistance
5.1 For Field Analysis
[bookmark: OLE_LINK1][bookmark: OLE_LINK2]Lewin (1947) tells people that there are two opposing forces in the stable management and change management of enterprises. On the one hand, there is a driving force that encourages change to occur; On the other hand, there is also a force called restraint that maintains stability and rejects change(Baulcomb, J. S., 2010). 
Before the reform, Tesco's market environment and internal situation had changed imperceptibly. Consumer behavior, intense market competition and sharply reduced sales profits are all influencing the operation of the company to the greatest extent, and like a countdown clock, it is urging the company to move forward.
Of course, there are still obstacles, such as employee misunderstandings and supplier objections, which can be overcome through deep communication and collaboration. The company is most concerned about the decline in customer satisfaction and needs to solve this problem through additional costs and work.
This report analyzes the driving forces and resistance force of change of Tesco:
	Drivers for Change
	Resisters of Change

	COVID-19 Dynamic (3)
	Employee's lack of understanding(2)

	Brexit (3)
	Lack of employee skills(1)

	Cost Increasing (3)
	Reduced customer satisfaction (3)

	Change of consumer behavior(3)
	Suppliers are not adapting to new cooperation methods (2)

	Intense market competition(3)
	

	Reduction in Revenue(3)
	

	In total: 18
	In total: 8




From the above table, it can be seen that there are more factors that encourage change than those that inhibit it. At the same time, the proportion and weight of factors that encourage change among many factors are also high. The factors that ultimately encouraged company change prevailed, surpassing the forces that refused to change. Undoubtedly, company change ultimately occurred(Harwell, Sharon H., 2000).

5.2 Stakeholder Analysis
Through force field analysis, the main factors that affect change can be clearly classified, while stakeholder analysis can identify the attitudes of stakeholders towards change. Stakeholders are determined by their interests within the organization, that is, whether the organization has relevant interests is controlled by stakeholders. The interests of stakeholders themselves are valuable to the organization, and it is crucial to have a deep understanding of them before making changes in the organization. The following is Tesco's stakeholder analysis chart:
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Based on the above figure, it is possible to distinguish the attitudes and reactions of different groups towards change(Pdr, K., Pataki, B., & Sebestyn, Z., 2011). The leaders who propose and drive change are still senior management personnel. If you want the change to succeed, these people must have a firm stance and sufficient professional literacy and execution ability. Change is the process of improving the overall competitiveness of enterprises, and as sponsors, business owners and investors will provide support for achieving change; Government agencies only hope that enterprises can develop rapidly and steadily, provide more job opportunities and promote economic development in the local area, and they also have a certain level of support. The following are different strategies that companies should provide to different stakeholders:
For strong supporters, such as company shareholders, investors, senior managers, and government agencies, the company needs to protect the interests of this group well. They want the company to become stronger and more competitive, and they are also a group with absolute power. As long as people have the same change goals and cohesion, under their leadership, the success of the change is only a matter of time.

5.3 Sources of Resistance
Through field analysis and stakeholder analysis, we can see that there is still some resistance to change in Tesco, mainly from: employees, customers and suppliers.
5.4 Dealing with Resistance
Due to many products being to ask reduce price, the interests of some suppliers may be damaged, which will have a significant impact on their income. To address supplier resistance, Tesco has implemented several initiatives to ensure that their suppliers are informed about the changes and can provide feedback (Palmer, 2017). This includes the introduction of new systems and processes, as well as increased communication and collaboration with suppliers.
Due to changes in business models，The company's transformation of the supply chain and sales channels will inevitably lead to changes in the interests of suppliers, which may increase their workload, incur additional costs, and even require them to introduce some personnel to cooperate with Tesco's transformation(Palmer, 2017). The senior management of the company needs to obtain their support through communication and in-depth negotiations to minimize supplier complaints and anxiety about change. 
The company will also face a less opposed group to change, which is consumers and employees. Employees and consumers are closely linked to the interests of the company. When the company gains stronger competitiveness, employees will also benefit, but in this process, the interests of some employees may be damaged. For example, employees' working hours may change, they may need to master more skills, and their work methods will also change accordingly. These changes will have an impact on employees' lives. So, the company must keeping employees informed. Introducing new communication channels, such as online forums and regular meetings with managers and senior leaders (Adam, 2019). Company also provide training programs, because new training programs to ensure that employees have the skills and knowledge to implement the change successfully. The company needs to have in-depth communication with these dissenting employees, understand their concerns, and provide assistance. For example, the company can provide them with flexible working hours, When they acquire corresponding job skills, they can also be provided with corresponding promotion opportunities or compensation(Hadavinezhad, M., Khaef, E., & Alizadeh, S.M., 2010). 
For consumer objections, company could introduce new products and services to better meet customer demand. This includes the introduction of new online ordering and delivery services, as well as the introduction of new safety measures (Brannen et al., 2021). Company also developed multiple channels to ensure customer can provide timely feedback. Tesco has implemented several initiatives to ensure that customers are informed about the changes and can provide feedback.
Kotter's Eight Step Model
Kotter proposed his eight step model for change management in 1995 (Cameron&Green, 2012). Kotter's eight-step model can be applied to Tesco's change process during the pandemic. 
6.1 Establishing a sense of urgency
The company establishes a sense of urgency for change through active communication with employees. The company should communicate its vision and emergency situation to all employees as soon as possible. And regularly provide the latest information and communicate with employees on change needs, such as through internal newsletters. The company will make all employees aware of the company's risk points and opportunities, and the benefit of doing so is to eliminate many employees' doubts and concerns about the future (JN Kamau, 2010). At the same time, the company will regularly report the performance of its competitors, letting everyone know the environment in which the company is located and generating a sense of urgency among employees.
6.2 Establishing a Guidance Alliance
The company can unite all the forces that can be united, from frontline employees to management, and even attract more consumers to join the camp supporting change through propaganda, accelerating the occurrence of change, and jointly addressing external threats. During this period, it is necessary to have in-depth communication with various collaborators. For example, collaborating with other well-known companies to create customised products to differentiate from competitors and leverage on the strengths of partners to increase market share and achieve performance growth.
6.3 Develop Vision and Strategy
Tesco's future vision is to become the most respected enterprise in the world: not only respected by customers, but also by the communities they serve, loyal and dedicated employees, and their shareholders. Whether now or in the future, Tesco will be a growth oriented company and will become a modern and innovative company, achieving success locally by applying Tesco's skills globally. In 2021, Tesco released a new "declaration" on climate change, listing the five key areas of action that the company believes can make the greatest contribution to addressing multiple global environmental crises, including reducing absolute energy emissions, supporting the UK's transition to electricity transportation, addressing food waste, supporting sustainable food production, and helping customers eat healthy and sustainable diets. Although these visions and measures may not seem to have much to do with the company's changes, they send a signal that the company will integrate its food supply chain. The changes in sales channels mean changes in products and services, and the reduction of various costs for the company also means a change in service methods. In this situation, in order to ensure the company's continued market competitiveness, it is necessary for the company to be committed to developing a vision and strategy for the upcoming changes. The current CEO have done some works to ensure the business is well-positioned in the current environment, such as using new technology, developing new business models, and upgrading and optimizing the existing supply channels.
6.4 Communicate the vision of change.
As a large chain retailer, Tesco also needs to be accountable to Customers, employees, suppliers, various media. The company communicates its vision to consumers through advertising, media, APP and various platforms while promoting its products，services and Philosophy
6.5 Empowering broad action powers
The company has provided extensive resources and authorization to implement changes. Authorization mainly focuses on empowering employees and grassroots managers, aiming to activate business and functional departments, empower frontline employees, fully leverage everyone's subjective initiative, and enable everyone to participate in the company's development as a "master". Tesco is also continuously striving to build a learning team, allowing everyone to gain more growth in their spare time and respond to more empowerment with a more outstanding attitude.
6.6 Generate short-term returns
Motivating company employees and achieving short-term success is crucial. At this point, especially those who initially opposed change, the company rewards them when they acquire new job skills and promote the company's phased success. Of course, suppliers who highly cooperate with changes also receive corresponding benefits in a timely manner. Through these measures, the company has successfully encouraged its partners to continue to cooperate with TESCO Group to achieve win-win results.
6.7 Consolidate returns and create more changes
Tesco has a strong supply chain that allowed the company to quickly adjust to changes in the pandemic. Tesco's online platform allowed the company to continue selling products to customers in anywhere. Tesco has a large and loyal customer . Consolidate achievements and continue to create more changes. For example, Tesco actively expands its diversified business. They not only provide daily necessities, but also provide financial, maintenance and other services. Tesco's diversified business can attract more consumers while increasing additional sources of income. In addition, Tesco also focuses on environmental protection and sustainable development, which has increased their popularity among consumers.
6.8 Anchoring New Methods in Organizational Culture
Anchor new methods in their culture to ensure that these changes can be sustained in the long term. For example, it may include embedding new practices into the company's values and norms. For all of these, Tesco has done very well.
[bookmark: OLE_LINK3][bookmark: OLE_LINK4]The above strategies and measures were implemented by Tesco through practical actions during the transformation process, and the company's transformation was successful, indicating that Kotter's transformation model is in line with the needs of this type of enterprise.
7.Assessing Effectiveness
Tesco would require the introduction of new monitoring and evaluation systems, as well as regular feedback from employees, customers, and suppliers. A new performance metrics maybe also useful for Tesco, so that company could measure the change program's success. These metrics include customer satisfaction, operational efficiency, revenue growth, and cost savings (Łapa, 2019).For example, regarding revenue growth: the overall consumer index in the UK market is 10.4%, and TESCO needs to reach 15% growth to stop the change. Regarding customer satisfaction: The average satisfaction score in the Amazon market is 86.6 points, and TESCO's customer satisfaction score of 86 points is considered to meet the requirements. This should become a daily assessment for the company's marketing department. Regarding cost savings, TESCO's goal is to reduce operating costs by 10%. If this standard is met, the company can stop making changes in this area.

8. Conclusion 
[bookmark: OLE_LINK5][bookmark: OLE_LINK6] Tesco had a strong supply chain, online platform and a loyal customer base that continued to shop in Tesco despite the pandemic. Tesco's change was aimed at responding to changes in the external marketplace. Through analysis, Tesco successfully used the emergent change model to implement a small scale change plan. Tesco's drivers of change included culture, leadership, power, digitalisation and competition.Through field analysis and stakeholder analysis, it was found that there was resistance from employees. customers and suppliers to adequately address the forces resisting change and ensure the ultimate effectiveness of the company's change. Given the unpredictable nature of pandemics, coupled with a rapidly changing market environment, this report chooses Kotter's model, which outlines the elements required for a change plan, provides the keys to step-by-step implementation, and lays the theoretical foundation for successful corporate change.

9.Recommendations
The change proposal sets out detailed milestones for the change, and each phase should be validated and summarised, with adjustments made accordingly to the reality of each phase. To validate the effectiveness of the change, the company also needs to introduce new monitoring and evaluation systems, such as third party evaluations, to play a monitoring and auditing role in consolidating the benefits and establishing the results of the change so that it really does benefit TESCO. Attention to effective communication so that regular feedback from employees, customers and suppliers is accurately communicated to the company's senior management. Companies cannot ignore the role of human resources in change. If HR can establish a new set of performance indicators to measure, review and evaluate people's performance in a timely manner, encourage high performers and diversify the company's appraisal approach. By evaluating people's performance, not only can the success of the change programme be indirectly assessed, but the enthusiasm of employees can also be sustained.
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SWOT Analysis

Strengths

Strong supply chain: Tesco has a robust and flexible
supply chain that allowed the company to quickly adjust to
changes in demand and supply during the pandemic. (Xie,
2013)

Online presence: Tesco's online platform allowed the

company to continue selling products to customers during
lockdowns and restrictions.

Customer loyalty: Tesco has a large and loyal customer
base that continued to shop at the store despite the
pandemic. (Plimmer, 2010)

Opportunities

Online sales growth: The pandemic accelerated the trend
towards online shopping, providing an opportunity for Tesco
to grow its online sales.

Expansion of delivery options: Tesco has the opportunity
to expand its delivery options to provide greater convenience
for customers.

Product innovation: The pandemic has created
opportunities for Tesco to innovate and introduce new
products that meet changing consumer needs.

Weaknesses

Increased costs: Tesco had to invest in additional
safety measures, such as personal protective
equipment, cleaning supplies, and staff training, which
increased costs.

Supply chain disruptions: The pandemic led to
disruptions in Tesco's supply chain, particularly in the
early stages of the pandemic when panic buying led to
shortages of certain products

Reduced foot traffic: The pandemic led to a decrease
in footfall to Tesco's physical stores, particularly during
lockdowns.

Threats

Economic uncertainty: The pandemic has created
economic uncertainty, which could affect Tesco's sales
and profitability.

Intense competition: Tesco faces intense competition
from other supermarkets and online retailers, which
could lead to a decline in market share..

Changes in consumer behavior: The pandemic has
changed consumer behavior, and Tesco may need to
adapt its offerings and services to meet these changing
needs (Sheth, 2020)
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