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Introduction: 
For this task there will be an academic report produced relating to academic models, methods, and a range of theories to examine a change management plan for a chosen organisation. The organisation that will be discussed and evaluated throughout this report is Asda. In addition, many factors will be elaborated on and taken into consideration throughout this report relating to Covid-19 and the impacts it has had on Asda as an organisation. 
Asda is an organisation that provides and offers multiple goods and services to individuals in its local community and operates a chain of supermarkets around the United Kingdom. The main purpose Asda has as an organisation is to make goods and services more affordable for everyone, with many business strategies put into place focusing on their mission, purpose, and values to guide and make their business even better (Business Case Studies, 2019). Asda has many competitors such as Tesco, Sainsburys, Morrisons, ALDI, and Iceland alongside a few others who are all retail organisations and offer customers with similar products and services (Owler, 2021). 
Moreover, some of the in-store services Asda provide include their Café, Scan & Go, Click and Collect, Opticians, Pharmacy, and Travel Money (ASDA, 2021). On the other hand, some of the products they sell include items such as groceries, produce, home and leisure, and George clothing. Nonetheless, Asda also have numerous external factors that have an impact on the successful performance of the business. External factors such as political, economic, social, technology, legal and environment are all equally important in playing a fair part on affecting the outcomes of the business. 
Nevertheless, these factors, services and products have had an incredibly positive, impact on the success of Asda as a supermarket in the past years, however Covid-19 has had an exceptionally challenging impact on Asda as a whole organisation both externally and internally.  In relation to Covid-19 Asda claim they are staying remarkably close to the government on the latest information and advice in order to ensure they are doing the right thing for both their customers and employees (ASDA, 2021). Asda have implemented many changes in their stores and have embraced many new rules in order to keep everyone safe. Some of the rules they have implemented are for everyone to wear face masks, keeping a 2-meter distance, only allowing certain amount of people in the store at once, requiring all customers and employees to keep sanitising their hands to ensure everyone is keeping safe and taking precautions to stay protected from Covid-19. 
Political factors are basically all the influences the government has on your business (Business-to-you, 2016). As politics have suggested new rules for businesses to implement in order to prevent individuals from the virus, a key point of political pressure from the government to all businesses is to implement lockdown rules due to Covid-19. Communities implementing this rule have resulted in having a challenging effect on Asda as a business, and overall has had a negative impact on Asda. This is simply as the result to lockdown fewer people are leaving their homes to do their shopping instore. Therefore, Asda are making fewer extra sales as majority of their customers started shopping online and therefore are only purchasing essentials. However, before lockdown when most customers used to come instore and do their shopping, they used to pick extra items that they would physically see around the shelves or on promotional offers which would have a positive impact on Asda and increase business sales. 
Economic factors are factors that affect the economy including interest rates, tax rates, policies, wages, and governmental activities (Thakur, 2021). In relation to covid -19 the country is in recession due to the pandemic, which has also had a negative influence on Asda’s financial system. Asda had to furlough some of their employees that were vulnerable from Covid-19. As a result, to furlough the business had less staff and therefore had to make a few changes and move staff around within their store to departments that were more demanding and required more staff. Alongside this they also had to hire new people and train them accordingly, to keep the business running efficiently. However, this resulted in costing the business and having a negative impact on the overall business economy. 
The social and environment factors of a business consist of all that a society believes, its customs, its practices and it is the way the society behaves (Farooq, 2016). In relation social factors focus on the forces within society and therefore include family, friends, colleagues, neighbours, and the media who are all social factors.  These factors can affect individuals’ attitudes, views, and their interests which may result in having an impact on the sales of products and profits earned. Covid-19 has had a major impact on social and environment factors as family, friends and everyone in a society all hold their own thoughts and opinions on the related government changes and on the laws implemented by businesses due to Coivd-19. 
Nevertheless, understanding social and environment factors helps Asda introduce new products and services and helps the company develop its segmentation strategies (Sodry, 2017). Therefore, Asda as an organisation adapted to social and environmental factors by understanding the key factor of what is needed and required within the society and environment during the pandemic and introduced and promoted multiple cleaning, hygienic and anti-bacterial products in order to help customers prevent and kill the virus as well as make sales and profits as a business. This approach had a positive impact on the sales of Asda as these products are in demand during the pandemic. Alongside, this even though Asda respected everyone’s views and opinions on the virus they ensured that all their customers follow the changes that have been made in store in order to ensure the practise of laws and everyone’s safety.  
Technology factors are one of the various external environment factors that affect businesses greatly and are also an integral component of the PESTLE analysis (Shaw,2018). Consequently, organisations consider technical factors as an important tool for improving operations and functions of a business (Shaw, 2018). Nonetheless, a new survey finds that responses to Covid-19 have speeded the adoption of digital technologies by several years and that many of the changes could be here for the long haul (McKinsey & Company, 2020). However, in relation technological factors have shown to be beneficial towards Asda throughout the pandemic to a certain extent as they have created greater business opportunities for the organisation, by functioning and allowing up to date software’s for employees to use for home shopping alongside click and collect. These technical applications have created options for customers to make shopping easier and convenient for them through technical aspects throughout the pandemic. 
Furthermore, as Asda have adapted these technical improvements throughout the pandemic, they have made it easy for Asda to continue to provide their services. However, it has also had its impacts on their employees as they have had to train their employees for them to be able to use new software’s and technical devices in order to deliver services effectively. Nonetheless, it has also been challenging for the employees as updated software’s require the home shoppers for Asda to pick a lot more items in an hour then what was required before, as the demand for online shopping and click and collect has significantly increased. Therefore, as a result it has increased the level of pressure on the workers for them to reach given goals.  Alongside this implementing new technical devices and updating, new software’s has also had a slight negative impact on the businesses finance as it has cost Asda as a business in order for them to make these changes due to Covid-19 and keep the business running effectively. 
Nevertheless, research findings suggest that most respondents recognise technology’s strategic importance as a critical component of the business, and do not just see it as a source of cost (McKinsey & Company, 2020). However, overall technical factors have had a good impact on the performance of Asda as an organisation throughout the pandemic as implementing technical factors have been supporting the business accordingly and has been keeping the business running. 
Legal factors are similar and relate to political factors. In relation, they are the external factors which refer to how the law affects the way a business operates, and customers behave (Bush, 2016). Due to Covid-19 and new legal factors put in place Asda had to implement and adapt to a lot of changes to their business. One of the changes Asda had to make was to change their store settings around in order to enable a one way system ensuring customers are making the least contact with one another. Alongside this Asda also stuck 2-meter distance stickers and arrows on the floor in order to guide their customers of the legal required distance from each other. 
Another change Asda adapted and made as a business through the pandemic was also to do frequent reminders and announcements out loud within the store in order to alert and remind individuals about Covid-19 making people aware of the importance of following government guidelines and maintaining their distance. Another legal requirement all workers as well as customers implemented was to always wear face masks. This has been challenging for Asda as some individuals would not follow this guideline and therefore employees had been informed to constantly remind customers and others to wear a face mask whilst shopping in store. Asda were also handing out free facemasks at the entrance of their stores to ensure everyone has a facemask and they are doing the best they can as a business to protect their customers from Covid-19 following the government guidelines. 
Nevertheless, Covid-19 has had many negative impacts overall on the performance of Asda throughout the pandemic. However, using technical factors as well as implementing multiple new approaches and implementing various Covid-19 related practices Asda have adapted positively as an organisation in order to overcome issues and be able to continue to run successfully and safely for their customers. 
Moving on, the organisation aims to develop a model for change in order for Asda to implement and continue running efficiently to make sales and profits throughout Covid-19. One of the changes the business aims to implement is to introduce a ‘Traffic Light System.’ The Traffic Light System is a scheme where only certain amount of people are allowed per aisle. If there are more people than the amount allowed the red light will show and alarm will go off. This will be to notify customers that no more people are allowed in that particular aisle as it is full, and when people start leaving the aisle the red light will go off and move back to green. This system will control the amount of individual’s allowed per aisle for them to maintain social distance and ensure customers are making less contact with one another whilst shopping. 
Another change the business aims to make is to alter its opening hours. Asda currently closes at 10pm on Monday to Saturday and at 5pm on a Sunday. The business aims to open for longer hours by closing at 1am on Monday to Saturday and close at 9pm on a Sunday. Alongside this Asda also intend to make their pharmacy 24hours to provide their community with an ongoing medical service during these testing times. Changing closing hours aims to space customers out in order to give them the option to shop later when the store is not so busy in order to avoid shopping in crowds. This change for Asda also aims to prevent and stop the spread of Covid-19. 
In addition, another change the business also aims to introduce is for employees to do a temperature check on customers that enter the store as well as ensure they all sanitise their hands before entering and clean trolleys before using them in order to stop the spread of the virus. The business aims to use infrared thermometers to identify if a person has a fever and therefore might be infected with coronavirus, and then turn the customer away and urge they seek medical care. The general agreement of checking one’s temperature among medical experts is that its an important measure, but only as part of a much wider strategy with some limitations (Gillespie, 2020). 
In relation to make these changes, the model of change that Asda is implementing is the Kotter’s 8 Step Model. John Kotter (1996) was a Harvard Business School Professor who introduced the 8 Step Model of change which he developed on the basis of research of 100 organisations which were all going through a process of change (Management Study Guide, 2021). The 8 steps within the process of change that he developed include: 
1. Creating a sense of urgency 
2. Forming powerful guiding coalitions 
3. Developing a vision and strategy for change
4. Communicating the vision  
5. Removing obstacles and empowering employees for action 
6. Creating short term wins
7. Build on the change
8. Strengthening change and making it stick 
There are many advantages of using this model as it has an easy step by step approach providing clear description and guidance on the entire process of change and is relatively easy to implement. Alongside this it also focuses on the involvement and acceptability of the employees for the success in the overall process as well as prepares and builds acceptability for change instead of the actual change process (Management Study Guide, 2021). However, on the other hand even though, there are many advantages of this model there are also factors that Asda as an organisation need to take into consideration as it is a step by step model it is important all steps are completed. Consequently, if steps are skipped it may result in creating problems in implementing the change.  

Nevertheless, Asda as an organisation should take into consideration that there are issues that may occur for them while making the changes in the business. Some of the issues that may occur when implementing the ‘Traffic Light System’ include factors such as queues forming as customers wait to go into an aisle. As well as this the scheme may make customers angry during busy periods as they are going to be waiting around for others to leave an aisle so they can go in which can result in frustration as they may have less time or other things to do. Therefore, Asda have to manage and implement this strategy in a way where they keep customers moving at a fair pace to avoid crowds and queues forming. Alongside this it is important they are aware of the issues that may occur if the system is not implemented accordingly in order to avoid customer dissatisfaction.

Nonetheless, the leaders and managers of Asda are supporting the way this strategy is going to be managed by relating back to Kotter’s model and implementing powerful guiding, as well as removing obstacles and empowering employees giving them the power to notify and guide customers around the stores to the aisles that are less busy so they can shop around in them and maintain a good about of individuals in each aisle withing the Traffic Light System. Alongside this, they will also follow Kotter’s actions of building on the change and strengthening any issues to ensure it sticks and provides beneficial results for Asda. This strategy will save customers from waiting around and will maintain a nice flow of movement through the store via the Traffic Light System in order to ensure the safety and well-being of both customers and employees at Asda. 

Alongside this, issues that Asda may have to face while changing their timings may consist of them reaching an agreement with their employees, in order for them to making their employees agree to work till late. As well as this, changing employee timetables may be challenging to ensure everyone is satisfied with their working hours for them to be able to provide an efficient service to their customers. Nevertheless, if Asda want to make a change to someone’s working hours they will need to consult about the proposed change and seek consent of the employee, however, if the consent is not given and you have a good business reason for the change you may be able to force it through as an organisation ensuring you take into consideration all legal claims (Short, 2018). Nonetheless, this may create an issue and aggravate some of the employees. 

However, in order for the business progress and success it is important that these beneficial changes are made. In addition, it is also important that these changes are managed well by coming to terms with employees on a mutual level to maintain a positive working environment. As a result, Asda will inter-relate Kotter’s model into implementing this change by creating a vision and strategy and then communicating the vision to employees and aiming to reach a positive agreement with them and create short term wins by using Kotter’s step to step guide, in order for the business to reach out to further success. In addition, leaders and the managers of Asda intend to support this change by approaching all employees of the business first and then willing to go the extra mile of employing new employees in order to ensure everyone is happy and satisfied with their working hours. As a result, leaders of the business want to ensure the new change in the closing hours is an effective change for the business. 

Furthermore, alongside facing the above issues by implementing the discussed changes Asda as an organisation will also face some issues in making the change of checking temperature and ensuring everyone sanitises their hands before entering the store.  Some customers may refuse to sanitise or may just continue without sanitising their hands which may cause issues or dispute between the customer and the employee. As well as this there may be an issue at times with the temperature gun which may not give effective results, or may not pick up customers temperature, therefore the change being implemented may not give Asda sufficient results and may mean they are turning people who are well away from entering which is an issue for them as an organisation as it will result in affecting their sales and profits. 

Nonetheless, as a result Asda must manage this change efficiently by ensuring all the devices used are in good working order.  As well as this, they have to remind customers about the importance of sanitising their hands by relating back to the first step of Kotter’s model and by creating the sense of urgency and placing stickers and reminders in order to avoid the spread of the virus. Alongside this following all the other steps of Kotter’s model in order to ensure the change is developed and sticks in order to gain effective results for Asda. In relation, some of the actions and responsibilities the leaders of Asda are going to take to ensure positive results is to ensure all temperature guns are in the best of conditions as well as that they will have spare ones in order to replace the ones that are not working accordingly without consuming time.  

Subsequently, the managers and leaders of Asda are willing to support all new strategies and changes that are set to be made and implemented with an optimistic attitude of using Kotter’s model as a guidance and positive mindset of further success throughout the pandemic for the business. Even though the process of Kotter’s model is quite time consuming if it is followed effectively it will give efficient results to Asda for them to enable the changes successfully in their business. The leaders of Asda are also willing to stay on top of the progress of the changes that are to be made by Asda in order to ensure effective and positive results for the business. 

Moving on in evaluation the changes that Asda aim to make may result in having a variety of positive or negative impacts on the factors of Asda as a business. Therefore, it is important for Asda to have an adaptive and flexible approach now and in the future in order to be adaptable and be able to overcome negative aspects and provide the best products and services to their customers by implementing beneficial and valuable changes. As when organisations are flexible, they will result in accommodating employees’ needs and schedules, which means that employees will have a healthier work life balance, and that they will be more satisfied with their jobs (LaMarco, 2018). 
In further detail, implementing the change of opening the store for longer and changing closing times can result in having a negative impact on Asda’s financial budgets. This is simply as there is going to be an increase in employee wages as Asda are going to have to pay their employees for the extra hours, they work so they are able to open the business till late. Alongside paying employees for the extra hours, they will also have to adapt to making changes such as asking the security department to provide their services for longer to ensure the safety of both employees and customers. This change will also result in increasing business costs having a negative impact on the financial budget of the store. 
On the other hand, providing longer hours for customers in order to use the company’s services and purchase products will have a positive impact on the business sales and profits. This is simply as opening for longer on Monday to Fridays as well as extending hours on a Sunday means the store are creating more opportunities to attract customers and make sales by giving customers the choice of coming into the store to do their shopping at a later time that suits them best as well as visiting the store to complete their shopping avoiding peak times.
Alongside this opening till late on a Sunday as well as weekdays will have a positive impact and will provide Asda with improved customer service, as opening till late on Sundays is good for customers as many customers are not able to take time off work to come into the store during working hours on weekdays (Milano, 2021). As well as this you can spend more time with shoppers talking to them about products and services they are interested in as on Sunday’s customers might be less likely to have to rush from store to store or make an after-work purchase before the stores evening closing hours (Milano, 2021). Therefore, customers can take more time to shop and ask questions which also allows employees to interact with them. This will provide customers with the information they need which positively results in implementing the change of extended hours as well as improved customer service for Asda. 
Adding on, the impact of the change to implement the Traffic Light System will have a positive impact on the structure within Asda as it will benefit the layout of the store taking into consideration the laws of social distancing. Applying this change will work towards ensuring customers and employees are maintaining social distancing while shopping in order to prevent contact and the spread of the virus. Social distancing is crucial for preventing the spread of contagious illnesses such as Covid-19 as it can spread through coughing, sneezing and close contact. Therefore, by minimising the amount of close contact individual’s have with each other will result in reducing the chances of catching the virus and spreading it (Cone Health, 2020).  As a result, the Traffic Light System will have a positive impact on Asda as it will work towards keeping their employees and customers safe and be able to continue running their business successfully. 
However, on the other hand if the Traffic Light System change is not implemented and practised accordingly and people do not follow the rules it will not give and show the effective results Asda wants to see. Therefore, the change will not have a positive impact on Asda as it will result in a waste of time and money for them in implementing the strategy. As a result, it is important that employees do their job accordingly when implementing changes now and, in the future, and ensure that customers are following new changes such as the Traffic Light System in order to make valuable changes for the success of the business. As research suggests implementation itself is vital to a company’s success and without an efficient implementation process, even the best of plans may not execute well and will not receive the result of great achievement (Miller,2020).
Moving on, measuring individual’s temperatures before letting them enter and ensuring everyone is sanitising their hands can have a positive impact on Asda as it can help guide them to prevent the spread within their community and organisation. As measuring customers temperature provides businesses with a layer of precaution. Alongside this it can give individuals a sense of reassurance to have someone at the door scanning your head which gives you the illusion of safety, however it is not in any way guaranteeing one’s safety as well as it is not guaranteeing that one is not infectious (Baskar, 2020). Nonetheless, this change is shown to provide a sense of security and safety for customers which will have a beneficial impact for Asda as their customers will feel valued and cared for by the business during these testing times throughout the pandemic which will also promote loyal relationships between Asda and its customers.   
However, temperature readings from temperature screening systems will measure skin temperature rather than the core body temperature, in either case natural variations in temperature can occur among healthy individuals (Medicines, and Healthcare Regulatory Agency, 2020). Therefore, these readings are seen as an unreliable measure for detection of Covid-19. Alongside this infected people who do not develop a fever or who do not show any symptoms of Covid-19 would not be detected by a temperature reading and could be more likely to spread the virus unknowingly, therefore this change to a certain extent would not have a helpful impact on Asda as an organisation as it would not be useful for them in preventing the spread virus (Medicines, and Healthcare Regulatory Agency, 2020). 
Therefore, this will result in having a negative impact on Asda as the change they aim to make will not give them effective results. Consequently, measuring individual’s temperatures can result in mis consuming both employees and customers time and efforts and result in not giving them effective results. Nevertheless, even though measuring customers temperatures may not result in giving the company effective results in preventing the spread of the virus, making sure customers sanitise their hands as part of the change will have positive results as killing germs is vital in order to avoid spread of the virus now and in the future. 
Conclusion: 
In conclusion many factors have been discussed in this report in relation to leading and implementing changes to Asda as an organisation in relation to Covid-19. Nevertheless, to sum up everything it is vital Asda as well as other businesses as organisations implement related changes using models for guidance to ensure they are making changes ethically in order to avoid issues from occurring. Asda selected to go ahead with Kotter’s 8 step by step model in order for them to create a structure and be able to apply their change accordingly with the intention of receiving positive and successful results and outcomes for the business. Therefore, Asda made a plan to implement the discussed changes above to their organisation in order to be able to deliver their services effectively throughout the pandemic as well as maintain and prioritise the safety of their customers. 
Nevertheless, even though there are many barriers that may occur while implementing new changes to the business Asda should focus on working together from leaders to employees and creating alternatives and ways to overcome their issues and be able to apply their changes promptly, so they are able to continue to provide an effective service to their customers regardless of Covid-19. Not only applying the discussed changes Asda as an organisation also intend to make the changes stick using Kotter’s model as a guide in order to ensure implemented strategies are promoting and moving the business towards further success even through the pandemic.  
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