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Executive Summary 
The report has investigated the changes that Sainsbury's has faced in the last two years during COVID 19. Within the appendix of this report there is a full SWOT Analysis and PESTEL analysis which identified the external factor which impacted Sainsbury's with this change, Identifying the change was from a political factor however, impacted Sainsbury's internal operational systems. The increase in online sales ensured that they could take this negative change and it into a strength. An evaluation of the management and leadership within Sainsbury's show that teams of managers and the CEO ensured full communication with employees and customers during this hard time. A critical discussion has been given on different change models that assists with organisations going through change, and the important role that leaders participate in change specifically complex change. The Kubler Ross model was applied to Sainsbury's change process and the results of this analysis showed that employees encouraged the change during this time due to the high standards of communication from the management and leader and knowing the need for this change to happen. It is believed that Sainsbury's do not use team leaders as change agents anymore however, use smaller management groups to distribute any information required, however, a recommendation has been made for the reinstatement of team leader within Sainsbury's stores this will ensure that no breakdown in communication happens when management is busy. The change of COVID-19 brought about a culture change for Sainsbury's, having always been a people-based culture Sainsbury's swiftly moved to a task-based culture during this time. it was ensured that's all employees of Sainsbury's were now to be flexible and adaptable to different roles within the stores.

















Content Page
Introduction………………………………………………………………………………………………………………………pg 4
Main Findings…………………………………………………………………………………………………………………pg 5-9
Conclusion………………………………………………………………………………………………………………………..pg10
References…………………………………………………………………………………………………………………..pg12-13
Appendixs……………………………………………………………………………………………………………….………..pg14




























1.0 Introduction 
 This report was requested on the 11th of January and was requested by the C.E.O of Sainsbury’s, the report has been compiled by Claire Edwards and the report is to be submitted on the 18th of March 2022. The main issues to be investigated within this report are the complex changes that Sainsbury’s has faced within the last two years. The report will give a detailed SWOT and PESTEL analysis (see appendix 1 and 2) to examine whether the main driver of the change came from an internal decision or an external factor, it will examine how Sainsbury's leader was involved within this change and how he implanted and planned for the change discussed. It will highlight the kind of leadership style that Sainsbury's leader adopts for the change and his involvement within the complex change and how the engagement with employees and other stakeholders to ensure that the change was implemented successfully. It will give a critical discussion on different models and theories that would help the leader in this process and establish what complex issues the company may face within the change. It will be looking at the importance of change agents and whether Sainsbury's used these for the process of change and if evidence shows change agents were used the report will examine whether these change agents would have been internal or an external team. 
 The report was compiled using a variety of websites and journals. 




















2.0 Findings
2.1 Background of Sainsbury’s 
 Sainsbury’s business was founded in 1869 by John James Sainsbury and Mary Ann Sainsbury, starting with a dairy story at 173 Drury Lane in London. The company experienced many years of success and survived two world wars which had many impacts on the organisations, however, Sainsbury’s saw in the millennium with a total of 432 stores across the UK and more ways to make the shopping experience easier. In 2004 Sainsbury’s began working with the Woodland Trust and has planted nearly two million trees since. A year later, Sainsbury’s were the first retailer to introduce traffic light nutritional labelling on products to give customers a better indication of the nutritional value. By 2010, Sainsbury’s had opened the first of six food colleges – these have now trained 18,000 colleagues in traditional skills (Sainsburyarchive.org.uk. 2022). As of March 2021, there are 1,411 stores across the UK, and Sainsbury's is one of the 4 biggest grocery retail stores. The holding company J Sainsbury plc is split into three divisions: Sainsbury's Supermarkets Ltd, Sainsbury's Bank and Sainsbury's Argos. Sainsbury's have always held a very well profitable business and has always been a success even through challenging times (Statista. 2022). 
As of May 2021, Sainsbury's stores are currently making a profit and holds a 15.9% market share according to statista.com, and the company’s sales were up by 1.6%. (Statista. 2022). However, it was reported by BBC.co.uk says Sainsbury's have taken a £261 million loss despite the sales of products within the food sector and other company Argos throughout the pandemic (BBC News. 2022).
2.2 Reason for the Change 
 The change impacting companies that will be discussed is from the Financial Resource department and the importance and impacts that these changes will have for organisation’s, having undertaken a SWOT and PESTLE Analysis (see appendixes 1 and 2) on Sainsbury's company. It is believed the change that has been identified comes from an external factor due to a worldwide Pandemic Covid 19. Back in 2020 where the government gave new rules and regulations to all businesses, having a massive knock-on all businesses and the consequences of this were substantial. This overnight change meant that all organisation’s were forced to change how its stores were operated, Covid 19 had impacted Sainsbury’s company and affected all employees and how Sainsbury’s run its business. This change had an affected on the Financial Resources of the company as political decisions that were made impacted employees of the company from an external factor due to vulnerable people needing to self-isolate at home, meaning extra pressures on the management and leaders to still provide the service but with a shortage of employees. Sainsbury’s ensured that all employees that needed to self-isolate were paid in full and modified store to ensure that social distancing and employees were safe whilst at the workplace spending approximately £500million, this amount contributed to its annual loss of £261million (Personnel Today. 2021).   
 Even though the change of COVID 19 came from a political factor, looking at the PESTEL Analysis in more depth showed changes in the social environment over the last few years and an increase in demand for online shopping this would have been a great driver for change within Sainsbury's, the increasing demand for online sales increased meaning that Sainsbury's had to ensure that the online services that were already there had to be upgraded due to the high demand of customers shopping online, this also affected the technology factors of Sainsbury's. 
To meet the needs of online shopping demands Sainsbury's ensured employees with a pay rise, BBC News. 2020 reports that sales online have soared in comparison to previous years of the company, the grocery sector for Sainsbury's was up by 10.5% this figure is for in-store and online sales and the C.E.O Simon Roberts states that the new way of shopping is now online and states that ‘The business has changed the way it works’. Demand for Sainsbury's delivery service has also increased from ‘7% of the chain's grocery business to 17%’, and it’s believed that ‘click and collect sales are up 13-fold’. Sainsbury's employed 25,000 new employees to meet the demand for these services. 
 Sainsbury’s stated that during COVID19 its business strategy was the focus more on the food sectors of the company and building on changes that Sainsbury’s have made will be communicated within all its store through management, Sainsbury’s state that the organisation is increasing its aim by ensuring a fast-paced of change throughout its stores. (About.sainsburys.co.uk. 2022). Speaking to Davey, J. 2021, C.E.O Simon Robert has always ensured great communication with employees and customers during COVID19 and had stated that the company plans to focus was on the improvements for Sainsbury’s customers and the improvement of value that is created for the company’s stakeholders. However, he states that Sainsbury's aim is to stock products and the company is busy ensuring the high standards of availability but acknowledging that challenges in the upward supply chain may affect it. 
Change models 
 The Kulber Ross model (1960) is a framework that expresses the journey people encounter whilst going through change, the model states that individuals will experience different levels of the change. The stages that the model says individuals go through are ‘shock and denial, anger, bargaining, depression and acceptance’ (ChangeQuest. 2020).
 It is believed that the Kulber Ross Model (1960) of change was applied during this change the evidence of this would be that when this change first impacted Sainsbury’s employees because the change happened rapidly overnight it sent individuals into a panic. Management and the leader ensured that all changes and new rules and regulations from the government were communicated throughout all stores, however, some employees started to feel frustrated due to rules and regulations being changed regularly feeling that individuals did not know what was going on. With the vital information being communicated from Sainsbury’s management teams employees were supported through the change effectively and therefore were guided on the upwards slope of acceptance. C.E.O Simon Roberts states that the management of Sainsbury's was driven to show the values of the company and update all employees and customers with any new information immediately (the guardian. 2021).
However, with the communication of store managements teams and the leader of Sainsbury's employees were ensured and employees were encouraged to follow company strategy and the company would always ensure the safety of its employees and Sainsbury's would pay all employees full sick pay due to sickness if needed. This had a positive effect on the company and all employees trusting the management and accepting the change. During the Pandemic when the government would lift rules that were in place Sainsbury's would encourage rules were still met within its stores ensuring extra safety measures in place and this would be communicated before the date of delivery to allow everyone to know that face coverings would still be a required safety measure in England (Portsmouth.co.uk. 2022). This refers to the Lewin Freeze and unfreeze model (1950), where Sainsbury's saw the need for the change to happen and gave employees the support with the change, encouragement of these changes was fully encouraged by management and Sainsbury’s, the company ensured that employees celebrated its efforts by ensuring all employees were rewarded by a pay rise and bonuses. 
 The Lewin (1950) Framework in for organisations to implement change effectively in three stages, these stages are ‘referred to as Unfreeze, Change (Transition) and Freeze (Refreeze)’.  Lewin says ‘Change for any individual or an organization is a complicated journey that may not be very simple and mostly involves several stages of transitions or misunderstandings before attaining the stage of equilibrium or stability (Managementstudyguide.com. 2022).
 Other change models that can be effective are, The ADKAR Model (2006) discusses challenges with certain plans for management to encourage change effectively within a company. With specific measures in place change can be implanted successfully, the model ensures that the right team's focal point is on what will ensure the drive for organisational success (prosci. 2022).
2.3 Leadership- Management of Complex Change 
The complex issue that will be investigated for the change will be organisational system change due to COVID 19 change the way Sainsbury's run its stores, this type of change needed leadership involvement due to the criticality of the new rules and regulations set out by the UK Government. Simon Roberts kept the same democratic leadership style as the previous leader Mike Coupe, starting his leadership position in the middle of the pandemic Simon Roberts ensured full communication with Sainsbury's stores across the UK and says that the main focus for Sainsbury's is to get through the pandemic and focus of the crisis, not strategic planning at the moment and that when the Pandemic is over that’s when things will be different, with other issues then becoming more of a focus for the company (Staff, R. 2020). However, his focus is on the impact that COVID is having on customers and employees, selling his vision of wanting to keep all employees and customers safe at this difficult time and showing resilience in this change. The communication from the leader helped with the implementation of the change ad ensure that all employees and customers knew what would be expected when in stores. 
 CCL. 2022 say that a leader that is successful ensure that the individual's morals and attitudes encourage the change. When a leader manages change successfully and is adaptable to change it allows the leader to focus on the bigger picture. A strong leader communicates throughout each stage and will encourage everyone to be involved within the change process. 
  However, Blog.on-the-mark.com. 2022 says that leaders should not use change management as part of the process, it states that it will not lead to commitment and may not result in readiness. 
2.4 Change Agents 
 Sainsbury's is very much a top-down lead company and decision making is always down to the C.E.O and management team at the company, Sainsbury's had team leaders to communicate what management changes were to be implanted however, Sainsbury's decided in 2018 to axe certain roles within the company and team-leaders was one. This position would be replaced with smaller groups of operations managers. (The Guardian. 2018). The role of team leader still exists within Sainsbury's but through the operations management team within different areas of the company, changes that are made by the C.E.O and senior managers are then communicated through these management teams to the employees on the shop floor. This is a risky strategy because it can build u employee resistance, since changing its systems in 2018 the management teams acting as change agents are required to identify resistors within the workplace, which can lead to a lack of communication. However, during COVID 19 changes, Sainsbury’s employees were all aboard with the changes that were required and the management teams in place effectively communicated all new restrictions to all employees and customers.  
 ‘The best change agents for the line are usually the best people from the line—charismatic individuals with extensive experience in the company's processes and technologies’. It is said that when organisation’s are using change agents the company should keep an open mind, this is because employees of a lower level could ensure more knowledge than senior management and are more effective for the company, whilst having more time to communicate within the role than management may be able to (mckinsey. 2017).   
In 2020 C.E.O of Sainsbury's acknowledged that all employees ensured its role of duties to serve Sainsbury's customers ensuring that all supply was stocked up. It is acknowledged that this may have an impact on the health of employees and Sainsburys have a team of individuals that all employees can speak to if required. The C.E.O states that ‘a central teams’ are available to support staff at all times. (About.sainsburys.co.uk. 2020).
2.5 Culture
 The culture model created by Charles Handy in 1996 states that there are four types of culture that business follows: Power Culture is where senior management makes all the decisions for the company, employees are told what to do rather than have an input into decision making. Task Culture is when teams of individuals will all equally have an input of knowledge and will all contribute to the success of completing a task. Person's Culture: this type of culture lead organisation that allows employees to feel a sense of belonging within the organisation and teams are values, people have the knowledge and understanding of specific roles and therefore work independently. Role Culture: this culture may have poorly led teams with little communication and employees understand its position within the hierarchy.  
 Culture is a strong part of all companies, using the Handy four-types of organisation culture model (1996) it is believed that Sainsbury's overall culture before is still very much a people-based culture where they state that employees are fundamental to the company and that Sainsbury is always committed to being an altogether organisation. All employees will be treated with appreciation and fairness, and advanced training of skills is encouraged within the company (About.sainsburys.co.uk. 2022). However, having researched the company’s culture since COVID 19 hit in 2020, it would be believed that Sainsbury's culture has changed to more of a task-based culture this would be due to the impact of the rules and regulations set out by the government during early stages of the world-wide Pandemic and the high demand for online shopping. This meant that all employees of Sainsbury had to become more flexible within different areas of the stores and adapt quickly to ensure mistakes were not made. This targeted approach in certain areas of the business meant that task culture was essential when dealing with operational issues. 
With all-new employees employed during COVID 19, Sainsbury's ensured that new starters could learn on the job and ensured that all new employees were flexible and adaptable to certain roles before employment. This was to ensure that all new employees are flexible to working different sections of the store if needed. In 2020 Sainsbury's recruited over 12,000 new members to the team to ensure that demands are met, ensuring that all click and collect orders and delivery services are kept at a high standard and meeting the demand for customers (Calnan, M. 2020). Even though the company’s culture is still a people-based cultural organisation Sainsbury's made this decision to ensure that all demands of the company were meant but still ensured the safety of employees and customers at its store were at a high standard. 
Impact of culture within a change process 
 Culture is vital for all businesses it is what makes the company successful and holding a strong culture will enhance business and ensure that all employees feel safe and comfortable within its workplace. It will ensure that individuals will feel valued and encourage companies through hard times ensuring a successful outcome. It can give employers a competitive advantage when the culture is better than other organisations (Achievers. 2022).  
 However according to The Change Management Blog 2020, the limitations of culture change can include the resistance of staff, some changes that will be made may cause tensions within the workplace and individuals will sometimes resist. Incorporating new beliefs into the workforce may result in the change failing due to the resistance of employees. When culture change happens it may shift employee focus from the performance that is required. 
 Kurt Lewin’s Force Felid Analysis allows organisations to use this important framework, it gives the organisation understanding of what is necessary for change to happen. This analysis can be applied to analyse elements within a company that can determine whether individuals are for or against a change within an organisation. (Change Management Coach. 2020).
 However, in this change within Sainsbury’s, no resistance was encountered because all employees understood the need for this change to happen. Harvard Business Review. 2018 states that if employees are kept informed of changes that are occurring it is likely the organisation will have the full support of the employees when it is needed. 
















3.0 Conclusion
 This report has investigated the change issues that Sainsbury's have faced during the last two years. A full SWOT And PESTEL analysis have been undertaken which identified the main driver for the change was an external factor that impacted the company’s internal operational system. It also influenced Sainsbury's financial department with the company insurance safety of employees and customers despite it adding to the annual loss. However, evidence was found and analysed for the growth of Sainsbury's online sales increased, Hamilton this demand Sainsbury's ensure that high communication standards. It has been identified that the management and leaders always had the safety of others in place.
 There has been a critical discussion on different change models that can assist with a change in an organisation honey centre favour Sainsbury's communication with employees ensure that employees did not go into a depression phase it can be said that some employees were frustrated due to external changes to rules however Sainsbury's encouraged rules were capped at stores and this meant employees accepted the change more effectively. There has been an investigation into the leader and how his input has affected the change process, and how he was important within the complex change help Sainsbury's and employees ensure resilience in its complex change that affected all areas of the business it showed that communication of even the smallest change was vital. 
 It has been identified this Sainsbury's use internal change agents to gather and distribute information small management teams are formed to do this. However, even though this change was a success due to the employees not resisting because the evidence showed the change was essential. Further research found that lower-level employees could have acted as more help than management teams may have been, this would be because there's more knowledgeable information on the shop floor floors in offices. The valuation was taken on the effects this change had on Sainsbury's culture and evaluate if the culture using Handy’s four types of culture model it looked at things with people-based culture before the change and assessed the culture during the change estates are Sainsbury's talking more task-based approach during COVID-19 Sainsbury's ensures that new and existing employees were more flexible within different roles while stealing with the operational change. It has been identified that within this change all employees were compliant and the overall culture is still very much a people's basic organisation.

 









4.0 recommendations
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Appendix 
SWOT Analysis 
	STRENGTHS 
	WEAKNESSES 

	Market Share 
	Competitors 

	Good customer loyalties 
	Increase of prices 

	Technology
	Supply shortage 

	OPPORTUNITIES 
	THREATS 

	24-hour service 
	COVID 19

	Expansion 
	Competitors 

	
	Change in government rules and regulations 


 


PESTEL Analysis 
	POLITICAL 
	ECONMINICIAL 
	SOICIALILOGICAL 

	COVID 19- will have significant implications on the business.
	Cost 
	Sainsbury's promotes healthier eating and easy to cook products

	Change in government rules and regulations
	Prices
	Increase in demand for online shopping. 

	
	The growing unemployment rate
	

	TECHNOLOGICAL
	ENVIRONMENTAL
	LEGISLATIVE

	Expansion of online services 
	Being more sustainable
	Policies 

	Due to covid online expansion service needs updating
	Using recycled plastics 
	Government regulations 
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