
 

  

BUSINESS STUDIES 
 
Business Report: Management and Change (Woolworths) 
 
 
Executive Summary 
 
The focal point of this report is to analyse the major challenges involved in managing change in a 
firm such as Woolworths. This is done through the in depth examination of both the internal and 
external influences that contribute to managing change within Woolworths limited.  
 
The report details how Woolworths can manage change effectively by investigating Lewin’s model 
of change. The report evaluates the effectiveness of Woolworth’s management in implementing 
socially responsible change and how this benefited its major stakeholder by analysing various 
influences. The report recommends that Woolworths adopts the contingency theory and invest in 
more stores to level off competitors and gain a larger portion of market share. The report also 
recommends Woolworths adopting the Lewin’s model of change as a means responding to change 
effectively.  
 
Major Challenges Involved in managing change within Woolworths  
 
Woolworths Limited faced major challenges along the way in relation to managing change 
effectively. The major challenges involved in managing change within Woolworths were: 
 
 Economic slowdown affecting Woolworths limited, loss in confidence in share market by 

speculators, effectively shares dropped $1 to an eight month low of $11.50.  
 

 Possibility of erosion of gross margins in the supermarket business.  
 

 Deciding whether to make a big acquisition by taking over one of Coles-Myers division.  
 

 Coles-Myer, and other competitors opening more stores around Australia in contrast to 
Woolworths.  

 
 Arrival of German based supermarket chain, Aldi creating more competition and effectively 

reducing Woolworth’s market share.  
 

 Competing against lower prices, effectively meaning lowering prices of Woolworth’s products.     
 

 Flat spots in Woolworths 2001-02 results in its consumer electronics division, gross profit 
margin fell 2.3%.  

 
 Process of consolidating five warehouses into one.   
 
The nature and sources of change in Business 
 
The nature and sources of change within a business can be affected by both External and Internal 
Influences. The sources of change within the External environment include;  
 
 



 

  

EXTERNAL INFLUENCES; WOOLWORTHS 
 
The changing nature of markets  
 
Woolworths as an individual entity in contrast to the domestic market, has seen great changes 
within the structures of domestic market which has subsequently affected Woolworths. With the 
recent merge of Coles-Myer and the entry of German based discount grocery retailer Aldi, 
Woolworths has effectively had to deal in response to such changes within domestic markets. For 
Woolworths to adapt to such changes it has implemented Project X in rural areas to gain market 
advantage and introduced its own liquor department to compete with franchises within the Coles-
Myer supermarket chain.   
 
Economic Influences  
 
Woolworths like many other grocery retailers face economic downturns which they have no control 
over. Corbett presided over a period of strong economic growth at Woolworths. Even though he 
now believes the hard part is yet to come by maintaining such a growth and fulfilling investor 
expectations. Woolworths has penetrated its major concerns on food sales and by this has been 
able to maintain sale margins. Woolworths has effectively been able to respond to economic 
changes within the domestic market whilst competitors have not been able to withstand such 
economic turmoil.  
 
Financial Influences 
 
Woolworths has its own financial department to supervise ingoing and outgoing cash flows and 
monitor the external environment for changes in finance policies that might inversely affect the 
operations of Woolworths. This has enabled Woolworths to monitor both internal and external 
environments in response to changes.  
 
Geographic Influences  
 
Woolworths has become a transnationals company, whereby it has established Woolworths’ 
supermarkets in other countries such as New Zealand. Woolworths has become efficient by 
expanding its region to an overseas market. Woolworths has been able to adapt to a change in 
environment more effectively than other transnationals companies.  
 
Social Influences 
 
Woolworths has adapted to such social issues in relation to environmental impacts and concerns 
which have become an underlying reality of today’s world. Woolworths has introduced synthetic 
environmental bags to reduce its own carbon footprint and promote Environmental Sustainability.  
 
Legal Influences 
 
Woolworths as an individual entity in conjunction to the rest of the market does not have control 
over acts passed through statutory body in relation to work choices, minimum award wages etc. 
Due to changes in legislations enacted by government, Woolworths are required to respond to 
these changes in an orderly manner. For example; Changes in OH & S and Work choice 
agreements, Woolworths are required to follow a specific guideline in regards to employer and 
employee concerns and providing a safe and healthy workplace for employees and customers. 
Woolworths have been effective in achieving this in response to change.  
 



 

  

Political Influences 
 
Political influences have had a significant affect on Woolworth’s operations. The introduction of the 
GST and licensing, implemented by the government has had greater impact on Woolworths due to 
having a supply chain of supermarkets on both a domestic and international level. Woolworths has 
been able to overcome such external changes initiated by the government efficiently. 
 
Technological Developments 
 
Technological developments in the past few years have caused major change to incur relating to 
the retail world today. In order for Woolworths to respond to such technological changes, they use a 
system called JIT (Just – In – Time), which reorders stock automatically, when stock is running on a 
low. Through JIT, Woolworths has been able to increase its efficiency and productivity levels by 
attaining stock quicker for customer expectations. Woolworths has been able to respond to such 
technological changes which they have no control over, making Woolworths an effective supplier of 
food in markets within Australia.   
 
 

INTERNAL INFLUENCES; WOOLWORTHS 
 
The effects of accelerating technology 
 
There has been a number of developments in terms of innovation in regards to technology. 
Developments in technology and new innovations have had a greater impact on the wider spectrum 
of retail and franchise. Woolworths has been able to respond to such internal influences by 
establishing I.T. programs, Eftpos systems in stores and ATM’s (Automatic Tele-machines) to cater 
for customer needs and providing easier ways to attain funds and make transactions. With new 
technology, workers were to be trained in such areas and required to keep workers up to date with 
new technological advancements. This has favoured Woolworths, because customers are reliant on 
fast systems to provide quick transactions at greater rates which in end helps with customer 
satisfaction, abiding by the firms social responsibility to stakeholders.  
 
E-commerce 
 
The introduction of E-commerce is still in its infancy but promises great potential for the future. 
Through E-commerce, Woolworths has been able to set up Internet banking and home shopping via 
the internet. This new innovation has enabled customers to purchase goods over the internet with a 
click of a button. This new technology made available to Woolworths has also created redundancy 
within the workplace. E-commerce has removed jobs which individuals used to complete manually 
or through labour. Woolworths has dealt with this internal change by creating a home shopping over 
the internet. As a result of this, a quicker transaction between firms and customers has enabled 
greater cash flow within Woolworths.  
 
New Systems and procedures 
 
The introduction of new systems and procedures is an important source of change in a business. It 
often follows technological change. In order to remain competitive, a business needs to adopt world 
best practises. In the case of Woolworths, the introduction of new systems and procedures such as 
JIT technology and I.T. programs has enable Woolworths to respond to internal changes efficiently 
and compete with supermarkets to such a degree. Through such systems and procedures being 
developed, Woolworths has been able to increase its productivity levels and hence profit margins 
which they could not have retained in the past. Woolworths has been able to respond to change in 
an effective way to increase efficiency and productivity.  
 



 

  

New Business Cultures 
 
Woolworths limited has enabled itself to assimilate with other franchises in the same line of 
operations. Woolworths possesses such retail stores as Dick Smith Electronics, Big W and are in 
the course of planning to make an acquisition with either target or K-market. This horizontal 
integration has assisted Woolworths in gaining greater recognition in the domestic and international 
market as a major competitor. Woolworths has been able to expand its boundaries by purchasing 
supermarket supply chains within Australia.  
 
Managing Change Effectively; Woolworths  
 
The need for change can occur at any level in a business’s structure, but the more levels involved in 
the change the more complex the task is made in effectively managing the change.  
 
Identifying the need for change 
 
Woolworths are able to identify the need for change in its early stages through effective use of 
planning, organising, leading and controlling. Through effective use of planning, Woolworths have 
enabled themselves to identify where the problem is within their operations and eliminate such risks. 
Woolworths plans for the future is to establish a significant number of stores in localities and in 
remote areas, develop new and innovated ways of purchasing goods and providing customers with 
ideal ways of purchasing goods without extensive hassles. Woolworth’s management has been an 
effective measure of identifying the need for change and has responded to such changes in a 
prompt manner.  
 
Setting achievable goals 
 
Woolworth’s management style and operations has enabled them to set achievable goals which 
they have planned for the future. Mangers have been able to identify short term goals and 
effectively make improvements along the way on long term goals which they have set. In order for 
goals to be achieved, managers need to be efficient in their role to implement goals which are 
attainable at present state of Woolworth’s operations and looks very promising for the future. 
 
Creating a culture for Change 
 
People in a business need to accept that the changes in how they do their work are needed, and 
that have not been made just for the sake of doing something. One of the most effective ways of 
achieving this acceptance is to use change agents to create a teamwork approach to the change. 
Woolworths in this case would benefit in taking a teamwork approach to change. This way 
Woolworth’s management would cooperate as a collective unit rather than managers deciding what 
Woolworths needs to do to achieve standardised goals.  
 
Change Models  
 
Models can give us helpful insights into how the change process works. In the early 1950’s, Kurt 
Lewin developed two descriptions, or models, of the change process to explain two different types 
of change. The first type could be utilized by Woolworths while they are relatively stable 
environment where occasionally something happens that causes a business to make a significant 
change. The second type could also be used by Woolworths while in an environment where there is 
continuos and unexpected change.  The environment in which operate is uncertain.  
 
Lewin’s ‘unfreeze, change and refreeze’ model of change 
 
Step 1; ‘Unfreeze’ – Woolworths needs to identify its position at its current state and accordingly 
forecast the likely affects if Woolworths were to still operate in such a manner. Woolworths should  



 

  

determine whether or not change is beneficial for its own benefit and accordingly notify staff of 
changes. When Woolworths first incorporated JIT technology in their operations they needed to 
train staff and notify them of how the business would change from a manual to more technological 
position. This is called increasing the ‘driving force’ to move away from the status quo. Woolworth’s 
managers need to reduce the ‘restraining forces’ that hold people to the status quo, such as fear of 
loosing their jobs.  
 
Step 2; ‘Change’ – The second aspect of this model is to implement the change. The change has to 
be in the Woolworth’s workers behaviour or actions. It is then the manager’s job to apply a solution 
by taking action on the change that needs to take place.  
 
Step 3; ‘Freeze’ – The third aspect is concerned with consolidating the changes. At this stage 
Woolworths has finally identified the change, taken action in that matter and now is the 
implementation process. The important aspect of refreezing is to provide the support systems, 
resources and skills changed behaviour continues.  
 
Force Field Analysis 
 
Lewin argues that there are two sets of forces in the change system. One set of forces are forcing 
change. These are called the ‘driving forces’. The second set of forces operates against change. 
These are called the ‘resisting forces’.  
 
Step one; Woolworth’s management is at a point where they are equally balanced. It is up to the 
management to consider the driving or resisting forces.  
Step two; After Woolworths introduces either change, imbalance is achieved by managers either 
considering the two options.  
 
Step three; when change has taken place, the system is refrozen.   
 
Effectiveness of Woolworth’s management in implementing change 
 
Social responsibility refers to the obligations a business has to pursue long-term goals that are good 
for society. These obligations are beyond those required by law or the pursuit of profit. Woolworths 
Limited has been effective in implementing socially responsible change benefiting its major 
stakeholders.  
 
Ecological Sustainability 
 
The notion of Ecological Sustainability and environmental management has been on top priority for 
Woolworth’s management sector. Woolworth’s has adopted environmental management plans to 
minimize the amount of waste produced by the supermarket on a domestic and international to 
effectively reduce the carbon footprint it exerts. Woolworths have specifically concentrated on areas 
of water, energy, material and waste consumption.  
 
As a result of raising awareness of environmental issues and concerns, Woolworths has developed 
an alternative to plastic bags. The synthetic, polyethylene environmental bags promote 
environmental sustainability and reduce the likely affects of plastic bags polluting the environment. 
A major program that Woolworths has made an initiative in is the “green waste program” and has 
supported various charities such as Planet Ark for cartridge waste facilities. This has effectively 
benefited Woolworth’s major stakeholders, such as the community in general.  
 
Woolworth’s management has been effective in its means of implementing ecological sustainability, 
benefiting its major stakeholders and in this case, the community as a whole.  
 



 

  

Quality of working life 
 
Woolworths limited has been able to effectively achieve quality of working life through its major 
sectors such as departments in regards to employer/employee welfare and customer welfare. The 
Human Resource management systems within Woolworth’s limited works as an effective entity in 
contrast to the operations conducted within Woolworths. Woolworths Limited in conjunction to the 
Human Resource department has been able to assist in both division of labour and chain of 
command. Through working effectively in both areas, communication between managers and his 
employees has increase and due to this minimum conflict arises within the organisation.  
 
Through the passing of legalisation in relation to OH & S issues, the management team within 
Woolworths has been able assist employees with issues concerning health and safety and sexual 
assault in the workplace. This has been an effective measure of Woolworths implementing quality of 
working life for both the employer and employee. Woolworth’s management has been able to 
implement socially responsible change benefiting its major stakeholders and in this case its 
employees.  
 
Technology 
 
Woolworths faced great technological advancements and developments in the past years or so. 
Technology was a form of managing change they had to deal with. With the introduction of JIT 
technology, Woolworths needed to provide on-site training to staff who were unaware of such new 
evolvement in technology. Woolworths Limited dealt with such changes effectively and efficiently by 
implementing socially responsible change benefiting its major stakeholders in this case its 
customers and suppliers that provided Woolworths with its inputs and customers who bought these 
products and output stage.  
 
Globalisation 
 
Woolworths Limited is considered to a translational company established in all parts of the world 
and trading on an International basis. Through globalisation Woolworths has been able to trade with 
nations for raw materials to produce its goods and sell to final users. However due to trading 
agreements between countries and protection countries do not have the luxury of trading freely with 
other countries. However Woolworths limited has overcome this issue by dealing with international 
markets directly. Woolworths has dealt with such changes in an effective manner by implementing 
socially responsible change benefiting its major stakeholders in this case its global partners in trade.  
 
Managing Cultural diversity 
 
Woolworths Limited responded to changes in cultural effectively within Australia. Woolworths 
identified Australia as a major multicultural place of origin by looking at its demographics and in 
accordance to this provided products to cater for the needs of various nationalities. Woolworths 
limited has been effective in implementing socially responsible change benefiting its major 
stakeholders, in this case customers from diverse range of nationalities.  
 
E-commerce 
 
Woolworths has incorporated E-commerce as a means of selling its product via the internet. 
Woolworths has been effective in its communication with customers by providing quick and easy 
access to goods for purchase over the internet. Woolworths has used E-commerce effectively as a 
means of selling its product and implementing socially responsible changing benefiting its major 
stakeholder, in this case customers via the internet.  
 



 

  

Conclusions 
 
Through the course of time Woolworths has faced major challenges involved in managing change in 
a firm. They have identified the challenges and responded to changes to both internal and external 
influences effectively. Woolworths has been extensively effective in implementing socially 
responsible change benefiting its major stakeholders through identifying changes through ecological 
sustainability and the betterment of society. Woolworths limited and its management has been able 
to effectively initiate change which has benefited internal and external stakeholders.   
 
Recommendations 
 
 Woolworths should adopt the contingency theory where it focuses on the idea managers must 

take decisions according to a situation. 
 

 Woolworths does not need to make a large acquisition by taking over one of the Coles-Myer 
divisions.  

 
 In order for Woolworths to gain a greater share market on a domestic scale it should focus on 

efficiency and how to achieve economies of scale through specialisation of labour.  
 

 Woolworths should invest in building more stores by levelling off competitors or furthermore 
gain an absolute advantage in the share market. 

 
 


