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Executive Summary

This report provides a strategic analysis of Tesco PLC, the biggest retailer in the United Kingdom, where the customer care approach and strategic direction of Tesco has been emphasised. Tesco has shown their ability of strong performance in an ever growing competitive grocery market and they have the highest market share in the UK grocery market in the last 10 years at 28.5% (IGD, 2026). PESTLE and Porter's Five Forces are used to analyse Tesco's external environment, VRIO analysis is used to analyse the internal environment and the analysis of the strategic options for improving personalised customer care are carried out.
The key conclusion is that Tesco has been effective in managing its Clubcard loyalty programme, which serves more than 24 million households in the UK, as a strategic asset, relying on customer data to offer personalised experiences, value and convenience (eMarketer, 2026). Clubcard is the bedrock of Tesco's strategy as more than 80% of sales come from Clubcard members (Retail Gazette, 2026). The recent strategic collaboration with Adobe in the field of AI also opens up a promising opportunity for personalisation capabilities to be enhanced, as the Tesco x Adobe Innovation Lab (Tesco, Adobe, 2026) places Adobe engineers with Tesco's personalisation team and its AI team. Customer satisfaction has improved greatly, with the UK NPS increasing six points year-on-year (Tesco PLC, 2026).
The report ends with the recommendation that Tesco is in a good position to hold its market leadership by focusing on the customer and combining value, quality and personalisation. The recommendations emphasize the need to strengthen the AI personalisation, improve the omnichannel customer journey, inject the “Every Little Helps” philosophy in every touch point, and establish trust through the transparent use of data.
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Introduction 

Tesco PLC, founded by Jack Cohen in 1919 from a London market stall, has grown into the largest retailer in the UK and one of the largest grocery retailers in Europe. The company operates in more than 300,000 stores in 20 countries, headquartered in Welwyn Garden City, Hertfordshire and with annual revenue of ~£69.9 billion (Tesco PLC, 2025). Concession stores are available in different formats, for example, hypermarkets (Tesco Extra), supermarkets, convenience stores (Tesco Express) and the booming online business with the quick delivery service Tesco Whoosh. Its geographical coverage is in the UK, ROI, and Central Europe and the bulk of sales are in the UK and ROI. Tesco's business model is divided into grocery, general merchandise, clothing (F&F), wholesale (Booker) and financial services (which were sold to Barclays in November 2024). This diversification and its vast range of shops, as well as its online capabilities, is a very good sign of the hyper competitive retail sector that Tesco is in.
Strategically, Tesco is challenged to remain market leader amidst economic volatility, increasing competition and changing consumer expectations and needs in order to keep up with these changes and boost customer satisfaction and loyalty. The company has shown exceptional resilience and now has the largest share of the UK (28.5%) for more than 12 years, surpassing the UK's Sainsbury's (15.6%) and Asda (11.6%) markets (IGD, 2026). However, the trading performance has been strong recently, with group like-for-like sales growth of 3.3% in Q1 2026/27 and 8.6% on a two-year basis (Tesco PLC, 2026). Total sales increased by 5.6% due to the new stores and all channels were showing growth, with online sales growing by 10.9% (Tesco PLC, 2026). UK food sales grew 2.6%, with fresh food up 3.6% and Finest up 9% (Tesco PLC, 2026). The satisfaction of customers is solidly increased, in particular value perception and range satisfaction, which have increased by six points year-on-year (Tesco PLC, 2026).
But the cost-of-living crisis has changed consumer habits and attitudes, creating a new need for consumers to value, convenience, and personalise their shopping. The ‘Every Little Helps' philosophy, which was established in the early 1990s, has been put back on the agenda, with IGD stating that it has ‘even more relevance today as consumers continue to be under pressure on their household budgets and demand that retailers are ‘on their side'’. This customer-centric mindset, alongside Tesco's massive data assets stemming from its Clubcard loyalty programme, which serves more than 24 million households in the UK, gives room to strategically differentiate in terms of personalized customer service.
The question that this report answers is how can Tesco possibly review and adjust the direction of their strategies to ensure that they are better able to provide personalised customer care to ensure future resilience and sustainable competitive advantage. The analysis has been carried out using strategic management tools such as PESTLE, Porter's Five Forces and VRIO to assess the nature of the business at the present scenario of Tesco and its strategic options, and broader issues like Leadership, Culture, Technology and Ethics, as required by the learning outcomes of the module. In April 2026, Tesco announced a strategic AI partnership with Adobe to speed up personalisation capabilities and provide relevant and helpful interactions for the shoppers. The emphasis that’s put on customer care is particularly apt at this moment. “With our partnership with Adobe, we can be even more responsive to the needs of shoppers. We can act in the moment, getting the right messages, savings or ideas to the right customers, just when they need them”, commented, Becky Brock, Tesco's group customer digital transformation director (Adobe, 2026).
Main Findings of Strategic Analysis and Critical Evaluation of Strategic Options


2.1 External Environment Analysis 

The macro-environment in which Tesco is operating is complex with opportunities and a high level of challenges. A PESTLE analysis can show the various pressures that are affecting the retailer's strategic decisions. Politically, Tesco operates in a space that is heavily under the microscope for the retail sector and where compliance to the Groceries Supply Code of Practice is under the scrutiny of the Groceries Code Adjudicator which is rigorous across all buying teams. The HFSS advertising restrictions have been in effect since January 2026, which has limited their ability to promote products and the use of space in their stores, forcing Tesco to reformulate and innovate in healthier product areas (Whittington et al., 2020). The scale of Tesco means that it is a political target, but its ‘Aldi Price Match’ and ‘Clubcard Prices’ programmes provide political protection in the form of a pledge to affordability. The company's ranking at No 1 in the Advantage supplier survey for the 10th time in a row and achieving an overall satisfaction score of 88% also reinforces its political credentials, as Tesco is seen to be having good relationships with suppliers despite being dominant.
There are some significant thorny economic challenges. From April 2026, the National Living Wage has increased by 4.1% to £12.71 per hour, having a direct impact on the wages of Tesco's more than 300,000 employees (Lynch, 2018). Grocery inflation has slowed but remains a strain on consumer budgets. Tesco has proven to be very resilient despite these pressures. The company achieved good sales growth in Q1 2026/27, which was driven by volume (Tesco PLC 2026). These figures reflect an increase in sales of 5.6% including the sales from new stores, all channels grew including online sales which increased by 10.9% (Tesco PLC, 2026). The company maintained its full-year guidance on adjusted operating profit of £3.0 billion to £3.3 billion, giving it confidence in its ability to deal with economic headwinds (Tesco PLC, 2026). The “Save to Invest” programme has saved over £2.2bn in the four years since its inception, and is expected to generate a further £500m of savings in the next financial year (Tesco PLC, 2026). This streamlines the business and helps Tesco to respond to wage inflation without incurring price increases and to invest in customer care and personalisation.
Consumer behaviour is changing in principles and values. Trust, clarity and value are more critical than ever as a result of the cost of living crisis, and almost one in three of all spending is now done via promotions. The ‘Every little helps' ethos is even stronger than ever today, especially with the continuing challenges households face with budgets and the retailers that they expect to be ‘with them'. (IGD, 2026). Health and wellbeing issues have now reached the mainstream and public health pressure on products classified into the high fat, salt and sugar (HFSS) category means reformulation and healthy products are now in the spotlight. Consumers are more likely than ever to go for top-up shopping trips and quicker delivery than for a weekly shopping trip. It is a trend that is being tackled by Tesco Whoosh, who is growing at a very fast pace, as the supermarket and convenience store, internet and quick commerce are seen as complementary rather than competitive (IGD, 2026).
Tesco has become a strong retail technology company from a technological standpoint. The Clubcard data platform captures data from more than 24 million UK households and is being used to personalise more than 80% of in-store transactions in the UK (Whittington et al., 2020). The Adobe AI partnership, announced in April 2026, represents a strategic move to use Adobe's AI and agentic AI capabilities to better interpret and anticipate customers' needs for an even more personalised and helpful shopping experience (Adobe, 2026). Your Clubcard Prices has since released almost 100 million personalised offers for customers since launch in March 2026 and Tesco is trialling dynamic, personalised recommendations at the online checkout (Tesco PLC, 2026). The need to protect against cyber-attacks was underscored by the significant incident at Marks & Spencer's in April 2025 and cybersecurity has now become a board-level issue of resilience for Tesco.
From a legal perspective, Tesco is going to be facing a narrower regulatory playing field. In addition to GSCOP and HFSS restrictions, compliance with the upcoming Deposit Return Scheme (DRS) for introduction in October 2027, with the National Living Wage (NLW), and data protection under UK GDPR (General Data Protection Regulation) all come with compliance costs. The Plastic Packaging Tax will gradually increase, resulting in higher costs, but will also be a chance to stand out in terms of environmental leadership. With the delivery of the 1,000th electric home delivery van, Tesco is closing in on achieving a major carbon emissions target (Tesco PLC, 2026). This is a strategic shift that boosts company's reputation and puts them on a better footing for regulatory changes in the future.
By applying Porter's Five Forces model, the UK grocery market is mature and capital-intensive as economies of scale, brand loyalty and established supply chains are some of the barriers (Porter, 1980). But competition is still fierce, as the all-online entrants and discount retailers keep growing. The discounters, such as Aldi and Lidl, are still very much disruptive, and are continuing to make inroads into market share with their ‘value for money’ offer. The consumers have a lot of options available in terms of channels and formats, and with the cost of living crisis, price sensitivity has increased. Tesco's Clubcard programme, however, generates switching costs due to the value it adds which is difficult for other competitors to match, as nearly 100 million personalised offers have been provided since March 2026 (Tesco PLC, 2026). The scale gives Tesco a lot of bargaining power, as it has the Aldi Price Match programme, and more than 10,000 Clubcard prices. It indicates that a collaborative relationship is being established between supplier and company, with a supplier satisfaction score of 88% and ranking first in the Advantage supplier survey for 10 years in a row (IGD, 2026). Competition is very high and Tesco's market share has increased to 28.5% for the first time in more than 10 years, surpassing Sainsbury's and Asda. Tesco's performance has shown steady share growth, which stems from its ability to compete on more than just price—value, quality, convenience and loyalty are all the factors.
2.2 Internal Environment Analysis 

Moving to its own resources, the Resource Based View offers useful insights to Tesco's sources of sustainable competitive advantage (SCA) (Barney, 1991). The Clubcard loyalty initiative is the key strategic asset of the Club, with more than 24 million households involved. In the UK, around 82% of Tesco's sales are conducted through Clubcard transactions – this is the basis of their business strategy (eMarketer, 2026). The information created is important since it allows for personalised offers, informed ranging choices, and retail media earnings. This is an unusual asset as few retailers in the UK can boast data as extensive and detailed as this, and with transactional history spanning decades. The information is hard to copy because the process of establishing a customer relationship and transaction history takes time to produce, which is a huge obstacle to competition. Tesco has a strong structure in place to benefit from the Adobe AI partnership, dunnhumby's data science and the Tesco Media platform. In 2026, the Clubcard loyalty data, supply chain automation and genuine decarbonisation capabilities are where Tesco will be at an advantage, as one analyst described it (BusinessModelAnalyst, 2026).
Another valuable organisational capacity within the "Save to Invest" programme is the ability to save money for investment purposes. Tesco has established a self-funding process for competitiveness with price cutting by saving over £2.2 billion in four years and anticipating an additional £500 million in cost savings (Tesco PLC, 2026). The operational efficiency allows the firm to compensate for the increasing cost of its inputs and focus on reducing its prices to customers and increasing its wages to employees. The programme represents a highly effective approach to Tesco's cost control and strategic investment – something that few competitors can achieve at a similar scale.
Tesco's organizational agility is based upon the ‘Plan-Do-Review' cycle, but now more focus is given to the review element to make sure that learning does not go to waste, but action is adjusted as a consequence of the learning (Whittington et al, 2020). The company has been devoting much time in considering how to achieve a balance between autonomy and control in the management processes, which could further strengthen the change capability of the centre to better co-ordinate the implementation activities. Also, there are indications of a change in leadership philosophy, with an increase in openness and shared responsibility. The new campus of Tesco has no private offices for leaders, special car park spaces for executives have been eliminated and there is no executive floor (IGD, 2026). The shift in culture that this supports helps to foster agility by making things transparent and accessible, which goes hand in hand with the module's core theme of organisational agility being a living organism that is emergent and evolutionary.
The “Every Little Helps” philosophy, has been reiterated at this 2026 Business Update. This principle remains stronger today as many customers are under pressure to the household budget, and have high expectations from retailers to be firmly on their side (IGD, 2026). This philosophy was defined to capture the essence of how Tesco philosophy is driven by listening to customers and making the shopping experience better: most trusted to provide quality and value; most helpful and friction-less shopping experience; easiest and most affordable access to good food for good health. With a strong cultural commitment and technological investments and strategic agility, a solid base for sustainable competitive advantage is laid.
Stakeholder mapping is able to give Tesco some insights in which direction to turn and which stakeholders they should emphasize. All it takes is they know what is expected from their stakeholders in order to lead the strategic management. (Freeman, 1984). Tesco has to deal with conflicts of interest between various groups of stakeholders, who have their own claims on the organisation. The primary stakeholder is the customer who is looking for value, quality, convenience and customization. This is where Tesco's strategic investments in Clubcard prices, Aldi Price Match and Finest range are targeting the various needs of customers (IGD, 2026). They want their money to be returned to them and Tesco wants to grow, as it has pledged a £750 million share buyback and a consistent profit of £3.0 to £3.3 billion (Tesco PLC, 2026). Colleagues are another important stakeholder group with more than 300,000 employees and their wellbeing directly affecting the customer experience. Ongoing investment in training and development supports capability of colleagues, while the increase in the National Living Wage to £12.71 per hour shows Tesco's commitment to fair pay (Lynch, 2018). Suppliers are the most satisfied with Advantage's practices (88%), and ranked first for the last ten years in the Advantage supplier survey for satisfaction with fair trading practices and partnership. Tesco's operational limits are defined by regulators' requirements for GSCOP compliance, HFSS regulations, and data protection laws. Last but not least, the community wants environmental awareness and social engagement, which is achieved through Tesco's electric vehicle fleet rollout and healthy product innovations.
The stakeholder power-interest matrix developed by Mendelow (1991) can be used to prioritise these groups. Customers and shareholders are in the high power, high interest quadrant – they need to be managed and engaged very closely. Staff members are also included in this group, since their satisfaction directly impacts operational performance and customer satisfaction. In the high power, variable interest quadrant are suppliers and regulators, who need frequent communication and regulatory monitoring. Although the community holds less direct power, its influence is increasing as a choice for products and via reputation. This mapping indicates that the direction of Tesco to be the most concerned on customer care and personalisation is suitable because customer is the most influential stakeholder group. But it has to also meet the expectations of shareholders by providing them with proven dividends, colleagues by providing them with purpose and equitable compensation, and regulators by being compliant.
Tesco's opening quarter results for FY 26/27 exemplify the successful implementation of its current strategy. The satisfaction levels of customers have improved considerably, rising by 6 points on the Net Promoter Score year-on-year, and improving on Value perception and Range satisfaction (Tesco PLC, 2026). In the UK, food sales increased by 2.6% while sales of Fresh food increased by 3.6%, and sales of Finest grew by 9%, or 29% over a two-year period (Tesco PLC, 2026). Online sales grew 8.9%, with Whoosh expanding into a further 34 large stores (Tesco PLC, 2026). There was continued innovation in the marketplace with more than 520 new and improved products coming to market, with more than 220 of these being ‘Finest’ lines (Tesco PLC, 2026). This is on the back of an outstanding year on year performance, with two year like for like sales growth in the UK of 6.9%. 
2.3 Strategic Position  Synthesis

Using SWOT analysis to combine the external and internal analysis, Tesco's strategic position is clear. The company has a number of strengths, such as its market leadership (28.5% UK share), the Clubcard programme covering 24 million households, improved customer satisfaction (up 6 points on NPS), excellent financial performance with revenue of £16.826 billion in Q1, cost efficiency with “Save to Invest” delivering £2.2 billion in savings, and well-developed omnichannel capabilities, with online sales up 8.9% (Tesco PLC, 2026; IGD, 2026). These are the qualities that will create a strong platform of competitive advantage.
But, there are certain strengths and weaknesses for Tesco. This rise in the National Living Wage to £12.71 per hour will affect more than 300,000 colleagues, and will add to wage cost pressures that need to be met through ongoing efficiencies (Tesco PLC, 2026). The costs of compliance with the regulations related to HFSS restrictions, Deposit Return Scheme and packaging taxes increase the regulatory burden. Loyalty data privacy risks are rising and customers and regulators are more sensitive to loyalty data uses. Booker's wholesale business down 3.2% for like-for-like sales, partly due to lower-margin contract exit (Tesco PLC, 2026).
Tesco has many opportunities to take advantage of. AI-driven personalisation, which is made possible through the Adobe partnership, in which Adobe engineers are co-located with Tesco's teams, is a huge opportunity to increase the loyalty of customers (Adobe, 2026). Health and wellness innovation is booming and Tesco's expansion of the High Protein range has fueled consumer demand for health. Tesco Media is an excellent revenue stream for the retail media sector, with high margins. Whoosh's rapid delivery expansion caters to the trend of convenience. Revenue differentiation is achieved by positioning the Finest range at a premium, with the addition of more than 220 new lines growing by 9% (Tesco PLC, 2026).
Threats to Tesco must be managed carefully. Competition from discounters Aldi and Lidl is keeping growing and is taking market shares with low-cost offers. Inflation, wage costs and uncertainty around the Middle East conflict are impacting the economy, causing uncertainty for customers and business (Tesco PLC, 2026). Product mix and promotions are affected by regulatory changes, specifically the HFSS changes. In today's digital retail world, cyber risks pose a threat to operational resilience. ICO activity around loyalty and personalisation should be governed and transparent in line with data privacy regulation. 
2.4 Critical Evaluation of Strategic Options for Enhanced Customer Care 

To understand critical evaluation of strategic options for enhanced customer care, three strategic options that have come up for improving Tesco's customer care approach are: 
The first is AI-powered personalisation, the direction Tesco is already taking with the Adobe partnership, which is seeking to leverage the AI capabilities to better predict customer needs (Adobe, 2026). This enables Tesco to be more responsive, sending the right message and saving the right time (Adobe, 2026), said Becky Brock, Tesco's group customer digital transformation director. This would be possible using Tesco's Clubcard data that encompasses more than 24 million households and is available to this type of analysis. Few retailers have accumulated the level of trust and knowledge that Tesco has and thus, AI can offer more personal customer experiences, as noted by Nathan Hancock, vice president of Adobe (Adobe, 2026). But there are risks, such as the data privacy concerns that need to be addressed with good governance, possible customer backlash if the personalisation is too intrusive, and the need to make the personalisation appear helpful to customers. The ethical element is important as the module focuses on critically analysing management's ethical response to ethical issues.
The second strategy is value and quality differentiation which draws on Tesco's existing competitive advantages. The 2026 Business Update highlighted the importance of value and quality in gaining sales (IGD, 2026). The Aldi Price Match programme was expanded to more than 2,000 Express stores and Finest managed to achieve 29% growth after two years, bringing sales growth to 9% (Tesco PLC, 2026). This is in response to cost of living pressures and customer expectations. But there are risks in the form of a potential margin squeeze if the value investments outweigh the efficiency gains.
The third expansion, omnichannel and convenience, sees the super, convenience, online and quick commerce as complementary channels and not as competitors (IGD, 2026). The turnover from online sales increased by 8.9% in Q1 including Whoosh's move to 34 large stores (Tesco PLC, 2026). This is to acknowledge the trend of the consumer towards convenience. Challenges include execution and competition from local delivery services.
The suggested approach is AI-based personalisation as the main approach, with value differentiation and the extension of channels. This is appropriate as personalisation utilizes Tesco's one-of-a-kind asset of data pertaining to their Club card, which is valuable, uncommon and difficult to copy (Barney, 1991). Tesco has one of the biggest loyalty schemes in the UK retail sector, accounting for 82% of the UK sales through the programme (eMarketer, 2026). Personalisation offers switching costs and helps to build loyalty, which makes it difficult for discounters to compete. Synergistic with other options to support Finest ranging and health innovation. Lastly, it sets itself apart from the other big rivals, namely Aldi and Lidl, which do not have similar data resources.
Recommendations 

Five key recommendations have been drawn from the Strategic analysis and critical evaluation, which will be beneficial to Tesco in improving its approach to customer care and build sustainable competitive advantage.
First, Tesco must go deeper with purpose using AI for personalisation – fast implementing the Adobe partnership to get closer to delivering meaningful, timely personalisation. The Tesco x Adobe Innovation Lab should have a flexible and agile approach, with specific use cases to include real time recipe suggestions, dynamic basket offers, and health related nutrition tips. The emphasis should be on relevance rather than volume – the more that is genuinely personalised, the more trust is built and loyalty gained. Success metrics should be based on customer satisfaction and Net Promoter Score rather than on sales uplift.
Second, Tesco needs to make "Every Little Helps" part of their messaging at every interaction with the customer, to ensure consistency between online personalisation and in-store experience. Staff members should be trained to make use of Clubcard data in store, to complement AI with human warmth and problem solving and to deliver a seamless omnichannel experience (IGD, 2026). Customer satisfaction scores should be correlated with colleague performance metrics and investment in colleague training to use personalisation to improve customer interaction should be planned.
Third, Tesco needs to strike a middle ground between value and premium, with the idea of expanding on the value positioning with ‘Aldi Price Match' and ‘Clubcard Prices' as well as expanding ‘Finest' for those who are looking for a premium. Optimal mixture across formats and customer segments (IGD) should be achieved with the development of AI-powered ranging tools. It is important to track and control value/margin trade-offs, while maintaining Finest innovation to provide differentiated experiences.
Fourth, transparency is key to trust, and Tesco should be transparent about their Clubcard data use by providing clear, accessible privacy policies, ensuring customers have granular control over their personalisation preferences, and having an independent ethics advisory panel on their AI implementation. Trust and data privacy are essential in the context of the activity of ICOs and consumer sensitivity (Lynch, 2018). Satisfaction with trust and privacy perceptions should be tracked on a regular basis, with annual transparency reports on the use of AI and governance of data.
Fifth, Tesco should invest in health and sustainability innovation on the basis of the expansion of the Tesco High Protein range and health related product innovation. Personalisation to help achieve health objectives, including suggesting healthier options and customising health-related messaging for the individual customer (IGD, 2026). A fleet of electric vehicles, approaching 1000 units, should be accompanied by sustainability credentials that are clearly communicated.

Wider Implications of the Recommendations 

Many important dimensions of the organisation are touched by the recommended approach of personalisation through artificial intelligence. The implications of these should be understood and this module highlights the importance of evaluating key factors in influencing and implementing innovative strategies.
Leadership implications are significant, as the whole management needs to be digital and AI literate. Leaders need to have an understanding of technical skills and ethical considerations regarding AI-powered personalisation. The Adobe integration is a must have for a successful partnership. In the case of transformation, a consistent and patient approach is needed, as transformations also need to extend beyond a single CEO's time horizon, as the transformation cases will illustrate (Ahlbäck et al., 2017). The journey towards transformation in Tesco's leadership is not one for short-term fixes, but rather a gradual integration of AI capabilities throughout the organisation, with a clear emphasis on delivering value to their customers.
Cultural considerations are also important. Tesco's move towards a data-driven, test and learn culture is consistent with the "Plan-Do-Review" cycle that was emphasised once again (Whittington et al., 2020). Technology must always be used to support the "Every Little Helps" ethos and this ethos should be the primary focus rather than technology. This cultural shift is backed up by Tesco's decision to become more open with communication, such as having open-plan offices and removing executive privileges (IGD, 2026). But Change Takes time and repeated reinforcement. The re-emphasis of "Every Little Helps" in the 2026 Business Update is a stepping stone in ensuring a customer-centric approach is embedded, which needs to be put into practice across the organisation at all levels within a business, including the day-to-day behaviours and decision-making.
Structural and operational implications involve the new co-innovation model which has come to embody the collaboration between Tesco and Adobe (Adobe, 2026), which suggests flexible organisational structures that allow for cross-functional collaboration. In order to increase centre's change capability, Tesco is establishing a change mechanism that will coordinate the implementation activities throughout the organization and ensure that the projects are aligned with the Tesco's strategy. In order to enhance the change capability in the centre, Tesco is creating a change mechanism that will help to coordinate the implementation activities throughout the organization and will ensure that projects are aligned with the Tesco's strategy. It will take significant technology investment for the partnership, using agentic AI capabilities and Adobe Firefly Foundry to deploy generative AI models specific to Tesco (Adobe, 2026). Personalisation has to be integrated throughout digital channels and this will need to be done in a way that it is managed effectively, and this will require continued investment in data infrastructure and analytics.
Ethical considerations must be taken into account. Data privacy is key; how Clubcard data is used for personalisation, must be beneficial while maintaining transparency in their governance and customers' consent (Lynch, 2018). Enforcement is a key issue for the ICO on retail loyalty and personalisation, and careful governance and proactive compliance strategies are crucial. This is directly relevant to the learning outcome for the module that asks students to critically explore management's response to ethical challenges. Tesco should set ethical standards for the use of AI, and ensure that the algorithms are fair, transparent, and unbiased. A proposed ethics advisory panel would be independent and contribute to increasing customer trust. In addition, health and sustainability continue to be relevant, and personalisation has been used to ensure health based messages and Tesco have an electric vehicle fleet that shows their commitment to sustainability (IGD, 2026). Such moral issues are not simply add-ons but integral to the trust that forms the basis of Tesco's brand and customer relations.
Reputation issues are important for corporations. Customer satisfaction has been enhanced, with a Net Promoter Score increase of 6 points for Tesco PLC (2026). But the potential misuse of data and intrusion may hurt reputation. It is crucial to have clear data communication. The business has developed one of the biggest loyalty programmes in UK retail, and this trust needs to be safeguarded by responsible innovation (eMarketer, 2026). The keys to success will lie in Tesco's ability to prove that personalisation is good for customers, and not just for business. The module highlights the important role of corporate social responsibility and its implications for strategic development for today's strategic management.
Conclusion 

Tesco plc has been found to have a very strong strategic capability to deal with the difficult retail environment. Its 28.5% market share in the UK is a multi-dimensional approach, driven by competing through price, building trust and brand loyalty and differentiating through quality programmes (IGD, 2026). The Clubcard programme serves more than 24 million households and is Tesco's biggest competitive edge (eMarketer, 2026). The AI partnership with Adobe is expanding its value, putting Tesco on a fast track to personalised engagement and customer loyalty (Adobe, 2026). This is the power of strategy visibility, agility, and customer orientation in the face of economic adversity, as illustrated by the company's performance during the cost of living crisis.
But, Tesco still has issues to deal with. More than 300,000 colleagues (Tesco PLC, 2026) will be affected by the National Living Wage rise to £12.71 per hour. Competition from the discounters Aldi and Lidl is still fierce. The product promotion restrictions under HFSS, to become effective in January 2026, limit product promotion (Whittington et al., 2020). To ensure data privacy, it is important to have transparency in governance.
The philosophy of a 'good value and quality retailer', the most 'helpful and frictionless shopping experience' and the right to access products that provide good nutrition and everyday health (IGD, 2026) is at the heart of Tesco's consumer-focused strategy, as outlined at the 2026 Business Update. A culture of commitment with investments in technology and a strategic agility is the basis for a solid competitive advantage.
The agility journey at Tesco offers insights about important lessons: a whole systems perspective on change is essential, and change needs to be seen as continual capability development as opposed to a one-off redesign (Ahlbäck et al., 2017; De Smet et al., 2018). By implementing the recommendations above, Tesco can continue to be a leader in the market and provide better customer service by offering more personalised and data-driven customer experiences that create long-term customer loyalty.
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