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[bookmark: _GoBack]“In relation to the management of MNCs in retail sector (TESCO), what type of leadership style (Democratic, Autocratic) is more effective”?


1. Introduction 
According to Yammarino (2013), leadership is “a multi-level (person, dyad, group, collective) leader-follower interaction process that occurs in a particular situation (context) where a leader (e.g., superior, supervisor) and followers (e.g., subordinates, direct reports) share a purpose (vision, mission) and jointly accomplish things (e.g., goals, objectives, tasks) willingly)” (p.150). In the contemporary management theory, leadership styles have been carried out debates among scholars since last few decades. However, there are no consensus of answer on which leadership style is more effective to lead an organisation. There are significant numbers of research which focuses on a comparison between autocratic leadership and democratic leadership (Phillips, 2016; Cunningham, Salomone and Wielgus, 2015; and Mihai et al., 2017). These two clusters at the extreme ends of spectrum. Democratic leaders encourage followers to adopt their own methods and policies and to participate for decision-making process. By contrast, autocratic leaders not concern about followers’ decision and they have the all power to make decision process. Since the theoretical perspective on management yet decide which leadership style is more effective in the retail sector, the researcher takes the challenge to explore critical review between autocratic leadership and democratic leadership. However, the researcher makes pre-assumption that democratic leadership is more effective than autocratic leadership in a large enterprise (Tesco) of the retail sector. 

[bookmark: _Toc513627512]2. The research question
Is democratic leadership more effective than autocratic leadership in retail sector of TESCO?

[bookmark: _Toc513627513]3. Aim 
The research aims to carry out the review of the effectiveness between the democratic leadership and autocratic leadership. The result will answer the research question as the managerial contribution in the theoretical framework.       

[bookmark: _Toc513627514]4. Objectives
There are three objectives of the research to be achieved. They are:
· To review the leadership styles between autocratic leaders and democratic leaders.
· To compare and contrast between autocratic leadership and democratic leadership.
· To compare the effectiveness of the leadership style between democratic leadership style and autocratic leadership style in larger enterprise of the retail sector.

[bookmark: _Toc513627515]5. Definition of leadership
According to Carlyle (2011) based on the “great man” theory, a leader is an exceptional person. A leader describes as a person has the charisma, intelligence, wisdom, and political skills. 

Stogdill (1950) defines leadership as “the process (act) of influencing the activities of an organized group in its efforts toward goal setting and goal achievement”. 

Tannenbaum, Weschler and Massarik (1961) defines leadership as “the process of moving a group (or groups) in some direction through mostly non-coercive means”.

Keiser (2016) described “Leadership is the process of interactive influence that occurs when, in a given context, some people accept someone as their leader to achieve common goals.”

[bookmark: _Toc513627516]6 Literature review
A leader has followers and he/she has the ability to inspire the follower to achieve a common goal (Yukl, 2006). The view of leadership is changing and no longer treated as hero, saviour or white knight. In the modern world, leadership is treated as a person who influences followers and taking action. Therefore, leadership cannot view as static nor one-directional (Chrobot-Mason, Gerbasi and Cullen-Lester, 2016). There are different leadership styles (Goleman, 2002) particularly democratic and autocratic leadership styles which have been carried out into debates among the scholars.  

[bookmark: _Toc513627517]6.1 Democratic leadership 
Mohiuddin (2017) defines democratic leadership as “use a consultative approach while encouraging group participation in decision-making process” (p.19)

Democratic leadership is a person who brings others or followers into decision process. He/she encourage the followers to share ideas and opinions. These ideas and opinions are taken into consideration for creative solutions. Followers are more involved and are committed in the business decision making in an organisation. This type of decision can be slow process (Phillips, 2016). According to Mohuiddin (2017), a democratic leadership uses a consultancy approach to encourage followers to participate in the decision-making process and he/she is supportive in the unique skyline. Umaru Munirat and Isyaka (2014) has claimed that democratic leadership has a significant relationship between employee performance and leadership technique in an organisation in order to achieve the organisational goals. Whereas Kouze et al (2007) has mentioned that democratic leadership is more productivity and efficiency due to the team member working together. 

Ittner (2002) has argued that democratic leadership style is considered most preferable leadership style in many organisations that gives participations of people for the decision making process. During the decision-making process, team members are sharing responsibilities and course of action on the tasks and meeting. This leadership style transfers tasks and projects towards subordinates and gives full authority and the subordinates have commitments to oblige to achieve the goals  (Heneman et al., 1999). According to Kirega (2006), the democratic leadership style gives employees making tasks and the leader prefers to pay attention on employees’ suggestions.    

Leadership style is important in an organisation because it relates to outcomes such as productivity and profitability (Faiz et al (2017). As claimed by Mohuiddin (2017), democratic leadership is appropriate for an innovative problem-solving solution in organisations. Molina and Klinker (2012) has mentioned that democratic leadership connects to values, awareness, judgement, motivation and encouragement but this leadership puts him/herself at risks. According to Fiaz et al (2017), there is a positive relationship between democratic leadership and employee’s motivation. Organisations mostly follow democratic leadership style. An effective leader enables a business to be more productive and profitable. Democratic leaders focus on people and have greater interaction with followers or team members (Bhatti et al, 2012). Leadership functions are shared with team members to achieve the organisational objectives. This type of leaders is a part of the team members. Jones et al (2016) have claimed that democratic leadership is friendly, helpful, and encouragement for participation. Democratic leadership is claimed as benevolent, participative, and believing in followers (McGregor and Cutcher-Gershenfeld, 2006).   

Cunningham, Salomone and Wielgus (2015) investigate project management leadership style through the survey to identify the democratic leadership style. They claim that a democratic leadership is a transformational leader who listens and takes employees’ ideas and opinions. This type of leadership style can easily to motivate employees. This also highlights in the work from Giltinate (2013). Democratic leaders share the vision of the organisation with employees and employees feel that they are valued by their leaders. To this end, employees can be more creative, problem-solving and grow professionally. Teamwork strikes the quality of projects in the business. The democratic leadership drives from the consultative system and participative system that has a positive relationship with the transformational leadership style. This type of leadership style inspire staff motivation and can develop employee loyalty (Nave, 2015). It creates employee engagement and strengthens the communication among the team members. Leaders also directly involve with team members for decision-making process (Burlea Schiopoiu and Rainey, 2013). 


[bookmark: _Toc513627518]6.2 Autocratic leadership
According to Mohiuddin (2017), autocratic leadership is defined as “all the decisions will be taken by leader, exercising complete power, allocating different task to each member of the group” (p.19)   

Autocratic leadership also refers to the transactional leadership and he/she is described as a person who is controlling, power-oriented and closed minded (Bass, 2008). Autocratic leaders stress obedience, loyalty as well as impose strict rules in their organisation. Autocratic leadership behaviour is often described as creating negative for staff morale and performance (De- Hoogh, Greer and Den-Hartog, 2015). On the contrary, Kouzes et al (2007) argue that autocratic leaders generate more profit in the business performance compared to participative leaders. However, there is a downside of this leadership style because it can create a high level of staff turnover that can affect the business performance. The effects on power decentralisation may have the negative impacts in the team that affects both team climate and team performance (Bass and Bass, 2008). Autocratic leaders do not contribute a high level of managerial competence perceptions and employee satisfaction (Ozaralli, 2002). 

According to Euwema et al (2007), autocratic leaders have full authority or power to make decisions of the business operations and they set the organisational direction, rules and organisational structure. Autocratic leaders set a high level of organisation structure. It is often a top-down approach in an organisation. Autocratic leadership often adopts a degree of organisation hierarchy in managing people (Schein, 2010).   

Ozaralli (2002) refers the autocratic leaders as theory X and claims that autocratic leaders employ much tighten and control their organisation. They give direct instruction and plan for their subordinates. Fiaz et al (2017) claim that autocratic leaders are more dominant and often have significant negative relationship with staff compared with democratic leaders. Autocratic leaders are more emphasis on the business performance and low emphasis on employees. An autocratic leader unilaterally makes all decision making by implementing policies, procedures in order to achieve goal setting. There are strict rules in an organisation and the autocratic leader controls rewards and punishment (van-Vught et al., 2004). The assumption underlying autocratic leadership is that subordinates are lazy, untrustworthy and irresponsible. If giving the functions of planning, organising, and controlling to people will not be able to generate greater profits. Such operations should be given to the leaders of the organisation. Autocratic leaders are described to use threats and punishments where the communications with employees are poor. There is no team existent in the organisation (Likert, 1961). 

In the autocratic leadership system, it is not only a formal centralised organisation structure, but it also create a long power distance from the top management staff and the ground staff (Yukl, 2006). Procedures, mechanism and process are clearly defined in the organisation. The rule of punishment is often applied. The key factor of employee motivation under an autocratic leader often uses economic incentive such as extrinsic rewards and the performance-based reward is adopted to motivate them. Staff performance is based on the hard work in an autocratic system. The system rarely applies delegation of authority practised (Chemer, 2014). Svolik (2013) claims that there is a positive correlation between autocratic leadership style and authoritarianism. Although employees may don’t like autocratic leaders but they often work well under them (Bass, 2008). If this is the case, disliked leaders may be perceived as effective compared with well-liked leaders (Schoel et al., 2011). 


[bookmark: _Toc513627519]7. The case study of Tesco
In the retail sector, the success depends on the leadership ability to inspire people in order to achieve common goals (Gill et al., 2010). An expert leadership can increase the business sustainable growth that can maintain the competitive advantage (Kaipa and Kriger, 2010). Leadership traits comprise of achievement drive, self-confident, honest, ability to motivate followers and integrity. In this section, the study focuses on the two leaderships of Tesco. Tesco is the largest retail supermarket in the UK. They are David Lewis (DL) as the democratic leadership and Philip Clark (PC) as the autocratic leadership. According to the Great Man theory, a leader is described as born not made (Yukl, 2006). Looking at the two leaderships in the case of Tesco, the two leaders are more made than born. The study supports more the concept of leaders are made (Kaczmarek, 2014). The difference is they have different leadership style.  

[bookmark: _Toc513627520]7.1 The background of DL
DL is described as more transformational leadership. The leadership style of DL is described as the democratic leadership and he uses rewards, recognition and other incentives to motivate subordinates (Culcke, 2016). DL graduated the BA in business studies at Trent Business School. He was the chairman of Unilevel in the UK and the Ireland. He also was the president of Americans and global president of Personal Care. DL has had success to make businesses turn around to become more profitable, for example, Home and Personal Care Centre, Unilevel UK and Ireland, and Eastern European (Tesco, 2018).  

[bookmark: _Toc513627521]7.2 David Lewis (democratic leadership)
Under DL leadership, he adopts more innovative and creative business strategies for the business improvement and performance. He has made several changes in the management. For example, he enhances fairer, more consistency, and transparency in the operations of business development. He develops some re-investment strategies in the business operations and adopts the concepts of standardisation of supplier terms (Mintel, 2015). Since end of 2014, DL continues to be CEO of Tesco (Tesco, 2018). Under his leadership today, Tesco has 6809 shops in the worldwide with the support from 460,000 employees (Tesco, 2018a). 

According to Goleman (2002), a leader must be able to adapt the situation to lead people towards achieving goals. Although DL is not purely democratic leadership, his leadership style is likely more to this leadership style. Under his management, DL has implemented series changes. His leadership is creative and innovative which has transformed the business to the next level. For instance, DL has launched a new improvement of the loyalty card, Clubcard in July 2016. By using the advanced technology, customers are able to use the Tesco’s Clubcard app to check their loyalty points and new customers can sign up the loyalty card immediately. In addition, customers enable to gain the access for check the vouches at the checkout point. His transformation leadership style. The News release describes the new Clubcard has offered more benefits to customers to use their vouchers  (Tesco, 2018b) 

Under DL democratic leadership style, he has transformed series technology changes. For example, Tesco partners with Disney to launch new DVD format and Blue so called the Big Sleeve Edition as part of new product development. In addition, Tesco also move to champion the Vinyl album format (Tesco, 2017). Today, Tesco still has the largest market share in the UK. Tesco also has the largest e-commerce market share in the retail supermarket sector which comprises of 38% in 2016 (Mintel, 2016).    

[image: ]

Figure 2: Retail supermarket market share 
Source: Mintel (2016)

Under DL democratic leadership style, he has used the technology for the innovative business strategy which has the positive impact on the brand and reputation of the company. He pays attention to keep it simple and customer-focused. After one year, DL is able to turn around Tesco. He chops back the product lines and cut costs of its loyalty programme. DL uses softer approach and promises to improve in supplier relations (Lawson, 2015). DL also strengthens the upstream level the supply chain development such as supporting the local farmers to sell the local fruits. In summer 2017, Tesco starts to sell apricot in the stores. The demand of apricot has increases 75% since 2016. The business operations increase the production, and partnership with domestic farmers (Tesco, 2017d). It seems that democratic leadership has very good to the business performance. 

The transformation of leadership style under DL has a better business operation. However, DL still faces the challenge of losing market share in the retail supermarket sector. Tesco lose the market share from 29% in January 2015 to 27.6% in March 2017 (The Statistics Portal, 2017). However, Tesco is still the largest market share in the retail supermarket sector in the UK. 

As soon as DL takes over the CEO position in the end 2014, the CEO intends to conduct a change management. DL emails to employees across the UK and stresses to develop “open, transparent, fair and honest” (Ruddick, 2014). He wants to change the toxic culture with employees to be more transparency (Neilan, 2015).    

According to the Tesco business model, DL adopts the reinvest business strategy focusing on three pillars which are customer, product and channel (figure 3). DL focuses on product and service quality to offering customers. However, the pricing issue still faces the problem for the business, Tesco loses its shares to the discounted stores such as Lidl and Aldi (The Statistics Portal, 2017). DL engages with employees. He works and talks to colleagues on the day one at Welwyn and Chestnut. He also meets employees in stores. DL encourages staff involvements and engagement with openly and transparently (The Grocer, 2014).  
 [image: ]  
Figure 3: Tesco business model 
Source: Tesco (2017h)

As claimed by Culcke (2016) adopts democratic leadership style with subordinates. According to McCarthy (2014), Dave Lewis gives employees a direct line for company and encourages employees to contact him directly with ideas on how to challenge the business in the retailer’s market.  

[bookmark: _Toc513627522]7.3 The background of PC
PC was the preceding Tesco CEO from the period 2011 to 2014. He was famous of a long service Tesco staff from the bottom to the top level (Butler, 2012). He stacked shelves at his local Tesco in 1974 (Europeanceo, 2012) and appointed the Board of Director in 1998 (Tesco, 2009). PC had some similarity leadership style with DL. However, his leadership style during tenure in Tesco was more likely an autocratic leader. PC was born in Liverpool and he graduated in University of Liverpool. He became the CEO of Tesco in 2011 to replace Sir Terry Leahy in 2011. 

[bookmark: _Toc513627523]7.4 Philip Clarke (autocratic leadership)
PC called himself as “ the supermarket’s one captain”. Under his leadership style, he was never a popular leadership in Tesco (Butler, 2012). His autocratic leadership does not match with statement: disliked leaders may be perceived as effective (Schoel et al (2011). PC personality of leadership in Tesco was to get inch by inch in order to take the responsibility from others. He was against to the gang rival who was loyal to Sir Terry Leahy (Butler, 2012). PC was not a honest leader. The financial scandal was one of the examples which he tried to manipulate the financial reporting in order to gain profit. The outcome was the brand image and reputation was falling and the market share fell 3.6% (Grocery News, 2017). 

During his tenure in Tesco, PC outlined the recovery strategy and had firmly power in his hand. He forced Richard Brasher, the UK chief executive, to step down with immediate effect. In the first year, he made a poor Christmas sale (Butler, 2012). Many people felt odd when he forced Richard Brasher to step down. According to insiders of Tesco, PC enjoyed being hands-on in the way to interfere rather than helpful. Brasher departure was mainly because of disagreement over the price and store investment. Brasher wanted to continue the Big Price Drop campaign as well as to invest more stores. Whereas PC believed to protect profit. PC autocratic leadership style failed or struggle to drive innovation because he too focused on price rather than ideas (Butler, 2012). 

PC faced the problem to boost the profit margin. In 2012, Tesco’s profit margin fell to 5.2%. However, the profit margin in 2014 was off another 2.4% in like-for-like sales (Ruddick, 2014). In 2014, Tesco, Asda, Sainsbury’s and Morrison all experienced a decline of sales to the discounted stores such as Aldi and Lidl. It was not only discounted stores, the premium store such as Waitrose gained the sales in that year as well. At that time, Tesco had the market share of 28.6% under PC leadership.  

[bookmark: _Toc513627524]8. Discussion: David Lewis vs Philip Clarke
Assessing and reflecting the Tesco leadership under the management of DL, there is a gap to be filled in order to increase the business performance in the future. Tesco has an effective business model based on its reinvestment strategy through the leadership and management under DL. His democratic leadership enables Tesco to be the largest supermarket in the UK. Today, Tesco has £26.625 billion market capitalisation (Yahoo!Finance, 2018). However, there is the current gap to achieve the future desired goals. Since DL seeks for the reinvest strategy, it must have the innovative skills such as technology advancement to manage and widen the e-business development. So far, his democratic leadership style is doing well. It seems that the democratic leadership is more effective in the retail sector. Apparently, Tesco has the largest e-market share in the UK. The management must have sufficient resources to meet the goal-setting by the leadership of DL. Under the leadership of PC, Tesco faces losing market share. There is a lack of improvement on using technology advancement to influence consumer behaviour. However, there still lacks the customer relationship management. This increases the competition among grocery supermarkets. Tesco loses its market share to discount stores (MarketLine, 2017) such as Aldi and Lidl. There is a horse meat scandal during the leadership of PC. According to the Guardian, Tesco horsemeat scandal is the biggest food fraud through the food supply chain (Lawrence, 2013). The horse meat finds in four Tesco products out of 1,850 product. In this case, PC autocratic leadership is not effective because the failure of the supply chain has negative impacts on the brand image and company reputation.  
 
DL is concerned about the customer relationship management through the reinvest strategy. The Clubcard allows customer’s vouchers to go a further business. The new Clubcard has more reward partners such as Goldsmith, RAC, Pizza Express and Prezzo. For example, a customer spends £10.00 in the Pizza Express, will receive a £2.5 Clubcard voucher. This means that DL develops a narrower gap of customer relationships. The consumer switching cost can be expensive for Tesco. DL has better ability to retain customers because the business performance is able to gain profits. Whereas, PC was unables to gain the profit and the business performance. It is important for the managers of Tesco to develop a good relationship with customers. Ideally, the relationship marketing management, customer relationship management and marketing management should be strengthened. To strengthen the reinvest strategy, Tesco has a significant presence in the private label brands. However, Tesco still faces product recalls such as Organic Fruity O’s Breakfast Cereal and bread products (MarketLine, 2017). It relates to lack efficiency of the supply chain management. Tesco managers must improve the network alliance development to ensure that suppliers enable supplying quality products. In addition, the pricing strategy is also an issue to compete with competitors in order to achieve strategic ambition in the next 3-5 years.    Although PC is also concerned about the customer relationship management, DL transforms the business more effectively (Tesco, 2018). Referring to the leadership DL, he is experienced, intelligent and innovative skills (Parish, 2006) towards the business model to achieve the strategic ambitions. His transformation leadership is required to the grocery industry. In fact, his transformation leadership is combined with a mixed leadership style. He able generate the business from the financial loss in 2014 to profit of £145 million in 2016 (Tesco, 2018). Whereas, PC creates a financial scandal to manipulate the financial figure. PC tries to show the financial report with high profit. Under PC leadership, the six months’ financial report overstates the profit by £250 million in 2014.  
  
There are different leadership styles such as charismatic leadership, command leadership, innovative leadership, transformation leadership, and laissez-faire leadership, etc (Yukl, 2006). However, Goleman (2002) claims that an effective leader must have a mixed leadership style to adapt the situation. An efficient leader develops an effective management. Looking back the leadership between preceding CEO, Philip Clarke and the current CEO, David Lewis. Their leadership are different. For example, Philip Clarke is more autocratic leadership style and David Lewis is more a transformation leadership style. An autocratic leadership (command leadership) is a decision maker. During the tenure of Philip Clarke, he claimed himself as “the supermarket’s one captain” (Butler, 2012) and there were few scandals under his management and leadership such as horse meat (Madichie, 2015) and financial scandal (Tesco, 2017c) that created bad reputation to the company. In addition, changing consumer behaviour to discounted stores such as Aldi and Lidl has led falling Tesco market share. Under David Lewis (DL) leadership and management, he focuses on the reinvestment strategy to increase the business performance. He is more a transformation leadership. He and his team focus on fairness, transparent and mutually beneficial relationship with suppliers that have created the u-turn for the business. To increase the brand image of Tesco, DL implements the administrative changes by using the concept of change management such as suspended senior executives who followed irregularities accounting practices (Headline News, 2015). 

DL is not only improving the internal efficiency, he also has the ability to improve the business performance. He still adopts the concept of every-day-low price to influence the consumer buying behaviour and to increase consumer trust and consumer confidence. One of the innovation strategies is that he reinvests the business to fight over product’s price and quality (Madichie, 2015). In addition, by investing advanced technology makes a significant improvement towards the Tesco Clubcard app. Customers now are able to access vouchers and spend at the checkout point (Tesco, 2017d). Furthermore, DL motivates and encourages employees to gain performance. Staff rewards are based on the performance base to motivate them. For example, Tesco has announced 10.5% of a pay increase for the store employees in June (Tesco, 2017e).      

Although both DL and PC also focus the financial aspects, business infrastructure, value proposition, and customer interface, DL democratic leadership is more effective compared with PC autocratic leadership in the retail sector. PC unable to boot the profit of the business but DL is able to achieve the profit. Mohuiddin (2017) claims that a democratic leadership uses a consultancy approach to encourage employees to participate in the process of decision-making. Teamwork is the key in the leadership of DL. Under the DL leadership, he has more creative and innovative development in the retail business environment. He suspended senior executives because of the irregularities accounting practices. Whereas PC was not a honest leader. His personality was supported by the team. In fact, he tried to take over other senior managers’ responsibilities. He forced senior executives to resign. After the horsemeat scandal and financial scandal, he still axed senior executive which was a strange decision making. His subordinates began to lose confidence with his leadership (Steiner, 2015). It seems that should agree the statement of De-Hoogh and Den-Hartog (2015) an autocratic leadership behaviour creates negative of employee morale and performance. But, the finding of Kouzes (2007) should be condemned. Autocratic leaders do not generate more profits. The finding in the case study of Tesco does not these characteristics. Because of the poor leadership of PC, it is dare to say that democratic leadership is more effective in the retail sector. 

In terms of the use of technology in the business environment, both DL and PC use the technology to boost the business of Tesco. However, DL is more investing in the technology compared with PC. PC is more concerned to protect profit and against the “Big Price Drop” campaign. Although DL is still struggling to improve the market share, the financial performance has been improved during last two years. Tesco still had the largest market share of e-commerce in the retail supermarket industry (Mintel, 2016). However, in terms of the reputation and brand image of Tesco, DL develops better reputation and brand image. PC developed bad brand image and reputation during his position as the CEO of Tesco. PC contributed factors to Tesco misfortune and the business lost confidence, as well as the consumer, lost confidence. In fact, PC should to champion Tesco brand and to protect Tesco brand (Schein, 2010). Based on this sense, PC leadership in Tesco was less effective compared with DL. As a result, DL took over the position of Tesco CEO. 

When PC took over the position of Tesco CEO in March 2011, Tesco had the market share of 30.7%. It shrunk to 28.9% when he left. When DL took over the CEO position, some people said he will over brands such as Dove and Lynx (Wood and Rankin, 2014). According Tesco market share declined a further to 28.3% again in August 2015 (The Daily Mail , 2015). However, under the leadership of DL, Tesco increased the market share for the first over the period last five years from 28.1% to 28.2% in 2016. The sales also increased 1.3% three months to the 9th October in the same year (Butler, 2016). If PC could not manage to increase the market share, he was not as effective as DL. DL democratic leadership boosted the sale and market share. It may well say that PC still had high market share but created bad reputation to Tesco. It needed time to build the market shares and earned the confidence from the customers.         

Under DL democratic leadership style. He still has used the motto: “Pile it high and sell it cheap”. DL aims to sell high-quality products (Yusufzai, 2016). DL develops a more diverse working environment compared with PC. DL has had a tough moment after took over the position of CEO from PC. However, DL democratic leadership is able to transform Tesco business into a new era. DL is more concerns about the customer service to gain customer satisfaction and customer loyalty and his leadership is more to concern of staff engagement and staff motivation. Although pledged to become more engaging leader. He also claimed to invest job creation and learning and development in order to revitalise the operation in the UK, but he failed to be more open, transparent, and two-way communication (Little, 2012). Therefore, DL democratic leadership style is more effective compared with PC autocratic leadership style in the retail sector. 

During the BBC interviewed PC, he revealed that the job in Tesco was tough. PC also claimed it was difficult to sell businesses in countries, for instance, doing ‘fresh and easy franchise in the US and Japan. PC turnaround program did not make him to be a successor to develop the multi-channel retailer. The group under the DL democratic leadership creates more credible condition for the turnaround strategy. Under the democratic leadership of DL, he put himself as a price movement in order to offer more compelling products. Although falling like-to-like sales, DL is not afraid to make radical decisions. However, DL leadership style proves that he can take the high business (Ahmed, 2014). The reinvest strategy is one of radical changes (Tesco, 2017h) the under DL change management aiming to attract more customers. Again, in terms the business plan, DL has better strategies to achieve the organisational goals compared with PC. The democratic leadership transfers tasks and projects towards subordinates and gives full authority and the subordinates have commitments to oblige to achieve the goals  (Heneman et al., 1999). 

During the tenure of PC in Tesco, Tesco was shocked with the first profit warning after the poor Christmas sale in almost 20 years. This happened in 2011. Tesco share declined as much as 15% which was equivalent to £4 billion. The reason was that Tesco share was squeezed discounted stores such as Aldi and Lidl in the retail sector. After that PC revealed pump in a £1 billion to set a new plan in the UK. His management did a plan to upgrading stores, the recruitment more staff and implementing better value and prices. Under PC leadership, there were complaints about the stores were too cold and poor services (Barry, 2014). Whereas it seems DL leadership does not like the plan. Tesco is going to cut 800 jobs at the junior management jobs in order to boost profit and to increase the efficiency. Also, DL intends to shake-up 1,700 in-store people managers, compliance manager and customer experience manager to replace them with 900 new managers. New managers have more tasks across the multiple stores. DL wants to improve the efficiency and managers to be more accountable for employee management and customer services (Torrance, 2018 ). In terms of the result, DL has the better plan because the management making profit compared to PC. DL democratic leadership is more effective compared with PC autocratic leadership.    

After a year in 2013, the annual report showed a decline of the profit to £120 million compared with a year before. In addition, PC suffered from the charge on the retailer’s US fresh &amp and easy chain of £2.1 billion in April 2013. In the same, PC also suffered a £804 million write-down on land value in the UK (Barry, 2014). However, DL is able to cover the loss to the profit. The financial report as at 24/02/2018 showed the total revenue was £56,818,000,000 compared with the previous year which was £55,295,000,000. The operating profit was £1,620,000,000 in the financial report as at 24/02/2018 compared with the previous year which was £1,173,000,000 (Yahoo!Finance, 2018). If DL can u-turn from the loss to the profit of Tesco business, this assumes that the democratic leadership is more effective compared with the autocratic leadership.      

In 2014, PC promised to spend more £200 million on lower prices of products, for instance, carrots, tomatoes, onions, peppers and cucumbers. He also tried to cut down annual capital spending which was not more than £2.5 for the next three years by reducing the store expansion (Barry, 2014). However, PC did not really successful to achieve or protect the profit. Whereas DL is able to generate profits.  

According to the analysis from MarketLine (2013), PC was able to generate revenue of $553.1 million and net profit $49.8 million in 2012. However, the revenue showed a decline of 5% in 2013 compared with 2012. The operation profit decreased of 27.6%. The net profit falled to 27.2% compared with 2012 (MarketLine, 2014 ). This showed PC leadership is not effective. However, there were few strengths of the company during his tenure. One of the strengths was that PC focused on Tesco served a diverse set of consumer base. The customer base enables to reduce the dependence in order to generate sales. In 2014, Tesco still had strong product portfolio of the top drive segment to sell euipment and to provide services such as drilling contractors and oil and natural gas operating companies. However, PC reduced to adopt geographically diversed presence. During the last two years as CEO in Tesco, PC encountered problems such as restrictive covenants in debts and others, financing obligation, and infringement claims. In the period, Tesco faced debts and other financing obligations which comprised of restrictive covenant. If Tesco wanted to breach any agreement, it could affect the business such as issuing letter of credit under the credit agreement. In addition, there were some threats in the period. One of the problems was about uncertainty of the global environment which had negative impacts to Tesco because it reduced the demand. Some of the Tesco were based on seasonality which associated with winter only, summer only, and dry-season to drilling locations. Also, PC faced risks aassociated with the oil and natural gas industry. An accident could cause personal injury, loss of life and damage which could increase the claims from Tesco insurance (MarketLine, 2014 ). PC was not able to to solve the problems. This showed he was not an effective autocratic leadership. 

However, DL also follows the footstep to dirvese customer base. He has showed more efficient in the operation. His ability shows a strong range of product portfolio of the product segment. DL focuses on the robust portfolio of patents and patent license agreements. Now the company has an important portfolio for patended technology to pursue patent protection. However, the DL democratic leadership also has some weaknesses. One of the weaknesses is about the concentrated operations. For instance, Tesco faces a disadvantageous position in some geographical locations such as the US. Tesco’s high geographical concentration in the US market increases the business risk. This shows that DL is not so effective of his leadership style. 

[bookmark: _Toc513627525]9. The findings     
This case study is about the two leaderships between autocratic and democratic leadership. It has found the different characteristics between the two leaderships. The case study is to examine the PC (autocratic) and DL (democratic).  the researcher makes pre-assumption that democratic leadership is more effective than autocratic leadership in a large enterprise (Tesco) of the retail sector. In the case of Tesco, DL democratic leadership style is more effective compared with PC autocratic leadership style. Democratic leadership is a person who brings others or followers into decision process. He/she encourage the followers to share ideas and opinions. This is why DL is more effective in his leadership style. He moves to more innovative and creative business strategies for the business improvement and performance. He develops some re-investment strategies in the business operations. For example, c ustomers are able to use the Tesco’s Clubcard app to check their loyalty points and new customers can sign up the loyalty card immediately. Under DL democratic leadership style, he has transformed series technology changes to gain the competitive advantage. He also maintains Tesco as the largest e-commerce market share in the retail supermarket sector. Autocratic leadership is described as a person who is controlling, power-oriented and closed minded. Kouzes et al (2007) claim that autocratic leaders can generate more profit compared to democratic leaders. This theory does not apply to the case of Tesco. PC is a less effective leader compared with DL. DL democratic leadership enables Tesco to be the largest supermarket in the UK. His democratic leadership style seems more effective in the retail sector. If the democratic and autocratic leadership do not exist, the next recommendation of leadership style is a mixed leadership. Goleman (2002) claims that an effective leader must have a mixed leadership style to adapt the situation. An efficient leader develops an effective management.

[bookmark: _Toc513627526]10. Conclusion 
This study is based on a case study of Tesco to examine two leaderships between autocratic and democratic leadership. Tesco is the largest retail supermarket in the UK. They are David Lewis (DL) as the democratic leadership and Philip Clark (PC) as the autocratic leadership. DL is concerned about the customer relationship management through the reinvest strategy. DL is also more concerns about the customer service to gain customer satisfaction and customer loyalty and his leadership is more to concern of staff engagement and staff motivation.  The Clubcard allows customer’s vouchers to go a further business. PC autocratic leadership style failed or struggle to drive innovation because he too focused on price rather than ideas. As a result, he failed to be more effective leadership style. 
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