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         Executive Summary




This report describes the process of problem solving and decision making in an organisation.

Using as an example, TESCO Case Study, the student who compiled this report must identify the problems faced by TESCO in recent years, and seek solutions in decision-making.

In the findings the reader will be able to understand the procedure method, followed step by step, used by the student of solving problems and decision making.

The first step approached by the student is to provide an overview to the organisation of its development and its product portfolio.

The next step is to identify and discuss the problem faced by TESCO, how TESCO has planned, communicated and monitored to resolve its problem.

Using the information undertaken in the research, the student has to apply techniques and strategies known as SWOT Analysis and PESTLE Analysis, followed by Stakeholders analysis, in order to describe the nature, scope and impact of the current problems faced by TESCO.

Based on the student’s analysis, the report will end with a conclusion that clearly identifies the main issues faced by TESCO.

As an attachment to this report, the student will also have to suggest possible business options that enables decision makers at TESCO to resolve the problems identified in this report. 
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1.0 Terms of Reference



This report has been requested by the CEO of TESCO.

The time allocated for this report to be drawn is about six weeks starting on 21 February 2019, and the submission date is on 29 March 2019. 

The report has been compiled by Paul Daniel Chirila and associates.

The purpose of this report is to demonstrate the abilities and skills of the student who compiles this report to solving problems and decision making.

Using as a guide TESCO Case Study, the student should describe the problem, its nature, scope and impact. The student must also gather and interpret information to solve a problem and evaluate option to make a decision, followed by planning, monitoring and review the implementation and communication of decisions.

The report exams the past and current issues faced by TESCO and offers options to resolves the issues.



 2.0 Procedure



 The procedures adopted by the student to prepare this report includes sources of information such as academic books, websites and journals.











3.0 Findings

 
 Can TESCO hold onto its customers?

3.1     An introduction to the organisation which includes the evolution of  TESCO and a description of its current product portfolio. 



TESCO is one of the most important British retailers that owns a large chain of stores.

TESCO ownership is owned by several partners, this is because TESCO is a PLC (Public Limited Company) and is owned by shareholders who fund the company.

TESCO was founded in 1919 by Jack Cohen ‘as a group of market stall’, with the mission set out to 'put affordable food in the reach of everyone'.(wikipedia.org)

The name TESCO first appeared in 1924 when Cohen purchased a shipment of tea from T.E. Stockwell. The first store started its activity in 1929. The business expanded very quickly and around the 1930s already had a chain of 100 TESCO stores across the country.

The idea of introducing the self-service system in stores and supermarkets was after Cohen, in 1935, visited USA, being impressed by how this system enabled more people to be served faster, with lower labour costs.(Tesco Company Profile)

Since 1960,TESCO has begun to diversify its sales activity in several areas such as:  books, clothes, electronics, furniture, toys, software, financial service and telecoms.

In the 1970s, TESCO opened its first petrol station by offering lower price petrol on their own forecourts.

Until the 1990s TESCO has expanded into eleven countries around the world and continue to grow, its expansion made it even more successful brand within the supermarket environment.

To attract even more customers, in 1995 TESCO came up with an idea which released the loyalty scheme ‘TESCO Club-card’. 

To continue to grow, in the 2000s TESCO has applied a strategy using an online shopping site.


In 2008, TESCO announced the acquisition of thirty six stores belonging to South-Korean E-Land and worth 1.9 million dollars.

TESCO launched its first tablet computer in September 2013, called HUDL.

The aims of TESCO is to provide goods and services that are cheap and affordable to the general public, to maximise sales to grow, to outshine competitors and remain the market leader.

The main goal of TESCO is to create value for customers to earn their lifetime loyalty.




3.2      To be discussed how TESCO has planned, communicated, monitored and reviewed previous attempts to resolve its problems.


1. Identify a problem and how TESCO has planned to resolve its problem.

TESCO CASE STUDY

TESCO’s growth has come at the expense of rivals. TESCO's main competitors are ASDA, Sainsbury’s and Morrisons. 

In recent years, German grocers ALDI and LIDL have also become strong competitors. Customers are always looking for lower prices, and now shoppers switch to the internet, small local shops and discounters like ALDI and LIDL, this challenge makes TESCO to be knocked down. 

The actual position held by TESCO is under threat, due to the continued shift in costumers shopping at the discounters ALDI and LIDL.

As The Guardian reports ‘TESCO have the biggest loss ever’, this large loss caused the loss of 2,500 jobs due to the closure of 43 stores.

The main causes of these problems faced by TESCO has been influenced by several factors such as market inflation, issue of Brexit, weaker pound, the way of shopping has changed, immigration status, tax increased, stakeholders and the list can continue in which TESCO did not foreseen.

To build up its success, TESCO has to apply various strategies making Tesco again successful.

TESCO has a five major problems to face it: Price, Big stores, Marketing, Brand and Loyalty.


The first criteria used to come up with a solution is:

Price - because of the discounters ALDI and LIDL, with its low prices, customers consider that it is an acceptable place to shop. TESCO to respond to this new threat has to come with the price cut initiative as well.

TESCO considers this strategic plan to be the right solution because it is primarily to satisfy customers needs, and to improve relationships in a very short time.

Dave Lewis, Tesco’s chief executive believes that customers will return because TESCO has cut prices. Also Dave Lewis came up with the idea to put an additional 4,652 staff on the shop floor to ensure shelves are well stocked and customers are served better. But this is a small step on the long journey to regain the customer trust.

‘It is important for Tesco to differentiate itself from ALDI and LIDL by creating a price message that is the best place to come for the cheapest branded products’,  says Andrew Bloch, founder of consumer PR specialist Frank PR.

‘The answer to its problem is printed on its carrier bags “Every Little Helps”, first step towards rebuilding trust in the brand, says Misha Dhanak, founder managing director of the Romans.

The success over the years has been built through a strategic plan by keeping low prices, cultivating customers loyalty, offering a range of different store concepts.(https://corporatewatch.org)
 
To create the balance again TESCO’s priority strategies are to maintain the lowest prices and tempting shoppers back from the discounters with special offers using Club card and advertising to get shoppers back through its doors.

TESCO to maintain its leadership in marketing and to beat the rivals it must always be one step ahead.

TESCO believes that - the most convenient thing for a person to do is go to one place and buy almost everything they are looking for.

The process of keeping its customers happy TESCO believes it will achieve this by employing competent staff and paying attention to customers complaints and what causes it.

TESCO, also through the strategy of maintaining balance on the market place, provide a wide variety of choice ranging from brand, regional product, type, international cuisine in food and other choices that do not leave the customers with limited choice.

All of TESCO focus is on low prices and attractive offers like ‘buy one get one free’, ‘half price’ making its customers to buy more, and the feeling that they have saved money.(Marketing mix of tesco.com)

2.  How TESCO communicated to resolve its problem.

TESCO is trying to rebuild its relationship with suppliers by launching a new online network where businesses will be able to communicate with the retailer and other supplier about a broad range of issues, suppliers compliant, improve communication, share ideas and improve the products that the customers enjoy.(www.thetelegraph.co.uk)

A key role have shop-staff who needs to lift morale following the job cuts, and for that TESCO has ensured that employees are well rewarded for their contribution using programs such ‘Colleague Privilege Card’, ‘Save As You Earn’ and ‘Buy As You Earn’.(www.marketing91.com)



3.  How TESCO monitored to resolve its problem

The best method to monitor the problems that TESCO faces it is through social media technology, which is the easiest, fastest way and almost accessible to everyone. Connecting the entire business to social media means that the knowledge that staff holds across different departments can be shared quickly.
TESCO puts real service agents with complete knowledge on company products, so that company replies can offer real value straight away. 

Turning around a negative into a positive is the biggest advantage social media can bring.(www.conversocial.com)




3.3   To be described the nature, scope and impact of the current problems facing TESCO


TESCO is a grocery store that has become famous brand within the market environment. Over the years it has grown in terms of profit and floor space and has expanded its sales activity by introducing non-food products.

TESCO used strategies to build customers loyalty, it reached the billion pound until 1979, it reached 2 billion pounds and became the first business and the largest retailer in UK.
The scope of the organisation over the years were to meet the needs of markets and to fulfil stakeholder expectations.

To keep up with competitors TESCO have to analyse the business environment, to create new strategies, to implement, monitor and control each function of the organisation.

The impact of the current problems facing TESCO is because the market has changed. Because of shift in values, shoppers are not so keen on driving to do a weekly shop anymore because of the increase in online shopping.

The mistake made by TESCO is to believe that the future would continued to be like in the past. 

As analysts said ‘It had opened to many large stores’ and made the mistake of taking profits as a measure of success.(www.theguardian.com)

TESCO’s obsession on how to remain the leader on the market place, it made to forget its mission that once believed to ‘Put affordable food in the reach of everyone’.(tesco.com 25/1/19)

This mistake has made a disorder between suppliers and organisation, creating a poor supply chain control, and losing customers because of lack of choice of products.



3.4   To be undertaken an analysis of the causes of the problems at TESCO by using the models: SWOT Analysis, PESTLE Analysis, STAKEHOLDERS Analysis.


SWOT Analysis helps organisations to identify factors that can provide opportunities or affect the organisations when developing marketing and corporate strategy.

TESCO SWOT Analysis


STRENGTHS :
 
TESCO is the largest supermarket chain in the UK-leading market share currently at 28,1%
TESCO has very strong brand name and financially powerful
It has more then 90 years of service sector history
It has grow up through acquisition
Better use of technology and marketing, product choice and variety
Successful diversification strategy(www.learnmarketing.net)








WEAKNESSES :

High dependency on UK domestic market
Unclear environmental policies
Diversification into unrelated and less experience business (e.g. Insurance)
Investigation and fines for misrepresenting profits



OPPORTUNITY :

TESCO has announced the opportunity to grow this business and position it as a low cost rival
Strategic alliance with other company which is good opportunity for TESCO
Market extension is one of the constructive opportunities for TESCO
Joint venture can bring good opportunity for TESCO
Increased premium range product
Further diversification strategies (e.g. Tesco Bank)
To expand into overseas markets that are growing
Grow online business


THREATS :

Intensive competition in the UK with Sainsbury’s, Mark&Spensers and Morrisons, ASDA, discounters ALDI and LIDL, Government cut and increases in Tax, consumers shopping trend changed will have retrospective effect on Tesco finances and is always the big threats for TESCO.
Britain leaving  the E.U (over costs when importing from Europe or dealing with suppliers).(www.ukessays.com)



TESCO PESTLE Analysis

The objective of the PESTLE Analysis is to provide a detailed external environmental analysis of TESCO. This tool will analyse the unpredictable environment which affect the TESCO performance and operation and helps identify what are the causes of the problems at TESCO.(www.marketingtutor.net)

POLITICAL Factors - As the company is operating in 12 countries including Asia and Europe, it is exposed to many political factors which can affect the operation of Tesco. These factors include tax rates, current legislation, political instability, employment rate and economic condition of the countries.

ECONOMIC Factors - Labor cost is an important economic factor that can affect UK supermarkets. In 2018 UK minimum wage rate is increased by 4,4% for 25 years old and onward, this has cost TESCO millions of pounds in UK.
New and existing competition - ALDI and LIDL is currently ‘destroying’ the market by selling the products below cost price. The strategy is implemented through marketing tactics, which involves detailed decisions about such as the price and the way the product is distributed. TESCO must decided - own store, internet selling or joint venture with existing national retailer.(www.universitydissertations.com)



SOCIAL Factors - Consumers shopping trend are currently changing over the years. 
The demand for goods and services is related to the consumer beliefs which is another focused issue.
People are more concern about their health, so TESCO must consider changing behavior and demand for organic food.


Principals risks that may affect the business to achieve the performance and should be taken 
[image: ]in consideration.(www.tescoplc.com)






TESCO STAKEHOLDERS Analysis

Stakeholder analysis helps TESCO to know the needs and expectations of stakeholders in Tesco. Stakeholders are Customers, Supplier, Employees and Managers, Government, Media, Buyers, Community.

CUSTOMERS are external stakeholder which contribute to profit through buying products and services. TESCO to keep and attract its customers must ensure that it is offering  customers loyalty cards, promotions such as ‘buy one get one free', discounts and other special offers. Doing this will bring TESCO more profit which will help the business to expand.
Customers always looking for cheapest price products so TESCO has to make sure it has the cheapest product on the market and prove it that gives importance to this by offering customers the best products and services which are value for their money.

















4.0 CONCLUSION

TESCO, through its decision, tries to revitalise the company, rebuild relationships with outsiders, bring back loyal customers, and attract new customers.

The organisation demonstrates by this decision that it shows great importance of its relationships with those who offer and do not exclude the simplification of the way clients can choose.

TESCO should focus on its UK markets as this is where the majority of its revenue came from.































5.0 OPTIONS

A national newspaper reported that Tesco’s in-store bakeries are to stop selling loaves made from fresh dough but using frozen dough instead. Fish, deli and meat counters to be shut down (in over 700 stores, affecting 15,000 workers), by doing this it will implement a £1.5 billion cost-saving operations.(www.expres.co.uk)
  
It is very well known that these problems faced by TESCO are caused by certain factors such as increased Tax, weaker pound, Brexit, other competitors, demand in online shopping can affect the company.
But these are factors that can be controlled by certain strategies, which TESCO has already done.

Losing this counter services could also lose more shoppers. 
TESCO before making a decision should put in balance that what is more important to the company at this time?
Profit or Happy Customers - if is to choose profit it will be for short term and with the risk of losing its business. But if is to choose happy customers that means long term profit and trusted leader on the market.

What TESCO lost sight of is that it does not pay attention to actually what customers want. Of course, customers always look for cheapest price and change the place to shopping, but not only that is the reason of losing customers, it is also about the quality of the products. In recent years, TESCO has been provided low-quality food and non-food products at high prices to existing market rate. 

Where is TESCO's mission to ‘Put affordable food in the reach of everyone’?
TESCO has made price cuts on some products to keep up with competitors, such as ‘buy one get one free’ or 'any three at £10 pounds’ but in fact, there is no discount.
Better solution is when some products are on two days before expire date - to make a massive discount of 90% off, on a random day and hour. This would benefit both the company, because there would not be so much loss, but also the customers.
Customers are looking for cheapest, tasty, diversified but quality products to choose.

Another undesirable aspect is the store’s image - the first thing seen when go into store there are every were packs of chocolate eggs at discounts, this gives the impression that the store has nothing else interesting to offer. The customers are bored and are looking for something new, different from the market place.

The solution with which TESCO come up to close down certain nonprofit sectors is to save the company’s money, has nothing to do with once TESCO believed.
 Customers are no longer interested in TESCO because it no longer feel like ‘our clients are the king’.

Failure of TESCO is come from leadership, not from the business, not from the people who work hard every day.
6.0 REFERENCE/BIBLIOGRAPHY


Websites

https://corporatewatch.org/tesco-company-profile/https://www.conversocial.com/blog/how-tesco-leads-the-way-in-social-customer-servicehttps://

www.telegraph.co.uk/finance/newsbysector/retailandconsumer/11362881/Tesco-tries-to-rebuild-relationship-with-suppliers.html

https://www.sustainweb.org/news/jan19_is_tesco_ditching_fresh_bread/

https://en.wikipedia.org/wiki/Tesco

https://www.marketing91.com/marketing-mix-tesco/

https://www.tescoplc.com/media/474794/tesco_2018_strategic_report.pdf

https://www.theguardian.com/business/2014/jul/21/five-problems-tesco-dave-lewis

https://www.prweek.com/article/330542/solve-problem-tesco

https://wwwbbc.co.uk/news/business-30886632

https://www.ukessay.com/essay/management/startegic-management_and_leadership-at-tesco-management-essay.php?vref=1

https://www.renter.com/article/us-britain-tesco-breakingviews/Tesco-has-three-issues-but-only-one-matters-idUSKBN16Z1A8

https://www.learningmarketing.net/swotTesco.html

https://www.thequardian.com/busines/2015/apr/22/tesco-suffers-record-64bn-loss

https://www.businessinsider.com/OscarWilliams-Gunt/oct.5,2017/tesco-ceo-dave-lewis-brexit-supermarkets-food-price-2017-lo?r=US&IR=T

https://www.thetelegraph.co.uk/finance/newsbyrangeofissue/sector/retailandconsumer/11362881/

https://www.ukesseys.com/essay/tesco-nature-scope-and-purpose-of-strategic-management-business-essay.php

https://www.marketingtutor.net/tesco-pestle-analysis/

https://www.express.co.uk/life-style/life/1078768/tesco-uk-news-closures-job-loses-cuts-close



Books

Adair, J. (2013) Decision making and problem solving strategies. 2nd edn. London: Kogan Page.

Proctor, T. (2009) Creative problem solving for managers: Developing skills for decision making and innovation. 3rd edn. New York: Routledge.

Belton, V. and Stewart, T.J. (2001) Multiple criteria decision analysis: An integrated approach. 2nd edn. Boston, MA: Kluwer Academic Publishers.

Mayer, R.E. (1992) Thinking, problem solving, cognition. 2nd edn. New York: W.H.Freeman & Co.

McClelland, D.C. and C, D. (1988) Human motivation. Cambridge, England: Cambridge Universitry Press.




E-Books

Gano, D. (2011) Seven steps to effective problem solving and strategies for personal success. 1st edn. EBook: Reality Charting.
2

image1.jpeg




