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[bookmark: _Toc133446213]Background 
The problem-solving ability of management largely determines the success of an organisation. Problem-solving ensures effective navigation of a business entity in a quite dynamic external environment and frequent changes (Johnson et al., 2017). Therefore, the skill delivers flexibility, creativity and an ability to implement effective solutions in a challenging business environment. 
The analysis considers the case of Tesco – a public company with more than a century (est. 1919) of business operations and a leader in the retail sector with a market share of approximately 27.3% (BSH, 2023; Marketing Week, 2023). Tesco is a considerable company with more than 361,000 employees and annual revenue of £57.8 billion, as of year 2021 (BSH, 2023). The market capitalisation of the company is £20.4 billion which clearly indicates its considerable size and relevance for the current analysis (Reuters, 2023). 
[bookmark: _Toc133446214]The workplace problem 
The specific workplace problem at Tesco refers to the existence of a gender-based pay gap. The mean pay gap between men and women is 9.3% - much lower than the UK national average level of 15.4% (Tesco, 2021). Nevertheless, the mere existence of gender-based variations in pay levels can be considered as a sign of discrimination and unequal treatment; thereby, breaching the essential legal propositions specified by the Equality Act 2010 (Sharma, 2020).
Gender-based pay gap can be a considerable source of de-motivation among female employees with negative consequences on performance and employee retention. Moreover, discrimination erodes organisational values, as the former can cause a loss of brand value for Tesco. The company has already gone to court for its discriminatory policies in the field of unequal payment (Sharma, 2020). Such developments must be avoided and effectively solved, so that female employees are treated equally and motivated to deliver optimal performance in the workplace. 
[bookmark: _Toc133446215]Analysing information
[bookmark: _Toc133446216]Root cause analysis 
The fishbone diagram identifies potential determinants of the existing problem with the gender-based pay gap in the case of Tesco. 
Figure 1 – Fishbone diagram showing the roots of the problem
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The existence of complex problems requires a thorough analysis of the situational and organisational context. 
[bookmark: _Toc133446217]Situational analysis 
The situational analysis is based on SWOT model – strengths, weaknesses, opportunities and threats (Johnson et al., 2017). This framework is considered quite suitable because of its ability to identify the main internal strengths and weaknesses of Tesco, as well as the key external trends leading to specific opportunities and threats for the organisation (Johnson et al., 2017). The key aspects of the SWOT model are analysed in detail below. 
Strengths
· The largest UK retailer in terms of market size – 27.3% (Marketing Week, 2023).
· Considerable financial resources – annual revenue of £57.8 billion (BSH, 2023). 
· Large workforce size - 361,000 employees (BSH, 2023).
· Extensive history (est. 1919) and brand popularity (BSH, 2023).
· Public company with access to equity capital (Reuters, 2023).
· International diversification of operations (BSH, 2023). 
· Large distribution network: online sales and 4,376 grocery stores (BSH, 2023).
· Fast growth (+60% per annum) in the online sales segment (BSH, 2023). 
Weaknesses
· Gender-based pay discrimination of women who receive 9.3% less than men on average (Sharma, 2020; Tesco, 2021).
· Quite a low profit margin of roughly 1.2% (calculations based on £721 million in annual net profit and £57.8 billion in revenue) (BSH, 2023). 
· Continuous decrease in operating profits over time (BSH, 2023). 
· Image scandal and financial losses from being fined for selling expired food and engaging in accounting scandal (BSH, 2023). 
· Poor performance in some foreign markets, such as US and Japan (BSH, 2023).
· Unclear strategic focus by engaging in low-cost offerings which contract with Tesco’s strategy for differentiation (BSH, 2023). 
Opportunities
· Technological progress facilitating automation and productivity through Big Data analytics, artificial intelligence and others (Rijmenam, 2014).
· Strong growth in e-commerce, which already accounts for 25% of all retail sales in the UK (ONS, 2023a). 
· Political stability in the UK is based on rule of law, institutional efficiency, limited corruption and business-friendly regulations (Transparency International, 2022).
· Strong population growth suggesting higher demand in the future (Worldometers, 2023). 
· Solid growth in sustainable consumption (Statista, 2021). 
Threats 
· Very high inflation rate (10.1%) making UK consumers migrate to discounters – Aldi and Lidl (Trading Economics, 2023).
· Low unemployment rate of just 3.8% driving salary costs and making recruitment of new employees more difficult (ONS, 2023b). 
· Practically no economic growth when comparing UK’s total GDP with the pre-pandemic peak levels of 2019 – a key factor showing no real income growth (Harari, 2023). 
· Intensified level of competition in the market, especially by discounters (Marketing Week, 2023).
· Geopolitical uncertainty.
· Exchange rate fluctuations making cross-border management of cash flows more unpredictable (Krugman and Wells, 2020). 
The SWOT findings are extensive. Considering the studied problem, it is important to note that labour is scarce in the key macroeconomic environment due to the low unemployment (threat). Tesco must also consider the threats of intensified competition and migration to discounters in a highly inflationary environment (threats). Therefore, the company has to use its extensive resources to develop better policies ensuring fair treatment of the considerable workforce – a key strength for the company. In general, better treatment and fair policies could also strengthen female employee motivation and retention; thereby, enhancing the performance of Tesco in a challenging external environment. 
[bookmark: _Toc133446218]Range of alternative solutions
The analysis of the company’s problems and key external trends demonstrate the importance of having a motivated workforce to stay competitive in a dynamic and challenging environment. Therefore, three solutions are offered to Tesco. 
Solution 1: Immediately equalise all pay rates for a given position regardless of gender to eliminate the pay gap. 
Solution 2: Implement a three-year plan for a step-by-step gradual reduction in the gender-based pay gap, so that the latter is reduced to just 3%.
Solution 3: Propose an ambitious career growth and promotion scheme to female employees to boost their career development prospects and ability to occupy better paid positions in the company. 
[bookmark: _Toc133446219]Evaluation of alternative solutions
The solutions are plausible but difficult to determine the most appropriate one. The sole existence of gender-based gap means that many employees do not consider it as a major issue. In contrast, the problem continues to inhibit Tesco’s performance. Hence, it is important to carefully analyse the profile of each solution based on an objective assessment scheme. The following weighted decision-making matrix considers several criteria – cost, speed of change (time), scope and resistance to change. The latter is a major inhibiting factor and sabotage by male employees or other stakeholders may eventually lead to a failure (Rollinson, 2019). Hence, the proposed change should be feasible and accepted by organisational members. 
Each of the four indicators has a unique weight (1-4) in the analysis measuring its importance. Similarly, the three solutions are evaluated based on the same quantitative scheme. The solution with the highest score is implemented. High scores indicate a positive profile, whereas low scores are synonymous with difficulties and potential issues. 
Table 1 – Weighted decision-making matrix
	Evaluation criteria (ranking)
	Weight
	Immediate elimination of pay gap
	Gradual pay-gap reduction plan 
	Career growth and promotional quotas

	
	
	Score
	Total
	Score
	Total
	Score
	Total

	Cost
	4
	1
	4
	3
	12
	2
	8

	Resistance to change  
	3
	1
	3
	3
	9
	3
	9

	Time
	2
	4
	8
	2
	4
	2
	4

	Scope  
	1
	4
	4
	3
	3
	3
	3

	TOTAL 
	
	
	19
	
	28
	
	24


The immediate elimination of the pay gap is a time-efficient and scalable solution delivering radical change. Nevertheless, the speed of change is quite likely to cause resistance from some organisational members and a considerable cost for Tesco. As a result, solution 1 has the lowest score of just 19 points. 
The gradual pay gap reduction plan is more cost-efficient, as female employees’ salaries are increased step-by-step over time. The plan is also more acceptable and unlikely to cause resistance. Time is one of the weaknesses of the solution; however, the proposition receives the maximum 28 points. 
Solution 3 has a moderate performance in relation to the three performance criteria. It has the second-best result of 24 points. 
[bookmark: _Toc133446220]Implementing the solution 
The accepted solution is expected to consumer three years or the equivalent of 12 quarters. The Gantt chart proposes a set of specific activities which serve as milestones. The sequence and durations of activities are also presented accordingly. The proposed change is expected to last 12 quarters. 
Table 2 – Gantt chart of the planned change
	Quarters 
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12

	Analyse the budget for the plan 
	
	
	
	
	
	
	
	
	
	
	
	

	Consult HR specialists and key stakeholders 
	
	
	
	
	
	
	
	
	
	
	
	

	Determine the specific steps of pay change 
	
	
	
	
	
	
	
	
	
	
	
	

	Increase female pay rates
	
	
	
	
	
	
	
	
	
	
	
	

	New performance rewards stimulating pay gap close 
	
	
	
	
	
	
	
	
	
	
	
	

	Measurement of pay gap 
	
	
	
	
	
	
	
	
	
	
	
	

	Measurement of female performance and satisfaction
	
	
	
	
	
	
	
	
	
	
	
	


The schedule is complex and includes activities with different lengths and frequency. In addition, the Gantt chart provides a reasonable tool for monitoring performance and implementing changes, if necessary. 
[bookmark: _Toc133446221]Communication plan with stakeholders
Tesco is a large public company with many stakeholders – individuals or groups influenced or having the capacity to influence organisational policies and actions (Johnson et al., 2017).  The list of stakeholders includes: all types of employees, Board members, shareholders, suppliers, business partners, customers, financial institutions (creditors), bondholders, authorities/regulators, media, NGOs, community members and others. 
Stakeholders have different profiles based on the levels of influence and interest (Johnson et al., 2017). The stakeholder matrix, as shown below, is a map of stakeholders. Respectively, the most suitable communication strategy is presented in each of the four quadrants depending on the profile of a given stakeholder group (Johnson et al., 2017). Communication effectiveness ensures maximum utilisation of scarce resources and satisfaction of contrasting needs of stakeholders. 
Figure 1 – Stakeholder mapping for Tesco 
[image: ]
Based on the analysis, it is also possible to develop more detailed strategies of communication, as shown below. Depending on the levels of influence and interest, stakeholders are engaged to a different extent and intensity by applying a variety of communication methods. 



Table 3 – Stakeholder communication plan 
	Stakeholder
	Influence/ Interest
	Interest/ Issues
	Communication vehicle
	Frequency

	Employees 
	High/high
	Fair, equitable treatment
	Face-to-face, meetings, intranet (emails)
	Daily

	Board members
	High/high
	Sustainable performance
	
	Weekly 

	Shareholders 
	High/high
	Profit maximisation 
	Annual reports, major announcements 
	Quarterly

	Business partners 
	High/high
	Stability and profitability 
	Oral and written form
	Monthly 

	Authorities
	High/low
	Regulatory compliance 
	Official reporting 
	Periodic reporting 

	Creditors
	High/low
	Stability and repayment of debt obligations 
	Written 
	When necessary

	Bondholders
	High/low
	
	Written 
	

	Suppliers
	High/low
	Predictability 
	Written, formal 
	

	Customers
	High/low
	Best offers, quality and variety of products 
	Oral, written, social media, advertising 
	Daily 

	NGOs
	Low/high
	Commitment of Tesco to causes 
	Written, oral. Social media 
	When necessary, major announcements and campaigns 

	Media 
	Low/high
	Regular deliver of information 
	
	

	Community 
	Low/low
	Support and inclusion 
	Various forms
	Sporadic 


The information from the stakeholder communication plan clearly shows the complexity of engaging stakeholders with different interests and influence. 
[bookmark: _Toc133446222]Monitoring and review techniques 
Tesco can monitor and review the actual implementation process based on:
· Gantt chart and its strict time-determined periods for accomplishing the range of milestones.
· Quantitative assessment of the gender-based pay gap after the adjustment of pay rates. 
· Financial measurements indicating the actual costs of pay adjustments versus projected expenditures.
· Qualitative assessment (interviews and focus groups) with female employees asking for their general satisfaction at work and opinions regarding the pay changes.
· Return on investment by measuring the levels of productivity and retention of female employees. 
· Comparison of Tesco’s performance in the field against other major rivals in the retail sector. 
All the above-mentioned performance indicators are to be considered for an objective assessment of the planned change and solution. 
[bookmark: _Toc133446223]Conclusion
In conclusion, research findings indicate that the gender-based pay gap issue is solvable. A gradual approach is chosen given its most favourable profile. Specific actions and performance monitoring methods together with an analysis of stakeholders’ needs are also implemented. Overall, the report delivered clarity regarding the relevance of the problem for Tesco and challenging external context, as well as the ways of achieving sustainable progress based on the intended solution and action plan. Adjustments in the plan may be considered if the internal or external environments experience changes; hence, the conduct of SWOT model is also a reasonable recommendation for strategic development and effective problem-solving. 
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