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Introduction
Human Resource (HR) functions in the United Kingdom face mounting pressure from rapid technological change, intense competition for talent, and rising expectations around diversity, equity and inclusion (DEI). Organisations that fail to adapt risk reduced performance, lower engagement and weakened long-term sustainability (Armstrong and Taylor, 2023). This formal report examines these three contemporary challenges within Tesco PLC, the UK’s largest private-sector employer with a global workforce of approximately 315,000 people (Revelio Labs, 2026).
The purpose of the report is to: 
1, Explain the organisational issues Tesco faces in adapting to technology, acquiring and retaining talent, and advancing DEI.
2, Critically evaluate contemporary HR practices that can address these issues. 
3, Analyse how departmental managers can implement those practices effectively and urgently. The analysis draws on strategic HRM theory, recent empirical research, CIPD case evidence and Tesco’s own published materials. Real-world examples from Tesco are used throughout to demonstrate practical application and the limits of current approaches.

Explanation of Key Factors
Adapting to technological advancements
Tesco is pursuing an ambitious digital transformation involving artificial intelligence, advanced analytics, automation and personalisation, including AI-powered Clubcard initiatives and multi-year efficiency programmes (InfotechLead, 2026). These changes alter the skills required across stores, fulfilment centres and head-office functions. Roles that previously relied on manual routines now demand digital literacy and the ability to collaborate with automated systems (Armstrong and Taylor, 2023).
The organisational issues are significant. Many frontline colleagues have limited prior exposure to advanced digital tools, creating a risk of skills polarisation. CIPD (2024) notes that differing levels of technology maturity across Tesco’s Group operations complicate the delivery of a consistent colleague experience. Unmanaged technological change can reduce productivity, increase error rates and generate anxiety that damages engagement. Long-term sustainability is threatened if Tesco cannot build a sufficiently agile workforce to realise returns on its technology investments and to compete with pure-play online retailers.
Talent Acquisition and Retention
The UK retail labour market remains highly competitive. Tesco must attract and retain people across a wide spectrum of roles from store colleagues to data scientists and senior commercial leaders. Recent headcount adjustments have combined efficiency-driven reductions with the creation of new digitally oriented posts (The Grocer, 2026). High frontline turnover, competition from logistics and hospitality, and shortages of specialist technical skills create persistent acquisition and retention pressures (Armstrong and Taylor, 2023).
These pressures affect performance through elevated recruitment costs, lost productivity during vacancies, and knowledge loss when experienced colleagues leave. Engagement suffers when career pathways appear limited or workloads intensify. Pay investments, including a 5.1 per cent above-inflation increase for hourly-paid colleagues in 2026, signal recognition of the retention challenge (Tesco PLC, 2026a). Nevertheless, structural labour-market constraints persist, and failure to secure the right talent risks capability gaps in areas central to Tesco’s strategy, such as data science and customer personalisation.

Diversity, equity and inclusion (DEI)
Tesco has publicly committed to an inclusive culture under the banner “Everyone’s Welcome”. The company has set measurable targets for female and ethnically diverse representation in senior leadership, achieved Disability Confident Leader status, and invested in programmes supporting Black colleagues, LGBTQ+ inclusion and social mobility (Tesco PLC, 2025; Tesco Careers, 2025). Colleague surveys report high perceived inclusion, with 86 per cent of respondents stating they can be themselves without fear of judgement.
Structural challenges remain. Representation gaps persist at senior levels, and socioeconomic background continues to influence career progression across UK retail (Social Mobility Commission, 2022; The Grocer, 2025). Bias can operate at multiple stages of the employment lifecycle, limiting both fairness and access to the full talent pool (Friedman, O’Brien and Laurison, 2017). Similarity within teams limits the range of views considered, superficial inclusion also drives down engagement and retention among under represented groups. Strong DEI supports regulatory compliance, employer brand and the social licence to operate in an ESG-focused environment, making progress both a moral and a strategic imperative (Armstrong and Taylor, 2023).












Evaluation of Contemporary HR practices

Digital HR Systems and Workforce Analytics
Contemporary practice centres on unified digital HR platforms and workforce analytics for skills mapping, predictive turnover modelling and personalised learning. Tesco’s people operating model transformation has emphasised digital enablement, self-service tools and future-skills partners (CIPD, 2024). More recent partnerships that embed AI-powered employee listening further illustrate the shift toward continuous, insight-led people management (Perceptyx, 2026).
Strengths include greater speed and consistency of decision-making, identification of skill gaps, and reduced administrative load (Marler and Boudreau, 2017). Analytics can link people data to business outcomes and support strategic workforce planning. Limitations are equally important. Implementation costs are high, data quality and privacy (including GDPR) require robust governance; and algorithmic bias can reinforce historical patterns of disadvantage if training data are unrepresentative (Armstrong and Taylor, 2023). In a large multi-site retailer, uneven digital maturity across stores and distribution centres can produce inconsistent colleague experiences. Effectiveness therefore depends on complementary investment in digital skills, change management and ethical oversight areas where Tesco still faces variation across its operations.
Employer Branding, Strategic Workforce planning and Retention Strategies
Employer branding that emphasises career development, flexibility and inclusive culture, combined with rigorous strategic workforce planning, forms a second cluster of practices. Tesco’s global careers platform, centralised recruitment processes and above inflation pay awards form part of a wider employee value proposition (Tesco PLC, 2026b). Strategic workforce planning that anticipates both demand variations and evolving skill requirements enables more proactive resourcing decisions (Armstrong and Taylor, 2023).
These practices are effective when they create a coherent and credible “deal” that differentiates the organisation in a competitive labour market. Strengths include improved candidate quality, reduced time-to-hire for critical roles, and higher retention where career pathways are visible. Limitations include the difficulty of overcoming sector wide perceptions of retail work, the cost of sustained investment in pay and benefits, and the risk that branding messages become hollow if internal mobility and development opportunities remain limited. Critical evaluation suggests that branding and planning are necessary but insufficient unless underpinned by authentic career architecture and competitive total reward (Armstrong and Taylor, 2023).

Inclusive Recruitment Practices and DEI Leadership Development
Inclusive recruitment practices diverse talent pools, bias aware hiring guides, accessible careers platforms and targeted early-careers programmes together with leadership development for under-represented groups, constitute core contemporary responses to DEI challenges. Tesco has introduced a global careers site designed for accessibility, centralised screening for fairness, and programmes supporting women, Black colleagues and candidates from disadvantaged backgrounds (Tesco PLC, 2025; Tesco Careers, 2025).
Strengths lie in the potential to widen the talent pipeline, reduce systemic bias and signal organisational commitment, thereby enhancing engagement and external reputation. Leadership development that builds inclusive behaviours at scale can shift culture over time. Limitations include the risk of tokenism if numerical targets are pursued without cultural change, measurement difficulties in capturing true inclusion beyond demographic metrics and inconsistency of application across a large hierarchical organisation. Research shows that non meritocratic factors continue to influence access to higher level roles and that individuals from less advantaged backgrounds often need to demonstrate higher levels of “merit” to achieve equivalent outcomes (Breen and Goldthorpe, 1999; Friedman, O’Brien and Laurison, 2017). While Tesco’s practices are progressive relative to many peers, their ultimate effectiveness depends on sustained accountability, cultural embedding and attention to intersectional barriers, including socio-economic background (Social Mobility Commission, 2022).



















Critical Evaluation of Managerial Implementation
Departmental managers occupy a pivotal position in translating contemporary HR practices into day-to-day reality. Without their active ownership, even well-designed systems risk remaining largely symbolic (Armstrong and Taylor, 2023). Implementation must therefore be treated as a matter of urgency if Tesco is to realise performance, engagement and sustainability benefits.
Leadership Accountability
Accountability requires that managers own clear, measurable outcomes related to technology adoption, retention and DEI within their areas of responsibility. Linking these outcomes to performance objectives and, where appropriate, reward creates alignment. Tesco’s shift toward more strategic people partnering supports this by providing managers with insight and challenge rather than purely transactional support (CIPD, 2024). Critically, however, accountability without capability or resources can generate defensive behaviour or superficial compliance. Effective implementation therefore demands that senior leaders model expected behaviours, resource managers adequately, and hold both success and failure to account in a developmental rather than purely punitive manner.
Communication Strategies
Transparent, two-way communication is essential to reduce uncertainty during technological change, surface retention risks and make DEI expectations concrete. Managers need to explain the rationale behind new systems and practices, listen to concerns, and translate corporate messages into local relevance. In a geographically dispersed retailer, cascade processes can dilute or distort messages. Communication is most effective when continuous rather than episodic, when it uses multiple channels appropriate to different colleague groups, and when it is reinforced by visible managerial behaviour. Failure to close the feedback loop risks cynicism and disengagement (Armstrong and Taylor, 2023).
Monitoring, Performance Measurement and Organisational Culture 
Regular monitoring through dashboards, pulse surveys and people analytics enables early identification of implementation gaps. Metrics should cover leading indicators (completion of digital upskilling, quality of hiring panels, inclusive leadership behaviours) as well as lagging outcomes (turnover, representation and engagement scores). Over-reliance on quantitative metrics can produce a “tick-box” culture that neglects qualitative experience (Marler and Boudreau, 2017). Organisational culture ultimately determines whether practices take root. A culture that values learning, psychological safety and constructive challenge will accelerate adoption; a culture of blame or short-termism will impede it. Managers shape culture daily through the behaviours they reward, ignore or sanction.

Barriers and How They Can Be Overcome
Key barriers include time pressure on store and operational managers, variable digital and people-management capability, resource constraints, and residual cultural resistance to change or to DEI initiatives. These barriers are systemic rather than purely individual. Overcoming them requires targeted capability-building (including change-management skills), simplification of processes so that “the right way is the easy way”, dedicated project support for major transitions, and visible senior sponsorship that protects implementation time. Phased rollouts with rapid feedback loops allow learning and adjustment. Treating barriers as technical problems to be solved, rather than as resistance to be overcome, increases the likelihood of sustainable adoption (CIPD, 2024; Armstrong and Taylor, 2023).

Conclusion and Recommendations
This report has examined three interconnected contemporary HR challenges facing Tesco PLC: adapting to technological advancements, securing and retaining talent, and advancing diversity, equity and inclusion. Each challenge carries significant implications for organisational performance, employee engagement and long term sustainability. Contemporary practices digital HR systems and analytics, employer branding and strategic workforce planning, and inclusive recruitment combined with leadership development offer promising responses, yet each carries limitations related to cost, consistency, cultural embedding and the risk of superficial implementation. Departmental managers are central to turning policy into practice; their accountability, communication, monitoring and cultural leadership will determine whether urgency translates into lasting change.
The following practical recommendations are offered:
1. Accelerate the rollout of integrated digital HR and skills platforms, accompanied by mandatory, role-relevant digital upskilling for all colleagues and managers, with particular focus on frontline operations.
1. Strengthen the employee value proposition through clearer internal career pathways, transparent skills-based progression criteria, and continued competitive investment in total reward, while systematically tracking retention of critical talent segments.
1. Embed inclusive leadership as a core managerial competency, supported by bias-aware recruitment standards, diverse shortlists for critical roles, and regular inclusion audits that examine both demographic and socio-economic outcomes.
1. Establish cross-functional implementation teams with clear senior sponsorship, simplified processes, and real-time feedback mechanisms so that barriers are identified and removed rapidly.
1. Integrate people analytics into regular business reviews so that technology adoption, talent metrics and DEI progress are treated as strategic performance indicators rather than standalone HR concerns.
Taken together, these steps will help Tesco convert contemporary HR practices into sustained competitive advantage while strengthening the engagement and inclusion of its diverse workforce.
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