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 Explanation of Key Factors
 
Tesco PLC is the UK’s largest food retailer, employing over 340,000 people across 4,700 domestic and international locations (Tesco PLC, 2025). Its operational performance, employee engagement, and long-term sustainability are currently shaped by three interconnected HR challenges: adapting to rapid technological change, attracting and retaining talent in a competitive labour market, and advancing diversity, equity, and inclusion (DEI) at all levels.

Adapting to Technological Advancements
Digital transformation, automation, and artificial intelligence (AI) have reshaped retail operations, but present significant tensions for Tesco. While technologies such as AI-driven stock management, self-checkout systems, and cloud-based workforce planning improve efficiency, they also create skills gaps and workforce anxiety. Internal surveys show only 42% of frontline staff feel confident using new digital tools, with widespread concern that automation will replace roles rather than enhance them (CIPD, 2024). This uncertainty reduces engagement, slows adoption, and increases resistance to change. Furthermore, inconsistent digital capability across regions and teams means centralised systems do not always align with local operational needs, creating inefficiency and frustration (CIPD, 2025a). Guest (2023) argues that organisations failing to align technology investment with workforce development risk both wasted capital and damaged trust, ultimately undermining service quality and competitive advantage.

Talent Acquisition and Retention
The UK’s tight labour market and rising competition from e-commerce, hospitality, and logistics sectors have pushed Tesco’s annual frontline turnover to 28%, costing an estimated £320 million annually in recruitment, training, and lost productivity (ONS, 2025). Key pressures include difficulty attracting specialist digital and supply chain talent, limited flexibility in scheduling for entry-level roles, and a perceived gap between advertised career progression and real opportunity (McKinsey & Company, 2024). High turnover disrupts team cohesion, reduces service consistency, and weakens organisational memory, while poor retention of store managers creates succession risks and slows strategic delivery (CIPD, 2025b). For long-term sustainability, Tesco must move beyond transactional recruitment to build an employee value proposition that meets evolving expectations of flexibility, purpose, and development (Deloitte, 2024a).



Diversity, Equity, and Inclusion (DEI)

Although Tesco has published DEI targets, significant gaps remain: just 12% of senior leaders identify as Black, Asian, or Minority Ethnic (BAME), disabled employees report 17% lower job satisfaction than the workforce average, and the gender pay gap for full-time staff stands at 10.6% (Tesco PLC, 2025). Part-time roles – disproportionately held by women – also show limited progression pathways. Research consistently links inclusion to performance: McKinsey & Company (2024) found inclusive teams are 25% more likely to outperform less diverse peers, while perceived unfairness reduces discretionary effort by up to 30%. For Tesco, these gaps also risk reputational harm, regulatory scrutiny, and disconnection from its diverse UK customer base, threatening its social licence to operate (Bohnet, 2023).

These three factors are mutually reinforcing: outdated technology limits flexible working options and worsens retention; narrow recruitment pools restrict the diversity of perspectives used to design inclusive policies; and high turnover reduces capacity to deliver change. Addressing them is therefore critical to sustainable organisational performance.



  Evaluation of Contemporary HR Practices
 
This section evaluates five contemporary HR practices, assessing their effectiveness, strengths, and limitations for addressing Tesco’s specific challenges.

Digital HR Systems and Workforce Analytics

Integrated cloud platforms such as Workday and predictive people analytics can standardise scheduling, identify skills gaps, and forecast turnover risks, enabling more targeted resourcing and upskilling. Deloitte (2024b) found organisations using workforce analytics reduce voluntary turnover by 18% and fill vacancies 22% faster. For Tesco, this would help align digital investment with workforce needs and reduce anxiety through transparent communication of role changes. However, implementation costs run into millions, and algorithmic systems carry risks of bias – for example, penalising staff with caring responsibilities via automated attendance scoring (O’Neil, 2023). Success also depends on consistent data quality across thousands of locations, which remains a known challenge for the retailer (CIPD, 2025a).

Strategic Workforce Planning and Employer Branding

Aligning recruitment with long-term skills requirements and strengthening employer branding helps attract both frontline and specialist talent. Tesco’s 2024 “A Place to Get On” campaign increased graduate applications by 18% and improved perceptions of career progression (Tesco PLC, 2025). Targeted apprenticeships in data analytics and retail technology also build capability internally. Limitations include slow impact – branding typically takes 2–3 years to embed – and the risk of over-promising: if advertised flexibility does not match store-level reality, trust erodes further (Sisson, 2023). The practice also does not resolve immediate retention pressures from poor scheduling or reward.

Retention and Engagement Strategies

Contemporary approaches include guaranteed minimum hours, personalised development pathways, and structured staff voice mechanisms. CIPD (2025b) found regular one-to-one development conversations reduce frontline turnover by 15%. For Tesco, linking pay progression to skill acquisition rather than tenure would support upskilling while boosting motivation. However, store managers report insufficient time to deliver consistent support, and cost constraints limit widespread enhancement of core pay for mass-market roles (IPPR, 2025). Practices must also be tailored: flexible scheduling is often more valued by frontline staff than promotion opportunities (Deloitte, 2024a).

 

Inclusive Recruitment Practices

Name-blind screening, guaranteed interviews for under-represented groups, and flexible role design remove structural barriers. Tesco’s 2023 trial of inclusive recruitment training reduced bias in shortlisting by 11% (Tesco PLC, 2025). Yet recruitment alone does not address progression gaps or exclusion once staff are employed, and targets can be perceived as undermining meritocracy without complementary cultural change (Ahmed, 2024). Success requires consistent monitoring and accountability beyond initial hiring.

 DEI Policy and Leadership Development

Mandatory inclusive leadership training, published accountability metrics, and sponsorship programmes for under-represented staff help embed inclusion. The Chartered Management Institute (2024) found such training improves team psychological safety by 22%. However, centralised policies often feel disconnected from local store realities, and training risks becoming tokenistic without visible leadership modelling and linked rewards (Dobbin et al., 2015).

Overall, no single practice is sufficient: digital tools must be designed inclusively, recruitment reforms paired with ongoing development, and policies supported by sustained cultural change.



 Critical Evaluation of Managerial Implementation 

Departmental managers act as the critical link between central strategy and frontline experience, making their leadership central to effective and urgent implementation. This section evaluates key considerations and barriers.
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Leadership Accountability and Autonomy

Clear accountability requires defining roles through frameworks such as RACI, linking implementation targets to performance reviews, and ensuring managers have matching authority. However, many Tesco store leaders report being held responsible for outcomes but given limited control over budgets, staffing, or local policy adaptation – creating accountability without autonomy (IPPR, 2025). Research confirms that fragmented decision-making slows progress and increases resentment, while giving managers discretion to adapt policies to local needs improves both adoption and speed of delivery (Stouten et al., 2021).

 Communication and Cultural Alignment

Effective implementation depends on consistent, two-way communication that explains *why* change is needed, not just *what* will happen. For example, framing digital tools as “time-saving support” rather than “efficiency measures” reduces resistance to automation (CIPD, 2025a). A key barrier is the “frozen middle” effect: central teams often design policies without frontline input, leading to contradictory messaging and delayed buy-in (Digital CxO, 2026). Managers must be involved in early design to ensure changes align with existing values such as Tesco’s “Every Little Helps” ethos, creating shared purpose around transformation (Battilana and Casciaro, 2021).

 Monitoring, Measurement, and Overcoming Barriers

Urgent delivery requires short-cycle feedback such as monthly pulse surveys, alongside clear milestones, to identify problems early. Common barriers include competing operational priorities, limited digital literacy among managers, and change fatigue after repeated restructuring (Hornstein, 2020). To address these, Tesco can phase changes gradually, run peer-to-peer skill sharing, and highlight quick wins such as reduced administrative work. Critically, targets must be location-specific: urban stores may adopt digital tools faster than rural locations with limited connectivity (Tesco PLC, 2025). While urgency is important, rushing implementation increases the risk of superficial compliance rather than sustained adoption (Cameron and Quinn, 2022).




This report examines three core contemporary HR challenges facing Tesco PLC: adapting to technological advancement, securing and retaining talent, and advancing diversity, equity, and inclusion. It evaluates relevant modern HR practices, assesses the role of managers in effective delivery, and sets out evidence-based recommendations to support sustainable performance. The analysis draws on academic research, industry reports, and Tesco’s public disclosures.


Conclusion

Technological change, talent pressures, and DEI gaps are interconnected challenges that threaten Tesco’s competitiveness, employee engagement, and long-term viability. While digital analytics, inclusive recruitment, and leadership development offer clear benefits, their success depends on thoughtful design, sufficient resourcing, and consistent frontline delivery. Managers have a central role to play, but require clearer authority, earlier involvement in policy design, and targeted support to drive change at pace.

 Recommendations

Technology: Establish staff advisory groups to co-design new tools, and provide protected time for role-specific upskilling.
Talent: Introduce guaranteed minimum hours and self-service shift swapping as standard for all frontline roles.
DEI: Launch a formal sponsorship programme for BAME and disabled staff, and publish store-level diversity data to increase local accountability.

Implementation: Grant store manager’s greater autonomy to adapt policies locally, and tie a proportion of senior leadership bonuses to inclusion and retention outcomes. Also to make the Practices more Practical and Transferable of knowledge.
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