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[bookmark: _Toc237352506]Section 1: Strategic Management Analysis of Tesco’s UK Grocery Operations
[bookmark: _Toc237352507]1. Organisational Context and Overview
Tesco plc is one of the UK’s largest grocery retailers and has developed from a small market stall into a major multinational retail organisation (Tesco, 2026). The company has established a strong presence across different retail formats, including large supermarkets, convenience stores and online grocery services. For this report, the analysis focuses specifically on Tesco’s UK grocery retail operations, rather than its international businesses, because the assessment requires organisations operating across multiple markets to be examined within one clearly defined market. Tesco identifies its purpose as “serving our customers, communities and planet a little better every day”, demonstrating the importance of customers, communities and sustainability within its overall strategic direction (Tesco, 2026a). 
[image: Tesco sales growth more than halves as Middle East uncertainty weighs on  shoppers - Grocery Gazette - Latest Grocery Industry News]
Tesco’s business model is centred on providing customers with a combination of value, quality, range and convenience. Its extensive physical store network is complemented by online grocery shopping and rapid delivery services, enabling the organisation to serve customers through multiple channels. A particularly important element of Tesco’s competitive model is its Clubcard ecosystem, which provides customer loyalty benefits while generating valuable purchasing data that can be used to personalise offers and understand consumer behaviour. Tesco has previously reported more than 20 million Clubcard households in the UK, highlighting the scale of this capability and its potential contribution to customer retention and competitive advantage (Davey, 2022). 
Tesco operates within the highly competitive UK grocery retail industry, where it competes with major full-line supermarkets including Sainsbury’s, Asda and Morrisons, alongside rapidly expanding discount retailers such as Aldi and Lidl (Leite, 2020). Consequently, maintaining competitive advantage requires Tesco to balance competitive pricing with product quality, customer experience, convenience and differentiation. The intensity of competition is also reflected in Tesco’s continued emphasis on value and customer satisfaction. In its 2025/26 first-quarter trading statement, Tesco reported UK grocery market share of 28.0%, representing a 44-basis-point year-on-year increase, while UK food sales increased by 5.9% (Tesco, 2025). 
Tesco’s 2026 Annual Report further reported 28.5% UK market share, alongside group sales of £67.7 billion and adjusted operating profit of £3.152 billion (Tesco, 2026b). These results indicate a strong strategic position, although Tesco must continue responding to price competition, changing consumer expectations, technological development and sustainability pressures. Therefore, the subsequent analysis evaluates Tesco’s external environment, internal capabilities, CSR performance and strategic choices to determine how it can sustain and strengthen its competitive advantage in the UK grocery market.
[bookmark: _Toc237352508]2. External and Internal Analysis
[bookmark: _Toc237352509]2.1 PESTEL Analysis
Tesco’s UK grocery operations are influenced by a complex external environment characterised by intense competition, changing consumer expectations, technological development, regulatory intervention and continuing sustainability pressures. A PESTEL analysis is therefore useful for identifying the external factors that may influence Tesco’s strategic position and future competitive advantage.
Political Factors
Political and regulatory conditions remain important for Tesco because food retailing is highly regulated and directly connected with consumer welfare, food standards and competition policy. The UK government and regulatory bodies continue to scrutinise the grocery sector, particularly competition and consumer choice. For example, the Competition and Markets Authority (CMA) proposed in August 2026 that Aldi and Lidl should be brought under existing supermarket land rules because of their increasing scale and competitive influence (Gov UK, 2026). This development is strategically relevant to Tesco because the company competes against rapidly expanding discounters. Although the proposed rules could create a more level competitive environment, Tesco cannot rely on regulation to protect its market position. Instead, it needs to maintain competitiveness through price, convenience, customer loyalty and operational efficiency.
Economic Factors
Economic conditions represent a significant challenge because consumers become more price-sensitive when household budgets are under pressure (Ishrat et al., 2023). Tesco must therefore balance affordability with profitability. The growth of discount retailers such as Aldi and Lidl increases this pressure because consumers can switch between retailers based on price. Tesco's scale provides purchasing power and operational efficiencies that can support competitive pricing. Recent market data shows Tesco retaining the largest UK grocery market share, at 28.7% in the 12 weeks ending 28 December 2025, compared with 16.3% for Sainsbury's and 10.1% for Aldi (Tesco, 2026). This indicates that Tesco has successfully defended its position despite economic and competitive pressures. However, maintaining low prices can reduce margins, creating a strategic tension between value leadership and profitability.
Social Factors
Consumer preferences within the UK grocery market are changing, with greater expectations regarding health, convenience, value and personalised shopping experiences (Wadud, 2026). Consumers increasingly expect retailers to provide convenient omnichannel shopping while also responding to concerns about healthier diets and responsible consumption. Tesco has responded through product development, Clubcard personalisation and healthier product initiatives. In its 2025/26 results, Tesco reported that at least 65% of products sold in the UK and Ireland by volume were classified as healthy, demonstrating an attempt to connect its product strategy with changing consumer expectations. However, changing preferences also create pressure for continuous innovation because consumers can easily compare products and prices across competing supermarkets.
Technological Factors
Technology represents both an opportunity and a source of competitive pressure. Tesco's Clubcard system provides a major digital capability because customer purchasing information can support personalised offers and more informed decision-making. Tesco reported UK Clubcard penetration of 84%, while UK online sales increased by 11% to more than £7 billion in 2025/26 (Tesco, 2026b). Tesco Whoosh sales increased by 51% to more than £400 million, demonstrating growing demand for rapid grocery delivery. Technology can therefore strengthen customer loyalty, improve convenience and increase operational efficiency. However, continued investment is required, and competitors are also developing digital capabilities, meaning technology alone may not provide a permanent competitive advantage.
Environmental Factors
Environmental pressures are increasingly significant for grocery retailers because their operations involve energy consumption, transport, packaging, refrigeration, food waste and extensive supply chains (Olarewaju et al., 2024). Tesco has made progress in reducing its environmental impact. Its 2025 results reported a 65% reduction in Scope 1 and Scope 2 emissions compared with its 2015/16 baseline (Tesco, 2025). These initiatives can strengthen Tesco's reputation and respond to stakeholder expectations. Nevertheless, sustainability creates costs and operational complexity, particularly where Tesco needs to change packaging, sourcing and logistics without increasing prices significantly. Environmental performance should therefore be viewed not simply as CSR but as an increasingly important component of long-term strategic competitiveness.
Legal Factors
Tesco must comply with extensive legislation covering food safety, employment, consumer protection, competition, data protection and environmental requirements. The growing importance of customer data through Clubcard also increases the importance of responsible data management (Sze and Gunasekara, 2025). Regulatory developments in the grocery sector can affect store expansion and competitive behaviour. Consequently, legal compliance is essential not only for avoiding penalties but also for maintaining consumer trust and protecting Tesco's reputation.
It has been critically analysed that PESTEL analysis indicates that Tesco faces substantial external pressure from price competition, regulation, changing consumer expectations and sustainability requirements, while technology, customer data and digital retailing provide important opportunities. These external findings provide the basis for the following SWOT analysis.
[bookmark: _Toc237352510]2.2 SWOT Analysis
The SWOT analysis synthesises the key external and internal issues identified in Tesco's strategic environment. Rather than treating the four categories independently, the analysis highlights how Tesco's capabilities interact with market opportunities and threats.
Strengths
Tesco's most significant strength is its scale and established UK market position. With a 28.7% grocery market share at the end of 2025, Tesco remained considerably ahead of its nearest competitors (Tesco, 2026b). Its extensive store network, strong brand recognition and purchasing scale provide important advantages in a market where price competitiveness is critical. A second major strength is the Clubcard ecosystem. High Clubcard penetration allows Tesco to understand customer purchasing behaviour and develop personalised promotions (Meng, 2024). This capability supports customer retention while also strengthening Tesco's understanding of demand. Tesco's digital capability is reinforced by its growing online business, with UK online sales exceeding £7 billion in 2025/26. 
Weaknesses
Tesco's scale can also create organisational complexity and high operating costs. Maintaining a very large store and supply-chain network requires significant investment, while price competition limits the extent to which additional costs can be transferred to consumers (Korpeoglu et al., 2020). Tesco may also face a strategic challenge in maintaining differentiation because supermarkets increasingly compete on similar dimensions of price, convenience, product range and digital services. Another weakness is the continuing requirement for substantial investment in technology, sustainability and store operations. Although these investments can create long-term benefits, they can place pressure on short-term profitability and resources.
Opportunities
Digital grocery growth provides an important opportunity. Tesco's strong online performance and rapid-delivery growth suggest that customers increasingly value convenience (Samadzadeh, 2024). Tesco can therefore use Clubcard data and digital platforms to create increasingly personalised shopping experiences. Health and sustainability also provide opportunities for product innovation and differentiation. Tesco can strengthen its own-brand ranges, healthier products and sustainable sourcing while aligning these initiatives with changing consumer expectations.
Threats
The most significant threat is intensifying competition, particularly from Aldi and Lidl. The combined market share of the three major discounters, Aldi, Lidl and Iceland, is 21.6% in 2026 (Gov UK, 2026a). Their growth creates continuous pressure on Tesco's pricing strategy. Economic uncertainty, changing consumer preferences, regulatory intervention and rising expectations around sustainability represent additional threats. Therefore, Tesco's strategic challenge is to use its scale and customer-data capabilities to defend market share without entering a damaging price war.
2.3 VRIO Analysis
The VRIO framework provides a systematic assessment of Tesco’s key resources and capabilities by examining whether they are valuable, rare, costly to imitate and effectively organised to exploit their potential. This helps determine the extent to which Tesco’s resources contribute to sustainable competitive advantage.
Tesco’s Brand Reputation
Tesco’s established brand is valuable because it strengthens customer recognition, trust and repeat purchasing within the highly competitive UK grocery sector (Haji et al., 2025). It is relatively rare because Tesco has developed substantial brand recognition and market presence over several decades, although major competitors such as Sainsbury’s and Asda also possess established brands. The resource is relatively difficult to imitate because competitors cannot quickly reproduce Tesco’s accumulated customer relationships and historical reputation. Tesco is also organised to exploit its brand through its extensive store network, online channels, own-brand products and Clubcard ecosystem. Therefore, Tesco’s brand represents an important competitive advantage, although it does not provide complete uniqueness within the supermarket industry.
Clubcard and Customer Data
Tesco’s Clubcard capability is valuable because customer purchasing data enables personalised promotions, targeted marketing and improved understanding of consumer behaviour (Kianto, 2021). Its large customer base makes this capability relatively rare, particularly when compared with smaller grocery retailers. The accumulated customer data and Tesco’s ability to integrate it across marketing and retail activities are difficult to imitate, as competitors would require considerable time and investment to develop comparable datasets and analytical capabilities. Tesco is strongly organised to exploit this resource through personalised offers, pricing and customer engagement. Consequently, Clubcard represents one of Tesco’s strongest potential sources of sustained competitive advantage.
Store and Supply-Chain Network
Tesco’s extensive store and supply-chain network is valuable because it provides accessibility, product availability and support for online fulfilment (Mkansi and Nsakanda, 2021). Its national scale is relatively rare, although other major supermarkets possess substantial networks. The network is costly and time-consuming to imitate because establishing comparable locations, logistics infrastructure and supplier relationships require significant investment. Tesco is organised to exploit this resource through supermarkets, convenience stores and online grocery services. Therefore, the network provides a competitive advantage, although its benefits are partly matched by major competitors.
Digital and Online Capability
Tesco’s digital capability is valuable because it responds to increasing demand for convenient omnichannel shopping (Sheriffdeen et al., 2023). However, it is less rare because competitors also operate online grocery platforms. Tesco’s integration of digital services with Clubcard and its physical network is more difficult to imitate, while the organisation is structured to exploit these capabilities through online grocery and rapid delivery. Hence, digital capability provides a competitive advantage, but continuous innovation is required to sustain it.
The VRIO analysis indicates that Tesco’s strongest strategic advantage arises from the integration of its Clubcard data, brand, physical network and digital capabilities rather than from any single resource.
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[bookmark: _Toc237352512]3.1 Corporate Social Responsibility and Alignment with Business Objectives
Tesco’s corporate social responsibility (CSR) strategy is closely connected with its broader purpose of serving customers, communities and the planet (Benghezal and Izadi, 2022). Rather than treating CSR as a separate philanthropic activity, Tesco increasingly integrates sustainability, health, people and community priorities into its core retail strategy. This is particularly relevant in grocery retail because environmental impacts, food waste, employee welfare and healthier consumption are directly connected with Tesco’s supply chain, customer relationships and operating model. Tesco’s current strategic ambitions include “winning in food”, becoming more connected and personalised to customers, strengthening supplier relationships and achieving long-term business sustainability. 
Environmental Sustainability
Environmental responsibility is a major component of Tesco’s CSR strategy. Tesco reported a 68% reduction in operational emissions from its 2015/16 baseline, exceeding its previous 60% reduction target (Tesco, 2026c). It also operates 1,249 electric home-delivery vans in the UK, representing 21% of its fleet. These initiatives demonstrate that environmental objectives are being integrated into operational activities rather than being treated solely as reputational activities. 
Food waste is another important area. Tesco is working towards halving food waste before 2030, while surplus food is redistributed or converted into animal feed (Tesco, 2025a). Its 2026 Sustainability Report states that more than 5,000 tonnes of surplus food had been converted into animal feed at a new facility. This creates both social and operational value because reducing waste can lower resource inefficiencies while supporting food security.
Health and Communities
Tesco also links CSR with its customer proposition by making healthier food more affordable and accessible. In 2026 report, 65% of food sales in the UK and Republic of Ireland were classified as healthy, while fruit and vegetable sales had increased by 10% since 2022 (Tesco, 2026b). This supports Tesco’s commercial objective of providing value and quality while responding to growing consumer interest in health. Community engagement is similarly connected to Tesco’s purpose. During 2025, customer round-up campaigns raised £3.7 million, while more than £123 million meals were provided to charities, community groups and colleagues across the Group (Tesco, 2025). Such initiatives can strengthen Tesco’s corporate reputation and relationships with local communities.
It has been critically analysed that Tesco’s CSR strategy demonstrates relatively strong alignment with its business objectives. Sustainability can reduce operational inefficiencies, healthier products strengthen customer relevance, and community initiatives reinforce trust and brand reputation. However, CSR also creates financial and operational demands because investment in electric vehicles, sustainable supply chains, healthier products and waste reduction requires resources. Therefore, Tesco must ensure that CSR initiatives generate measurable long-term stakeholder and business value rather than becoming disconnected from commercial performance. This alignment is strengthened by Tesco’s strategic objective of achieving long-term business sustainability alongside customer value and operational efficiency. 
[bookmark: _Toc237352513]3.2 Balanced Scorecard
The Balanced Scorecard developed by Kaplan and Norton provides a holistic approach to assessing organisational performance through financial, customer, internal business process, and learning and growth perspectives. For Tesco, these perspectives demonstrate how financial performance can be connected with customer satisfaction, operational capability and employee development.
[bookmark: _Toc237352514]3.2.1 Financial Perspective
Tesco’s primary financial objective is to achieve sustainable profitable growth while continuing to invest in customer value. In FY2025/26, Tesco reported £66.588 billion in sales excluding VAT and fuel, adjusted operating profit of £3.152 billion and free cash flow of £1.957 billion (Tesco, 2026b). Key KPIs can therefore include sales growth, adjusted operating profit, free cash flow and return on investment. Tesco's strategic initiatives include its Save to Invest programme, which generated approximately £535 million of savings in 2025/26 and has a new £500 million target for 2026/27. The strategic challenge is to achieve these efficiency gains while continuing to invest in lower prices, quality and service.
[bookmark: _Toc237352515]3.2.2 Customer Perspective
The customer perspective focuses on Tesco’s ability to deliver value, quality, convenience and loyalty. Relevant KPIs include customer satisfaction, Net Promoter Score (NPS), market share, Clubcard penetration and online sales. Tesco reported UK grocery market share of 28.5%, its highest level for more than a decade, while UK online sales increased by 11% to more than £7 billion. Tesco Whoosh sales also increased by 51% to more than £400 million (Tesco, 2026b). Tesco’s initiatives include Clubcard Prices, personalised offers, Aldi Price Match, Everyday Low Prices and investment in online and rapid delivery. These initiatives demonstrate a direct connection between customer objectives and Tesco’s competitive strategy.
[bookmark: _Toc237352516]3.2.3 Internal Business Process Perspective
The internal-process perspective evaluates whether Tesco can efficiently deliver its customer proposition. Important KPIs include supply-chain efficiency, product availability, delivery performance, waste reduction, store productivity and online fulfilment (Ekren et al., 2025). Tesco has continued investing in its distribution infrastructure, digital systems and supply-chain resilience. Its strategic approach also includes automation and AI, while its sustainability strategy focuses on reducing waste and emissions. These initiatives can improve efficiency while supporting Tesco’s value and sustainability objectives.
[bookmark: _Toc237352517]3.2.4 Learning and Growth Perspective
Learning and growth focuses on employees, organisational capabilities, technology and innovation. Relevant KPIs include employee engagement, training participation, flexibility, internal progression and digital capability. Tesco invested an additional £200 million in UK hourly-paid colleagues during 2025/26, delivering a 5.1% above-inflation pay increase (Tesco, 2026). 82% of colleagues reported that they could work flexibly. Tesco also trialled an AI assistant with approximately 280,000 colleagues, demonstrating investment in technological capability and employee productivity. 
The Balanced Scorecard indicates that Tesco’s strategic performance depends on the interaction between financial efficiency, customer loyalty, operational excellence and organisational capability. This holistic perspective supports the argument that Tesco should not pursue short-term cost reduction alone; instead, financial performance should be achieved alongside customer value, sustainable operations and continuous employee and technological development.
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[bookmark: _Toc237352519]4.1 Strategic Choices
Tesco operates in an increasingly competitive UK grocery market where customers expect low prices, high quality, convenience and personalised services. At business level, Tesco can primarily pursue cost leadership, differentiation, or a combination of value-based and differentiation activities. A pure cost-leadership strategy would allow Tesco to compete directly with discount retailers by maintaining low prices and achieving economies of scale (Moon, 2022). However, relying exclusively on price would expose Tesco to margin pressure and intensify competition with Aldi and Lidl. A differentiation strategy, in contrast, would allow Tesco to compete through quality, convenience, customer experience, digital capabilities and personalised services. Tesco’s current strategic direction indicates that the organisation is already combining these approaches. Its latest strategy focuses on “winning in food”, meeting more everyday customer needs, becoming more connected and personalised to customers, strengthening supplier relationships and achieving long-term business sustainability.
Consequently, the most appropriate strategic choice is a value-based differentiation strategy, supported by selective cost leadership. Tesco should continue offering competitive prices but differentiate through quality, Clubcard personalisation, convenience, healthier products, digital services and an extensive omnichannel proposition. This approach is more sustainable than competing solely through lower prices because it allows Tesco to protect customer loyalty while maintaining a broader value proposition.
[bookmark: _Toc237352520]4.2 Porter’s Five Forces
Porter’s Five Forces provides a useful basis for evaluating the attractiveness and competitive intensity of the UK grocery industry.
Competitive rivalry is high. Tesco competes with Sainsbury’s, Asda, Morrisons and rapidly expanding discount retailers including Aldi and Lidl (O'Connell et al., 2025). Tesco’s UK grocery market share reached 28.5% in 2025/26, its highest level for more than a decade, demonstrating strong performance despite intense rivalry. Tesco also increased its Everyday Low-Price range to 3,000 products, maintained more than 10,000 Clubcard Prices and operated Aldi Price Match on more than 600 products. These initiatives demonstrate that price competition remains central to Tesco’s strategy.
Buyer power is high because switching costs between supermarkets are relatively low (Jaravel and O'Connell, 2020). Customers can easily compare prices, promotions, product quality and delivery options. Tesco therefore needs to create reasons beyond price for customers to remain loyal. Clubcard is strategically important because it creates personalised value and increases customer engagement.
Supplier power is moderate. Tesco’s substantial purchasing scale gives it significant negotiating power, while its extensive supplier relationships support product availability and competitive pricing (Ed and Fclmi, 2026). However, Tesco also needs strong supplier relationships to maintain quality, sustainability and innovation. Its strategic ambition to become the “most strategic partner for suppliers” demonstrates the importance of supplier collaboration.
The threat of new entrants is relatively low, because establishing a national grocery network requires substantial capital, supply-chain infrastructure, technology, property and brand recognition (Statham et al., 2024). However, digital platforms and specialist food retailers can enter particular segments more easily, creating pressure in selected categories.
The threat of substitutes is moderate to high. Customers can purchase groceries through supermarkets, discount stores, convenience stores, online platforms, specialist retailers and food-delivery services (Cummins et al., 2024). Tesco must therefore continuously improve convenience and customer experience to prevent customers switching to alternative channels.
Porter’s analysis indicates that Tesco operates in a structurally demanding market. This supports a strategy based on strong value combined with differentiation, rather than relying exclusively on price.
[bookmark: _Toc237352521]4.3 Ansoff Matrix and Growth Direction
Ansoff’s Matrix provides a framework for assessing Tesco’s potential growth options. Market penetration represents the lowest-risk option because Tesco can increase sales within its existing UK grocery market through stronger customer loyalty, competitive pricing and personalised Clubcard offers. Tesco is already following this direction through Clubcard Prices, Aldi Price Match and Everyday Low Prices.
Product development provides another attractive opportunity. Tesco introduced more than 2,000 new and improved products during 2025/26, including more than 750 Finest products, while Finest sales increased by 15% (Tesco, 2026b). Continued development of healthier, premium and sustainable own-brand products can therefore strengthen differentiation while responding to changing consumer preferences.
Market development can be achieved through additional convenience formats and digital channels. Tesco opened 65 Express stores in the UK during 2025/26, expanding its presence in convenience retail (Tesco, 2026b). Online sales also increased by 11% to more than £7 billion, while Tesco Whoosh sales increased by 51% to more than £400 million.
Diversification presents greater risk and should therefore receive lower strategic priority than strengthening Tesco’s core grocery proposition. Tesco should first maximise the potential of its existing customer base, food proposition and digital ecosystem.
[bookmark: _Toc237352522]4.4 Recommended Strategy
Based on the external analysis, VRIO assessment, Porter’s Five Forces and Ansoff Matrix, Tesco should pursue a value-based differentiation strategy supported by digital personalisation and omnichannel growth. The strategy should combine competitive pricing with superior customer value rather than attempting to become simply the lowest-price retailer. The strategic rationale is supported by Tesco’s existing capabilities. Its Clubcard ecosystem provides customer insight and personalisation, while its physical store network, online platform and rapid-delivery services provide convenience. The recommended strategy should therefore focus on four priorities: maintaining competitive prices, strengthening own-brand quality and healthier products, expanding personalised digital experiences, and improving convenience through stores and rapid delivery. This would allow Tesco to defend its market share while creating differentiation that is more difficult for competitors to replicate.
[bookmark: _Toc237352523]4.5 Implementation Challenges and Mitigation
Implementation may create several challenges. First, continued price investment could place pressure on profit margins. Tesco should therefore combine price investment with productivity improvements and its existing cost-saving programmes rather than attempting to reduce prices indiscriminately.
Digital expansion requires continued investment in technology, data infrastructure and cybersecurity (Saeed et al., 2023). Tesco should implement digital initiatives progressively, using measurable KPIs such as online sales growth, customer retention, Clubcard engagement and delivery performance.
Competitors are likely to respond aggressively to Tesco’s strategy. Aldi and Lidl may increase price competition, while other supermarkets may replicate personalised promotions and digital services. Tesco should therefore focus on capabilities that are difficult to imitate, particularly the integration of Clubcard data, physical stores, online services and customer relationships.
Sustainability and healthier-product initiatives can increase operational complexity and costs. Tesco should integrate these objectives into its core business processes rather than treating them as separate CSR activities. Its sustainability progress, including a 68% reduction in operational emissions and 65% of UK and ROI food sales classified as healthy, demonstrates that sustainability can be incorporated into its wider competitive proposition.
Overall, Tesco should avoid competing solely on price. A value-based differentiation strategy, supported by digital personalisation, product innovation and omnichannel convenience, provides a stronger basis for sustainable competitive advantage. It builds upon Tesco’s existing resources while responding directly to high rivalry, strong buyer power and changing customer expectations in the UK grocery market.
[bookmark: _Toc237352524]Section 2: Reflective Account Using Kolb’s Experiential Learning Cycle
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Completing the strategic management analysis of Tesco’s UK grocery operations provided me with a practical experience of applying strategic management theories to a real organisation. Initially, I approached the task as an exercise of collecting information about Tesco and matching that information to familiar frameworks. However, as the analysis developed, I realised that completing a postgraduate strategic management report required considerably more than identifying information and describing frameworks. I had to determine which information was strategically significant, evaluate conflicting pressures and develop a recommendation supported by evidence.
The application of PESTEL, SWOT and VRIO particularly changed the way I approached the organisation. PESTEL helped me examine how external factors such as economic pressure, technological development, changing consumer expectations and sustainability requirements could influence Tesco. However, I initially found it difficult to distinguish between an external factor and its actual strategic implication. Similarly, while preparing the SWOT analysis, I recognised that simply placing information under strengths, weaknesses, opportunities and threats would produce a descriptive rather than analytical outcome. VRIO further challenged me to consider whether Tesco's resources actually created competitive advantage rather than assuming that every organisational capability represented a strength.
I also experienced a similar challenge when applying the Balanced Scorecard, Porter’s Five Forces and Ansoff Matrix. These frameworks required me to connect financial performance, customer value, internal processes and organisational capabilities rather than considering them independently.
[bookmark: _Toc237352526]2.2 Reflective Observation
Reflecting on the process, I recognise that my initial approach was too focused on finding information rather than interpreting it. I tended to consider the availability of a source as evidence that the information was useful. During the analysis, however, I realised that credible information only becomes valuable when it helps explain a strategic issue. For example, Tesco's market-share performance was not meaningful simply because it demonstrated that Tesco was successful; it became strategically relevant when considered alongside the intense competition from discount retailers and the need to maintain customer value.
I also recognised that my first understanding of reflection itself was limited. I previously viewed reflection as describing what had been done and stating what had been learned. Through this assessment, I realised that effective reflection requires questioning my own decisions and identifying weaknesses in my approach. For instance, applying PESTEL without establishing which factors were most influential could have resulted in excessive description. Similarly, treating Clubcard simply as a strength would have been insufficient; applying VRIO required me to question whether its value, rarity, difficulty of imitation and organisational exploitation was strong enough to generate sustained competitive advantage.
This process also made me more aware of the importance of triangulating information. Company reports provide valuable organisational information, but relying exclusively on the company's own perspective could create a risk of presenting its strategy too positively. Comparing organisational evidence with industry and academic perspectives therefore became important for developing more balanced judgements.
[bookmark: _Toc237352527]2.3 Abstract Conceptualisation
The experience changed my understanding of strategic management from a framework-driven activity to an evidence-driven process of strategic judgement. I learned that frameworks are analytical tools rather than answers in themselves. PESTEL identifies environmental pressures, but managerial judgement is required to determine which pressures are strategically important. VRIO helps evaluate resources, but the outcome depends on the quality of the evidence used to assess whether resources are genuinely difficult to imitate. SWOT is most useful when it synthesises findings rather than repeating earlier analysis.
I also developed a stronger understanding of the relationship between different strategic frameworks. For example, Tesco's Clubcard capability identified through VRIO can be connected to customer power identified through Porter’s Five Forces. Similarly, technological and social changes identified through PESTEL can support an Ansoff-based recommendation involving digital development and customer personalisation. This demonstrated to me that strategic analysis is strongest when frameworks are integrated rather than presented as separate sections.
Most importantly, I learned that a recommendation should emerge from the analysis. Instead of selecting a strategy first and attempting to justify it afterwards, I recognised the importance of moving logically from environmental conditions and internal capabilities towards strategic choice. This improved the credibility of the recommendation concerning Tesco's value-based differentiation and omnichannel development.
[bookmark: _Toc237352528]2.4 Active Experimentation
As a result of this experience, I will change my approach to future strategic assignments in three specific ways. First, I will establish the strategic question before collecting evidence. Rather than collecting large amounts of information, I will identify what decision the analysis needs to support and select evidence accordingly.
Second, I will use frameworks sequentially and critically. I will use PESTEL to identify the most significant external pressures, VRIO to evaluate whether internal resources can respond to them, and SWOT to synthesise the relationship between internal capabilities and external conditions. I will then use strategy frameworks such as Porter’s Five Forces and Ansoff to test potential strategic choices rather than simply describing the models.
Third, I will strengthen my evidence evaluation by comparing company information with independent industry and academic sources. This will reduce the risk of accepting organisational claims without sufficient critical examination.
Overall, the Tesco assessment has developed my ability to move from information collection to evidence-based strategic judgement. Kolb’s cycle has helped me recognise that the most valuable learning did not come from simply using strategic models, but from critically evaluating how, when and why those models should be applied. In future assessments and professional strategic analysis, I will therefore place greater emphasis on questioning assumptions, integrating evidence, evaluating alternatives and converting analysis into justified recommendations. This represents a meaningful improvement in my analytical approach rather than simply an increase in theoretical knowledge.
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