Organisational Functions of Tesco




Introduction
	Founded in 1919 by Jack Cohen, Tesco started as a small market stand and have since expanded from selling products into a successful business with over 7000 stores worldwide with over 500,000 employees. Tesco has expanded in such a way that the ‘every little helps’ approach has evolved in every one of their supermarkets while focusing on their customers and employees by including not only products from shelves but by offering services such as mobile phones, pharmacies, banking and even optician facilities. This essay will be analysing and comparing their business approach, as well as their business strategies not only as a whole in the business, but primarily in the Tesco superstores within the UK. (Clark, T and Szu, P.C. 2014) (Help - Tesco.com. (2017). (Core Purpose and Values. (2017).
Four Main Management Approaches
	Management theories are beneficial because it helps management study earlier ideas and conclusions from previous theories so they can incorporate, evolve and adapt them into their own business. The application of management theory can change and decide the behavioural structure of a business by reading the ideas produced by leading theorists. There are four main approaches to organisation, structure and management as illustrated in Figure 1 below. (Laurie. j. Mullins, 2010)



Figure 1- Management approaches (Laurie J. Mullins, (2007) p.41)
The Classical Approach
	This approach emphasises primarily on increasing worker productivity by the planning of work, the technical requirements for the organisation, principles of management, and the assumption of rational and logical behaviour. Another emphasis of this theory is to fully understand the purpose of an organisation to help progress with evolving its methods resulting in an improvement within the organisation. There are two sub categories that can structure the classical approach; bureaucratic and scientific management (Mullins, 2010, p. 42, 43)
Bureaucratic management
	This is a theory produced by Weber that appeared due to the demand for effective administration because of the increasing sizes and complexity of expanding organisations. The characteristics of bureaucratic management are;
· An impersonal behaviour between workers with the manager
· Unique specialization of duties between workers with a system of set in place rules.
	There is a hierarchy in authority between different workers and management which means management has a set amount of workers they can command. Employment by the organization is decided based on a potential employee’s qualifications. (Troolin, 2017)
Advantages of Bureaucratic Management
· Commands and expectations all have rules which make it very clear to follow. 
· Job descriptions are specialised and detailed for each job role.
· The person above you in the hierarchy chain can point you in the right direction if mistakes are made.
 ("Advantages and Disadvantages of Bureaucracy", 2014) (Troolin, 2017)
Disadvantages of Bureaucratic Management
· Becoming too dependent on the rules set in place by an organization.
· Impersonal relations may create stereotypical assumptions towards workers.
· Changing circumstances in a situation could become difficult as rules and procedures may lack flexibility.
	One of the strongest criticisms towards bureaucracy would be from Chris Argyris who explains that the practices of bureaucracy may result in a restriction of psychological growth and is said to result in an individual feeling a sense of failure, conflict and frustration towards their own personal/work life. It is stated by Argyris that an organisation should provide a decent environment for workers as well as provide some responsibility and self-control while working. Public sectors, like the NHS, proves that even in today’s standards we are still practising bureaucracy and it is unrealistic that the public sector could function without it.
     (Laurie J. Mullins, 2010, p. 45, 46, 47, 48, 50, 51 52)

Tesco and The Bureaucratic approach
	The bureaucratic approach is used within Tesco by implementing a hierarchy structure (as shown in the table below.) Tesco include the bureaucratic approach by incorporating strict health and safety rules within the workplace. As stated by Tescoplc “Looking after the health and safety of our customers and colleagues is a responsibility we all share at Tesco.” ("Health and Safety", 2017)  Management also train their staff in Health and safety and is recognised for their “safety first” programme. Each store must have an employee with a first-aid licence (Tesco provide training for this) and a Union safety representative to ensure health and safety is carried out accordingly also Tesco train management as a fire warden.   ("Who is my Nearest First Aider - Our Tesco", 2017) ("USDAW - Health and Safety", 2017)  ("Health and Safety", 2017)  
Hierarchy of authority in Tesco stores
[image: ](tutor2u, 2017)



	


Scientific Approach
	Another sub category of Classical management would be Taylor’s theory of the scientific approach (otherwise known as Taylorism). The classical theorists were concerned about methods involving increasing productivity within workers and this is how the Scientific Management arose, with its main focus being; to provide businesses with scientific methods resulting in the ‘one best way’ for a business to be successful while increasing productivity. The scientific approach’s principles are primarily focused on maximising worker output to produce a better profit for the business by developing a true science behind a workers output. The characteristics behind scientific management would be;
· Workers would be timed for efficiency.
· Trained for job specialisation.
· To be rewarded with incentives such as a higher wages due to the result in increased worker output.
· Co-operation between workers to relieve the stress regarding the possibility of doing a job or task the wrong way therefore jobs are carried out in the correct and prescribed way.
	Regardless, criticism towards scientific methods by people in today’s standard should be taken into account as the approach was written in a time of industrial re-organisation when large and complex organisations were in urgent need of a new adaptable approach as technology and machinery had evolved too quickly.
 (Amy Troolin (2017) (Laurie J. Mullins, 2010, p. 45, 47, 50)
Advantages of Scientific Management
· Provided workers with skills and education to build upon their existing skills.
· Provided workers with better time keeping skills that would be more useful for life skills.
· Workers were paid more so they could provide for their own social needs or families.
· The products made would be of a better standard as the rules and effectual leadership would ensure better quality goods. (Reddy, 2017)
Negatives of Scientific Management
· Workers can become tired and overworked due to constant deadlines.
· Its focus is too concerned about profit
· A workers emotions and personal life becomes irrelevant.
· Since ‘Taylorism’ emphasises maximising productivity and profit, there’s a possibility of ignorance regarding human rights being ignored or exploited, this has happened in the past and was so important that ‘The Trade Union’ was formed. (Reddy, 2017)
The Scientific Approach and Tesco
	Training employees into a role is a typical procedure regarding the scientific approach, Tescoplc state; “Tesco is improving the training, it has grown its Apprenticeship programme by over 30% with 3,000 existing staff.” ("Tesco is developing the skills and training of Britain's largest private sector workforce", 2017). Tesco specialise their staff to specific roles in the workplace to work together as an effective team. An example of a role regarding the scientific approach would be a checkout assistant. Stated on the Tesco website “Customers should have a speedy checkout experience” This role requires the skill of being able to serve as many customers in as little time as possible in order to prevent loss of custom. ("Customer Assistant - Service Desk - Part Time - Burgess Hill | 53976 | Tesco Careers", 2017)
Human relations approach
	For many years companies were solely interested in making profit and ignoring their workers psychological needs. This theory, contributed by Mayo focuses more on the attention given to social factors and needs of an individual at work to research what motivates each individual rather than a purely productivity focused approach. Mayo theorised that if the workers were treated better, the worker would then become more motivated to produce a better output. The most famous example of this would be the ‘Hawthorne effect’ experiment which studied how just monetary motivation wasn’t enough and worker output and job satisfaction linked to social factors such as co-operation between workers with practices like team building so better job satisfaction is gained. (Study.com, 2013) (Laurie J. Mullins, 2010, p53)
Advantages of Human Relations
· Higher motivation
· Better worker output.
· Better sense of personal growth
· More committed and loyal staff
· Organisation to do tasks well. 
(Study.com, 2013)
Disadvantages of Human-Relations
	The human relations approach may appear very enticing to workers due to the high concern towards humane behaviour, informal organisation and management being considerate towards their workers. These key points also have the possibility to lack credibility and structure as it focuses too much on what the workers want and not how the business functions. (Laurie J. Mullins, 2010, p53)
Neo-Human Relations
	Recognising the studies resulting from the Hawthorne Experiment wasn’t backed up with empirical evidence, disadvantages of the human relations approach resulted in three writers in 1950-1960 who adopted the already existing Human- relations approach and adapted the approach into a much more psychological orientated approach to provide major focus towards each individual workers personal adjustment and needs. (Laurie J. Mullins, 2010, p56)

Motivational theories regarding Neo-Human Relations
Maslow
	This brought light to ‘Maslow’s hierarchy of needs’ theory which was a major impetus for the neo-relations approach. The graph provided below is an example of ‘Maslow’s hierarchy of needs’.
Maslow’s hierarchy of needs


Saul McLeod. (2017). 
	Maslow theorised that this model can contribute upon human relations to divide the basic, personal and psychological needs of a worker to improve worker output through motivation through these five stages. Only when one need is fulfilled is when the next highest need can be put into effect and so on. (Laurie J. Mullins, 2010, p56) Saul McLeod. (2017). (Laurie J. Mullins, 2010, p56)
McGregor
	McGregor being famous for his ‘X and Y Theory’, whilst drawing on Maslow’s ‘hierarchy of need’ theory, McGregor theorised that management had mainly two attitudes and behaviours towards their workers.
Tesco and McGregor theory
	Tesco offer their staff flexible working contracts that suit the employees but also offer temporary staff zero-hour contracts, this could be a typical example of the McGregor theory.  Employees of over 6 months are typically associated with theory-Y management as they are perceived as more loyal and will seek more responsibility opposed to the Theory-X approach towards temporary staff. Management lack knowledge regarding their characteristics and could lead management to assume the worst regarding their loyalty and laziness. Alternatively staff are given an overtime-sheet stating the amount of extra hours available for each store. The Mirror newspaper conducted an interview with zero-contract staff stating “The mother-of-one, added: “It’s on a first-come, first-served basis so there’s a bit of rivalry to get on the overtime list. Occasionally, we might get a text offering us more hours.” (Macaskill, 2017) along with many other negative reviews. This may lead to a lack of motivation from temporary staff as Maslow’s theory isn’t being implemented. This could be compared to companies such as; Next or Currys that offer temporary staff 6 hour contracts. (Macaskill, 2017)(Laurie J. Mullins, 2010, p458)
Herzberg
	The hygiene theory emphasises that people are influenced by motivational factors and hygiene factors that are inclusive within the job (figure 3). Demotivation may occur if neither hygiene factors are present.
		          Figure 3


Herzberg's motivator-Hygiene Theory. (2017).  
Neo-human relations and Tesco
Tesco implement a range of Neo-human relation theories towards their employees. This may apply to Maslow’s hierarchy of needs theory. Here this essay will explain how;
· Basic/ physical needs: Tesco provide a satisfactory environment to work in with a regular monthly pay. Tesco employees of over 6 months are rewarded with a 10% discount card to use in any Tesco store. This discount could contribute towards food and even equipment for the employee. (Privilegecard, 2017)
· Security Needs: Tesco may provide colleagues with a stable contract regarding employment along with other security needs and the availability of joining trade unions such as USDAW who state they offer; "safer workplace, advice and support, better conditions, protection at work, fairness at work and more job security. ("USDAW - Good Reasons to Join", 2017)
· Social Needs: Tesco encourages team work and a workers social life. The Tesco website states regarding their ideal candidate for customer assistant, "You’ll be someone with great communication skills and works well in a team." ("Customer Assistant | 250316 | Tesco Careers", 2017)

· Self-esteem: Tesco congratulate their staff and stores on their achievements by making them recognised to all other staff who use the "Our Tesco" website. Here is evidence of  Tesco doing so;
· 



("Values Awards 2014 – Congratulations to our stars! - Our Tesco", 2017)

· Self-fulfilment: Tesco provide a graduate scheme for individuals with post-graduate qualifications or capable employees to climb the management ladder. ("Graduates | Tesco Careers", 2017)





	 Although these tactics increase motivation, some could be adjusted, for example; the colleague discount could be too low thus meaning Tesco potentially losing money due to lack of sales because Tesco employees would shop somewhere else if it didn’t benefit them. Alternatively, Tesco could in future increase the amount of discount an employee is entitled to but still maintain an advantage against the discounter supermarkets such as Aldi. Matthew Barnes, Aldi’s chief executive for the UK and Ireland states in an interview with The Independent newspaper; “We continue to invest in price reductions to shield our customers from inflation and ensure that they pay the lowest grocery prices in the UK.” Which conveys that Aldi entice more customers due to their low prices. (Cox, 2017) Evidence for this could be found in such articles as The Guardian who state "The performance of Tesco contrasts with the rise of Aldi and Lidl, whose sales surged by 35.9% and 22.7% respectively." (Farrell, 2014) Although these methods are assumed to raise motivation, Tesco only have an above average review score of 3.5/5 on glassdoor.com. ("Tesco Reviews", 2017)



("Tesco Reviews", 2017)

Tesco and democratic approach

	Tesco incorporates the democratic approach by allowing employees to participate in private and confidential survey called “what matters to you”. The “what matters to you” allows employees to give feedback regarding changes Tesco have made or are pending, this may change the outcome of decision made by management if the majority of employees appeal. This may help improve the working experience for employees. ("What Matters To You? - our new colleague survey", 2017)



Perception and communication

Perceptual Errors

	Tesco is accountable for making perceptual errors such as ‘The Recency Effect’ which is to assume someone will do a job well by analysing their most recent work. Evidence of this would be hiring Carl Rogber, former chief finance director of Tesco 2013-2017 because he was successful in his job as a financial officer for ‘Education First.’ However Rogber would not be the ideal candidate as he committed accounting fraud that overestimated Tesco’s income by £250,000,000 in result causing a “financial black-hole.”
(Croft, 2017) (Stephanie L, 2015) (ROBINSON, 2017)
Physiological Contract
	A Physiological Contract defines as “an unwritten set of expectations,” for example: The better you perform at work may result in the better you will be rewarded or praised which results in higher job satisfaction this can be referred to regarding many jobs and not just Tesco. ("What is a Psychological Contract?", 2017)
Cultural
	The UK is regarded “masculine” in nature according to Hofstede which means the UK is a “I/we” that conveys as less caring towards others and less co-operative than those who are “Feminine” countries such as Scandinavia. This could result in conflict due to verbal carelessness. In ‘figure 2’ provided below it is shown the UK is one of the most individualist countries. This may influence an employee’s personality test, how loyal a worker is and could determine how Tesco is run in the UK compared to other countries. (Salacuse, 2005)
[image: ]


"Country Comparison - Hofstede Insights", 2017)


	Organisational context In Tesco

Environment
	To maintain a positive work-environment, management devise a pre-interview psychometric test to help decide whether or not a potential employee is an ideal candidate for work. Tesco’s ideal shop-floor manager would be “experienced with strong customer focus to lead and motivate their team.” ("Tesco-Carrers Duty Pharmacy Manager", 2017)  However the ideal candidate for customer assistant would have “great communication skills and the ability to work well in a team.”("Customer Assistant Tesco-Careers", 2017)  
Communication
	Management in Tesco emphasised the word “team” and works closely with employees who are lesser in the hierarchy of authority to improve success and efficiency. This is assumed to allow better monitoring and relations between management and employee (Refer to Hierarchy of authority in Tesco stores graph.) A lack of communication within a workplace can result in conflict, misinterpretation and mistakes. (Root III, 2017) ("Tesco-Carrers Duty Pharmacy Manager", 2017)
Stress and conflict
Conflict in a workplace can be caused by many variables such as;
· Misinterpretation and miscommunication
· Lack of equality and equal opportunities
· Bullying and discrimination
· Disputes
	Management of Tesco prevent and rectify these conflicts by training management to deal with such circumstances if they arise, another method Tesco utilise is by allowing a Union representative to work closely with employees to offer a more security from such conflicts. ("Acas advice: Disputes and conflict | Acas", 2017)  ("USDAW - What we stand for", 2017)
	USDAW (Union representatives of Tesco) state that they offer help to employees who suffer from work-related stress as it is taken very seriously in a Tesco work place for being linked to serious mental-health issues, low morale and less efficiency. Some of the variables that contribute to stress are;
· Job insecurity
· Heavy workload
· Conflict
· Insufficient skills for the job ("USDAW - Mental Health", 2017)
Conclusion
	Tesco uses The Contingency approach which means managers target the needs of a situation and act upon them. This means not just one approach is effective but instead utilise a mix of approaches such as; Democratic, Neo-human relations, Scientific and Bureaucratic. The main contributor is Neo-human relations because many of the theories link with Tesco’s management approaches, for example; Maslow’s Hierarchy of needs. This essay has emphasised that a variety of approaches are used to suit each specialised role. The contingency approach is used to help adapt and complete tasks within the business effectively. The limitations to this approach would concern its complexity, as management changing an employee’s behavioural approach would take much planning regarding certain situational variables to prevent undesirable outcomes from a negative situation. Tesco could incorporate more scientific attributes to their strategy regarding the shop floor with tactics such as; increasing the size of barcodes and setting strict but achievable deadlines for stock replenishment and checkout staff to finish tasks which will result in an improvement of efficiency. Evidence for this would be the success of stores such as Aldi and Lidl who use these methods whilst maintaining a 3.3/5 and 3.2/5 job satisfaction score on glassdoor.com.
 (Davenport, Leibold & Voelpel, 2007) (chand, 2017) (Preston, 2017) (Moloney, 2007) (Glassdoor, 2017, Aldi Reviews) (Glassdoor, 2017, Lidl Review)
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As voted by you: Colleague of the Year - Linda Owens (Team Leader, Carrickfergus
Castle Extra). Despite being diagnosed with breast cancer twice, Linda showed incredible
spirit coming to work during treatment. She delivered fantastic service, all without Iosing
her positive attituce and smile

Store Team of the Year - Saxmundham Superstore. Delivering great customer service,
is the norm for this team, and everyone helps each ather, no matter their role, department
orlevel. With dificult Sunday delivery restrictions they are passionate abolt getting the jab
done, and atways go the extra mile for customers

Distribution Team of the Year — Reading. The vibe that holds 1,200 Tesco colleagues
and 1,000 third party colleagues together within a family enviranment is what makes this
Distribution Centre unique. Team Reacing has broken operational recards, creating an
excellent poal of Options talent and strives ta be the best for colleagues, customers and
cammunities

Grocery Home Shopping Team of the Year - Etith. This team of 11 designed and
delivered a‘ane of a kind Industry-leading fulfilment centre in Erith. Teams from across
operations and the ofice worked tagether to make Erith a huge success, tackiing obstacles
with enthusiasm, resilience and drive

Office Team of the Year - The Eat Happy Project team . Helping children to understand
the Importance of faod and where it comes from as well as tackiing ohesity is no easy task
BUt this small project team planned!, researched and launched the Tesco Eat Happy Project
in just three months!

Manager of the Year - Darren Swain (Store Manager, Elimers End) Superstore)
Colleagues at the Elmers End store are more like a family thanks to Darren's leadership
When Darren's daughter was diagnosed with cancer, he juggled supparting her with his
cammitments as Stare Manager and his brilliant team in store raised £1,000 for a party
when she is given the al-clear.

We Make What Matters Better, Together - Dotcom Drivers, Coleraine Superstore
The dotcom driving team at Coleraine work hard to deliver a caring and sensitive
approach. Providing a vital service to some members of the community, they play a key
role in Ioking out for the care and welloeing of customers. The team delivers trays of
positivity, helpfulness and care at every door they knock on.
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