



Executive summary 
This report was commissioned to explore the employee voice in the context of Tesco plc – an International retailer and the largest employer in the UK, with reference to the literature. The literature suggests that the employee voice is a relatively new concept despite its presence being centuries old. The trend of the employee voice can have both positive and negative effects on an individual or a business. The research draws particular attention to trade union membership, inclusive social groups within Tesco and differing managerial styles that can impact on the employee voice. The report considers Tesco’s position with the employee voice, however, much of the research comes from external research to apply it to the workforce at Tesco. A PESTLE analysis was complete, due to the word count, only two points were elaborated on. Current trends effecting the employee voice has also been included. The report concludes that the employee voice is a hot topic within businesses at present, with companies including Tesco seeking the ideas and input from their workforces. However, the feedback that companies receive from their employees is not always considered. Recommendations have been included specifically for Tesco and what the business can do by becoming a best practice organisation for the employee voice. 
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Introduction 


Tesco is the largest employer in the UK, employing over 440, 000 people globally (Jones & Comfort, 2018). Employee relations is a key focus to Tesco as it focuses on both individual and collective voices within the workplace; establishing a network of trust, knowledge and engagement (Brewster, et al., 2019).  
Over the decade it has become increasingly important for Tesco to listen to the employee voice; ensuring better ways of working whilst maintaining and improving engagement levels throughout the business (Journée & Weber, 2017). Recently, due to failing public trust in Tesco through an accounting scandal and loss of custom to the discounters, the company has reached out to various different voices to help turn the business around (Stern & Cooper, 2017).  Tesco encourages employees to join the trade union, USDAW, however many employees consider themselves as just a payroll number and their voices unheard (Itzchakov & Kluger, 2017).
The ‘verb’ for voice is to express (something) in words (Chen & McDonnell, 2019). In recent decades there has been a growing notion of employee voice from both the employer and the employee (Kwon & Farndale, 2018). Listening to the employee voice enhances organisational performance whilst improving employee representation – developing a culture that sustains trust throughout the employee lifecycle (Hsiung & Tsai, 2017). 
A Forbes 2019 article on employee engagement highlighted statistics relating to the employee voice:
 (Forbes, 2019)

This report focuses on the ways’ employees can find their voice; not only in the power of a collective voice but in the strength of am individual voice. The next section will focus on the literature surrounding the employee voice and the different empowering ways a voice can be heard in the context of food retailing giant Tesco plc. The literature review will specifically discuss:
· Participative management
· Trade union representation
· LGBT voice
· Whistleblowing
· Profit sharing opportunities
· PESTLE analysis discussing social and technology impacts on employee voice. 
· Current trends 
· Towers Watson – Best practice 


Literature review 

[bookmark: _Toc6413399]The creation of conversation 

Although the idea of employee voice predates back to over two centuries ago, people reading scholarly employee voice literature can easily conclude that the topic hardly existed before Albert Hirschman (1970) wrote, Exit, Voice and loyalty. His book is repeatedly cited within the field as no one before him had given employee voice much consideration (John, 2017). The term ‘voice’ when entered in a Google search can be revealed in milliseconds, however, it presents a serious case of historical myopia (Lin, et al., 2018; Kumar & Swetha, 2011). Credit is given to Hirschman for developing a formal theory of employee voice, albeit limited to employees within roles as consumers in product markets. Consequently, Freeman and Medoff (1984) also warrant credit for underpinning Hirschman’s theoretical ideas and applying them to employees in labour markets. Political impacts have also impacted the employee voice.
[bookmark: _Toc6413400]Political control of the voice 

The 1970’s saw trade union membership thriving, with over half of the British workforce with membership (Ebbinghaus & Visser, 1999). The Thatcher assault on trade unions in the 1980/90s saw her Conservative government seeing them as an obstacle for economic growth (Mcllroy, et al., 2018; Booth & Melling, 2017). Although the decline in union membership constricted the employee voice, by the end of her premiership it saw the millions of working days that were lost through strike action, fractioned (Vinen, 2019; Dorey, 2016). Prior to Thatcher’s tender as prime minister, leaders of Labour governments such as Wilson and Callaghan advocated trade union membership; allowing the workforce masses to share their collective voice for better working conditions, pay and workplace rights (Manning, 2019; Lyddon, 2017). History shows that the vision of party leaders can have a direct impact on people’s ability to speak up in the workplace. 

[bookmark: _Toc6413401]Success of the voice 

The lack of employee communication is often a barrier for change, engagement, problem solving and representation (Walden, et al., 2017). The employee voice is a powerful instrument for influencing matters that affect their work and the overall culture in the workplace (Holland, et al., 2017). Employee voice is important to the employer as it effectively contributes to positive changes to organisational improvements, productivity and innovation (Oeji, et al., 2017; Rasheed, et al., 2017). For employees, it can significantly improve development opportunities, greater influence and increased job satisfaction (Alfayad & Arif, 2017). Within the employment structure of Tesco there is three identified types of employee voice. 
[bookmark: _Toc6413402]Types of employee voice within Tesco job roles 

Tesco is an International employer with diverse teams across continents, with a range of different voices. Three types of employee voice can be identified and applied to different people working within Tesco teams (McCabe, 2019): 
[bookmark: _Toc6413403]Ombudsman 

The ombudsman acts as a channel for the employee voice (McCabe, 2019; Yee, et al., 2018; McCabe, 2017). Similar to the confidant, the ombudsman takes note of any injustice within the workplace and offers solutions to the issue; having a significant amount of knowledge about Tesco to solution-based outcomes for the employee. The ombudsman is identified as long serving employees at Tesco and have a great knowledge around frontline issues; seen as the voice for ‘voiceless’ employees.  
[bookmark: _Toc6413404]Mediator
 
Again, the mediator is the channel for employee voice (Jada & Mukhopadhyay, 2019; Zhou, et al., 2017). Their role is to understand an argument from both parties and support in reconciling and resolving the issue. Mediators usually possess persuasive traits, providing solutions to an issue as they are not the decision makers (Lee, et al., 2017). Mediators are seen as union representatives within Tesco.  
[bookmark: _Toc6413405]Arbitrator

Arbitrators are managers at Tesco and are the preceding step in grievances procedures (McCabe, 2019; Latif & Arif, 2018). The arbitrator voice must follow the company’s policies and procedures that are governed by contractual agreements and employee handbooks. This style of voice is bureaucratic and formalised with decisions made through anxiety and tension as appose to creativity and free thinking.  
The ombudsman, mediator and arbitrator roles are usually assigned by default within the Tesco workforce; advocating the employee voice, benefiting the individual and organisation. 
[bookmark: _Toc6413406]Benefits and success factors for high performance workplaces

Allowing employees to speak up and develop their voice is usually the culture of high-performance workplaces (Chamberlin, et al., 2018; Laroche & Salesina, 2017). High performance workplaces, such as Tesco, enhances development skills and knowledge, leading to an increasingly knowledge based economy and high value enterprise (Laroche & Salesina, 2017; Shin & Konrad, 2017). Tesco utilises their people to create innovative products whilst focussing on customer service. However, employee empowerment and staff morale are often low as pressure, fatigue and exhaustion is apparent in the grocery sector (Ceschi, et al., 2017; Merrilees, et al., 2017). Nonetheless, Tesco endeavours to value diversity, fosters collaboration, sets clear goals whilst offering open communication channels to their teams. Encouraging the employee voice can lead to an array of benefits for Tesco. 
Utilising skills and knowledge develop higher productivity whilst placing value in people encourages greater employee contribution (Li, et al., 2017). The perception of Tesco becomes more reputable, making recruitment and retention easier (Holland, et al., 2017). Co-operation between the employee and employer is built on a foundation of independence, thus conflict is significantly reduced (Ogbonnaya, et al., 2017; Stirpe & Zarraga-Oberty, 2017). When employees have more influence over their work, they will feel a higher level of job satisfaction, have opportunities to develop extra skills and will feel more secured in their job role as a result of ‘voice initiatives’. However, many employees choose to stay silent.
[bookmark: _Toc6413407]The voice by-stander effect

The employee voice can come under threat by the ‘voice by-stander effect’ (Hussain, et al., 2018). Many employees at Tesco remain submissively silent rather than speak to managers about work-related issues and ideas. Voice is prone to by-stander effects (Hussain, et al., 2017). The more information is shared amongst employees; the less responsibility individual colleagues feel to challenge important issues with managers. It is important that managers develop quality relationships with their team members for them to gain adequate access to voice up the hierarchy (Ellis, et al., 2017). The management culture within Tesco is important to consider to ensure the benefits of the employee voice is maximised and heard. 
[bookmark: _Toc6413408]Participative management 

For employee voice to be understood, employers must first understand participative management (Donaghey, et al.,2019; Hu & Jiang, 2018). Participative management focuses on increasing lower level employee empowerment through direct participation and team building exercises; directly involving such employees in the overall decision making within the organisation (Rasheed, et al., 2017). Employee empowerment is not usually considered as relevant; however, it has been positively correlated with creativity, innovation, flexibility and better customer service (Hughes, et al.,2018; Javed, et al., 2017). The managerial style flattens hierarchical structure by empowering individuals and teams to use their own autonomous voice in direct decision making. 
Employee participation is a key component to the employee voice (Brewster, et al., 2019; Holland, et al., 2017). Participative management programs vary from each organisation; the recurring theme is that employees possess the required skills, abilities, interest and knowledge to participate in voicing their thoughts on future developments within business (Park, et al., 2016). The style contradicts traditional theory of only top hierarchical figures possessing the knowledge and power to make decisions; lower level employees spend much of their adult life at an employing organisation thus their work can define the individual and equip them to make informed decisions. 
Despite participative management empowering employee voice, increasing productivity and motivation it can also slow decision making down through increased participation (Xu, 2017; Buengeler, et al., 2016). Input and feedback are also increased which takes time to verify its accuracy further slowing down the process. There is also a threat to security as many people start to know lots of facts and information; which may transform into critical information in the later stages. Thus, there is a greater apprehension of information being leaked out, further supressing the employee voice (Lovrich Jr, 2015).   
Tesco uses a directive style of leadership ensuring managers follows the direction of the organisation, whilst focussing on the concern for tasks (Bell, Et al., 2018; Islam, et al., 2018). This rigid approach does not allow employees to have a voice in decision making. A directive style increases team efficiency but does not pursue creative avenues (Li, et al., 2018). 
[bookmark: _Toc6413409]Trade union representation 

Trade unions are organisations where members are employees from a particular trade, industry or company and created for the purpose of enhancing employee voice (Wood, 2017). Trade unions look after employee interests by:
· Negotiating better pay 
· Ensuring health and safety law is complied with in the workplace
· Communicating changes that effect employees
· Representing employees during grievance and disciplinary procedures
· Voicing employee concern 
Trade union representation, in public policy terms, allows society to become more sympathetic to trade unions with the support of legal regulations and the notion of employee rights (Lewis & Vandekerckhove, 2018; Simms, 2017). Trade unions allow singular voices to be heard collectively, to enhance the right of every employees work-related situation. 
There has been a decline in trade union membership in the UK due to the rise of alternative workplace representation (social media) and individual voice, coupled with employment law regulations, management practices and the backlash of Thatcherism (Bryson, et al., 2019; Crouch, 2017). Declining numbers decreases the collective bargaining power that unions have when voicing employee opinion. 
Employee mistrust in trade unions corresponds with the declining trust that people have with British political and economic institutions; much like Brexit where a majority of people voted to leave (Ibsen & Tapia, 2017; Meyer, 2017). However, there is still uncertainty of Britain’s departure of the EU which undermines the ‘will of the people’ (Yeo & Green, 2017). Mistrust has stemmed from the prevalent inequality within society (Bailey, 2017; Taylor, 2017). Inequality has always been apparent, where people’s individual values have no voice, even in their masses; creating a culture that strength does not lie in numbers, thus union membership is irrelevant to them (Islam, et al., 2018).    
Tesco has a long-standing relationship with USDAW based on mutual respect, trust, transparency and shared values (Tesco, 2019). The principles of the partnership are formed through employee engagement, shared problem solving, improving staff working conditions and enhancing the employee voice (Evans, et al., 2017). Tesco has developed an open, constructive dialogue between themselves and worker representatives; enabling Tesco to understand employment related issues and finding ways to resolve them using employee input (Sellers, 2017).
[bookmark: _Toc6413410]Tesco plc Inclusion policy -The unheard LGBT voice 

Tesco’s inclusion policy commits itself to celebrating individual difference by embracing and valuing minority groups (Tesco, 2019). Building an inclusive culture is a key action to its ‘Little Helps’ strategy (Tesco, 2017). Tesco has a number of UK colleague networks including LGBT, women, disability, BME and armed forced. Group members feel that their individual voice is lost amongst a majority society, however, together they exude a louder employee voice (Oc, et al., 2019; Jones, 2017). Tesco is committed to support the standard set out by the United Nations for the rights of LGBT people within the business (Bross, et al., 2018). Although LGBT people are protected from discrimination within the workplace, statistics show that over a third of LGBT staff (35%) hide their sexual identity for fear of prejudicial views; significantly impacting on their authentic voice (Stonewall, 2018). There are three reasons that LGBT people at Tesco may silence their voice:
[bookmark: _Toc6413411]Protection  

Many LGBT people do not exercise their voice mechanisms to protect themselves from challenges of professed concepts of ‘normal’ gender identities (McFadden & Crowley-Henry, 2018; McNulty, et al., 2018). LGBT people often evade using their voice to avoid overt physical and verbal discrimination from their peers, managers and a wider audience.
[bookmark: _Toc6413412]Transgender voice can be subsumed by the wider LGBT spectrum  

Tesco, like the majority of organisations, uses the anacronym of LGBT when referring to the Lesbian, Gay, Bi-sexual and Transgender community (Murray, 2018). In the fight for equal rights many have protested to ‘lump the T with the LGB’ as it gives a greater strength in numbers to promote rights and societal recognition (Grainger & Cagle, 2017; Schulman & Erickson-Schroth, 2017). However, sexual orientation and gender identity are entirely different (Roselli, 2018). Additionally, the LGB community could be over three times larger – which may explain organisational effort to support the LGB community is more widespread (Boyer & Galupo, 2018). Tesco’s LGBT group ‘Out at Tesco’ allows this minority community to have a voice, however, giving an individual voice to transgender people would show more empowerment over their values and needs at work (Alexandra Beauregard, et al., 2018). 
[bookmark: _Toc6413413]More noise than clarity  

Multiple, diverse voices in the workplace at Tesco can be challenging (Hatipoglu & Inelmen, 2018; Trittin & Schoeneborn, 2017). Different identities and sexual orientations require different representative voices; co-ordinating these voices currently into a cohesive message can be challenging. Thus, it is essential that Tesco recognises the divergent needs from different societal groups to understand anyone identifying under the umbrella of LGBT and their needs. 
Even though many people struggle to use their voice to speak up, many others feel that obliged too. 
[bookmark: _Toc6413414]Whistleblowing – ‘Speak up’ Culture

When an individual ‘blows the whistle’ they disclose information relating to suspected wrongdoing or dangers within the workplace (Culiberg & Mihelič, 2017). Workplace whistleblowing concerns relate to the conduct of employees, regardless of their position and has created a ‘speak up’ culture (CIPD, 2019; Kyu Wang, et al., 2018). Employees are protected in certain instances by the Public Interest Disclosure Act 1998; if employees choose to whistle blow and get dismissed, they can bring an unfair dismissal claim to a tribunal (ACAS, 2019). However, in 2015, an EAT found the case of Lodge (an Australian citizen, working for a UK based company) vs Choice in Dying Sheds (UK based company) was not protected for whistleblowing, concluding that her connection with the UK was not strong enough to be covered under UK employment legislation. Although whistle-blowing legally protects UK based employees whilst exposing unethical behaviour, it can also diminish career prospects if the case is publicised and can cause personal implications (Kenny, 2019). 
[bookmark: _Toc6413415]Dual-processing model of moral whistle-blowing 

Watts and Buckley (2015) explored a dual-processing model to explore moral whistleblowing in organisations. The type of whistleblowing is unique as employees see themselves as moral agents who are primarily motivated by seeking justice for wrongdoings in the workplace (McIntosh, et al., 2017). It further elaborates how moral intuition and deliberate reasoning processes interact to influence moral behaviour (Watts & Buckley, 2017). The idea of a dual-purpose model ignores that rational motives for whistleblowing exist and extends the notion that intuitive and deliberate processes are in place to profile the behaviours and reasons to whistleblowing.   
[bookmark: _Toc6413416]Whistle-blowing – Tesco plc accounting scandal  

Back in 2014, Tesco hit the headlines with an accounting scandal, overstating its first-half profits by £263m. The investigation was triggered by a single whistle blower who felt they had a moral duty to report the scandal. Although the scandal would have eventually come to light, the whistleblowing had a significant impact on Tesco’s reputation, share price and trust (Kukreja & Gupta, 2016).
Tesco’s internal policy, ‘Solving Problems at Work’, offers all staff to report all occasions of malpractice in a confidential wat through the ‘protector line’ (Tesco, 2019). This telephone line allows colleagues to blow the whistle. However, it is reported that many colleagues do not wish to use it due to the repercussions that may follow (Kenny, 2018).    

[bookmark: _Toc6413417]Profit sharing opportunities 

 Many organisations promote employee voice through financial incentives and participation (Lin, et al., 2018; Jones, et al.,2017). A study conducted by Future Workplace 2017 found that 47% of HR professionals were focussing on extrinsically rewarding employees for their contribution. Retention and engagement issues have been high on the HR agenda for some time and offering employee rewards not only encourages retaining and engaging people but also motivates them into feeling valued and finding their voice (Goswami & Goswani, 2018; Maymand, et al., 2017). Employees who are continually engaged and motivated will want to participate more in conversations, collaborating and sharing ideas to make their organisations better to continually receive these rewards. 
Historically, Tesco have awarded their employees with annual shares as a ‘thank you’ for their contributions. However, in 2016 Tesco introduced the ‘turnaround bonus’ to replace the ‘shares in success’ scheme (Tesco, 2019). The scheme focusses on the overall success of the company through 6 steering wheel measures. This was met with reservations as many employees spoke up on how the scheme was unfair to thousands of employees. The bonus is based around the overall performance and does not consider it on an individual basis / or at store level. The employee voice became angry at this time as high performing individuals and stores would get the same bonus as low performers. Many employees also voiced that managers / higher level teams would get a significantly higher bonus than people on the front line in terms of percentage distribution.   
Focusing on financial compensation can have a negative impact on the employee voice, creating negative dialogue within teams (Yao, et al., 2019; Ogbonnaya, et al., 2017). Money is a ‘hygiene factor’ often causing dissatisfaction for people who are lower earners; de-motivating employees when financial incentives are disproportionate (Baskaran, et al., 2018; Velmurugan & Sankar, 2017). Excess money does not bring about comparable levels of happiness. The initial rush is followed by what the employee will spend it on, however financial compensation becomes an expectation that is included in the annual salary (Baddon, et al., 2017). Tesco continues to offer financial benefits through bonus. Motivation theory shows us that financial incentives may lead to narrow mindedness, decreasing creativity and unscrupulous behaviour (Bubeck, et al., 2018). 
[bookmark: _Toc6413418]External factors effecting the employee voice 

The PESTLE analysis has revealed two main external factors that are currently impacting the employee voice (see appendix i):
[bookmark: _Toc6413419]Sociological 

The external environment has had a huge impact on how society has developed a ‘speak up’ culture that has funnelled into the workplace. Influential people and the media The Me-Too movement (#MeToo) spread virally online for a movement against sexual harassment and assault (Freischlag & Faria, 2018). High profile people encouraged entire populations to hashtag about the power of using their voice to give people a sense of the magnitude of the problem that happens in workplaces. Facebook announced that #MeToo was used by over 4.7m users in 12m online posts during the first 24 hours. Although the movement focussed on women speaking out about their experiences, it also gave a voice to men that have experienced similar. Although the power of a movement this size gives courage for people to speak their truth, it may also vilify speaking out about their experiences with many people calling it a vindictive plot against men by feministic views.   

[bookmark: _Toc6413420]Technology 

Every business has a range of online channels in which it uses to communicate with its employee such as the intranet, blogs, email and social networking sites. The CIPD (2013) explored how social media platforms changes the landscape in which the employee voice can be projected. Social media allows people to share authentic dialogue, ideas and issues (Neeley & Leonardi, 2018). Despite this Tesco does not elicit the employee voice through social media and instead uses a more traditional half yearly feedback form. The need to move away from the static employee voice in line with technological advances is essential to evolving the employee voice (Opitz, et al., 2018; Leonardi & Vaast, 2017). 

[bookmark: _Toc6413421]Other key trends influencing employee voice in the workplace 

Key trends in the modern world have impacted on employee’s ability to speak about their working conditions:
Remote working and the rise of the gig economy 
The rise of the gig economy has seen an increasing number of people working from gig to gig on a self-employed, freelance arrangement (Healy, et al., 2017). Remote working allows people to work outside of the company’s infrastructure to work from any location. Although this type of work encourages flexible working, cost savings and health benefits, it can have a large impact on employee voice as their physical presence is often ‘unavailable for comment’ (Bales, et al., 2018). Companies are using digital channels as a solution to this problem through video conferencing, digital forums and webinars that are used for effective communication and feedback. 
Increased workforce diversity 
Workforce diversity represents differences and similarities among employees in terms of their cultural background, age, sexual orientation, physical abilities, gender, religion and race (Oduro, et al., 2019; Cho & Mor Barak, 2017). The moral case for builder fairer, inclusive workforces is undisputable in recognising the diversified employee voice (CIPD, 2018). 
[bookmark: _Toc6413422]Employee voice – Towers Watson
 
Towers Watson released their strategy around the employee voice called ‘Perspectives’. The report was produced to release the voice within employees for sustainable business success. Towers Watson aim to empower, listen and act on employee voice through meaningful surveys to enhance the UK economy. Their research found that only 50% of UK employees feel that significant action is taken as a result to the surveys they have previously completed with only 57% that any survey participation will lead to management action (Watson, 2014). These statistics are worrying as it has a major impact on the economic environment – companies who encourage and value employee voice with transparency are more likely to be financially successful (Kornelakis, 2018; Misati & Walumbwa, 2018). 
Towers Watson also elaborated for employee surveys to be useful, organisations should ensure that employees should be suitably empowered and continually engaged to inform the power of the voice. 
In order for employee surveys to become a powerful instrument in increasing engagement levels for improved performance and ensuring the employee voice is heard, leaders need to create the right environment:
1. Communicate openly and frequently around objectives, priorities, goals and challenges. This creates the context for employees to give reliable, honest feedback, allowing the employee voice to ‘speak’ to the issues concerning the business (Hsieh & Huang, 2018).
2. Responding. Employees should be listened to, rather than just asked for their opinion (Nelson, 2017). Investing in regular feedback sessions to monitor progress of implemented actions will continually keep employees engaged and productive. 
3. Employee involvement on an ongoing basis. Survey results are not just a one-off event (Bakotić & Rogošić, 2017). Employee ownership of the results and involvement is critical. Senior management should initiate dialogue between their employees with the cascade of results to ensure continuous improvement and shared success. 

The next section will conclude the literature review. 














Conclusion

Although employee voice can pre-date from the 1800’s, it is only very recent that the use of employee voices has become more prevalent (John, 2017). Our voices are an essential component to communication, collaboration and knowledge sharing; not only benefiting employees with job satisfaction and creating an identity, it also ensures that organisations, like Tesco, are economically successful (Park, et al., 2016). As Tesco is an international employer it has to understand the many diversified voices that it has within its workforces. Tesco has created social groups for the people who feel minoritised within society for a chance for them to share their voice collectively (Tesco, 2019). However, groups such as these will not significantly impact the business in terms of profitability and idea sharing, however it does allow minority groups to come together and speak amongst their peers. Trade union membership figures are down, through a combination of Thatcherism, singularity and technological advances (Wood, 2017). Although trade unions are not the dominant force they once were, they still advocate on people related issues in the workplace – amplifying the employee voice. Tesco uses a directive approach to their management style on the frontline, leaving little room for employees to express innovation and creativity. Exploring new ways to manage their teams such as participative management approaches can encourage people to become autonomous vessels making decisions, no matter how small (Donaghey, et al., 2019). Towers Watson elaborated the effectiveness of employee surveys (Watson, 2014). Tesco uses surveys to gain feedback from staff, however, it is not utilised effectively as many managers do little to resolve the issues that employees are concerned about.
Recommendations

Recommendations have been made for Tesco plc to implement to encourage a stronger employee voice (for pricing see appendix ii). The recommendations have been created through the literature concerning the voice of the employee.
[bookmark: _Toc6413423] Align the employee voice to the collective voice
 
Tesco has a working relationship with USDAW, the trade union for shop workers. Currently Tesco has union representatives, usually ‘one’ per store. This can prove challenging in getting everyone’s voice heard, with a heavy reliance on trust and for the representative to physically talk to each member of staff. Trade union meetings could be opened up to any member that wants to attend to get their voice heard (Nechanska, et al., 2018). Trade union representatives should also be involved in meaningful discussions on broader topics and act as the collective voice for their teams. Developing a multi-level conceptual framework will align different voice channels to ensure voice safety, diversity and effectiveness. 
[bookmark: _Toc6413424] Engagement champions 

As well as union representatives, Tesco should also implement the ‘engagement champion’ (Besieux, et al., 2018). As Tesco has a mass of different departments, engagement champions will help identify and share ideas of each team. This key role will help link managers with innovative and creative ideas of the employees for each department – ensuring their voices are heard internally.  


[bookmark: _Toc6413425] Employee voice focus groups 

Tesco should seek out a broad network of employees, within available timeframes and resources. The focus groups should not include any direct reports or managers to ensure honest feedback (Alfayad & Arif, 2017). The workshop agenda would be sent out in advance to ensure employees can come prepared with feedback. Peer group feedback can be a powerful tool to engage the voice of employees. 
[bookmark: _Toc6413426] Harnessing different perspectives

Tesco typically considers the views of its customers, external stakeholder community and investors, however the employee voice is often unheard. The development of the business story needs to be seen from every angle. Many issues on the ‘frontline’ often get disregarded as managers are too busy to deal with feedback. Creating a feedback culture that harnesses different perspectives will allow Tesco to create a workforce that feels appreciated and heard (Hu, et al., 2018). This will have a positive impact on economic success as employees will drive better standards, customer service and work ethic. 
[bookmark: _Toc6413427] Innovation Leadership 

Many retail managers have a bureaucratic style of management due to the red tape, rules and procedures that are in place. However, training shop floor managers to inspire and lead innovation will not only see Tesco gain a competitive advantage in the 21st century it will also serve as an antecedent of innovation including knowledge sharing and employee voice. Leaders will focus on managing interactions beyond the confinement of their teams, displaying organisational and employee support and using performance management techniques effectively (Kremer, et al., 2019). This type of leadership can induce co-creation, where lower level employees are responsible for decision making and are accountable for their actions. 
[bookmark: _Toc6413428] The power of social media 

The nature of employee voice is changing. However, Tesco still relies on survey style feedback to hear what employees think. The trajectory of change has placed greater emphasis on individualism and fostering direct communication within workforces (Parry, et al., 2019). Social media is a threat to trade unions, with the CIPD suggesting that by 2020, many organisations will be wholly reliant on their internal social media platforms to give employees their voice. Tesco should open up a social networking scheme that is only available to their staff by signing in with their employee number to enable a hub for innovation, idea sharing and negative feedback. 
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Pricing
	Pricing 
	

	Aligning the employee voice to the collective voice 
Allowing union representatives / employees to join meetings at store level:
50 hours allocation per store per month @ £9 per hour
£450 per store
X12 months 
£5400 annually
(superstore and extra format only – 731 stores)

Time  
	


£3, 947, 000



	Engagement champions (one per store – every format) 
Engagement training per person 

£450   

Time

	


£330, 690

	Employee voice support groups 
50 groups run half yearly nationwide (instore)

Time

50 x £2000 
X2 
 
	

£200, 000

	Harnessing different perspectives 

Diversity training for all managers 

Time spent on PDP

	
£375, 000

	Leadership development training 

Innovation specific  

Time spent on PDP 
	

£325, 000

	Social media development  

Development of software £150, 000

Staff costs and training (20 people) 

Annual salary each £29, 000) - £580, 000 

Training £175, 000 

	




£905, 000

	Total
	£6, 082, 000




Engaged teams 21% greater profitability 


88% of HR leaders think that ongoing feedback provides successful outcomes


People will perform 4.6 times more when they feel their voice is heard 


98% of employees believe that showing empathy is the key to retention 


Disengaged employees costed US companies $550bn
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