TESCO MANAGEMENT STYLES AND SHIT
Introduction
 I am going to start by giving a brief history of the origin of Tesco PLC. It was started in the 1920s in East London by Jack Cohen who had just left the Royal Flying Corporation. He used his demob money to purchase the first day’s stock. From this humble start, the business expanded until there was over 500 new Tesco stores opening in the UK by the 1950s.
The first UK ‘superstore’ of 40,000 sq. feet was in Crawley, West Sussex in 1968 (Tesco PLC, history, (2017).
The first Metro store opened in 1992 in Convent Garden with a product range designed for people in a rush with lunch items and convenience foods. The first international expansion was to Hungary in the 1950s and then other Eastern European countries such as Slovakia There are now 6,809 stores worldwide, employing 460,000 workers so the business has expanded rapidly from Jack Willis’ initial investment ("Our businesses", 2017).

APPROACH TO STRADEGY:

SWOT; Analysis of Tesco PLC

Strengths; 
Tesco is the biggest grocery retailer in the United Kingdom with a market share of 27.9%  (Dudovskiy, J. (2016). One of the main advantages Tesco has within the market is its diverse product range selling electronics, phone contracts, insurance and of course groceries. It also has a choice of platforms for customers to buy from with 1,750 click and collect outlets where shoppers order online and then pick up their baskets in store. Dot com is the Tesco delivery service taking shopping to your door. Tesco Direct, the company’s online platform helps to give a further range to non-food categories (Advantage.marketline.com.ezproxy.uwtsd.ac.uk. (2017). 
Another one of its strengths is the amount of property it owns with 7817 stores worldwide. Tesco owns 53% of these stores which saves on rental costs and drives their overall value upwards (Dudovskiy, J. (2016).

Weaknesses; 
In 2015 Tesco actually had a statutory loss of £6.4 billion and their pretax profits have been decreasing year after year. They had a sudden drop in profit from 2013-2014/15 which was down to large holes in their accounts (Dudovskiy, J. (2016). This hit the British news further affecting their reputation with consumers (Butler, S., & Farrell, S. (2015).
Tesco has also been put under pressure by budget supermarkets such as Aldis who sell their own keenly priced brands with a no frills approach. People are attracted to these supermarkets when money is tight and there is economic uncertainty for example during the recent recession or Brexit.
Tesco has come in for criticism over the price it gives to farmers for products such milk or lamb. It has been perceived by the public as exploiting the small producers of food.
The company has also had to recall a number of products, in 2017 they withdrew a product which accidently contained nuts with no warnings which could have had a devastating impact on anyone with a nut allergy. One of the most memorable scandals in recent times was a lasagna which was independently tested and proven to contain horse meat (Levitt, 2017). These errors do not inspire consumer confidence within the company and can be enough to put consumers off permanently.  (Advantage.marketline.com.ezproxy.uwtsd.ac.uk. (2017).


Opportunity; 
Tesco is tapping into the huge and growing market of online sales. The online market has grown in the UK with a yearly increase of 12.5% since 2011, taking its slice of the market up to a staggering $63billion. It is no wonder consumers are choosing to buy goods online with cheaper prices available and the convenience of shopping at home.
Tesco have fully utilised their online presence with their e-commerce sales channel, Dot Com (as mentioned in Strengths) and Tesco Direct which sells the non-food product range. 
They have the opportunity to expand further within the Indian market with deals to join with the TATA group. If these go ahead it will leave Tesco in a good position to expand to a much bigger market and one that is not currently as competitive as the UK (Dudovskiy, J. (2016). 

Threats; 
Shoplifting is a problem for retailers in the UK as in 2016 there was £650 million lost in revenue (Advantage.marketline.com.ezproxy.uwtsd.ac.uk. (2017). As a result, Tesco has had to increase spending on security to try to combat the losses. This in turn raises prices for the company and the consumers making it even more of a challenge to stay competitive with rivals. 
[bookmark: _GoBack]Another threat is the rising costs of labour in Britain which is essential to the success of Tescos trade. In the last 10 years the minimum wage has risen from £6.08 for over 21s to £7.20 in 2016 with signs of it about to rise again. Although this does not seem a huge rise, when they employ 335 thousand employees in the UK and Ireland this can have a significant impact on profit margins ("Our businesses", 2017).  
Tesco is facing competition from other supermarkets and even companies like Amazon who also sell non-food products such as electricals and books. Some of its biggest competitors in the field are Sainsbury and ASDA who sell a similar range of products with similar prices. Although Tesco has some competitive edges on its rivals such as the strong online presence it lags behind in areas such as development of smaller (metro) stores and sales of non-food products. 

Source; (Advantage.marketline.com.ezproxy.uwtsd.ac.uk. (2017).


PESTEL; 
Political:  Tesco operates in a number of different countries and therefore has to abide by local laws and understand the culture and buying patterns of diverse countries. Governments frequently want businesses to employ the local workforce and create jobs within the market. Tesco does this and therefore diversifies its work force.
Another political factor that is already having an effect on the prices of imports is Britain’s decision to leave the European Union.This will affect Tesco like many other businesses in many different ways, as the pound drops and imports within the EU become more expensive we can expect this to hit the consumers too. It also creates a level of unpredictability for the grocery market in the future (Williams-Grut, O. (2017).  

Economical: Tesco gains a majority of its sales internally within the UK (30%) so although it is expanding internationally it is key that it keeps its position within its home client base (Williams-Grut, O. (2017). Also after the recession hit Britain and as inflation rates rise with wages staying the same it has had to promote its Tesco Value range to cater to this changing market. What Tesco is finding though is that they are losing customers to more discounted grocer like Aldi and Lidl were Tesco cannot compete on price (Peston, R (2017). It has reported that sales are actually down this year by 1.5%. Philip Clarke, Tesco's chief executive, says: "Continuing pressures on UK household finances have made the grocery market more challenging for everyone since the summer and our third quarter performance reflects this." – (Peston, R (2017).

Social Factors: As consumers in the UK and worldwide have changed their views on unhealthy food and are more interested in the source of the food they eat .Tesco has increased the amount of organic and Fairtrade options within the stores. There is a greater number of people who are vegan or gluten free and Tesco now stocks a range of specialist foods ("Tesco launches brand new healthy food range for people ‘on the go'", 2017). 
Also as a result of advances in medical science our population is living longer so Tesco must cater for this demand. They have done so by supplying a service that delivers shopping door to door which works perfectly for the elderly or anyone with mobility issues (Willetts, D. 2017). Tesco have also donated 15 million meals to disadvantaged people through their Neighborhood Food Collection scheme (Tescoplc.com (2017). 


Technological Factors: Tesco has had to adapt to an ever-changing technological world where customers want the easiest and quickest ways of shopping. They adopted self-service checkouts in most stores which not only provides quick service but cuts staff costs. Also, they now use ‘Dot Com’ which is an online shopping service where the food you order is delivered to your door at a click of a mouse. 
They have also taken more cutting-edge technologies into their store introducing new RFID barcodes which more accurately log products leaving and entering the store. This helps Tesco with inventory, . Tesco have also recently brought in a phone app designed to help staff see their shifts, manage overtime, request holidays and see how much they are paid (Tesco PLC People. (2017). 

Environment Factor:  Tesco has set itself the target of reducing emissions by 7% by 2020 and then a further 35% by 2030 (Reducing our impact on the environment. (2017). Tesco claims to be working with suppliers to further reduce field emissions of products grown to be in store. They also have pledged to achieve zero deforestation by 2020. This means they will have to take into account there use of palm oil which is one of the leading drivers of deforestation globally. 
In Thailand, they have invested 3.1million on improving power efficiency, relying less on fossil fuels and creating less greenhouse gases.  

Legal Factors: Tesco must abide to the legislation of the country that it is operating within for example in the UK the Food Retailing Commission (FRC) in 2004 suggested a Code of Practice. This act meant changes to how reductions could be put into place and how payments to suppliers were held (Financial Reporting Council - Code of Ethics. (2017). Another example is in 2011 the UK government passed a ‘fat tax’ law, increasing tax on unhealthy food so Tesco had to respond by reducing the number of products deemed unhealthy and expanding on their health food range ("UK could introduce 'fat tax', says David Cameron", 2011)


Approaches to Organisation and Management:

Tesco runs in a bureaucratic system where there is a clear hierarchy of roles. At the top of the pyramid there is CEO Dave Lewis for Tesco who has authority over area managers, then the store managers until you reach the bottom of the pyramid with shop assistants (Mullins, L 2007). A feature of the bureaucratic approach is having strict rules by which the employees need to comply. This helps set a consistent standard through their stores which helps consumers know exactly what to expect when walking into any of their stores across the country (Cole, G., and Kelly, P., (2011). 

Classical approach to management uses strict rules and scientific approaches to make sure job are done with the upmost efficiency. Originally modeled by Fredrick Taylor in 1856 (Mullins, L 2007). This approach has a ‘best way’ mentality where a job is researched and then given the most efficient way of being done. It also gives strict role delegation where every worker knows exactly where they fit into the production line. This when correctly carried out assures that workers are efficient and increases productivity in the work place. This method is often critiqued for not taking the individuality of staff into account with little thought for morale and motivation. Often employees do not take well to such robotic methods of carrying out task and feel their personal skill sets are not being fully utilized (Bloski, W., Cook, C., and Hunsaker, P (2007). 
Tesco does use elements of the Classical approaches in places like the checkout with strict rules on what exactly should be done. Also, staff like in the fruit and veg department are given time restrictions at which they are expected to complete tasks in a certain fashion in a set time. These approaches are used more in the lower sector of the hierarchical chain because the workers tend to be concentrating on a specific job unlike say a team leader who also needs to manage staff.  

Human relations approach on the other hand takes individual differences and social needs into account. Human relations approach is not fixated on just profits and productivity but instead on the social needs and behavior of staff. This approach deals with the informal organization ie the way colleagues interact with each other and understanding that not all employees work best in the same conditions. Proper consideration of these methods can lead to utilization of individuals skill sets, increased staff happiness which then in turn creates less of an employee turnover, less sick days and improved company commitment (Cole, G., & Kelly, P. (2011).
‘Management structures solve nothing if they don’t take the facts of human nature into proper consideration’ - (Mullins, L., (2007).
Tesco does use certain human relations tools one of these is 360 feedback which they put into place to encourage employees to voice their opinions on operation. Also having small teams who often work together encourages positive informal organization. Training is given to all staff and a chance of promotion throughout the company is encouraged.

Systems approach is a combination of both Human Relations and Classical approaches. The systems approach takes into account the people, the organisational structure, the efficiency, environmental factors and even the technology used as a whole picture (Cole, G., & Kelly, P. (2011).   
Tesco hypothetically uses the systems approach. It has many sub systems within it that need different management styles used accordingly. The management style in say the accounting department of Tesco would run completely differently to say the shop floor systems. Systems approach is about looking at the company as whole and communication between these different systems. Even Tesco collecting statistics as a whole company implies that these sub systems are being looked at as a whole as well as individually.
 
Contingency approach suggests that there is no one best way of management instead the approaches must be fluid to the situation. It is a combination of all the above approaches and makes management adjust accordingly to the situation at hand (Mullins, L., (2007). 



There are many different roles within Tescos infrastructure from supply chain managers, marketing, finance and store operations. Each having its own defined tasks, expertise and differentiated management styles to do so. Tesco tries to promote management and leadership techniques throughout the company at all levels to create an efficient and happier workforce. There is a difference between managers and leaders but often there is an overlap in skill sets and truly successful managers will use leadership techniques 
Managers set company objectives and organise their staff and resources to make sure quotas are met. Task delegation to the appropriate person is one of the key duties of managers. Leadership on the other hand is about inspiring and motivating the people (LLP, B. (2017). Styles of leadership depend on the personalities as well as the task at hand. Team leaders will set objectives but allow team members to have input which should boost team morale and utilise individual skill sets. 
Different managers use various techniques to carry out functions. Tannenbaum and Schmidt categorize styles into autocratic, democratic and laissez-faire (Tannenbaum, R & Schmidt, W., (1973). Autocratic management is telling the staff directly what to do with little opportunity for feedback. This method can work well if the task set is rigid or if there is a matter of urgency where team communication may slow the completion down but it can leave team members feeling underappreciated and unlisted too. Democratic management style leaves time for discussion and encourages group feedback. This can be a useful technique as it improves staff engagement and promotes individual opinions. Laissez-faire is at the complete opposite side of the spectrum to autocratic. Using this approach might mean that management leave their team with a large amount of input and decision making on the task working to just broad outlines set by management. 
Hypothetically Tesco mangers would use a mix of these managerial approaches depending on the task at hand, the teams experience and the urgency of completion. Say an area manager would maybe use a more laissez-faire approach when delegating a task to a store manager as with his experience you would expect him to be able to make informed decisions. Where as a team leader would likely use an autocratic approach on a new member of staff who have little experience. 
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