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Executive Summary
[bookmark: _Int_oiyg1Et1]     This report examines Tesco's strategies and use different analytical styles. These include Stakeholder analysis, Bowman’s Strategy Clock, and SWOT and PESTLE together to help show strategic approaches and positions. I will also use different theories to analyze Tesco further, including Peter Drucker’s Five Forces and Michael Porter. 

Introduction
Company background
       Tesco was created by Jack Cohen in 1919 (Johnston, 2020), just after he came back from the First World War (Tesco, 2024).  It began as a food stand in the East End of London (Tesco, 2024), as he wanted to make food affordable for everyone (Tesco, 2024). This only made me £1 profit on the first day (Tesco, 2024) and wasn’t named Tesco until 1924 (Tesco, 2024).  The first official store opened in 1929 and began to expand only one year later (Tesco, 2024). Even though people think that self-service is relatively new, it was first used in Tesco in the 1940’s (Tesco, 2024).  As time went on, Tesco continued to grow and even created its brand in 1993 (Tesco, 2024). This is known as ‘Tesco Value’ (Tesco, 2024). They also continued to grow by expanding their stores into central Europe in 1995, went online in 2000, created their clothing brand, Florence and Fred in 2001, and created Tesco Mobile in 2003 (Tesco, 2024).  Tesco is well known for its Clubcard, which reduces prices and gains customers points that they can spend in-store or online, this was relaunched in 2009 (Tesco, 2024).  
         
Objectives of this report
         Due to Tesco being such a successful company, the present study aims to discover what the environment was like internally and externally. To do this, I will be using different analyzing styles: Bowman’s Strategic Clock, Stakeholder analysis, SWOT and PESTEL.  Bowman’s Strategic Clock is a management tool that highlights characteristics of how a company can place its services and product offerings within the market based on the dimension (Bennett, 2023).  It was created by Cliff Bowman and David Faulkner and was developed as an extension of Michael Porter’s Generic Strategies (LinkedIn, 2024). It is based on two different dimensions, price and perceived value (Sridharan, 2021). There are eight basic strategic positions, these are: low price and low value-added, low price, hybrid (Moderate Price/Moderate Differentiation), differentiation, focused differentiation, risky high margins, monopoly pricing, and loss of market share (Sridharan, 2021). The model can be used in many different industries, such as technology, retail, and services (Bridges, 2024).  It can be used to help develop strategies that align with their unique market dynamics (Bridges, 2024).  
[bookmark: _Int_DcWMhQHM][bookmark: _Int_Zg88dnWC]          The author will also be using Stakeholder Analysis to investigate Tesco’s internal and external environment. This allows businesses to find interests and influences towards project methods and any communication needed. It is also a process that involves gathering information about organizations and people, that can affect or possibly change a project  (Tractivity, 2023). This is usually the first step used in a plan that includes future relationships with stakeholders to gain support (Simply Stakeholders, 2024). Many steps can be used to conduct a stakeholder analysis, examples of these are to name all relevant stakeholders, analyze the power and interest levels of stakeholders, understand the needs of stakeholders, and develop a communication plan for stakeholders (Martins, 2024). There is a tool that can also be used to help with analysis that places stakeholders into four sections, this is called the Power/Interest Grid (Hendricks, 2022). These four sections are high power/high interest which need to be managed closely, expectations managed and regularly engaged with (Hendricks, 2022). High power/low interest, which is when their needs must be met, are actively consulted and they must be contacted (Hendricks, 2022). Low power/low interest is when they need to be watched and given information whenever needed (Hendricks, 2022). The last section is low power/high interest, who must be kept informed and their interest supported (Hendricks, 2022). 
           In addition to these, the author will also be using SWOT and PESTLE analysis together, as “they complement each other and create a more comprehensive understanding of a business’s strategic position (Research Optimus, 2022).  Using both analyses together can help them understand their strategic position, create a realistic plan, and decide if a project is practical (Indeed, no date). This is due to SWOT analysis being a tool that organizations and businesses can use to find and evaluate external and internal factors that could affect them (Raeburn, 2024).  Each section looks at various aspects of the company, these are their strengths, weaknesses, opportunities and threats. Organizations using SWOT analysis can help them build their strengths, lessen any of their weaknesses, seize any possible opportunities, be more aware of any possible threats, plan for future growth, and expect any potential scenarios that could happen (Raeburn, 2024). In addition to this, I will be using PESTLE analysis. The subcategories that are looked at for this are Political, Economic, Social, Technological, Legan and Environmental (CIPD, 2024). Using this analysis can help professionals and senior managers make strategic decisions (GoCardless, 2021). It can also help businesses adapt to specific business needs, which is noted by PESTEL analysis (GoCardless, 2021). 

Competitive Strategy/Business Level Strategy
          Tesco’s competitive strategy is “centered around providing the best shopping experience for customers” (Retail Week, 2024). They also listen to their customers to deliver the best shopping experience, alongside working with suppliers to source quality products to meet their customer's needs (Tesco PLC, 2016). There are six things that Tesco aims to do as a business, these include saving to invest, which means being more productive and efficient to offset inflation and to invest in other priorities (Prakash, 2023). They also focus on improving their customers’ experience by providing value through low prices, using the Clubcard program and their new healthcare services (Retail Week, 2024). With online shopping growing and becoming more convenient and accessible, they seek to grow on this (Prakash, 2023). They also aim to grow with the technology of developing AI technology to grow productivity, value for customers, and competitiveness (Retail Week, 2024). Tesco also aims to increase its convenience stores in the next three years (Retail Week, 2023). In 2024 they also launched a new marketplace (Retail Week, 2023). Tesco’s business-level strategy is focused on three things: customers, products, and channels (Tesco, 2018).
          To help businesses and organizations develop a more successful strategy, Henry Mintzberg created the 5 Ps of Strategy in 1987 (Indeed, 2024). Five different approaches would need to be considered, Plan, Ploy, Pattern, Position, and Perspective (Mintzberg, 1987). Tesco’s Plan to achieve its aims is to extend its convenience stores and continue to find the best value for its customers, but without sacrificing the quality of its products. Their Play to outwit their competitors is to lower their prices by using their Clubcard scheme, creating their brands and expanding, for example expanding to healthcare in recent years (Tesco, 2024). Tesco’s Pattern is to respond to the challenges of competitors by constantly lowering prices whenever possible, creating more benefits for customers. An example of this is Clubcard prices, giving vouchers to Clubcard owners throughout the year. Their Position is their value, by ensuring customers have excellent value but continue to have excellent quality items. This is also a part of their Perspective, alongside focusing on convenience, such as having their brands of clothing and banking, but also opening more convenient stores buying more delivery vans and hiring 16,000 more people to do so (Tesco PLC, 2024). 
[bookmark: _Int_YehZNrmL]          When organizations create their business strategy they need to consider when they would need to change things, examples of these include keeping their prices as slow as possible but adapting them to what’s relevant at the time. An example of this could be higher prices during inflation, especially in the past couple of years (Clarck, 2024). However, they could create deals/vouchers for Clubcard users, meaning customers would be saving money and Clubcard usage could increase. Michael Porter said that businesses should consider their competitors when creating or adapting their strategy. This will aid them in being the best in their industry and making them unique and different compared to others. An example of this is Tesco’s Clubcard, which was created in 1995 (Isa, 2023). Michael Porter also said generic strategies, which is a framework that can help organizations gain a competitive advantage within their market (University of Cambridge, 2019). There are three main aspects that would need to be considered: cost leadership, which is when a company offers any products or services that are cheaper than their competitors (Dieffenbacher, 2023). Differentiation is the second aspect, this is when a company creates its own products that customers could value, this allowing organizations to higher their prices for these items (Tanwar, 2013). The third aspect is focus, this includes organizations focusing on “cost focus” and “differentiation focus” (MindTool, 2024).
           In recent years, many companies have created loyalty cards, meaning Tesco needs to discover something that makes them different to others. This shows that there are constant changes to business strategies, these could be due to technology, the environment, and customer feedback. When creating these changes, senior management should take advice from all members of staff to see it from different perspectives, whether it be staff on the shop floor facing customers every day, or different members of management. Senior management should also look at internal and external aspects when either creating or adapting a business strategy. By looking internally, they can look at personal experience, and gain feedback from people that have worked there for different amounts of time. They are also able to see everything that happens, which can give them true insight into everything. The most important thing for Tesco to do to achieve its business strategy is to see customers' reactions/responses and adapt things to change to help them. Benefits of having external feedback include the possibility of spotting things that have been overlooked by having fresh eyes, they could also be more open-minded to innovative ideas or adaptations. Organizations could also rely on senior management for their strategy, which could result in losing them. 














Detailed strategy Analysis of Tesco

          To analyze Tesco as a business in more depth and look at internal and external aspects, the author has used SWOT and PESTEL analysis together.  [image: ]

          Looking at the SWOT table, there are many things Tesco needs to consider when adapting their strategy plan and in which direction they should go. The advantage of using SWOT analysis is finding their competitive advantages and better understanding of their competitors' competitive position (Lipson, 2023). SWOT analysis can also help organizations when making informed decision-making (Hope, 2024), strategic planning (Lipson, 2023), adaptability (Hope, 2024), and better planning (Indeed Editorial Team, 2023). Looking at the table, it is clear to see that there are many ways Tesco could adapt its strategy, an example of this would be to focus more on sustainability. This could include packaging used for the items, using electric vans for delivery to houses but also their store, or using biodiesel like McDonalds (McDonalds, 2024) as they have cafes across their stores.          

[image: ]
[image: ]
          Alongside SWOT analysis, PESTEL analysis was also used, which can also be used for organizations to understand their external environment and make strategic plans (Wood, 2022). It can help organizations to understand the business environment more (CIPD, 2024), predict any possible threats (CIPD, 2024) and opportunities (CIPD, 2024), and contextual information about a business’s direction, risks, brand positioning and growth targets (CIPD, 2024). By looking at the tables above, it is clear to see that there any many things that must be considered by senior management, for example, possible changes in Government policies, employment wage, changes in technology and AI, social media engagement, labor rights, and climate change. 
[image: ]
[bookmark: _Int_CkRbKiMP](ProductPlan, no date)
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[bookmark: _Int_pEl4C4Z5][bookmark: _Int_dXSYBJBv]         Stakeholder analysis is also beneficial for organizations as it focuses on separate groups of stakeholders, which are separated by their “levels of participation, interest, and influence on the project” (ProductPlus, no date). This enabled project managers, product managers, and program managers to figure out how to communicate and involve each group (ProductPlus, no date). Stakeholder analysis must be done regularly as it is constantly changing due to external factors changing. 
          Bowman’s Strategic Clock, created by Cliff Bowman and David Faulkner in 1996 (MindTools, 2023), can also be used to help “businesses select a profitable strategic position based on two dimensions: price and perceived value” (Prakash, 2023). After looking at Tesco’s competitive strategy, SWOT and PESTEL analysis, and Stakeholder analysis, one was able to determine that Tesco would be in between Low Price and Hybrid on Bowman’s Strategic Clock, as shown below, as they focus on low prices but also good quality, but it also has the ‘Tesco’s Finest’ option if customers wish to spend a little bit more and have better quality products.   [image: ]
[bookmark: _Int_ohwHJHMp]          Organizations could also look at Peter Drucker’s ‘Five Forces’, introduced in 1967, which are five questions that could help build or adapt your organization. These questions are “What is your mission, who is your customer, what does your customer value, what results do you seek, and what is your plan?” (Olatoye, 2024). He said that you should not only consider pricing pressures, that can be affected by internal and external factors, such as profit margins and inflation, but also possible threats for new entrants to the market. Examples of organizations that have been, and continue to be, possible threats include Asda, Sainsbury and Morrison. All companies originally began by selling groceries at a low value but ambitious standards and have all expanded over the years. Even though this was created many years ago, it still appears to be relevant to this day and works extremely well alongside different analytical styles.

Conclusion
          After using different analyzing tools through this report, SWOT, PESTEL, Stakeholder, and Bowman’s Strategic Clock, it has been made clear to me that all are needed to cover as many angles as possible. These include the internal and external environment: continuous and inevitable changes externally, such as new policies or laws created relationships with customers changing as they become younger social media playing a vital role, and having a clear understanding of each stakeholder and which needs to be considered most. It has also highlighted that there are many beneficial theories that organizations, including Tesco, could use to improve and adapt their business strategy. These include Michael Porter and Peter Drucker, who focus on external factors to adapt internal factors for them to continuously change and improve their business strategies.
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