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[bookmark: _Toc234069034]Executive Summary
Tesco PLC is currently the top full-line grocery retailer in the UK, yet its competitiveness is more and more based on the factors beyond the scope and the quantity of the stores. The company has now the ability to compete based on everyday value, customer insight conducted by the Clubcard and innovation in own labels, online capabilities, convenient formats and responsible supply chain. The UK grocery market is still large and vibrant; nevertheless, Tesco suffers due to the lack of growth, inflation, higher labour and packaging expenses, and the growing threat of rivalry among discounters. Fiscal performance acquires good sales and market share, yet low profits growth indicates that the higher cost inflation and price investments are lowering the bottom lines. As such, Tesco needs to employ differentiation through the utilization of data-driven values as opposed to competing on prices with discounters. Tesco can create personalised, trusted value by using the data of its Clubcard, enhancing its own-label product, enhancing its convenience and online services, and enhancing the sustainability of its supply chain remain profitable and have a long competitive advantage.


[bookmark: _Toc234069035]Section 1: Strategic Management Report
[bookmark: _Toc234069036]1. Organisational Context and Overview
This report provides an analysis of Tesco PLC strategic position in the UK grocery retail market in terms of its supermarket, convenience and online grocery business. The UK market is analysed as the analysed market is the centre of the business setting of Tesco and the market where competition, customer loyalty, online convenience, sustainability and regulatory forces have the most significant effects on the performance. The analysis does not account for Tesco bank and assumes that Booker is purely a subsidiary wholesale business because the analysis is focused on the area of Tesco dealing directly with consumers in their grocery outlets. Founded in 1919, Tesco has built a robust market presence in the form of bulk buying, own label items, Clubcard information and internet features and massive supplier networks (Tesco PLC, 2025a). Its strategic direction is to make the company better in serving customers, communities, and the planet on a day-by-day basis. 
Table 1. Organisational profile and strategic relevance.
	Area
	Evidence
	Strategic implication

	Company and focus
	Tesco PLC, UK food and grocery retail operations, including stores and online grocery.
	The focus is strategically coherent because grocery remains the recurring, high-frequency activity through which Tesco builds loyalty and data.

	Scale
	Tesco reported group sales excluding VAT and fuel of £63.6bn in FY2024/25 and £66.6bn on a 52-week comparable basis in FY2025/26.
	Scale supports procurement, brand investment and technology investment, but scale alone is not rare because major rivals also operate large networks.

	Market position
	Tesco held 28.3% of the UK grocery market in July 2025 and 28.5% in a subsequent Worldpanel update reported by IGD in 2026 (Kantar, 2025; IGD, 2026).
	Leadership provides bargaining power and customer reach, but also attracts scrutiny and makes growth harder without taking share from rivals.

	Strategic proposition
	Aldi Price Match, Low Everyday Prices and around 8,000 Clubcard Prices offers per week were central to the 2024/25 UK offer.
	Tesco is not using a pure cost-leadership model; it is creating value through a hybrid of price, data and range architecture.

	CSR and sustainability
	Tesco reported a 65% reduction in operational emissions and 82% redistribution of unsold UK food safe for consumption to humans or animals in 2024/25.
	CSR is strategically material because food retail depends on resilient suppliers, trusted sourcing, waste reduction and social legitimacy.


Source: Author's analysis based on Tesco PLC (2025a), Tesco PLC (2026), Kantar (2025), IGD (2026) and Savills (2025).
The industry environment supports the argument of Tesco being a good case study in strategic analysis. Savills projects the UK food and grocery market to at 195.3bn with a view to a growth of £214bn by 2028 meaning that it is resilient but with a modest growth (Savills, 2025). According to Kantar (2025), as of July 2025 Tesco is leading Sainsbury, Asda, Aldi, Morrisons and Lidl by a wide margin as online grocery has captured 12.0 percent of all of the grocer sales and 23% of households had made at least one online shopping trip within the timeframe in question (Kantar, 2025). The market is thus endowed with absolute size and unattractive in competitive intensity. The difficulty of gains arises because households’ food demand is already fairly developed and share growth must be either price invested or promoted, store convenient, made different or loyalty-based personalised.
[image: ]
Figure 2. Market share of selected UK grocery retailers, July 2025. Source: Author's chart based on Kantar (2025).
As Figure 2 indicates, Tesco is far ahead but this should not be interpreted as strategic safety. Aldi and Lidl have rigorous, low complexity operating models which still adjust the reference price of grocery shoppers. The stronger full-line competitor of Sainsbury and Asda is trying to prove that it can maintain its size by use of price-based turnaround strategies. The key issue of Tesco is that customers are all as demanding range, convenience, quality and digital convenience that they are also demanding discounter-like value. 
[bookmark: _Toc234069037]2. External and Internal Analysis
[bookmark: _Toc234069038]2.1 External Analysis Using PESTEL
PESTEL is also helpful in that the competitive position of Tesco is not only revealed to direct competitors but also public policy, family disposable income, food mechanisms, technology, impact of climate risks and regulatory anticipations. Nonetheless, PESTEL cannot be considered as a checklist. Its strategic importance is in determining the external forces that vary the foundation of competition. In the case of Tesco, the pressure of cost-of-living, labour and packaging regulation, the digital grocery behaviour, the climate risk in the supply-chain and the data-driven loyalty pricing scrutiny are the material forces most significant.
Table 2. PESTEL analysis of Tesco in the UK grocery retail market.
	Factor
	Key evidence
	Opportunity
	Threat or constraint
	Strategic judgement

	Political
	Retailers face higher labour costs, employer national insurance changes and Extended Producer Responsibility packaging costs.
	Scale retailers can absorb and manage compliance better than smaller operators.
	Rising statutory costs reduce room for price investment and may intensify automation pressure.
	Tesco should use productivity savings to fund value, but must avoid reducing service quality in labour-intensive formats.

	Economic
	Food and non-alcoholic drink inflation rose during 2025, while grocery inflation was still 3.0% in the four weeks to 14 June 2026.
	Value propositions, own label and loyalty promotions become more relevant to pressured households.
	Lower real basket volumes can weaken margins if revenue growth is driven by price rather than volume.
	Tesco must defend affordability while protecting gross margin through own label mix and supplier efficiency.

	Social
	Customers continue to seek promotions, own-label alternatives, healthier choices and convenient shopping missions.
	Tesco can serve multiple missions through Express, superstores, Finest, value tiers and online.
	Customer trust can weaken if loyalty pricing is perceived as confusing or unfair.
	The company should emphasise transparent, easy-to-understand value and healthier basket nudges.

	Technological
	Clubcard, personalisation, online grocery, rapid delivery and retail media are increasingly important.
	Data can improve pricing, demand forecasting, waste reduction and supplier collaboration.
	Cybersecurity, data governance and unequal digital access create reputational and regulatory risks.
	Digital advantage is strategically valuable only if it improves customer outcomes, not merely advertising income.

	Environmental
	Climate shocks affect food supply chains; Tesco reported progress on operational emissions, food waste and packaging.
	Sustainable sourcing and waste reduction can reduce risk and strengthen legitimacy.
	Some targets, especially full food-waste reduction, are difficult because external infrastructure and supplier systems matter.
	CSR should be treated as supply-chain resilience, not reputation management.

	Legal
	Food safety, competition law, data protection, employment law, environmental reporting and packaging obligations all affect operations.
	Strong governance can differentiate Tesco from less well-resourced rivals.
	Complex compliance raises cost and limits aggressive pricing or data practices.
	Tesco should integrate legal compliance into strategy governance and balanced-scorecard controls.


Source: Author's analysis based on ONS (2026), House of Commons Library (2026), BRC (2025), Savills (2025), Reuters (2026), Kantar (2025), Tesco PLC (2025a) and Tesco PLC (2025b).

The PESTEL analysis shows that there is a strategic paradox. External circumstances enhance demand of the Tesco value proposition, yet these same circumstances also increase the cost of Tesco value delivery. Household pressure combined with food inflation makes price more important, although higher labour and national insurance and packaging costs minimise the margin to finance price reductions. According to the House of Commons Library, UK food and non-alcoholic inflation increased by 2.0% in December 2024, then by 5.1% in August 2025 and has since decreased to 4.2% in November 2025, and Reuters says that the UK grocery inflation was 3.0% in the four weeks to 14 June 2026 (House of Commons Library, 2026; Reuters, 2026). It implies that the greatest opportunity that Tesco would have in the external environment is not merely to be lower, but to ensure that the customers feel that value, range and convenience are being guarded as real in times of uncertainty.
A second challenge is in the political and regulatory environment. BRC estimated that higher National Living Wage and employer national insurance changes would cost the retail industry over £5bn a year, increasing to £7bn when packaging-related costs are included (BRC, 2025). In the case of Tesco, the Save to Invest programme is strategic. In 2025/26, Tesco stated that on top of covering customer investment and operating cost inflation with further Save to Invest savings, further savings of another £500m was forecasted (Tesco PLC, 2026). The danger is that sustained productivity savings might be used as a defense mechanism instead of creating strategic regeneration when not reinvested in customer-facing improvements.
[bookmark: _Toc234069039]2.2 Internal Analysis Using VRIO
The resource-based perspective claims that long-lasting benefit is conditional on resources of value, scarceness, imitability and organisation to be exploited (Barney, 1991). In the case of Tesco, the combination of scale, customer information, supply-chain practices, own-label experience and cross-channel implementation are the best resources that can never be copied by individual stores or products. VRIO is accordingly taken to resource bundles, as opposed to individual assets.
Table 3. VRIO assessment of Tesco UK strategic resources. 
	Resource or capability
	Valuable?
	Rare?
	Inimitable?
	Organised?
	Strategic conclusion

	UK scale and procurement power
	Yes, because scale supports price investment, buying terms and national campaigns.
	Partly. Only a few rivals operate at comparable scale.
	Partly. Scale can be built slowly but not quickly replicated.
	Yes. Tesco links scale to stores, online and supplier relationships.
	Temporary to sustained advantage when combined with data and own label.

	Clubcard data and personalisation capability
	Yes. It supports loyalty, targeted value, retail media and demand forecasting.
	Yes. Rival loyalty schemes exist, but Tesco has depth, heritage and reach.
	Partly high. Data history and customer habit are difficult to copy quickly.
	Yes. Tesco is expanding personalisation and digital engagement.
	Potential sustained advantage, but dependent on trust and governance.

	Own-label range architecture
	Yes. It allows value, mainstream and Finest tiers to address different budgets.
	Moderately. Rivals have own label, but Tesco combines range breadth with scale.
	Moderate. Products can be copied, but supplier networks and range management are harder.
	Yes. Integrated with pricing, merchandising and Clubcard.
	Strong competitive parity to advantage, especially against discounters and premium rivals.

	Online grocery and fulfilment capability
	Yes. Online represented a significant market channel and Tesco has store-based reach.
	No. Ocado, Sainsbury's and others compete strongly.
	Moderate. Fulfilment routines and density matter.
	Partly. Profitability remains challenging across the industry.
	Necessary capability, but must become more profitable to be advantaged.

	CSR and supply-chain sustainability
	Yes. It supports legitimacy, waste reduction and supplier resilience.
	No to moderate. Competitors also report sustainability commitments.
	Moderate. Deep supplier collaboration is harder to copy than targets.
	Partly. Some targets remain hard to achieve.
	Emerging advantage if tied to operational productivity and customer trust.

	Save to Invest productivity system
	Yes. It funds customer investment and cost absorption.
	Moderate. Efficiency programmes are common but execution quality varies.
	Moderate. Organisational routines are hard to copy exactly.
	Yes. It is embedded in financial and operating plans.
	Strategically important, but not sufficient unless reinvested visibly.


Source: Author's analysis based on Barney (1991), Tesco PLC (2025a), Tesco PLC (2025b) and Tesco PLC (2026).
The VRIO analysis indicates that Tesco has a combinative advantage. One aspect, like a big store estate, is not sufficient since competitors can match price on the chosen lines as well as customers can split baskets between retailers. The more justifiable benefit is the combination of value commitments and Clubcard data, individual label purchase, purchasing volume and easy satisfaction. The dynamic capabilities perspective proposed by Teece, Pisano and Shuen (1997) is applicable because Tesco needs to reconfigure these assets multiple times as increasing inflation, adoption of digital technology and discounter competition alter customer behaviour.
[bookmark: _Toc234069040]2.3 SWOT Synthesis
Table 4. SWOT synthesis for Tesco UK grocery retail. 
	Strengths
	Weaknesses
	Opportunities
	Threats

	Market leadership; large-scale procurement; Clubcard data; broad store formats; strong own-label tiers; positive cash generation; CSR progress in emissions and packaging.
	Exposure to UK household pressure; margin pressure from price investment; complexity of large store and online operations; risk that loyalty pricing appears opaque; some sustainability targets remain difficult.
	Personalised value; profitable online and click-and-collect growth; retail media; healthier own-label range; supplier productivity; waste reduction; convenience missions and rapid delivery.
	Discounters reset price expectations; Sainsbury's strengthens Aldi price matching; Asda price-led recovery attempts; labour and packaging cost inflation; food supply shocks; data and competition scrutiny.


Source: Author's synthesis based on PESTEL, VRIO, Kantar (2025), Savills (2025), Reuters (2026), Tesco PLC (2025a) and Tesco PLC (2025b).

The SWOT synthesis shows that the current strategy that Tesco is using is generally applicable but not complete. It offers a differentiated value proposal with its market leadership and data capability and strategic flexibility with its cash generation. However, the threats are not peripheral. Discounters are organized in a manner to engage price competition, whereas regulatory costs and food inflation impose limits to the extent to which Tesco may match price competition without harming profit quality. The most justifiable midway is the differentiation of values based on data.
[bookmark: _Toc234069041]3. Comprehensive and Holistic View of the Organisation
[bookmark: _Toc234069042]3.1 CSR Strategy and Alignment with Business Objectives
CSR within UK grocery retail cannot be looked at as an independent philanthropic affair. This model of CSR described by Carroll (1991) demonstrates that responsible business incorporates economic, legal, ethical and discretionary responsibilities and stakeholder theory states that firms rely on relationships with customers, employees, suppliers, communities and regulators. When social and environmental activities are combined with business value-generation, strategic CSR is best (Carroll, 1991; Freeman, 1984; Porter and Kramer, 2006). By minimizing waste, enhancing supply-chain resilience, preserving trust, backing healthier choices and deepening colleague engagement, CSR at Tesco merges with business goals. It is also weak in the case where it emerges as target reporting with lack of adequate delivery of operation.
The 2024/25 sustainability evidence of Tesco is huge. The business claimed that it has cut its operational emissions by 65% compared to its ground point but 70% of UK and ROI grocery suppliers by value have pledged net zero, 87% of own brand packaging is recyclable at the kerbside and 99% of its packaging is recyclable when added to UK collection points (Tesco PLC, 2025b). It also said that 82% of unsold UK food fit to be consumed by humans had been redistributed to humans or animals, although it admitted that by December 2025, it was highly unlikely to achieve its goal of halving food waste in its operations (Tesco PLC, 2025b). This admission is strategically important. It reflects the maturity in the disclosure and also indicates that Tesco sustainability performance relies on the systems that cannot be controlled through direct management like the national recycling infrastructure, the behaviour of suppliers, and the processing capacity of food waste.
The point of contention is whether CSR enhances competitive advantage. This is conditional in the case of Tesco. Cost and regulatory risk can be minimized with emissions removal, packaging redesign and food-waste prevention, whereas differentiation can be supported by healthier and more sustainable own-label product. Nonetheless, CSR may interfere with affordability when sustainable sourcing reduces the cost of inputs when customers are price sensitive. Sustainability should thus be placed as operational efficiency and customer help by Tesco; less waste, more accurate packaging, robust suppliers and cheaper healthier food. Such a policy is more defensible in terms of being strategic than making sustainability a premium add-on.
[bookmark: _Toc234069043]3.2 Balanced Scorecard
Kaplan and Norton (1992) argue that strategy should be translated into a balanced set of financial and non-financial measures. In the case of Tesco, the balanced scorecard comes in handy since the strategy suggested involves trade-offs. The Board needs to follow not the sales and profit only, but the perception of the customers, online interactions, supply-chain efficiency, the ability and sustainability of colleagues. The scorecard below converts the proposed data-driven value differentiation strategy into measurable objectives.
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Figure 3. Indexed Tesco financial performance, FY2024/25 to FY2025/26. Source: Author's chart based on Tesco PLC (2025a) and Tesco PLC (2026).
The strategic diagnosis is supported in figure 3. Between FY2024/25 and FY2025/26, the sales and free cash flow have increased but the adjusted operating profit has only increased marginally on the 52-week comparable basis (Tesco PLC, 2026). It is not a failure, as the company invested in value, quality and service with a well-planned strategy and went through the cost inflation. However, it points to the indication that Tesco should not count on revenue growth to serve as its next stage.
Table 5. Balanced scorecard for data-driven value differentiation.
	Perspective
	Strategic objective
	Key performance indicators
	Indicative targets
	Strategic initiatives

	Financial
	Grow sales while protecting sector-leading margins and cash generation.
	Like-for-like sales; adjusted operating margin; free cash flow; cost savings reinvested into customer value.
	Maintain UK grocery share at or above 28%; keep group adjusted operating profit within guidance; generate £1.5bn to £2.0bn free cash flow; reinvest at least 50% of verified productivity savings into customer-visible value.
	Prioritise high-return price investment; expand automation in distribution; reduce waste and shrink; protect own-label margin mix.

	Customer
	Make Tesco the trusted choice for value, quality and convenience.
	NPS; customer satisfaction; Clubcard engagement; price perception; online repeat rate.
	Improve relative customer satisfaction; increase personalised offer redemption by 5% within 12 months; reduce complaints about price complexity by 10%; grow online repeat rate in profitable fulfilment zones.
	Simplify Clubcard messaging; strengthen Aldi Price Match on key lines; publish clearer value comparisons; expand healthier and affordable own-label products.

	Internal processes
	Improve operating efficiency across stores, online fulfilment and suppliers.
	Order-picking productivity; availability; food-waste rate; supplier service level; delivery cost per order.
	Reduce cost per online order by 5-8% in 18 months; keep on-shelf availability above 96%; reduce waste tonnes by 5%; increase redistribution of safe surplus food to at least 85%.
	AI-enabled demand forecasting; supplier joint-business planning; click-and-collect optimisation; waste processing partnerships; monthly review of fulfilment density and delivery cost.

	Learning and growth
	Build digital, data, sustainability and service capabilities.
	Colleague engagement; training hours; digital skill coverage; leadership diversity; retention.
	Train 90% of store, commercial and online managers in data-led value decisions and sustainability execution; sustain colleague advocacy; reduce avoidable turnover in priority service roles.
	Upskill managers in data ethics, productivity tools and category innovation; link incentives to customer, availability, waste and CSR outcomes.


Source: Author's proposed scorecard based on Kaplan and Norton (1992), Tesco PLC (2025a), Tesco PLC (2025b), Tesco PLC (2026), Kantar (2025) and Reuters (2026).
The scorecard prevents the drift of strategy as well. A small financial scorecard can lead to reinforcement of cushioning the margins at the peril of customer confidence; a small customer scorecard may lead to unsustainable discounting. The composite one compels Tesco to question whether every endeavor adds value, profitability, resilience and capability of functioning jointly. 
[bookmark: _Toc234069044]4. Strategic Choices and Implementation
[bookmark: _Toc234069045]4.1 Strategic Options
Porters’ generic strategies imply that companies may pursue cost leadership, differentiation or focus, but that grocery retail is becoming more and more in need of hybrid modes of advantage as consumer comparison of prices coexists with location, availability, range and convenience as priorities (Porter, 1980; Porter, 1985). Bowman and Ambrosini (2000) also differentiate between value creation and value capture which is helpful in this case: Value is created by Tesco in terms of price, range and convenience, and has to be captured by the company at an adequate level to enable reinvestment. The three strategic options are discussed as below utilizing suitability, acceptability and feasibility.
Porter's Five Forces and BCG portfolio check. The Five Forces analysis indicates that rivalry is high, buyer power is high, supplier power is moderate, risk of new entry is low-to-moderate and discounters, delivery platforms and eating out constitute a significant threat of substitutes (Porter, 1980; Porter, 1985).
Selective investment is also supported with the help of BCG logic. Cash is generated through core UK grocery, own-label ranges, Clubcard personalisation and retail media are growth drivers, online fulfilment demand density to be appealing and low-productivity space needs to be recycled or put under tight control (Henderson, 1970).
Table 6. Evaluation of strategic options using SAFe logic. 
	Strategic option
	Suitability
	Acceptability
	Feasibility
	Overall judgement

	Pure cost leadership against discounters
	Partly suitable because value matters to households, but it narrows competition to price.
	Low to moderate because shareholders may reject margin erosion and suppliers may face pressure.
	Difficult because Aldi and Lidl have simpler operating models.
	Reject as primary strategy. Tesco should match prices selectively, not define itself solely by lowest price.

	Premium differentiation through quality and service
	Partly suitable because Tesco Finest and quality improvements support trade-up missions.
	Moderate, but risky during household budget pressure.
	Feasible within ranges, but not as a whole-market positioning.
	Use selectively. Premium own label should complement, not replace, value leadership.

	Data-driven value differentiation
	Highly suitable because it combines price, loyalty, range, convenience, digital and CSR.
	High if it improves value perception while protecting margins and trust.
	High because Tesco already has scale, Clubcard, own label, online reach and productivity routines.
	Recommended. It responds to discounters without copying them and creates a defensible hybrid advantage.

	Market development through aggressive new stores
	Limited suitability because the UK market is mature and planning constraints are significant.
	Moderate at convenience level, lower for large stores.
	Feasible only selectively in underserved missions and rapid delivery zones.
	Use cautiously. Expansion should focus on convenience density and omnichannel fulfilment rather than large-store volume alone.


Source: Author's analysis based on Whittington et al. (2023), Porter (1980), Porter (1985), Kantar (2025), Savills (2025), Tesco PLC (2025a) and Tesco PLC (2026).
The type of strategy suggested is data-driven value differentiation. The phrase is deliberate. Value comes to terms with the economic fact that the customers are price sensitive; differentiation acknowledges that Tesco has to do more than just match with the discounter price, and data-driven identifies the ability that enables Tesco to tailor offers, forecast demand, reduce waste and create retail media revenue. This is also a strategy that is in line with the growth logic of Ansoff. Tesco should prioritise market penetration through personalised value and improved basket share, product development (Ansoff, 1957).
[bookmark: _Toc234069046]4.2 Recommended Strategy and Implementation Plan
The Board ought to enact the plan by incorporating five connective workstreams. First, Tesco ought to leverage Clubcard to transition away broad discounting to individualised affordability, such that value is accessible and never seen as conditional and manipulative. Second, own-label structure must be enhanced at value, core and Finest levels with special focus on healthy, fresh and meal-for-tonight missions. Third, convenience profitability online groceries must be directed toward profitable growth, as opposed to volume growth alone. Fourth, supplier productivity and waste reduction need to be more of a joint commercial programme, rather than an ESG reporting activity. Fifth, the capability of the colleagues must be secured since it is visible differentiator in front of discounters in terms of service and availability.
Table 7. Implementation plan for the recommended strategy. 
	Phase
	Timeframe
	Main actions
	Responsible functions
	Measurable performance evidence

	1. Strategic design
	0-3 months
	Define priority customer segments, price perception gaps, Clubcard personalisation rules and value communication principles.
	Board, UK commercial, customer insight, finance, legal and data governance.
	Approved value framework; customer trust safeguards; baseline price perception, online cost and margin targets signed off within 3 months.

	2. Customer value activation
	3-9 months
	Expand personalised Clubcard challenges, simplify promotions, protect key value items, and increase own-label innovation in healthy and affordable meals.
	Marketing, trading, own label, stores and digital.
	5% uplift in personalised offer redemption; 10% reduction in price-complexity complaints; improved NPS; own-label share growth in healthy and affordable meal ranges.

	3. Operating productivity
	6-18 months
	Improve forecasting, availability, click-and-collect productivity, shrink control and supplier service-level routines.
	Supply chain, stores, online operations, technology and suppliers.
	5-8% reduction in picking cost per order; on-shelf availability above 96%; 5% reduction in waste tonnes; improved supplier service levels; margin protection against guidance.

	4. Sustainability integration
	6-24 months
	Link waste, packaging, low-carbon farming trials and supplier net-zero commitments to category plans and procurement reviews.
	Sustainability, procurement, commercial and supplier partnerships.
	At least 85% redistribution of safe surplus food; 90% own-brand packaging recyclable at kerbside; supplier net-zero commitments covering at least 75% of grocery supplier value.

	5. Review and scaling
	12-24 months
	Scale initiatives that improve both customer value and profit quality; stop projects that create complexity without customer benefit.
	Executive committee, finance, customer insight and operations.
	Balanced scorecard reviewed quarterly; ROI thresholds met before scale-up; free cash flow protected; colleague engagement and customer satisfaction not below baseline.


Source: Author's proposed implementation plan based on Tesco PLC (2025a), Tesco PLC (2025b), Tesco PLC (2026), Kaplan and Norton (1992) and Teece, Pisano and Shuen (1997).
The implementation plan does not contain any attractive but vague recommendations by associating the strategy with functions, timescales and measurable outcomes, such as offer redemption, price-complexity complaints, picking cost per order, availability, food-waste reduction, packaging recyclability and quarterly ROI controls. Tesco is meant to clarify the customer value architecture and then align operating processes and then scale initiatives which enhance customer results and the quality of profit. This sequencing is an indication of dynamic capability logic (Teece, Pisano and Shuen, 1997).
[bookmark: _Toc234069047]4.3 Implementation Challenges and Mitigation
Table 8. Implementation risks and mitigation actions.
	Challenge
	Why it matters
	Mitigation

	Margin erosion from price investment
	Competitors can force Tesco to spend more on price while inflation and labour costs reduce profit flexibility.
	Use selective price matching on known value items, fund through productivity, and monitor basket profitability rather than line-level price alone.

	Customer distrust of loyalty pricing
	If customers see Clubcard Prices as complex or unfair, data-driven value could damage trust.
	Make savings transparent, avoid excessive personalised price discrimination, and strengthen data governance oversight.

	Operational complexity
	Stores, online, convenience, retail media, own label and sustainability can create competing priorities.
	Use a balanced scorecard and stop initiatives that do not improve customer value, profit quality or resilience.

	Supplier resistance
	Supplier productivity and sustainability demands can shift costs upstream and weaken relationships.
	Use joint business planning, shared forecasting and multi-year commitments with key suppliers.

	Sustainability delivery gap
	Some environmental goals depend on infrastructure and supplier behaviour outside Tesco's direct control.
	Report progress honestly, prioritise controllable waste and packaging actions, and collaborate with industry and government.

	Digital and cybersecurity risk
	Clubcard, retail media and personalisation increase data governance exposure.
	Strengthen privacy-by-design, cyber resilience, audit trails and clear customer consent mechanisms.


Source: Author's analysis based on Porter (1985), Barney (1991), BRC (2025), Reuters (2026), Tesco PLC (2025b) and ONS (2026).
The recommended strategy can deliver optimum performance because it fits Tesco's distinctive resource base and the current industry structure. It allows Tesco to compete with discounters on visible value while using assets that discounters cannot fully replicate: data depth, range breadth, convenience density, online reach, supplier collaboration and own-label architecture. The customers will experience a personalised and convenient value, and Tesco will enhance forecasting, minimise waste and defend margin. The conclusion is that the current strategy of Tesco is appropriate regarding the direction but needs to be more integrated.


[bookmark: _Toc234069048]Section 2: Reflective Account Using Gibbs Reflective Cycle
Gibbs' reflective cycle is used because it moves reflection through description, feelings, evaluation, analysis, conclusion and action planning (Gibbs, 1988). This was an appropriate structure since not only was it necessary to describe Tesco, but also to evaluate its strategic position as a consultant compiling advice to the Board. The process compelled me to explore the role of evidence, assumptions and decision choices in making the final recommendation.
[bookmark: _Toc234069049]Description
The report concentrated on the Tesco UK grocery retail market, which demanded the application of strategic management theory, available information and practical suggestions. I commenced with reading the assessment brief and determining the main requirements: organisational context, external and internal analysis, CSR, the Balanced Scorecard, strategic choices, implementation and reflection. Then I gathered scholarly sources, Tesco reports, market share information, retail industry data and regulatory data. These sources were used to apply PESTEL, VRIO, SWOT, Five Forces, Ansoff, generic strategy and SAFe logic. The last suggestion was a value difference practice based on data and complemented with KPIs and implementation controls.
[bookmark: _Toc234069050]Feelings
Initially, I was very confident since Tesco is not a new entity and its dominance in the market appeared to make the analysis easy. This confidence turned into a risk during the researches. I knew that the inclination to the familiar could make the work lean towards description instead of strategic judgement. To take an example it would be too much to state that Tesco should keep its prices low since there would be trade-offs in discounter competition, wages, internet delivery cost and green obligations. This has caused me to be more wary and has made me slap Tesco success on my forehead rather than on the presumption.
[bookmark: _Toc234069051]Evaluation
The use of various forms of evidence was the best aspect of the process. The annual and sustainability reports provided by Tesco provided an insight into internal priorities, whereas Kantar, Savills, ONS, Reuters and BRC assisted in testing its claims against the broader market conditions. Competition, resources, performance and change were interpreted through the aid of academic sources including Porter, Barney, Kaplan and Norton and Teece et al. The primary weakness was the fact that information that Tesco reports will invariably make it look good and that what is apparently publicly available can never give complete insight into customer experience, supplier relationships or in-store performance. I mitigated this weakness by using company evidence with independent market data and the inclusion of risks rather than projecting the recommendation as certain to work.
[bookmark: _Toc234069052]Analysis
The overall lesson was that structures must be effective when they are interrelated. PESTEL recognized insights of inflation pressure, regulation pressure, technology and sustainability pressure, but it failed to provide how Tesco responded. VRIO made the argument visible as to why the tasks of Clubcard data, scale, own-label capability and supplier relationships have the capability of facilitating advantage, yet it also demonstrated that advantage might falter in case the competitors copy some of the elements. SWOT helped but it can rapidly just be a list of things. These tools were best linked to provide the most insight. Value is also in demand through the same cost-of-living pressure that is threatening Tesco.
My concept of strategy was transformed as well by the Balanced Scorecard and implementation plan. I realised that a recommendation is weak if it is only theoretically attractive. It should be verifiable, viable and palatable to stakeholders. As an example, online grocery can make delivery more convenient, though online grocery may diminish profitability unless the expenses involved in fulfilment are managed. The enhancement of trust can be achieved by sustainability, yet must be congruent with cost-of-living time. These tensions made judgement necessary since they did not have all data and made the report more analytical.
[bookmark: _Toc234069053]Conclusion
In general, the task enhanced my skills in writing a consultant-style strategic report. I learned that strategic analysis should not simply explain why a company is successful. It must also challenge the permanence of success, where the business model is vulnerable and recommend courses of action that align with the external environment and internal strengths. The strongest area was my progression between independent application in frameworks and coherent reasoning. The key weakness was that it used secondary data, implying that there might be certain aspects of operations and stakeholder concerns that had not been thoroughly explored.
[bookmark: _Toc234069054]Action Plan
When initiating strategic projects towards the future, I will start with a better evidence map where academic theory, company evidence, independent market data and stakeholder evidence are distinct. Early assumptions will be tested by the question of whether each significant assertion is substantiated by credible evidence of more than one source. Where possible, I would add primary research such as customer interviews, store observations or supplier perspectives. Three control questions will also be utilised in the drafting of analysis wherein what does the evidence show, why does it matter strategically, as well as what the managers should do with it. This will help maintain critical reasoning and avoid descriptive writing.
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