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How have internal and external factors including COVID-19 affected or influenced your selected organisation’s quality systems and controls for customers?

Executive summary 
This write-up examines the internal and external factors of Tesco plc, as they interact with its business operational activities to determine the organisation’s response in terms of quality systems and controls for customers. Relevant concepts were examined in the light of the Ansoff matrix theory-the theory applied to the analysis. The theory explains how strategies are associated with existing and new products / existing and new markets (or new environmental conditions). Specifically, the theory identified four strategies out of which three explained the strategic move undertaken by Tesco over years. Market development strategy helped the organisation to extend its growth by ensuring that the internal mechanism responds well to environmental demands to force organisational growth. At the back of the Covid-19 pandemic that altered the needs and lifestyle of the community, it became important for Tesco to adopt market penetration, as it became necessary for Tesco to respond to the new needs and processes. The third identified strategy is the product development which seems to route for modern-day needs and requirements. This strategy seems important in the light of health and environmental challenges facing many households. The lesson learnt from the pandemic is to prioritize safety of lives and this cannot come to realisation within the unhealthy and social-economically constraints facing the world (environment). In all, the internal and external factors influence organisational strategies to satisfy customers’ needs. It is therefore important for organisation to define their environment accurately to position or adopt an internal strategy that maximises both profit and needs and satisfaction of the customers. More so, strategic planning also entails a creative process, as such organisation need to be open-minded to creative ideas on ways to reach into the heart of the market needs. 
Introduction
The notion that production is never complete until goods or services get to the consumers is a classical explanation given by economists and management experts to explain strong impact of needs and wants of people. This soothing explanation seems to have a well-linked organizational and customers’ expectations. There are three main elements at stake. The first is the producer (or what can be referred to as the organization). The second element is the customer who seeks to get satisfaction from his or her purchase, and the third is the shared trust that both parties' interests will be served by the other. For organization to achieve optimum quality and standards for their goods, it became important to aggregate the expectations of customers (Cruz, 2015). As such, quality control and management becomes an ingredient of organizational focus. The term quality control is a component of quality management, and it is what explains continuous effort to maintain the integrity of a process in reaching organisational goals. Organization must confirm all standards that are put in place and correct every possible error that emanated from previous plans. This is because the standard set translates to the pricing policy, management of customers' experience, and control methods and measurements employed (Nilsson, Johnson & Gustafsson, 2001, p.6). Products and services that meet or exceed the expectation of customers result in their satisfaction. There are two kinds of customers’ expectations that resonate with the quality of organizational goods and services: the tangible products and the intangible service delivery (Kotler & Bowen, 1996; Kuka, 2018). While the first focuses on the goods (physical) that are set to meet the production target of the customer, the other, is more about the delivery (process) of service, technically or functionally.   
Within the certainty of the internal and external factors that influence quality control and management, I will use my context (workplace) as an exemplary model. My role as an insider means that I should also provide evidence based research that buttresses the arguments. I work at one of the London branches of Tesco PLC, an organization that seeks to maximize the satisfaction of its customers through the delivery of varieties of home wares and utilities. Explanatorily, Tesco is a hospitality organization focused on providing groceries, club cards, and recipes to many customers, although in recent times, it has extended its services to banking, photo and delivery service. The organisation has a broad attitude of helping, and offers need-based provision, translating into visions that have largely shaped the culture of the organisation. The business outlet is estimated to have over 3000 branches and also thousands of workers across the United Kingdom. For the firm, there are established internal and external factors. The organization's resources and capabilities are examples of its internal factors. The internal factors of the organization include the number of the working group who are placed in different departments of the organization. The three major departments are distribution; store and office which are filled with skilled workers for respective positions. In line with the hospitality goal of the organization, good rapport and interpersonal relationships are highly revered. This attribute stems from the overall organizational belief that places a premium on helping customers as a way to maximise their satisfaction. 
There are also established external factors that affect the organisation. They are threats from outside the organization. Notably, the poor economic conditions, coupled with the restrained movement that resulted from the learned response to the covid-19 pandemic disaster. The two factors, among others, have led to the limited purchasing power as well as heightened sense of safety concern. Alternatively, there were also several other smaller firms jostling for the market through different strategies. It became apparent at a time that the term ‘new normal’ may be what it is claimed as organisation needs to move beyond its shadow to achieve its goal. This report is in the peculiarity of my organisation and which I have set forth step-wisely. Firstly, I will explain the theory that shapes the organisational strategies. For this, I have chosen the Ansoff matrix theory. I will proceed by explaining the organization and how the internal and external factors affect its quality control. In the third phase, the report will follow up by identifying the systems that support Tesco’s quality processes. Finally, an overview executive summary will be made from the report with implications clearly stated.
Management Theory: Ansoff Matrix Theory
The Ansoff matrix, product/ market expansion grid was developed by Igor Ansoff in 1957. The theory explains the risk associated with growth (Hussain, Khattak, Rizwan & Latif, 2013, p.10). The theory evaluates whether the marketing strategy is aimed at current or new consumers, and also whether existing items should be utilised or, as an alternative, a new product should be produced. Ansoff matrix's core notion is that there is a link between the organisation's made (realized) goods and the sales markets, both present (old) and future (new). As a result of the mix of "old" and "new" commodities (services, works, products) and markets, the firm has numerous choices for expansion and growth (Kukartsev, Fedorova, Tynchenko, Danilchenko & Eremeev 2019).There are four strategies can be used to grow, and the associative risk with each of the four strategies. The theory is anchored on the idea that a move into each of the quadrants increases risk.
Ansoff Matrix
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Market penetration
The strategy focuses on expanding the sale of existing products and services. Of course, this strategy is easy because the producer or organisation understood the market and need (customer level of trust) for the product (Bigley, 2018; Kukartsev, et al. 2019). They tend to design more workable marketing strategies to work out their plans. Under this strategy, organisation may choose to increase sales in three ways. First, it can stimulate existing customers to buy more. This option can be achieved through advertising, sales promotions, and loyalty schemes among others. The second way is to encourage moving away from their competitors and consider their products. This option comes with improved quality, superior after-sales service, or pursues other aggressive strategies which include loss leader or predatory pricing, etc. Finally, the organisation can stimulate the potential customer to buy and use their product. According to Ansoff, it is the safest of the options.
Product development 
Product development is the strategy in the lower right quadrant; however, this option is slightly riskier, because the organisation is just introducing a new product into an existing market. In introducing a new product, an organisation may take several options that include launching a product that complements an existing product portfolio and designing products to meet modern-day needs and requirements. For these, the organisation requires up-to-date knowledge of the market demands as well as technical/technological means to produce these products. The overall success of products is determined in two ways: The first is the ability of the organisation to organise a critical study or research to obtain what people and market situations. The second is the internal capacity and capability to drive innovation and bring forth new products (Kuka, 2018).
Market development
With market development, an organisation puts an existing product or service into an entirely new market, either foreign or another region within a country or different segment for their goods and services. Organisation can do this by finding a new use for the product, or better still adding new features or benefits to it. For an organisation to find a new potential market, it has to carry out a systematic market survey (National Research Council 1995; p.17). Thereafter, they begin to target individually identified market segments.  One important characteristics of this strategy is its relatedness to technology (Kukartsev, Fedorova, Tynchenko, Danilchenko, Eremeev & Boyko, 2019, p. 3). When organisations seek to use the state-of-art technologies, the new properties and functions tend to improve their quality and product range expansion. 


Diversification
Diversification explains the introduction of a relatively new, unproven product into an entirely new market that organisation may even not fully understand (Ansoff, 1957). This is the riskiest of the four options but also potentially the most effective (Kukartsev, et al. 2019). The first relates to the uncertainty about the acceptance of new goods. The second risk is about new markets. The organisation may not have the experience to navigate through the new market. They need adequate information from a research-driven source to understand the dynamics of the new market. There are two ways to carry out a diversification strategy: Synergistic and conglomerate diversifications. The synergistic explains how organisation employs existing knowledge to implement strategies, while a conglomerate entails developing knowledge of strategy to deploy in an entirely new market.  

Limitations of Ansoff Theory
There are a few disadvantages of Ansoff, matrix theory that have been identified in some literature. Some of the explanations include that: the theory failed to factor in the strategies of competitors in deciding the best strategy available to an organisation. Moreover, there is lack of cost-benefit analysis as the theory only shows strategy. The theory of Ansoff remains highly theoretical as it is difficult to predict the impact of implemented strategies on organisational sales and profit. 
To summarize, in accordance with the growth and profit objectives of companies, an organization must establish a strategy for how it will achieve its goals, as well as the best plan to deploy in order to achieve the goal (Ansoff, 1957).On this basis, Ansoff Matrix as a handful management tool helps to assess the level of these risks, and spells out whether one should seek growth through the new or existing product in new or existing markets (Tsatsoula, 2018; p.33). In weighing up the risks associated with the four steps, Ansoff gave four steps that can be helpful to managers. Firstly, he encouraged organisation’s leadership to employ its (Ansoff) designed matrix to identify potential additional sales opportunities. The second one, risks management, is when a manager conducts a risk analysis to gain a better understanding of the risks associated with each option. In the third stage, a manager may need to develop a sense of right or wrong strategy/ option for the organisation. The fourth option requires the organisation to develop a plan which can be used to investigate opportunities (Factsheet 12, n.d). 
Internal and External Factors, Ansoff Matrix Theory, and Tesco Plc
This section examines the internal and external factors as they impact on Tesco PLC with specifics on the business activities of the organisation. Particularly, I will situate the explanation within the definitive framework of Ansoff Matrix theory. Tesco plc is a known supermarket with major sales focusing on home wares. For this, the activity of the business outlet is expected to be shaped by both internal and external factors. The internal factors include but are not limited to corporate culture, governance, and resources (financial, technical and human). They are controlled by the organisation. For Tesco PLC,workplace dynamics are undergirded by the helping value of the organisation. For the corporate culture, the organisation is within its two main arms: Stores and distribution role and the office role. The store and distribution role is subsumed by four (4) roles while the office role is subsumed by six (6) roles. Each role has a pool of workers who work collectively to assure that customers are served in the best way. One of the guiding practices that defined the strength of the organisation lies in the strength and effectiveness of their presale and after-sales: Everything we do begins and ends with our customers. The organisation has always leveraged on this corporate vision to attract a high number of customers.
Another important internal mechanism for the operation of the organisation is corporate governance. As an insider, I am well aware that the company’s management structure is divided into five (5) executive structures (see fig. 1) that is been heralded by the chairman of the board. 
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Fig. 1: Tesco corporate governance structure,
Source: (https://www.tescoplc.com/investors/corporate-governance/)
Although, the structure is intended for management of all TESCO outlets, the management practice may be flexible and slightly different for different structures based on location, size, among other yardsticks. Sometimes, in order to remove unnecessary bureaucracy or bottleneck, the typical four management layer structure may be jettisoned to accelerate information to and fro the organisation. These internal factors have shaped the organisational attitude towards customers’ needs and have helped the company grow over times. Today, the company is one of the leading corporations in the United Kingdom. A quick look at the statistics show how Tesco has progressed over the years.





Table 1: Tesco Annual Financial and Profit Scorecards
	2019
	2020

	1)General
The organization’s group sales constitute over £56,883m 
· 3,787 stores 
· Colleagues around 340,000
· Operating profit(a) £1,537m
· United Kingdom& ROI -79% , Central Europe-11%, Asia 8%, and Tesco Bank, 2%
	

group sales for the year - £64,760m

	Specifics
	

	Central Europe: Czech Republic, Slovakia, Hungary and Poland
895 stores
Colleagues around 50,000
Operating profit(a) £186m
	



Operating profit(a) for the year-  £156m

	Asia: Thailand and Malaysia. 
2,038 stores 
Colleagues around 60,000 
Operating profit(a) £286m
	


Operating profit for the year - £426m

	Tesco Bank. 
895 stores 
Colleagues around 50,000 
Operating profit(a) £186m 
6 million customer accounts Colleagues around 4,000 
Operating profit(a) £197m	
	





Operating profit(a) - £193m

	3)Customers; Valuation
Customers like 93 percent of the 'Exclusively at Tesco' goods they've tried.
	

	4)Value for suppliers
Annual quantum sales growth
over £1bn
	

	5) Value for shareholders
Diluted EPS before exceptional and other items(a) 15.4p
	19.23p

	Source: Tesco PLC Annual Report and Financial Statements 2019 & 2020



The table shows the growth statistics of Tesco organisation. The records in their numbers seem to have attested to the positive internal dynamics (observed in sales growth) that characterised the organisation. Another way to explain consistent growth (from 2019 to the year 2020) is through the Ansoff matrix theory. Up till this period, the company focused on market development strategies, expanding sales of their products since they are well familiar with customers’ needs. This highlighted the status of the organisation before covid-19 disrupted the status quo of the firm's operation. The next report will explain how external factors induced by the covid-19 pandemic affected the organisation and its strategic response to the changed market situation (needs).  
External Influence 
Several literatures have identified some factors including socio-economic situation, legal system, and political climate among others as some of the influential determinants of a firm’s operation (Gupta, Guha & Krishnaswami, 2013; Gupta, Guha& Subramanian, 2020). Apart from internal factors, there are also established external factors that affect Tesco plc. Generally, the organisation has over the years shown resilience to wriggle the whirly economic booms and dooms imposed by ‘austerity’ fall of financial crisis in 2008. This has had a small impact since high gains in one store or country can compensate for below-par profit in other. The average profit seems to do well up above break even. However, a defining and unprecedented event that systematically cut across all business arenas is the corona-virus pandemic. The covid-19 brought a huge social and economic impact and most important demands and priorities (Matias, Dominski, and Marks 2020). The ensued behavioural pattern of people also affected the operation of production of firms in many ways. For companies, the changed expectation means that organisations need to look to inward to understand the market and come up with strategies that meet the new ‘normal’ standards, necessitated by the pandemic. Moreover, it did also offer opportunity for organisation to expand its market with new products as people became more self-conscious of their environments. With specific reference to Tesco PLC, the emergence of Covid-19 affected the organisations in several ways. The opening hours were constantly rescheduled; there were heightened concerns for employees which all required a better strategy to deal with the situation. In all these, the organisation relies on the belief that people just have to eat! This motivated a strong internal response to the period. While in this distress situation, Tesco held on by making some internal changes of its own which include shifting to technology and ensuring adequate cooperation among the staff. By technology, I mean that the organisation doubled up on the number of grocery home shopping slots available. The organisation became the first United Kingdom retailer to fulfil over one million online grocery orders in a week (ICAEW insight, 2020). It also introduced ‘less busy’ shopping hours to afford some individuals who wish to shop in local stores.  
Moreover, the organisation initiated ‘work at home’ as staff did stay glue to their cell phones and gadgets to welcome orders from the customers. This brought a new wave of work integrity as there was no distraction or humorous climate that tends to reduce workers productivity. It is also important to mention that the organisation recruited ad-hoc staff to fill the newly created roles. I was among the 50,000 staff employed and I work in distribution centres, where I work as delivery driver. My role is to deliver products to people who have ordered them online. This persists even after the peak of the pandemic as many customers seem to have adjusted to this ‘new normal’ lifestyle. The analyses below will provide the evidence-based connection between market penetration and market growth. 
Table 2: Tesco Buoyancy and diagnostics after covid-19 pandemic
	Negatives
	Positives

	· The organization’s group sales constitute over £s53.4bn 
· 3,787 stores 
· Colleagues around 340,000
· Operating profit(a) fell from : £2,525m  to £1,815m 
· Retail operating cash flow fell from £3,757m  to £3,636m 
· Sold Asia business branches  

	· grew our capacity for online shopping to 1.5 million customers
· Recommend as a place to shop 44 pts 7 pts
· Group net promoter score  increased from 12 pts in 2020  to 15 pts 
· Group supplier satisfaction increased from 80%  in 2020 to 85% 5 pts

	Source: Tesco PLC Annual Report and Financial Statements 2021



Table 2 showed the organisation's buoyancy orchestrated by external factors. From the period 2021/2022, the firm faced some negative challenges that instigated its response toward a better strategy. The sales fell, operating profit fell, and the business sold some of its branches abroad among others. However, in the organisation’s adjustment to the condition, it later discovers many needs of the customers which have largely shaped its operation, products, and process-a path to improved quality control. 
Even though unprecedented, I will accord the whole covid-19 pandemic period as an opener towards a new phase of customers’ expectations which the organisation had to take opportunity of the situation. Indeed, the organisation learnt of different needs which both came in forms of products and process (National Research Council 1995; Tesco PLC Annual Report and Financial Statements 2021, p.13). All these came through organised surveys and feedback from people living in the community. Here, another Ansoff matrix quadrant, market penetration, was a strategy deployed to create new products for existing customers. Because health safety was very paramount in this time, the organisation increased a health voucher which later became a popular demand among people who need to be assured of their corona virus status. Later, the organisation added other health equipment since many people have now learnt to attend to their health as earlier as practicable as they may not have wait to get to the hospitals for simple testing. Moreover, in the hope that people need to boost their immune system and stay hydrated, the organisation-Tesco had to add varieties of fruits to be delivered to customers on orders. All these are available for online orders too. To internalize these changes too, the organisation improved its capacity for some items, especially foods. It also provided incentives to employees and other benefits. For instance, Tesco announced that employees, who test positive for the virus, will be paid sick pay. In all, the market penetration strategy really helped the organisation to rebound from the doom imposed by the pandemic. 
In recent times there are indicators that Tesco is building on its new information (obtained in the peak of covid-19) about market needs- an indication of positive development from externally constrained factors on Tesco business activities. The company recently launched some commodities that seem to go well with the greening agenda. The greening agenda is a practical way of achieving the sustainability goal that dominate industrial and business paradigm in recent years. I think the whole activities seem to suggest a conformity to the product development strategy (Katsikeas, Leonidou, & Zeriti, 2016; Olsen, Slotegraaf & Chandukala, 2014, p.2). The sustainability agenda has also seen the production and sales of food items for communities. In 2021, Tesco PLC announced new targets to make the organisation the easiest place for customers to find their affordable, healthy, sustainable food. They also set a commitment to increase the proportion of sales of healthy food and plant-based foods. The table below shows the strategic product development strategy (Little Helps Plan Report, 2021).








 
Table 3:Tesco extended sustainability products and services  
	S/N
	Achievements

	1
	Tesco is seen as a wonderful place to work by 82% of its employees.

	2
	In the United Kingdom, 1 billion pieces of plastic have been eliminated from our packaging.54%

	3
	reduction in absolute Scope 1 and 2 GHG emissions vs 2015

	4
	Since 2018, the UK has eliminated 51.9 billion calories.

	5
	More than £60 million in meals have been donated to UK food banks and charity.

	6
	In the United Kingdom, 82 percent of unsold food gets redistributed

	7
	£129 million was raised via fundraising and corporate donations.

	8
	11 percent of the way to reducing the average UK shopping basket's environmental impact


	
	Source: Little Helps Plan Report (2021)



Table 3 statistics show some of the information regarding products, services delivery and general developments in business activities of Tesco in recent times. 1 billion pieces of plastics replaced for packaging, removal of calories contained in the food supply, redistribution and donation of food items, and environmental compliance services among other social and health-benefitting objectives are all considered part of products’ development strategies. The organisation considered its destiny to be dependent on not just its own decisions and actions, but also on the environment around; its organisational capacity to adapt to these changes. Therefore, the organisation seeks to play its part in ensuring a safer world through sustainability. I feel that the company has realised challenges that go beyond buying and selling goods and services and that services to humanity is surely an extension of help provision which the organisation prides on its core value. The organisation, therefore, promotes practices that ensure protection of human rights to food and health. It also focuses more on being environmental conscious in a manner that underscores its progressive stance that growth is, to an extent, determined by the tune of societal needs. 
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