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Introduction:

Tesco, the UK'’s largest private-sector employer, continues to experience significant
organisational and workforce transformation driven by digital innovation, competitive
pressures and the widespread adoption of flexible working. As a major national retailer
employing over 300,000 staff across stores, distribution centres and corporate offices, these
changes have altered working practices, created new job expectations and increased
reliance on technology. While transformation supports efficiency and customer
responsiveness, it has also contributed to rising employee grievances linked to workload
concerns, digital capability gaps, inconsistent flexible working arrangements and perceived
inequalities across departments.

In recent years, Tesco has accelerated digital initiatives, such as self-checkout technology,
Al-driven forecasting, HR self-service portals, and digital communication platforms.
Additionally, the organisation’s commitment to improving employee wellbeing and work—life
balance has resulted in hybrid working arrangements for head-office employees, flexible
scheduling in stores and digital rota-management tools. However, the speed and scale of
change have generated challenges requiring strategic HR intervention—particularly
considering new UK employment legislation granting flexible working rights from day one.

To manage these pressures, Tesco must ensure its HR practices remain contemporary,
evidence-based and aligned with organisational strategy. This includes workforce planning,
digital skills development, data-ethics governance, inclusive hybrid-working policies, and
strengthened communication. Equally important is the role of departmental managers, who
directly influence employees’ everyday experiences and are critical to the effective
implementation of HR initiatives.

The purpose of this report is to:
(1) explain key organisational factors driving business transformation, digital technology

trends and flexible working at Tesco

(2) evaluate contemporary HR practices capable of addressing these factors; and

(3) critically evaluate how departmental managers can ensure urgent and effective
implementation.

The report concludes with practical recommendations to support a fair, digitally capable and
high-performing workforce.



1. Explanation of Organisational Factors at Tesco

Tesco’s organisational environment is shaped by rapid business transformation, accelerated
digitalisation and evolving expectations around flexible working. These factors have direct
implications for employee experience, performance expectations and HR practices.

1.1 Business Transformation Factors

Tesco has undergone significant structural and operational transformation over the last
decade. A key driver is cost efficiency and market competition, particularly against Aldi, Lidl
and online retailers (Lewis, 2022). This has led to process redesign, centralisation of support
functions and new store formats, creating uncertainty among employees about job roles and
long-term security. Workforce reductions and restructures—such as changes to team-leader
roles in stores—have contributed to rising concerns about fairness and workload
intensification (Ulrich & Dulebohn, 2015)

Another factor is Tesco’s strategic shift toward a customer-centric and agile operating model,
requiring cross-functional working, faster decision-making and greater autonomy at store
level. These changes demand new skills and adaptability. Employees may experience
ambiguity in responsibilities or difficulty adjusting to new expectations, increasing the
likelihood of grievances (Kotter, 2012).

Finally, cultural transformation is central to Tesco’s goal of creating a more inclusive, digitally
confident and performance-driven workforce. However, cultural change requires clear
communication and employee involvement; otherwise, employees may feel disconnected
from organisational priorities (Schein & Schein, 2017).

1.2 Digital Technology Trends

Tesco’s digital strategy encompasses automation, data-driven decision-making and digital
retail innovations. Key technological trends affecting employees include:

Automation and Al: Tesco has expanded its use of self-checkout tills, electronic shelf-
labelling, automated stock systems and Al forecasting. While these technologies improve
efficiency, they can reduce traditional roles and create fear of redundancy or skill
obsolescence (Brynjolfsson & McAfee, 2017).

Digital communication platforms: Systems such as Yammer, Microsoft Teams and digital
headsets in stores have transformed communication. While beneficial for speed, digital
overload and inconsistent training can cause frustration and reduced wellbeing.

HR digitalisation: Tesco’s My Tesco HR portal enables self-service access to pay, rota
schedules, leave and training. However, employees with low digital confidence—particularly
older staff—may experience challenges navigating these systems (Marr, 2022).

People analytics: Tesco uses data for scheduling, performance insights and workforce
forecasting. Without clear data-ethics communication, employees may perceive analytics as
intrusive, affecting trust (CIPD, 2024).



1.3 Flexible Working Arrangements

Tesco’s flexible working landscape differs across functions:

Hybrid working applies mainly to head-office staff in Welwyn Garden City and London. This
creates potential inequality between office and frontline staff, who may perceive fewer
opportunities for flexibility (Bloom et al., 2022).

Flexible shift patterns are used in stores and distribution centres via digital rota-
management tools. Although these tools support work—life balance, inconsistent managerial
use may lead to unfair allocation of preferred shifts or insufficient notice—common sources
of grievances.

Work-life balance pressures have increased as digital communication extends beyond
traditional hours. Without clear boundaries, employees may experience burnout (Lewis &
Beauregard, 2018)

Legal obligations: As of 2024, UK employees can request flexible working from day one,
requiring Tesco to ensure consistent and fair decision-making (UK Government, 2024).
These organisational factors collectively demonstrate the complexity of managing
transformation in a large, diverse workforce.

2. Evaluation of Contemporary HR Practices for Tesco
2.1 HR Practices Addressing Business Transformation

Strategic Workforce Planning (SWP):

Tesco can use SWP to forecast skills needed in automated, digital environments and
redesign roles accordingly. SWP also helps identify reskilling priorities and minimises
employee uncertainty by providing clear transition pathways (CIPD, 2023).

Structured Change Management:

Using models such as Kotter’s 8-Step approach ensures transparent communication,
employee involvement and phased implementation. Evidence shows that change initiatives
with strong communication reduce resistance and grievances (Armenak’s & Harris, 2009).

Reskilling Programmes:

Tesco can expand digital learning academies, micro-learning modules and on-the-job
coaching to support transitions from manual to digital roles. Organisations such as Amazon
and PwC demonstrate that large-scale reskilling improves adaptability and morale.



2.2 HR Practices Addressing Digital Technology Trends

Digital Skills Training:

Digital literacy programmes, supported by mobile-friendly learning platforms, help employees
navigate new store technologies and HR systems. Upskilling reduces anxiety and improves
performance (Marr, 2022).

Ethical People Analytics Frameworks:

Tesco should clearly communicate how productivity and scheduling data is collected and
used. Transparent governance improves trust and reduces fears of unfair surveillance
(CIPD, 2024).

Digital Wellbeing Policies:
Introducing policies limiting after-hours messaging, encouraging “digital breaks,” and
providing training on digital boundaries helps reduce burnout.

HR Technology Integration:
Al-driven recruitment tools, self-service portals and digital onboarding can reduce
administrative burdens if supported with sufficient training.

2.3 HR Practices Addressing Flexible Working Arrangements

Consistent Hybrid Working Guidelines:

Tesco should implement clear frameworks specifying expectations around office attendance,
communication norms and team coordination. Evidence shows structured hybrid policies
reduce inequality and improve cohesion (Bloom et al., 2022).

Outcome-Based Performance Management:

Shifting evaluation from physical presence to measurable outputs ensures fairness,
especially for hybrid teams. Tools such as OKRs enhance clarity and alignment (Armstrong
& Taylor, 2020).

Wellbeing and Inclusion Support:
Providing mental-health resources, ergonomic home-working equipment and financial
support for digital access strengthens inclusion across all roles.

Digital Scheduling Tools:
Tesco’s existing rota tools should be standardised to ensure fairness in shift allocation.
Intelligent scheduling can reduce understaffing and workload issues.

Together, these contemporary practices strengthen workforce capability, wellbeing and
fairness during transformation.

3. Critical Evaluation: How Managers Can Ensure Urgent Implementation (500 words)
Departmental managers at Tesco are pivotal in translating HR policies into daily practice.

While HR provides strategic direction, effectiveness depends on consistent, competent and
timely implementation at store, distribution and office levels.



3.1 Building Managerial Capability

Many grievances arise from inconsistent managerial skills. Store managers vary in digital
confidence, communication ability and understanding of flexible working legislation (CIPD,
2024). To ensure urgent implementation, Tesco must invest in targeted leadership training
covering digital tools, people analytics, conflict resolution and hybrid team management.
Without this capability development, contemporary HR initiatives risk becoming procedural
rather than transformative.

3.2 Strengthening Communication and Employee Voice

Managers must clearly communicate changes, explain their rationale and encourage
employee feedback. In transformation contexts, poor communication leads to confusion,
resistance and mistrust (Kotter, 2012). Tesco can support managers by providing
standardised communication toolkits, briefing notes and employee FAQs. Mechanisms such
as digital pulse surveys and team forums also give managers real-time insight into employee
concerns.

3.3 Ensuring Fair and Consistent Policy Application

One of Tesco’s biggest risks is inconsistency between departments. Some managers offer
flexible shift swaps or remote-working opportunities, while others restrict them. Consistency
requires clear accountability. Tesco should integrate policy compliance into managerial
performance reviews and use HR analytics to track scheduling fairness, training completion
and flexible working decisions.

3.4 Role Modelling Positive Behaviours

Managers heavily influence team culture. To embed digital wellbeing and hybrid-working
practices, managers must model appropriate behaviours—such as avoiding after-hours
communication, using digital systems properly and demonstrating openness to flexible
arrangements (Schein & Schein, 2017). Negative role modelling undermines HR policy.

3.5 Collaboration with HR and Cross-Functional Teams

Urgent implementation requires strong collaboration between managers, HR Business
Partners and digital teams. Joint problem-solving ensures that new technologies, hybrid
working models and reskilling initiatives are implemented effectively. Tesco can strengthen
collaboration by establishing cross-functional change teams.

3.6 Continuous Monitoring and Feedback Loops

Managers must track the impacts of new HR practices, including grievance levels,
performance trends and wellbeing indicators. Many managers avoid difficult conversations,
leading to unaddressed issues escalating (Ulrich & Dulebohn, 2015). Providing coaching
training and digital reporting dashboards would support early intervention.



Overall, effective implementation depends on managerial competence, communication,
accountability and alignment with HR strategy.

Conclusion and Recommendations

Conclusion

Tesco’s rapid business transformation, digitalisation and evolving flexible working landscape
present both opportunities and risks. While these changes support efficiency, innovation and
employee wellbeing, they have also contributed to increased grievances relating to
workload, technological demands, fairness and communication. Contemporary HR
practices—such as strategic workforce planning, digital skills training, ethical data
governance, hybrid working frameworks and outcome-based performance management—
can effectively address these challenges. However, their success depends heavily on
departmental managers, whose capabilities, behaviours and consistency shape employees’
daily experiences.

Recommendations

1. Invest in Manager Development:
Prioritise digital leadership, hybrid management, conflict resolution and communication
training for all line managers.

2. Standardise Flexible Working Policies:
Ensure consistent hybrid guidelines, shift-scheduling practices and flexible working
decision-making across departments.

3. Strengthen Digital Skills Training:
Provide accessible and tailored digital literacy programmes for all employees,
particularly those in frontline roles.

4. Enhance Communication Frameworks:
Introduce standardised communication toolkits for managers during transformation
initiatives.

5. Improve People Analytics Governance:
Communicate clearly how employee data is collected and used to enhance trust and
reduce grievances.

6. Embed Accountability:
Link managerial KPIs to employee wellbeing, grievance rates, training completion and
flexible working equity.

7. Strengthen Employee Voice Mechanisms:
Use digital pulse surveys, listening groups and anonymous reporting tools to identify
issues early
These recommendations will help Tesco build a fair, digitally confident and adaptable
workforce capable of navigating ongoing transformation.
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