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Contemporary HR Challenges and HR Practices: A Report on Tesco plc
Introduction
Human Resource Management (HRM) plays a central role in helping organisations respond to changing economic, technological and social conditions. In the modern business environment, HR departments are expected not only to support administrative functions, but also to act strategically in building workforce capability, strengthening employee commitment and sustaining organisational performance. UK organisations currently face several pressing HR challenges, particularly in relation to technological advancement, talent acquisition and retention, and diversity, equity and inclusion (DEI). These issues are highly relevant to large employers whose workforces are diverse, geographically dispersed and subject to constant operational change.
This report focuses on Tesco plc, one of the largest UK-based retail organisations and employers. Tesco offers an appropriate case study because its size, digital transformation, customer-facing business model and public workforce commitments make it highly relevant for examining current HR challenges in practice. The company operates in an environment where workforce agility, employee engagement and inclusive people management are critical to maintaining service quality and competitiveness. Recent HR debates show that employers are increasingly required to adopt new technologies, attract and retain talent in a competitive labour market, and build inclusive workplaces that reflect both legal expectations and wider social values (CIPD, 2024).
The report is divided into three main sections. The first explains the specific factors associated with technological advancement, talent acquisition and retention, and DEI in Tesco. The second evaluates contemporary HR practices used to address each of these challenges. The third critically evaluates how departmental managers can ensure that these practices are implemented urgently and effectively. In doing so, the report draws on HR theories and models, including the Resource-Based View, Human Capital Theory, the Psychological Contract, and selected motivation theories, notably Maslow’s hierarchy of needs, Alderfer’s ERG theory and Herzberg’s two-factor theory. These theories help explain why employees join, stay, perform and disengage, and therefore strengthen the analysis of talent retention and management practice.
Overall, the report argues that successful HR strategy in Tesco depends on integrating technological capability, employee motivation, inclusion and managerial accountability. Policies alone are insufficient; the effectiveness of HR practice depends on how consistently and urgently these initiatives are implemented across departments.







1. Specific Factors Related to Technological Advancement, Talent Acquisition and Retention, and DEI
One major factor affecting Tesco is the need to keep pace with technological advancement. Digital transformation has changed the nature of work across retail, logistics, administration and HR itself. HR departments increasingly rely on applicant tracking systems, HR analytics, digital onboarding platforms, e-learning systems and AI-supported recruitment processes. This shift creates pressure on Tesco to invest in both technology and employee capability. According to the CIPD (2024), many employers are increasing their use of technology in recruitment and onboarding, reflecting a broader move towards digital HRM. However, introducing technology is not simply a technical matter; it also creates challenges concerning employee skills, adaptability, data management and fairness. From a Human Capital Theory perspective, employees’ knowledge and skills are assets that must be developed to maintain organisational productivity. If Tesco introduces advanced systems without adequately training staff, the technology may fail to deliver its intended value.
A further challenge linked to technology is the changing nature of job roles. Automation and digital systems may reduce some routine tasks while increasing the need for problem-solving, digital confidence and cross-functional coordination. This means Tesco must support reskilling and continuous learning, rather than relying entirely on new recruitment. At the same time, the use of automated decision-making in recruitment raises legal and ethical concerns around bias, transparency and accountability. Therefore, technological advancement requires not just efficiency, but responsible and inclusive implementation.
The second factor is talent acquisition and retention. Tesco operates in a highly competitive labour market in which employers are competing for both frontline employees and skilled managerial or specialist staff. Recruitment challenges may arise from labour shortages, changing employee expectations, inflationary pressures, and demand for flexibility. Retention has become equally important because high labour turnover increases costs, disrupts team stability and reduces service consistency. The Psychological Contract is useful here, as it explains the unwritten expectations between employees and employers (Rousseau, 1995). Employees increasingly expect fair treatment, development opportunities, supportive management and work-life balance. When these expectations are not met, employees may disengage or leave.
Motivation theories help explain why retention is a serious HR issue. Maslow’s hierarchy of needs suggests that employees seek not only basic financial security, but also belonging, esteem and self-actualisation (Maslow, 1943). Tesco must therefore provide a working environment that supports both lower-level and higher-level needs. Alderfer’s ERG theory develops this idea by grouping needs into existence, relatedness and growth, while also recognising that employees may move between them rather than progress in a fixed sequence (Alderfer, 1969). This is relevant in retail because some workers may prioritise secure income and stable hours, while others may seek career progression and recognition. Herzberg’s two-factor theory further distinguishes between hygiene factors such as pay, conditions and policies, and motivators such as achievement, responsibility and advancement (Herzberg, Mausner and Snyderman, 1959). This suggests Tesco cannot rely only on pay increases to retain employees; it must also provide meaningful development, recognition and progression.
The third factor is diversity, equity and inclusion (DEI). DEI has become a strategic concern because organisations are expected to recruit and manage employees fairly, create inclusive cultures and widen access to opportunity. Tesco’s large and diverse workforce means DEI affects recruitment, progression, engagement and reputation. Diversity refers to workforce differences, equity concerns fairness of access and treatment, and inclusion focuses on whether employees feel respected, heard and able to contribute. A key factor in Tesco is ensuring that DEI is embedded across all stages of the employee lifecycle, including attraction, selection, induction, development and promotion.
DEI is also linked to organisational performance. The Resource-Based View suggests that firms gain competitive advantage from valuable, rare and hard-to-imitate resources, including people and organisational culture (Barney, 1991). A diverse and inclusive workforce can improve innovation, decision-making and customer understanding. However, DEI is difficult to achieve if organisational systems unintentionally reproduce bias. For example, recruitment criteria, promotion decisions or technology-enabled screening tools may disadvantage certain groups if not monitored carefully. Therefore, Tesco must move beyond policy statements and ensure that inclusion is reflected in day-to-day management decisions.
In summary, Tesco’s HR challenges are interconnected. Technology affects workforce capability and fairness; attraction and retention depend on both material and motivational factors; and DEI shapes who is recruited, developed and retained. These challenges require strategic and evidence-based HR responses.





















2. Evaluation of Contemporary HR Practices to Address Each Factor
To address technological advancement, one important contemporary HR practice is the use of digital HRM systems. These include e-recruitment platforms, digital onboarding, cloud-based HR records, workforce analytics and online learning systems. Such practices can increase speed, accuracy and efficiency in recruitment and workforce planning. They also allow HR to analyse trends such as turnover, absenteeism and training completion more effectively. From a strategic perspective, digital HRM supports evidence-based decision-making and can help Tesco respond more quickly to operational change. However, the effectiveness of these tools depends on how they are implemented. If employees and managers lack digital skills, the technology may create frustration rather than efficiency. In addition, excessive dependence on automated systems may weaken human judgement, especially in recruitment, where fairness and context remain important.
A second practice is continuous learning and reskilling. In a digitally changing business, training must be ongoing rather than occasional. Tesco can use e-learning, micro-learning modules, mentoring and role-specific digital training to help staff adapt to new systems. This aligns with Human Capital Theory, which views training as an investment that improves organisational capability. The advantage of this practice is that it develops internal talent and reduces dependence on the external labour market. It can also improve employee confidence and engagement. However, it requires time, funding and strong managerial support. If learning is available but not prioritised operationally, uptake may remain low.
To address talent acquisition and retention, a major contemporary practice is strengthening the employee value proposition (EVP). An effective EVP includes competitive pay, flexible working options, wellbeing support, career development and a positive organisational culture. In Tesco’s context, this is important because employees are unlikely to stay solely for salary if they experience poor scheduling, limited progression or weak management support. The CIPD (2024) highlights the growing importance of flexibility and internal development in attracting and retaining staff. This can be evaluated positively because it recognises employees as individuals with diverse needs.
Motivation theory strengthens the case for this approach. According to Maslow, pay and job security meet lower-level needs, while recognition and advancement satisfy higher-level needs. Alderfer similarly suggests that employees may seek growth opportunities even when other needs remain relevant. Herzberg’s theory is especially useful because it shows why improving only hygiene factors, such as pay or policies, may reduce dissatisfaction but not necessarily create commitment. In practice, Tesco should combine fair reward with motivators such as recognition, skills development, internal mobility and job enrichment. This is a stronger retention strategy than relying on transactional incentives alone. The limitation is cost and consistency: a strong EVP can be difficult to deliver equally across different departments and job levels.
Another important practice is strategic talent development, including graduate schemes, apprenticeships, succession planning, internal recruitment and career pathways. This approach helps Tesco create a pipeline of capable employees while improving engagement and reducing turnover. It reflects the Resource-Based View, since internally developed talent can become a source of competitive advantage. It also supports the psychological contract by signalling that the organisation values employee growth. However, if promotion opportunities are perceived as unfair or limited, talent programmes may increase frustration rather than retention. Therefore, transparency and equal access are essential.
To address DEI, one key contemporary practice is inclusive recruitment and selection. This may involve using unbiased job descriptions, broad advertising channels, structured interviews, diverse panels and objective scoring criteria. These practices are valuable because they reduce reliance on informal judgements and widen access to underrepresented groups. In Tesco’s case, inclusive recruitment is especially relevant because of the company’s scale and range of roles. The advantage is that it supports fairness, employer reputation and access to broader talent pools. However, there are limits. Recruitment can be inclusive in design while workplace culture remains exclusionary in practice. This means DEI must continue beyond hiring.
A further DEI practice is inclusive leadership development. Managers should be trained to recognise bias, support diverse teams and respond appropriately to employee concerns. Inclusive leadership is vital because employee experience is shaped less by corporate policy documents and more by direct management behaviour. This practice can improve belonging, reduce conflict and strengthen retention among underrepresented employees. It also supports Herzberg’s motivators, particularly recognition, achievement and responsibility, by ensuring more equitable access to these experiences. However, leadership training alone does not guarantee behavioural change. It must be accompanied by accountability mechanisms and performance measures.
Finally, people analytics and HR metrics are increasingly used to monitor whether HR practices are working. Tesco can track turnover, promotion rates, training participation, diversity representation and engagement by department. This supports evidence-based HRM and helps identify where interventions are needed most urgently. The strength of this practice is that it can reveal hidden patterns and reduce reliance on assumptions. The weakness is that data may be collected without meaningful action. Therefore, analytics are most effective when integrated with managerial accountability and strategic decision-making.
Overall, contemporary HR practices can address Tesco’s challenges effectively, but only when they are combined into a coherent strategy. Technology, motivation, inclusion and development must work together rather than as isolated initiatives.












3. Critical Evaluation of How Departmental Managers Can Ensure These Practices Are Implemented as a Matter of Urgency
Departmental managers are crucial to the implementation of contemporary HR practices because they translate policy into everyday employee experience. In Tesco, line and departmental managers influence recruitment quality, onboarding, training uptake, flexibility, team culture and employee engagement. As a result, the urgency of HR implementation depends significantly on their capability, priorities and accountability. Even strong HR strategies can fail if managers treat them as secondary to operational targets.
One way managers can ensure urgent implementation is through clear accountability for people outcomes. HR practices should be embedded in departmental objectives rather than treated as optional initiatives. Managers should be assessed not only on productivity and customer service, but also on retention, absence, employee engagement, inclusion indicators, training completion and internal progression. This increases urgency because managers are more likely to prioritise issues that affect performance evaluation. Critically, however, accountability must be meaningful. If targets are too narrow, managers may focus on appearance rather than substance, for example by meeting hiring targets without ensuring quality or inclusion. Therefore, performance measures must balance operational and human outcomes.
Managers also need training and practical support to implement HR practices effectively. For example, they may be expected to use digital systems, conduct structured interviews, support flexible work arrangements, manage diverse teams and recognise signs of disengagement. Without proper training, they may resist these practices or apply them inconsistently. This is especially important in relation to motivation and retention. If Herzberg’s theory is applied, managers need to understand that simply enforcing rules or maintaining minimum conditions will not inspire commitment. They must actively create motivators such as recognition, responsibility and development. Similarly, Maslow and Alderfer suggest that employees have multiple needs which managers must recognise, from security and belonging to growth and achievement. A manager who ignores these needs may contribute directly to turnover.
Another important mechanism is regular monitoring and rapid intervention. Urgency requires more frequent review than annual appraisals or occasional HR meetings. Departmental managers should use short review cycles to identify emerging problems such as high turnover among new recruits, low participation in training or poor representation in promotion outcomes. By monitoring these patterns monthly or quarterly, managers can act before issues become entrenched. This may involve redesigning induction, improving communication, reallocating workloads or seeking HR support. Critically, this approach depends on reliable data and the willingness to respond to it honestly rather than defensively.
Managers must also role-model inclusive and developmental leadership. DEI and retention are heavily influenced by daily team interactions. If a manager tolerates exclusion, ignores employee voice or applies flexibility unfairly, formal HR policies will lose credibility. Conversely, managers who communicate openly, treat people fairly and support development help strengthen the psychological contract and encourage discretionary effort. From a critical perspective, this shows that implementation is not only procedural but cultural. However, relying on individual goodwill is risky. Tesco should therefore support urgency through audits, escalation processes and consequences for repeated non-compliance.
Finally, effective implementation requires close collaboration between HR and departmental managers. HR can design frameworks, offer specialist expertise and provide data dashboards, but managers understand operational realities. Urgent implementation is most likely when both sides share responsibility. For example, HR may develop inclusive recruitment guidance, but managers must apply it consistently in the actual hiring process. HR may provide learning systems, but managers must allow time for staff to engage with them. Therefore, urgency is created through partnership, clear expectations and follow-through.
In critical terms, departmental managers are both the greatest enablers and the greatest potential barriers to HR success. If they are well-trained, accountable and supported, they can accelerate digital adaptation, retention and inclusion. If not, even well-designed HR policies will remain symbolic.























Conclusion
This report has examined the main HR challenges facing Tesco plc in relation to technological advancement, talent acquisition and retention, and diversity, equity and inclusion. The analysis shows that these issues are closely linked. Technological change requires workforce adaptability and ethical use of digital systems. Talent acquisition and retention demand more than recruitment volume; they require a compelling employee experience supported by fair reward, development and management quality. DEI is not only a legal or reputational issue, but a strategic one affecting access to talent, employee engagement and organisational performance.
The report has shown that contemporary HR practices such as digital HRM, reskilling, flexible working, talent development, inclusive recruitment and people analytics offer valuable responses to these challenges. However, their effectiveness depends on how consistently they are implemented. The use of motivation theories strengthens this conclusion. Maslow, Alderfer and Herzberg each demonstrate that employees remain committed when organisations and managers address both basic and higher-level needs, including security, belonging, recognition and growth. This means Tesco’s HR strategy should not focus only on efficiency, but also on employee motivation and fairness.
The report also concludes that departmental managers are central to urgent implementation. They shape the lived reality of HR policy through their decisions, behaviours and priorities. Therefore, successful HR practice in Tesco requires not only strategic planning from HR specialists, but also accountability, capability and inclusive leadership from managers at departmental level.

















Recommendations
Tesco should adopt the following actions to improve HR effectiveness:
1. Invest in digital capability alongside digital systems
New HR technologies should be supported by role-specific training, practical guidance and human oversight to ensure fairness and effective use.
2. Strengthen retention through both hygiene factors and motivators
In line with Herzberg’s theory, Tesco should improve pay, conditions and scheduling while also increasing recognition, career progression and job enrichment.
3. Embed flexible working and wellbeing into the employee value proposition
This should include flexibility where operationally possible, predictable scheduling and stronger support for work-life balance.
4. Expand internal development pathways
Apprenticeships, mentoring, succession planning and internal mobility should be used to develop talent and reduce dependence on external recruitment.
5. Make DEI measurable and manager-led
Managers should be accountable for inclusive recruitment, development and progression outcomes through departmental scorecards and regular review.
6. Provide mandatory inclusive leadership and people-management training
This should focus on structured hiring, bias reduction, motivation, employee support and fair implementation of HR policy.
7. Use quarterly HR dashboards at departmental level
Turnover, engagement, training uptake, diversity data and early attrition should be reviewed regularly so urgent interventions can be made.
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