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Introduction

This essay will define and evaluate the organisational environment and the importance of organisational behaviour. The different approaches of management, work motivation and satisfaction as well as perception and communication will be discussed. All of the above will be then applied to the chosen organisation and secondly analysed in detail. The organisation subjected in this essay is Tesco Plc.

Tesco PLC (Public Limited Company) is a British global grocery and general merchandise retailer with stores across 14 countries and headquarters in the UK. It was founded in 1919 by Jack Cohen in the East End of London. Tesco retails food, clothing by F&F, toys and electrical goods. Tesco also branched out into a mobile networking “Tesco Mobile” and banking “Tesco Bank”. Tesco is an international retail company with 7,000 stores across Europe and Asia and employing around 440,000 people. Tesco operates in a private sector, therefore is not controlled by the government. It falls into the tertiary sector of business activities providing several services to its customers. Tesco is a Public Limited Company (PLC) which means the company’s capital stock is traded on a stock exchange and can be bought and sold by anyone. Tesco’s main objectives are profit maximisation, growth, providing excellent customer service and maintenance of the leadership in the retail market (Tesco, 2019).

Organisational context

Daft’s (1998) definition of an organisational context is the environment in which the organisation is existing in, its size, strategy, culture and also external factors such as politics, economy and competition. In simple words, an organisational context is everything that is influencing and affecting the organisation in achieving its goals. To study and understand organisations better, Morgan (1989), has created eight metaphors. According to Morgan (1989), organisations can be seen as machines, organisms, brains, cultures, political systems, flux and transformation, psychic prisons and instrument of domination. The metaphors can help to view an organisation differently; for example, brains can refer to the process of making decisions, critical thinking and creativity. On the other hand, psychic prison can apply to an organisation being a toxic place where people have to deal with limitations that restricts their ideas and actions.
Furthermore, another essential aspect of an organisation is the understanding of organisational behaviour. Luthans (1995), “Organizational behaviour is directly concerned with the understanding, prediction, and control of human behaviour in organisations.” Many factors can influence people’s actions within the workplace, for example, communication and leadership; therefore, it is crucial for management to adequately supervise and oversee employees to avoid unnecessary conflicts and setbacks.
Concerning Tesco Plc, several metaphors can be applied to have a better understanding of the company. Tesco is seen as a machine where different parts of the daily processes are arranged in a way that they are working seamlessly together just like a machine, producing goods, or supplying stores with produce. All this will lead to common goals which are selling products, making profits and satisfying customers (Tesco, 2019).
Different levels of management within Tesco mediating and communicating with each other to accomplish a common goal could be seen as the brain metaphor. Without the management exchanging information and delegating tasks daily running of stores would be very challenging; therefore, this metaphor can compare each manager to each brain cell. However, if there is a conflict amongst managers, the realisation of common goals could be hard and damaging to an organisation.
Another metaphor describing Tesco can be flux and transformation. Tesco faced many changes in recent years due to the direct competition from Lidl and Aldi, customer changing behaviour, politics and economy. The company has transformed and adapted to changes by opening Jack’s stores and offering cheaper alternatives. Ignoring customers’ wants and not keeping an eye on competitors could lead to financial struggles. 

Approaches to organisation and management
As human behaviour within the workplace can be influenced by the individual, the group, the organisation and the environment (Mullins, 2007), several different management approaches been developed for better understanding and supervision of people. The main four approaches to management include classical, human relations, systems and contingency approach (Mullins, 2007).
The classical approach includes Taylor’s (1947) scientific management, Weber’s (1964) bureaucracy and Fayol’s (1949) administrative science theory. The classical approach states that the organisation have to work efficiently, and its employees have to follow the rules of performing tasks for maximum productivity. This theory mainly focuses on low-level workers and does not take into account factors such as employees satisfaction or their social needs. Workers are expected to work non-stop like machines, and if they cannot perform tasks well, they will be replaced (Skaik, 2008 & Grey, 2005).

Frederick Tayler (1947) scientific management theory, focused on the fact that to achieve maximum output from workers, they have to follow strict instructions and rules. To attain this, he improved the way employees were working. He also stated that more efficient workers are to be paid higher wages. According to his theory, decision making always flows from the top management to the bottom, never the other way around (Taylor, 1947). The advantages of this theory include increased productivity, less room for error and quick decision making. However, this theory also has some negative points such as workers are treated like machines, ultimate control from management, and it is time-consuming.

Bureaucracy theory was created by Mark Weber, and the main features include a hierarchy of authority, a system of rules, specialisation and impersonality (Stewart, 1999).  Bureaucracy suggests that the organisation have to have a clear division of work where most qualified employees are assigned to each position. There also should be a hierarchal structure with a transparent chain of command. Hiring and work promotion should be strictly based on employee qualification his knowledge and effectiveness. Moreover, standardised rules and regulation should in place for successful management (Weber, 1964). Main criticism implies that the system is too restrictive, time-consuming creating delay in decision making and distracts from the real problems while concentrating on paperwork and rules (Merton, 1952; Hummel, 2007).

Administrative science theory was designed by Henry Fayol (1949), who focused his work on the management level, providing them with guidance and knowledge needed for successful human management. He distinguished five functional areas in an organisation: planning, organisation, command, coordinate and control (Fayol, 1949). Some of his views embrace the separation of work into smaller tasks that are assigned to an individual or group of employees, unity within the organisation which ensures the accomplishment of common goals. He also believed in discipline and authority. The main criticism of this theory is a primary focus on management and lack of attention to workers. The approach is concentrated on formal aspects of an organisation and omitting the social factors like interaction, communication, values and attitudes between employees (Wood & Wood, 2002). Drucker (1989), argues that Fayol’s management theory is not universal and cannot be applied to every organisation.

Human relations approach 
In 1920, Professor Elton Mayo conducted a series of experiments in a factory in Hawthorne to highlight the importance of human relations over financial rewards and viewing people as machines. The Hawthorne experiment has shown that employees were more productive when given more attention, empathy and consideration. The financial incentive has failed to boost productivity as it was more important for workers to maintain friendly relationships with colleagues. The employees declined to “go over” their daily target as this could cause conflict with other workers (Roethlisberger & Dickson, 1939). The bottom line for this theory is that employees are more productive when they feel accepted and respected. Sense of belonging is more important than financial incentives; therefore, the informal structure of an organisation is just as important as the formal structure. The Hawthorne experiment stated that productivity increased when workers were watched; however, this might be a negative. For example, when management is observing how employees work, the workers feel under pressure and in the result, produce more. 

Systems theory can be described as a merger between classical and human relations approach. Both approaches were lacking either the social or organisational content. Ludwig Van Bertalanffy (1951), defined an organisation as an open system with several mini-systems within, that is influenced by its environment. He also states that if the changes occur in either the social or organisational part, both parts will be equally affected as they make up the whole system. One of the main advantages of this theory is that an organisation is studied as a whole, therefore has the ability to adapt to the changing business environment. Secondly, it allows not only to uncover the problems but also to understand why the problems have occurred.

Contingency theory can be looked at as an extension to systems theory. Main principles have been adapted from previous approaches. The contingency approach focus is based on the strategy that there is no “most” suitable approach to follow or structure an organisation upon it. When discussing organization, leadership and decision making the issues and problems should be dealt with by management as and when situations arise, using techniques and rules from other theories. In other words, this theory allows the manager to implement the best management style, depending on the circumstances that the situation has happened (Vecchio, 2000).

In relation to Tesco Plc., the most suitable management approaches could be the contingency style. The company puts a massive emphasis on the formal and informal structure of the organisation and is fully aware that the human factor is as crucial as the technical factor. The in-store employees can be described as the face of the company; they have a daily encounter with customers; if their customer service is not satisfactory, they can give Tesco a bad reputation. That is where the human factor is an essential aspect of Tesco’s structure, hence why the management has to make sure that social factors are being met and fulfilled and their employees and happy and content within the organisation. The formal structure of Tesco is an essential aspect as the company has to be organized and follow the rules and regulation in order to achieve unity and common goals. The absence of structure in Tesco can be disastrous and lead to the collapse of the organization. For example, lack of safety rules can result in costly insurance claims, lack of work delegation and clear instructions from team leaders will create chaos and very low productivity as employees won't know what is expected from them. However, as much as the contingency theory is most fitting with Tesco’s management style, the main disadvantage is that  it relies on managers to adopt a particular approach in a different situation, it’s everchanging, and some of the leaders might not have enough skills to perform it successfully.

Work motivation and satisfaction
The Oxford Dictionary of English (2010), motivation is “the reason why somebody does something or behaves in a particular way” and satisfaction is “the act of fulfilling a need or desire”. Both terms are interrelated as satisfaction can be a motivator, especially in the work environment. It is hard to describe what exactly motivation and satisfaction are, as they differ with every person. 
One of the first theorists mentioning motivation was Taylor (1947), he argued that people are motivated by money; conversely, Mayo (1933), stated that people are not motivated by money after experiments in Hawthorne.
His finding contributed to the first actual motivational theory created by Maslow (1943) called Maslow’s hierarchy of needs. 

Maslow (1943), focused on the psychological needs of employees. He believed that there are five levels of grading in human needs, that have to be satisfied. He states that only when the bottom level of needs is achieved, a person can move up the ladder and focus on fulfilling the upper level. For example, once the basic needs like food, water, warmth and sleep are satisfied, a person can feel motivated to achieve safety needs such as security of employment, and once that has been fulfilled, they can move on up the ladder, and so on. The negative aspect of this theory is that not everybody’s needs are ranked in the same exact order, and some people’s priority needs might be different from Maslow’s pyramid.  In addition, once the top level has been reached and a person for some reason loses the top spot, it is believed that it will land all the way at the bottom and have to start again, which could very demotivating.

Herzberg theory X and Y
There are two types of employees which are on opposite spectrums. The theory X assumes that employees are lazy, unmotivated, dislike their work, have to be forced or threatened to work and require constant supervision. They need an authoritarian management approach. Theory Y assumes that employees are self-motivated, identifying their jobs as enjoyable, take responsibilities, have skills and capabilities. Managers in Theory Y take on a participative management style allowing employees to contribute to the company’s policies and involvement in decision making (Herzberg, 1959).

Tesco can use Maslow’s hierarchy of needs in many different aspects. Tesco can offer its employees regular working hours and brakes as well as canteen and lockers for their belongings (physical need). Security needs can be fulfilled by giving employees contract of employment, H&S policies and free health insurance. Social needs can be satisfied with teamwork through fundraising and team building activities. Self-esteem needs can be addressed by acknowledging people’s achievements and praising them in front of the team. Lastly, Tesco can satisfy employees self-fulfilment by conducting a personal development plan, allowing staff to progress and enhance their skills. The advantage of applying this theory in Tesco could mean a more productive team that is motivated to reach targets and also increased loyalty to the company. On the other hand, applying Maslow’s theory can be cost-effective and time-consuming, people can take incentives for granted and not feel motivated by it at all; also, they might expect them regardless of the situation. Another disadvantage is that through allowing people to develop their skills, Tesco might lose the most skilled ones, as they seek employment elsewhere.

Perception and communication
Perception is the capability to be aware of something through the senses. Human perception system allows people to see, hear, touch, taste and smell, therefore, be responsive to their environment.
Shermerhorn (2010), describes perception as, “The process through which people receive, organize, and interpret information from their environment”. However, every individual will have their own interpretation of a situation/person influenced by internal factors (attitudes, personality, experiences) and external factors (motion, repetition, size and novelty of the stimuli). As it is improbable to have two individuals having the same perception of the same situation, their actions and the way they communicate with others will be different. Communication is exchanging information, which can be performed verbally (speaking) and non-verbally (writing). Communication is affected by perception.
Perception and communication are essential parts of a marketing strategy in Tesco. The supermarket wants to be seen as a brand that cares about its customers, the brand that listens and makes changes to make their customers happy (Marketing Week, 2018). Tesco’s logo with blue, red and white colours gives a perception of a British company, the smell of freshly baked bread provides an impression of homeliness and comfort. People’s perception of Tesco was very similar to Tesco’s perception, however, in recent years, this has changed, and the supermarket giant is trying to rebuild its name and change customers opinions. Tesco’s strapline “Every Little Helps” is a perfect way of how the perception is integrated with communication. Tesco is communicating with its customers through the strapline, giving them the perception that the supermarket is trying to make their shopping experience more enjoyable such as offering baby changing facilities, points system or Clubcard scheme (Creative Review,n.d).

In conclusion, this essay specified the meaning of the organisational context of Tesco. Several management approaches have been reviewed such as scientific approach, bureaucracy, administrative science, human relations, systems and contingency theory. The most suitable approach applied for Tesco was contingency theory as it equally focused on formal structure and the social factor of the organisation. The development of management theories instigated many motivational theories such as Mayo’s, Maslow’s and Herzberg to be formed. Maslow’s hierarchy of needs approach was used for Tesco to present how employees are motivated but also to highlight the relation between motivation and satisfaction. Perception and communication were discussed to highlight how people’s opinion can affect their behaviour and the way they communicate with others. 
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