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“HOW DO BROADER EXTERNAL ENVIRONMENTAL FACTORS ALONG WITH
COVID-19 AND ETHICAL DILEMMAS AFFECT ORGANISATIONAL CULTURE
AND ITS PERFORMANCE?”

Executive summary 
The objective of the report is to discuss the greater external environmental factors related to COVID-19 in Tesco because of affecting the organizational culture and performance. The PESTLE, Porter's 5 forces and Cultural Web tools are applied in this research to discuss the objective. The research summarises political stability, the government announcement due to COVID-19 are political factors, high unemployment and economic downturn because of COVID-19 are economic factors, and online selling and self-service checkout points are technological factors of Tesco. It is summarized Tesco, new entrants, bargaining power of suppliers and customer threats are low whereas competitive rivalry is high. The company has a strong organizational culture which assists the business to fight different external factors of the company and its impact on it. Covid has a strong impact on the external environment of the business to recover from those that affect the organizational culture. Necessary changes have been suggested to the organizational culture of Tesco to make it more competent to face the covid effect and to recharge the business. Tesco has managed to maintain a strong organizational culture which has impacted positively the performance of the company. Few employees lost their jobs because of covid, but the other workers were very much influenced by the company, and they kept hold of the performance bar of the company. But the Tesco company has to keep an eye on the ethical issues so that they can do better and certain issues should not arrive in future. 
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[bookmark: _Toc110273082]Introduction 
The purpose of the report is to discuss the market leaders in the UK supermarket called Tesco UK. The report is going to introduce major analytical tools and business environmental scanning which must be underpinned in the report. The report is also going to evaluate the external environment of Tesco by using Porter's 5 forces and PESTLE analysis. The perspective of the discussion will mainly on COVID-19 and focus on major drivers for changes. The report will also focus on assessing the workplace culture of Tesco based on the Cultural Web model. In the end, the discussion will be focused on the relationship between Tesco's present culture and the efficiency to achieve non-financial and financial performance. The ethical dilemma of Tesco will be discussed and will show the impact of this on Tesco's organisational performance. 
The provided case study discusses the coronavirus perspective with different factors of the external environment. The case study highlights the bustling workplaces that have emptied and also been replaced by the Home Offices and also this is highly clear from current observations and also the government announcements which changes should be lasting. New Normal also creates massive issues for the corporate culture. COVID-19 has changed the world and the way companies are working on an extraordinarily short-time basis. Case Study also tells about major opportunities and issues that may be met where the leaders can move from the mindset of crisis management to thinking about the way to run businesses differently (Ewing et al., 2022).     
[bookmark: _Toc110273083]Main body 
[bookmark: _Toc110273084]Background of company 
The chosen organisation for this report is Tesco UK. The organisation was established in 1919 by Jack Cohen. This company is headquartered in Cheshunt, UK. In 2013, over 1200 Tesco items were available at supermarkets of AlphaMega following the exclusive agreement that was signed with the chain in the UK. Cypriot chain also has over 1200 various products, including frozen foods, cake-making items, personal care items, animal feed and different food products. The organisation currently has 3400 stores globally and operates 7 days per week. The organisation is highly engaged in business to offer non-food, food and also different retailing services. This operates several formats of stores which offer items including spirits, wines, fresh produce, sandwiches, ready-meals and an in-store bakery. Major food brands of Tesco include Tesco Value and Tesco Finest in the UK. The online businesses of Tesco include Tesco Direct and online grocery, which operate in Ireland and South Korea. Even Telecoms business, initially operated by the network of Tesco Mobile, offers mobile handsets like the recently launched smartphones. As per the 2021 report, Tesco is currently having 3,67,321 workers globally. The UK is Tesco's major operating market. The maximum annual revenue is generated from the market. Tesco also sells its items in stores situated in different Asian and European countries. As per market share, the biggest rivals of Tesco are Sainsbury's and Asda (Tesco, 2022).   
As per June 2022’s report, both Sainsbury’s and Tesco had the biggest share over the period under consideration, nearly holding 42.2% of the market (Statista, 2022). The mission of the company is to make things that matter better, together. For this purpose, supermarket retail focuses on improving health, distinguished quality, improving lives, and many more. On the other hand, the vision statement of Tesco is to become a highly valued business in communities where Tesco operates, the customers the organisation serves, the committed and loyal co-workers and also the shareholders. In this case, Tesco focuses on highly valued enterprises, and their offerings are flexible for everyone. The core value of Tesco is caring for everyone, customer-focused and also little support makes the difference. The core purpose is to serve the planet, communities and customers a little better per day (Tesco, 2022).     
[bookmark: _Toc110273085]Business Environmental analysis tools 
This report will apply 3 major models from the perspective of Tesco such as Porter's 5 forces, PESTLE and the cultural web. 
For external factors identification, PESTLE analysis is the key for the organisation. PESTLE stands for ‘political’, ‘economic’, ‘sociological’, ‘technological’, ‘legal’ and also ‘environment’. This may be applied in a range of various scenarios and should guide the senior managers and people professionals in strategic decision-making. PESTE tool is normally applied as the broader activity of fact-finding. This supports the firm in developing external factors which would impact the decisions developed inside the firm. Understanding the impact, the external factors may have on the firm, becomes handy for the firms for planning better. This tool has a simple framework and facilitates broader and better business environment understanding (Pathak, 2022). 
Porter’s 5 forces are an effective tool to analyse the competitive environment of that firm. This tool may support the organisation to analyse the attractiveness of a specific sector, measuring the competition intensity and assessing options of investment. Porter's 5 forces have 5 major areas such as supplier's power of bargaining, customer's power of bargaining, competitive rivalry, the threat of the new entry and substitution. All of these things should sum up the sector’s competitive rivalry. The 5 forces support firms in understanding factors that affect profitability in the particular sector and should support informed decisions related to either entering a particular industry, whether to expand the capacity in a particular sector and creating competitive strategies (CGMA, 2022).     
The cultural web is the tool applied to map the culture of the firm and is the process to understand and see the various influences which affect the culture of an organisation. This model is applied for mapping the existing culture and also this may be applied to mapping the future. Culture web's major elements are quality systems, rewards and financial systems. Culture Web delivers one major approach to look at and also change the culture of the organisation. Applying this, the organisations or users may expose the cultural practices and assumptions and also set toward work aligning the organisational elements with each other, and with the strategy (Mindtools, 2022).        
[bookmark: _Toc110273086]External environment Analysis of Tesco UK
By using PESTLE analysis Tesco’s external environment will be determined. 
Political 
· Political stability- Tesco operates in the UK which is considered one of the politically stable countries. However, Brexit creates major uncertainty and issues for the companies operating in the UK. As the outcome of Brexit, Tesco mainly has reported disruptions in goods delivery to Northern Ireland, including fresh fruit and ready meals. Even food prices change after Brexit are highly modest indeed under deals struck between the EU and UK (Rocky, 2022).   
· Government announcement because of COVID-19- Because of COVID-19, The UK government has announced a lockdown. This creates a massive impact on Tesco's profits in the initial place. Tesco's profits went down by nearly 892 million GBP related to COVID-19 costs including a requirement of hiring staff. However, later on, Tesco shifted its business online at the time of lockdown (Business-standard, 2022).   
Economic
· Economic downturn due to COVID-19- Due to lockdown and COVID-19 in 2020/2021, the UK economy has observed a major downfall. A huge number of people's earnings are going down and maximum people have lost their jobs. As a result, customers are starting to spend less or they are switching to less costly brands. It can severely affect the profits and operations of Tesco. However, Tesco faces positive things also from this situation as customers are still spending on Tesco products for the quality (Rahman, 2022).   
· Increase in unemployment- Due to lockdown Tesco has to cut 1600 jobs. As in this economic downturn, Tesco has to bear millions of GBP per year for labour. Cutting 1600 jobs as this revamps the way stores provide overnight operation and also shuts Jack’s experimental discount chain. This also cites changing habits of shopping at the time of COVID-19 (Hipwell and Linsell, 2022).   
Social
· Change in customer behaviour- Due to lockdown and Job loss, the customers have no disposable income. Therefore, the purchasing power of customers has gone down. For this reason, customers are not willing to purchase goods or buy a limited amount of stuff as per their needs. It affects Tesco's sales. The company faces massive losses due to this (Rahman, 2022).    
· Increasing demand for particular products- In post-COVID time, Tesco has collected various initiatives in current years as per demands and social changes. For example, because of high demands, this sells halal meat (branded) to Muslim consumers or also has meat counters (independent) in various stores in the UK (Rahman, 2022).   
Technological
· Online selling- Tesco's e-commerce expands 22% after the expansion of lockdown. Tesco was able to show online sales that continued at the bigger levels compared to the COVID-19 pandemic in the initial quarter of the financial year. In the initial quarter, there was 22.2% online sales growth at the same time last year, reflecting April's surge in the fulfilment capacity at the time of the pandemic (Rigby, 2022).      
· Self-service checkout points- This helps Tesco to offer consumers convenience and support itself to eliminate costs. The website is properly organised, supports customers, determines what they search for and delivers a simple experience. This encourages loyalty (Rahman, 2022).    
Environmental
· Wastage issue- Tesco if failed to sell food then the company distributes this to community and charity groups. This also offers this to co-staffs by co-worker shop. Tesco has been ordered for paying more than £8 million in costs and fines after pleading guilty to the pollution incident (Agency, 2022).  
· Environmental protection- Due to the pressure from the public and government, Tesco has focused on the environment’s health. As a result, Tesco has to take initiatives to eliminate 1 billion plastic pieces from the UK business within 2020 (Rahman, 2022).  
Legal  
· EU and UK competition law- This prohibits anti-competitive activities. Tesco may not merge with other supermarkets in the UK. This is because Tesco can be rejected by the competition watchdog in the UK. 
· Paying a huge fine- Tesco was fined in 2021 £7.56 million for selling foods that are out of date in various stores in Birmingham (Rahman, 2022). 
From the above, the major drivers of change for Tesco during COVID-19 perspectives are customer behaviour change, high-cost expenses and environmental challenges. 
[bookmark: _Toc110273087]Industry Analysis of Tesco UK 
Threats of new entrants 
It is low. 
Tesco is the market leader in the supermarket store in the UK. For newcomers to start a supermarket business requires huge capital to open shops and stores. Even newcomers may not compete with Tesco easily because of Tesco's discounts and operations of the economics of scale. Even due to COVID-19 and lockdown, many players are afraid to enter the supermarket business also (Team, 2022).     
Substitute’s threat
It is moderate. 
Tesco’s common items are electronics, petrol, clothing and more. These items have year-round demand and price becomes a deciding factor for daily consumers of items. While Tesco or other players offer items at cheaper rates, people can prefer to purchase from them since items cater to the regular requirements of people. It reduces the threat (Team, 2022).  
Customer’s bargaining power
It is low. 
The customers require daily goods and Tesco offers all the necessary items to them. Due to these product prices barely change thus customers always purchase products from Tesco. Thus bargaining power becomes low and reduces the customer switching costs. Even during the lockdown, Tesco offers products online as per customers' demand. This also increases brand loyalty in the UK (Team, 2022). 
Supplier’s bargaining power 
It is low. 
Suppliers in the UK for supermarkets are high and competition among them is high. Thus, they have to supply items as per the supermarket’s rate otherwise they will shift to another one. It reduces the bargaining power of customers. 
Competitive rivalry 
It is high. 
Like Tesco, Sainsbury’s, ASDA and Morrisons are the bigger players in UK supermarket retail. For this purpose, competition becomes high and due to that Tesco is losing its customers. Even all these firms have the same logistics and supply chains and are also different from each other. The bigger players compete with one another in marketing techniques and advertising. This reduces the profit margins and revenues of Tesco as well (Team, 2022).  
[bookmark: _iv8mgcok6t2t][bookmark: _Toc110273088]Organizational culture and performance Organizational Culture 
The values, beliefs, attitudes, and behaviours which reflect the characteristics of an organization and contribute to the social and emotional work environment of the organization are called the organizational culture or work culture. Every organization has a different set of cultures, and it remains written as rules of the organization which is quite hard to change. The culture develops over time and represents the thoughts of the organization (Explore.darwinbox, 2022). 
The cultural Web model describes six elements to define the organizational culture of any company. These six elements are:
[bookmark: _51jqu7xri1bf][bookmark: _Toc110273089]Stories
Tesco is one of the largest retail organizations in the United Kingdom which was established by Jack Cohen in 1919 in London. The business runs supermarkets, superstores, hypermarkets, and convenience shops. It has 6784 stores in the whole world and 12 markets in the countries of the United Kingdom, Ireland, South Korea, Thailand, Malaysia, China, Hungary, Slovakia, Czech Republic, India, Turkey, and Poland. Tesco UK is the largest of all and it consists of 3300 stores and runs by 300,000 employees (Successstory, 2022). 
[bookmark: _pg3bm8qhf5k6][bookmark: _Toc110273090]Rituals and Routines
Tesco has divided duties into different departments and all the departments run according to their routine. The new employees are recruited and trained by the HR department, and finance departments look after the accounts of the company and maintain the capital and other financial resources. The administrative department with the support of ICT organizes the meetings and deals with the different networks like supply chain, customer delivery, and maintaining the connection through emails. Marketing departments take responsibility for the promotion and the keep record of the new products. Lastly, the Research and development department takes care of the relationship with customers (panduri, 2016).
[bookmark: _cbp48psh6446][bookmark: _Toc110273091]Symbols
The symbol or the logo of Tesco consists of three colours, red, white, and blue and it is a representation of the national flag of the United States. As the company was born in the same state, so to keep reminding the history and the background and to pay respect to the riots the logo is designed this way. The logo also explains that the company is too willing to provide the best to its customers. The power of the company along with its expertise and reliability are expressed through its symbol (1000logos, 2022) 
[bookmark: _np12ouylffo6][bookmark: _Toc110273092]Organizational structure
The company is led by its Board of Directors and the CEO and under this the Audit Committee, Corporate Responsibility Committee, Nominations Committee, the Remuneration Committee, and the Disclosure Committee work. Ken Murphy is the CEO of the company. The company is managed by the Regional Managers at the base level, and they are followed by the store manager. Three other managers who follow the store manager are Food Trading Manager, Non-Food Trading Manager, and Personnel Manager (Studies, 2022). 
[bookmark: _5ta98wx97qq2][bookmark: _Toc110273093]Control system
Tesco is a company that has two pillars of belief and those are complete customer satisfaction and not defects. Therefore, Tesco has launched two programs, the "Quality Program" and the "Staff Feedback" program. To control the whole system and maintain quality and discipline Tesco uses two programs as a means. The "Quality Program" helps to maintain the quality and the "Staff Feedback" program informs about any flaws of the system (panduri, 2016). 
[bookmark: _cyg58qktiu0y][bookmark: _Toc110273094]Power Structure
Tesco follows the hierarchical structure in the distribution of power. The company is headed by the CEO who is the most influential person in the organization. The CEO is also the head of the Board of Directors, which is consist of the Chairman, Senior Executive, and Non-Executive Directors. The organization has also an executive committee which is included nine directors and each of them takes care of different departments. The Board of Directors has the power of decision making and the executive committee supervises the execution of such decisions (Hierarchy Structure, 2022). 
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As a result of the lockdown, Tesco has faced severe losses in its profit to fight against that the business has hired around 50,000 temporary workers during the lockdown and these workers have worked for home delivery services of the company. Later the organization confirmed 20, 000 workers’ jobs among those and included them in Tesco's direct channel. The company can bring a change in its organizational structure and introduce a new committee that will lead and takes care of these temporary workers. It will make their service better (Business-standard, 2021).
Due to the huge economic downfall during the pandemic, people limited themselves to necessary items only. That has made a fall in sales of Tesco by 6.1%.  The company should work more on its "Quality Program" because it is the only way that can save Tesco from its profit disaster. The organization has also decided to work on its pricing of the products and to keep the price “in check” to maintain the customer’s attention over the company (the Guardian, 2022).
As Tesco has a reputation for its quality and that also allows the company to maintain good pricing of the product. But the covid has made the realization to a company that the pricing must not be a representation of quality. Tesco must change its stories and must portray a reasonable and affordable product delivery platform to sustain the business (the Guardian, 2014).
As the covid has increased the competency of the customer in technology and the self-service check out points has been introduced to the stores which is a remarkable experience for the customers. So, the company is expected to provide more technological innovation and it must power up its technical department and invest in more technical purposes (Icaew, 2020).
To show a suitable gesture towards the environment and to make some contribution to its protection, the company has decided to make it a plastic-free organization. To make it possible, the company needs to work on its CSR plan and must create strong rituals for the organization so that it no longer keeps faith in the use of plastic. If the vision of the company does not change, then the application will be hard to execute (Icaew, 2020).

[bookmark: _Toc110273096]Organizational culture and performance 
Tesco is a worldwide grocery retailer and there are numerous customers from different communities and countries of Tesco. The company has a solid organizational culture that will attract highly talented individuals which happens as well. Tesco is said to have a customer-oriented hierarchy culture which impacts the performance of the company. Tesco company always promotes a transparent company culture that allows the employees to know what the company wants from them. This makes the employees understand that they are evenly valued as well and this will impact their productivity performance positively. 
The management of the Tesco company knows how to deal with their customers patiently as they know the value of effective human capital. Often, the company initiates the following measures to manage employee orientation-
1. Tesco allocates relevant challenging objectives for its employees and provides incentives when they get the job done.
2. Tesco offers clear, unique, and information-based teaching, mentoring, and proper guidance to the workers of the company which helps the employees to understand better.
3. Unlike other companies, Tesco never pushes its workers to make overtime which is one of the unique measures in managing employee orientation. 
4. The company motivates the employees to manage work stress and time (Awadari and Kanwal, 2019). 
All these measures improve the employee orientation of the company. A better-orientated employee performs tasks better and the performance of the company improves. In recent years, the company's sales and share valuation have increased gradually. In the financial year 2021-22, the company's sales are said to have increased in each quarter. The annual revenue earned by the company in this period is around 56 billion pounds. The number of employees has been reduced a bit but the ones who are still working are working hard for the company. This statement is quite consistent with the case study that a company with a strong organizational culture can do well, even during this pandemic period (Statista, 2022).   
[bookmark: _Toc110273097]Ethical dilemma 
The ethical dilemma is one type of a paradox or a problem that occurs in the process of decision-making between two viable choices and none of the two is acceptable in an absolute term from the ethical view of the company. Modern organizations often face the following ethical dilemmas- Corruption, White collar crime, employee rights, organizational justice, corporate social responsibility, etc. (Grigoropoulos, 2019). 
Tesco is said to have faced several ethical dilemmas of which two issues are most prominent- politics and the environment.
Politics: The Tesco company is said to have several political issues. As per reports, under the Anti-Social Finance, the company lost almost half a mark because the sum of money over £1,000,000 in a financial year is excessive. Tesco was also accused of avoiding taxes which was very much unethical. In recent times, the company is also engaged in the Brexit issue. 
Environment: Tesco reported using toxic chemicals in electronic goods in the year 2019, which was said to have hurt the environment. In the company's pledge of zero carbon emission strategy, electronics goods are not included. In 2020, the company was accused of using Phthalates which was banned by the EU. Because of all these, the company also received a low rating from Ethical Consumer (Ethical Consumer, 2022).  
[bookmark: _Toc110273098]Recommendations and conclusion
The research concludes with Tesco and its external and internal business analysis. From the research, it is determined for external analysis PESTLE and Porter's 5 forces are applied. From the research, it is determined political stability, and government announcements due to COVID-19 are political, and high unemployment and economic downturn because of COVID-19 are economic factors. Even if customer behaviour changes, expensive expenditures and environmental issues are major drivers of the change. This is concluded Tesco's new entrants' threat is low, moderate substitute threat, low bargaining power of customers and suppliers and highly competitive rivalry. It is also determined Tesco follows a hierarchical structure and its culture depends upon values, beliefs and behaviours. 
Tesco may adopt the following suggestions to fight against the challenges faced by the organization:
· To rebuild its profit structure, the organization must keep a strong check on its pricing.
· Must focus more on its technological development
· Must invest more in online services
· Must create a separate committee of executives to look after only its online business
· Must include “Plastic Free” in its vision and stories.
· Must get a stronghold in its employees to stop them from doing immoral activities within the organization.



[bookmark: _Toc110273099]Individual Reflection
This part of the report will discuss the researcher's reflection by using Gibbs's reflective model. Through this, the researcher can outline the acquired and learning skills with examples that may be applied for the employment need exercise of the decision making and also personal responsibility through understanding workplace culture (Edinburgh, 2022). 
Description 
I reported in my past University semester on Tesco's external environmental factors that were affected by COVID-19. It was a group project where we distributed our tasks accordingly before starting the projects. After discussing with the lecturer, we divide our tasks accordingly and as per the expertise. My team member discusses our viewpoint on the project. I have used the Pomodoro technique to plan and schedule the tasks and focus on completing them within the time. During implementation, we cooperate and interact as much as possible. However, due to the long research, I have failed to distribute the information on Tesco to my team members. The research project, therefore, failed to complete within time and it failed to meet the deadline. This also affects our grades. 
The entire thing happened at university and the lecturer, group members and I were present in this place. 
I have determined that the project could gain higher marks if we completed it within time. Hence, the project did not get good grades. 
I want to understand my strengths and weaknesses and try to understand the chance of getting employed. 
Even I wanted to research as much as possible within minimum time and finish the project within the time.     
Feelings
I felt happy to do the project with the group members and also anxious about not completing the project within the time set as per the schedule. 
Before the situation, I was nervous about the group project and doubted myself whether I am going to complete the project within time or not. After the situation, I was happy to identify my strengths and weaknesses and confident to improve the areas for my further career. 
My team members during the situation felt the same and they were also anxious about not completing the research within the given timeframe.
My group members are thinking of taking advice from the lecturer to improve my weaknesses. 
During the situation, I was thinking where I failed to meet the schedule for that my group members failed to complete the project. 
I am also thinking the same as my group members to take advice from lecturers to improve my areas of weakness.     
Evaluation 
The good thing about the experience was interacting with group members and knowing each other well before starting the project. The good thing about the experience was making a proper schedule and cooperating during implementation. 
However, my experience became bad due to poor research skills and I failed to complete the project within the given deadline. 
Distributing the tasks as per the expertise, and communicating with group members and lecturers went well. On the other hand, things that didn't go well were getting low grades and questioning about getting good jobs. 
I and the group members try to critically analyse the subjects like PESTLE, Porter’s 5 forces and cultural web models to gather information related to Tesco and provide answers as per the questions by following academic integrity. 
Analysis
Things went well because I listened to the group members and tried to understand their viewpoints. Based on that I also share my viewpoints. I have even properly solved the subject-related queries with the lecturers before starting the project. I used the Pomodoro technique to effectively develop the schedule for the project completion.   
Things didn't go well because of poor research skills and time management skills. We failed to follow the project schedule and because of long research, the project did not submit within the given timeframe. I did not use authentic sites to collect peer-reviewed sources. Therefore, much time has been wasted searching for topic-related data. 
I have determined that communication and planning are my strengths and time management and research skills are my weaknesses. 
We have used secondary data to complete the research and provided critical thinking to put the information in the research.        
Conclusion 
I have learnt that to meet the employment requirement and fit in any workplace culture I have to improve my time management skills and research skills. 
This would have been a highly positive situation for me and my team members if we completed the project within a given timeframe and researched from authentic sources to gather peer-reviewed data. 
I need to develop research skills, referencing skills and time management skills to handle the situation better. 
I would have consulted with lectures and collected their advice and taken steps accordingly to improve my weaknesses.    
Action plan   
If the same group project occurred, I would first ask group members if they can do better than me on particular tasks. I also take suggestions from lecturers before starting the projects also. 

	Skills need to improve 
	Actions 
	Time 

	Research skill
	· Need to familiarise me with important texts for a research topic
· Supplement with the selective and broader topic of research 
· Taking expert help and guidance (Warwick, 2022)
	3 months 

	Time management skill
	· I should create a key list
· I need to set a deadline and strictly follow it
· I should apply my downtime and also avoid multitasking (White, 2022)
	6 months 

	Reference skill
	· List the references as they go
· I need to be consistent with the format
· I also need to proofread the entire reference list (Life, 2022)
	6 months 



Table 1: Action Plan 
Through consistent practice I think I can act differently from upcoming projects. 
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