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[bookmark: _Toc142659112]Introduction 
This report considers the role of leadership and management in the workplace by considering the case of Tesco. Research findings demonstrate the application of human relations management in the workplace and its role for coping with the effects of the pandemic in a flexible manner. 
[bookmark: _Toc142659113]Introduction of the company
The organisation of interest is Tesco. This is the market leader in the UK’s grocery retail sector, as suggested by the 27% market share and 355,000 employees (Bedford, 2023; Tesco, 2023a). Tesco is also considerably large in terms of market capitalisation - £18.7 billion – as well as annual revenue of £65.8 billion (Reuters, 2023). In the UK alone, the company operates with approximately 2,800 physical stores and online sales channels (Tesco, 2023a). 
The considerable size of Tesco, its leadership market position and exposure to customers require effective management, so that the complex company can sustain its competitiveness in a changing environment. The report continues with a discussion of the management theories and practices of Tesco in a post-pandemic environment. 
[bookmark: _Toc142659114]Theoretical discussion
Two models are discussed in the report. First, the competing values model by Cameron and Quinn (2011) is introduced to better understand the organisational culture and values of Tesco. The theory suggests the existence of four main types of organisational culture – adhocracy, clan, hierarchy and market-oriented – depending on the internal or external orientation of an organisation and core values (Cameron and Quinn, 2011). As shown below, each organisational culture has specific priorities based on its orientation and specifics (Cameron and Quinn, 2011). 




Figure 1 – Major types of organisational culture
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Source: Cameron and Quinn (2011)
Tesco has a competitive culture which is supported by several pieces of evidence. First of all, this is the market leader with 27% market share, indicating the ability of Tesco to respond in a fast manner (do things fast) to a variety of external changes (Bedford, 2023). Second, the organisational values, as reported by the company’s website, focus primarily on delivering continuous improvements to customers, as well as excellent customer service (Tesco, 2023b). Thus, the company’s purpose is driven by the changing requirements and needs of customers. Respectively, the actions of Tesco must be focused on meeting customers’ preferences in the best possible way. This is evidence of a competitive, market-oriented organisational culture which is altered according to external changes. 
Given the discussion of organisational culture and values of Tesco with the support of the competing values model, the discussion proceeds with the second model under consideration – human relations management. As shown below, management theories have evolved over time and the branch of human relations management is still applicable in the contemporary environment (MA, 2014). There are different contributors to human relations management, such as Mayo, Maslow and McGregor, but the current report considers only the theoretical contributions of Maslow and his Hierarchy of Needs model (MA, 2014). 
[bookmark: _Toc118910738]Figure 2 – Chronological overview of management theories 
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The model emphasises the satisfaction of five distinct groups of human needs which are organised as a pyramid based on their importance and sequence of addressing (Maslow, 1943). Since employees are also humans, the Hierarchy of Needs is applicable in work-related context, as shown below (Mintz, 2017). Respectively, managers and leaders must consistently and orderly address physiological, safety, belonging, esteem and self-actualisation needs to achieve the best levels of employee satisfaction, motivation and retention (Mintz, 2017). 
Physiological needs focus on necessities, such as food, water, time for rest and others (Maslow, 1943). Safety needs in work-related context refer to good pay level, security of employment, effective organisational policies, safe working conditions and others (Mintz, 2017). Belonging needs focus on developing a coherent work environment, strong teamwork, common vision, as well as support by leaders if necessary (Hook and Jenkins, 2019). Esteem needs are met by delivering individual and group-based rewards which recognise the efforts and contribution of every employee (Mintz, 2017). Theoretically, self-actualisation needs are suggested to deliver the maximum level of motivation (Maslow, 1943). These needs in work-related context refer to professional growth, training and development, promotional opportunities, effective job design changes, challenges and others (Hook and Jenkins, 2019). 
Figure 3 – Hierarchy of Needs model
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Source: Mintz (2017)
Taken together, both theories are of essential importance in understanding the managerial priorities and decisions of Tesco amid a changing external environment. 
[bookmark: _Toc142659115]Answer to the question
The article by Cerruti and Godoski (2020) discusses some of the contemporary changes in the workplace environment caused by the pandemic. The main trends recognise the importance of enhanced flexibility, safety at work, maintenance of social connection with co-workers amid remote working conditions, as well as physical and mental health perseverance (Cerruti and Godoski, 2020). While some of the above-mentioned changes have been gradually evolving over time, the pandemic caused a sense of urgency and immediate change by organisations (Cerruti and Godoski, 2020). Therefore, it is important to analyse the response of Tesco given the prevailing organisational values, beliefs and attitudes and the major requirements for change caused by the external event – the pandemic. 
According to Rollinson (2019), organisational culture has a key role in explaining the actual behaviour of all organisational members. Culture is based on beliefs and values which in turn shape specific attitudes and behavioural norms – key factors explaining the behaviour of employees and decision-makers at an organisation (Rollinson, 2019). Therefore, the organisational culture of Tesco can explain the response of the company to the above-mentioned key workplace changes caused by the pandemic. 
As discussed, Tesco has a market-oriented competitive culture according to the competing values model by Cameron and Quinn (2011). Therefore, the company is suggested to be quite fast in responding to external changes and implementing the necessary workplace modifications based on the pandemic requirements. 
This proposition is supported by several pieces of evidence from Tesco. First, Tesco initiated flexible working schemes to protect its employees from the virus and meet the overall needs of more flexible working (Tesco, 2023c). Office employees typically spend 40%-60% of their working time outside of the office; thereby, being engaged in remote working mode (Tesco, 2023c). Moreover, store employees, who cannot work remotely, enjoy a set of opportunities for a more flexible working process, such as lifestyle break, part-time working, shorter working weeks and others (Tesco, 2023c). The above-mentioned job modifications are extensive and quickly introduced after the outbreak of the pandemic; thereby, showing the appropriateness of Tesco’s organisational culture for delivering fast changes in the workplace. 
Second, Tesco has also strengthened its health and wellbeing policies and practices. The company provides not only health checks to its employees, but also face-to-face consultations with mental health professionals, supporting team activities and others (Tesco, 2023d). Moreover, Tesco provided at the early stages of the pandemic free 12-month access to digital wellness tools, such as Headspace and SilverCloud, to support mental wellbeing of 300,000 workforce members (SilverCloud, 2020). The digital tools have been effective for stress and anxiety management (SilverCloud, 2020). 
Third, profound safety changes also took place. During the most severe episodes of the pandemic, Tesco also implemented a strict safety protocol focused on ensuring mask protection, enhanced cleaning/hygiene standards, avoidance of unnecessary contacts among employees, precautionary measures and others (Tesco, 2021). The risk management processes included an appropriate risk assessment, identification of affected stakeholder groups, as well as specific measures for control and management (Tesco, 2021). The comprehensive and detailed policies in the field clearly demonstrate the ability of Tesco to effectively respond to pandemic related health challenges by sustaining its business operations. 
The above-mentioned three key changes show the fast response of Tesco to adapt workforce changes in alignment with the propositions from the article by Cerruti and Godoski (2020). It can be suggested that the market-oriented organisational culture contributed to the fast adaptation to external changes. Based on the human relations theory, organisational culture has a key role in establishing unity of an organisation and maintaining elevated employee morale. These key goals are achieved by emphasising training and development programs, fostering open communication, and encouraging participative decision-making (Linnenluecke and Griffiths, 2010). Considering this, there is a theoretically suggested connection between human relations model and organisational culture. Hence, it is also necessary to analyse the workplace transformation process through the prism of Maslow’s model, as the latter is a key theory in the field of human relations management. 
· Physiological needs: The mental wellbeing of employees became the centre of attention for Tesco. The combination of flexible work, remote work for office employees, as well as the variety of measures intended to support mental wellbeing could be considered as effective measures to meet the basic physiological needs of employees (Tesco, 2023c, d). 
· Safety needs: Tesco avoided layoffs during the pandemic; instead, it hired an additional 16,000 full-time employees (Butler, 2020). Thus, the disrupted economic processes did not affect the work safety of employees. Moreover, Tesco implemented a strict protocol for health and safety at work, as discussed (Tesco, 2021). The measure maximised the efforts to reduce the spread of the virus in the workplace. In addition, employees received free-of-charge support to digital tools for self-help by Tesco (SilverCloud, 2020). 
· Belonging needs: The organisational culture emphasised on safety and belonging during the pandemic, as suggested by the following key principle of Tesco: "Nothing is more important than the safety of our customers and colleagues” (Tesco, 2021; p. 1). This guidance supported the development of a coherent environment where all organisational members – managers, store and office employees, etc. – act together for the achievement of the best performance and health protection during the pandemic. The creation of a team-based response is performance has also been supported by the leading values of Tesco promoting trust and mutual respect, teamwork, shared decision making and experience (Tesco, 2023b). Moreover, the sense of belonging was strengthened by keeping good communication at all levels of the organisation. Active communication in face-to-face and team-based formats was maintained based on online platforms for communication during the pandemic (CareersHelp, 2021). 
· Esteem needs: Tesco demonstrated flexibility in terms of rewards, as well. The company provided additional 10% bonuses to all full-time employees in 2020 – a collective reward policy designed to recognise the commitment of workforce members during the pandemic (Pratt, 2020). Moreover, Tesco extended the discount to 20% when employees purchase products from Tesco’s stores (Pratt, 2020). This financial reward is also a way of recognising employee contribution. It is also worth noting that Tesco maintained the existing reward and recognition policies regardless of the pandemic disruptions, as shown below (CareersHelp, 2021). Hence, the above-mentioned rewards are additions to the already existing reward policy (Pratt, 2020). 
Figure 4 – Existing key rewards at Tesco
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Source: CareersHelp (2021)
· Self-actualisation needs: Tesco has not interrupted its extensive training and development efforts regardless of the pandemic. Instead, some considerable improvements were completed during the pandemic period. The My Tesco application was introduced during the pandemic. The application facilitates collaboration among employees by allowing them to enhance one's skill set and acquire additional hours of availability. More than 40% of Tesco's employees use the application on a weekly basis (Tesco, 2023e). In addition, Tesco has been quite focused on young professionals, as over 50,000 were aided in enhancing their employability skills in 2022 (Tesco, 2023e). The initiative aims to enhance professional skills and initiate future professional trajectories, in conjunction with the Prince's Trust and Institute of Grocery Distribution. 
Taken together, the above-mentioned pieces of evidence demonstrate extensive efforts by Tesco to meet all levels of human needs according to the Hierarchy of Needs theory. Thus, the company has effectively applied the human relations model in managing its workforce and workplace during the pandemic by effectively responding to the urgent and considerable need for change. 
[bookmark: _Toc142659116]Critical evaluation of the theory
The Hierarchy of Needs model belongs to the group of content models of employee motivation (Ramlall, 2004). This means that the model provides clear determinants to be followed by managers and there is little room for ambiguity regarding the most effective human resource management policies – a key advantage over the group of process models of employee motivation (Ramlall, 2004). 
Nevertheless, the model may be subject to different interpretations depending on the prevailing values, beliefs and attitudes in an organisation. In this relation, the work by Hofstede (2001) is quite important. Based on a large-scale survey among IBM employees, Hofstede (2001) identified six cultural dimensions which are unique for every country – risk tolerance, indulgence, level of masculinity, power distance, time orientation, as well as collectivism/individualism. It is important to mention that the predominant cultural specifics of a given nation are often translated in the organisations operating in the specific country (Hofstede, 2001). This is quite relevant for critically analysing the Maslow’s model, as well. For example, if a nation has a low tolerance to risk, risk-averse values can be quite common; thereby, shaping attitudes and behaviours focused on stability, predictability, avoidance of uncertainty and others (Hofstede, 2011). Thus, security needs could be quite important according to Maslow’s model. And the vice versa – risk-seeking national culture may promote organisational values, attitudes and behaviours which make security needs less relevant for employees (Hofstede, 2011). 
Another example from the Hofstede’s model stems from the preferences for rewards. If a nation is more individualistic, esteem needs may be of disproportionally high priority for employees (Hofstede, 2011). This puts pressure to prioritise esteem needs when devising human resource management policies. These examples indicate that the predominant national culture may lead to an unequal treatment of the five human needs by prioritising some or ignoring others. 
Another critical remark refers to the ability of organisations to systematically address all human needs from the model. Employees in each organisation may have different cultural backgrounds and preferences – a situation of importance for international companies. As a result, employees can be quite diverse and require different focus along the pyramid of human needs. This poses a challenge to implement the Maslow’s model, as there is need for a customised approach and focus on the specific needs of every employee. Hence, the theory of Hierarchy of Needs is just a general model which is more valid for coherent organisations with strong and mutually accepted values. 
[bookmark: _Toc142659117]Recommendations 
The critical discussion of the theory and the case of Tesco leads to several key recommendations for improved performance and resilience in the future. 
First, Tesco must constantly monitor the external environment and changes related to the macroeconomic situation, the industry of operations, customers and key stakeholders. Awareness regarding the external changes is highly necessary to promote quick modifications of the workplace in alignment with the existing market-oriented organisational culture.
Second, the critical analysis of the Maslow’s model also shows the challenges of operating with a culturally diverse workforce. To promote effective human resource management policies and practices, Tesco must establish a high level of organisational coherence and mutual understanding – a challenging task requiring consensus around several key organisational values, norms and behavioural codes. If commonly accepted by all employees regardless of their cultural and ethical background, these features of the organisational culture can help Tesco in making relevant changes and progress in the future. 
Third, Tesco is also advised to implement extensive and objectives measures of performance. This is suggested with the idea of measuring the effectiveness of promoted change and the possible areas for improvement. The company must also strengthen its communicational process and active involvement of employees, as the latter can be a key source for relevant changes in terms of organisational culture and response to different situations. Moreover, the inclusion of employees can improve the quality of decision-making process and the level of employee motivation (Uzohue et al., 2016). Thus, preferences for democratic (consultative) leadership are also appropriate in a changing environment.
[bookmark: _Toc142659118]Conclusion
To sum up, research findings demonstrate the key role of organisational culture in guiding the response to different situations and episodes of crisis. Tesco’s example is quite indicative for the value of market-oriented culture and the wide range of policies which address all levels of the Maslow’s model. Regardless of the stated imperfections of the human relations theory, it appears to be a relevant managerial framework of value for Tesco in the future. A greater integration of employees and their inclusion in many internal processes, including decision-making, can be a key to a more resilient performance in the future. 
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