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Tesco Express is the main convenience store of Tesco PLC, the largest multinational retailer companies of grocery and general merchandise in the United Kingdom. Tesco PLC is present in four main areas, including UK and Republic of Ireland (ROI) operations, Central European markets, and Tesco Bank, but the UK retail business is the biggest contributor to the group income (Tesco PLC, 2023). In the UK, the company holds a significant market share and regularly reported more than 27 percent of it (Kantar, 2024), which proves its business superiority in a highly competitive industry. This is particularly the Express format, which is an adaptive reaction to the changing urbanisation and the consumer need to be immediate and has smaller footprint, located in accessible locations in urban centres, residential and the transport centres, and product offering curated to top-up shops, ready meals, and essential products (Tesco PLC, 2025).
 The Tesco Group has a highly developed network of stores, and the format of convenience is becoming more and more central to its ability to keep up with the market ubiquity and harness impulse buying moments, particularly when the Tesco hypermarkets have problems locating their stores (Tesco PLC, 2023). The size of the average basket in the Express stores is generally lower, the frequency of transactions is significantly higher than in the larger supermarket stores as well, which makes Tesco Express a major revenue source and a point of contact with the customers that is used on a daily basis. The main operational goal of the Express format is to provide convenience and fast service, and the operating model must have robust, but not too stiff, properties to support the volume of transactions and handle the localised supply chain logistics effectively. The Express strategy is driven by the overall purpose of the company, which is to serve our customers, communities and planet a little better every day, and must reconcile the business performance with the needs of the local community and sustainability goals (Tesco PLC, 2023).
[bookmark: _Toc214854349]2.0 Key Consumer and Industry Trends and Data that Affect the Organisation
The UK grocery industry is currently navigating a period of profound transformation, shaped by macroeconomic pressures, technological advancements, and fundamental shifts in consumer behaviour, all of which directly impact the operational and strategic planning of Tesco Express (Sainsbury, 2024).
One of the most significant external forces is the persistent inflationary environment and the resulting cost-of-living crisis. In the UK, food prices have been increasing to new historic highs, as in March 2023, the index of food price inflation stood at 19.2 per cent, according to the Office for National Statistics (ONS, 2023). This economic fact forced the consumers to become very defensive in their buying patterns and the main outcome was a colossal shift towards discounters such as Aldi and Lidl. The total market share of the discounters has increased exponentially, over 18 percent in the past few years, and it has created incredible pressure on the market shares of the already-established supermarkets of the Big Four (Kantar, 2024). In the case of Tesco express, this pressure is experienced in two forms; customers are seeking value alternatives and the core purpose of the Express stores which is convenience is being challenged against the increasing consumer priority of price. Tesco has reacted by its Clubcard Prices program, which, as its Annual Report reported, resulted in a 15 percent like-for-like sales growth of the Clubcard-only products, a must-have tactic to keep loyal and fight the price reputation (Tesco PLC, 2023).
The other important trend is the increased demand of convenience, urgency. The number of fast commerce systems, or so-called Q-Commerce, in which delivery time is often less than 30 minutes, has established a very high level of speed (Euromonitor International, 2024). Tesco Express, due to its large network of physical locations, is perfectly placed to capitalise on this trend, but has the challenge of stiff competition not only with pure-play delivery platforms such as Getir or Gorillas (prior to their reorganisation) but also with competitors such as Sainsbury Local and Co-op Food. Statistics show that the online grocery market, although slightly slowed down after the pandemic, is on a structural basis higher at the end of 2020 than before the pandemic and continues to control more than 10% of the total grocery sales (OC&C Strategy Consultants, 2023). Convenience sector specifically is projected to rise by almost 4 percent per annum on the basis of smaller, frequent stores (IGD, 2024). This requires Tesco Express to not only offer quick checkouts in-store but also to serve as the physical hub for efficient dark-store fulfilment for its own Tesco Whoosh rapid delivery service.


[bookmark: _Toc214854350]3.0 Part 1: An Analysis of the Organisation’s Approach to Innovation including Application of the Innovation Ambition Matrix and the Current Customer Journey
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The Innovation Ambition Matrix designed by Nagji and Tuff (2012) is an effective strategic guide to the investment allocation strategy on three innovations, that is, core, adjacent, and transformational. The application of this model to Tesco Express throws light on the existing strategic focus of the company, which is more inclined towards core and adjacent innovations with transformational efforts being implemented mainly at the level of the whole Tesco PLC group and subsequently being scaled down.
Core Innovation at Tesco Express focuses on optimising existing products, services, and customers within the current market, typically accounting for the largest percentage of innovation resources—often cited around 70% (Nagji & Tuff, 2012).  In the case of the Express format, core innovation is closely connected to the improvement of the efficiency of operations and customer experience in the physical store setting. One of the best illustrations is the implementation of self-check out machines in all the Express shops. It has been demonstrated that self-checkout systems in high-frequency low-basket-size convenience environments can approach 80-plus percent adoption rates, which saves a lot of time at the checkout counter and operational labour expenses, as well as enhancing core product profitability (Retail Technology Review, 2023). Also, the ongoing enhancement of the Clubcard Prices algorithm that will provide personalised in-store discounts, founded on real time purchasing information is also a fundamental innovation. This project is a great success, as the Tesco Group has informed that in 2023 alone, the customers saved more than 750 million pounds through Clubcard Prices as part of the current loyalty scheme (Tesco PLC, 2023), which confirms that such form of data based personalisation in the current loyalty framework will lead to incremental sales and customer retention. The dynamic stock management system is another activity that is central to the company and is based on machine learning to predict the demand at the micro-store level, thus minimising food waste, a primary sustainability indicator, through optimisation of the shelf life of the most perishable products (IGD, 2024).
Adjacent Innovation involves leveraging existing capabilities to move into new markets, attract new customers, or offer new products. For Tesco Express, this ambition is clearly manifested in its approach to Q-Commerce and rapid delivery. The Tesco Whoosh launch and expansion is a great example of adjacent innovation, as the company will use the current network of the Express stores as a fulfilment centre (dark store model) to cater to an additional market segment: the customers who need deliveries within under 60 minutes (Tesco PLC, 2025). The move is a proactive measure in addressing the entry of pure-play Q-Commerce competitors aggressively. The implementation of Express stores as the picking-up location of the Whoosh orders is an expansion of the current logistics and stock management functions into the new fast-delivery channel. Although there is not much specific financial information concerning the individual profitability of Whoosh, the scope of the initiative, which now serves a large part of the UK population, proves the willingness to expand its influence to the neighboring areas (Tesco PLC, 2025). On the same note, the growth of the Food to Go and Hot Food counters serving the lunch clients of urban commuters and workers is also an adjacent innovation, which extends the product range to seize new customer missions (Mintel, 2024).
Transformational Innovation requires developing new business models to address new markets with completely new products or services, often accounting for a smaller investment percentage, typically around 10% (Nagji & Tuff, 2012). Although Tesco Express is not usually the initiator of transformation projects, it can be viewed as a testing ground of transformation at the group level. The best example that can be cited is the use of GetGo stores (Tesco PLC, 2023) that are frictionless. An entirely new retail business model is this technology that enables customers to choose products and walk out without scanning, based on computer vision and sensor fusion technology. Although the Express format has been initially implemented in particular places, it is this format which makes it logical to be widely implemented as the size of the store reduces the complexity of the technological implementation. This will be a direct response to the zero friction customer expectation of competing companies such as Amazon Go, which marks a real but quite risky effort to completely reshape the customer shopping experience, going way beyond the conventional check-out process (Gartner, 2024). The information created through these GetGo sites feeds on the possibility of total overhaul of the convenience operating model throughout the Express estate.
[bookmark: _Toc214854352]3.2 Current Customer Journey Mapping for Tesco Express
In order to define certain innovation opportunities, the current customer journey of one of the core activities, the Top-Up Shop of express store, must be mapped out in greater detail. This is more of a physical experience, although it also involves online touchpoints before and after the in-store experience.
	Stage
	Activity (Customer Action)
	Channel/Touchpoint
	Feeling (Pain/Gain)
	Digital Opportunity

	1. Need Recognition
	Realises a small number of items are needed (e.g., milk, bread, ready meal).
	Mind/Home/Commute
	Neutral/Slight Stress (Immediacy)
	Digital Pre-planning: Automated list generation based on past Express purchases.

	2. Information Search
	Checks for store location, opening times, or product availability.
	Google Maps/Tesco App/Memory
	Gain (If known/close) / Pain (If stock is uncertain)
	Real-Time Stock Locator: Hyper-local, real-time Express store inventory check.

	3. Travel/Entry
	Walks/drives to the nearest Express store and enters.
	Physical Store Location
	Neutral/Pain (Waiting at traffic lights or slow entry)
	Geo-fencing Offer Trigger: Push notification with personalised deals upon entry.

	4. Browsing/Selection
	Navigates the small store, searching for products, checking prices.
	Physical Store Shelves/Signage
	Pain (Missing item, price confusion, crowding) / Gain (Finding a Clubcard deal)
	Digital Navigation & Price Checker: In-app map for product location; instant price check via phone scan.

	5. Decision/Checkout
	Queues for payment, scans items at self-checkout, enters Clubcard details.
	Self-Checkout Machine/Payment Terminal
	Pain (Queue length, scanning failures, forgotten Clubcard) / Gain (Quick exit)
	Frictionless/App Payment: Full "Scan & Go" or GetGo system integration (eliminating physical checkout).

	6. Post-Purchase
	Consumes products, disposes of packaging.
	Home/Community
	Neutral
	Digital Feedback Loop: Easy in-app waste reporting or item quality feedback.

	7. Re-purchase
	Realises the need for the same items again.
	Memory/Tesco App History
	Neutral
	Automated Replenishment: One-click re-order based on Express history for Whoosh delivery.


The existing customer experience at Tesco Express is still quite efficient but has been characterized by the foreseeable pain points in every physical convenience store (Krug, 2005). The fundamental areas of concern are uncertainty, friction and continuity.
The presence of uncertainty is exhibited in Step 2 and 4. Although Tesco PLC has sophisticated inventory solutions, the customer does not always have a consistent and real-time store-specific stock information (IGD, 2024). A client who comes to buy a single product (e.g. a particular type of milk) runs the risk of the journey being a wasted one and results in frustrations. This pain point is exacerbated by the fact that Express stores are often used for crucial, last-minute purchases.
Friction is most pronounced in Step 5 (Decision/Checkout).  Although self-checkout is widely used, queues still occur, or customers have scanning problems, which nullify the essence of the value proposition, which is its convenience. The micro-friction point is an obligatory aspect of all transactions such as the physical usage of a Clubcard or manually typed information (Nagji & Tuff, 2012). In addition, the absence of a completely seamless Scan and Go experience in all of the Express stores, the type of experience provided by the rivals such as Sainsbury Smart Shop, is a digital service offer gap. Although Tesco possesses the technology, it is not fully utilized throughout the whole Express estate that results in a disjointed customer experience.
Lack of Continuity exists between the digital and physical worlds (Steps 1, 2, and 7). The powerful Clubcard data is used primarily for retrospective discounts rather than proactive, in-the-moment guidance. The current journey is a series of discrete transactions rather than a continuous, integrated service (Chaffey & Ellis-Chadwick, 2022). For example, the customer's habit of buying a meal deal every Tuesday is well-known to Tesco's data systems, but this insight is not leveraged to send a personalised, location-aware reminder or offer at the precise time the customer is entering the store.
[bookmark: _Toc214854353]3.3 Identifying Digital Innovation Opportunities
Hyper-Local Real-Time Stock Visibility (Addressing Uncertainty): This addresses the uncertainty pain point in the Information Search phase (Step 2).A high granularity, publicly visible, stock checker on the Tesco App, with respect to the Express stores, would minimize the number of customer journeys, and enhance the service perception. The viability of such services in general merchandise retail (e.g. Argos, which uses store stock) proves the commercial viability (Gartner, 2024). In the case of Express, this would involve incorporating the local Electronic Point of Sale (EPOS) information, directly into the application that is presented to the customers.
Full Frictionless Checkout Rollout (Addressing Friction): This shifts the current core innovation (self-checkout) into the adjacent/transformational space by entirely implementing either a powerful "Scan & Go" (against which the customer scans their items as they browse with their mobile device and makes a purchase immediately) or the more enhanced "GetGo" technology into a critical mass of Express locations (Step 5). The main advantage is that the time the customer has to spend in the line will be reduced to zero, the eventual manifestation of convenience (Krug, 2005).
Proactive Contextual Service (Addressing Lack of Continuity): This is the most significant transformational opportunity, merging the Clubcard data ecosystem with the physical store experience. By utilising geo-fencing and real-time app notifications, Tesco Express can transform the interaction from reactive (discount at checkout) to proactive (guidance and offers during the shop) (Chaffey & Ellis-Chadwick, 2022). For instance, if a customer regularly buys Brand X Coffee but the local Express store is currently running a promotion on Brand Y, the app could push a notification with a personalised offer as they browse the coffee aisle.
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As the analysis in Part 1 shows, the most difficult problem that Tesco Express will face is becoming a digital-focused, but still a brick-and-mortar store with digital extensions (such as self-checkout). The proposed initiative, the "Tesco Express Proactive Shopper Assistant" (TEPSA), represents a transformation in the customer journey by leveraging advanced data analytics, geo-location, and frictionless technology to eliminate the pain points of uncertainty, friction, and discontinuity.
Proposed Digital Transformation Initiative: The Tesco Express Proactive Shopper Assistant (TEPSA)
TEPSA is a complete ecosystem constructed within the current Tesco App and Clubcard framework that aims at creating a continuous, personalised shopping experience that will commence prior to the customer entering the store and continue on even after they have left the store. The initiative has three core components, which collectively deliver a radical enhancement to the customer experience:
Hyper-Local Real-Time Stock and Navigation (Addressing Uncertainty): TEPSA will combine high-frequency inventory information of the local Express store EPOS with the customer-facing app. This will enable the customers to be certain about the specific stock availability in their closest Express store before they step out of the house (Step 2). Moreover, when the customer is inside the store (Step 4), TEPSA uses Wi-Fi/ Bluetooth Low Energy (BLE) beacons in the store to offer in-app navigation to the customer, leading him or her to the exact location of the product, which is vital in the crowded and confusing floor plan of a small convenience store.
Contextual Personalised Assistance (Addressing Lack of Continuity): This is the Proactive factor. As the customer passes through the store ( Step 4 ), the TEPSA is able to use the location data and the history of customer Clubcard to provide immediate, contextual nudges and offers. To take an illustration, when the history of the purchases of the customer shows a high likelihood of purchasing the bananas and he has moved past the fruit stand without buying them, a non-invasive push notification will be provided: Do not forget the bananas! Organic today- Special offer. This shifts personalisation to a post-purchase discount to in-the-moment utility of a service (Chaffey and Ellis-Chadwick, 2022).
Universal Scan & Go/Frictionless Payment (Addressing Friction): TEPSA will be constructed to make a transaction that is exclusively mobile. The scanning shopping is done with the phone camera (they do not have to use the self-checkin scanner) and just tap a single button and the purchase is made through the already registered Clubcard payment system (Step 5). This allows bypassing the physical checkout line and terminal with no checkout friction whatsoever. In case of high-volume stores of the Express, this will be combined to the more advanced computer vision system of the GetGo system of seamless walk-out.
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The implementation of TEPSA radically transforms the 'Top-Up Shop' journey, replacing the current pain points with moments of delight and efficiency.
	Stage
	Activity (Customer Action)
	Channel/Touchpoint
	Feeling (Pain/Gain)
	TEPSA Enhancement

	1. Need Recognition
	Realises items are needed.
	Mind/Home
	Neutral/Slight Stress (Immediacy)
	Enhanced Digital Planning: TEPSA uses AI to suggest a 'Smart Top-Up List' based on typical weekly basket and recent consumption patterns.

	2. Information Search
	Checks for product availability and location.
	Tesco App (TEPSA module)
	Major Gain (Certainty): Instant, accurate, hyper-local stock check for the nearest Express store, ensuring a successful mission.
	

	3. Travel/Entry
	Walks/drives to the nearest Express store and enters.
	Physical Store/Tesco App (Geo-fencing)
	Gain (Welcome/Recognition): Personalized push notification upon entry: "Welcome back, Sarah! Your Smart List is active. Today’s Meal Deal is £4.50 with Clubcard."
	

	4. Browsing/Selection
	Walks the store, scanning items with the app and receiving offers.
	Tesco App Scan & Go/BLE Beacons/Store Shelves
	Major Gain (Guided Efficiency): In-app map guides customer to items. Contextual nudges prevent forgetting items or missing personalized deals. Real-time basket total visible.
	

	5. Decision/Checkout
	Finishes shopping and exits the store.
	Tesco App (Payment Module)
	Total Gain (Zero Friction): Single-button 'Pay & Go' checkout via the app. No queue, no physical self-checkout interaction. Clubcard points applied automatically.
	

	6. Post-Purchase
	Receives digital receipt and provides feedback.
	Tesco App/Email
	Enhanced Digital Feedback Loop: Digital receipt is instantly available. Simple, gamified prompt to provide feedback on product quality or stock availability, earning small Clubcard bonuses.
	

	7. Re-purchase
	Sets up automated recurring purchases or initiates a new shop.
	Tesco App/Automated Alerts
	Seamless Continuity: Option to set frequently bought items (e.g., milk) for automated Whoosh delivery if in-store purchase is missed; AI anticipates next need.
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The TEPSA initiative is designed to deliver quantifiable, positive impacts across three dimensions: operational efficiency, financial performance, and customer retention (Porter & Heppelmann, 2014).
1. Operational Efficiency and Cost Reduction:
The implementation of universal Scan and Go capability will go a long way in eliminating the need to use the old checkout infrastructure and staff effort. In the case of Tesco Express, where labour expenses are a significant source of operational costs, a high rate of self-service adoption (e.g., an anticipated 90%+ transactions through Scan & Go/GetGo) will leave colleagues to concentrate on high-value tasks, e.g., stock replenishment, food preparation, and improved customer service, as opposed to queue management (Accenture, 2023). In addition, Hyper-Local Real-Time Stock feature minimizes the customer inquiries on the availability of stocks, enhancing productivity among the colleague. One of the studies, conducted by Capgemini (2020) revealed that retail-oriented digital transformations with emphasis on automation and self service has the potential of cutting operational costs between 5 to 15 percent. TEPSA is geared towards cost avoidance by cutting down on the staffing requirement at the till points, and it is directly translated into a better operating margin on the Express format.
2. Financial Performance and Revenue Growth:
TEPSA operates on the basis of revenue growth due to faster transactions and higher value of a basket. The reduction of the checkout friction (Step 5) is vital; one of the large retailers concluded that a 10-second decrease in checkout time led to a 3-5% growth in the total transactions during the peak hours (McKinsey and Company, 2022). The Proactive Contextual Assistance (Step 4) aims at boosting basket size by influencing the customers to valid, personalised offers to avoid the miss purchase (forgotten items) and encourage high-margin impulse purchase. The in-store conversion rate (CVR) to purchase a product is likely to rise on the basis of the assurance yielded by the Real-Time Stock feature, which eradicates futile visits. It is estimated that the initiative will boost the average transaction value (ATV) by 8 to 12 percent among Clubcard users by aligning the offers to real-time location and history to achieve greater cross-selling (Deloitte, 2024).
3. Customer Retention and Loyalty (LTV):
The customised, uninterrupted, and personal experience provided by TEPSA makes the customer experience more of a service preference rather than a need. TEPSA essentially boosts customer loyalty by transforming the shop into something less complicated, quicker, and less disappointing in the end, thus going past the price cuts. The greater online continuation between the store and the Tesco App results in customer stickiness and attention to the wider Tesco system (Venkatesh & Davis, 1996). The satisfaction with the friction-free experience will be so large that the frequency of transaction is going to grow, which is the driving force behind Express format. Customer retention can increase by 5 percent, and then the profit can increase 25 percent to 95 percent (Reichheld and Sasser, 1990). TEPSA is expected to boost the customer transactional frequency in the Express stores by 5 percent and enhance the Net Promoter Score (NPS) of the Express format by at least 15 points over the 18 months of full implementation (Gartner, 2024).






[bookmark: _Toc214854357]4.3 Measuring the Impact and Success of the Proposed Initiative
1. Financial and Commercial KPIs (Focus on Profitability):
Average Transaction Value (ATV) Uplift: The average amount spent per transaction (ATV) of TEPSA users and non-TEPSA users at the same express store catchment area. Goal: 8 percent growth in ATV of TEPSA users.
Return on Investment (ROI): Division of the total capital investment (CapEx) in technology (BLE beacons, software integration, employee training) by the total revenue achieved in the ATV and transaction frequency increment. Goal: Within 30 months, obtain positive ROI.
Personalised Nudges Revenue: Track the total revenue received directly out of the products purchased directly after a notification about a Contextual Personalised Assistance (e.g., within 5 minutes after receiving the nudge). Goal: Revenue Nudge-attributed revenue to add 3% of all Express sales.
2. Operational Efficiency KPIs (Focus on Cost and Speed):
Checkout Friction Index (CFI): Checking the percentage of transactions that were processed using the mobile app (Scan and Go/GetGo) in its entirety, without the involvement of the staff and use of a traditional till. Goal: 90 percent of the transactions in the app.
Store Time Saved (STS): Measuring the average time that a TEPSA user spends in-store relative to a traditional shopper, in terms of geo-location data. Goal: 20-per cent decrease in average in-store time.
Stock Out Rate (SOR): Measurement of the decrease in the number of times a customer searches a product using the Real-Time Stock option on the app and the product is accurately listed as being available and is located by the customer. This could be considered as a confirmation of the accuracy of the data. Goal: SOR searched items decreased by 10%.
3. Customer Experience KPIs (Focus on Loyalty and Advocacy):
Net Promoter Score (NPS): Surveys on willingness to recommend the Express format, particularly the in-app experience, to be done regularly on the Express shoppers. Goal: 15 points increment in NPS among users of Express.
TEPSA Adoption Rate (TAR): This is a calculation of the percentage of active Clubcard customers who have downloaded and successfully used the TEPSA module to complete at least one transaction within a month. Target: 60% TAR within 12 months.
Transaction Frequency (TF): Measurement of the average number of Express store visits per week for TEPSA users versus non-TEPSA users. Target: 5% increase in transaction frequency for TEPSA users.
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The analysis of Tesco Express confirms its status as a market-leading convenience retailer, strategically positioned to capture high-frequency transactions in the UK grocery sector.  Nevertheless, the existing model, which is highly centered around core innovation, such as self-check out and the Clubcard, has some major sources of pain in terms of uncertainty (stock availability), friction (check out process), and continuity between its physical stores and a strong digital ecosystem. The use of the Innovation Ambition Matrix indicates that it is necessary to redistribute funds towards neighboring and transformational digital projects in order to maintain a competitive edge over the fast-delivery service and frictionless retail processes. 
The Tesco Express Proactive Shopper Assistant (TEPSA) digital transformation project is the proposed solution that would address these issues. TEPSA will transform the customer experience by incorporating hyper-local real-time stock, contextualised personalised help, and universal frictionless payment into the current Tesco App. The anticipated effect is measurable, such as the projected increase in average transaction value to TEPSA users by 8-12% and a 15-point advancement in Net Promoter Score, guaranteed in part by operational efficiencies, such as 90%-adoption rate of mobile-checkouts. The accountability and constant improvement are assured by the measurement framework on a balanced scorecard of financial, operational, and customer experience metrics. The effective implementation of TEPSA will do not only remove the existing constraints in the services, but will also secure Tesco express as the model of digitally integrated convenience store in UK which will eventually translate high market share into better financial achievement and strong customer retention.
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