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Executive Summary 
TESCO is a groceries and general retailer based in the United Kingdom (UK). Among the retail organisation, the company is at the third number globally if measured based on the gross revenues. Since its establishment, the company has been gradually expanding its operations. Besides other declines in the past, the recent global pandemic of COVID-19 has changed the way businesses used to operate. Specifically, due to the social and economic impacts associated with it, the business such as TESCO are now required to operate with a strong crisis management approach, while effectively utilising the technology to transform its business model. Secondly, due to geographical spread of TESCO, the company has to deal with the varying policies and local laws. Specifically, due to its operations in the Asia Pacific, the company might have to deal with the policies with which it has no experience while operating in the European markets. Considering the assessment of TESCO’s culture carried out in the following paper, it can be indirectly related with the financial and operational performance of the company. Ideally, the organisational cultural might not have a direct relation with the financial performance. However, the quality of decision-making, individual productivity of the employees and its innovation capability that is controlled by the organisational culture would indirectly influence the financial performance of the company.
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[bookmark: _Toc80857054]Introduction 
The pandemic of COVID-19 has dramatically changed the way businesses used to operate in the past (Kang, Diao and Zanini, 2021). From the work schedules to routine operations, everything has observed a change. When it comes to the performance of the organisation, the practical evidence and experts have different opinions (Bartik et al., 2020; Liu, Lee and Lee, 2020). On one side, the crisis management strategies used by most of the organisations have led towards a relatively better culture of the organisation (Abed, 2021). This has positively influenced productivity at the individual level. The actions are taken to maintain collaboration by ensuring casual and remote interaction of teams have improved communication as well as innovation (Donthu and Gustafsson, 2020). On the other hand, the advocates of work-life balance have a relatively different view. According to this school of thought, the changes led by the pandemic have dimmed the boundaries between office and home, which has increased work-related stress. Nevertheless, the response of the business leaders in this regard is constantly evolving and several strategies are being used to counter the problem of work-life balance (Cepel et al., 2020; Hamilton, 2020; Harahap, Alfadri and Damayanti, 2020). At the same time, the external environment in which an organisation operates has also observed several changes in the “new normal” world. For instance, the purchase behaviour of the consumers has observed a major change and the same is the case with stakeholder management. This change, mainly in the external business environment and cultures of the organisation has put of new challenges for the business (Christa and Kristinae, 2021). In this regard, the paper under consideration aims to conduct an environmental and cultural analysis of TESCO along with ethical dilemmas that may have affected the organisational performance. The core objective of the paper is to identify the impact of culture and environment on its efficiency including financial and non-financial performance. For this purpose, various analysis tools including PESTLE and Porter’s five forces analysis will be used. For the cultural assessment of the workplace, The Cultural Web will be used alongside the questions that may critically evaluate the existing culture of the organisation. Lastly, the impact will be explored by identifying the ethical dilemmas within the organisation to provide the recommendations as a contingency plan. 
[bookmark: _Toc80857055]Background of the chosen organisation
TESCO is a grocery and general retailer based in the United Kingdom (UK). Among the retail organisation, the company is at the third number globally if measured based on the gross revenues (Bin Rosnizam et al., 2020). Within the UK, the company has a market share of over 28 percent and is considered the market leader. The company started its journey in 1919 and within the next 20 years, it had more than 100 stores across the UK. Later on, in 1990, the company started its global expansion and opened up stores in 11 other countries except for the UK (Tesco PLC, 2020a). Currently, the company is mainly operating in Europe and the Asia Pacific with its strong presence and leadership in the retail sector. Besides its core business of retail stores, the company also has its subsidiaries including the Booker Group, Tesco Bank, F&F, Tesco Mobile, and Tesco Tech Support. As far as the financial performance of the company is considered, the company has reported a turnover of more than £64,000 million in 2020 and £1,315 million as profit before tax (Tesco PLC, 2020a). Although the turnover has an increasing trend, the profitability, on the other side, has a varying pattern. For instance, the profitability increased gradually from 2004 to 2014, and for the later years, the company observed major losses. For 2020, the profitability is more than 30 percent lower than the previous years and COVID-19 is one of the reasons behind this decline (Tesco PLC, 2020b). Nevertheless, similar to all other businesses operating in the same organisation, TESCO has also taken several steps to counter the challenges raised by COVID-19, which will be discussed in detail in the upcoming sections of this paper. 
[bookmark: _Toc80857056]Environmental and organisational analysis
Similar to the organisational culture, which affects the organisational performance as an internal driver, the external environment is one of the major pieces of performance that can predict the efficiency of an organisation in the market (Davis et al., 2014; Liakh and Spigarelli, 2020). This environment can be divided into two major types including the macro and microenvironment. The microenvironment includes the internal factors specific to organisation or sector (Palmer, Cockton and Cooper, 2020). While the macro environment includes the broader factors such as economic, political, legal, and technological factors that may positively or negatively influence the performance of a business organisation (Borland, 2009). Specifically, for TESCO, the following sub-sections have used PESTLE and Porter’s five forces analysis to explore the external environment of the organisation particularly in relevance to the changes led by COVID-19. At the end of the analysis, key drivers of change will be outlined for subsequent evaluation: 
[bookmark: _Toc80857057]PESTLE analysis 
PESTLE is a macro environment analysis tool that helps to get a picture of the overall industry in terms of political, economic, social, technological, legal, and environmental factors that may influence the performance of the chosen organisation (Perera, 2017). For TESCO, the following sub-sections provide relevant details: 
[bookmark: _Toc80857058]Political factors 
For the major markets of TESCO in the UK and Europe, the political environment is stable and it can be said that the company is operating in a conducive business environment (Bin Rosnizam et al., 2020). Although Brexit has resulted in various uncertainties, the company has the right ability to deal with the aftermaths of Brexit. The company has also recently started its operations in the Asia Pacific and countries such as Malaysia, China, India, and Pakistan have a relatively unstable political environment if compared with its home ground (Woohyoung, Kim and Hwang, 2020). This might also be challenging because of the company’s limited experience of operating in these markets. Moreover, with a bigger presence in many countries, the impact of COVID-19 will also multiply as the government and political leadership of each region have taken various actions to counter this pandemic (Bin Rosnizam et al., 2020). As a whole, the political environment may possess different challenges to the company, but most of these can be countered by the existing experience of the organisation. 
[bookmark: _Toc80857059]Economic factors 
The company operates majorly in the developed markets, where the labour cost is high. This constantly increasing labour cost with relatively less responsive revenue may affect the financial performance of the company in the future (Aiello et al., 2020). Besides, COVID-19 has also severely affected the economy around the globe and lesser income at the individual level will also result in lesser spending. This will also negatively influence revenue and profitability. 
[bookmark: _Toc80857060]Social factors 
Due to its operations in diverse cultures, the company has to deal with varying social norms and requirements in each of its markets. In the existing situation, the company has responded well to these social changes. For instance, the company offered halal meat, specifically to respond to the demand of Muslim customers. After COVID-19, the social behaviour of consumers has also changed. This includes limited social interaction and physical visits to the store. For this, the company might need to change its operations and marketing strategy. 
[bookmark: _Toc80857061]Technological factors 
Technology is reshaping the business operations in every sector and likewise, TESCO has used it extensively to transform itself. Examples include loyalty cards introduced in 1995 and self-service checkouts. Following the COVID-19, the company also has new opportunities to interact with customers and sell the products using alternate channels (Sayyida et al., 2021). Based on this, it may also act as a competitive force within the industry. 
[bookmark: _Toc80857062]Legal factors 
Various legislations and policies directly apply to TESCO that governs its business operations. The challenges in this specific area may include the uncertain legal environment after COVID-19 along with the variations in the policies across different locations where the company operates (Leone et al., 2020). 
[bookmark: _Toc80857063]Environmental factors 
Environment and sustainability are vibes from the business world for the past couple of decades. In this regard, TESCO also has pressure from most of its stakeholders to ensure environmental sustainability through the business operations. In this regard, the company is already working on various initiatives such as minimising and eliminating the use of plastic packaging and other Corporate Social Responsibility (CSR) initiatives (Newell, 2009; Ruiz-Real et al., 2018). 
[bookmark: _Toc80857064]Porter’s five forces analysis 
In the previous section, a general market analysis has been conducted to overview the factors that may possibly influence the business. To understand the competitive forces that drive the overall competition in the market, Porter’s five forces analysis is an effective tool. For TESCO, Porter’s five forces analysis is given below: 
Table 1: Porter's five forces analysis (Khasro Miah and Golam Hossan, 2012; Retail Week, 2014; Ghrmay, 2017; Ozuem, Limb and Lancaster, 2018; Ahmed, Bangassa and Akbar, 2020)
	Bargaining power of buyers – High 
	Bargaining power of suppliers - Low

	For the retail industry, in general, the bargaining power of the buyers is high. This is primarily because of the availability of several options to buy from along with low switching costs. Also, the technological advancement such as the internet has resulted into increased awareness of the consumers and they can easily access data to select what actually is needed. 
	The bargaining power of the suppliers in the retail industry is low. Once again, this is due to the availability of a large number of suppliers for a single item that is competing with each other. With the low bargaining power of the suppliers, the overall industry rivalry increases in the retail sector. 

	The threat of substitutes - Low
	The threat of new entrants – Medium

	In terms of the products offered by retail stores, the substitute might have a long list. However, specifically for the retail stores, the substitutes will have a limited list. This is primarily because of the fact that retail stores offer several products under one hood that is not offered by most other alternatives. 
	The barriers to market entry in the retail sector are relatively low and thus, the new entrants can easily join the market. However, the capital cost might be a problem and for an entrant similar to the level of TESCO, a large amount of capital will be required. 

	Rivalry among existing competitors - High

	Although TESCO has a market leadership position in most of its locations, the overall competitive rivalry is on the higher side. This is primarily because of a consistent increase in the demand for commodity products and the development of existing competitors such as Sainsbury’s, Asda, Morrisons, Aldi, and The Cooperative alongside new entrants. This has resulted in cut-through competition in the retail market. 



[bookmark: _Toc80857065]Key drivers of change 
Based on the analysis of the environmental and competitive forces conducted in the previous sections, the following is a summary of key drivers of change for TESCO: 
[bookmark: _Toc80857066]COVID-19 and its aftermaths
As illustrated earlier in detail, COVID-19 has changed the way businesses used to operate. Specifically, due to the social and economic impacts associated with it, the business such as TESCO are now required to operate with a strong crisis management approach, while effectively utilising the technology to transform its business model (Sayyida et al., 2021). In adverse cases, this can influence the financial performance of the company negatively. 
[bookmark: _Toc80857067]Political factors 
Due to the geographical spread of TESCO, the company has to deal with varying policies and local laws. Specifically, due to its operations in the Asia Pacific, the company might have to deal with the policies with which it has no experience while operating in the European markets (Ghrmay, 2017). This may result in the failure of the company in this specific region. 
[bookmark: _Toc80857068]Environmental concerns
Due to the rising awareness of consumers and other stakeholders of the business, the pressure is continuously increasing to ensure the sustainability of business operations. The drives such as elimination of plastic, low carbon emissions, waste reduction, and responsible sourcing are all part of this change and the company has to respond to these in the near future (Newell, 2009). This is now imperative for the survival of the company. 
[bookmark: _Toc80857069]Competition in the market 
As discussed earlier, the overall competition in the retail market is higher. Moreover, the barriers to market entry are also on the lower side, which has resulted in a cut-through competition (Ozuem, Limb and Lancaster, 2018). In this environment, specifically, when the competition starts to develop based on the price, it becomes difficult for the companies to retain their margins. 
[bookmark: _Toc80857070]Critical assessment of workplace culture
The management literature has a wider literature surrounding organisational culture due to its significant impact on the performance of the business (Cui and Hu, 2012). Before moving further, it is important to understand the culture and its association with different aspects of organisational performance. As defined by Yuan and Lee (2011), culture is a mixture of beliefs and value systems within the organisation. Within a business context, these values and beliefs are considered critical because all the decisions taken by the individuals and business activities are driven by this culture. Usually, the organisational values, leadership and management style, and the vision of the organisation set the culture within an organisation. Besides this, external factors also influence the internal culture of an organisation (Kamalakannan, 2021). For instance, the area and sector in which an organisation operates also sets the ground for a value system within the organisation. As the employees have experience of working in the same sector or have their background for a particular ethnic culture, it also influences the internal culture of the organisation. When it comes to the impact of culture on organisational performance, as mentioned earlier, it is primarily because of the role of culture to influence individual choices, thought processes, and decision-making criteria (Slater, Olson and Finnegan, 2011; Yu and Wang, 2018; Tang et al., 2020). The culture is also considered responsible for the innovation capability of the organisation. Typically, an organisational culture promoting collaboration and teamwork within the employees sets the ground for synergised output of the team (Slater, Olson and Finnegan, 2011). This promotes taking and getting feedback from colleagues and also gives value to the multi-disciplinary teams, which eventually improves the innovation capability of the organisation. It is often said that an organisation would be required to go through a cultural change if it is going through a period of declined performance (Paais, 2018; Astuti et al., 2020; Ipinazar et al., 2021). For a cultural change, the business might need change management strategies and would also require changes in the leadership style. Nevertheless, before doing so, it is critical first to understand the culture of the organisation and its specific role in driving the performance of the organisation (Ipinazar et al., 2021). This is primarily because of the fact that impact of culture or more specifically, the magnitude of the impact may vary from one organisation to another. 
In this section of the paper, the culture of TESCO will be critically analysed based on the questions surrounding the cultural web. Details in this regard are as hereunder: 
[bookmark: _Toc80857071]Culture of TESCO
As mentioned in the previous sub-section, culture is usually driven by the values and beliefs within the organisation. Specifically, the core values and principles of the organisation, its vision, and leadership style play a critical role in developing this culture (Nwagbara, 2010; Kim and Hallsworth, 2016). Within TESCO, the organisational culture is heavily influenced by three of these factors. The company has a strong management team that gives specific value to their leadership style for motivating the employees. Besides this, there exists cooperation among the team members across different departments (Ryu and Simpson, 2011). This is driven through the core values of the company, which include “treating people how they want to be treated”. With this value and supportive leadership style, the people within the organisation are open to sharing their ideas and knowledge. Another core value of the company states, “every little help makes a big difference”. With this value, the employees within the organisation have an idea about their responsibility towards, customers, other colleagues, and the community as a whole (Foster and Noh, 2013). This also urges the employees to be responsible towards the environment and community while conducting the business operations and sourcing the products. 
The culture of TESCO can also be analysed in another way through the cultural web, which is an effective tool to understand the organisational culture. This tool maps out different dimensions that may possibly influence the internal culture (Nwagbara, 2010). The paradigm is the centre of all the dimensions that generate different questions to understand the values and beliefs associated with an organisation (Figure 1). Using this as a tool to analyse the culture of the company under consideration, a questionnaire against each dimension of the cultural web has been used (Mossop et al., 2013; Cooper et al., 2019). A copy of this questionnaire is also attached in Appendix 1 of this paper: 
[image: https://www.leadershipcentre.org.uk/artofchangemaking/wp-content/uploads/2017/01/6-culture-influences-diagram.png]
Figure 1: The cultural web
Started from the dimension of stories from the cultural web model, the website of TESCO has a separate section mentioning the stories of different employees. The stories reflect that the employees are empowered and the flexibility provided by the management motivates them to do their best (Freemantle, 2013). As far as the power structure within the organisation is considered, it is mainly driven by the leadership style. Within TESCO, a participative or democratic leadership style is dominant. Embedded by the core values of the company, the leadership plays a critical role in setting up the culture within the organisation (‘Employee participation in organizational change: A case of Tesco PLC’, 2019). The literature in this regard communicates that the leadership style by the senior management plays a critical role in driving the cultural changes within the organisation. For instance, with an autocratic leadership style, the organisation might have little complexity in the decision-making process with faster decisions. However, on the negative side, it will limit creativity and innovation within the organisation (SBT, 2020). Moreover, the risks associated with the key decisions within the organisations would also be higher. In contrast, a democratic or participative leadership style may have a slow decision-making process within the organisation, it boosts the innovation capability of the business. This is primarily because of the fact that employees from multiple disciplines and different backgrounds are taken into the board (Ryu and Simpson, 2011). With this approach, a single problem can be reviewed from different dimensions, which eventually improves the quality of decisions taken. Besides this, a participative leadership style also helps in improving productivity as the employees feel valued if their feedback is taken and considered (Nwagbara, 2010). This improves the ownership of the decisions, which alternatively enhances efficiency. If analysed at TESCO, due to the core value of the company, leaders practice a participative leadership style. This does not only help in improving the quality of decisions taken by the organisation, but also improves the overall engagement level of the employees. 
[bookmark: _Toc80857072]Impact of culture on efficiency
Based on the assessment of culture carried out in the previous section of this paper, it can be indirectly related to the financial and operational performance of the company. Ideally, the organisational culture might not have a direct relationship with financial performance (Yu and Wang, 2018). However, the quality of decision-making, individual productivity of the employees, and innovation capability that is controlled by the organisational culture would indirectly influence the financial performance of the company (Kamalakannan, 2021). In the case of TESCO, the revenue of the company has observed a steady growth from 2005 to 2013. Except for a few exceptions, a similar trend may also be seen in the case of the profitability of the company. After 2013, the revenue started to decline and major variations were observed in the profitability of the company (Cui and Hu, 2012). In this specific case, the profitability and revenue of the company might not be directly linked to the culture as the external environment might have a critical role in effect the revenue as well as the margins of the company. For instance, in the case of TESCO, the company has majorly been influenced by the competition in the market. Nonetheless, as far as the impact of the culture of efficiency is concerned, the leadership style and positive organisational values have improved the morale of employees at an individual level (Ozuem, Limb and Lancaster, 2018). For instance, a participative leadership style adopted within the company helps it to engage the employees better. This also helps to enhance the ownership level of employees and makes it convenient for the organisation to implement the strategies at the grass-root level. As a result of this, the efficiency both at the individual and organisational level increases. 
[bookmark: _Toc80857073]Ethical Dilemmas
The role of culture in the efficiency of the organisation may also be assessed based on its ethical performance. The ethical dilemmas reported for an organisation would reflect the impact of its culture, i.e. the culture is based on the values and beliefs of the organisation and the ethical dilemmas are actually the representatives of those beliefs (Cui and Hu, 2012). In the case of TESCO, the following sub-sections communicate two major ethical dilemmas that are likely to influence the performance of the company in the future: 

[bookmark: _Toc80857074]Slave labour and sourcing problems
In September 2019, it has been reported that one of TESCO’s suppliers had been caught using slave labour. In this regard, the police investigation went on for 3 years and the offense has later been confirmed by the law enforcement agencies as well. This incident raised questions on the creditability and ethical practices of TESCO (Marketline, 2011). Although the representatives from the company and few external advocates support TESCO by putting the whole responsibility on the supplier, TESCO must have strong control and protocols in hand to avoid any such discrepancy within the supply chain operations (Potter and Disney, 2010). The company is sourcing products from multiple locations across the globe and with its current sourcing mechanism, the risks are still there for having any similar problem. 
[bookmark: _Toc80857075]Health and environment 
The company received the worst rating from Ethical Consumer for its policy on the use of toxic chemicals in electronics products. Besides this, for the plastic products, irrespective of the enforcement of REACH regulations within the company, it has limited control over the use of phthalate chemicals in the plasticizers of plastics (MOLLAH, 2014). The use of these chemicals is harmful to the environment as well as the health of the users as it has carcinogenic properties. 
[bookmark: _Toc80857076]Recommendations and conclusion 
To deal with the sourcing problems, the company needs to strengthen its sourcing mechanism and supply chain management as a whole. The supplier must be evaluated thoroughly before taking it on board. In this regard, the company can take the services of external audit bodies to confirm the social and environmental performance of the suppliers. It is recommended that the company should have its own ethical and environmental standards that must be evaluated by the local audit authorities in the supplier’s country. This will help to get an actual idea of the ethical performance of the suppliers to avoid any similar problems in the future. Similarly, for health and the environment, the company needs to immediately ban the products that are not complying to REACH regulation. Temporarily, the company may add a warning message on any such plastic or electronics products that are carrying phthalates in their production. To conclude the discussion, it can be argued that the organisational culture might not have a direct relationship with financial performance. However, the quality of decision-making, individual productivity of the employees, and innovation capability that is controlled by the organisational culture would indirectly influence the financial performance of the company. In this specific case, the profitability and revenue of the company might not be directly linked to the culture as the external environment might have a critical role in effect the revenue as well as the margins of the company.



[bookmark: _Toc80857077]TASK 2 - Reflective Essay 
This module was particularly helpful in getting an idea of what exactly the organisational culture is. Before taking on this module, I was not aware enough of the role of culture. The initial lectures help me understand the impact of culture on different dimensions of organisational performance. For instance, I have learnt that the culture is a mixture of values and beliefs of the employees within the organisation that are eventually reflected through the behaviours and overall decision-making patterns. Moreover, I have also developed an in-depth understanding of the role of leadership in setting up the culture within the organisation. For instance, through the module reading and by analysing various case studies available online, I understood the role of different leadership styles in setting up the norms and values within the organisation. Like, if an organisation has a participative leadership style, it helps to engage the employees effectively. People will feel valued when their opinion is asked and considered for decision making. Additionally, it also improved the ownership level. Nonetheless, at the same time, it may cause delays in decision-making along with conflicts within the employees. As an alternative to this, if an autocratic leadership style is considered, it may cause demotivation among employees; however, the decision-making process will be swift in this specific scenario. Similarly, I have studied and learnt about the role of different leadership styles in setting up the organisational culture and its ultimate impact on the organisational culture. This learning will help in my professional role by evaluating the workplace requirement and adopting a suitable leadership style accordingly. For instance, I have decided to adopt a situational leadership style to align the culture of the organisation with its core values and required organisational performance. 
Besides organisational culture, this module has also helped me to understand organisational structure and barriers to the effective functioning of the organisation. For instance, I have learnt that unclear strategies, values and conflicting priorities can negatively contribute to the growth and even the normal functioning of an organisation. This is something that I have observed personally while working on a group project lately. When we started with no vision and conflicting priorities, we remained unable to achieve the desired results. In addition, everyone in the team was confused as no one had clear directions. Similarly, leadership and management skills also play a critical role as I have mentioned earlier. After getting an idea of organisational structure and other factors affecting the performance at a broader level, I have also attained an idea of business ethics and ethical dilemmas alongside their impact on the organisational performance. This learning will help me in my professional career by understanding the existing structures of the organisation. Depending upon my role and responsibilities in the organisation, I can positively contribute towards the assessment and possible changes in the structure. Also, an understanding of organisational culture change developed in this module will help me to use appropriate change models that can be used to lead and implement a cultural change program within the organisation. 
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	Dimension 
	Questions

	Stories
	What do the stories of employees communicate?
What are the generic norms reflected through the behaviour of employees?
How do the stories communicate strengths and weaknesses of TESCO and its employees?

	Symbols 
	What are the symbols that represent TESCO?
How the company reveal itself publically?
What is the relationship of these symbols with internal norms of the organisation? 

	Power structure 
	How the power is distributed within the organisation? 
How employee perceive the power?
How empowered are the employees?

	Organisational structure
	What is the organisational structure of TESCO?
Does the structure ensure collaboration among employees?
How organic the structure is?

	Control systems
	What is the control system implemented within TESCO?
How performance is driven within the organisation?
What are the concepts related to punishment and reward within the company?

	Routine and rituals 
	What is embedded in the history of TESCO?
What are the dominating norms and rituals within the organisation?
What is the emphasis on the training programs?
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