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10 years of team development 
progress in just 12 months.

Discover how we helped Matt Simister develop 
the Tesco Senior Leadership Team and deliver 
dramatic improvements.
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“I feel the progress we’ve made every day. The 
dynamics of the team are great, and I feel very 
proud of what we have achieved. We went from 
being a very disconnected team, with no real 
professional relationships, to a team who are not 
reliant on the leaders and step up to take 
ownership. To be talked about as a benchmark 
for others, I take a lot of pride in that.” 

CASE STUDY
Tesco Senior Leadership Team 
Development Journey

Background

Tesco is the third largest retailer in the world with 
more than 440,000 employees and 6,800 shops 
globally. Matt Simister was appointed as the 
CEO for Central Europe (CE) in Q1 2017. He is 
responsible for all of Tesco’s businesses in the 
Czech Republic, Hungary, Poland and Slovakia. 
The CE business has 65,000 staff, 1,000 stores 
and contributes approximately 10% of Tesco total 
revenue annually.

The Challenge

When Matt took on the role, he realised that the 
business needed a rapid turn around and the 
leadership team needed significant improvement. 
The business was functionally and geographically 
siloed. Each country operated largely 
independently of each other, and there was 
substantial duplication and inefficiency. Growth 
across CE was flat and revenues see-sawed from 
one year to the next. Profitability was unstable, 
and staff engagement was very low.

In Q4 of 2017, Matt asked Complete to step in 
and start working with his newly formed CE 
leadership team to help them turn the business 
around through individual and collective action 
with a focus on relationships, development and 
engagement.

Matt asked Complete to … 
turn the business around 
through individual and 
collective action.



The Approach

Complete has, for more than 20 years, coached 
and developed senior leadership teams (SLTs). 
The organisation has worked in multiple 
geographies and markets helping SLTs to 
become more sophisticated and better equipped 
to drive organisational transformation. The 
Complete approach requires an SLT to invest 
eight days a year in their own development. 
Getting the team together a couple of times a 
year for an ‘off-site’ simply will not produce a step 
change in performance and is largely a waste of 
time and money. 

The focus of these eight days flex across the four 
quadrants of the Complete leadership model (see 
Figure 1). This leadership model was not only 
used to guide the Complete team interventions, it 
was also used by the Tesco executive team to 
define their priorities and individual objectives. 
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Matt encourages his team to follow his example of 
setting annual objectives against the four 
quadrants, and then revisits the objectives every 
week when allocating resources. This practice 
happens in one-to-one meetings between Matt 
and his direct reports as they concentrate on the I, 
the WE and the longer-term IT, not tactical 
operational items. 

Aligned to the four quadrants of their leadership 
model, Complete applied practical exercises, in-
depth conversations and developmental tools to 
customise the eight-day ‘Team Journey’ according 
to the maturity of each team and the commercial 
challenges that they face. The primary goal is to 
unlock new levels of capability within the team and 
to step-change performance. 

Figure 1. Complete Four Quadrant Leadership Model



The Diagnosis

Prior to the first event in November 2017, the Tesco CE leadership team completed two development 
diagnostic assessments.
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Figure 2. Complete Stages of Team Development

Assessment 1: Team Development Inventory (TDI)

The Team Development Inventory (TDI) determines which of the nine levels of team maturity the team is 
operating from (see Figure 2). The nine levels are determined by the measurement of six factors that 
drive team development: strategic power, activism, relationship quality, coherence, entropy and 
personal engagement. 
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The TDI revealed that the Tesco CE SLT was operating well below the Complete global benchmark 
across all six areas of the assessment (see Figure 3). The lowest scoring factors were entropy (comfort with 
conflict and difference) and activism (laser focus on priorities). The TDI and Complete interaction with the 
team confirmed that the CE team was operating at the second stage of team development (‘battling 
experts’- see Figure 1). 
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Figure 3. SLT’s Team Development Inventory benchmark data prior to intervention

Assessment 2: Leadership Values Profile

In addition to the TDI data, Complete also assessed the value systems at play in the SLT to determine 
what cultural tension may be present. The Complete LVP uses 42 questions to define each leader’s 
values system across three commercial and two personal sub-scales. 

According to the academic literature human beings can operate from one of eight different value 
systems. Each value system evolves from its predecessor as people adapt to an increasingly 
complicated world. Understanding this evolution is the single most critical factor in driving cultural 
transformation. An inability to understand how each level emerges from its predecessor is why most 
cultural transformations and mergers and acquisitions fail. 

S T R A T E G I C  
P O W E R

- 0 . 0 2

P E R S O N A L  
E N G A G E M E N T

- 0 . 2 1 C O H E R E N C E
- 0 . 2 7

R E L A T I O N S H I P  
Q U A L I T Y

- 0 . 4 2
A C T I V I S M

- 0 . 5 4

E N T R O P Y
- 0 . 6 3

-0.8

-0.7

-0.6

-0.5

-0.4

-0.3

-0.2

-0.1

0

Team Development Factors



Each value system has an upside and a 
downside, and it is the downside that drives the 
evolution of the next level. Leaders may operate 
from any of the seven main levels (there is no 
assessment of the most basic level as leaders will 
have evolved past this), each is given a colour to 
help an individual remember what level they tend 
to work from. 

The first level, purple, is about belonging, security 
and risk avoidance but people operating at this 
level can lack direction. In response, a red leader 
emerges to give direction, inject pace and 
urgency, and to make things happen. On the 
downside a red leader can become too 
autocratic. The collective gets together to curb the 
excess of the red leader and establish some rules 
and process to create stability and order, and this 
creates a blue value system. But blue can 
become too bureaucratic and process-obsessed, 
spawning the emergence of a more pragmatic 
orange value system. 
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Orange is where most businesses operate from. It’s 
about being goal and outcome focused and 
driven by wealth creation and growth. But orange 
can become greedy and manipulative and overly 
self-interested which stimulates the evolution of 
green. Green is more inclusive, egalitarian and 
interested in sustainability and fairness. But green 
can slow down and get stuck in consensual ‘hell’ 
as it tries to please everyone. In response, yellow 
emerges to create transformational breakthrough 
which ultimately evolves into turquoise which has a 
much longer-term perspective and takes all data 
sets into account in its pursuit of system balance. 

Each leader’s LVP data is analysed and combined 
to determine how the team functions strategically, 
operational and managerially. Complete also 
assesses the team’s individual values and 
motivational drives. The results of the LVPs were 
used to design an effective development 
programme that fitted the team’s value system. A 
score above 10% (in Figure 4) is making a 
significant contribution to how the team is 
functioning. 
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Figure 4. SLT’s commercial and personal leadership values data prior to intervention



The LVP data revealed that the team was dominated by red, orange and green value systems. They 
were focused on driving (red) the results (orange) together (green). Away from work there was 
untapped yellow (innovation), green and turquoise (long-term focus) potential plus a stronger sense of 
belonging as expressed by their purple value system. 

The TDI and LVP data enabled Complete to customise the CE Team Journey to affect change and 
transformation in the team and the business beyond. Relative to many red-orange leadership teams, 
Tesco Europe’s SLT already had a strong desire for greater levels of inclusivity. This meant that 
Complete could focus on strengthening relationship bonds right from the start of the journey.
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The intervention: eight days of team development

Given that the team was recently formed it is not surprising that their start point was as a level two team 
(see Figure 2). It normally takes five years to unlock a new level of development, but Complete felt that 
this team could jump two levels (10 years of development) in 12 months. Matt Simister committed his SLT 
of 17 people to a series of one-day team events every 6-8 weeks customised to the SLT’s needs and 
facilitated by two skilled developmental coaches. Some of the specific developmental modules included:

b. Understanding individual Leadership Values Profiles (LVP)
Complete worked with the team to explore the LVP in detail to help build a common language 
around values, culture and cultural transformation. This helped the team understand how they 
could operate more effectively.

a. Introducing the 4D leadership framework 
The team was introduced to the 4D leadership framework (see Figure 1). This is essential to 
broaden the team’s perspective beyond their focus on tasks, targets, goals and metrics (IT 
dimension). 
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c. Creating psychological safety
Once a common language and a leadership model had been created, there was an urgent 
need to focus on helping people to open-up about what was really holding the business back. 
Most leaders had been working in a very siloed way for some time, so trust levels were low. 
Complete worked hard on building commitment to each other and ‘crossing the threshold’ to a 
new way of operating. Leaders were shown how to stop reporting in to the SLT and to start 
leading out from the team. Instead of looking up to the CEO, the team began to look left and 
right to their colleagues. They started to feel more comfortable and psychologically ‘safe’. This 
helped them to start moving from stage two to stage three in the team development journey. 

d. Building a stronger bond. 
Early on Complete focused on strengthening the relationship bonds between individual team 
members by working on listening more deeply and ran a ‘team tapestry’ session. The team 
created a timeline of what had influenced each of them in how they lead and operate. They 
placed artefacts and images that represented those influences along a timeline to share their 
individual histories. And, as they mapped these individual histories and influences, they started 
interweaving their personal histories together. People shared some deeply personal stories and 
a deep appreciation of each other’s drivers started to emerge. This was a hugely powerful 
session.

e. Developing emotional and energy management
After three or four sessions, the emphasis shifted from the initial focus on building the ‘WE’ 
relationship dimension of the 4D model to the ‘I’ dimension. Specifically, the team worked on 
energy and emotion regulation as well as people’s personal purpose. Complete helped each 
leader uncover a deeper sense of their own personal purpose. Purpose is a fundamental 
guiding principle of our lives. It helps us answer the question ‘why am I here?’ 

e. Sharing purpose and appreciating colleagues. 
Once individuals on the CE SLT had defined their own personal purpose more accurately, they 
shared them with the rest of the team. Because a safe environment had been established, it 
was much easier to build a sense of team spirit. There was greater openness, spontaneous 
feedback and a deeper appreciation of each other. They had effectively strengthened the ‘I’ 
and ‘WE’ dimensions within the team and this helped dramatically with the quality of the ‘IT’ 
conversations.

The programme, briefly summarised above, was delivered through a series of one day workshops held 
every six to eight weeks, starting from November 2017. The success of the programme was dependent on 
the continued and consistent sponsorship from Matt as the leader of the team. 



“The change in our top team is 
cascading throughout the 

business and to our millions of 
customers as well.”



The impact

In short, the team has progressed from a stage 
one/two team, to a stage four/five team on the 
team developmental scale in just one year. This 
represents at least 10 years’ progress in just 12 
months. And all of this has been achieved despite 
considerable market and commercial pressures. 
“The business we operate is very challenging,” 
explained Simister, “and sometimes the world of 
‘IT’ and more specifically short-term ‘IT’ can be 
demanding, but that makes the team transition 
even more impressive.”

The step change in team performance has been 
obvious in a number of areas. Simister cites a 
recent internal conference where he saw just how 
coherent and aligned his team had become. 
However, it is the broader impact that has been 
particularly impressive, as Simister explains, 
“What’s great is that we’re taking the broader 
team with us and that’s around 65,000 people. 
The change in our top team is cascading 
throughout the business and to our millions of 
customers as well.”
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“Bringing the leadership team together was really 
important. We are now networked rather than 
functionally siloed. We are coherent rather than 
disjointed. The leadership team has made that 
transition very successfully and now we’re starting 
to see the benefits permeate through the whole 
organisation.”

Simister’s assertion was borne out by the dramatic 
improvement in the TDI data. When the team was 
first assessed in October 2017, it was well below 
benchmark across all six factors of the TDI. Just one 
year later they were significantly above 
benchmark on all six factors. This is a truly 
outstanding result in one year (see Figure 5). This 
change is at both the team and the individual level. 
The increased trust and psychological safety 
brought about by the team development, along 
with the Complete leadership framework, meant 
everyone was able to understand themselves 
better and create their own personal development 
journey of improvement.

“We are now networked rather than 
functionally siloed. We are coherent rather 

than disjointed.”
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Figure 5. Tesco CE jump in TDI scores 2017-2018

This TDI data was independently validated by 
the results of Tesco’s latest colleague survey. This 
engagement survey assesses whether Tesco is ‘a 
great place to work’. Before the Complete team 
development intervention, Simister’s business 
had a 60-point rating for being ‘a great place 
to work’. There was hope that the European 
business would outperform the Group and see 
at least a 1-point increase in their scores. 

But following a year of SLT development the 
business received a rating of 76-points (see 
Figure 6). That’s a 16 point or 26% increase in 
just 12 months. In fact, the score of 76 now puts 
the CE business well above the Tesco company 
average score. The shift was so great, that the 
numbers were double checked to ensure there 
was no mistake in the calculation – there wasn’t!

… the score of 76 [for being a great place to work] now puts the 
CE business well above the Tesco company average score.
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Figure 6. Tesco CE jump in engagement scores 2017-2018

“There were a number of drivers that contributed 
to that score,” acknowledges Simister. “In 
addition to the team development, we had 
brought in pay increases and were providing 
better tools to enable people to do the job, but 
that was all driven by the leadership team. The 
team wasn’t the only factor, but it was definitely a 
very significant factor.”

“We also know that leadership was an important 
factor because we received a particularly strong 
score for ‘trust in leadership’ in the colleague 
survey. And that came about because we had a 
clear plan and we were aligned. Plans had been 
inconsistent before and the team had come to 
distrust them, but with a coherent team came a 
coherent plan, and that built trust.”

The significant improvement in engagement and 
leadership wasn’t just a cultural nicety it translated 
into hard commercial results. Profits had tended to 
see-saw year after year before Matt’s arrival. This 
was destabilising the business and making 
investment difficult. 

Shortly after the engagement score 
improvement, Tesco CE entered the peak 
Christmas trading period and saw profitability 
jump from £121m to £186m. This was the 
second consecutive year of profit growth for 
Tesco CE and reflected a new stability in 
performance. This jump was three times faster 
than any other part of Tesco (see Figure 7 
below).

“I feel the progress we’ve made every day. The 
dynamics of the team are great, and I feel very 
proud of what we have achieved. We went 
from being a very disconnected team, with no 
real professional relationships, to a team who 
are not reliant on the leaders and step up to 
take ownership. To be talked about as a 
benchmark for others, I take a lot of pride in 
that.”
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Figure 7. Tesco CE jump in profitability 2016-2019

Base year 2016/17 2017/18 2018/19

£186m

£121m

£77m

Conclusion and next steps

Many books have been written about leadership in complex environments and how to step change 
team and organisational performance. But few studies provide a detailed recipe of how to develop the 
leadership team, transform employee engagement and deliver enhanced profitability at the same time. 

In this case study, there is clear evidence that when there is strong sponsorship with a commitment to team 
development it is indeed possible to deliver significant improvements in all three dimensions. 

As for Matt’s SLT, the team development journey continues as they strive to move to level six of the team 
development in 2019. “We’re looking at bravery next,” reveals Simister. “While we’re already talked 
about as a success story, we know we can do more and be better.” As the team develops, they will see 
new benefits emerge in terms of both their own personal wellbeing and a much broader, positive 
cascade effect on the rest of the people in the wider organisation.
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