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A Retail Case Study - Harrods 
Executive Summary 
Retail Sector 
The retail sector in the UK generates 5 percent of the total GDP (GVA) in UK. (Retail Economic 2019). Retails sale in the UK had a combined value of £395 billion in 2017. The retail sector had 2.8 million employees during the same years according to the House of Common library briefing papers October 2018. However, the retail sector worldwide is going through various upheavals. These includes the use of the internet as a means of shopping, customers changing behavior, and importantly, changes in economic environment. The increase in internet sales, changing customer habits, as well as economic downturns has forced many retail organisations, large and small to close many of their retail outlets.
Employment within the retail sector has for a long time obtained unwarranted stigma. The general perception amongst most people depicts retail work as, no skills required, boring, long working hours, low wages and a very small, or no chance of promotion or advancement. In view of these damning ideas, how can the many thriving retail organisations continue to maintain their sales, and high standard?
This report will focus on Harrods as an example.  The aim to 
A) Critically assess the potential benefits to Harrods of developing individuals in their workplaces. 
B) How they manage individual’s expectations in respect of personal development.
C) Evaluate development vehicles available to Harrods which is relevant to the development need of individuals.  
D) How Harrods have managed to identify the development need of individuals and the management of performance.  
     
Introduction 
Harrods is a brand name known and respected worldwide. Their principal retail shop is in London, Knightsbridge. For nearly two centuries, Harrods has gained arguably the best reputation possible for a store, because of its key brand issues, listed as British, Innovation, Service, Luxury, Sensation. Their motto, Omnia Omnibus Ubique, a Latin term meaning "all things for all people, everywhere". (en.wikipedia.org)
It was started by Charles Henry Harrod in the London region of Southwark in 1824. The business was sold in 1889. The new company was called Harrods Stores Limited. The House of Frazer group acquired the store in 1959, but it was subsequently sold to the Fayed brothers in 1985.  However, it became a private company in 1994 when it was taken out of the House of Frazer group. The owner, Mohammed Al-Fayed then sold Harrods to Qatar Holdings in May 2010 for a reported £1.5 billion. (en.wikipedia.org)
In 2015, Harrods was listed as the largest department store in Europe. The Knightsbridge site occupies 5 acres and has 330 departments covering 1.1 million square feet of retail. It also lays claim to having a sort/zip code (SW1X 7XL) totally unique to the premises, and not used by any property either side of the store. (en.wikipedia.org)
Harrods Limited has various companies under its Harrods umbrella. The Harrods name is a beacon for employment. They currently have approximately 5,000 employees, with a varied ethnic background covering 86 different nationalities. 
Harrods Limited annual financial statement for the period up to 3rd February 2018 declared a pre-tax profit of £215.9. After tax profits for the same period was up 8.7 percent to £176.7m compared to £162.5m in 2017. Their operating profits were also up by 15.8 £218.4m. Dividends to shareholders was £125m, compared to £110m in 2017. Harrods had an increase of 6.8 percent, giving them over 2.1 billion in total sales (Harrods Ltd- annual financial statement Feb 2018).  
These are very impressive figures for any organisation, and Harrods Limited are aware of this. However, within that annual financial statement, there was a Strategic report underlying issues. A section under “Principle Risks and Uncertainties”.
1) Potential Benefits of developing staff at Harrods
1.1 Principle Risks and Uncertainties
The Harrods annual financial statement (February 2018), listed 3 things as a major business risks and uncertainties for the Harrods group. These were, 1) events likely to impact the international travel to the UK, such as terrorism, movements in currency exchange, and natural disasters.  2) The economic state and its impact on the retail environment. 3) Staff recruitment and retention. In listing staff retention and recruitment as a principal risk and uncertainty, Harrods annual report clearly underpins the importance of staff retention for the company. 
1.2 Staff recruitment and retention
There is argument that employee retention has a serious and somewhat puzzling problem for most organisations (Phillip and O’Connell 2003). There is also critical analysis belief that employees are steadily becoming less loyal to employers, and vice versa (Taylor 2002). Whatever the analysis suggests, there are many issues that affects staff retention and recruitment. The above suggests while some organisations regard employee turnover as inevitable, Harrods has aimed to reduce it by developing a better management structure, improved benefits, better pay with rewards and incentives (The times 100). 
1.3 Recruitment of Staff   
Staff recruitment is vital for any organisation for it to sustain ongoing business. Ensuring that correct and qualified individuals fill vacant positions are also vitally important (Clarke 1996). Every organisation seeks to expand and this create openings for employment. Recruitment of employees are generally determined by future forecasts and allowing for staff turnover. A very high percentage of applications for jobs are irrelevant and in some cases from poorly qualified candidates (Martin 1996). Harrods have ensured they have an effective recruitment process in place. They have created a website where all vacancies are listed (www.harrodscarreer.com). Visit to this site list all sectors of their careers availability, from Retail, Merchandising, Head Office, eCommerce, Digital, Marketing & Buying, Customer Experience, Hospitality & Chefs Operations, Facilities, Airports and IT. Under each heading applicants will also find multiple vacancies relating to each heading, and each is led by its own recruitment officer. Under each vacancy Harrods maintains their famous saying “uniquely you together Harrods”. All vacancies carry, “Our mission remains unchanged: to service the needs and aspirations of our customers and help create new stories, to take pleasure in making marked moments of delight. Whoever our customers are and wherever they come from, they can expect to be treated with grace curtesy and care” harrodscareers.com). The site facilitates applications, allowing each applicant to know precisely what to apply for, thus alleviating irrelevant and poorly qualified candidates (Martin 1996).
1.4  Retention of Staff
A high staff turnover is detrimental to any organisation. This is very costly because it involves recruitment and re-training. It can also mean the loss of very qualified individuals who will seek to take their experiences elsewhere for more pay and better prospects. Some employers tend to see high staff turnover as ungrateful and disloyal staff, who are making a mistake due to poor judgement by resigning (Taylor 2002). To minimize the loss of experienced employees, Harrods have created many opportunities, not only to retain staff but also to entice high quality experienced staff to their organisation. The key component under the Harrods employee retention program is development.     

1.5 Development (Human Resource Management- HRM)
The definition of development is explained as “the process in which someone or something grows or changes and becomes more advanced” (Cambridge dictionary 2019). When this definition is used in the context of HRM, it becomes relevant to staff retention in any organisation. However, it can be argued, why bother to develop individuals when they are likely to be doing the same job anyway? Megginson and Whitaker (2007) answers this question stating, doing all your learning at the beginning of your career and spending your entire life doing the same thing will pose problems, because current technology grows continually, and it challenges everything we do. Organisations knows maintaining and keeping up technology has immense benefits. Developing staff at any level in an organisation is key to staff retention, and low turnover, resulting in increased productivity and low costs. The 2009 Macleod report ‘Engaging for Success’ commissioned by the government highlighted the importance and benefits to businesses by involving employees in all decision making. The realization that the most valuable asset to their business is their employees, because collectively and individually, they are able to add to the objectives and targets of the company (Simons 2011), Harrods took the Macleod report on board. Harrods commissioned an investigation into their staff relations with the company, and how this affected their staff turnover.  The results from their investigation showed that they had a negative employee engagement. In order to rectify this, Harrods changed their HRM program. This immediately involved, changing organisation structure, changing leadership, improving communications between staff and managers, putting emphasis on the living the brand values. The result from these changes have helped Harrods develop a people-focused culture to better create employee engagement. 
 
2) Harrods - Management of individual’s expectations in respect of Personal development
2.1 Managing career development of people
Most people in employment have clear ideas in which direction they would like their careers to progress. Some have it planned already, others need help and guidance.  It is argued that every individual will get an opportunity during some stage of their life (Nesarkar 2017) and those opportunities can be achieved if the individual believes it is possible (Schwartz 2012). Ambitious individuals seek a career path knowing “self-development is a continuous process” (Pedler, et al 2013, page 13), whereas those in perhaps the retail sector have long accepted the stigma attached to working in the retail environment. Individuals need to take responsibility for their development (Rothstein & Burke 2010) aided by their employers. The ever-changing dynamics in industries means business organisation need developed staff to keep up with various changes. The advancement in technology always means organisations face competition constantly. However, the needs of individuals vary. Harrods understands individuals can have a need to be part of a group, feel respected by their managers and colleagues, making decisions, being allowed to vary their tasks, or having opportunities for promotion. For this reason, Harrods have created a system which allows periodic job changes and work development areas. This type of interchanging of departmental personnel is considered to be vital for individual development. Other job development opportunities are, customer operations, online communication with customers, merchandising and sales records. They encourage other systems of development, for example Job Enlargement, which is supporting and encouraging employees to undertake extra challenges and involving new tasks. Job Enrichment allows employees to benefit from gaining knowledge from leadership responsibility roles, which alleviates the need for supervision.      

2.2 Managing performance and Succession Planning
Any organisation that manages performance effectively supports their staff to reach their, and the organisations goals. (Leech 2007).  This in turn can contribute to succession planning, allowing for the identification of future leaders (Atwood 2007).  Harrods have in place a system of retention of talented retail managers. They have a system which identifies exceptional sales people. There are 3 key elements towards Harrod’s leadership approach. This is aimed at encouraging development of employees.  
Talent Spotting: A system where talented employees are filtered out and developed to make major contributions to the business. The introduction of high potential programs was a way to increase successful planning. The Harrods management programme targeted potential senior managers and employees with career focus for development into management roles. They have created a business academy which helps managers progress to senior roles. The Oxford Summer School at Keble college Oxford allow potential managers to learn about the challenges, problems and decisions making complications associated with running a retail business. Mentoring designed to allow line managers to engage advice and targets to employees that are normally less experienced, using a face to face approach. Not only is this approach effective, it also helps build managerial skills, creating a stronger bond with employees.      


3) Evaluate development vehicles available to Harrods which is relevant to the development need of individuals
3.1 Range of training & development opportunities available
Harrods range of development vehicles are vast. They are available to all employees. Managers are tasked with speaking to employees in order to assess their progress and ambitions. This allows employees to recognize their own personal development targets, and this gives the managers some direction towards the development needs of the individuals (Hale & Whitlam 1998). Harrods have based their employee competence levels to experiences derived from education. Hale & Whitlam (1998 page 34) defines ‘competence’ “as the ability to apply knowledge and skills in the work place and sustain performance over a period of time”. The obvious achievement goal is that employees can then realize and develop their skills, gain further knowledge and enhance their abilities. The development programs begin from potential school leavers, University graduates, current employees and right through to senior managers. The Harrods system of progression has been highly praised by some of their staff who have witnessed their progression in the company. 
‘The Sales Academy’ helps to develop sales skill where the employee benefits from gaining the required levels of competence to effectively reach better sales. Ultimately, employees gain development knowledge which in turn give them motivation and encouragement.
‘Your Theatre’ allows employees to improve on their sales skill and gain high customers service. The programs focus on the notion that there are two types of selling, Science and Theatre. The former lets employees focus on gaining knowledge and skills to recognize certain types of customers and their needs: whereas the later promotes individual presentation, such as posing the right questions to customers, product selection, and of course, how to close a sale.
‘Harrods Fashion program’ has educational link with the London College of fashion. This program develops sales staff to realize the vital components in knowing how a product is derived from its origins in terms of design, to the point of sales. 
‘School of Communication’ teaches how to talk and project appropriate body language towards potential customers, and the optimum way to present oneself. 
There are also higher development programs in place, which includes The Harrods Sales degree, offering suitable candidate higher skills level required by the company. Other developments vehicles are, Workshop for Sales Associates, Warehouse Operatives, Development programs for senior managers. The level of opportunities afforded to Harrods employees for development are vast. Any employee with a Personal Development Plan (PDP) and focus should by be able to reach their goals at Harrods. In most case, managements in organisations can use employee’s PDP for development and performance. (Wilkinson & Johnstone 2016) 

3.2 Mechanism to provide appropriate feedback to individuals
Harrods continuous engagement of their staff has opened various avenues for appropriate feedback from both management and employees. Most organisations relies on feedback from managers and employees to enable the business to best serve their clients and increase productivity (Vanderstraeten 2019). An effective feedback system improves employee engagement (Macleod 2009). Employees are able to assess their own abilities, whilst managers and supervisors can also adjust accordingly. 
Harrods have put in place, Morning briefing: which opens up information to all the various shop teams, allowing them to be aware of planned procedures for the day, as well as the most recent statistics on sales. Intranet: Intranet is a system that allows information to be shared with employees, such as promotions, events and continuous operational data, thus allowing the employees to focus on the relevant information essential to their daily jobs. This, of course is more preferential to employees being forced with company information, and then left to understand it (Gertz 2003). Employee forum: This forum consists of volunteer. It’s a quarterly activity, allowing staff to voice issues of concerns, together with ideas which will benefit the company. In addition to all this Harrods continues to place emphasis on the importance of feedback and the sharing of ideas. A new managing directors forum comprises of breakfast events where employees get the chance to speak about concerning issues regarding the business. A secondary forum also gives departments representatives the chance to voice issues concerning their departments to directors and senior managers.  

3.3 Support Structures within the Organisation
Harrod maintain support structures which allows for better communication and working environment between employees and the company. Harrods believe in and acknowledge the importance of their staff (Simons 2011). For this reason, they have installed several core benefits to recognize employee’s contributions to the business.  The various communication avenues and career development paths are just two of their support structures. They also offer employees childcare schemes to maximise family time; interest free season ticket loans to aid travelling expenses; corporate health services which allows employee to conduct health checks. There is also a support for employees returning to work after prolonged sickness. An investment system providing employees with a way to save. Holiday, wedding, and birthday recognition schemes, which rewards employee’s an increase in holidays after five years of loyal service. Employees can get an extra birthday leave in addition to their annual leave, as well as a day off to get married or civil partnerships.           


3.4 Techniques for Supervision and Formal Appraisal
Harrods creation of an effective HRM helps to define the company. It guides the company toward a more effective employee engagement. In using the job enlargement and job enrichment scenarios, employees can benefit from the knowledge that certain positions within Harrods are not beyond them. Often performances appraisals within organisations are deemed as unfair and not effective (Murphy, et al 2017), however, Harrods have installed a system that allows employees constant engagement with senior staff. They have set up regular support HR operations to allow employees to understand company expectations of them, support structures for line managers, and information request which helps with progress reports. There are also an employee’s relations teams tasked with dealing with cases.
    

4) How Harrods have managed to identify the development need of individuals and the management of performance.
4.1 Career development strategies, including the wider context of sustainability
Harrod’s recognition of employees search for rewarding, long term career, with prospects and responsibilities which matches their reputation has made the creation of career paths available to all level of employees. At any level employees can benefit from their development programmes. Harrod’s have invested in three key levels, sales employees, department managers and of course high senior managers. Sales associates have used the Harrods sale degree courses to gain skills which allows them to work at different departments, and still maintain the high customer experience required by Harrods.  
[bookmark: _GoBack]Businesses looks for committed employees at all levels (Stewart & Rogers, 2012). When this is evaluated, it is clear that a business that does not invest in their staff can expect a high employee turnover. The obvious outcome of this is, more recruitment and training which can be very costly. On the opposite side, a highly committed employee investment programme can create stability and sustainability, which gives employees job satisfaction (Stewart & Rogers, 2012). In order to bring about continued creativity amongst employees, Harrods have developed strong relationships between staff and their management teams. This has been done through various work groups and face-to-face meeting techniques (Fleming & Asplund 2007).   






4.2 Personal Development Plan (PDP)
A Personal Development Plan, known also as (PDP) can be defined as, “the process of creating an action plan based on awareness, reflection, goal-setting and planning for personal development within the context of a career, education or self-improvement” (Smith 2011, page 418). This information can also be used by organisation’s management for performance and development actions for employees. (Wilkinson & Johnstone, 2016) 

The PDP table below shows how a dedicated university graduate looking for a managerial position can utilize the Harrods varied development programmes to reach a junior managers role within 2 years.   
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[bookmark: _Hlk8038797]
Personal Development Plan: Yvonne Frazer 
	What are my development  
objectives? 
	Priority 
	What activities do I need to undertake to achieve my objectives? 
	What support/resources do I need to achieve my objectives 
	Target date for achieving my objectives 
	Actual date of achieving my objectives 

	My current position within Harrods is a part-time Sales Associate. I am also near completion of my degree in Leadership and Management. My ultimate goal is to complete both degree and Management programme at Harrod and gain a Retail managers position  

	 These are HIGH priority objectives. I have been with Harrods on a part basis for two years
	Once I have completed my degree, I will enter the Harrods Management programme, which can take up to 2 years to complete. However, it has been known to complete in 8 months, and that’s my goal
	I have no doubts the task ahead of me will be difficult. However, I am working part-time and receiving a wage. I also have student finance in place. The Harrods Management is supported by Harrods. The only limitations to gaining my objective is myself, but I will not succumb to self-doubt or laziness     
	 My degree course is set for completion by August 2018. (I have gained my degree) 
Harrods Management programme, which can take up to 2 years to complete. However, it has been known to complete in 8 months, and that’s my goal. 
April 2019
	 I achieved my degree in Leadership and Management in October 2018. This allowed me a fast-track into the management programmed at Harrods aided by a Mentor. I have now completed the Harrods Management in the time frame specified. April 2019

	  
	 
	 
	 
	 
	 

	  
	 
	 
	 
	 
	 

	  
	 
	 
	 
	 
	 

	  
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	  
	 
	 
	 
	 
	 

	  
	 
	 
	 
	 
	 

	  
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	Review Date: April 2021: I am now a junior Retail Manager. The next stage of my career at Harrods is a full managerial role in charge of up to 50 employees. This will be confirmed after 2 further years in my current position. But I do not see that as the final journey. I am now aiming for reaching a Senior Manager position within the next 5 years. 
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Conclusion
The retail market in the UK is a huge business. The continuing growth of online companies, such Amazon has seen some of the well-known traditional shops close with massive job losses. The remaining business have seen their profits going down as they struggle with competition. Perhaps regarded as one of best-known retail stores worldwide, Harrods has mantined a deserved reputation as British, Innovation, Service, Luxury, Sensation. In a recent poll by the online recruitment agency, Indeed.co.uk, Harrod was voted the sixth best retail work place based on employers rating reviews. The company has maintained a position within the retail market that has seen increase in profits and sales. 
Retailers are always searching for staff that are ‘peoples friendly’, those able to communicate and have the confidence to work with other people Wilkinson et al, 2016), and for the retail businesses to be successful they need the correct employees to have knowledge, communication skills and the right attitude, together with cultural balance (Rangarajan, et al, 2010). Harrods believe in and acknowledge the importance of their staff (Simons 2011), they understand that the most valuable assets to their business are their employees, as it is well known that employees can be the base of any successful business, because they are able to add to the objectives and targets of the company (Simons 2011). Under their careers guide, they have labelled Harrods as ‘great place to work’. They have collectively debunked the myth that working in retail requires no skills, and furthermore, retail work has, long hours, little or no chance of promotion or advancement, not to mention, poor pay. In doing so, Harrods have created vehicles for career development readily available to all levels of employees.   
Harrods has continued to respond to the everchanging needs of all their global customers. This realization has allowed Harrods to train and develop their staff to meet the needs of their customers globally. Their employees derive from various nationalities. The have adapted to cultural awareness and trained and developed employees to serve with overseas customers, such as China, Middle East and Brazil.
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