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The main component of any organization, big or small, is its employees. An organization without its employees is just an inanimate unit (Cohen, 2017). Likewise, for every employee, his organization is pivotal. It turns his hard work into rewards and creates motivation for him at regular intervals. The organization takes time to appraise and influence the talent of the employees. As the employees and the organization share a directly proportional relationship i.e., the benefit of the organization is the benefit of the employee and the loss of the organization is the loss for the employees (Awasthi and Sharma, 2016). 
As we have deduced that employees are an essential part of an organization, Marks and Spencer, in this regard. To be more accurate, it can be stated that happy employees are vital to every organization. The question that arises here is, how to keep the employees happy? The answer to which is, by building an environment at the workplace that is effectively positive for the employees. Coming to my next question, who are the employees of an organization? Every individual who is hired by the process of an interview and receive a substantial amount of money for his services in an employee (Jehanzeb and Mohanty, 2018). 
In this study, we will focus on how to develop strong and positive relationships in an organization. In addition to creating cordial interpersonal relationships in an organization to achieve success.
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When an employee is educated, trained and positively motivated, he becomes an asset for the company. Most organizations all over the world are now shifting their focus to employee development as a key strategy to attain growth. Taking into account the nature of the study, Marks and Spencer, an organization I have been employed with, will be used as a case study.

Background Study
Over the past years, it has been observed that, in traditional organizations, whenever the scope of development was evaluated and discussed, employee development programs always found itself on the bottom shelf. The traditional managers did not consider employee development to be of any importance to the organization (Ok et al.  2016). The goals of the organization were considered to be different from the goals of the employees. Similar was the situation with the employees, they merely looked at the organizations as a money source for them. There was no inflow of input, suggestions and feedback.
It was at the turn of the 21st century when the organizations underwent a 360-degree change and makeover. The challenges brought in by the new century forced the organizations to rework on their structures and policies. This development shed a light on the most important aspect of the organization, its employees. Ever since then the organizations have introduced multiple policies, plans and programs for the employees. Proper training, appraisal and feedback are generated of the employee al specific intervals.

Understanding Employee Development 
It is a simple process. It is a mixture of joint efforts put in by the employees as well as the organization. The organization or the employee is solely not responsible for the development to take place (Walton, 2017). It must be a dual effort. Employee development is the edification of the employees with respect to the latest technology, management tools, software, management information system. The employees are benefitted with new skills and the organization benefits from the use of the skills. One thing we know of the world today is the fact that it is changing very rapidly. If an organization fails to keep up, it will be out of business in no time (Noe et al.  2017). It is important that the employees undertake the education for the sake of personal development and learning and not merely as orders from their superiors.

Organizational and Employee Development Plan
Plans always act as a road map to the desired result. Plans help in setting up targets, measuring performance, correct the deviations and to reach the goals. Steps used by Marks and Spencer to build an organizational plan:
1. Formulate a plan, outlining the goals to be achieved within a particular span of time. Ideally, plans are made for a minimum of six months to years.
2.  Identify and focus on the key areas or problem areas.
3. One of the key areas are pointed out, develop the necessary goal for them. 
4. Execute the plan, plans should be executed one step at a time. Every individual task must be explained briefly.
5. Meanwhile, the plan is being executed, the progress of the plan must be evaluated at the individual employee level (Davis, 2015).
The plan must involve continuous performance monitoring of the employees; the performance evaluation must then be discussed with the employees through appraisals. Proper feedback must be given to the employees so that they can focus on the improvement. 
Employee development is not a onetime process. It needs to take place continuously without any scope of stagnation (De Boeck et al.  2018). The importance of employee development at Marks and Spencer are as follows:

1. Increased employee satisfaction: The confidence of the employees is boosted when the learn new skills and techniques. They become more proficient in work and approach the work with more confidence.
2. Converting strength to weakness: Every employee has some weakness when it comes to working. With proper training and development, the weakness can be converted into strength. Thus benefitting the Marks and Spencer and the employee.
3. Employee turnover reduction: Turnover of employees take place when the goal of the organization does not agree with the goals of the employees. By giving training to the employees at the beginning of their tenure and at intervals, the goals can be synchronized. The cost of the training will then be mitigated with the revenue generated by the employee, with his acquired skills. This will prove to be a win-win situation for both entities (Rashid, 2016).
4. Performance Boost: With proper employee development plans and training, the employees will gain knowledge and skills. The new knowledge will, in turn, help them perform better than before. This will, in turn, open new avenues for the organization.
5. Generating growth: It is the ambition of every organization to get growth and prosperity in the market. The only thing that makes it possible is the smart and dedicated workforce. With proper training and development programs at their disposal, the organizations can achieve the growth factor in a short span of time.
6. Customer satisfaction: With the increase in the productivity of the employees, they will be able to serve the customer more efficiently leading to customer satisfaction.
7. Competitive Advantage: When your organization will focus on employee development, it will generate skilled and proficient employees. The skilled employees will manage to get work done efficiently giving your organization a competitive edge over the others.
8. Improved superior-subordinate relationship: It is often challenging for the superiors to delegate the task properly due to lack of communication (Attebury, 2017). The gap between the superior and the subordinate has hampered the progress of work in the past. With the proper training and development schedule, the gap has finally been reduced. 
9. Organizational productivity: Satisfied and happy employee will work for the organization as his own. Thereby increasing the productivity of the organization (Lapointe and Vandenberghe, 2017).
There are various types of employee development programs available, undertaking every program is not viable for Marks and Spencer. They must understand their business module and select the best-fit plan.
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Gone are the days when Marks and Spencer was a simple structure of brick and mortar; and work was done with limited effort and less time. The organization have become very competitive at present times and so are the employees. Hardworking and achievers can only sustain in a competitive work environment (Hanaysha, 2016). The result of which is spending a considerable time in the organization, like a second home. 
Looking at this scenario, whenever an individual joins an organization he expects certain things from the organization, job, superiors, subordinates. These expectations could be monetary as well as non-monetary. It is the duty of the manager to fulfil the expectations of the employee. Sometimes managing the expectations of the employees can prove to be a challenging task for the managers (DiPaola and Wagner, 2018). 
Every employee is different from the other and so are their expectations. Yet, a few expectations have been listed out that are common with all the employees of Marks and Spencer (Bell et al.  2017):
•    Proper training and development
•    Better work opportunities
•    Realistic job goals
•    Just plans and policies
•    Timely supervision and guidance

It is the duty of the manager to make the expectations of the employees come to reality, in turn for their hard work. Enumerated below are few of the expectations of the employees from their managers (Rodriguez and Walters, 2017):
1.    Even though money plays an important role for an employee, still nothing can be compared to the rewards of recognition and praise. When an employee is praised for his work, he feels a sense of satisfaction. Hence, motivating him to put in additional efforts at work.
2.    Every employee has a life outside the organization. There has to be a balance created between both. Expecting the employees to work exceedingly and all the time will lead to dissatisfaction.
3.    The most common problems faced by employees is the communication gap between them and the manager (Smith, 2016). Most of the times the employees are not clear with the work communicated to them or what are the work expectations from them. This gap hampers the work at hand and also creates communication barriers.
4.    Honesty is imperative in Marks and Spencer, the managers and the employees must also be honest with each other. Lying to get ahead of the corporate ladder will only lead to the downfall.
5.    Rather than being a boss, the manager must act as a mentor, guiding and correcting the employees from time to time. Proper feedback of the work is expected by the employees for their work so that they can improve themselves.
6.    The issues of the employees must be dealt with in a healthy way rather than avoided. Most of the bosses use the carrot and stick approach to handle their employees which decreases the morale of the employees.
7.    Allocation of right work roles to the right employees. The managers must understand the needs and potential of employees and delegate them the work accordingly. Failing to do so will destroy the dynamics of the team.
8.    Managers must give the employees autonomy to do their work instead of interfering at every step. Micromanaging at work reduces the confidence of the employees to manage their own tasks.
9.    An individual must never be blamed for a mistake, especially if teamwork is involved. A good boss will always take the downfall on himself. On a similar note, the success of the team must not be taken by the boss alone. It should be put in as a team effort.
10.    Failures of employees must not be dealt with punishment. A manager must create an atmosphere where the employees can make a mistake with the scope of improving them.
The expectations of the employees are diverse and multiple. The manager must use his tact in understanding the expectations of the employees and fulfilling them (Ayeleke et al. 2016). Listed below are few of the practices which will help the managers of Marks and Spencer fulfil their expectations:
•    When it comes to allocating targets and fixing the deadlines for the tasks, managers must be very clear and specific. The goals to be achieved must be realistic. 
•    Simplification of tasks, the tasks must be as simplified for the employees as possible for the ease of their understanding.
•    Regular and consistent feedback must be provided by the manager. Time to time feedback will help the employees follow the proper track of work.
•    Transparency in communication and decisions, to avoid miscommunication.
•    Always be straightforward with your approach, rather than keeping things to yourself it is better to discuss and move on (Mone and London, 2018). 
•    Every small detail and every change must be communicated with the employees so that they can adjust according to it.
•    Appreciate and praise your employees for their hard work, each time a task is completed.
•    Always end the communication with zero doubts in the minds of the employee, no room for assumption and interpretation must be left.
•    Boost a clear pathway for the employees to fulfil their career aspirations.
•    Rather than forcing your decisions of the employees, ask for their ideas and opinions and use them.
•    Act as a role model, rather than enforcing authority lead the people by your own example.
These are simple yet effective steps that will create team harmony, as everyone's expectations will be fulfilled (Anyanwu et al.  2016). Satisfied employees will generate productivity and growth for Marks and Spencer, making it a market leader.
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Every organization today has a special segment designated and dedicated only towards the employees of the organization, known as the Human Resource Department or HR (Low et al.  2016). The HR is responsible for the growth and development of the employees of Marks and Spencer. They introduce proper training and programs for the employees to hone their skills with. Enumerated below are few of the plans and programs for employee development (Jordan et al. 2018):
1. Orientation training
Orientation program is usually undertaken when an employee joins the organization. It is the introduction of the employee to the organization's mission, vision, objectives, plans, policies, procedure. Team introduction will be done along with the paperwork and desktop logins.
2. On-board Training
On-board Training starts from the first day of job. The duration of the training depends the policies of the organization. For some organizations it lasts for a month, while in some, it lasts for six months to year. A training buddy will be allocated to you, who will take you across your work flow and process. It might also include after work training in Marks and Spencer. The min motive of the training is to make the employee comfortable and settle him in the organization (Tay et al. 2016).
3. Technical Skills Training:
As the name suggests the aim of this training is to impart a new skill in the employees like marketing tools, coding and programming, digital marketing, etc. It is one of the important trainings to educate the employees in retaining new skills.
4.Soft Skills Training:
Soft skills training is as important as technical training. It helps the employees to effectively communicate with each other. Soft training includes communication skills, team and time management, problem solving skills, leadership skills, conflict management and emotional intelligence (Jacobsen et al.2016).
5. Training for products and services: 
This kind of training is generally undertaken when a new product of service is introduced in the organization. It may also be in the case of new employment of some personnel.
6. Compulsory Training:
This type of training is compulsory in Marks and Spencer, each and every employee will have to undergo the training. More often it is company's mandate or governments policy, like the fire safety training.
7. Coach training:
Coach normally is a more experience team leader, mostly the team leader. The coach trains the employees with expertise. It is basically experienced based training. This kind of training helps the employees gain leadership skills. Coach could be from within the organization as well as outside the organization.
8. Mentor Training:
A mentor is mostly like a team player, with slightly more experience. He acts like buddy, mentoring within the organization is done to improve the professional, personal and interpersonal relationships between the employees.
The above were group oriented plans induced for employee development. Listed below are the personal development plans for employees that are operated on an individual level (Hanaysha and (Tahir, 2016). The individual plans focus more on the training and development needs of the employee. They are to increase the outcome of individual employees by focussing on their areas of expertise and shortcomings.
9-Box Grid
Every employee under this method will get his current performance and his future performance listed. It is a common form of succession planning (Konings and Vanormelingen, 2015). After the current and prospective performances are listed, the managers gain a better insight into the potential of the employees. Based on this study the performance appraisal of the employees is done.
Stretch Assignment Training
Employees are given the training on the job along with additional responsibilities of the higher level of management. Chances are given to the employees to solve live Marks and Spencer cases that are of a higher level management. It helps the managers detect the future leaders.
Cross Training
This process involves delegating the work of some other department to the employee for a short term. It is done to teach inter departmental skills and additional functions to the employee.
Job Rotation
In order to safeguard the employee from monotony of work and to help him learn the work of other team members, Marks and Spencer goes for job rotations. It helps the employees gain the entire knowledge of the project.
Job Shadowing
In this technique, an employee is supposed to follow another employee for a specified time period. Not only is the employee supposed to follow but also learn about the challenges faced by them (Dhar, 2015).
Marks and Spencer is one of the oldest retail chains in the UK. The main objectives of the organization are to become the largest Retail Chain of companies in the UK. In order to achieve the objective, if follows a comprehensive employee development programmes (Srivastava and Dhar, 2016). Following are the list of plans followed by Marks and Spencer.
On the job training involves the manager of a certain section leading his team, to work and motivating then from time and again.
Coaching is given by line managers by reviewing the performance of the employees and giving them feedback from time to time.
Off the job training at Marks and Spencer involves the use of intranet within the organization, where the employees can source information and knowledge for their training needs. Workshops are conducted at regular intervals. Activities are held at the organization so that employees can train themselves with mock tests and get their performance evaluated.
Marks and Spencer also provide induction training and follow management by objective.
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Marks and Spencer, as organizations, focuses on the development of employees at every stage. Every employee is considered as an integral part of the organization. Following a flat hierarchical structure, Marks and Spencer promote decentralization at the workplace (Chelliah et al. 2016). Every employee at the organization is given the opportunity to enhance their development by focussing on the key aspects of their career aspirations. Keeping in mind the same a Professional Development Plan has been designed keeping in terms with the personality development of an employee.

PROFESSIONAL DEVELOPMENT PLAN
	
Skills
	
Preferences
	
Impact
	Resources Required
	
Start Date
	
End date

	

Interpersonal skills

	

High
	Will help improve formal relationships and be a team player
	Peers, Email, Team, Phone, Reading material
	1st April 2019
	30th June 2019

	
Communication 

	

High
	
Will help understand the task and responsibilities 
	Team, Manager, Peers, Email, Phone
	1st April 2019
	31st May 2019

	

Innovation
	

Low
	
Will help to gain an edge over other, compelling team focus
	Product/Services, Customers, Team Support,
Manager
	31st July 2019
	31st December 2019

	
Forward planning and strategic thinking

	

Medium
	
Will help organize work and meet dead line
	Manager, Project, Future Assignments
	1st June 2019
	15th September 2019

	
Problem solving and decision-making

	

Medium
	Will help in completion to tasks without errors and remain calm under pressure
	Project, task, Issue at hand
	1st June 2019
	31st July 2019

	
Commercial awareness

	

High
	Be aware of the company's policies and the product including that of competitors
	Company's Policies, Competitor's Policies, Detailed product Knowledge
	15th April 2019
	31st May 2019



The Professional Development Plan of an employee is evaluated on the basis of the skills that are required for the employee to excel. The above plan is divided into six fragments namely the Skills, Preferences, Impact, Resources Required, Start Date and the End Date.
The skill set includes the skills that are to be learned by the employee. In this case, we have Interpersonal Skills, Communication Skills, Innovative Skills, Forward Planning and Strategic Thinking Skills, Problem Solving and lastly the Decision-Making Skills. 
Each skill is given a mode of preference, divided into three counterparts i.e., High Preference, Medium Preference and Low Preference. Every skill must be listed in one of the three categories.
The Impact of the skills will determine the learning result. The knowledge to be gained from every skill is put under the column of impact.
Every skill will require the use of certain resources from within and outside Marks and Spencer.  These resources will help the employee achieve the skill set.
The start and the end date of the skills is the time duration and the time boundaries that an employee sets for himself to complete the acquisition of the skill.
The explanation to the above mentioned professional development plan chart is as follows:
Interpersonal skills: The first step for an employee is to formulate and maintain a healthy relationship at Marks and Spencer with his peers, managers and co-workers. This is the reason why this skill is given very high preference. The resources required to attain the skill are people, phone and email, through which the communication will flow. The task will start on the 1st of April and will end on 30th June 2019. 
Communication Skills: In order to maintain healthy relations at the Marks and Spencer and to understand and deliver the tasks on time, communication is a must. To develop this skill is a high priority for the employee. It will take a total of two months to completely acquire the skill set.
Innovative Skills: Innovation takes place when the employee is well versed with the working of the organization, has better knowledge of the process and people. Hence the low priority, as other skills must be acquired first. This is the reason why it has been set for the third quarter and end by the year-end.
Forward Planning and Strategic Thinking Skills: Once an employee has a good knowledge of his work process, he can plan his current and future projects beforehand. It is of a medium priority as the other skills are needed to be developed first. It will take a duration of 2.5 months to attain the skill.
Problem Solving and Decision-Making Skills: After the employee gains insight into the project and the manager's expectation from him, this skill can be gained. By creating the solutions to the problems without the help of the manager will develop the leadership quality. 
Commercial Awareness Skill: To be aware of the company and the competitor will help the employee to understand the market dynamics in a better way. By gaining insight, he can work his way up in the hierarchy. Moreover, becoming a subject matter expert. Hence the priority for this skill is very high. An employee must first know is the company then its people to make way for progress at Marks and Spencer.

[bookmark: _Toc6077367]6. Conclusion
The dynamic organizational environment of Marks and Spencer, is bringing about massive changes in the work place from time to time. It has become very vital for the organization to train and develop its employees (Mishra and Kumar, 2019). Employee retention is the main goal of Marks and Spencer. To do so, the goals of the organization must be aligned with the goal of the employees. This can be done by focusing on their career aspirations. By providing them adequate and proper training. Also by concentrating on the personal and professional development of each and every employee.
Employees are the most valuable resource of Marks and Spencer; they are the internal customers to the organization. Like the external customers the internal customers also needs to be happy and satisfied. A satisfied employee will generate ample business for the organization, helping the organization to grow and prosper (Ferreira, 2016).
Even though training and development of the employees take a considerable amount of money. This cost borne by the companies are returned by manifold, through the revenue generated by the employees (Alhejji et al. 2016). A profitable organization of Marks and Spencer is thus created by professionally satisfied employees.
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