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The organisation chosen for the report is Tesco. Discussion and critical analysis is provided focusing on the performance appraisal and performance management methods adopted by Tesco, the different motivational factors that organisations should use to develop leaders for the future and the role of employee motivation in enhancing performance. Moreover, the recruitment and selection techniques of Tesco are compared with those adopted by Sainsbury’s.
Performance Appraisal and Performance Management
Performance appraisal refers to evaluating an individual based on their periodic performance. Thus, to evaluate the performance, targets can be set so that their growth, adaptability, and development can be gauged. It is very critical, time-consuming and important activity carried out by senior management (Cappelli & Conyon, 2018). However, it has high impact on the particular department and the organisation as a whole. The employees are evaluated as per their contribution to the organisation with respect to their pay scale, achieved targets and set goals. Whereas, performance management refers to the continuous feedback from supervisors and managers to improve employee performance. It includes routine response and effective communication to ensure that the employees achieve their targets.
The theory of performance management is based on the systematic approach aimed to optimise the performance of each employee. To a certain extent, the argument is supported by Weiss (1997) as it involve various considerations like what is going to achieve and how it will be achieved, and manage the resources accordingly (Buchner, 2007). In general, performance management is done by the immediate supervisor (Barnes-Farrell, 2001). Fletcher (2001) believed that alteration in the workplace can result in low performance. Moreover, decentralisation is not effective for managing performance. 
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The performance appraisal is measured to record and maintain the compensation plan like salary, leaves, bonuses etc. Performance appraisal helps measure employees’ weaknesses and strengths, assess their further growth, provide them with feedback to the upper management and determine if training and development programs are needed. On the other hand, performance management aims to improve the methods adopted for managing performance, set expectations for managers and employees,  fix the standard of performance, and conduct and formulating frequent training programs (SpriggHR, 2020). 
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Performance appraisals are important as they encourage employees to work harder and put more effort into the tasks assigned to it. When employees know that their performance is being monitored and evaluated by the senior management and they will be rewarded for performing well, they are more likely to achieve their targets and go above-and-beyond to ensure that they get a good appraisal at the end of the evaluation period. 
Performance management, on the other hand, helps in recognising the needs of employees and provides support and training if and when required. It helps supervisors ensure employee development, identify the weak areas and conduct training sessions. Performance management also helps to develop effective communication between employees and supervisors so in this way the flow of communication gets better and there are fewer possibilities of miscommunication. To motivate the employees, it helps to determine the strengths of employees so their targets can be achieved effectively.  
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There are a few appraisal methods which are used to evaluate the performance of employees. These include management by objective, 360-degree feedback, assessment centre method, behaviourally anchored rating scale, and psychological appraisals (Jeou-Shyan, et al., 2011). 
360-degree performance appraisal includes the review of an employee from their sub-ordinates, peer workers, supervisors and line managers. Therefore, it consists of immediate supervisor evaluation, self-evaluation, peer evaluation and subordinate evaluation to identify the key competencies of employees. According to Jeou-Shyan et al. (2011) , 360-degree helps to gather information from different angles and standpoints. Management by objective is another appraisal method which is based on result based evaluation (Choon & Embi, 2012). By adopting the performance management cycle, employees’ performance can be evaluated at a continuous process. 
Armstrong (2009) says that the methods used to evaluate the performance consists of a few stages namely plan, act, track and review. The planning needs to be done effectively. Due to this, employees are given SMART objectives that align with the organisation’s strategic goals. The planning also comprises of personal development which undertakes the strengths and weaknesses of employees and a review of job requirements. The idea is to improve employee performances and ensure fulfilment of strategic goals of the organisation. Act refers to the goals efficiently achieved by the employee. Whereas, track applies to line manager who need to train their employees, track improvement and provide response. The final stage is review and most of the companies rely on this stage as they conduct a meeting, discuss the performances issues, conduct training and development seminars if required, and provide the opportunity for further growth (Armstrong, 2009; Hearn, 2017).
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Tesco PLC is a UK-based retail company that is extremely popular among customers. It accounted for 75% of grocery sales in the year 2013 along with ASDA, Sainsbury’s and Morrisons (Grocery News, 2014 ). However, the performance management system for Tesco PLC is a difficult HRM function which determines and helps the management to develop the strategy goals (Renwick, 2004). The management of Tesco works to ensure that the employees are working according to the business goals. If they don’t the company could suffer (De Waal & Kourtit, 2013). According to Haddock-Millar and Rigby (2015), when declined was noticed in Tesco PLC’s sales from the year 2010-2014, then various areas were modified. The existing policies were taken into account including business strategies, financial performances and human resource management functions. The need was identified to move from traditional to more pro-active activities. Tesco also realised that HR had an important role to play to improve the company’s current financial situation. Ulrich (1997) is of the view that the HR department of the company should find the required areas to work on and focus the activities which support the strategic business goals in forthcoming years. According to Ulrich and Brockbank (2005), HR plays a vital role in forming policies that can prove to be helpful in improving employee performance. 
Tesco employs systematic evaluation performance appraisal to understand the skills, growth potential and development of the employees. Tesco has 360-degree measure to evaluate and appraise the employees. Thus, 360-degree feedback helps managers to determine the employees’ strengths and weaknesses and thus they provide the personal development plan for the growth of employees. Tesco sets the smart targets for the department which contributes to achieve the strategic goals for instance On-Shelf Availability (OSA) where the employees are required to check if the product is available or not. To evaluate employees’ performance, Tesco set up the ‘Tesco Steering Wheel’ as a tool to assess and monitor employees. They have also set indicators for performance evaluation in various departments such as customer support, finance, HR, and operations. Written and verbal reports are prepared based on weekly and monthly evaluation. These practices enhance the self-learning ability and also determine the weak areas to work on. They are also helpful for achieving company’s strategic goals (Malolepsza, 2017). 
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The performance of the employees can be improved if they feel motivated at work. Motivation underlines the cognitive decision making that is aimed to achieve a certain goal through monitoring and initiation (David & Anderzej, 2010). This argument is supported by Saari and Judge (2004) as they are of the view that motivation is considered a positive emotional stability based on job experience. Companies conduct appraisal to review their performance and give a pay raise that would motivate them and improve their satisfaction levels. It is worth noting that motivation may be intrinsic or extrinsic. Intrinsic motivation refer as the desire to do better while extrinsic considered as the outside factors.
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The employees can be encouraged through many of the factors. These factors have been recognised from the different theories. At work, the effective motivation of employees can be determined by considering Maslow’s hierarchy of needs, Herzberg’s two-factor theory, ERG theory and McGregor Theory X and Y. 
According to Smith & Cronje (1992), Maslow’s theory relies on the fact that in order to achieve the desired outcomes in life, people tend to differentiate their prioritisation level. This theory based on the psychological, safety, social, self-esteem and self-actualization needs. Psychological needs are the basic needs and once the basic needs are satisfied, people become concerned about the safety needs. They want to be safe. Social needs refer as the social well-being of people (Baumeister, 1995). Esteem needs refer to the desire of an individual to be acknowledged by others whereas self-actualization refers as the desire for accomplishment. People feel motivated when they achieve stages one by one and hence work with determination and also needs to be recognised and appreciated at work. 
Herzberg theory of motivation is a two-factor theory. The two factors include motivators and hygiene. As evident by the name, motivators encourage employees to feel motivated and work harder while hygiene factors would cause employees to feel unmotivated in case they are not present. Herzberg conducted a study determining which of the factors help employees at work and their perspectives about the job (Saif, et al., 2012). He determined that there are various features which lead to satisfaction of employees and these mainly comprise of recognition, achievement, the job itself, advancement and responsibility. Herzberg also determined that institutional politics, supervision pay, management approach, working situations, and relationships at work are the factors that can demotivate and undermine employees. Golshan et al. (2011) studied that organisations apply Herzberg theory in order to achieve individual growth, progression and recognition. They employ various methods to keep employees motivated and energetic at work. The theory has also certain drawbacks which were determined by Golshan et al. (2011). One of them is that it  fails to consider the physical and psychological factors which are essential but different from the hygiene actors. It also lacks in explaining the satisfaction level of employees without having any certain number. 
The ERG theory, proposed by Alderfer, explained that the basic human needs are based on existence, relatedness and growth. Existence corresponds to Maslow’s psychological and safety needs, relatedness links to social needs and growth refers as the Maslow’s self-esteem and self-actualization needs. Basically, ERG theory is a more flexible modification of Maslow’s hierarchy of needs. Thus, the theory does not follow any specific order of needs but reflects that more than one need can be achieved at a time. The theory is also associated with frustration-regression. Frustration-regression means that when a person is not able to satisfy a higher order need, they decide to regress to a lower need. The purpose of this theory is to understand the behaviour, recognise the multiple needs of every individual in order to make them feel motivated at work.
McGregor, in 1960’s, found out that there are two types of workers and developed the theories on both of the assumptions. He used theory X to refer to the negative type of people who always find problems in later ages. These are the people who dislike the work, avoid as much as they can and tend to be much procrastinated. Therefore, they are directed, controlled, threatened and sometimes managers need to adopt various leadership style to make them work (Langowitz & Allen, 2010). Their preference is to avoid the responsibility, have very little ambition but still want security. Whereas, theory Y are the complete opposite type of people than theory X as they work with determination and enthusiasm. They tend to be very ambitious and motivated toward life and work also while having a positive attitude (Rausch & Russ, 2011). They work really hard to achieve the goals for self-improvement as well as for achieving the organisational strategic goals (Saif, et al., 2012). According to Jenab and Staub (2012) managers should flexibly adopt strategies to manage different type of employees and develop trust in them so that they work more enthusiastically (Peterson, 2007).  
Motivating factors results in better outcomes in a limited time period. At Tesco PLC, employees’ needs are focused. Therefore, they aimed to have great consideration and very less possibilities of making mistakes due to the fact that conflict can arise. The reason Tesco keeps their staff motivated and satisfied is to get desired outcomes. They aim to appreciate the staff and optimise their lifestyle needs also. Hence, they provide flexible working conditions, health expense coverage and sometimes free health benefit, gym membership discounts, company share options, staff, discounts and competitive monthly incentives. Tesco values their employees so that they remain determined and motivated to achieve the company’s strategic goals. To lower down the individual burden, team objectives are given thus the employees usually work in partnerships. Tesco provides personal development plans to their employees considering the Maslow’s Hierarchy of needs theory so that they stay motivated. Tesco intends to fulfil the psychological needs through on-time pay. The security needs are fulfilled by formal contracts, retirement plans, and health insurance. Tesco provides team and group working levels considering the social needs. The Steering Wheel is used to gauge the employees’ performances, while employees’ self-esteem is the main focused area. The manager praise the hard work, appreciate employees, and appraise them through 360-degree feedback. Tesco also offers personal development plans, recognise the skills and hard work and provides opportunities for promotion. They also conduct  talent planning meetings so that employees can achieve better progress (Tesco PLC , 2019). 
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Tesco is the biggest supermarket in the UK with over 360,000 employees worldwide. Tesco stores comprise of Tesco Express, Tesco Supermarkets and Extras. Therefore, they generate 86% of their total revenue only from the UK (Tesco PLC, 2020).
	Tesco has the strategy to diversify their business and this is one of the reasons they have become market leader of the supermarket sector. Tesco manages to find skilled employees for both store based and non-store based establishments so that it can serve the customers efficiently. The staff they mostly look for include check-out staff, stock handlers, and supervisors. They also need skilled people in stock management and logistics area to make their product available at every store. Therefore, human resource at Tesco strives to put their efforts and hire right employees for the right job. 
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At Tesco, human resource department is motivated and proficient to such extent that they analyse the needs of the organisation and plan accordingly. The future needs may comprise of requirement of skilled labour in certain area, employee’s needs, locations etc. It allows organisation to focus on the required criteria through recruitment and training (Tesco PLC , 2019). Because of its growing nature, Tesco needs to recruit employees on a daily basis for both food and non-food divisions. 
	The need to recruit new employees is created when the company opens new stores, employees leave the company, or are retired or get promotion within the same company. Besides this, new skilled labour may be required to operate the new technology of machines. Therefore, they spend a lot of time to select the best candidate for the vacancy because of the fact that organisation’s performance depends upon the planning process of recruitment (Samwel, et al., 2016). 
The job is advertised through various mediums and the job description includes title, role and requirements etc. (Richardson, 2009). At Tesco, there are mainly six levels to recruit the employees which comprise of frontline, the line who directly deals with the customers, running and operation unit, supporting units, responsible employees for the entire Tesco performance and the people who creates value.
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	Recruitment involves attracting the employees through advertisement. The advertisement of the job depends upon the job requirement. Therefore, Tesco aims to analyse their Talent Plan when there is open vacancy and promotes the employees internally if they seem fit for the job requirement. If there is no individual available in Talent Plan, internal management development plan, or Options then Tesco advertises the position internally for two weeks. For external hiring, Tesco advertise the position at their website (Tesco PLC, 2020). But for specialist and skilled individual requirement, Tesco uses offline media, television and radio. It also runs ads on  Google and magazines like The Appointment Journal. Applications are reviewed and then candidates who look good on paper are called for an interview. According to Bjornson-Benson et al. (1993), recruitment can be an expensive and time-consuming process but it is essential for companies. Tesco adopts cost-effective methods in order to get the right applications for the right job (Bjornson-Benson, et al., 1993). 
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	Selection includes the process of choosing the best employee who fits with the job requirement (Jeske & Shultz, 2016). Therefore, screening employees is a crucial part as it involves finding the suitable candidate by evaluating the strengths and weaknesses of applicants. The candidates who clear the first interview are invited for the second interview and if they clear that, an offer letter and contract is sent to them. 
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Sainsbury PLC also known as Sainsbury, is the third largest supermarket in UK. It also has the other businesses apart from the supermarket chain (Potter & Carew, 2004). The vacancies at Sainsbury remain open for two weeks so that candidates can easily apply. Sainsbury put efforts to hire the best individuals who can make significant difference in the organisation in the near future (Klug, 2017).
Sainsbury’s aim is to increase their performance by hiring effective employees. For this purpose, they recruit talented individual considering the job requirements and the qualification required for the position. They also create various strategies to retain the employees who are performing well.  
Sainsbury attracts new talent through internal and external ways (Kapur, 2018). The internal ways comprise of looking at the employees within the company to get them promoted if they are the best fit for a specific position. Whereas external refers to advertising the vacancy by using different platforms. It includes advertising through different platforms, posting vacancies at job centre, personal recommendation, etc. The external ways are quite expensive as it takes a lot of time in posting job ads and requires valuable time. However, candidates can also apply on the company website as it create the pool and then the suitable candidate is selected, when needed. After being shortlisted for a particular vacancy the candidate is called for an interview. If they clear the interview successfully and the HR department find them suitable for the job, they are offered the position.  
[bookmark: _Toc53823478]Conclusion 
	It has been studied that there are various factors which motivate the employees to stay and feel positive at work by encountering their needs and basic requirements according to Maslow’s Hierarchy off needs. Also, Tesco has introduced various programs to increase the employees performance and their personal development. Therefore, employees feel motivated and energetic when they are appreciated by the management. Training is also provided to cover the lacking area and in order to bring the improvement and gauge their ability. The appraisal is made after evaluation. The tools used to evaluate the employees include 360-Degeree which determine their periodic performance in terms of peers, managers and supervisor review an also the further achievement the employee want to cater in future. And lastly, the recruitment and selection of Tesco is effective enough to recruit the right employee for the right job. 
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