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Executive Summary
This report has been developed for the Senior HR Management Team and Business Partners at Tesco to highlight the impacts operational managers face caused by lack of HR training and support from HR. Secondary data was obtained by reliable sources and analysed to support current insights and trends into HR training for line managers with primary data gathered through questionnaires from operational managers of various levels; full details of the questionnaire can be found within the Appendices. 
Overall, primary research supported the findings of the literature review, highlighting that the majority of line managers feel they are not equipped with the relevant HR training for their roles, nor receive enough support from the people function in making complex people-related decisions. Nonetheless, much research suggests that L&D have moved away from face-to-face training. More commonly, organisations now provide all colleagues with an online learning platform which details all the training required for a particular role. However primary evidence suggests face-to-face learning is still preference over online learning as real-time on-the-job coaching is valued more than e-learning and provides managers with more confidence in real-life scenarios. There also seems to be a breakdown in relationships between line managers and people partners. Since the removal of people managers from stores into group roles, the lack of support, communication and trust were highlighted by managers as key barriers in confidently making their own decisions when dealing with people-related issues. Evidence also shows there is very little encouragement around continual learning, as primary data indicates managers had not received any refresh training since they were first appointed into managerial roles. 
The report identifies the current HR training process for Operational Managers is not fit for purpose, and the current structure between Business Partners and Operational Managers is not as effective as it should be, having a detrimental impact on how managers manage their teams. 
Recommendations discussed include:
· Provide HR training, face – to -face coaching & upskilling opportunities for LMs  
· Conduct monthly legal update meetings to discuss tribunal / legislation changes & guidance
· Provide regular allocated time for LMs personal development  
· Put in place a central HR advice hub for managers 
The report also indicates the limitations to the primary research. Due to a small sample and low participation rate over a short period of time, the results of the questionnaire should be seen as indicative rather than conclusive. Even though they were suggesting, the use of questionnaires and low response rate made it difficult to analyse thoroughly. Should this be replicated, more participants would be needed to make the findings reliable. 
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1. Introduction
Tesco is a multinational PLC food retailer employing over 360,000 colleagues with a profit in excess of £825million (Tesco, 2021). Tesco is continually reviewing its organisational structure in order to reduce overspend, maximise profits and become most competitive supermarket. 
Currently, Tesco adopts Ulrich’s 1997 three-legged stool model made up of Business Partners, Centres of Excellence and Specialists. With changes to the HR structure, HR delivery and responsibilities now sit with line managers (CIPD, 2020b) so Business Partners can focus on strategy and development. Therefore, it has become imperative managers receive regular HR training and are kept up to date so the two roles can work together to manage and deal with people issues consistently and effectively (Wilkinson and Taylor, 2016).  
Aim
The aim of this research is to understand the skill-gap in HR knowledge that Operational Managers possess, analyse whether this impacts them from confidently making people-related decisions and provide recommendations to continually enhance learnings and development.
Objectives
1. To understand the current (if any) HR training process for Operational Managers 
2. To understand the impacts experienced by Operational Managers when dealing with HR issues outside of their knowledge; and understand the barriers that prevent them from making efficient decisions
3. To highlight the importance of Operational Managers receiving sufficient continuous upskilling and training 
4. To provide recommendations detailing a continual learning, training, and development plan

2. Literature Review 
Literature was obtained from a range of credible sources, identifying common themes. Whilst a variety of references had been analysed the CIPD (2020) Learning and Skills at Work report provided the most useful and reliable information.
2.1  To train or not to train?
With operational managers playing an important role in delivering HR policies and practices it is imperative they receive the right level of knowledge and training to deal with people-related issues accordingly (Marchington et al, 2019). How policies are implemented have strong influence on employee attitudes, performance, and commitment to the business (Wilkinson and Taylor, 2016). 
Studies show high-performing line managers have declined over the years as organisations no longer provide the people-management training needed for managers to effectively do their job (CIPD, 2020c). While Suff (2019) highlights the damaging effect managers who aren’t provided with the knowledge, skill or confidence can have on colleagues’ health and retention levels. CIPD, (2019) adds managers are not confident in dealing with complex people issues as they aren’t equipped to have sensitive conversations involving employment law.  
Yet, when researching the effects of management training, Holmes (2011) found organisations that implemented useful people-management training saw higher confidence levels of its’ managers in dealing with people-related issues and subsequently found absence rates dropped significantly compared to previous years when people-management training was not top priority. 
Concerningly, providing line managers with people-management knowledge and skills isn’t important for most businesses as only 59% of organisations reveal they provide their managers with the people-training they need to do their job. However, more and more employers are now making improvement to manager capabilities a top priority (CIPD, 2020c).
Recent developments in how L&D is implemented show more than half of organisations now use online learning platforms to deliver training, opposed to 25% who use a blended approach, allowing colleagues to access relevant training instantly, at a time and place convenient to them (CIPD, 2020c). Amazon find that providing online training via their ‘learning hub’ encourages colleagues to become self-reliant by searching for information themselves rather than being told what to do (McKinsey, 2020). Research also shows retention of learnings increases via online digital platforms as opposed to face-to-face (CIPD, 2021). Conversely, IES, (2020) argues not everyone learns independently and face-to-face coaching and regular training still remains most sought after. 
However, heavy workload, reduced resourcing and lack of support were found to be common barriers in preventing managers from completing self-learning modules. Whitehouse (2019) claims people-management training is just as important as having the time and space to effectively implement them, but managers feel they are too strained operationally. While IES, (2020) adds managers are not given the time or support to learn. 
2.2  A Partnership or Detachment?
The role of HR Business Partners was designed to work closely with line managers and business leaders to influence, support and apply strategy, while managing, developing and supporting performance but many argue there is lack of trust and input (Wilkinson and Taylor, 2016).
The relationship between Business Partners and managers is crucial to the success of any organisation. HRM’s can help foster strong relationships with managers by providing them with learning and development programmes to build their confidence (Hindsman, 2011). CIPD, (2015) adds HRM’s need to take an active role in the people strategy and coach line managers to manage their teams sufficiently. Consistent communication, regular training, and working together to overcome people issues effectively is demanded by most managers (McKinsey, 2019). 
However, there seems to be a disconnect in some organisations between the level of support Business Partners offer line managers. In the CIPD (2020d) research, 41% of organisations stated their HR Managers supported line managers consistently and effectively. Yet, when managers and Business Partners work together in alignment to the strategy and finding solutions to people issues it creates a closer and more partnered role, enabling a better understanding of business decisions and more support to impacts on the front-line (CIPD, 2020b). 
However, when there is no relationship and managers avoid seeking advice and support, they’re left to use their own discretion (López-Cotarelo, 2011) and make impulsive decisions which may undermine the businesses ethics and values (Armstrong, 2020). 
2.3 Continuous learning or a one-off event?
Organisations that actively promote and encourage continuous learning in their workforce creates a ‘learning culture’ who supports and welcomes change. HR Managers have a responsibility to provide continuous learning via appropriate training (Wilkinson and Taylor, 2016) enabling them to grow and develop their confidence (CIPD, 2020c). 
Research conducted by CIPD (2019) shows organisations who provide continuous learning saw improved levels of growth, productivity, and performance in its’ employees. As line managers play a vital role in implementing policies and dealing with complex people-issues it is important they continue to receive the necessary support, skills and training needed to be a confident manager and support their teams accordingly (CIPD, 2020c). 
CIPD (2017) reported only 19% of organisations had provided its’ managers with additional refresh management training following a restructure of its’ HR function. While, Whitehouse (2019) adds people-management training should not be a one-off event but an “ongoing project” as supported managers are those who continually refresh their knowledge, skills and lead high-performing teams (CIPD, 2020b). 
Opinions suggest L&D should be made compulsory to managers (Marchington et al, 2019). If businesses are expecting their people managers to partake in continuous learning to enhance performance, then it can be argued they should be resourced adequately to remain effective in championing continuously changing L&D practice to its’ managers (CIPD, 2019). 
3. Methodology
Primary research was gathered by developing a quantitative questionnaire with the basic philosophical approach being positivist (Anderson, 2019). Questionnaires were sent electronically to 15 colleagues via Survey Sparrow, allowing respondents to remain anonymous and skip questions they did not wish to answer. By remaining anonymous, respondents were able to answer open and honestly allowing a true understanding to be gathered. 
Questionnaires were sent to 15 operational managers in different roles, of different levels including Line Managers, Lead Managers, Store Managers and Group Operation Managers, with a completion of 53% (8 respondents). However, for the research to be most effective it was important the respondents dealt with various HR issues daily and had not held the role of a HR/People Manager to prevent skewing the results.
A questionnaire was used to identify key themes and patterns from a wide audience allowing them to participate at a convenient time to them (Anderson, 2013). It was important when designing the questionnaire I asked the right questions that would provide most sufficient data (Perkins and Woodhams, 2016). The research method used was reliable in itself however, the validity was impaired due to the low response rate. 
All ethical implications were considered prior to carrying out primary research and throughout all stages of the research (Appendix A).
4. Findings 
All questionnaire results were gathered and analysed through Survey Sparrow’s analysis tools (Appendix B) where I was able to identify patterns and trends (Table 1). 
	· All respondents stated they would frequently require advice or support from their People Manager when making people-related decisions

	· 88% of respondents stated they still ‘sometimes’ need advice when dealing/managing people-related issues, whereas only 12% are confident they can ‘always’ make the right decision alone

	· All respondents stated they had not received any upskilling on policies and stated there is not enough HR training provided for their role  

	· All respondents stated self-led learning was the only way to refresh their knowledge via e-learning

	· 75% stating they are not made aware of when policies are updated

	· Lack of HR knowledge, refresh training and support were the main barriers preventing respondents from confidently making people-related decisions

	· 88% of respondents stated they had contacted/or tried to contact their Group People Partner for advice or support on issues outside of their HR knowledge 

	· From the 88% (above), 28% stated they ‘always’ get the support they need 
		- 28% ‘sometimes’ get the support they need depending on the issue
		- 43% stated they struggle to get the advice needed
		- only 13% stated their GPP is responsive and easy to contact

	· All respondents stated the removal of PM’s from stores has impacted them as a manager in having the knowledge or advice to make people-related decisions


			   (Table 1)
From these findings it was clear how reliant managers are on seeking guidance from their People Partner (88%), indicating the lack of confidence and knowledge managers have to make their own decisions.  However, CIPD (2020) argues when managers have the autonomy to make their own decisions job satisfaction and performance levels increase. Conversely, lack of knowledge and too much autonomy can result in own personal opinions used and inconsistencies in implementing policies and practices Marchington et al, (2019).
Results also indicate the importance of regular training and support in keeping managers’ knowledge up to date, to enable them to feel confident within their role when dealing with HR policies/issues. Findings show that respondents had not received refresherr face-to-face HR and policy training since the start of their role, and more importantly since the restructure of Personal Managers. This was highlighted as one of the main barriers to preventing them from making the right and legal decisions. Secondary research by Saundry et al, (2019) supports this argument stating that line managers lack the HR knowledge and skills needed, as only minimal training is offered once appointed into management. 
However, current research found that self-led training was a common theme for managers to upskill their own knowledge as-and-when, but respondents felt that due to heavy workload they do not have the time to complete. Evans (2017) argues lack of resource, heavy workload, and increased responsibilities forces managers to ignore policies, make haste decisions and therefore undermining business values and ethics Marchington et al, (2019).
The questionnaire also highlighted the vital role Group People Partner’s (GPP) play in supporting managers, but how they can also become a detriment when they are not responsive or living up to their role. From the results 88% said they had contacted/tried to contact their GPP for guidance on HR issues outside of their knowledge, with 43% stating they struggle to get the advice they need to find the right solutions and only 13% state how responsive their GPP is.  
For issues to be dealt with correctly, HR managers must provide line managers with the confidence, right level of support and knowledge to successfully make the best decisions for their teams. Doing so develops their confidence, gives a sense of role CIPD, (2020b) and will feel more motivated and committed to the business (Taylor and Wilkinson, 2016). 
When asked how ways of working could be improved to encourage most effective management, collectively mandatory training, improved communication from People Partners and real-time support were seen as the most desired changes needed. 
5. Conclusion
It is evident operational managers do not possess the knowledge and skillset or receive enough support from People Partners to confidently deal with people-related issues or implement policies consistently.  Although respondents stated they had received HR training when first appointed, it is clear there isn’t enough continual or mandatory training provided, which mirrors CIPD (2013) report that states only 36% of managers receive additional HR training once appointed. It is also clear increased workload, inadequate support and insufficient training are all key barriers preventing managers from confidently making decisions.
Poor relationships and lack of guidance between operational managers and Group People Partners also effect the consistency and success of implementing policies. Conversely, Business Partnering is only successful when implemented correctly and line managers are aware beforehand of what to expect from the new approach (Bentley, 2008). 
If managers are supported with a strong and encouraging support framework, they’ll deliver better people management, have higher levels of job satisfaction and better business acumen which in turn produces higher-performing teams (CIPD, 2020b). 
6. Recommendations 
Based on findings from primary research and of the literature review the following recommendations are made:
· Provide HR training, face – to -face coaching & upskilling opportunities for LMs  
· Conduct monthly legal update meetings to discuss tribunal / legislation changes & guidance
· Provide regular allocated time for LMs personal development  
· Put in place a central HR advice hub for managers 

7. Limitations 
Due to a small sample, lower response rate than hoped for over a short period of time, the results of the questionnaire may not be fully relied upon nor represent if a larger sample was used. Even though the results were indicating, the use of questionnaires make it difficult to assess the level of subjectivity and if access to more respondents was an option the use of interviews may have supported the results further (Armstrong, 2020). 
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YES
	NO
	
N/A

	Will you describe the main research procedures to participants in advance, so that they are informed about what to expect?
	☒
	☐
	☐

	Will you tell participants that their participation is voluntary?
	☒
	☐
	☐

	Will you obtain written consent for participation?
	☐
	☒
	☐

	Will you explain to participants that refusal to participate in the research will not affect their treatment or education (if relevant)?
	☐
	☐
	☒

	If the research is observational, will you ask participants for their consent to being observed?
	☐
	☐
	☐

	Will you tell participants that they may withdraw from the research at any time and for any reason?
	☒
	☐
	☐

	With questionnaires, will you give participants the option of omitting questions they do not want to answer?
	☒
	☐
	☐

	Will you tell participants that their data will be treated with full confidentiality and that, if published, it will not be identifiable as theirs?
	☒
	☐
	☐

	Will you debrief participants at the end of their participation, in a way appropriate to the type of research undertaken?
	☒
	☐
	☐

	If NO to any of above questions, please give an explanation 

	Written consent will not be obtained prior to participation as the questionnaire is voluntary 

(this box should expand as you type)



	Information for participants:
	
YES
	NO
	
N/A

	Will participants be paid?
	☐
	☒
	☐

	Is specialist electrical or other equipment to be used with participants?
	☐
	☒
	☐

	Are there any financial or other interests to the investigator or University arising from this study?
	☐
	☒
	☐

	Will the research activity involve deliberately misleading participants in any way, or the partial or full concealment of the specific study aims?
	☐
	☒
	☐

	If YES to any question, please provide full details 

	(this box should expand as you type)







SECTION H: Anticipated Risks
	
Outline any anticipated risks that may adversely affect any of the participants, the researchers and/or the University, and the steps that will be taken to address them.
 NA 

	Full risk assessment completed and appended? 
Yes                               ☐                       No                                   ☒

	Risks to participants
For example: emotional distress, financial disclosure, physical harm, transfer of personal data, sensitive organisational information

	NA

	

	If research activity may include sensitive, embarrassing or upsetting topics (e.g. sexual activity, drug use) or issues likely to disclose information requiring further action (e.g. criminal activity), give details of the procedures to deal with these issues, including any support/advice (e.g. helpline numbers) to be offered to participants. Note that where applicable, consent procedures should make it clear that if something potentially or actually illegal is discovered in the course of a project, it may need to be disclosed to the proper authorities

	NA

	

	Risks to investigator
For example: personal safety, physical harm, emotional distress, risk of accusation of harm/impropriety, conflict of interest

	NA

	

	University/institutional risks
For example: adverse publicity, financial loss, data protection

	NA

	

	Adverse outcomes
List measures put in place to limit any adverse effects or outcomes of research activity where appropriate. Include any emergency protocols. 

	NA



	Disclosure and Barring Service

	If the research activity involves children or vulnerable adults, a Disclosure and Barring Service (DBS) certificate must be obtained before any contact with such participants.
	


YES
	


NO
	


N/A

	Has a DBS certificate been obtained?
	☐
	☐
	☒




SECTION I: Feedback, Consent and Confidentiality
	Feedback
What feedback will be provided to participants, how will this be done and when? 

	NA

	

	Informed consent
Describe the arrangements to inform potential participants, before providing consent, of what is involved in participating. Describe the arrangements for participants to provide full consent before data collection begins. If gaining consent in this way is inappropriate, explain how consent will be obtained and recorded.

	Prior to completing the questionnaire, participants will be briefed on what is involved in the questionnaire and how data will be handled. If participants are happy to continue they can proceed with answering the questionnaire 

	

	Confidentiality / Anonymity
Set out how anonymity of participants and confidentiality will be ensured in any outputs. If anonymity is not being offered, explain why this is the case. 

	I will not ask for name, or any data which may identify who the participant is. 






SECTION J: Data Protection and Storage
In completing this section refer to the University’s Research Data Management Policy and the extensive resources on the University’s Research Data Management web pages (http://uwtsd.ac.uk/library/research-data-management/).
	
	YES
	NO

	Does the research activity involve personal data (as defined by the Data Protection Act)?
“personal data” means data which relate to a living individual who can be identified—
(a) from those data, or
(b) from those data and other information which is in the possession of, or is likely to come into the possession of, the data controller, and includes any expression of opinion about the individual and any indication of the intentions of the data controller or any other person in respect of the individual.
	☐
	☒

	If YES, provide a description of the data and explain why this data needs to be collected:

	Does it involve sensitive personal data (as defined by the Data Protection Act)?
“Sensitive personal data” means personal data consisting of information as to –
(a) the racial or ethnic origin of the data subject,
(b) his political opinions,
(c ) his religious beliefs or other beliefs of a similar nature,
(d) whether he is a member of a trade union (within the meaning of the Trade Union and Labour Relations (Consolidation) Act 1992),
(e) his physical or mental health or condition,
(f) his sexual life,
(g) the commission or alleged commission by him of any offence, or
(h) any proceedings for any offence committed or alleged to have been committed by him, the disposal of such proceedings or the sentence of any court in such proceedings.
	☐
	☒

	If YES, provide a description of the data and explain why this data needs to be collected:



	Will the research activity involve storing personal data on one of the following:
	YES
	NO

	Manual files (i.e. in paper form)?
	☐
	☒

	University computers?
	☐
	☒

	Private company computers?
	☐
	☒

	Home or other personal computers?
	☐
	☒

	Laptop computers/ CDs/ Portable disk-drives/ memory sticks?
	☐
	☒

	“Cloud” storage or websites?
	☐
	☒

	Other – specify:

	☐
	☒

	For all stored data, explain the measures in place to ensure data confidentiality, including details of password protection, encryption and anonymisation:

	Will the research activity involve any of the following activities:
	YES
	NO

	Electronic transfer of data in any form?
	☐
	☒

	Sharing of data with others at the University?
	☒
	☐

	Sharing of data with other organisations?
	☒
	☐

	Export of data outside the European Union or importing of data from outside the UK?
	☐
	☒

	Use of personal addresses, postcodes, faxes, emails or telephone numbers?
	☐
	☒

	Publication of data that might allow identification of individuals?
	☐
	☒

	Use of data management system?
	☐
	☒

	Data archiving?
	☐
	☒

	If YES to any question, please provide full details, explaining how this will be conducted in accordance with the Data Protection Act (and/or any international equivalent):

	Research obtained will be shared with the University and CIPD 



	List all who will have access to the data generated by the research activity:

	Myself, tutor and CIPD 

	List who will have control of, and act as custodian(s) for, data generated by the research activity:

	Myself 

	Give details of data storage arrangements, including where data will be stored, how long for, and in what form. Will data be archived – if so how and if not why not.  

	Data will be saved from online questionnaire tool makers 


SECTION K: Declaration

	The information which I have provided is correct and complete to the best of my knowledge. I have attempted to identify any risks and issues related to the research activity and acknowledge my obligations and the rights of the participants. In submitting this application I hereby confirm that I undertake to ensure that the above named research activity will meet the University’s Research Ethics and Integrity Code of Practice

	Signature of applicant:
	J.Bowen
	Date:  08.07.21
	


For students:
	Director of Studies/Supervisor:
	Rachael Jones

	Signature:
	[image: Text, letter

Description automatically generated]

	Date:
	12/7/2021


Checklist: Please complete the checklist below to ensure that you have completed the form according to the guidelines and attached any required documentation:
	☒
	I have read the guidance notes supplied before completing the form.

	☒
	I have completed ALL RELEVANT sections of the form in full.

	☒
	I confirm that the research activity has received approval in principle

	☒
	I have attached a copy of final/interim approval from external organisation (where appropriate)

	☒
	
I have attached a full risk assessment (and have NOT completed Section H of this form) (where appropriate)


	☒
	I understand that it is my responsibility to ensure that the above named research activity will meet the University’s Research Ethics and Integrity Code of Practice.

	☒
	I understand that before commencing data collection all documents aimed at respondents (including information sheets, consent forms, questionnaires, interview schedules etc.) must be confirmed by the DoS/Supervisor, module tutor or Head of School.


	RESEARCH STUDENTS AND STAFF ONLY
All communications relating to this application during its processing must be in writing and emailed to pgresearch@uwtsd.ac.uk , with the title ‘Ethical Approval’ followed by your name.
You will be informed of the outcome of your claim by email; therefore it is important that you check your University and personal email accounts regularly.


STUDENTS ON UNDERGRADUATE OR TAUGHT MASTERS PROGRAMMES should submit  this form (and receive the outcome) via systems explained to you by the supervisor/module leader.




Appendix B – Full questionnaire results 
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Understanding the skill-gap in HR knowledge that impacts managers from
confidently making effective people-related decisions

Please read before continuing:

‘The purpose of this survey is to understand the skill-gap in HR knowledge managers may have, when faced with people/ policy-related issues. This
research focusses on the impacts caused since the removal of People Managers from store into Group People Partner Roles.

Participation is voluntary and you may withdraw at any point for any reason
You may skip a question if you do not wish to answer it, however full participation is encouraged to get a true understanding
All data received is 100% anonymous and will remain confidential - if published respondents will remain unidentifiable.

If you have any questions/concerns prior/post participating please contact me.

Ifyou are happy to continue please click below.
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