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 In order to give the reader some context regarding the problem in the workplace, the writer shall first present some facts and figures regarding the specific workplace to add weight to the issue identified. Tesco stores plc is an international company, that has 5000 stores globally. Tesco employs approximately 367,000 colleagues from its head offices in the United Kingdom right throughout its different format stores. It’s market share of retailing is approximately 28.4% in the United Kingdom alone. It’s operating income is approximately £3.005 billion.
The report writers store in which the problem has been identified is in South Wales – It is approximately 100,000 sq. feet in size, has 400 employees and takes approximately £1.2 million a week in turnover. All colleagues have a complex induction to the company in which the history of the business is taught, and all legal training is completed at that point. All training since 2020 is now carried out digitally through its own online Academy and these electronic training records are stored centrally on the company database. These can be accessed by each colleague individually, and the store management team. Tesco has one of the most robust training and review programmes within the retail sector, and access to all colleagues is essential.
(UKEssays.com, 2018)
After some thought regarding a recurring problem within the workplace, the report writer has identified that the issue of available technology within the workplace to complete both legal training and job specific training is severely lacking. This leads to poor training within job roles, the risk of being illegal within the workplace, and potentially putting colleagues in vulnerable positions.
Until relatively recently, there were more than 10 remote terminals within the one specific store in which the report writer works. These terminals, both connected to the internet and the company intranet could be used to access amongst all the other applications to run the business – what the business calls “click & learn” – an electronic training application that hosts all training for every colleague. This is accessed by a specific username and password and is individual to each colleague. At the point of induction, the colleague begins their training plan, with standard legal training such as health and safety and a 12-week training programme. Job specific training is contained within the 12-week programme and the colleague completes this as they proceed. The issue began when the company began to make cost effective changes within the operation, when new terminals replaced the outdated ones – and significantly reduced the numbers of the terminals within each store. Many were removed from the shop floor area, where colleagues could easily access them. It was anticipated at the time that the dedicated “schedular” management tool accessed through a Tablet could be used to access the click and learn application, however, they have never been able to interface the application correctly and users complain that it is slow, and in many instances the click and learn details for the colleagues do not update correctly, leading the company to believe that the training has not been completed. Once again, with only 5 of these Tablets available within store, it is very difficult to gain access when there is potentially 400 colleagues all needing to complete training within a specific time frame.
Communication and training are essential in any corporation or business, and without these tools, failure to train is an ever-present threat to the individuals and the business.  Should failures in health and safety occur, the effects are quite substantial, from the prosecution of Individuals, managers, store manager, damage to the company brand and image, and in some instances loss of limb or even death.
It must be noted that although these applications can be accessed on individuals’ personal devices such as smartphones and tablets, there are still some instances where either the applications interface does not update correctly, and indeed, many colleagues are reluctant to use their own devices for what they believe are work functions – where access to these tools should be provided by their employers.
What will follow is an analysis of the situation, the impact on the business and its employees and the report writer will present a solution that is both cost effective, easy to work with, and will move the business forward. A brief mind map has been created to highlight many of the issues involved in this complex problem whilst trying to provide tools for 400 colleagues to complete their training (See Appendix 1)
For Click and Learn Gateway to access company training please see Appendix 2
(CIRCLE OF BUSINESS, 2020)
(Tesco.com, 2021)
(Companies History - The biggest companies in the world, 2013)
(Mind Tools, 2015)
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The specific store that the report writer will focus on has the following streams that potentially would affect the problem outlined.
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As can be seen in the above table, the headcount that remains static throughout the year does fluctuate with these people leaving, progression through to management and transfers etc. To backfill these losses - new colleagues are employed and these new colleagues will have to undergo additional induction training on top of the legal training.
Looking at the statistics above, we can see that 800 pieces of legal training need to be completed across the store, 100 new starters potentially that will need access for a longer period to ensure their induction and training is completed correctly and in a relaxed manor to be able to be absorbed efficiently.
Fixed terminals that have access to the “click and Learn” training application that colleagues can access are situated both on the shop floor and in one office away from the shop floor. There are 3 other terminals located in offices which are confidential areas that the greater population does not have access to. This immediately restricts the vast majority of the employees to just 3 terminals – and one of these is situated on a busy shop floor located next to the checkouts. This immediately disqualifies itself, as a learning tool, because of constant distractions. This leaves just fixed terminals available – however, these are also used to access the stock control functions of the store, the wages system, General administration, merchandising applications, and price integrity to name but a few. In fact, there are a whole range of applications available to users (See Appendix 1)
There is another element that is worth noting, which will potentially have an impact on the final solution where technology is going to be the answer – and that is one of fear of technology, the reluctance to learn new processes, and the complete ignorance of individuals to the newest ways of working. This must be included within the decision-making process, as a simple and user-friendly answer is required to encompass all levels of knowledge.
In conclusion after analysing the problem the business does not have the tools to do the job – to paraphrase a saying that has been used countless times before – in fact, this saying has been used as part of project within the organisation in the past.
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Having studied the existing platforms users have access to, the report writer will initially determine whether these methods can be added to, or access streamlined to ensure that training is completed in a timely fashion. Accessibility to the relevant training applications through technology needs to be a priority as all training within the organisation over the last 2 years has now migrated online, as hard copy training and colleague training record cards have been replaced by digital records.
As previously mentioned, fixed terminals - or multipurpose computers (MPC) are few and far between within the store, and as their name suggests, they are used for many different applications. Purchasing more of these terminals would appear to be a solution that would benefit not only the training problem but would benefit the rest of the store to access the operational applications. There are two considerations with this possible solution, the first is the location of said terminals within the store specifically to benefit the training solution, the second is cost. Purchasing of additional terminals and their hardwire connection to the company’s intranet is potentially going to be costly, so this cost must be explored.
The second option would be to increase the number of mobile tablets that are currently available. The issue with this option is the interface between these units and the click and learn system is that it is unreliable, and many colleagues training records are not being updated, and in some cases, training is showing as incomplete. The cost implication needs to be considered as these devices are preloaded with a company specific interface which is under licence from Microsoft. 
Another option would be to encourage colleagues to use their own devices to access the training. There is a reluctance to do this by much of the workforce, as they believe that they should be provided with access and the tools to do the job by their employers. They also feel that this could incur additional data charges and lessen the life of their devices. I believe that these are justified reasons, so this option will not be considered further.
With a good solid Wi-Fi network available within store, another option would be to purchase stand alone devices with limited applications – basically to do one job, provide access to the training portal. These options could be stand alone desk top computers or portable tablet devices. These are relatively inexpensive these days, and discount can be sought for multiple purchases. There are factors that need to be considered, especially when looking at desktop solution, such as location and maintenance, as these would be above and beyond what the corporate requirements are for the store administration. Offices are no longer used as they once were, and there is always a reluctance to draw both colleagues and managers away from their workplace, as they are not available to serve our customers. A portable device is looking like the best option – they are cheap, light to carry, require very little or no maintenance, can be left on charge overnight providing the out of hours teams are not using all of them, and, if available can be moved to any location within the store, any department, and if there’s any confidential training to be completed, a quiet and private area can be provided to the colleagues.
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Accessibility to the relevant training applications through technology. The report writer will set out a grid analysis scheme to identify some potential solutions.
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As can be seen in the above grid, having built in relevant factors such as cost, location and benefits to training, we can see that the ideal solution will be to purchase low-cost wireless tablets that can easily be connected to the in-store Wi-Fi. These devises are completely portable, and therefore require no installation costs, nor will they have to be permanently located in just one location away from the colleague’s workplace. They can be secured in one location whilst charging and upgrading when necessary, and with limited user knowledge, can be accessed even by the greatest novices, albeit with close tuition with a competent user or supervision.
 (Business News Daily, 2019)
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Having considered all the facts and figures, demonstrated the final solution, and agreed on a cost which is agreeable to the stores cost centre, the purchase of the portable devices will be the first action to take. It is also suggested that each department will be accountable for their own devices which will be allocated on the individuals head count within that department. Where there are departments with fewer colleagues, then these will be merged to make a fair allocation policy. For example, the stock control department has 20 colleagues, where the Dot com picking team can have a flexi work force of 75 colleagues, so allocating just one device to stock control, and one to dot com picking team would not work. 
The report writer will break down the head count by department to ensure correct allocation and determine how many devices will be required.
Timing of periodic training needs to be considered, as this isn’t always requested at the same time during the year, and it often clashes with department specific training that will appear sporadically during the year – thus creating another impact to the usage of the devices. This needs to be an organic plan that can be adapted by the managers in the leadership team to ensure that they have the tools to do their job.
Below is the breakdown of the colleagues by department and the additional colleagues that would require full induction training, based on the number of new colleagues inducted into the store 2019/2020. Data for additional years is not available, and the recent pandemic has skewed the figures for the most recent year due to some departments such as dot com requiring many more colleagues than is the norm.
	Department
	Head Count
	Potential new starters/Year

	Out of hours Replenishment
	35
	15

	Bakery
	10
	2

	Dot com
	150
	50

	Stock control/Admin/Wages
	30
	5

	Fresh foods Days
	60
	10

	Ambient Days
	20
	5

	Warehouse/Backdoor
	5
	1

	Checkouts
	50
	10

	Non-food replenishment
	20
	3

	Clothing
	20
	3

	Total Headcount
	400
	104



Legal training, which is required twice a year by every colleague, has a window for completion of four weeks. 400 colleagues have 4 weeks in which to complete their training. Whilst the logistics of time away from the job functions is a management planning tool, the number of additional devices needs to be determined. The length of time to complete the training is also a factor, some people learn quicker than others, some people are more confident with technology than others. This is a variable factor that is also difficult to calculate – so another organic element needs to be included when trying to calculate the number of devices to be purchased.
Based on previous legal training timeframes, the average completion time is approximately 40 minutes in total. This time is provided by the company as the training is accessed, this includes the final assessment. We shall take this figure as the average time per employee.
Therefore, 40 x 400 = 16,000 which is the equivalent of 266 hours to complete the training. Over a four-week period, that’s 66 hours of training to be completed each week. This may be a very basic method of calculating the number of devices required, however, there are far too many variables that could be included into the calculation, such as start and finish times of colleagues, length of shift, absences, the fact that there are colleagues working across the store 24 hours a day and 7 days a week, some colleagues only work 1 day a week, whilst others work 5 days a week. 
We shall break that down further by assuming that 100 colleagues need to be trained in week one, 100 in week 2 and so on until 400 colleagues are trained.  If 10 devices were purchased, that would mean that those 66 hours of training could be completed very comfortably. This brings us onto the next step, which would be to source and purchase the mobile tablets. As this solution is not a corporate responsibility and it will be a “local choice” the quickest and most secure outlet that will be explored will be to purchase from Amazon.co.uk. It has been decided at management level to make the purchase here to show transparency and to ensure that the store has insurance with such a large purchase.
As stated previously, the tablet itself does not need to be multifunctional, access to the internet is the only requirement, as all the training and records are all held centrally on the company servers, and each colleague has their own methods of accessing the gateway to their own training. A basic tablet with a well-known operating system such as Android or Windows is the only requirement.
A brief search has come up with an android tablet with a 10” screen making it a good size to be able to display the training, and for all users with different expertise to use (See Appendix 3)
This device is priced at £89.00 with free delivery. For an outlay of £890.00 for 10 devices, whilst this may seem a sizeable amount of money, the implications of not having the colleagues legally trained could be worth a lot more to the individual, the store, the company, and its corporate image. Recently, Tesco was fined £7.6m for food safety and hygiene breaches (foodmanufacture.co.uk, n.d.)
For the sake of just £890.00 in one centre, to ensure colleagues have all the necessary training to prevent breaches from occurring has certainly got to be considered. The damage in reputation alone could potentially cosy more than £7.6m to the business.
Now that the devices have been sought, and purchased, the next element is to allocate the devices to the relevant teams fairly. We shall look at the head count again and decide how many devices per department will be fair.


	[bookmark: _Hlk81304999]Department
	Head Count
	Potential new starters/Year
	Tablets

	Out of hours Replenishment
	35
	15
	2

	Bakery
	10
	2
	0

	Dot com
	150
	50
	2

	Stock control/Admin/Wages
	30
	5
	1

	Fresh foods Days
	60
	10
	2

	Ambient Days
	20
	5
	1

	Warehouse/Backdoor
	5
	1
	0

	Checkouts
	50
	10
	2

	Non-food replenishment
	20
	3
	0

	Clothing
	20
	3
	0

	Total Headcount
	400
	104
	Total Tablets 10
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The report writer will now present a R.A.C.I that will include all stakeholders that need to be involved with the plan to purchase, implement, and review the logistics involved with the project.
(www.youtube.com, n.d.)
	Action
	R
	A
	C
	I

	Present solution based on analysis
	Sam Griffiths
	Sam Griffiths
	Management Team
	All team within store

	Plan and discuss location of devices for security and for charging
	Management Team
	Sam Griffiths
	Senior Management Team
	Management team

	Complete Purchase of Devices
	Sam Griffiths
	Purchasing Team
	Management Team
	All Team within store

	Arrange to be present to take delivery
	Warehouse team
	Sam Griffiths
	Warehouse Manager
	Management Team

	Check contents on arrival 
	Warehouse manager
	Sam Griffiths
	Management team
	

	Place devices on charge in secure area
	Sam Griffiths
	Management team
	All users
	All team within store

	Number the devices individually based on department allocation
	Sam Griffiths



	Store management team
	Senior management
	All teams within store

	Create a signing out book for security purposes
	Sam Griffiths
	All management Team
	Senior Managers
	All teams within store

	Review usage
	Sam Griffiths
	Senior management
	All management team
	All teams within the store











Device Allocation Table
	Department
	Head Count
	Potential new starters/Year
	Tablets
	Tablet Numbers

	Out of hours Replenishment
	35
	15
	2
	1   & 2

	Bakery
	10
	2
	0
	-

	Dot com
	150
	50
	2
	3  &  4

	Stock control/Admin/Wages
	30
	5
	1
	5

	Fresh foods Days
	60
	10
	2
	6  &  7

	Ambient Days
	20
	5
	1
	8

	Warehouse/Backdoor
	5
	1
	0
	-

	Checkouts
	50
	10
	2
	9  &  10

	Non-food replenishment
	20
	3
	0
	-

	Clothing
	20
	3
	0
	-

	Total Headcount
	400
	104
	Total Tablets 10
	Total Tablets 10



The Tablets will now be the responsibility of the department leader, who will maintain their operation and ensure they are kept securely and on charge when not in use. Each device will be signed out to the individual colleague each time they use it and sign the device back in with the manager present.
During the weekly Team 5 briefings, the management team will explain the process of signing in and out the devices to their colleagues and this forum will also be the opportunity for two-way 
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The initial monitoring tool will be by one -to-one or group feedback via daily and weekly Team 5 huddles, both during the management meetings, and with all colleagues on individual departments. Where feedback is provided during colleague one-to-ones, this data will be collected and presented t the management team in the form of either oral or written feedback. The writer shall produce a simplified Gantt chart that each manager will use for regular and sustained quality feedback – outline a series of instructions and timeframes. 
(Gantt, 2019)
Week one will be the determined start point at the point of receiving and allocating the Portable devices as outlined in the previous section. Day one, which for the purpose of the feedback process will be Monday of Week 1. As will be shown, this is a circular feedback process. Feedback will be twice a day to capture as many of the workforce as possible both in the Morning and on the Afternoon/out of hours part of the day. It will also be the accountability of an assigned manager to ensure that all devices are present and in good working order.
	Time
	Action

	Monday
	Gain feedback from department colleagues by managers AM
	Gain feedback from department colleagues by managers PM
	Managers meeting to present feedback
	Create Action plan after discussion 
	Count number of Tablets and action any remedial repairs/updates were required

	Tuesday
	Gain feedback from department colleagues by managers AM 
	Gain feedback from department colleagues by managers PM
	Feedback to colleagues during Team 5 briefing AM
	Feedback to colleagues during Team 5 briefing PM
	

	Wednesday
	Gain feedback from department colleagues by managers AM
	Gain feedback from department colleagues by managers PM
	Feedback to colleagues during Team 5 briefing AM
	Feedback to colleagues during Team 5 briefing PM
	

	Thursday
	Gain feedback from department colleagues by managers AM
	Gain feedback from department colleagues by managers PM
	Feedback to colleagues during Team 5 briefing AM
	Feedback to colleagues during Team 5 briefing PM
	

	Friday
	Gain feedback from department colleagues by managers AM
	Gain feedback from department colleagues by managers PM
	Feedback to colleagues during Team 5 briefing AM
	Feedback to colleagues during Team 5 briefing PM
	

	Saturday
	Gain feedback from department colleagues by managers AM
	Gain feedback from department colleagues by managers PM
	Feedback to colleagues during Team 5 briefing AM
	Feedback to colleagues during Team 5 briefing PM
	

	Sunday
	Gain feedback from department colleagues by managers AM
	Gain feedback from department colleagues by managers PM
	Feedback to colleagues during Team 5 briefing AM
	Feedback to colleagues during Team 5 briefing PM
	



It is intended that after a period of four weeks during the busiest training schedule, which will be the yearly main Health and Safety and Legal training period, managers will present live hot feedback to discuss all benefits and concerns to see if any issues can be alleviated “in the moment”. This is the most complex time, as on average there are six elements within the Legal training, ranging from food safety, fire training, slips and trips and so on. 
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Head Count in Branch 400

Potential new starters peranum | 100

Legal training frequency 2/year|
Refresher training (Dept) 1/year|
Current fixed terminals 5

Mobile Tablets 5
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Factors cost| Total location| Total| user knwiedge/confidence | Total| Multi-task platform| Total| benefit to training | Total| Grand Total

Fixed terminals | 1 | 4 0 0 2 3 1 2 3 15
Mobile Phones | 0 | 0 0 0 2 3 2 4 3 15
Wireless Tabets | 3 | 12 [ 3 9 1 3 2 4 3 15
Users own devicd 0 | 0 1 3 1 3 1 2 3 15
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