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1.0 Introduction 

Within this report it will examine employee development at Tesco, a major UK retailer 

operating in a competitive environment. The report critically assesses the organisational 

benefits of developing individuals, explains how employee expectations can be 

managed and evaluates development methods suitable for individual needs. It also 

presents an individual development plan and considers how this can support 

performance management. 

Employee development is an important aspect of human resource management 

because organisations depend on employees having the knowledge, skills and 

capabilities required to achieve organisational objectives. Effective development can 

benefit both employees and organisations by improving performance, supporting 

engagement and strengthening workplace relationships. However, the impact of 

development depends on whether learning is relevant to the employee’s role and 

whether opportunities are supported by the organisation (Aguinis & Kraiger, 2009; 

Garavan et al., 2021). 

The report focuses on a Tesco customer assistant who wishes to improve 

communication with customers, teamwork and confidence when responding to 

enquiries. The individual is not seeking promotion but wants to become more effective 

in their current role. This provides an opportunity to consider how development can 

meet personal objectives while supporting Tesco’s operational requirements. The 

Michigan Model of Human Resource Management and relevant career theories are used 

to examine the relationship between employee development, organisational 

performance and individual expectations. 

2.0 Main Findings 

2.1 Impacts of Developing Individuals in the Workplace 

Employee development involves activities that improve employee's knowledge, skills 

and abilities so that they can perform their current roles more effectively and prepare 

for future responsibilities. At Tesco, development is particularly relevant because 

customer assistants interact with customers, colleagues and managers while supporting 

daily retail operations. Employees who communicate effectively and work collaboratively 

can help create a more positive customer experience and contribute to efficient store 

performance. 

Research suggests that training and development can improve individual and 

organisational outcomes. Aguinis and Kraiger (2009) found that training can benefit 



individuals, teams, organisations and society. Similarly, Garavan et al. (2021) identified 

a relationship between training and organisational performance, although the strength 

of this relationship can vary according to organisational and contextual factors. 

Therefore, Tesco should not assume that providing training will automatically improve 

performance. Development must be relevant, accessible and supported by opportunities 

to apply learning in the workplace. 

One potential benefit is improved employee competence, for example, communication 

training could help a Tesco customer assistant respond more clearly to customer 

questions, listen carefully and manage difficult interactions professionally. Improved 

competence may reduce avoidable misunderstandings and help employees resolve 

routine enquiries more efficiently. However, training alone may not be sufficient if 

employees experience excessive workloads, inadequate staffing or limited managerial 

support. Baldwin and Ford (1988) explain that the transfer of training depends partly on 

the work environment and the opportunity to apply learning. Tesco should therefore 

combine formal learning with practical experience and feedback. 

A second benefit is employee confidence and engagement. Employees who receive 

constructive feedback and appropriate development opportunities may feel that their 

contribution is valued. This can encourage greater involvement in team activities and 

improve willingness to learn. Nevertheless, development can have the opposite effect if 

employees perceive it as criticism or believe that additional responsibilities are being 

imposed without support. Managers should explain the purpose of development and 

involve employees in setting realistic objectives. 

Developing individuals may also support teamwork. In a retail environment, customer 

assistants often depend on colleagues to share information, manage queues and 

respond to customer needs. Improving communication can reduce misunderstandings 

and support cooperation between employees. Salas et al. (2012) emphasise the 

importance of training that develops teamwork and coordination. However, the success 

of teamwork also depends on clear responsibilities, effective supervision and a 

supportive working culture. Individual training cannot resolve every problem if 

communication difficulties are caused by wider organisational issues. 

Employee development may further contribute to retention and organisational 

capability. Employees who see opportunities to learn may be more willing to remain 

with an organisation, helping it retain experience and reduce recruitment and induction 

costs. However, development does not guarantee retention because employees may 

leave for reasons such as pay, working hours or limited career opportunities. Tesco 

should therefore view development as one element of a wider employee experience 

rather than a complete solution to retention. 



Despite these benefits, employee development can create challenges for Tesco. 

Training requires time, financial resources and staff availability, which may be difficult 

to manage in a busy retail environment. Releasing employees for training could place 

additional pressure on colleagues, particularly during peak trading periods. 

Furthermore, development may not produce immediate improvements, as employees 

need time to practise and apply their learning. Tharenou et al. (2007) highlight the 

importance of examining the relationship between training and organisational outcomes 

rather than assuming that training automatically improves performance. Tesco should 

therefore identify priority skill gaps, schedule learning around operational demands and 

evaluate whether development produces measurable improvements. This would help 

ensure that investment in employees supports both individual capability and 

organisational effectiveness. 

The Michigan Model of Human Resource Management provides a useful framework for 

considering these benefits. Fombrun et al. (1984) identify four connected HR activities: 

selection, appraisal, rewards and development. The model emphasises the importance 

of aligning people management with organisational objectives. At Tesco, selection 

should identify individuals with appropriate capabilities, appraisal should assess 

performance, rewards should recognise contribution and development should address 

skill gaps. 

The model is useful because it highlights that development should not operate in 

isolation. For example, feedback from an employee appraisal could identify that a 

customer assistant needs to improve communication when responding to customer 

enquiries. A suitable development activity could then be agreed, followed by a review of 

performance. However, the Michigan Model has been criticised for its strong emphasis 

on organisational performance and strategic alignment, which may give less attention 

to employees’ individual needs and wellbeing. Tesco should therefore combine 

organisational priorities with employee involvement to ensure development is mutually 

beneficial. 

Overall, developing individuals can improve competence, confidence, teamwork and 

organisational capability. These benefits are most likely when development is linked to 

genuine needs, managers support the learning process and employees are given 

opportunities to apply new skills. 

2.1.1 Five Areas of Talent Development 

Employee development can support several connected talent management objectives. 

Attracting and retaining talent: Development opportunities may make Tesco more 

attractive to applicants and encourage existing employees to remain. However, 



retention also depends on fair treatment, pay, working conditions and progression 

opportunities. 

Motivating and engaging employees: Involving employees in their development 

can increase their sense of responsibility and recognition. Locke and Latham (2002) 

suggest that specific, challenging and accepted goals can improve motivation and 

performance. Development objectives should therefore be clear and achievable. 

Building the employer brand: An organisation that demonstrates a commitment to 

employee learning may develop a positive reputation as an employer. Nevertheless, the 

reputation must reflect employees’ actual experiences rather than statements about 

development alone. 

Creating a values-based culture: Development can reinforce expected behaviours, 

including respect, cooperation and customer service. At Tesco, managers can model 

these behaviours and provide feedback on how employees communicate with 

customers and colleagues. 

Developing people’s capabilities: Training and coaching can address current skills 

gaps and help employees adapt to changes in retail operations. Noe and Wilk (1993) 

highlight the importance of employee involvement in development activities. Tesco 

should therefore consider the employee’s interests and learning needs when choosing 

development methods. 

These areas demonstrate that development can support both individual and 

organisational aims. However, the benefits depend on how development is implemented 

and whether employees have the time, support and resources to participate. 

2.2 Managing Employee Expectations 

Managing employee expectations involves understanding what an individual hopes to 

achieve through development and explaining what the organisation can reasonably 

provide. At Tesco, the customer assistant may want to improve communication, 

teamwork and confidence without moving into a supervisory position. The manager 

should respect this objective rather than assuming that every employee wants 

promotion. 

An initial development discussion should identify the employee’s strengths, concerns, 

preferred learning methods and areas for improvement. The manager can use 

questions and performance evidence to establish whether the employee’s expectations 

are realistic. For example, the employee may believe that attending a communication 



course will resolve all customer interactions. The manager should explain that learning 

is likely to require practice, feedback and time before improvements become consistent. 

Clear objectives are important. Locke and Latham (2002) explain that goal setting can 

support performance when goals are specific and accepted by the individual. A suitable 

objective for the Tesco customer assistant would be to demonstrate clearer 

communication when responding to customer enquiries and to use feedback to improve 

their approach over an agreed period. 

Managers should also explain organisational limitations. Tesco may not be able to offer 

every course or guarantee a promotion, pay increase or immediate change in 

responsibilities. Honest communication can prevent unrealistic expectations and 

disappointment. However, managers should avoid making development discussions 

entirely organisation-led, because employees may disengage if their personal goals are 

ignored. 

Feedback and regular reviews are also important. London and Smither (1995) discuss 

the role of feedback in performance improvement and development. Feedback should 

identify what the employee is doing well, where improvement is required and what 

practical steps should follow. It should be specific and constructive rather than focused 

on personal criticism. 

Managing expectations therefore requires a balance between employee aspirations and 

organisational requirements. A shared development plan, clear objectives and regular 

communication can help Tesco support realistic progress while maintaining employee 

motivation. 

2.2.1 Holland’s Model of Vocational Choice 

Holland’s theory proposes that people and work environments can be understood 

through six vocational personality types: Realistic, Investigative, Artistic, Social, 

Enterprising and Conventional. The theory suggests that greater alignment between an 

individual’s interests and their work environment may contribute to job satisfaction and 

persistence (Nauta, 2010). 

For the Tesco customer assistant, the social type may be relevant because this type is 

associated with helping, supporting and interacting with other people. The employee’s 

interest in improving customer communication and teamwork may indicate that 

interpersonal aspects of the role are important to them. Development activities 

involving role-play, peer learning and customer interaction could therefore be 

appropriate. 



However, Holland’s theory should be used as a guide rather than as a fixed 

classification. Employees may demonstrate characteristics across several types, and 

their interests can change through experience. Nauta (2010) reviews the development 

and evidence surrounding Holland’s theory, illustrating the importance of considering 

the wider research context. It would therefore be inappropriate for Tesco to make 

development decisions solely on the basis of an assumed personality type. 

The theory can help managers discuss what employees enjoy, which tasks they find 

difficult and what learning approaches may suit them. Moreso, development decisions 

should also consider observed performance, the employee’s own views and the 

requirements of the role. 

2.2.2 Schein’s Career Anchors 

Schein’s career anchor theory suggests that individuals develop relatively stable career-

related values, motives and talents that influence their work decisions (Schein, 1990). 

Career anchors commonly discussed in the theory include technical or functional 

competence, general managerial competence, autonomy, security, entrepreneurial 

creativity, service or dedication to a cause, pure challenge and lifestyle. 

In Tesco’s case, the customer assistant may value service and dedication to others, 

because the employee wants to improve customer interactions and teamwork. The 

employee may also value security or lifestyle if they wish to become more confident in 

their current role without taking on management responsibilities or changing working 

arrangements. 

Understanding these preferences can help the manager offer development that is 

meaningful to the employee. For example, customer-service coaching and opportunities 

to share effective communication practices may be more suitable than a management 

development course. This approach recognises that development does not always have 

to lead to promotion. 

However, career anchors should not be treated as permanent labels. An employee’s 

preferences may change because of personal circumstances, experience or changing 

career priorities. The manager should use career discussions to explore expectations 

rather than assume that an employee has one fixed career direction. 

Schein’s theory is therefore useful because it encourages Tesco to consider individual 

values when planning development. Its limitation is that career preferences alone 

cannot determine the most suitable development method; managers must also consider 

capability, performance evidence and operational needs. 



2.2.3 Matching Individual and Organisational Needs 

Effective development should balance individual aspirations with organisational 

requirements. Tesco needs customer assistants who can communicate clearly, 

cooperate with colleagues and respond appropriately to customer enquiries. The 

employee wants to become more confident and effective in their current role. These 

aims are compatible because improvements in communication and teamwork can 

benefit both parties. 

The manager should identify shared objectives and agree how progress will be 

assessed. For example, the employee could practise responding to common customer 

questions, observe an experienced colleague and receive feedback during regular 

check-ins. The manager should also make clear that the purpose is to improve 

performance in the current role, not to create an expectation of promotion. 

This approach reflects the psychological contract, which concerns employees’ 

perceptions of mutual obligations between themselves and their employer (Guest, 

2002). If the employee believes that development has been promised but receives little 

support, trust may be weakened. Tesco should therefore ensure that commitments are 

realistic and followed through. 

A successful match requires continuing discussion. Organisational priorities may change, 

while the employee may identify additional learning needs. Regular reviews allow the 

plan to be adjusted without losing sight of the agreed objectives. 

2.3 Development Vehicles Available to Tesco 

A development vehicle is a method used to build an employee’s knowledge, skills or 

capability. Tesco should select methods that address the customer assistant’s 

communication, teamwork and confidence needs while remaining practical within a 

busy retail environment. 

On-the-job training allows employees to learn while carrying out normal duties. The 

customer assistant could practise responding to customer enquiries under the guidance 

of an experienced colleague. This method is practical because learning takes place in 

the real working environment. However, the quality of training may vary depending on 

the colleague providing support, and busy periods may limit opportunities to practise. 

Coaching involves guided discussion, questioning, feedback and agreed actions. A line 

manager could help the employee reflect on difficult customer interactions and identify 

alternative responses. Coaching can be tailored to individual needs, but it requires time 



and a manager with appropriate coaching skills. If conversations become overly critical 

or inconsistent, they may reduce rather than build confidence. 

Mentoring and peer observation allow the employee to learn from someone with 

relevant experience. Observing a confident customer assistant could demonstrate how 

to listen, explain information clearly and remain calm when a customer is dissatisfied. 

The employee could then discuss what they observed and practise the same 

behaviours. However, good practice must be explained rather than simply copied, as 

different customer situations require different responses. 

Formal training may include customer-service workshops, communication modules or 

relevant online learning. Formal training can introduce consistent principles and give 

employees structured learning materials. Nevertheless, training may have limited value 

if employees do not have opportunities to apply the skills. Baldwin and Ford (1988) 

highlight the importance of transfer conditions, while Blume et al. (2010) identify 

factors associated with the transfer of training. Tesco should therefore link formal 

learning to workplace practice and follow-up feedback. 

Job shadowing and role-play can provide opportunities to observe good practice 

and rehearse responses to typical customer situations. Role-play may be particularly 

useful for building confidence before applying new skills with customers. However, 

activities must be realistic and supportive; otherwise, employees may feel embarrassed 

or see the exercise as artificial. 

Performance appraisal and feedback can help identify development needs and 

review progress. Feedback should be based on specific examples and linked to agreed 

objectives. Appraisal alone is unlikely to develop skills unless it leads to practical action 

and support. 

The choice of development method should also consider cost, accessibility and the 

employee’s preferred learning approach. Formal training can provide consistent 

information to several employees, but it may be less effective if the content is not 

relevant to their daily responsibilities. Coaching offers more personalised support, 

although its effectiveness depends on the manager’s ability to provide constructive 

guidance. Peer observation allows employees to learn from experienced colleagues, but 

good practice should be explained and adapted rather than copied without 

consideration of the situation. Saks and Burke (2012) examine the relationship between 

training evaluation and transfer of training, reinforcing the importance of considering 

whether learning is applied in practice. 

A blended approach is therefore appropriate for Tesco. Combining formal learning with 

coaching, observation and practical experience can help the customer assistant 



understand communication techniques, practise them safely and apply them during 

customer interactions. 

No single method is sufficient for every employee. A combination of coaching, peer 

observation, role-play and workplace practice is likely to suit the customer assistant 

because the required skills are interpersonal and need to be demonstrated in real 

situations. The manager should consider the employee’s preferences, operational 

pressures, available resources and the evidence of progress when reviewing the 

methods selected. 

The effectiveness of development should also be evaluated. Kirkpatrick and Kirkpatrick 

(2006) describe four levels of training evaluation: reaction, learning, behaviour and 

results. Tesco could use employee feedback to assess the usefulness of activities, 

practical exercises to assess learning, workplace observation to assess behaviour and 

customer-service feedback to consider results. However, a positive reaction to training 

does not prove that performance has improved. Evaluation should therefore use several 

forms of evidence rather than relying on employee satisfaction alone. 

2.4 Individual Development Plan and Performance Management 

An individual development plan (IDP) identifies the skills an employee needs to develop, 

the actions required, the support available and how progress will be evaluated. For the 

Tesco customer assistant, the plan should focus on improving communication, 

teamwork and confidence while maintaining effective performance in the current role. 

The plan should be agreed by the employee and manager. This encourages ownership 

and makes expectations clear. The objectives should be realistic, relevant to the job 

and linked to observable behaviours. 

 

 

 

 

 

 

 

 



2.4.1 Individual Development Plan 

Development 
need 

Action Support 
required 

Timescale Measure of 
success 

Customer 
communication 

Complete relevant 
customer-service 
learning and practise 
responding to 
common enquiries 

Access to 
learning 
materials 
and 
manager 
guidance 

Weeks 1–
2 

Learning 
completed and 
key 
communication 
techniques 
explained 

Confidence 
when 
responding to 
enquiries 

Observe an 
experienced 
colleague and 
practise responses 
through role-play 

Experienced 
colleague 
and 
supportive 
feedback 

Weeks 2–
4 

Employee 
demonstrates 
clear and calm 
responses during 
practice 

Teamwork and 
information 
sharing 

Take part in team 
discussions and 
practise sharing 
relevant information 
with colleagues 

Team leader 
feedback 
and 
opportunities 
to 
collaborate 

Weeks 3–
6 

More consistent 
information 
sharing and 
positive 
examples of 
cooperation 

Applying 
learning at 
work 

Use new 
communication 
techniques during 
normal customer 
interactions 

Manager 
observation 
and brief 
check-ins 

Weeks 4–
8 

Evidence that 
learning is being 
applied in the 
workplace 

Review and 
continued 
improvement 

Discuss progress, 
identify remaining 
gaps and agree next 
steps 

Formal 
review with 
line 
manager 

Week 8 Progress 
reviewed against 
objectives and 
further actions 
agreed 

2.4.2 Using the Plan to Manage Performance 

Performance management should be supportive and ongoing rather than limited to the 

final review. During the eight-week development period, the manager should provide 

regular feedback and recognise improvements as they occur. This can help maintain 

motivation and allow difficulties to be addressed before they become established habits. 

If the employee struggles to meet an objective, the manager should first investigate the 

reasons. For example, the employee may require further practice, clearer instructions or 

more opportunities to observe experienced colleagues. Adjusting the development 

activity may be more effective than simply extending the deadline or treating the lack of 

progress as poor performance. 



 

However, the employee should also take responsibility for participating in learning 

activities and applying feedback. A shared approach creates clear accountability for 

both parties. At the final review, progress should be assessed against the original 

objectives using workplace observations, examples of customer interactions and 

feedback from the employee and manager. Any conclusions should take account of 

external influences, such as workload and staffing levels. This approach allows Tesco to 

make informed decisions about further development while ensuring that performance 

expectations remain fair and realistic. 

Goal setting can improve performance when objectives are clear, accepted and 

supported by feedback (Locke & Latham, 2002). The plan should therefore focus on 

achievable actions rather than vague expectations such as “be better at 

communication”. It should also avoid treating mistakes as automatic evidence of failure, 

since development requires practice and adjustment. 

Training evaluation provides another way to assess the plan. Kirkpatrick and 

Kirkpatrick’s (2006) framework can help Tesco consider whether the employee found 

the activities useful, acquired the intended skills, applied them at work and contributed 

to improved outcomes. However, any changes in customer feedback or performance 

may be influenced by staffing levels, workload or other workplace conditions. Evaluation 

should therefore consider the context rather than attributing every improvement to 

training. 

At the eight-week review, the manager and employee should compare evidence with 

the original objectives. If progress has been made, the employee may continue 

practising the skills and identify further areas for development. If progress is limited, 

the manager should explore the reasons before deciding on additional support. The 

employee may need more practice, clearer guidance or a different learning method. 

The plan should be treated as a continuing process rather than a one-off document. 

Regular reviews help ensure that development remains relevant and that learning is 

transferred into everyday work. This also supports fairness because expectations, 

support and assessment criteria are made explicit. 

Overall, the IDP gives Tesco a structured method for supporting the employee’s 

development while monitoring performance. Its effectiveness depends on realistic 

objectives, appropriate support, reliable evidence and meaningful involvement from 

both the employee and the manager. 



3.0 Conclusion 

This report has critically examined the benefits of employee development at Tesco, the 

management of employee expectations and the development methods available to 

address individual needs. Development can improve employee competence, confidence, 

teamwork and organisational capability. However, these benefits are not automatic and 

depend on the relevance of learning, managerial support and opportunities to apply 

new skills in the workplace. 

The Michigan Model demonstrates the importance of linking development with 

selection, appraisal and rewards, although its organisational focus should be balanced 

with attention to employee needs. Holland’s vocational theory and Schein’s career 

anchors provide useful ways to explore work preferences and career values, but they 

should support rather than determine development decisions. 

For the customer assistant, a combination of coaching, peer observation, role-play, 

formal learning and workplace practice is appropriate for improving communication, 

teamwork and confidence without assuming that promotion is the employee’s goal. The 

proposed eight-week individual development plan provides clear actions, timescales, 

support and measures of success. It also allows progress to be reviewed through 

feedback and workplace evidence. 

In conclusion, Tesco should approach employee development as a shared responsibility. 

When individual aspirations are aligned with organisational requirements and progress 

is evaluated realistically, development can support better performance, stronger 

workplace relationships and a more positive working environment. 
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