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Introduction.
This essay is about critically assessing the potential benefits to the organisation and the individual of developing individuals in the workplace. Looking at what development vehicles such as Motivation, Performance Management, Employee Engagement, Training and Development and what theories have been used to improve the needs of the individual and the organisation to benefit them. Researching on whether these theories actually work today or are they outdated and have the organisations improved the needs of individuals to achieve the end goals. The organisation being assessed is Tesco researching on how, if or what theories they use to benefit the development of the individual and how it will benefit the company.



An examination of the benefits to an organisation and individual based on Motivation.
Cook (2015) suggests that motivation is crucial to organisations and individuals acquiring improved job satisfaction, performance, and a desire for success. This benefits the extended team and the organisation altogether. Motivation is the driving force to give individuals a boost of confidence to do the actions and desires they need and to feel satisfied enough to achieve the goal they have set out to do, whether it be personal or job related. Organisations need to identify ways to motivate each individual based on their personal wants and needs, so they have to influence the job performance of the staff if success is to be achieved. We will be discussing Maslow, Taylor and Herzberg and looking at the different theories for motivation for organisations and employees we take a look at what Tesco uses for both. Maslow’s Theory (1943) would see that Tesco needs to satisfy the lower level of the tier model making them feel comfortable and safe in their workplace environment before moving up the levels to reach their full potential. It is a bit dated but is useful for both personal development and workplace growth. Tesco’s financial reward packages can be linked to Taylor’s theory although there is more than money needed to motivate employees in their personal and working environment. Herzberg’s theory is also used, attending to the hygiene factors, and implementing the motivators by giving staff responsibility and including them in decision making. Once a year they have a forum meeting where staff can be involved in the discussions and being recognised for their role. Tesco supports staff with a work/life balance and offers rewards through flexible working, free or reduced health benefits, competitive salaries, staff discount and company share options. Providing opportunities for managers and staff through the process of reviews and personal development plans, Tesco can then recognise their skills and performance for probable development. (Business case studies, 2019). However, Tesco unveiled a plan to cut costs amid the global economic downturn. Staff are unhappy about the additional cleaning duties expected of them and can risk a burnout, poor morale, and absenteeism all of which will affect the company’s health and profitability. In the longer term, changing the terms of employment in this way can undermine the psychological contract between employer and employee which has been important during the Covid-19 outbreak. (Jones, 2020). Taylor’s Theory (1900) relates to this where he said workers should do exactly what they are told to do even if it meant enforced cooperation, focusing more on the money as a motivator theory. This shows that this is not a good motivating factor to have in an organisation today for the individuals. However, Hawthorne, (2020) suggests Tesco recruited 20,000 temporary colleagues and appointed 12,500 new staff members to support store teams, also giving a 10% bonus for staff as a thank you for going above and beyond. This can be linked to Herzberg’s theory which will benefit the employee and the organisation. Giving support and recognition to the staff will keep them motivated and give them a sense of achievement resulting in good performance and job satisfaction.                                                                                                                
An examination of the benefits to an organisation and individual based on Performance Management.
Performance Management is a systematic process for improving organisational performance by developing the performance of individuals and teams. It is a means of getting better results by understanding and managing performance within an agreed framework of planned goals, standards, and competency requirements. Processes exist for establishing shared understanding about what is to be achieved and for managing and developing people in a way that increases the probability that it will be achieved in the short and longer term. It is owned and driven by line management. (Armstrong, 2009, p. 9). Performance Management can also be linked to Herzberg’s theory not only to motivate the individual but having job satisfaction and involving them in decision making. The process cycle can benefit both organisation and individual by defining the job description and objectives of the organisation then planning the goals and objectives using the S.M.A.R.T. method. Then going onto delivering and monitoring, this is ongoing management support and review. Finally, assessment and reward this is assessed annually and can be linked to pay and promotion. (Armstrong and Baron,2004).                                                                                                             Tesco developed a strategic performance framework called the Steering Wheel, it consisted of four perspectives, Finance, Customer, Operations and People containing a number of strategic goals which highlight the priorities for the organisation at that point in time. It is a great way to inspire staff to think about ways to improve performance and deliver what mattered most to the organisation. However, Tesco suggests it had become too complex with too many indicators, so they replaced it with six KPIs focussing on the alignment on what matters most which are Sales, Profit, Operating cash flow, Customers recommend us and come back time and again, Colleagues recommend us as a great place to work and shop and we build trusted partnerships. Marr (2020). Key Performance Indicators (KPIs) are the results or outcomes that are identified as being crucial to the achievement of high performance and provide the basis for setting objectives and measuring performance. Adding social responsibility to the list of business objectives by including discretionary environmental initiatives, diversity, and employee well-being in the set of KPIs. (Armstrong, 2009, p. 233). Marr (2020) suggests the downside of having limited number of objectives is not everyone across the organisation will understand how they can achieve some of these measures. Crucial to any organisation and individual is having feedback on the overall performance. A more contemporary approach is feedback from a variety of different sources including peers, the line manager, subordinates, customers, suppliers, and oneself, more commonly referred to as 360-degree. (Hutchinson, 2013, p. 127). Tesco uses Taylors (1900) 360 feedback to highlight development needs and inform career conversations during the performance review process. This variety of feedback can offer line managers a wide-ranging perspective and help to make performance management a more objective and fair process, this will benefit the organisation more than the individual. However, ETS has been working with Tesco for over ten years on 360-degree feedback and have now developed the “Inspiring Great Performance” programme which aims to re-frame performance management with an emphasis on constructive, honest conversations. It focuses not only what an individual has achieved, but equally how they have achieved it. Using the 360-tool as a key measure of the “how” has been a natural evolution. (ETS, 2020). This shows Tesco is trying to improve the needs of the individual to achieve the end goals. 
An examination of the benefits to an organisation and individual based on Employee Engagement.
Employee engagement is personified by the passion and energy employees have to give of their best to the organisation to serve the customer. It is all about the willingness and ability of employees to give sustained discretionary effort to help their organisations succeed. (Cook, 2008, p.3). William Kahn (1990) a psychologist was one of the first researchers to identify the concept of employee engagement, identifying three principle dimensions- physical, cognitive, and emotional. His influence can be seen in todays’ organisational practices such as implementing wellbeing strategies (physical engagement), workshops to include staff in the values and strategies of the organisation (cognitive) and developing management programmes that use coaching and active listening (emotional engagement). Terry (2020). Employees need to feel that their work is meaningful and makes a difference, also feeling valued, trusted, and respected and feeling secure and self-confident. Having all these will make the employee feel engaged with what they do. Maslow’s hierarchy of needs will work well for this working from the bottom up will benefit both the organisation and the employee. Tesco implemented the colleague engagement programmes through effective communicational channels such as their own intranet portal-HUB, notice boards, Tv screens, emails, and Yammer as well as through social media platforms. Sengupta (2017). There are some downsides to this in that not every colleague is digitally aware which can lead to bad communication and the employee feeling unengaged. The 2009 Macleod Review summarised four key enablers of employee engagement: Leadership that gives a strong strategic narrative about the organisation. Line managers who motivate, empower, and support their employees. Employee Voice throughout the organisation to involve them in decision making. Organisations integrity that stated values are reflected in the actual organisational culture; What we say is what we do. Gifford (2019). In 2011 Tesco revealed the steps the company had taken to boost its’ employee engagement; this was Listen and Fix. The objectives were to make Tesco a better place to shop and work via a more engaged workforce. Already running an annual staff survey called Viewpoint, Listen and Fix asks “What do they need to fix it” and “What gets in the way of employees doing a great job for their customers and supporting each other”. Nelson (2012). Tesco prides itself on giving the best customer service so having these surveys where they can share their thoughts, ideas, and opinions, regardless of corporate hierarchy, will improve relationships right across the workforce. Employees who are truly engaged will be motivated to do their best work every day and stay with the company longer and this will benefit them both. Research from Appraisd has shown that 2000 employees surveyed rated the quality of their feedback as only 6.32 out of 10, 33% rated their feedback as 5 out of 10 or less. While 10% said they never received any feedback at all. Organisations need to address this, so the employees feel confident and comfortable in giving and receiving feedback. Greedy (2020). Tesco uses 360-degree feedback so with the Listen and Fix combined employees should feel engaged in the organisation.
An examination of the benefits to an organisation and individual based on Training and Development.
Organisations that invest in training and development benefit in many ways that ultimately help an organisation obtain a sustained competitive advantage. Training and development can facilitate an organisations strategy, increase effectiveness, and improve employee recruitment and retention. The benefit to employees can be categorised as those that are internal or intrinsic to an individual such as knowledge and attitudes, and those that are external or extrinsic to an individual. (Saks, Haccoun and Belcourt, 2010, p. 8-9). Intrinsic benefits by gaining new knowledge and skills that help to perform their job better and extrinsic benefits include higher earnings, greater security of employment and opportunities for promotion. Most organisations use a systematic approach which is applicable directly to the day-to-day functioning of the training department. (Buckley and Caple, 2009, p. 25) This consists of four stages the first is identifying the training needed then moving onto stage two which is to design what training is needed and stage three is delivering the training and finally stage four is evaluating the effectiveness of the training. There are different types of training, on-the-job which could be shadowing, coaching, mentoring and job instruction and off-the-job which is formal taught courses and computer-based training. There are advantages and disadvantages of these methods, on-the-job training is quick, convenient, cheaper and fear of getting it wrong and off-the-job can be costly, time consuming, less distractions and learning might not be practiced. Tesco offers employees both of these types of training and the advantages of on-the-job are it is cheaper than off-the-job, managers see progress and can help when problems arise to resolve them quickly. The employee is still working during training so is more productive and they put learning into practice. Off-the-job training is more appropriate for developing the individual in areas such as teambuilding, communications (presentations) or organisation and planning. This involves attending external courses run by professional training organisations. They have an A level options programme for developing new recruits into managers providing detailed induction training from day one. Development is about helping the individual grow and extend their abilities and it also helps increase the level of motivation which makes them more effective in their role. This can be linked to Maslow’s Hierarchy of needs (1943) working from the bottom up satisfying the needs lower down to build up to self-actualisation which will benefit both the organisation and the individual. Tesco encourages employees to assess themselves one being a Personal Development Plan, these need to have SMART objectives being Specific, Measurable, Achievable, Realistic and Time-Framed to see if there is improvement after training. Using the 360-degree appraisal will help to identify areas needing further development. The benefits of the training and development strategy to the organisation is by providing good customer service and employees using the skills acquired through training to give their best performance. Tesco is the first business to be accredited by the Chartered Institute of Personnel and Development (CIPD) as part of its new People Development Partner Initiative. Working together with CIPD shows the commitment they have made to individuals in their people team right across the business. Emma Taylor, UK people director at Tesco added: “Our colleagues in the people team have benefitted hugely from our partner journey with the CIPD. They have further developed their passion, energy and confidence and by being engaged themselves they have become ambassadors for continuous improvement and learning across Tesco”. Scott (2019). This shows the organisation is striving to achieve the best training and development plan to benefit both them and the individual. 
Conclusion.
Looking at these development vehicles they are essential to organisations and individuals. They all have a major role in the development of an induvial in the workplace. Tesco shows it utilises some theory models, some work better for the organisation than the individual. There are advantages and disadvantages for both, but research has shown Tesco is always looking to improve the colleagues working environment to keep them motivated, managing their performance, engaged, and trained for development. Tesco is one of the biggest supermarket companies with an accreditation for their People Development Partner Initiative, this is a great way to improve the development of the workforce and this will be beneficial for the individual and paramount to the organisation.
                               

  References.
Armstrong, M. (2009) Armstrong’s handbook of Performance Management: An Evidence Based Guide to Delivering High Performance. 4th Ed. London: Kogan Page Publishers.
Armstrong, M. & Baron, A. (2004) Managing performance: performance management in action. London: Chartered Institute of Personnel & Development.
Buckley, R. and Caple, J. (2009) The Theory and Practice of Training. 6th Ed. London: Kogan Page Publishers.
Business Case Studies (2019) 5 Motivational Theory at Tesco. Available at:      https://businesscasestudies.co.uk/motivational-theory-in-practice-at-tesco/      (Accessed: 22nd October 2020).
Cook, S. (2008) the essential Guide to Employee Engagement: Better business performance through staff satisfaction. London: Kogan Page Limited.
Cook, N. (2015) ‘How Does Job Motivation Affect Performance’, Latest News, Motivation [blog] 28th March. Available at: https://www.nataliecook.com/blog/how-does-job-motivation-affect-performance (Accessed:17th October 2020). 
Ets Plc (2020) Tesco 360-degree feedback case study. Available at: https://etsplc.com/clients/tesco-360-degree-feedback-case-study/ (Accessed: 27th November 2020.
Gifford, J. (2019) How to build an engaged and motivated workforce. Available at: https://www.cipd.co.uk/knowledge/fundamentals/relations/engagement/factsheet (Accessed: 29th November 2020).
Greedy, E. (2020) Performance feedback needs improvement, say employees. Available at: https://www.hrmagazine.co.uk/article-details/performance-feedback-needs-improvement-say-employees (Accessed: 29th November 2020).
Hawthorne, E. (2020) How are supermarkets protecting and supporting their staff during Coronavirus crisis? Available at: https://www.thegrocer.co.uk/people/how-are-supermarkets-protecting-and-supporting-their-staff-during-the-coronavirus-crisis/603512.article (Accessed: 25th November 2020).
Hutchinson, S. (2013) Performance Management Theory and Practice. London: Chartered Institute of Personnel and Development. 
Jones, S. (2020) Tesco: When cost-cutting goes wrong. Available at: https://www.managementtoday.co.uk/tesco-when-cost-cutting-goes-wrong/reputation-matters/article/1690236 (Accessed: 26th November 2020).
Marr, B. (2020) Tesco: Evolving the Strategic Performance Framework. Available at: https://bernardmarr.com/default.asp?contentID=1054#:~:text=In%20order%20to%20deliver%20its,called%20the%20Corporate%20Steering%20Wheel. (Accessed: 25th November 2020).
Nelson, J (2012) Employee engagement at Tesco: optimising two-way communication. Available at: https://www.personneltoday.com/hr/employee-engagement-at-tesco-optimising-two-way-communication/ (Accessed: 29th November 2020).
Saks, A.M, Haccoun, R.R. and Belcourt, M. (2010) Managing Performance Through Training and Development. 5th Ed. Canada: Cengage Learning 2020.
Scott, K. (2019) Tesco becomes first CIPD-accredited People Development Partner. Available at: https://employeebenefits.co.uk/tesco-cipd-people-development-partner/ (Accessed: 30th November 2020).
Sengupta, S. (2017) How Tesco creates opportunities to boost employee engagement. Available at : https://www.peoplematters.in/article/employee-engagement/how-tesco-creates-opportunities-to-boost-employee-engagement-16538 (Accessed: 29th November 2020). 
Terry, M. (2020) Kahn’s 3 Dimensions of Employee Engagement: Still Good to Go in 2020? Talk Freely [blog]. 30 April. Available at: https://www.talkfreely.com/blog/dimensions-of-employee-engagement (Accessed: 27th November 2020).


	Objective/Area of 
Development
	Measure
	Priority
	Support and Development.
Internal/External
	Review Dates
	Other comments

	Motivation level is low when working with a team because of the Covid-19 pandemic.
	
Team Building Activities.
	
High.
	
Internal support.
	
2 months
	Observation of interaction with team to monitor improvement. It will be reviewed in 2 weeks after training.

	
Oral Communication not being addressed toward the staff.
	Training to improve oral communication within the teams.
	
Medium
	
Internal support.
	
4 weeks.
	Training needs to be reviewed in 1 week. Essential for the staff to know what their role is.

	Performance Management. Targets, guidelines, and expectations not communicated to staff.
	One to one with Manager to discuss what is needed to improve this area of development.
	
High.
	
Internal support.
	
6 weeks.
	This will be reviewed in 2 weeks to see the progression within the team leader and the staff.

	Low Engagement in their role and not fulfilling their duties.
	Coaching with the line manager to work through their problems.
	
High.
	
Internal support.
	
2 weeks.
	This will be reviewed in two weeks to see if the team leader is fulfilling their duties.

	Extra training is needed to develop their abilities and skills.
	Attending workshops to develop operating skills.
	
High.
	
Internal support.
	
4 weeks.
	This will be monitored weekly to see if there is any progression.

	Absenteeism due to the problem areas above.
	One to one with manager to see how this can be resolved.
	
High.
	
Internal support.
	
6 weeks.
	Monitoring the progress every 2 weeks to see if this is resolved.




One of the main areas of development for the team leader is motivation when working within a team, it is low due to the current Covid-19 situation so the best measure to help them is team building activities. The unprecedented situation of the Covid-19 has a major impact on individuals and organisations over the past year with staff feeling unmotivated with the unknown outcome. To keep the staff motivated is for them to feel safe and secure in their working environment. Maslow’s Hierarchy of Needs (1943) theory would work well for this, by working through the five-tier model it will help identify what is needed to drive and motivate them under the current situation. Satisfying them at the lower levels will make them feel comfortable and safe in the workplace especially with the social distancing and the wearing of masks, the next level would be building the relationships to make them feel they belong and fit in with the team. Once they have good communication amongst the team and they have recognition for their jobs they move up to the highest level making them feel self-actualisation to allow them to succeed in their role. Building a happier satisfied team will motivate each other and support the team leader in getting motivated. This will benefit the organisation by having less absenteeism through stress, less training, improved performance, and customer service. The activities will be developed internally and will be relevant to their role, and working alongside co-workers will help speed up the process for them to feel part of the team, this is crucial for the success of the area of development. The benefit to the organisation means it is less costly and managers can monitor their progress and resolve any problems. This is high priority because having low motivation in a team leader can have a negative effect on the overall team and giving a poor performance for the organisation resulting in poor productivity. The main review date is in two months but after the team building activity it will be reviewed in two weeks so they can be observed with how they interact within the team because the sooner it is resolved the better and to see if any other measure of improvement is needed. A line managers priority is making sure team leaders feel motivated and part of a team to perform their best ability for the organisation.

