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Employees are the most significant asset of any business organisation and they are also an integral part of the business process. The work managers do is people-oriented. Management of any organisation will fail because of poor understanding of people-management. Poor people-management also leads towards project failure and eventually organisational failure. Therefore, it is inevitable to understand the human-nature of employees at Tesco so that managers can align employees’ performance with the goals and objectives of the global retailer (Green 2008). This research report identifies the merits of personal development programs have brought for both Tesco and its employees. Existing development programs for employees and ways of further improvement through designing new development programs have also been discussed. Adequate investment in employee development programs has helped Tesco come so far and further investment will fortify its position strategically in the global market as frontline employee’s face customers on daily basis and it is the employees who represent the flagship of the company to the customers. Adopting a comprehensive approach towards employees’ development plan will help the company resolve both internal and external problems related to workplace environment (Ahmed et. Al 2013). 
[bookmark: _Toc521682231]About Tesco 

Tesco Plc is a retailer headquartered in the UK. In terms of gross revenues, it is the third largest retailing organisation in the world while in terms of revenue; it is the ninth largest retailer in the world (Mark 2011). The company was founded in 1919 and since then the retailer has geographically diversified its presence over nearly 7000 shops across countries. There are approximately 600,000 employees at Tesco across countries (Julia 2010). 
Employees are at the core of Tesco's success story. With the power of its people, Tesco has come a long way since its inauguration in the early nineties. However, Tesco believes that investment in the employees can ensure the best return for both the employees and the company (Mark 2011). Tesco managers provide upward as well as continuous training to the staffs. Nevertheless, there are still areas of improvement in the development programs arranged by the retailer which, if resolved, would assist the company to top all the retailers in the world. 
[bookmark: _Toc521682232]Task 1: Assessment of the potential merits to the organisation and the individuals of personally developing employees in the workplace

Personal development programs are programs following a systematic approach through which a company’s employees i.e. human capital achieve knowledge as well as improve skills by engaging in practical actions that lead towards bolstered corporate performance. Personal development programs are the long-run investment in human capital.
1.1 [bookmark: _Toc521682233] Advantages to the organisation of personally developing employees 

Because of financial as well as non-financial reasons, a business organisation is in need to assess and weigh up the cost-benefit analysis of its development programs intended for its employees. The organisation has to ensure that it's monetary and non-monetary investment is generating the dividend. Managers can give the necessary direction to the employees through constructive as well as positive feedback. Such a positive ambience in the workplace of Tesco evokes confidence among the employees.
Personal development program fetches the following benefits for Tesco:
· Assisting in the production of long-lasting capabilities amongst employees
· Motivating employees thereby increasing the employee retention rate (Mark 2011)
· Increasing productivity of employees which help ramp up production and sales 
· Reducing the cost of new recruitment 
· Smooth progress of organisational change through performance management 
· Clarification of overall goals of the company 
· The accomplishment of organisational activities in an efficient manner
· Maintenance of qualified products and services (Sarah 2013)
· Improvement of communication as well as relationships at the workplace 
· Reducing mistakes thereby lowering costs 
· Attainment of high standards for services 
· Restructuring activities of the organisation
· Establishing the pool of capabilities within the organisation
Personal development programs at Tesco have turned its employees into the golden goose. An implication of Herzberg's two-factor theory is prevalent in the case of Tesco's personal development programs. The two-factor theory says that certain aspects in the workplace result in job satisfaction and these aspects are known as satisfiers or motivators while the absence of some factors creates job dissatisfaction and such factors are hygiene factors (Schultz and Ellen 2010). Tesco empowers its staffs through proper communication, the division of work, as well as engaging employees in the decision-making process. On the other hand, supervision, child care facility, good environment in the workplace, job security and compensation work as the hygiene factors of Tesco’s employees. 
[bookmark: _Toc521682234]1.2 Advantages to the employee of personal development programs in the workplace

Managers have to ensure successful employee performance. Coaching is a great way to confer employees on individual development. The merits that an employee enjoys because of coaching and other personal development programs arranged by the organisation or employer per se are as follows:
· Coaching helps employees accept work responsibility
· It also motivates them to give their best effort and attain superior performance 
· Employees get aligned with organisational goals and they get engaged with work which boosts their mental health (Schultz and Ellen 2010)
· Coaching also bolsters performance 
Apart from coaching and other personal development programs, managers also help employees upgrade their career ladders through the performance management system. Performance management entails the identification, measurement as well as development of the performance of individual employees and also of the teams (Rausch et. al 2013). Performance management also aligns employees’ performance with the goal of the organization. As the employees get more and more training and workshop programs for personal development, they get aligned with the organisation. Performance management programs of Tesco contribute towards employee development in the following ways:
· The crystallisation of job responsibilities of employees and success criteria
· Enhancement of self-esteem amongst employees and in essence motivation as well
· Shooting up self-realisation as well as development among employees 
· Improvement of employees’ competence  (Singh and Bahera 2016)
· Increasing flexibility of employees which helps them meet up the needs of customers
· Empowerment of employees resulting towards their improved capabilities 
· Growing sense of ownership among employees (Sarah 2013)
· The accomplishment of job responsibility in the organised and orderly manner
· Fulfilling the needs of the customers 
At this stage, according to Maslow’s hierarchy theory, a safe work environment propels employees reach their full potential (Singh and Bahera 2016).  Maslow underpinned that unfulfilled need down the hierarchy ladder holds back the employee climbing the next stage of the career ladder. Training and personal development programs help identify needs of the employees and also address issues related to those needs effectively (Singh and Bahera 2016).  Following diagram contains the stages of Maslow’s hierarchy need theory-
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Source: Green (2008)
I. Physiological needs: food, shelter, house etc. fall under the category of physiological needs. Providing good salary along with other benefits fulfil such need of employees.
II. Safety needs: Need for safety includes security of life, job security etc. Managers are to provide job security to the employees. If they threaten to fire employees often, this would lead towards employee dissatisfaction. (Rosha and Lace 2016)
III. Social needs: by providing communal facilities and allowing informal communications, managers can satisfy the need for belongingness of employees (Green 2008). 
IV. Esteem: Managers should also recognise the good work of employees. From time to time, the former should also reward the latter. 
V. Self-actualisation: the need for training comes at this stage. Managers should determine the skill gap of employees and take necessary steps to dwindle those steps. (Green 2008)
The primary objective of Tesco Plc. is to serve its customer in a better way. The training, as well as development programs of Tesco is arranged on the basis of the notion to confer the best services to the customers. 
[bookmark: _Toc521682235]Task 2: Assessment of the development vehicles available to Tesco 

Tesco adopts an approach of shared-responsibility towards training as well as personal development. The employees are primarily responsible for developing himself or herself through the training programs. To elaborate more, employees are responsible to determine their level of development, participating in workshops, gathering proof of achievement as well as using the feedback given by managers to further development. However, both the managers and employees contribute for successful completion of the development programs. Personal development programs for employees available at Tesco are as follows:
Personal development program
Tesco makes available the mechanisms for monitoring as well as evaluation of the development programs. Scheduled tasks, checklists, timetables as well as measures are included among those highly structured monitoring and evaluation tools. Through setting goals in action plan as well as personal development programs and keeping records of the outputs in the learning log, employees at Tesco assess their performance by themselves and also report to their supervisors (Sarah 2013). Even after training and development programs, such tools help measure employee development continuously. Personal development program results in employee satisfaction and positivity, productivity as well as value addition to the value chain of Tesco. Overcoming personal shortcomings makes employees feel more motivated. 
Activity plan
The activity plan implements SMART- specific, measurable, achievable, realistic and time-framed objectives. Managers check each of the team goals whether they meet the SMART criteria. Also, the managers take direct feedback under the action plan and the feedbacks are monitored as well as scored accordingly. 
360-degree appraisal
In line with Sarah (2013), under such program, stakeholders of Tesco having communication with the employees evaluate the performance of the employees and also provide feedback. For instance, the manager of the store department can be provided with feedback by peer employees, managers of other departments, employees of human resource department etc. In this way, employees can get the assessment of their performance from different angles. 
Informal review session
At Tesco, an informal review session between managers and trainees takes place weekly. In the review session, managers ask employees to determine three qualities the latter are possessing and three things at which employees need improvement (Mark 2011). The trainees also determine actions to bolster good work and also the strategy to overcome the areas they need improvement.
Formal review session
Apart from informal review session, managers, as well as employees, also arrange a formal review session with a view to tracking progress against development goals. Managers record feedback of employees and also score the feedback to rank the performance of employees. A colour-coded rating for personal development is given to each of the employees. The codes are as follows (Mark 2011)-
· Blue: Employees are using skills and adding value at the organisation
· Green: Employees have just achieved the target 
· Amber: Employees have to improve certain areas 
· Red: Employees could not attain any target and hence and hence needs complete progress 
Career discussion
In such discussions, employees apply for different types of training programs to meet up their needs. Instances include where managers at head office, distribution centre as well as store spend one week jointly in the store and hence, sharing ideas and knowledge among themselves through on-the-job training (Sarah 2013). Each of the operational units of Tesco gets strengthened because of such inter-departmental programs.  
Apprenticeship
Retail apprenticeship opportunity is provided for Tesco employees with a view to attaining national recognition (Sarah 2013). Under this program, selected Tesco staffs learn new skills and ameliorate existing skills. 
Store development program
Under this program, selected trainees attend the university which has the affiliation with the degree related to retail development. Such a program helps the trainees attain knowledge regarding professional as well as personal development and also the retail environment (Liptrot 2005).
Tesco week in store program
In this case, Tesco managers of head office gain a store experience named ‘TWIST’ (Julia 2010). The program requires managers spending five days in a store. The program entails every aspect of store operation i.e. starting from the shop floor to back door.     
Options
Options are flexible programs which put emphasis on employees’ personal needs. It is a long-tenured program as its duration is minimum 6 months and maximum 2 years.

However, the development programs arranged by Tesco can also be categorised as on-the-job and off-the-job training programs. On-the-job training programs are usually less costly than off-the-job training programs. Employees achieve marketable skills directly relevant to their work. On-the-job training contains the following development programs:
[image: ]Brief details of on-the-job programs are as follows:





Source: Aubrey (2010)
· Shadowing includes showing the trainees about the way to perform a task by an experienced employee
· Coaching helps employees get rid of their personal problems and become motivated towards the organisation (King 2016)
· In the case of mentoring, an experienced employee takes the charge of advising new employees
· Job rotation or secondment helps the trainees attain target roles in different positions or in different departments of Tesco.  (Liptrot 2005)
The following contains a diagram outlining the stages of off-the-job training programs:
[image: ]Source: Aubrey (2010)

It is apparent from the above-listed development vehicles that Tesco implements theory Y instead of theory X of the management theories. According to theory X, naturally, employees are devoid of ambition and, to enhance their productivity, incentives are a must (Carson 2018). Controlling leadership style represents the notion of theory X. On the other hand, theory Y states that employees are committed towards work and they take job responsibility seriously (Carson 2018). Theory Y encourages employee participation which is in line with the training programs arranged by Tesco. Apart from theory X and theory Y, Tesco also follows the contingency theory which states that managers must give customized training according to their needs rather than one-size fits all training program. Such tailored development program helps the retailer tackle emergency situations in an efficient manner and also with the support of employees (Lutans 2011). 

Appropriateness of employee development programs arranged by Tesco 
The training programs arranged by Tesco for its employees assist in bolstering skills as well as knowledge of the employees. Based on such employee development programs, Tesco builds its employees more positive, productive, and valuable for the organisational development. After getting trained through the programs, employees enjoy greater responsibility along with improved skills (Liptrot 2005). In a nutshell, they become valuable assets of the organisation. 
However, despite several benefits, there are some areas of improvement of the personal development programs intended for the employees. Tesco is becoming more and more global, however, arranging training program focusing on the particular market segment is becoming more difficult for the global retailer. Sometimes, macroeconomic snags thwart all the benefits of the training program (Ahmed et. al 2013). Again, because of government regulation in some regions, Tesco cannot implement its training program with the set mandate and hence, sometimes employees cannot enjoy the benefits. This invalidates the true purpose of personal development programs. Another weakness of the training programs arranged by Tesco is few professional trainers providing training to the employees (Aubrey 2016). Explicit quantification of training’s feedback from employees is another area where Tesco needs to shed light on. Through this mechanism, Tesco managers will be able to identify the effectiveness of the training programs. Finally, employees may not always identify their training needs because of which, managers need to step in and propose higher management that which employees are in need of training as well as development programs (Liptrot 2005). 
[bookmark: _Toc521682236]Task 3: Developing a plan for meeting development needs and expectations 

A comprehensive design to meet up the development needs, as well as expectations of the employees, is given below:
[image: ]
Source: Lutans (2011)

The detailed explanations of the above diagram are as follows:
I. Need analysis

Tesco is a giant global retailer. In case the company opens new store in new locations, it is apparent that Tesco has to adapt the demand as well as requirements of new people of that new location. In a bid to adapt to the new work environment, employees need certain skills and capabilities. Through the gap in skills as well as knowledge, training needs of employees are identified. Training and development programs are also needed to deal with new customers in new locations. Understanding customers’ profile and flexibility in day to day store operations help the retailer achieve a new high (Lutans 2011). For instance, the demand for the certain product may increase in a diverse as well as highly-populated location. Basically, the training needs can be identified in two ways (Aubrey 2016)

· Internal method: In this case, surveys are conducted to determine employees’ opinion 
· External method: Through guests or societal events, the need for training can be identified

II. Instructional design: 
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		Source: Rosha and Lace (2016)

A holistic approach should be adopted while preparing the training design. Under instructional design, learning objectives from the personal development programs are determined. For instance, some training programs may focus on improving the communication skills of employees while other programs may deal with teamwork, group thinking, innovation etc. The training plan is prepared and training objectives are specified in this stage. Key components and method of training are also identified. After designing the training program, instructional methods are selected to provide training programs. Coaching is an effective method to identify any issue employees are getting through and also resolving any problem (Aubrey 2016). Fournies’ approach towards coaching can be effective in the case of Tesco as managers and employees agree on the problem and mutually discuss alternatives to resolve the problem (Rosha and Lace 2016). Such democratic style or participatory approach works well in large organisations like Tesco. 

In short, the aspects which need to be emphasized while designing training programs at Tesco are:

· Duration of the training program
· Structure of the program 
· Instructional method 
· Qualification of the trainers 
· Nature or background of the trainees (Rosha and Lace 2016)
· Determining necessary resources as well as materials 
· The location where training program would be conducted 
· Methods and criteria to evaluate learning (Mark 2011)

Though it is always appreciable that managers give on-the-job training to the employees, sometimes professional trainers are also needed to provide off-the-job training to motivate employees from different perspectives. Especially, trainers from external bodies such as consultancies, or government agencies may also help widen the paradigms of training programs which will help employees think outside the box (Sarah 2013). More often, computer-assisted learning or learning through video-conferencing can also be arranged for employees.

III. Implementation

With the selected training tools and components, training is given in various methods or styles such as teamwork training, individual training etc. Certain factors need to be considered while managing employees at Tesco. These are (King 2016)-

· Consistency: Managers should treat all employees in a comparable manner without any sort of discrimination
· Respect: Different employees at teams have different skills and all these skills have to be respected  
· Inclusion: Managers should also include all team members in the decision-making process
· Honesty: Managers cannot lie or hide any crucial information. For instance, if something bad is going to take place in any project, managers should share that with all team members. 

Managers should also encourage group thinking and group behaviour instead of individualism. The reason behind this is that success depends upon teamwork in the case of retail environment. Aspects which need to be addressed by the managers are (Harvey et. Al 2014):

· Group composition: If a group consists of team members having the same sort of motivation i.e. task-oriented, self-oriented or even interaction-oriented, it can be problematic. Therefore, managers should always prefer team members of diverse background as group effectiveness depends on the balance of all kinds of team members.  
· Group leadership: As leadership has nothing to do with work title or status, democratic leadership can ensure more effectiveness than any other leadership style (Sarah 2013). 
· Group cohesiveness: In today’s competitive retail sector, teamwork is much more important than individualism. Enormous benefits can be attained through group cohesiveness such as shared responsibilities, learning from each other, ensuring quality standards, positivity at workplace etc. Managers at Tesco must ensure that employees work closely and represent group cohesiveness. Through social events, the openness of information, team-building activities etc., managers can develop group cohesiveness among employees. Members of a cohesive group usually represent loyalties (Harvey et. Al 2014). 
· Group communication: Communication is the vital part of the business world. Effective communication is of paramount importance for effective teamwork. Good communication also fortifies group cohesion as understanding among team members is increased through better communication. On the other aisle, due to poor communication, relations among employees or between managers and employees may collapse ending up in the organisational loss (Rosha and Lace 2016).
· Group organisation: As Tesco is one of the largest retailers in the world; a hierarchical structure is needed where different groups will be responsible for different projects. 


IV. Evaluation

Feedback and on-the-job training performance of the employees are rated and preserved. Structured monitoring system allows employees to conduct self-assessment. The major source of employee feedback is a performance appraisal. Performance appraisal ensures the following advantages (Harvey et. Al 2014)

· Giving the employee the opportunity for feedback 
· Conferring the chance for constructive criticism 
· Allowing the coach to strengthen his/her cooperation 
· Ensuring mutually understood base for performance development 

Three stages of evaluation can be implemented to determine the effectiveness of training programs to be arranged by Tesco managers (Mark 2011):

a. Immediate feedback: Managers can conduct an interview or survey right after the training program.
b. Post-training tests: In this case, the coach can conduct whether trainees are integrating learned skills in their workplace.
c. Post-training appraisals: Under such appraisals, immediate supervisors of employees determine the level of integration in the long run.
 
In case of poor performance, managers need to identify the reason for such performance i.e. whether poor performance stems from fundamental attribution error or causal attribution theory. According to the theory of fundamental attribution error, personality traits rather than the situational power play roles for employees’ success/failure (Moran et. al 2014). Managers should also identify certain internal and/or external causes for the success/failure of the employees. Group behaviour better flourishes if causal attribution theory is linked to group thinking and group behaviour as the theory of fundamental attribution error only deals with individual specific traits thereby not considering group behaviour (Harvey et. Al 2014). 

Tesco should follow the steps stated below for the formal evaluation process of employee performance (Moran et. al 2014):

Step 1-Providing performance feedback both with quantified and qualified results 
Step 2- Determining individual employee’s strengths as well as weaknesses 
Step 3-Determining causes of performance deficiencies 
Step 4-Customizing development of employees’ career ladder 

However, managers must also reward for the good performance of employees. The reward can be of pecuniary or non-pecuniary. Determining an employee's stage in the Maslow's hierarchy need theory can be instrumental in this case so that a carefully chosen reward can fulfil the needs of employees more effectively (Mark 2011). Follow-up is also included in the evaluation step. Managers must maintain effective performance as well as inspire superior performance of employees. To effectuate this strategy, managers need to implement:

· Goal setting 
· Job redesign 
· Worker participation 
· Job ownership 
Managers who are also the coach of the employees can better judge the overall scenario of employee performance as they can reinforce company values among the group behaviour of employees (Sarah 2013).  







[bookmark: _Toc521682237]Conclusion 

Employees are the driving force for the long run success even sustenance of any business organisation in this highly competitive world. To beat competition against both local and global retailers across regions, Tesco must retain its productive employees through monetary benefits and also personal development programs. Successful training, as well as the development of the employees, is the pivotal element for the continuous growth of Tesco. The retailer is in need of staffs who are determined and also flexible in nature so that they can adapt to changed circumstances in different regions. The structured approach towards employee development programs works as the strong base for the growth of the retailer. Flexible and committed employees of Tesco can provide the highest measure of services to the customers of Tesco. Though Tesco provides continuous training to its employees, the room for improvement will never cease which is also true for any business organisation. With a holistic approach towards personal development programs, Tesco can well-integrate its employees into the mainstream work environment and engages them with the values of the organisation. In essence, job turnover will be reduced and employees will be more loyal to the motto of Tesco.   
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