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​​ INTRODUCTION  

Human capital development within the workplace is a core aspect of organisational 

success, productivity, engagement, and collaboration. In ASDA UK being one of the top retailers 

with a workforce of more than 140,000 employees, employee development plays a key role in 

ensuring the company performance is at its best, thus developing better customer satisfaction 

and competitive performance within the dynamic retail business environment (Tripathi et al., 

2025). The philosophy of ASDA focuses on the idea to invest into the employees via the life-long 

learning process, leadership training, and performance development programs to empower the 

employees and build relationships within the work environment.  

This report looks into the role of development of employees in the ASDA organisation in 

order to bring more teamwork and work ethics in the workplace. It is also a critical assessment 

of the organisational advantage of developing individuals, the way to manage expectations of 

employees, the efficiency of vehicles of development and suggests a systematic development 

plan in association with performance management. Using applicable management and 

motivational theories, the report identifies how effective strategic emphasis on individual 

development is likely to help boost team cohesion, motivational and general organisational 

performance at ASDA UK. 

 

​​ TASK 1: DEVELOPING INDIVIDUALS IN THE WORKPLACE 

​​ Overview of Employee Development at ASDA 

ASDA UK people strategy is deeply rooted in employee development which is ensured through 

its mission statement of saving money and living better. Being one of the largest supermarket 

retailers in the UK, they have hired more than 140, 000 employees, ASDA understands that 

long-term success of a business relies on a skilled, motivated and flexible workforce (RIPPL, 

2024). The company also functions in a highly competitive retail customer service, operational 

efficiency, and innovation are the key factors in ensuring the leadership in the market. To 

address these problems, ASDA has developed an organisational culture that is based on lifelong 

learning and personal development. Its Learning and Development (L&D) Framework is 



intended to prepare all employees, regardless of their rank, such as store colleagues and senior 

managers, with technical and interpersonal skills to provide outstanding customer experiences. 

Key initiatives include: 

●​ The ASDA Academy that offers customer service training, management, and leadership. 

Nationally recognised qualifications in the form of apprenticeship programmes in retail, 

logistics and management.  

●​ In place coaching and mentoring, which encourage skills transfer and facilitate career 

growth. E-learning systems that provide flexible and available training chances to 

employees in various regions. 

Benefits of Developing Individuals for ASDA and Its Workforce 

Improved Organisational Performance and Productivity 

The business focus on investing in employees at ASDA is directly converted into business 

performance and operational efficiency. Established employees are knowledgeable about the 

company processes, safety standards, and customer requirements to be met and consequently 

do their duties effectively (Ranasinghe et al., 2024). As an example, the Retail Skills 

Development Programme of ASDA is aimed at the enhancement of customer service and 

product information promotion so that employees could afford to manage customer response 

and be effective in their interaction. It adds to the acceleration of service time and customer 

satisfaction rating, which enhances the competitiveness of ASDA in the retail market (Mckinsey, 

2019). 

Enhanced Employee Engagement and Retention 

Employee growth is among the determinants of involvement. Employees will be more 

loyal to the organisation with this kind of support and opportunities and career. The ASDA Step 

up development pathway will be used to provide a clear upward move to the store co workers, 

who desire to be team leaders or team managers. This programme does not only encourage the 

employees to perform at their best, but also minimises employee turn-over, which has become 

one of the most significant threats in the retail industry. 

Strengthened Leadership and Succession Planning 



People development also guarantees that there is a people development future. ASDA 

uses Leadership Development Programme where it recognises high potential employees at early 

stages and provides them with leadership, communication and decision-making skills. This can 

be described as an aggressive strategy of succession planning which helps curb the problem of 

talent scarcity and business continuity (Agency, 2019). To illustrate, internal promotions have 

been used to help ASDA fill more than three quarters of the managerial vacancies internally; 

this has saved money on recruitment and has helped in enhancing organisational culture. 

Enhanced Team Collaboration and Workplace Culture 

Interpersonal and collaborative skills development programmes enhance better 

workplace relations. ASDA supports cross-departmental working with the One Team program, 

where cross-departmental employees are encouraged to share problems and mentor each 

other (Khachariya et al., 2024). There are higher chances of dealing with disputes and helping 

people in work, which make employees trained in communication and emotional intelligence 

more able to handle them and contribute to a more unified and welcoming workplace. 

​​ Theories and Models 

Human Capital Theory 

The Human Capital Theory assumes that by investing in employee development through 

training, education and experience, employees improve their knowledge and skills which 

consequentially leads to increased organisational productivity and profitability. This theory can 

be seen evidently in ASDA with regards to how it trains its employees and their career 

advancement. Through investing in formalized learning processes including apprenticeships and 

leadership educational schemes, ASDA manages its human capital as an asset and not an 

expense. This investment has been seen to pay off through satisfaction of customers, increase in 

efficiency in operations, and reduce turnover of employees (Marginson, 2017). As an example, 

self-reported data of ASDA has indicated that those locations that have a greater involvement in 

training programs tend to record better performance measures than those that have a lower 

involvement in learning programs. In this theoretical perspective, the development strategy of 

ASDA could be viewed as a tool of turning learning into tangible organisational value - proving 



economic and strategic significance of employee development (MAYILYAN & YEDIGARYAN, 

2022).  

Kolb’s Experiential Learning Theory  

According to the Hierarchy of Needs, the levels of motivation run in a hierarchy of five 

levels of Maslow, which are new physiological, safety, social, esteem, and self-actualisation. 

ASDA utilizes this theory in its employee development model where there is a need to satisfy 

every type of the need so that motivation and performance will be maximized. On the basic 

level, ASDA will offer stable employment and fair wages and safety at the workplace; thus, 

satisfying the physiological and safety needs of employees (Vince, 2022). Team culture and such 

programs as the One Team collaboration programme enhance social belonging. Esteem needs 

are meted by the recognition system such as the use of the Colleague of the Month where the 

achievements of employees are honoured. Lastly, self-actualisation can be facilitated by its 

continuous learning opportunities and career growth opportunities, like in leadership 

development opportunities and apprenticeship programmes. Associating the development 

programs with the Maslow’s model, ASDA encourages the staff at a wholesome level - getting 

them to be personally satisfied besides interested in ensuring the organisation is successful too 

by providing them with an environment that fosters growth and development in the workplace 

culture (Morris, 2020). 

​​ Critical Analysis 

Although ASDA has an effective employee development model, some issues remain. 

Training and retail balancing reduce the completion rates and learning opportunities in stores 

located in an urban or rural area may vary. The process of training ROI is not straightforward 

because of the lack of integration, and the constantly changing digital skills are in need of 

regular updates to the curriculum. The introduction of micro learning, the broadening of digital 

opportunities, and the use of progressive analytics, might enhance the productivity, the interest 

of the interactions, and long-term effects so that the development programs ASDA would 

implement in the evolving retail environment can be productive and efficient. 

 

 



TASK 2: MANAGING INDIVIDUAL EXPECTATIONS 

​​ Understanding Employee Expectations 

The expectations of employees include the thoughts and perceptions that people believe 

about themselves and their position in the organisation in terms of career development, 

promotion, compensation and the connection with the organisation. In cases where these 

expectations correspond with realities in an organisation, then the employees will tend to be 

involved and dedicated. But when placed out of line they may result in dissatisfaction, poor 

performance and turnover (Randongkir & Hakim, 2025. The expectation of the employees in 

ASDA retail stores is also dynamic based on job positions and level of experience. Frontline 

colleagues usually want them to be stable in their jobs, have a fair pay and also be recognized 

where team leaders and managers dream of an opportunity to develop and advance their 

careers.  

​​ Managing Expectations at ASDA 

ASDA handles personal expectations on a systematic basis incorporating communication, 

feedback, and performance management. Its people strategy, which aims at developing a better 

place to work for all its people, has ensured that employees are informed, supported and 

engaged during their career life. 

Performance and Development Reviews 

The ASDA also carries out frequent Performance and Development Reviews (PDRs) to 

align the employee’s ambitions with the organisational objectives. In these reviews, the 

employees talk to their line managers about their successes, problems, and future plans 

(Dunbar, 2020). This discussion assists to find practical expansion potentials but expounds 

performance requirements. As an example, a worker in the logistics department will simply 

show interest in a supervisory position and the manager will provide certain skills and training 

necessary to advance. 

The ASDA “You” Platform 

ASDA also encourages transparency through ASDA "You" online portal where employees 

are able to establish their own development goals and progress as well as learn through the 

ASDA portal online (Drewniak et al., 2020). This online resource will deliver consistent 



engagement and employees can be enabled to manage their own career development. It also 

aids the managers to track the development activities and areas where they can be assisted. 

Communication and Feedback Mechanisms 

Effective management of expectations is pegged on open communication. ASDA 

promotes the two-way feedback system using staff surveys, team huddles, and listening groups 

through which workers can provide feedback about their concerns or suggestions. Training on 

how to deliver constructive feedback is applied in a professional manner where managers are 

also taught to give constructive feedback to the employees through a coaching approach. 

Recognition and Reward 

ASDA also fulfils the needs of engagement of employees in terms of recognition which 

includes such awards as: Colleague of the Month, Living Our Values (Hermann Troger, 2021).  

​​ Balancing Organisational Goals and Individual Needs 

The communication, leadership and flexibility between the employees and the goals of ASDA 

business should always be ongoing to balance both the business agenda and the aspirations of 

employees.  

●​ Spectrum aligning a Business Strategy with Growth: ASDA individual aspirations are 

aligned at the corporate goal of customer service quality, efficiency in operations and 

sustainability which creates common determination and concern.  

●​ Controlling the Realistic Expectations: One-one-on-one coaching allows the managers 

to set clear and realistic career expectations and goals in such a manner that they are 

not confused as long as promotion is at stake and the available resources. 

●​ Increasing Flexibility and Inclusiveness: In ASDA, flexible working hours, job sharing, 

and internal mobility accommodate various needs of employees, contributing to the 

work life balance and retention in the long run.  

●​ Monitoring and Continuous Improvement: Feedback should be given to policy 

refinements through regular engagement surveys, turnover analysis and exit interviews. 

The trust and transparency has been enhanced through better communication within 

the organisation particularly when there is a change in the organisation (Ma & Zhou, 

2025). 



​​ Theory Application 

Vroom’s Expectancy Theory 

According to the Expectancy Theory, which was developed by Vroom, motivation is 

determined by the conviction that performance is the result of effort (expectancy), rewards are 

the result of performance (instrumentality), and rewards have value to the individual (valence). 

ASDA implements the structure using its goal and reward systems. As an example, employees 

know that they can improve in their job performance and eligibility to get a promotion by doing 

certain training modules (effort) and that this may lead to tangible rewards like a bonus or a 

promotion (reward). Such transparency in effort-reward connections encourages employees to 

be enrolled in development programmes (Mitchell, 2021). In addition, valence is enhanced by 

recognition schemes of ASDA as employees interlink good performance and connection to 

personal and professional fulfilment. Through the establishment of an association between 

energy, success, and praise, ASDA guarantees that the anticipation of workers is founded in 

practical possibilities, which maintain the interest and output. 

Herzberg’s Motivation-Hygiene Theory 

The theory created by Herzberg differentiates between hygiene factors (salary, working 

conditions, and job security) and motivators (recognition, achievement, personal growth). ASDA 

uses this theory by looking at the hygienic factors as well as concentrating on the motivators of 

long-term engagement (Bundtzen, 2020). Hygiene factors in ASDA will not lead to dissatisfaction 

since its competitive pay structures and healthy working conditions will keep workers satisfied. 

In addition to this, ASDA has been proactive in promoting motivators by providing learning 

opportunities, mentorship programmes as well as recognition awards. Indeed, employees who 

perform excellently in serving customers are recognized openly, thus satisfying their desire to 

accomplish and be respected. 

 

 



​​ TASK 3: EVALUATING DEVELOPMENT VEHICLES 

​​ Overview of Development Vehicles at ASDA 

The vehicles are development tools, systems, and methods that are deployed by 

organisations to develop the skills, knowledge, and competencies of employees. Employee 

development as a strategic approach at ASDA UK is to continue having a competitive edge in the 

fast-moving retail market. The company spends massively on organized training, online learning 

and mentoring programs to have a competent workforce, a motivated workforce as well as a 

high performing workforce (Bilderback & Miller, 2023). The Learning and Development (L&D) 

framework offered by ASDA offers a mix of formal, informal, and experiential types of learning 

to meet the needs of the diverse workforce. The vehicles of key development are: 

●​ Formal Training and E-Learning: With training content accessed via the ASDA 

activity-based internal platform Learning Zone, training modules with an emphasis on 

leadership, customer service, compliance, and online literacy.  

●​ Apprenticeship Programmes: ASDA has retail and management apprenticeships that are 

integrated with educational study and on job training thus offering definite career 

schemes.  

●​ Leadership Development: The ASDA Leadership Academy is taken over developing 

management skills via coaching, workshops, and leadership games.  

●​ Mentoring and Coaching: The junior staff are mentored by senior managers in order to 

share knowledge, collaborate and develop themselves.  

●​ Job Rotation and Cross-Functional Training: Employees are also made to spend some 

time working in other departments like logistics, customer service and merchandising so 

as they gain flexibility and a feel of the business (Employee Development, 2021). 

​​ Effectiveness of Development Vehicles 

Enhancing Employee Competence and Performance 

The development vehicles in ASDA enhance employee competency and operational 

performance to a great extent. The Retail Ready Programme has been designed to provide the 

necessary customer service, merchandising and teamwork skills necessary to frontline 

colleagues which leads to increased customer satisfaction and less complaints. Similarly, 



e-learning modules enable employees to attain health, safety and compliance credentials 

required efficiently. Digital learning tends to be very flexible, and hence it supports shift based 

employees and part time employees as they can learn at their own pace without interfering 

with the business. 

Promoting Career Progression and Retention 

Goal-oriented programmes like the Step Up and Future Leaders also offer a systematic 

career progression minimizing turnover and enhancing interest. All these initiatives allow 

employees to transition to management positions, which shows that ASDA is committed to 

internal development. It should be mentioned that more than 70 percent of ASDA store 

managers began as a shop-floor colleague and this indicates how the firm has managed to 

develop internal talent and save on recruitment and introduction expenses. 

Fostering Collaboration and a Learning Culture 

Cross-functional cooperation and learning among the peers contributes to the 

organization of the team and communication, which is made by mentoring, coaching, and the 

One Team program. ASDA fosters innovation and inclusivity by promoting joint problem solving 

(Budiadi et al., 2024). This strategy will lead to the improvement of interpersonal relations and 

the development of the culture of being appreciated, respected and involved. 

Building Future-Ready Skills 

The digital upskilling commitment at ASDA also means that the employees are 

competitive in the face of technological change. Digital skills: equipping staff with self-checkouts 

and online inventory management are digital tools that can train the staff in the event of 

automation and e-commerce expansion. These will enhance workforce flexibility and make 

ASDA a progressive employer. 

​​ Challenges in Development Vehicles 

Despite ASDA’s structured approach, certain challenges limit the full potential of its 

development vehicles. 

Unequal Access Across Stores 

Online learning has created accessibility, although gaps still exist between the urban and 

rural stores. In smaller branches employees have the disadvantage of having few opportunities 



of being mentored or being trained face to face. This disparity may result in inequality in the 

results of learning and promotion (Krisnahadi et al., 2024). 

Time and Resource Constraints 

Retail business requires dedicated workers at all times, which is why it is not always 

possible to find time to engage in developmental practices. Despite the flexibility presented by 

e-learning, employees might not be able to do their modules when there is high trading. 

Managers experience the problem of juggling between coaching and day to day operational 

demands as well. 

Measuring Training Effectiveness 

ASDA uses completion rates and satisfaction surveys as the main methods of evaluating 

the success of training (Sutrisno Sutrisno et al., 2024). These measures, however, are not 

entirely able to reflect the long-term behavioural or performance consequences of training. A 

better assessment system is also required in order to gauge the return on investment (ROI) and 

to match the training results with such important business variables as productivity, retention 

and customer satisfaction. 

​​ Recommendations for Improvement 

ASDA can make the most of its development vehicles by implementing the strategy of the 

following improvements: 

Implement Data-Driven Evaluation Systems 

Implementing data analytics solutions to quantify learning outcomes would help ASDA 

determine the effects of training on productivity, sales, and engagement. More insight on the 

effectiveness of learning may be gained with the application of some models like the Four-Level 

Evaluation Model by Kirkpatrick to consider not only the reactions of the participants but also 

the change in behaviour and business outcomes. 

Introduce Micro learning and Modular Training 

Microlearning sessions can be considered short and focused learning that can enhance 

the employer-employee engagement and can be integrated into the work schedule (Andi 

Rustam, Indah Yuni Astuti & Unna Ria Safitri, 2024). E.g. providing five-minute video lessons on 



customer care or compliance using mobile applications has the potential to raise the 

completion rates without interfering with routine operations. 

Enhance Inclusivity Through Hybrid Learning Models 

Digital platforms in conjunction with local mentoring or virtual group sessions would 

contribute to the accessibility gap between the urban and the rural stores. The video 

conferencing technology would allow ASDA to reach mentors and employees in all parts of the 

company on an equal level with respect to learning. 

​​ TASK 4: DEVELOPMENT PLAN & PERFORMANCE MANAGEMENT 

Overview of Performance Management at ASDA 

At ASDA, performance management is a component of its people strategy, which aims at 

harnessing individual potential in order to improve organisational performance. The system is 

established in such a way that it is focused on the assessment of previous performance as well 

as promoting subsequent growth, aligning the goals, and enhancing the involvement of the 

employees. ASDA uses a continuous performance management process and does not use an 

annual review process. Performance and Development Reviews (PDRs) are frequent discussions 

between the manager and the employees aimed at establishing clear objectives, reviewing 

progress, and determining learning requirements (Pujianto, 2024). A digital platform of ASDA, 

called ASDA You supports these reviews and helps employees to follow the goals, to study the 

training materials, and get some feedback. The system supports the Performance Management 

Model affirmed by Armstrong that is concerned with the combination of goal setting, coaching, 

feedback, and reward. At ASDA, performance management is directly connected with the 

culture of recognition and development that is in the company- providing that individual 

success directly leads to the results of teams and the company. 

​​ Designing a Development Plan for an Individual 

To explain the ASDA development planning process, a sample development plan factoring 

in one employee of the company, Jane Thompson, who works as a Team Leader in the grocery 

department is given as follows: Jane has good technical and operational competencies, but she 

needs continuous improvement in leadership, communication, and a performance management 



aspect to become a Store Manager. Training Needs Analysis (TNA) identified the major lack of 

competencies in her based on her recent performance appraisal and line management. 

 

 

 

 

Table 1 Individual Development Plan – Jane Thompson (Team Leader, ASDA UK) 

Development 

Objective 

Actions / Learning 

Activities 

Development 

Vehicle 

Timescale Success 

Criteria / 

Evaluation 

1. Strengthen 

leadership and 

team management 

skills 

Enrol in ASDA 

Leadership 

Development 

Programme; 

participate in team 

leadership workshops 

Formal training 

(Leadership 

Academy) 

3 months Improved team 

morale; positive 

feedback in 

employee 

engagement 

survey 

2. Enhance 

communication 

and conflict 

resolution 

Attend ASDA’s 

“Effective 

Communication” 

course; practice 

through role-play 

scenarios 

Coaching and 

e-learning 

2 months Reduction in 

team disputes; 

enhanced peer 

and manager 

feedback 

3. Improve 

performance 

monitoring and 

feedback delivery 

Shadow Store 

Manager during PDR 

meetings; use ASDA 

“You” platform to 

track team 

performance 

Experiential 

learning / 

mentoring 

4 months Accurate 

performance 

reports; 

improved 

productivity 

scores 



4. Build 

commercial 

awareness and 

strategic 

decision-making 

Participate in 

cross-departmental 

project (e.g., stock 

optimisation initiative) 

Job rotation / 

experiential 

project 

6 months Contribution to 

cost-saving 

initiative; 

positive 

managerial 

evaluation 

5. Develop 

personal 

confidence and 

self-management 

Engage in monthly 

coaching sessions with 

Store Manager; 

maintain reflective 

learning journal 

Coaching and 

self-reflection 

Ongoing Increased 

confidence in 

leading meetings 

and presenting 

ideas 

​​  

​​  

​​  

​​  

​​ Aligning Development with Performance Management 

ASDA is incorporating personal development plans in its performance management cycle 

by way of ensuring that employee growth is equalized to business goals. The SMART goals being 

set by employees and managers connect the personal development to the department goals, 

such as raising customer service and productivity. The advancement is observed by monthly 

visits on the ASDA You platform, which is underpinned by the power of positive feedback 

culture. Achievements in performance are linked with rewards such as promotions, bonuses and 

rewards schemes which encourages constant improvement (Wang et al., 2020). The line 

managers will also serve as mentors whereby they will guide the employees and make sure that 

there is harmony between the learning results and the performance expectations. Reflective 

practices, journal, and post training programs are useful to employees in practicing new skills. 

This combined strategy embraces responsibility, participation, and performance to be 

measured, which supports the culture of constant learning and growth at ASDA. 

 



 

Table 2 Evaluation of the Development Plan 

Aspect Description Application / Outcome 

Evaluation 

Framework 

Based on Kirkpatrick’s 

Four-Level Model (1994) 

assessing Reaction, Learning, 

Behaviour, and Results. 

Ensures training effectiveness through 

feedback, skill assessments, 

behavioural observation, and 

measurable business outcomes. 

Application to 

Jane’s Plan 

Focuses on leadership 

improvement, engagement, and 

productivity. 

Progress monitored via PDRs, KPIs, 

and customer feedback; reduced 

absenteeism indicates success. 

Continuous 

Review and 

Adjustment 

Quarterly reviews keep 

objectives aligned with ASDA’s 

priorities. 

Additional coaching or modified 

learning activities ensure continued 

progress. 

Broader 

Organisational 

Benefits 

Evaluation informs HR and 

strategic learning investments. 

Identifies effective programmes, 

strengthens talent management, and 

supports long-term organisational 

growth. 

 

 

​​  

CONCLUSION  

The development of the employees will continue to be at the core of the success of ASDA 

UK as it helps the organisation to perform and it also enables the employees to be better off. 

ASDA develops an empowered workforce through the investment of skills enhancement, 

mentoring and leadership interventions that permit the organisation to accommodate the 

dynamic retail environment. The expectations management that aid in ensuring that the 

employees are motivated and focused on meeting the objectives of the business are achieved 

by way of effective communication and performance reviews, and this enhances the 

psychological contract between the employer and the employees. The analysis of the 



development vehicles of ASDA proves that formal and experiential learning, as well as social 

learning, used in combination provide the development of constant progress and cooperation 

on all levels of the organisation. The suggested development is an example of how personal 

development can be directly associated with performance delivered. Finally, the culture of 

learning, engagement and collectivism is formed by the involvement of individuals in ASDA. This 

strategy can not only make ASDA more productive and customer content; it also makes it a 

pattern of good people growth and organisational sustainability in the UK retail market. 
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