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[bookmark: _Toc534212216]1. Introduction
Career development can be defined as a continuous process through which individuals acquire skills and job mastery in order for reaching their desired goals (Terry and White, 2014). Every individual has their own goals and objectives which they want to reach and fulfil throughout the progression of their career. There is no denying the fact that individual skills, capacities and motivation level determine largely the extent to which employees of an organisation are able to reach their goals, the role of management is also significantly vital in this regard. In this paper, the role of management as well as the employees with regards to ensuring workplace achievements is discussed in detail. The discussions are based on the career development of employees of Primark. Primark is an Irish fast fashion retailer headquartered in Dublin. 


[bookmark: _Toc534212217][bookmark: _GoBack]2. Expectations and requirements of people
When an individual joins in an organisation as an employee, they always, irrespective of their position and role, come with some expectation and requirements from that organisation. Although money and related financial benefits are usually considered as a common and most significant factor why individuals engage themselves in an organisation, there are many other requirements which, however, can differ significantly from person to person (Kirk and Kirk, 2011). There are many tools and models through which individual expectations from an organisation can be examined. In this case, Maslow’s Hierarchy of Needs theory, one of the most popular and most discussed motivational theories, is used for assessing the expectations and requirements of employees of Primark from the fashion retailer. 
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Figure 1: Maslow's Hierarchy of Needs
(Source: Kirk and Kirk, 2011)
Physiological Needs
In the hierarchy of needs theory, Abraham Maslow proposed that human needs and requirements can be grouped into five classes which are positioned in a hierarchical way and upper tier needs only arise when lower tier needs are fulfilled (Gilley et al., 2010). Psychological needs which usually include need for food, warmth and shelter, according to this model, are the most basic and primary needs of individuals. When an individual joins Primark, these psychological needs also work as the most crucial motivating factor for them (Terry and White, 2014). Any other needs or requirements are not considered until and unless these needs of the employees of Primark are properly fulfilled.
Safety Needs
Safety needs, according to the hierarchy of needs model, arise when the psychological needs of individuals are fulfilled. Safety needs usually include financial security, health and wellness and safety against accidents and injuries (Swanson and Holton, 2009). However, the dimension and extents of safety requirements can significantly vary from person to person. Employees of Primark emphasise on their job security with regards to safety needs. It is the expectation and requirement of almost every employee at Primark that their job will be secured and Primark wouldn’t lay them off without showing proper and sufficient causes. Apart from job security, a safe working environment is also expected of Primark by their employees (DeSimone and Werner, 2012). It is expected of Primark that they would implement systems and strategies in alignment with the laws and regulations ensuring minimal risk of injuries and accidents to the employees. 
Social Needs
After individuals are satisfied and fulfilled with their safety needs, social needs become most significant for them. Individuals need for love and belongingness are considered as the common social needs as human beings inherently prone to becoming vital part of the society (Terry and White, 2014). Employees of Primark, because of being in an organisational setting, are driven by the needs of having good and friendly relationship with their co-workers with whom they collaborate on almost daily basis. For ensuring that social needs of the employees are met, Primark has to focus on developing a workplace environment which provides employees with the feeling of a second home. 
Esteem Needs
According to Maslow’s hierarchy of needs model, individuals, after fulfilling their social needs, are driven by the need for recognition and respect which Maslow categorised as the esteem needs (Gilley et al., 2010). When individuals feel that they have a safe and friendly working environment, it becomes instrumental to their motivation that they are respected by their co-workers. Moreover, they expect that their efforts are acknowledged organisation wide (Harrison, 2015). As per employees of Primark, they expect that their contribution towards the goal achievement of the fashion retailer is well acknowledged by the management. 
Self-fulfilment Needs
After all other needs are fulfilled, individuals run towards reaching their full potential which Maslow referred to as the need for self-fulfilment (Kirk and Kirk, 2011). Based on the assessment of own skills and capabilities, individuals, at this point, are primarily motivated by achieving everything at their position which they are capable of. Based on what individuals think themselves capable of, there can be significant incongruence among self-fulfilment needs of employees at Primark. 
[bookmark: _Toc534212218]3. Administration of people in accordance with guidelines and career pathways
An individual, when joining an organisation, is always focused on developing and growing their career. Hence, it is most likely that they will leave the organisation which does not support their cause of individual growth and development alongside organisational goals (DeSimone and Werner, 2012). Although administration of employee can take different paths depending on individual skills and motivation level, the discussions below focus on the common strategies which Primark should implement for ensuring proper administration of their employees in accordance with guidelines and career pathways.
Planning Career Discussion
One of the most significant aspects with regards to administration of employees’ career development is picking the time for discussing the issue with respective employees. In general, management of an organisation picks up this topic when there occurs any sort of conflict (Kirk and Kirk, 2011). Such discussions usually do not lead to any positive outcome as they are primarily driven by negativity. For this, Primark needs to ensure that they sit with and discuss individual career goals and development with the employees when there exists no conflict (Gilley et al., 2010). Special achievements or yearly performance review can be chosen as the effective time for such discussion.
Suggesting Action Strategies
With regards to administering the career development of their employees, management of Primark should primarily emphasise on developing action strategies and suggesting them for individual employees (Terry and White, 2014). While providing employees with training and development suggestions, Primark management must ensure that the suggestions are in alignment with skill needs of the employees. For this, Primark management needs to assess individual skills, strengths and capabilities of the employees which can be done through conducting personal SWOT analysis of the employees. Apart from this, what individual employees want for themselves must also be considered (Harrison, 2015). In this regard, Primark management should provide employees with information and suggestions on qualifications and certification requirements for achievement of those goals.
Facilitating Networking
In order for reaching individual goals, there is hardly any alternative to networking. Hence, Primark management should ensure that there develops sufficient networking among the employees within the organisation as well as with other industry specialists (Gilley et al., 2010). Although it is argued that the extent to which individual employees can form networks is largely dependent on their own communication and networking skills, Primark can surely provide them with crucial introductions with whom they can form networks. 
[bookmark: _Toc534212219]4. Management of employees’ career development
Every individual has some desired future where they want to reach throughout their career. Career development, In this regard, can be defined as a continuous process through which individuals acquire skills and job mastery in order for reaching their desired goals. There is no denying that individual motivation is a key determinant of how employees develop (DeSimone and Werner, 2012). The role of management, however, is also very crucial with regards to managing career development of employees. The role that HR managers at Primark can play in managing career development of their employees is discussed here.

Coaching
Coaching is considered as one of the most significant roles of HR mangers in managing career development of employees (Terry and White, 2014). Primark management, under this role, needs to focus on developing a working environment which fosters trust and open communication. In this way, strengths, weaknesses, interests, and values of the employees can easily be assessed and analysed by Primark management. Developing an environment of two-way communication and dialogue can ensure proper identification of these variables.
Advising
When employees are not advised on a regular basis by their managers, it is very likely that they will leave the organisation since they lack any proper objective and purpose (Swart et al., 2013). Primark management, under the role of advisor, needs to provide their employees with organisational information, realities, and resources so that individual development goals of employees are in alignment with organisational goals (Harrison, 2015). Moreover, Primark management needs to advise their employees on the comparative feasibility of various career development options.
Appraising
It is less likely that individuals will reach their career goals if there exists incongruence between the goals and individuals skills and capabilities. Hence, the role of Primark management in appraising the employees is very instrumental to career development of their employees (DeSimone and Werner, 2012). By appraising the performance of employees, Primark management can provide their employees with information and suggestion on potential career opportunities.
Referring Agent
For smooth career development, there is no alternative to developing contacts and networks. Primark management, under the role of referral agent, needs to provide employees with contacts and networks which will help them achieving their career objectives and goals (Kirk and Kirk, 2011). In order for ensuring that employees have maximum exposure, Primark management needs to formulate committees and task consisting of employees from different departments.
[bookmark: _Toc534212220]5. Performance and succession planning management
When an individual in the top management of an organisation retires or leaves the organisation, it is very crucial that the organisation has replacing option. Succession planning, in this regard, can be defined as organisations’ development of talents in order for replacing key employees (Kirk and Kirk, 2011). In order for ensuring sustainable business operations, there is no alternative to succession planning. Primark management needs to have a guideline for managing the succession planning of their employees which is discussed here. 
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Figure 2: Figure 2: Steps in Effective Succession Planning
(Source: Kirk and Kirk, 2011)
Assessing Company Visions and Growth Plans
For ensuring effective succession planning, assessing future employment needs is very crucial. One way of gaining significant insight about the future employment needs of Primark is through the assessment of company vision and missions (Swanson and Holton, 2009). Primark management can assess visions and growth plans through their budget forecasts and strategic plans.
Creating an Inventory of Existing Skills Set
Every employee has some skills and capabilities which could vary from person to person. The role of Primark management in succession planning, in this regard, is to assess the existing skills of their employees in order for facilitating the creation of existing skills set (Swart et al., 2013). Through this, they can assess which sort of skills employees are lacking for playing certain future roles. For gaining inputs about skills, employees’ self-assessment and assessment by the supervisor can be used.
Asking Personnel of Their Preferred Destination
When it is crucial that organisations provide employees with training and development opportunities that would equip them for effectively playing particular roles in future, it is also crucial that the plan is in alignment with individual goals of the employees (DeSimone and Werner, 2012). Hence, Primark management needs to develop a relationship of trust and open communication with the employees so that it can lead to transparent succession planning and better rebalancing of employee mix.
Evaluating Individual Future Potential
Apart from assessing existing skills set and individual goals of the employees, Primark management should also assess the future potential of their employees so as to identify whether the employees will be able to play particular roles (Gilley et al., 2010). Primark management needs to consider current skills, motivation and growth of the employees in order for assessing individual future potential of their employees.
Informing Employees of Succession Potential
Organisations most often make mistakes with regards to informing employees about their succession potential which leads to highly potential employees behaving in entitled manner and disappointed ones leaving the organisation (Terry and White, 2014). Hence, Primark management needs to inform their employees about their future potential with the fashion retailer. 

Grooming Personnel
While existing skill set and motivation of employees may indicate towards future succession potential, the role of Primark management is to ensure that the employees are properly groomed so that they are developed in a way that best matches their future roles (Swart et al., 2013). Meeting with the employees on a regular basis is crucial in this regard in order for identifying and closing the existing and required skills set. 
Offering Retention Programs
Business organisations have been found to be facing significant losses when employees considered in their succession planning leave the organisation at a middle point. The role of Primark management, in this regard, is to provide employees with various retention offers so that they do not prematurely leave the fashion retailer (Swanson and Holton, 2009). While packaging the retention programs, individual motivation and reasons for leaving the organisation need to be considered by Primark management.
[bookmark: _Toc534212221]6. Techniques for supervision and formal appraisal
Assessing the performance of employees of an organisation in a particular role can be referred to as performance appraisal (DeSimone and Werner, 2012). In order for investigating whether individuals have been effective in playing the role they have been assigned with, it is crucial that organisations conduct performance appraisals on regular intervals. The figure below illustrates a formal employee performance appraisal process. 
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Figure 3: Performance Appraisal Process
(Source: Gilley et al., 2010)
Although there are various techniques which organisations use for performance appraisal of their employees, the role of assessment centre method and behaviourally anchored rating scales (BARS) in appraising the performance of Primark employees is discussed here.
Assessment Centre Method
Individuals in senior roles are assessed through this technique by being tested in various social scenarios. As socialisation skills are crucial in mid and top level management, Primark can assess the social skills of such employees through this method (Swart et al., 2013). Under this method, the candidates are put in different situational exercises through which their traits such as openness, tolerance, introversion/extroversion and effectiveness in dealing with the subordinates and the peer groups can be assessed (Pettinger, 2012). In-basket exercise, role-playing incident and business game are some of the most common and effective situational exercises which Primark can use in this regard. 

Behaviourally Anchored Rating Scale (BARS)
Through BARS, Primark management can conduct both quantitative and qualitative analyses of the performance of their employees at all levels (Swart et al., 2013). Under this method, specific examples are first developed which are anchored to numerical ratings. Primark management can formulate different such anchors and appraise the performance of their employees through comparison (DeSimone and Werner, 2012). Development of effective and ineffective behavioural standards is also crucial under this technique for which Primark management can resort to critical incident technique or task performance analysis.
[bookmark: _Toc534212222]7. Ensuring fair and objective appraisal
Employee performance appraisals are often criticised for lacking fairness and objectivity. When performance appraisals are unfair and subjective, they fail to achieve the ultimate objective of the whole appraisal process thus bolstering the significance of ensuring fairness and objectivity in appraisal process (Kirk and Kirk, 2011). The discussions below focus on the strategies which Primark management should follow for ensuring fair and objective appraisal.
One of the most common mistakes in the appraisal process of organisations is the dictatorship of the HR in the development of the appraisal form (Gilley et al., 2010). Although it is true that maximum input while formulating appraisal forms should come from the HR managers as they are most aware of critical skills, the significance of employees in providing valuable inputs should be ignored by Primark management (DeSimone and Werner, 2012). When inputs regarding strengths, development needs and potentials are derived from both managers and employees, there is low scope for unfairness and subjectivity.
Since the key objective of employee appraisal is to ensure improvement of employees’ future performance through emphasising on the skills which employees lack, employee appraisals can fail to maintain objectivity when the employees and managers take the discussion as an aimless chat and overlook the significance of future action strategies (Swanson and Holton, 2009). Primark management, therefore, should not engage in any vague and subjective discussion with the employees. Rather, they should discuss objective actions with the employees.
One of the key reasons why performance appraisals and management fail is due to the barriers to performance improvement. Sometimes, employees cannot enhance their skills or improve their performance despite continuous efforts due to the presence of obstacles and barriers in the organisational system and setting (Terry and White, 2014). Primark management must make sure that poor performance of employees is not due to some reasons which is beyond employees’ control.
[bookmark: _Toc534212223]8. Reporting of performance appraisal
After conducting appraisal of employees’ performance, Primark management must prepare written form which documents the performance and action strategies. The extent to which performance appraisal leads to improvement in employees’ performance is significantly dependent on the quality of the appraisal report (Swart et al., 2013). The discussions below focus on the startegeis which Primark should follow while preparing appraisal reports. 
Starting with positive praise
Whatever the recent performance of the employee is, there is hardly any alternative to starting the appraisal report with positive praise of the employees (Gilley et al., 2010). Every employee has some particular areas where they are skilled at. Primark management should identify those areas for particular employees and start the report by praising the employees on their respective skilled areas. 
Identifying achieved goals
After employees are praised on their specific skilled areas, the appraisal report should focus on identifying the goals which have been achieved or exceeded by the employee (DeSimone and Werner, 2012). However, Primark management need not incorporate all the small goals here. Rather, goals that have been significant for Primark should be mentioned in this section.
Identify unachieved goals
In this section, Primark management should mention the goals which were assigned with the employees but have not been achieved. The manager must maintain fairness and objectivity while discussing the failure (Swanson and Holton, 2009). For example, a sales executive of Primark can hardly be held responsible for lower sales in a month in which his respective manager has been in leave for a long period.
Identifying constructive feedback
Primark management should provide employees with constructive feedbacks on their performance in this last section. The report must incorporate specific performance feedback and action strategies for guiding employees’ future actions (Swart et al., 2013). While providing feedback and action strategies, Primark management should equally put emphasis on the strengths and weaknesses of the employees.
[bookmark: _Toc534212224]9. Individual learning styles and development opportunities
Every employee needs to engage themselves in learning and development activities in order for ensuring their individual development and achievement of professional goals. However, the way in which individuals learn effectively can vary significantly from person to person (Gilley et al., 2010). Hence, Primark must analyse the preferred learning style of particular employees while developing training and learning strategies for them. 
Visual-Verbal
Some employees learn the best when they are provided with both visual and audio of the lessons. Such learners prefer calm and quiet learning environment. For such employees, Primark needs to provide them with their preferred environment (Cook and Poole, 2012). As such learners are adept in identifying solutions for complex problems, Primark must develop their learning and training activities emphasising on complex business issues.
Visual-Nonverbal
Such type of learners learns the best when they are presented with visual representation of the information or lessons. Usually, diagrams, graphs and charts work the best for teaching such learners (Swart et al., 2013). Primark management should ensure a calm and quiet learning environment for such employees. As they are adept in creative activities, Primark can train and employ such workers in designing of their products. 
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Figure 4: Learning Styles of Employees
(Source: Gilley et al., 2010)
Auditory
Auditory learners are more comfortable when they are provided with detailed discussion of the issues. Usually, music or background noises assist such learners in quickly grabbing the issues (Swanson and Holton, 2009). Hence, Primark should provide these employees with such learning environment. Moreover, Primark should discuss everything in detail for these learners to understand the problems. 
Kinaesthetic
This type of learners learns the best when they practically engage themselves in doing the activities. For ensuring effective training and improvement of such employees, Primark should manage for in-person simulation (DeSimone and Werner, 2012). Such kind of learning is most suitable for training employees on machine handling to avoid future injuries and accidents. 
[bookmark: _Toc534212225]10. Providing appropriate feedback to individuals
In order for ensuring continuous improvement of employees’ skills and performance, they need to be provided with continuous performance feedback. Performance feedback refers to the comments of the manager on the performance exhibition of the employees in relation to expected performance (Swart et al., 2013). The discussions below focus on how Primark management should provide appropriate feedback to their employees.
Timing it right
While providing feedback to employees, the timing of feedback is very crucial (Stack, 2013). Although there are specific times like monthly or yearly performance reviews when employees can be provided with performance feedbacks, Primark management needs to engage in more frequent feedback discussions with employees. For effective timing of feedback, Primark management should provide feedback when the memories of the events on which feedback is provided are fresh (Cook and Poole, 2012). When it involves negative emotions, sufficient time should be given for cooling things down.
Thinking it through
Feedback plays a vital role in facilitating employees with directions and action strategies for ensuring individual development which is why it is taken very seriously by the employees (Gilley et al., 2010). Primark management, hence, should sufficient time while preparing the feedbacks. They must prepare the feedback in a constructive way which will motivate superior performance. 
Ditching the sandwich approach
One of the most common mistakes which managers make during performance feedback is following a sandwich approach in which employees are given criticism between two compliments (Harrison, 2015). This approach is ineffective as it loses objectivity. Hence, Primark management should maintain authenticity and directness while providing employees with negative feedback.
Avoiding gender biases
Among many other things in organisation setting portraying gender biases, employee performance feedback is a common one (Swanson and Holton, 2009). In order to ensure that there remains no gender bias, Primark management needs to maintain maximum objectivity while evaluating individual performance.
[bookmark: _Toc534212226]11. Career development strategies
Career development can be defined as a continuous process through which individuals acquire skills and job mastery in order for reaching their desired goals (DeSimone and Werner, 2012). The role of management is very crucial with regards to managing career development of employees. Due to lack of effective career development strategies, many employees fail to reach their career goals. Some effective career development strategies for employees of Primark are briefly discussed here. 
Feedback
One of the best ways to gain insight on individual skills requirements is to ask for continuous feedback from the supervisors. In this way, employees of Primark can identify the gap between existing skills set and required level of skills for career development (Swart et al., 2013). Apart from supervisors and managers, employees of Primark can also ask for feedback from their peer groups.
Self-assessments
There is no one who knows of a person’s skills and weaknesses better than the person himself. Hence, employees of Primark need to engage themselves in self-assessments on a regular basis (DeSimone and Werner, 2012). As they have better knowledge of where they want to be at a certain future, they can better assess their skills gap and formulate strategies to fulfil those gaps thus facilitating career development.  For self-assessment, employees can resort to personal SWOT analysis.
Development of SMART Goals
In order for developing career progress strategies, there is hardly any alternative to developing SMART (specific, measurable, achievable, relevant and time-bound) goals (Swanson and Holton, 2009). The employees of Primark need to formulate individual SMART goals and engage themselves in learning and training activities that would assist them in achieving those goals.


[bookmark: _Toc534212227]12. Conclusion
When an individual joins in an organisation as an employee, they always, irrespective of their position and role, come with some expectation and requirements from that organisation. While the key focus of the organisation is to achieve organisational goals through the effective management of their people, individual goals and career development of the employees must not be overlooked. There are various strategies and tools that management of an organisation can use for ensuring career development of the employees. However, prior to development of learning and training strategies, individual skills, strengths and weaknesses need to be properly assessed by both managers and employees themselves. 
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