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This projects focus is developing the learning organisation. The first part is about the importance of development for the company but for employees/individuals s well. It covers learning styles, development opportunities, performance appraisals, training interventions, and everything a manager should know and consider when thinking about training and developing his staff.
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When it comes to an individual, an organisation, a group of random people or a situation in every day’s life, being able to critically assess any facts or individuals, first tool needed is critical thinking. A very easy to understand definition for critical thinking is the following: “setting out actively to understand what is really going on by using reasoning, evaluating evidence and thinking carefully about the process of thinking itself.” (Chatfield, 2017)
Every organisation needs to keep developing the individuals, the systems, and processes to reach the desired results. 
When thinking about developing individuals in an organisation, first, the management needs to understand the individuals needs, because people are different, jobs are different, and every person has different needs. According to the research (CIPD, 2022), people want equality and want to be treated the same in work, so equality, diversity and inclusion are three factors that add value to an organisation. 
Here comes the question, how to develop the individuals in an organisation? What are the benefits for the individual and what are the benefits for the organisation? Are there any disadvantages in developing the individuals?
After completing some research, individuals must be developed if the organisation wants to succeed. 
Let’s start with personal development. According to Eggert (2013) we can determine that there is a good side and a bad side on personal development. The nice part is that personal development brings happiness (seeing yourself successful, being able to tick all the points on your checklist), strengthens the individual’s ego, brings health in body but most of all in mind. On the other hand, is the not so pleasant side where an individual can lose his friends, because they are happy when you are successful but not more successful than them, it is hard work and requires lots of effort and most of all if you want to achieve some goals you must be honest with yourself and know your limits.
Some more thoughts about training people are in the following research (AWE, 2018) showing advantages and disadvantages for the individual and the organisation. Some of the advantages in training the employees are the quality of work, as they will do their jobs better by learning new skills or simply developing the skills they already have, frees up others time, as being trained they will become more independent, it will increase productivity and more work will be produced, motivation, the employees will be motivated to do their job well, they will feel appreciated and valued, it helps building relationships, if the training is help internally and the employees are trained together it helps strengthen the relationship between them. Looking to the disadvantages the biggest two are time and cost, as sometimes it can take a long time and this time is taken out of working hours which affects productivity. The cost is a disadvantage as well because training people is not cheap, then taking people out of work to be trained with the productivity being affected, it means losing money again, then when the employees are fully trained they pretend to have a pay rise because they are qualified now, and if the company cannot afford it, the employees will leave straight after being trained.
[bookmark: _Toc155877963]Holland’s Model of Vocational Choice
John hollands view regarding how people choose their career represents an extension of their personality. So, he made a model that explains how people choose their career and how its reflecting their personality.
According to the research (MBA Knowledge Base, 2020), people with similar personalities will go for the same employment opportunities. So, the realistic personality type will enjoy using tools and machines, they are practical and have physical skills approaching problems in a practical problem-solving manner. The investigative type, enjoy challenges that require using their intellect, they enjoy science, they like to work independently but don’t like supervising other people. The artistic type enjoys creating music or art or writing. They are original and creative. The social type is the person who likes helping others by teaching them things. They like solving problems through teamwork and discussions and don’t like working with machines. The conventional type values money and likes rules. The perfect job for them is in an office environment. The enterprising type is represented by the people who sell using their verbal skills. They are popular and enjoy leadership positions.
When it comes to examining people’s expectations and requirements, according to Belinda Wee, every employee should expect to maintain the following behaviour in the workplace: “displaying a positive and respectful attitude, working with honesty and integrity, representing the organization in a responsible manner, performing their job to a reasonable, acceptable standard, maintaining good attendance, conducting themselves in a professional manner, even when off duty, following set policies and procedures when dealing with problems or issues.”(Schooley, 2019)
By performance expectations, the employer communicates about performance through the year with the employee, by setting SMART objectives to keep them focused and motivated. According to Scott (2014) “we all have important milestones we'd like to reach. The trick is to create a plan and commit to it. Setting S.M.A.R.T. goals can help you do this.” And it is true, when you really want to achieve something, is you set your goals correctly and try your best to do everything right it is much easier to achieve that goal. By SMART objectives, we refer to Specific- being very clear in explaining the target and the steps on how to achieve it; Measurable- quantitative or percentage, let the employees know how much they have to achieve, in numbers or percentage; Achievable- the level of performance agreed must be achievable in the specified conditions; Relevant- must not be determined by external, non-controllable factors; Time- bound- the objectives set must be achieved in a specific time frame.(Frey and Osterloh, 2011)
As an example of smart objective, there is one suits shop where the manager sets target every week by setting smart objectives for the employees. Every week is a different amount to be achieved and all the employees are aware of it. On the time sheet the manager will write down the team’s target, for example £28.785 and then he divides it to all the employees, of course based on how many hours a week each employee works. So, every week, every employee has a specific target that is achievable in the time scale and motivates the employees to perform well and makes them feel happy every time they achieve the target or exceed it.
[bookmark: _Toc155877964]Management development 
“Management development must be in tune with what managers are expected to achieve, what they actually do, the numerous different roles they play and how well they perform.” (Prokopenko & International Labour Office, 1998) 
It is a continuous development process in which managers can always improve their skills, by learning new techniques about how to manage the organisation and the employees in the best way possible to achieve the desired outcomes.
On the other hand, career development includes all the employees and all the tools needed to improve their skills. Before developing the individuals, we need to know what their needs are. We can do this by conducting a gap analysis which will help us identify the employees current set of skills and qualifications and compare them with the job’s requirements. According to Sussex Business School (2017) once the differences have been identified, we must list and prioritise actions on how to help the employee to develop the set of skills or knowledge needed. For this we need to access development vehicles. Some of the development vehicles are: coaching on a one to one basis, studying for professional qualifications, attend formal training courses, undertake e-learning, role play and simulation, using 360 degrees feedback, visiting different areas of the business, background reading, research, observing others in the workplace and picking up tips and tricks, temporary transfers, job swaps, attend technical product knowledge training, team building, brain storming, sensitivity training, survey feedback, group discussions, appraisal, and there are so many other development vehicles that help improve employees skills, but it depends on individual and business needs what suits the situation better, so it is up to the manager to decide which vehicle will best help in a specific situation.
According to the research (Gupta, 2021) a skills gap analysis is very important because the technology develops so fast, and all businesses need to keep up with everything new and inline with the digital transformation. To conduct a skills gap analysis, the first thing to know is the skills that the individual or team possess, and the skills needed to perform certain tasks and then try filling the gap in the best, most effective and efficient way possible.

[bookmark: _Toc155877965]Performance appraisal 
What is a performance appraisal?! According to Hayes (2023) “the term “performance appraisal” refers to the regular review of an employee’s job performance and overall contribution to a company. Also known as an annual review, employee appraisal, performance review or evaluation, a performance appraisal evaluates an employee’s skills, achievements, and growth, or lack thereof.” It is also used for the employer to see if the employees need to improve, and which area of the company is not doing so well because of the lack of skills. It is usually conducted once a year, twice a year or depends on company’s needs. 
Performance appraisals have a high failure rate. According to the research (Murphy et al., 2018) almost all organisations are using performance appraisal but still 90% of them are ineffective.
According to Tapamoy (2008) an essential step to success is feedback. So, performance appraisal system is very important because it’s the way the employees get feedback. An interesting approach regarding feedback can be seen in the next table (Tapamoy, 2008) called framework of feedback.
	EXPECTATIONS
Desired behaviours, standards, and results
Based on skills and competence
Explicit or implicit on nature
Change over time.
Necessary for effective feedback

	OBSERVATIONS
Facts or occurrences
Based on observation and data
Impersonal and objective feedback
Segregated from appraisals.
Essential for success of appraisal system

	CONSEQUENCES
Known or possible effect on performance
Desired vs. undesired
Known vs. possible.
Urgent vs. emergent action
	ASSESSMENT
Personal interpretation or evaluation based on set of observations.
Unavoidable
Not objective
Creates resistance.
Required to determine consequences.





A different perspective on performance appraisal is that this whole appraisal process is not working. According to Coens and Jenkins (2002) people’s moral is destroyed during this appraisal meetings and instead of motivating employees, the process is doing exactly the opposite. So, instead of using performance appraisals, they (Coens and Jenkins) recommend businesses to try using emerging thinking, a much more efficient procedure, based on empowering people, creating collaborative teams, unleashing intrinsic motivation, improves processes and the whole organisation. As Stephen Covey and Deming were writing about intrinsic motivation, which is more important than the world of incentives where people are told what to do in exchange of something.
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Learning styles
It is very important to understand that every individual’s mind is functioning differently, and we all have a unique way of learning. This is why we will now have a look at different learning styles. This way, a manager can determine how can he develop his employee’s skills, and which is the way they prefer to learn new skills and abilities. According to the research (Pratchett and Young, 2016) we can determine that Kolb’s learning cycle is the way in which the learner touches all the bases of learning. To start, an individual will take part in an action so he can see the effect of the action, then look back and reflect on what happened, the next step will be thinking about how things could have been different in different circumstances, and the last step is experiencing, trying to do something different to change the outcome, to make things better, more efficient, and effective.
Another approach on learning styles is found in Honey and Mumford’s learning styles (Pratchett and Young, 2016) but still inspired by Kolb’s learning cycle, classifies learners in 4 groups: 
· Activist – the individuals that learn by doing, the type that loves experiencing new things.
· Reflector – that type of person who likes to observe before actioning, considers that collecting data is vital, takes important decisions after analysing very well.
· Theorist – the perfectionist type, that needs models, concepts, and logical theories.
· Pragmatist – need to see how the learning is applied in real life, likes trying new theories to put them in practice to see if they work.
As all individuals are different, if a manager keeps a close eye on his employees to get to know them and find their learning styles by analysing the way they do their jobs, it is easy to determine their learning style and therefor will be easy to figure out what development method they need to help them learn new skills.
According to Nick Van Dam and Masie (2018) the learning function of an organisation has a strategic role in five areas:
1. Attract and retain talent – because employees are nowadays used for as long as they fit the requirements, the main reason why employees need to learn and develop is to keep up with the company’s development.
2. Develop people’s capabilities – because there are more chances for a business to succeed if the employees are trained and developed right.
3. Create a values-based culture – creates a sustainable enterprise that contributes to the welfare of society.
4. Build an employer brand – boosts the company’s reputation by being an “employer of choice”.
5. Motivate and engage employees – the most important way to engage with employees is to provide them with opportunities to learn and develop new skills and competencies.

[bookmark: _Toc155877967]Development opportunities
“The strategic development of talent is the process of changing an organisation, stakeholders outside it, groups inside it, and people employed by it through planned and unplanned learning, so they possess the competences needed to help the organisation achieve and sustain competitive advantage.” (Rothwell & Kazanas, 2003)
According to the research (DipProfCoacing, 2019) the key aspect in developing new skills in people is by allowing them to have new experiences outside their usual role. To do so, there are some steps to be followed to make sure you are providing your team members a safe way to develop opportunities. First you must believe in your team and their strengths, but also know their weaknesses. Then ensure that the development method aligns with the persons career aspirations. After that, make sure there is enough support available, let them know you are there, and you are ready to help at any point if they need you. Make sure that during this development there is another member of staff ready to jump on the task that the person developing new skills was on.
Now the question is why? Why do we want to develop our employees?
According to the research (Wharton online, 2021) we can determine that 92% of employees consider development as being important or very important, employees that had been professionally developed are 15% more engaged in work, learning and development encourages innovation and gives employees a different perspective about tasks, it is good for the business because by being known as a company that invests in employees development, the business will attract more ambitious talented people, improves company’s culture, increases productivity, increases profitability, reduces wastage and supervision.
[bookmark: _Toc155877968]Continuing professional development (CPD)
“CPD is the requirement that the members of a profession or an organisation undertake training to maintain their competence, knowledge, skills and integrity on a regular, structured basis after they qualify.” (Friedman, 2013)
According to the research (Megginson et al.,2007) there are all kind of benefits in CPD, for individuals for example, it grows their confidence, increases their credibility but also the responsibility, prepares them for future opportunities, keeps them up to date regarding new services and technology, for the employer the most important benefit is that retains staff from leaving elsewhere.
Mentoring, according to Ritchie and Walker (2008), is a key element of continuous professional development, because the employees need support and guidance. 
According to the research (Wright, 2018) mentoring is the heart of training. A mentor should be explicit without ruining confidence.
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Nowadays employees attend different courses as a matter of training, from marketing to merchandising techniques, from energy saving methods to safety legislation. (Margaret Anne Reid et al.,2009)
According to Margaret Anne Reid et al. (2009) training can also be done by employees by being constantly active and asking questions, self-study, attending branch meetings, studying in his own time, joining a forum group.
When the employer knows what type of training the employees need than he can act by “Implement your training program and supplement formal training classes with free self-paced options such as Web-based training courses. Providing a comprehensive training program allows teams to form stronger bonds between geographically dispersed locations, generate new strategies to resolve business problems and manage project deadlines more effectively. Provide a resource list of case studies so participants can learn to identify the techniques used by high-performing teams during formation, planning, establishment of rules and successful operation.” (Duggan, 2010)
[bookmark: _Toc155877970]Kirkpatrick assessment 
Don Kirkpatrick evaluated his own training methods by using the four levels on which he wrote some articles, reaction, learning, behaviour, and results.
According to the research (Kirkpatrick & Kirkpatrick, 2016) the first level, reaction is the stage when employees find the training favourable and engaging being related to their job. The second level, learning, relates to that stage when they develop new skills, knowledges, attitudes. The third level, behaviour, shows how employees put in practice what they have learned during the training. The fourth level, results, is about the achievement of targets after the training.
As an example, there is a clothes shop that is not achieving its targets and the manager decides to take a closer look at the numbers and to observe the employees to see what is exactly happening. He decides to take 2 of the employees, which were not engaging enough with the customers, and asks them if they would be happy to complete a training course in customer service. They accepted happily and joined the training course. They were verry excited to learn new things about how to offer a better customer experience and have learnt lots of interesting new things. When they came back to work, the manager saw improvements immediately and was proud of them for changing their attitudes in such short time. After a week the sales were doubled and the reviews on internet started gradually growing and new customers were stepping through the door.

[bookmark: _Toc155877971]





References
AWE. (2018, June 28). Employee Development: The Pros & Cons of Training Staff - Asset Wisdom. Asset Wisdom. https://asset-wisdom.com/news/employee-development-the-pros-cons-of-training-staff/
Chatfield, T. (2017). Critical Thinking. SAGE.
CIPD. (2022, November 1). CIPD | Equality, Diversity, and Inclusion in the Workplace | Factsheets. CIPD. https://www.cipd.org/uk/knowledge/factsheets/diversity-factsheet/
Coens, T., & Jenkins, M. (2002). Abolishing performance appraisals: why they backfire and what to do instead. Berrett-Koehler Publishers Inc.
DipProfCoaching, B. B. Bs. B. M. (2019, September 19). Risk & Reward: How to Provide Development Opportunities for Your Team. Thoughtful Leader. https://www.thoughtfulleader.com/development-opportunities/
Duggan, T. (2010). Human resources: How to develop a training intervention program. Chron.com. https://smallbusiness.chron.com/human-resources-develop-training-intervention-program-2022.html
Eggert, M. (2013). Brilliant Personal Development: Your Essential Guide to an All-Round Successful Life. Pearson Education Limited.
Frey, B. S., & Osterloh, M. (2011). Successful management by motivation: balancing intrinsic and extrinsic incentives. Springer.
Friedman, A. L. (2013). Continuing Professional Development. Routledge.
Gupta, D. (2021, June 10). How to Conduct a Skill Gap Analysis: Step-by-Step Guide (2021). The Whatfix Blog | Drive Digital Adoption. https://whatfix.com/blog/skills-gap-analysis/
Hayes, A. (2023, May 25). What is a Performance Appraisal. Investopedia. https://www.investopedia.com/what-is-a-performance-appraisal-4586834
Kirkpatrick, J. D., & Kirkpatrick, W. K. (2016). Kirkpatrick’s four levels of training evaluation. Association for Talent Development.
Margaret Anne Reid, Barrington, H. A., & Brown, M. (2009). Human resource development: beyond training interventions. London Chartered Institute Of Personnel And Development.
MBA Knowledge Base. (2020, July 16). John Holland’s Theory of Career Choice. MBA Knowledge Base. https://www.mbaknol.com/human-resource-management/john-hollands-theory-of-career-choice/
Megginson, D., Whitaker, V., & Chartered Institute of Personnel And Development. (2007). Continuing Professional Development (2nd ed.). Chartered Institute of Personnel and Development, [Reprinted.
Murphy, K. R., Cleveland, J. N., & Hanscom, M. E. (2018). Performance Appraisal and Management. SAGE Publications.
Nick Van Dam, & Masie, E. (2018). Elevating learning & development: insights and practical guidance from the field. New York, Ny Mckinsey & Company.
Pratchett, T., & Young, G. (2016). Practical tips for developing your staff. Facet Pub.
Prokopenko, J., & International Labour Office. (1998). Management development: a guide for the profession. International Labour Office.
Ritchie, A., & Walker, C. (2008). Continuing Professional Development: Pathways to Leadership in the Library and Information World. Walter de Gruyter.
Rothwell, W. J., & Kazanas, H. C. (2003). The strategic development of talent. Hrd Press.
Schooley, S. (2019). How to Set Clear Employee Expectations. Business News Daily. https://www.businessnewsdaily.com/9451-clear-employee-expectations.html
Scott, S. J. (2014). S.M.A.R.T. Goals Made Simple 10 Steps to Master Your Personal and Career Goals. Createspace Independent Publishing Platform.
Sussex Business School. (2017, September 6). Career-Professional Development – The Gap
            Analysis • Sussex Business School. Sussex Business School. https://sussexbusinessschool.com/career-professional-development-the-gap-analysis/
Tapamoy, D. (2008). Performance appraisal and management: concepts, antecedents, and implications. Excel Books.
Wharton online. (2021, November 22). 5 Reasons to Offer Employees Learning & Development Opportunities. Wharton Online. https://online.wharton.upenn.edu/blog/5-reasons-to-offer-employees-learning-development-opportunities/
Wright, T. (2018). How to be a brilliant mentor: developing outstanding teachers. Routledge.
image1.jpeg
PRIFYSGOL CYMRU ———
S Y Drindod Dewi Sant
UNIVERSITY OF WALES

Trinity Saint David





