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[bookmark: _Toc456901523]It is a well-known phrase that success breeds success. More and more organisations are investing into the employees by upskilling them and training them in new fields/departments. Throughout this report I will be discussing and discovering the potential benefits to an organisation of developing individuals in the workplace, how to manage an individual’s expectations in respect of personal development using SMART, evaluating several commonly used developmental vehicles available to an organisation appropriate to the developmental needs of an individual and will generate and explain a detailed plan to meet the identified development needs of an individual in the workplace and the management of performance. I have used several research methods and will evidence this throughout the report and within my list of references. 

[bookmark: _Toc113014684]Critically assess the potential benefits to an organisation of developing individuals in the workplace.

Through researching different organisations develop plans, most organisations want their staff to progress in their roles through development. For example, I currently work for a high street bank and TSB Bank as an organisation are always looking to for their employees to progress within their career. The organisation has several internal developmental tools. These include face to face/online workshops to gain an internal qualification. ‘Coaching in the moment’ – this is where your line manager will shadow you for a certain length of time then give constructive feedback. When an organisation puts the time and money into developing their staff there are many benefits to the staff and organisation. (Bashir, 2013). For the organisations these include:
· Highly qualified staff members.
· Confident staff within their roles – which leads to less time-consuming scenarios.
· The organisation shows that it has clear, set expectations.
· Ensures compliance and any legal declaration.
· The organisation will have a good reputation and a low staff turnover.
· All of the above will ensure that the organisation will make money. 

There are many benefits to developing staff members, these include: 
· Staff members will have an improved skillset and qualifications.
· Staff members will feel valued and fulfilled within their role – which leads to low staff turnover.
· Staff members will feel confident to do the job correctly with confidence and pride. 
· Staff members will feel equal to one another if everyone is getting the opportunity to progress within the organisation and or their role. 
· Staff members will feel job satisfaction and happy to come to work which leads to improved mental health and wellbeing.
(Indeed Editorial Team, 2020)
As you can see from the above lists there are many benefits to the organisation and the staff members to invest in developing employees. To achieve such benefits the organisations would need to create a detailed plan and possibly a mission statement to begin. This will cost the organisation money to create and organise however the pros outweigh the cons in my opinion as if the organisation invests in their staff members the organisation will make more money back in the long run. For example, if the organisation has a good reputation, they will gain more custom/sales which leads to a higher profit. 

As mentioned, I work for TSB Bank who have a Do What Matters Plan. This plan includes goals for the company and their pathway until 2025 when they will review and set another five year plan. This plan clearly shows that they are willing to invest in their employees to empower them and build the brand/business. Please see below chart. (TSB Bank, 2020). 
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The Academy to Innovate HR have a clear pathway to manage employee expectations and I would like to focus on the section of designing a career path. Designing a career path with your employees can be difficult if you do not have the correct tools. Through my experience of designing my own career path I can safely say that using an analogy called SMART helps set clear goals for yourself (the employee) and the business. 
SMART: S stands for Specific, M stands for Measurable, A stands for Attainable, R stands for Relevant, and T stands for Timely. This will help you succeed because they give you a clear vision of what you’re trying to accomplish; once you have a clear idea of what you’re trying to achieve, it’s easier for you to put together the best plan of action for reaching that goal.

S: Specific
In order for a goal to be effective, it needs to be specific. A specific goal answers questions like:
What needs to be accomplished? Who’s responsible for it? What steps need to be taken to achieve it?
Thinking through these questions helps get to the heart of what you’re aiming for. Here’s an example of a specific goal for myself within my workplace:
SPECIFIC
Use my internal qualification to deliver ten Mortgage Promises (decision in principle) to customers from 01/09/2022 – 30/09/2022.
M: Measurable
Specificity is a solid start, but quantifying your goals (that is, making sure they’re measurable) makes it easier to track progress and know when you’ve reached the finish line.
I want to help TSB Bank expand on mortgage customers – but by how much? If I produce one mortgage promise (DIP) for a customer this month, that’s technically positive growth however I haven’t reached my intended target. 
To make this SMART objective more impactful, I need to incorporate measurable, trackable benchmarks.
MEASURABLE
Increase the number of potential mortgage customers by ten, this means completing two mortgage promises a week within the month of September. by having thorough conversations during customer appointments and making sure I have a clear understanding of the finances and financial needs, by asking open customers to customer when serving them either on the till or in the banking hall. 
A: Achievable
This is the point in the process when you give yourself a serious reality check. Goals should be realistic — not pedestals from which you inevitably fail. Is this something that you can reasonably accomplish?
ACHIEVABLE
Increase the number of potential mortgage customers by ten, this means completing two mortgage promises a week within the month of September. by having thorough conversations during customer appointments and making sure I have a clear understanding of the finances and financial needs, by asking open questions to customers when serving them either on the till or in the banking hall. 
Safeguarding the achievability of your goal is much easier when you’re the one setting it. However, that’s not always the case. When goals are handed down from elsewhere, make sure to communicate any restraints you may be working under. Even if you can’t shift the end goal, at least you can make your position (and any potential roadblocks) known up-front.
R: Relevant
Here’s where you need to think about the big picture. Why are you setting the goal that you’re setting?

I know that customers taking out new mortgages, re-mortgaging or taking out further borrowing against their mortgage is within the company’s bottom-line revenue goals as mortgages help the business make money and grow. This is a good time to revise the statement to reflect that context.
RELEVANT
Increase the number of potential mortgage customers by ten, this means completing two mortgage promises a week within the month of September. by having thorough conversations during customer appointments and making sure I have a clear understanding of the finances and financial needs, by asking open customers to customer when serving them either on the till or in the banking hall. It is well known within the finance industry that mortgage customers tend to also have their main bank account, savings and borrowing within the same bank this ultimately will increase profitability.
T: Time-bound
To properly measure success, you and your team need to be on the same page about when a goal has been reached. What’s your time horizon? When will you start implementing the tasks you’ve set yourself? When will you finish?
SMART goals should have time-related parameters built in, so everybody knows how to stay on track within a designated time frame.
When you incorporate these dates, your SMART goal is complete.
TIME-BOUND
Increase the number of potential mortgage customers by ten, this means completing two mortgage promises a week within the month of September – 01/09/2022 – 30/09/2022. By having thorough conversations during customer appointments and making sure I have a clear understanding of the finances and financial needs, by asking open customers to customer when serving them either on the till or in the banking hall. 
Knowing how to set goals using the SMART framework can help you succeed in setting and attaining goals, no matter how large or small.
[image: performance management cycle stages]
(Valamis, 2019)
The above diagram shows a four step performance management cycle. This performance management cycle allows organisations and employees to achieve their goals through using a structured and monitored process. These four steps are: Planning, Monitoring, Reviewing and Rewarding. This module is commonly used on a yearly basis, however, is becoming more frequently used within organisations. Eg, quarterly. 
1. Planning: This is where the organisation or the employers must come together to discuss what they would like the organisation to achieve and how they are going to reach this goal within the year, five years, 10 years etc. This stage is important for th organisation to set goals; however, it is equally important to discuss personal objectives and goals for the employees. These may include developmental goals, specific tasks to be completed, targets to be met and behaviours. The employer should then meet with the employee to discuss implementing these goals and developing a strategic plan. 
2. Monitoring: Employers should check in on progress on a monthly or quarterly basis, offer help and support if needed, assist in any problem solving that might have arisen, and adjust goals, if necessary.
3.  Reviewing: If the objectives and goals have been set as yearly. Both the employer and employee will meet at the end of the year and review if the set goals have been met. If frequent monitoring has been completed throughout the year these objectives and goals will have been met/achieved. 
4. Rewarding: The final stage of the performance management cycle is the reward. This is something that employees will be working towards and motivates employee to achieve. Rewards create a positive atmosphere and motivate employees for the upcoming year with new objectives and goals. 

By using the performance management cycle and SMART organisation and employees will find it much easier to not only set objectives and goals but also achieve them within the given timescales. 
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There are many different types of development vehicles available for organisations to use however many organisations stick with one style to manage all employees. Some of the popular development vehicles include Management by Objective, Objectives and Key Results and 360 Degree Feedback. 
Management by objectives (MBO), also commonly known as management by planning (MBP), was first popularized by Peter Drucker in his 1954 book The Practice of Management. Management by objectives is the process of defining specific objectives within an organization that management can use to help with employee’s organisation, then deciding how to achieve each objective in sequence. This process allows managers to take work that needs to be done one step at a time to allow for a calm, yet productive work environment. In this system of management, individual goals are synchronized with the goals of the organization.
An important part of MBO is the measurement and comparison of an employee's actual performance with the standards set. Ideally, when the employees themselves have been involved with the goal setting and choosing the course of action to be followed by them, they are more likely to fulfil their responsibilities and meet individual goals/tasks. 
According to George S. Odiorne (Odiorne, 1966), the system of management by objectives can be described as a process where the management and employee jointly identify common goals, define everyone’s main areas of responsibility in terms of the results expected of him or her, and use these measures as guides for operating the unit and assessing the contribution of each of its members. MBO refers to the process of setting goals for the employees so that they know what they are supposed to do at the workplace. Management by Objectives defines roles and responsibilities for the employees and help them path out their future course of action in the organization.
Management by Objective can also link back to the SMART analogy where your manager would set your specific goals, explain how this goal would be measured, the goal will be attainable, and relevant to your job role, and completed in a timely manner. 

Another commonly used development vehicle is Objectives and Key Results (OKR). The OKR framework was created by Andy Grove at Intel and taught to John Doerr by him. Since then, many large and global companies have adopted them, including Google, Allbirds, Apartment Theory and Netflix. 
OKRs are a collaborative goal-setting framework used by teams and individuals to set challenging, ambitious goals with measurable results. OKRs are how you track progress, create alignment, and encourage engagement around measurable goals.
Whether OKRs are used in office operations, software engineering, customer service roles or more, OKRs work the same for setting goals throughout many company levels. They can also work for setting personal goals and can even be used by individuals to get things done at places where management don’t use them. 
OKRs can be three things: Committed, Aspirational, or Learning OKRs.
Committed OKRs are like their name suggests — commitments. Where at the end of the time frame you are expected to have achieved the goal. 
Aspirational OKRs are sometimes called stretch goals or “dreams.” The pathway to an Aspirational OKR is expected to be unachievable since no one else has gotten there before. They also may be long-term and live beyond an OKR cycle or even be transferred between team members to stretch employee engagement.
Learning OKRs are for when learning something new is the most valuable outcome for the cycle. If a team isn’t sure how to proceed, they could set a Learning OKR that answers, “What is the most important thing we’re trying to learn in the next so many days?” The results can then inform a related Committed or Aspirational OKR in the next cycle.
The final developmental vehicle I will be discussing in this report is one that my own place of work uses with all employees throughout all grades. This development vehicle is called the three sixty Degree Feedback. Johann Baptist Rieffert developed this methodology in the 1950s. The idea of the three sixty degree feedback soon gained momentum, and by the 1990s most human resources and organizational development professionals understood how to implement it. 360-degree feedback is a method of giving or receiving workplace feedback by traditionally using anonymous surveys. You can use the premise that your colleagues, managers, and peers are more likely to be honest if they know that the feedback, they are providing is anonymous. This method typically involves getting feedback from multiple people simultaneously, which can further help it remain anonymous. When many people do these surveys, you might hear the term 'multi-rater feedback'. The questions in these surveys can involve personal working relationships, general workplace performance and other behaviours that affect the workplace.
You can employ this method through an online survey system, which can further help anonymity as there's no recognisable handwriting involved. When my employer wants to receive feedback from every employee nationwide, they will use an online survey to gather all the information. However, in the individual branches the three sixty degree feedback is used as a face to face tool. In my place of work this is called coaching for confidence where feedback is given straight after the observed interaction with a customer. 
The main benefit is that it gives individuals better information about their skills, performance, and working relationships than more traditional appraisal arrangements based on line managers’ assessment alone. The personal feedback report shows critical areas for self-development, and these are often highlighted. The report becomes a critical piece of evidence to support professional development planning. Once these areas of development have been identified the employee can then make a detailed plan on how improve and upskill.
You could argue that all these developmental vehicles are worthy of being used within all workplaces as they all aim to better their employees and make their organizations reputable. Each style will depend on the type of organization and/or what developmental vehicle that individual or organization has been taught. However, I feel the 360 Degree Feedback is widely used throughout my place of work and this works for both the individual employee and the organization as a whole. Therefore, I feel this is a style I would adopt if I was to run my own organization.  







[bookmark: _Toc113014687]Generate a detailed plan to meet the identified development needs of an individual in the workplace and the management of performance

An employee development plan is a guide used to align employee and company goals, while defining actionable steps toward the achievement of individuals goals. An employee development plan is a beneficial tool that is used to help employees grow both personally and professionally. Career development plans help individuals accomplish company goals and keep motivated, productive, and successful. Plans with concrete steps help employees perfect skills, be more productive, learn new things and expand their knowledge and networks. By offering professional development opportunities this can lead to better employee retention. 

To create an employee development plan you will firstly need to identify what the employee personally would like to work on within their professional career, these should be in line and relevant to the job role and the organisations goals and/or future for their employees. The employee may have more than one professional goal, depending on the timescales of goals and when the plan will be reviewed. Development plans must be realistic for the employee and employer. Once this have been identified by both the employee and the employer you can start creating a development plan together. There are many different tools and analogies that can be used to help create the development plan. However, I have decided to use a simple, clear, and effective table. This table clearly shows the employees information, set goals and what steps need to be taken to accomplish these goals. Depending on the professional goals and timescales, employee development plans should be reviews at a minimum of once a year. However, many organisations choose to complete or review employee development plans quarterly. This keeps the plan alive and on the employee and employers mind/agenda. This means that employees can complete certain goals on the development plan and possibly set new goals.  

Please see attached example employee development plan below. I have based this employee development plan on my own details and career goals and used the SMART analogy within the table. 

	Employee Name:
	Emma Louise Stevens

	Date: 
	02/09/2022

	Current title:
	Money Confidence Expert – Level three.

	Current Strengths:
	· Hard working and will always do everything I can to help the customer.
· Always keen to learn new skills and challenge myself.
· Confident in working in customer service.
· Good communication and language skills.
· Fully committed my job role.


	Development needs:
	· Knowledge.
· Skill: Prioritising workload.
· Confidence with group speaking.

	Specific professional goals:
	1. Use my internal qualification to deliver ten Mortgage Promises (decision in principle) to customers from 01/09/2022 – 30/09/2022.
2. Able to take part and publicly speak within large groups/meetings. Goal: Hold a morning meeting.

	Step 1: Measurable 
	1. Increase the number of potential mortgage customers by ten, this means completing two mortgage promises a week within the month of September.
2. Start by discussing one topic throughout the meetings with other colleagues. Set a timeline and have regular feedback sessions with manager.

	Step 2: Achievable 
	1. By having thorough conversations during customer appointments and making sure I have a clear understanding of the finances and financial needs and by asking open questions to customers when serving them either on the till or in the banking hall this goal is achievable. 
2. Take part in discussing/start discussions during meeting to help with confidence for the final goal of holding morning meeting. 

	Step 3: Relevant 
	1. It is well known within the finance industry that mortgage customers tend to also have their main bank account, savings and borrowing within the same bank this ultimately will increase profitability and help build the business.
2. Taking part and holding morning meetings is relevant to the business as it is part of my job role to discuss topics as a team. This skill will also help me progress within my career. For example it is mainly line mangers/managers that hold all meetings.  


	Step 4: Time Management 
	1. Having a timescale to work towards or a timescale to complete can add pressure however it can also cause motivation. By setting the goal of completing ten DIP’s within the month this means completing two mortgage promises a week within the month of September – 01/09/2022 – 30/09/2022.
2. I am setting myself the timescale of one month to hold a meeting with my team to discuss relevant topics within the banking industry. I feel one month is achievable to succeed in reaching this goal. 



[bookmark: _Toc113014688]Conclusion 

In conclusion to my finding there are many benefits to upskilling employees for both the employee and employer/organisation. The evidence shows employees feel valued and empowered by the upskilling/training to further their careers and this in turn means the organisation has a lower turn over of staff/loyal staff which safes the organisation of spending money to constantly train new employees. Therefore, upskilling employees is a win/win for both employee and employer. To be able to succeed in upskilling employees there are many different tools employers can use to help identify what the employee would like to work on/upskill. I have discussed three of these in the report and feel the three sixty degree feedback works effectively for my place of work. However, I can see how other organisations may use other tools. Through using the analogy SMART during my professional career and in this report to demonstrate an employee development plan I also feel this is an analogy that can be used widely across any profession. SMART can be used to set professional/career goals and personal goals. SMART can be used short term or longer term eg. Five year career plan or three month plan where you want to work on smaller goals. Therefore, this report shows the importance of communication between employee and employer to be able to achieve professional goals and manage your employees on a fair and professional level. 
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