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[bookmark: _1ci93xb][bookmark: _Toc145769031]Introduction.

In this assignment I will be critically assessing the benefit to developing individuals in the workplace and how this can benefit the organisation. Researching how not only how it benefits but how it can also be detrimental to an organisation, comparing the options available for smaller organisations and the risks it entails. Discussing employee expectations around personal development and how these can be managed. What interventions can be applied to coincide with these expectations, the importance being specific about the person you would like to join the team through the job advertisement. Evaluating development vehicles that can assist in identifying the development needs of the individual. And creating a plan to manage the individual’s performance.



















[bookmark: _Toc145769032]Section 1.
[bookmark: _Toc145769033]Critically assess the potential benefits to the organisation of developing individuals in the workplace.

There are many benefits to organisations developing individuals in the workplace. It can create a competitive advantage over other organisations making the organisation more desirable to work for. Oliver Serrat created a Dimensions of the Learning Organisation Tree indicating the key benefits to the organisation (See Appendix A). (Serrat, 2008).  In 2017 Serrat wrote a book called Knowledge Solution in which he states “Learning is the key to success; some would even say survival in today's organisations. Knowledge should be continuously enriched through both internal and external learning. For this to happen, it is necessary to support and energize organisations, people, knowledge, and technology for learning”.  (Serrat & Serrat, 2017). He also indicates that it is critically important that organisations that want to thrive and continue to remain relevant that they learn better and faster. However, this is only possible by having knowledge of what drives the organisation and using the subsystems of a learning organisation (See Appendix B).
A study on workplace learning and its organisational benefits for small enterprises from Greece industrial firms in July 2011, explored the perception of what impact training employees can have on small businesses. Using multiple resources during their research the evidence showed that informal training can assist small firms with the provocations of the future, however, their evidence showed that small organisations were less likely to partake in employee training compared with larger organisations due to the capital needed to fund the training.  (Panagiotakopoulos, 2011).
In an article by André Luhn (2016) named The Learning Organisation, he suggests that implementing a learning organisation creates a higher advantage in employee satisfaction and problem-solving abilities, minimises the risks during the decision-making procedure, and increases the human capital value. He also refers to Peter Senge’s book ‘The Fifth Discipline (Senge, 2006), these five disciplines being: - 

1. Systems thinking. 
2. Personal mastery -self-management and personal development.
3. Mental models
4. Common vision
5. Team learning 
It is understood that Senge intention was to guide the inspiration of the organisation's existing structures, cultures, and processes, and implementing Senge's five disciplines gives an organisational structure supporting ongoing development and learning. The aim is to increase the knowledge and values of the organisation. The organisation needs to have a vision, the vision should be real and beneficial, and employees will want to improve and learn by achieving the intention of the vision. It is not only the vision that differentiates a learning organisation there are more attributes that were identified. Króll and Schnauber (Króll and Schnauber, 1997) listed them as follows: -
· Value added and customer orientation.
· Continual improvement and establishment of systems for lifelong learning.
· Utilisation of teamwork.
· Integration of a permanent learning process along with a continuous renovation of the business organisation. 
Bertels also favoured customer orientation as it assisted in gathering an external gauge for the organisation's market performance. (Bertels, 1997).
In an article by Asset Wisdom Empowerment titled Employee Development: The Pros & Cons of Training Staff in 2018, the advantages outweighed the disadvantages with only two disadvantages which were time and cost. Unfortunately, a lot of time and money must go into training staff, which requires employees to come in on their days off or time used from their normal workday, which could affect productivity and a work backlog. For example, if you are training your whole team on the same day then a full day of business is lost which can come at a high financial loss to the organisation also. Whilst in-house training does not come at a cost, bringing in external training providers can be highly costly and even if the training may be beneficial to the company, they may simply not have the budget. Another monitory problem can arise after training in the form of expected pay increases as the employee now has new skills or qualifications, which sometimes is not possible and this may push the employee to seek alternative work that will pay better for their new skills/qualifications, inevitably making the training a waste of time and money.
However, there are many advantages to be had from training staff. Training can improve knowledge and quality of work allowing employees to become more independent and need less supervision freeing up time for team leaders and managers to concentrate on other areas of improvement. Enabling employees to develop new skills increases their motivation making them feel valued and giving them incentive to do their job to the best of their ability. Training is also a great way to build relationships within the organisation and get to know fellow workers creating a better work atmosphere and strengthening morale.
Maslow's hierarchy of needs applied to employee engagement model (See Appendix D) shows five human needs that determine how motivated we are. Known as motivators and demotivators, motivators tend to want to achieve their full potential, whereas demotivators are happy to be where they are and have no desire to achieve their full potential. This needs to be considered when deciding which employees to develop.
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[bookmark: _Toc145769035]Managing an individual’s expectations in respect of personal development.

Job expectations can often be confused. When advertising a position that is available along with a job description include person specification this outlines certain qualities that you as an employer require the new employee to have. A person specification example: - 
· Have proven administrative, leadership and management ability in the areas of strategic planning and organisational development.
·  Devise and implement strategic development and resource plans, particularly in the areas of service development, staff development, and the management of change.
·  Work on own initiative, prioritise work, handle pressure, and take day-to-day decisions on the running of the organisation.
· Ability to develop, monitor, and maintain management information systems and procedures.
·  Undertake fundraising and marketing activities.
·  Experience in financial responsibility for a budget, including experience with SORP accounting guidelines, end-of-year accounts, and external liaison with auditors.
·  Communicate effectively in person, in writing, and over the telephone with individuals and with a wide variety of organisations and audiences and to research, analyse and interpret complex information and produce clear verbal and written reports.
·  To lead and to contribute to the team.
·  Understanding of equalities and diversity best practices and legislative requirements in relation to service delivery, business development, and recruitment of staff and volunteers.

Employee expectations can vary so it is important that whoever is conducting the interview communicates well with the future employee to ensure the expectations of both parties are clear, this allows for job satisfaction for the new employee and productivity for the employer. Employee expectations can entail: -
· Having a safe and healthy work environment.
· Access to resources to be able to work effectively. 
· Access to training and support.
· Work performance reviews and feedback.
· Communication.
· Being paid accurately and on time.
· Having a clear explanation of what is expected of them and the policies and procedures that need to be followed.
· Work-life balance.
· Recognition, trust, and respect.
(See appendix C).
However, new employees also take into consideration the reputation of the company and its history of employee turnover, if a company has a high turnover of staff this can be off-putting to future employees as there is usually a reason behind it.
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[bookmark: _Hlk145331753]In a blog by Faye Bradshaw (Bradshaw, 2018) titled ‘How to manage employee expectations’, she refers to a study undertaken by The Association for Talent Development in 2016 which found that companies that developed their employees had a 24% higher profit margin. (Association for Talent Development, 2016).
Bradshaw also refers to the importance of offering flexibility at work and in a UK study of 1,400 managers and employees it revealed that 54% of employees said flexible working made them feel more productive, and 75% of employees said they felt higher levels of job satisfaction.
[bookmark: _2bn6wsx]As a rule, employees have a need to be good at what they do and grow and develop in their careers and one of the main reasons companies lose talented and keen staff is that they are not given the opportunity to develop their knowledge and skills as they expect or feel they deserve, and ultimately look for work elsewhere. In a blog by Tony Marven (Marven, 2018) he covered career development elements that are used in the 

Harrison Assessments Talent Solution, there are five sections: -
1. Wants Development – Has the desire to increase abilities, opportunities, and new skills.
2. Is Enthusiastic – Motivated and excited to reach their goals.
3. Wants Self-Improvement – attempt to better themselves by themselves.
4. Wants Advancement – Wants to expand on their responsibilities, opportunities, and careers.
5. Wants a Challenge – Wants to take on something that takes them out of their comfort zone.

Many companies use personal development plans (PDP) and appraisals as a way of monitoring employee progress and development. This allows the company to intervene with solutions to enhance their progress and development with the introduction of training or further education. 
It is said that Peter Druckers coined the personal development plan also known as smart objectives in 1954.
In a journal celebrating Peter Druckers 100th birthday and the relevance to his work. In the journal, they mention how Drucker emphathised that management is the expertise behind making this happen, planning, strategic thinking, and implementation.   He stated, “Plans are only good intentions unless they immediately degenerate into hard work.” He also pointed out that “execution is the only strategy customers or competitors ever see.” (Vohra & Mukul, 2009).
A personal development plan is an effective way to monitor your employees by: - 
· Identifying strengths and weaknesses.
· Improving their employability.
· Setting out clear goals.
· Improving their performance.
· Increasing their motivation.
· Tracking their progress. 
· Improving their sense of purpose.
· Enhancement of mental well-being and reduction the stress. 
· Helping them stay focused and motivated to achieve their personal goals.
· Encouraging lifelong learning.

Another way of managing employee expectations is by conducting appraisals. It is a meeting between the employee and the manager to discuss how their job is going and is usually undertaken yearly. Appraisals are a valuable tool to companies allowing them to correct problems and ensure things are done correctly, enhancing the company's performance management process, identifying employees’ strengths and weaknesses, and helping decide if a salary increase is applicable.  Areas that are evaluated during the appraisal are: - 
· Personal evaluation based on evidence.
· Personal characteristics.
· Target performance.
· Competencies and behaviours.
The information that is discussed comes from a range of sources such as peers, committees, managers, and subordinates.  
There could be a lot to talk about so preparation for both parties is key.
For the employee, it is a perfect time to talk about developing their career through training, further education, or improving skills. Asking questions for example their responsibilities and what is expected of them, exploring what support the company can offer you on this journey. 
For the company, the appraisal process helps increase productivity, performance, staff retention, and commitment and provides vital feedback. The manager will review the employee's performance and provide feedback on their progress ensuring there is praise for tasks they have done well as well as areas that need improvement and discuss what resources are available to them. Most importantly encourage the employee to give their feedback and what they think would be beneficial to them. It is important that during the appraisal you encourage, do not get personal, be objective, and agree.
At the end of the appraisal, the employee will be given a copy of the report, so they know what was implemented and to track their progress. However, along with positive feedback there also comes negative feedback. Knowing how to provide negative feedback in the appropriate manner to not offend the employee is a must-have skill. When providing negative feedback allow the employee to have their say on their ideas and how they feel, encourage them to lead the interview, and do not make them feel threatened. Show you are actively listening, show interest, do not get focused on failure, and emphasize good points. (Performance appraisal and political considerations in the Workplace, 2016).




















[bookmark: _Toc145769036]Section 3.
[bookmark: _Toc145769037]Critically evaluate the development vehicles available to an organisation that are appropriate to develop the needs of the individual.

Development vehicles also known as development strategies are ways in which and individual can be developed in the workplace. These can involve project work involvement, job swaps, research for example strengthening knowledge base through the internet, reading, or watching videos, soft skills training, performance development reviews, managing others, benchmarking exercises, coaching, or undertaking an e-learning course.
In an article from the Harvard Business Review by Kelly Palmer and David Blake in 2018 titled ‘How to help your employees learn from each other,’ they review the benefits of peer-to-peer learning and how it is a valuable tool to break down skill-building barriers and uses the knowledge and skills that are already available within the organisation. 
The article suggests that there are four stages called the “Learning Loop” and that people learn best by implementing these stages. (Palmer & Blake, 2018).

[image: ]
	(Why corporate learning strategies need to include active learning 2019)

It was originally developed for the education sector in the 20th century by an educator from Australia called Rudolf Steiner but progressed for use in the workplace. (Goodson, 2020). The Learning Loop is very close in comparison with the models created by Kolb and Fry in the early 1970s (See Appendix E) and Honey and Mumford in the 1980s.
When comparing development vehicles some can be costly and disruptive, and others can be less disruptive and costly.
	Costly and disruptive
	Minimal/no cost and disruption 

	
Study for a Qualification
Formal Training 
Networking External Business Events

	
Coaching/Mentoring
Delegation
Peer-to-peer Learning



[bookmark: _2p2csry]Ensuring employees are trained and have the skills needed to fulfil the organisation's needs to operate can be risky, as organisations need to provide some form of learning to their employees to be able to function in the ever-changing economy and competition. Active learning is an attribute of programs designed to retain the skills learned in their day-to-day work that are also transferrable. 
In 1956 Bloom’s Taxonomy was published in a paper titled Taxonomy of Educational Objectives (Bloom, 1956) and was revised in 2001.  It is a hierarchical model of learning outcomes and objectives and is used as a framework to guide how learning goals are set. 
[image: blooms] 
Another way to assist in setting learning goals is through gap analysis. Trying to identify as to why and employee is under-performing can be frustrating and there could be several reasons, it could be something in their personal life that is affecting how they are performing, or it could be down to their feeling of job satisfaction. In a blog on the CIPD website, it suggests there are several gaps that we need to be aware of. Job Gap - this could be that the job description doesn’t coincide with the work they are doing or what they expected, talking about their understanding and you’re understanding to identify where the potential gap is. Feedback Gap - has the employee had the opportunity for an appraisal or progress meeting, having constructive feedback can encourage and motivate the employee. Resources Gap – is there a lack of resources, are the targets set unrealistic compared to what resources are available. Commitment Gap – is the employee de-motivated or disengaged, find out what you can do to improve this, maybe they need more responsibility, a new role, or just someone to listen, empathise, and support them. (Ode, 2019).
[bookmark: _Hlk145762825]
	[bookmark: _Hlk145678664]Name:
Dorian Kemp
Date: 15/07/23
	Value
	Source GAPS
	Recommendation

	
	1 = low score – 6 = high score
	Dorian is always well dressed and presentable, is on time, and well behaved. However, I have identified that Dorian is struggling with engaging and playing her part in the team. She is also lacking in knowledge of her roles and is reluctant to communicate fully. 
	I recommend that Dorian be allocated a mentor to learn in more detail about her role and to help engage, communicate, and become an active part of the team. 
Review again on 15th August 2023.
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Continued personal development known as CPD, encourages us to forward plan and identify what opportunities there are to learn something new, refresh current knowledge and skills, or stay current in our profession when the industry changes. This could entail studying to gain new qualifications, a training course, or learning a new role. It is an ongoing commitment to lifelong learning. CPD allows the learning opportunities to be proactive and planned rather than reactive and planning interventions last minute when the change occurs. Future planning to ensure that employees can reskill or upskill at the soonest opportunity.
The CPD cycle (See Appendix F) highlights the process that can be followed to enable CPD to be proactive. 
 An article on the CIPD website identifies the four areas. 1. Identify and Plan – what needs to be learned and how is it going to be done.  2. Act/Do – practicing and learning activities. Practicing is using skills you already have, using the knowledge you have learned, and getting involved in activities that give you the opportunity to improve.  3. Reflecting, Assessing, and Checking – what has been learned, what was gained, and what progress has been made.  4. Apply, Act, and Share – what can be done now, apply the new skills, engage in a new task, challenge yourself and step away from your comfort zone, or create a new CPD Plan. 
The benefits of CPD are that you are investing in yourself, maintaining skills and knowledge, increasing responsibilities, confidence, and credibility while planning for future evolvement. 
As discussed in section 1 of this assignment, Peter Senge’s The Fifth Discipline discusses five elements of the art and practice of the learning organisation, one of which is Personal Mastery. Personal Mastery is sometimes perceived as wanting to be dominant over others, however, it can also be someone with a high level of expertise and can foresee the outcomes that are of the highest priority to them, this is a result of their lifelong learning commitment. They constantly refine and widen their personal vision by being focused and patient, enabling them to see reality without prejudice. There are few organisations that motivate their employees to enhance their learning through this method which results in a lot of unused resources. Senge states on page seven of his book that Hanover’s O’Brien says “People enter business as bright, well-educated, high-energy people, full of energy and desire to make a difference and by the time they are 30. A few are on the "fast track" and the rest 'put in their time' to do what matters to them on the weekend. They lose the commitment, the sense of mission, and the excitement with which they started their careers. We get damn little of their energy and almost none of their spirit." Only through the learning of individuals do organisations learn. Organisational learning is not always the result of individual learning. However, without it, organisational learning is impossible.

[image: ]
									(Senge, 1994)
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[bookmark: _Toc145769038]Section 4. 

[bookmark: _Toc145769039]Generate a detailed plan to meet the identified development needs of an individual in the workplace and evaluate how this would be used to manage performance.

On analysing the gap analysis for Dorian Kemp in section 3, it has been decided to identify her strengths and weaknesses in the hope to support her further.

	
Strengths

	
Weaknesses

	
Time Management
Well Behaved
Well Spoken (verbally and written)
Maths 




	
Communication within the team and peers.
Actively engaging in team activities.
Knowledge of her role/expectations.




As Dorian is of a shy nature, she is reluctant to ask for help or questions. However, after a month of having a mentor, she has gained more confidence and is participating more in team activities and contributing ideas to the decision-making process. After her review and identifying her strengths and weaknesses, we discovered she was good with figures and had a passion for working in the financial sector but had never gained any formal qualifications to enable her to fulfil this passion. It was decided to offer her a role within the finance department as an assistant on a 3-month probationary period. 








	Name:
Dorian Kemp
Date: 15/09/23
	Value
	Source GAPS
	Recommendation

	
	1 = low score – 6 = high score
	Dorian has improved her role knowledge, engagement, and teamwork. However, the potential is there to make further improvements. 
	Enrollment on an AAT Accountancy course.
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On completing the 3-month probation period another review was carried out, which showed great improvement. It was recommended to give her the option to enrol on a distance learning AAT accounting course with a one-day college release for 1 year fully funded by the company and then the offer of an apprenticeship with us for the final year. As a safety net for the company a contract was drawn up specifying conditions to ensure she would remain an employee for a further 2 years on completion of the apprenticeship or the course costs would have to be repaid to the company. This was happily accepted.
[bookmark: _Toc145769040]Conclusion

From my research there are clearly more advantages than disadvantages to developing individuals in the workplace if your organisation has the time and budget to do so, therefore showing it is an important requirement for businesses. Monitoring employees progress and offering interventions where and when needed is beneficial to both the company and employee and the continuation of learning within the company is investing and enhancing credibility in both futures. The use of models, gap analysis, personal development plans, appraisals, reviews, and continued personal development are valuable resources to a learning organisation.
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