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[bookmark: _Toc725461235]Executive Summary
This report critically evaluates the development of individual performance within an NHS stroke service, using an anonymised administrative employee, referred to as Employee A, as a workplace case study.  Concerns relating to database accuracy, consistency of task completion and engagement provide the basis for examining how individual development can be used to support improved workplace performance.
The report identifies that developing individuals can provide benefits including enhanced knowledge and skills, improved engagement and productivity, stronger team performance and more effective service delivery.  However, it argues that development should not automatically be used as a response to poor performance without first establishing its underlying cause.  A distinction must therefore be made between genuine knowledge or capability gaps and factors such as motivation, workload, unclear expectations or wider workplace circumstances.
A range of development methods are critically evaluated, including formal training, coaching, mentoring, job shadowing, e-learning, experiential learning and stretch assignments.  The report concludes that no single intervention is sufficient for Employee A and recommends a blended approach based upon their identified needs.
An individual development and performance plan is proposed incorporating measurable objectives, targeted development activities, regular feedback and structured monitoring.  The report concludes that effective development should be collaborative, evidence-based and evaluated through sustained changes in workplace performance.  Where appropriate support and development do not result in sufficient improvement, formal performance management procedures may ultimately need to be considered.
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[bookmark: _Toc1400766152]Developing Individual Performance in the Workplace: 
A Critical Evaluation within an NHS Stroke Service
[bookmark: _Toc1271163393]Introduction
Employee development and performance management are important aspects of workforce management, particularly within healthcare where individual performance can influence team effectiveness and service delivery.  The Chartered Institute of Personnel and Development (CIPD, 2025b) highlights that learning and development should align with organisational performance needs while supporting employees’ personal and career goals.  Effective development therefore requires managers to identify individual needs, understand factors affecting performance and provide appropriate opportunities for improvement.
This report examines individual development and performance within an administrative team supporting an NHS Wales stroke service.  To maintain confidentiality, the employee discussed will be referred to as Employee A.  Their responsibilities include maintaining service databases, where concerns have arisen regarding data discrepancies, consistency of task completion and engagement.  Employee A has also experienced sickness absence; however, attendance management is recognised as a separate issue requiring appropriate procedures, confidentiality and sensitivity.
Performance concerns should not be attributed solely to attitude without identifying their underlying causes.  Differences between expected and actual performance may result from knowledge or skills gaps, unclear expectations, insufficient feedback, motivation, workplace barriers or personal circumstances.  Management should therefore distinguish between issues that can be addressed through development and those requiring alternative interventions.
The report critically evaluates the organisational benefits of developing individuals, management of development expectations and appropriate development methods before proposing an individual development and performance plan incorporating objectives, support, monitoring and evaluation.





[bookmark: _Toc1968530955]Benefits of developing individuals
Developing individuals can benefit both employees and organisations by strengthening knowledge, skills, confidence and performance.  Within healthcare, these benefits can extend beyond the individual because administrative employees contribute to effective clinical services. For Employee A, targeted development could address concerns including data accuracy and task consistency while exploring factors contributing to reduced engagement.  However, its effectiveness depends on identifying the underlying cause of the performance gap.
[bookmark: _Toc131386789]Human Capital and Organisational Performance
Human Capital Theory provides a useful perspective for understanding organisational investment in employee development.  Human capital includes the knowledge, skills and competencies individuals possess, which contribute to workplace performance. The Organisation for Economic Co-operation and Development (OECD, n.d.) recognises skills and knowledge as important components of human capital and highlights the importance of investing in these capabilities.
For Employee A, targeted database development could improve accuracy and reduce time colleagues spend correcting errors, benefiting both individual and team performance.  However, investment in development does not automatically improve performance.  If Employee A already possesses the required knowledge and skills, further training may have limited impact, making it necessary to establish whether concerns arise from a capability gap or factors such as motivation, engagement or workplace circumstances.
[bookmark: _Toc1657615319]Employee Engagement and Motivation
Employee development may also support motivation and engagement. The Chartered Institute of Personnel and Development (CIPD, 2025a) identifies meaningful work, positive relationships, employee voice and development opportunities as factors influencing engagement.  Appropriate development may therefore help employees feel valued while strengthening commitment to their role.
For Employee A, discussion of development needs and career aspirations could identify whether limited progression opportunities contribute to disengagement. However, development should not be assumed to increase engagement automatically, as workload, management, personal circumstances or dissatisfaction with the role may also contribute.  Managers should therefore understand the factors influencing engagement before selecting an intervention.

[bookmark: _Toc1056466244]Performance, Productivity and Data Quality
Employee development can improve performance and productivity by ensuring individuals possess the knowledge and skills required for their responsibilities.  Within healthcare administration, performance involves not only the quantity of work completed but also its accuracy and quality.  NHS England (n.d.-a) emphasises the importance of good-quality health and care data because reliable information supports effective decision-making and service delivery.
This is particularly relevant to Employee A because discrepancies have been identified within databases for which they have responsibility.  Targeted refresher training, supervised practice and feedback could address knowledge or competence gaps, improving accuracy and reducing time colleagues spend correcting errors.  However, if Employee A understands the required processes but applies them inconsistently, clearer expectations, monitoring and feedback may be more appropriate than further skills-based training.
[bookmark: _Toc204978564]Team Performance and Working Relationships
Individual performance can affect wider team effectiveness, particularly in healthcare where colleagues depend on one another to complete administrative responsibilities. The Chartered Institute of Personnel and Development (CIPD, 2023) identifies effective teamwork as contributing to organisational success, while poorly functioning teams may experience conflict and reduced effectiveness.
For Employee A, inaccurate records or incomplete tasks may increase colleagues' workloads and contribute to frustration or strained relationships.  Appropriate development could support greater independence and more effective team contribution.  However, managers should also consider whether unclear responsibilities, communication or workload distribution contribute to these difficulties rather than attributing them solely to Employee A.
[bookmark: _Toc500428064]Service and Patient Impact
Within healthcare, employee development can influence the quality and efficiency of service delivery.  Administrative employees support clinical services by maintaining accurate information and completing tasks within appropriate timescales. NHS England (n.d.-a) emphasises that good-quality data supports effective decision-making and service delivery.  For Employee A, improved accuracy and consistency could therefore strengthen administrative reliability and reduce the risk of errors or delays affecting the multidisciplinary team.  Although Employee A does not provide direct clinical care, their performance contributes to the wider system supporting patient services.
[bookmark: _Toc1105599817]Retention and Succession
Employee development can support workforce planning by helping organisations retain skills and prepare employees for future responsibilities.  The Chartered Institute of Personnel and Development (CIPD, 2025c) explains that succession planning helps organisations develop employees for future roles and maintain the skills required to meet organisational needs.  For Employee A, discussing career aspirations could identify whether development or progression opportunities may improve engagement. However, development must reflect both individual aspirations and organisational requirements and cannot guarantee promotion or career progression.
[bookmark: _Toc1383566435]Critical Considerations
Overall, development is most effective when it addresses an accurately identified need. For Employee A, training would be appropriate where performance concerns result from insufficient knowledge or competence.  Where the required capability already exists, however, factors such as motivation, resources, workplace barriers or personal circumstances should be considered. In these circumstances, clearer expectations, feedback or performance management may be more appropriate than additional training.  Organisational benefits therefore depend on selecting interventions that address the underlying cause of the performance gap.
[bookmark: _Toc396882005]Managing Individual Expectations in Respect of Personal Development
Managing development expectations requires open communication between employee and manager.  Organisational requirements should be clear while employees are given opportunities to discuss concerns, aspirations and support needs. ACAS (2026b) recommends discussing performance concerns with employees, listening to their perspective and exploring possible causes before deciding appropriate action.
For Employee A, a private meeting should explore their perception of performance, concerns regarding database accuracy and task completion, possible workplace barriers, support needs and career aspirations.  This would help identify differences between Employee A's expectations and the requirements of their role while ensuring their perspective is considered.
The psychological contract refers to the unwritten expectations and perceptions within the employment relationship (CIPD, 2026b).  Employees may expect development, recognition or progression, while employers may expect satisfactory performance and commitment.  Where expectations differ or remain unclear, dissatisfaction and disengagement may result.  Discussing these expectations with Employee A could therefore identify whether unmet expectations contribute to disengagement. However, development opportunities should not be presented as guaranteeing promotion or advancement, making realistic communication essential.
[bookmark: _Toc444734568]Goal Setting and SMART Objectives
Goal-Setting Theory suggests that specific and appropriately challenging goals can improve performance, particularly when accompanied by feedback (Cui, n.d.).  SMART objectives can further ensure goals are specific, measurable, achievable, relevant and time bound (The Open University, n.d.).
Rather than instructing Employee A simply to improve, objectives should address measurable areas such as database accuracy, timely task completion and competence in core responsibilities within an agreed review period.  Agreeing achievable objectives with Employee A would clarify expectations and provide objective evidence for reviewing progress.
[bookmark: _Toc1135783178]Feedback and Objective Assessment
Regular feedback enables employees to understand required improvements and their progress. ACAS (2026b) recommends providing support and sufficient time to improve where performance concerns exist.  Feedback should therefore be constructive, specific and based on observable performance rather than assumptions about attitude or personality.
For Employee A, evidence could include database discrepancies, task completion and achievement of agreed objectives.  Regular one-to-one meetings should allow Employee A to respond to concerns, review progress and identify further support needs, creating a fair and transparent basis for performance assessment.
[bookmark: _Toc1875757133]Sickness Absence, Confidentiality and Fairness 
Employee A's sickness absence should be considered separately from assumptions about motivation or commitment.  ACAS (2026a) advises employers to consider reasons for absence and provide appropriate support.  Relevant information should remain confidential, while Employee A should have an opportunity to discuss circumstances affecting work or development and any appropriate support or adjustments.  Separating attendance from capability and performance helps ensure assessment remains fair and evidence-based.
[bookmark: _Toc398516979]Critical Conclusion
Managing Employee A's expectations requires balancing appropriate support with accountability for meeting role requirements. Collaborative objective-setting, clear communication, regular feedback and objective assessment can establish whether development is improving performance. Where sufficient improvement does not occur despite appropriate support, further performance-management action may ultimately be required.

[bookmark: _Toc1223861810]Critical Evaluation of Development Vehicles
Development methods include formal training, e-learning, coaching, mentoring, job shadowing and experiential learning.  CIPD (2025b) emphasises that learning and development should align with identified performance needs and organisational priorities.  The suitability of each method for Employee A therefore depends on the cause of the performance concerns and how effectively learning can be applied in practice. A blended approach may be more appropriate than relying on one intervention.
[bookmark: _Toc1634613685]Formal and Refresher Training
Formal training provides a structured approach to developing workplace knowledge and skills.  For Employee A, database refresher training could clarify procedures and address identified knowledge or confidence gaps.
However, completing training does not guarantee improved workplace performance and requires organisational time and resources.  If Employee A already understands the required processes but applies them inconsistently, further training may provide limited value. Existing competence should therefore be assessed before training is provided to ensure the intervention addresses a genuine capability gap.
[bookmark: _Toc1385391511]Coaching
Coaching may provide a more individualised development approach for Employee A. Unlike generic training, coaching can focus upon specific performance challenges and encourage the employee to reflect on their current performance, identify potential solutions and take greater responsibility for improvement.  One approach that could be applied is the GROW model, which structures coaching conversations around four stages: Goal, Reality, Options and Will or Way Forward (Maini, n.d.).  This could enable Employee A and their manager to establish the required performance standard, consider current performance objectively, explore possible development options and agree specific actions for improvement.
Coaching may be particularly valuable where Employee A possesses the necessary technical knowledge but requires support with motivation, confidence, organisation or application of skills.  Regular coaching conversations would also provide opportunities to review progress and adapt development activities where necessary.  However, successful coaching depends upon the quality of the relationship between the coach and employee and requires both parties to actively engage with the process.  Coaching would therefore be unlikely to improve performance if Employee A is unwilling to participate or take responsibility for agreed actions.

[bookmark: _Toc208632618]Mentoring and Job Shadowing
Mentoring and job shadowing enable employees to learn from experienced colleagues. The University of Reading (n.d.) describes mentoring as sharing professional knowledge and experience to support development, while the University of Cambridge (n.d.) identifies job shadowing as an opportunity to observe experienced colleagues and develop relevant skills.
Employee A could observe effective database management, organisation and task prioritisation while receiving practical guidance.  However, effectiveness depends on the capability of the colleague providing support.  Mentoring may be better suited to longer-term development than direct performance management, while job shadowing should be followed by independent practice, clear objectives and feedback.
[bookmark: _Toc666368357]E-Learning
E-learning provides flexible access to standardised development. NHS Wales Shared Services Partnership (n.d.) identifies Digital Learning Wales as providing standardised, quality-assured e-learning across NHS Wales.
For Employee A, e-learning could refresh relevant procedural knowledge but would not demonstrate that learning has transferred into improved performance.  It should therefore supplement, rather than replace, supervised practical application, feedback and assessment of competence.
[bookmark: _Toc271773434]Experiential Learning
Experiential learning develops skills through practical experience, reflection and application.  Kolb's Experiential Learning Cycle incorporates concrete experience, reflective observation, abstract conceptualisation and active experimentation (Improvement Cymru, 2025).
Employee A could complete administrative tasks under supervision, review database discrepancies with an experienced colleague and apply learning to subsequent work. This would demonstrate practical improvement rather than simply training attendance. However, experiential learning requires time and supervision, while learning through mistakes may create risks where errors affect patient information. Initial practice should therefore be controlled and appropriately checked.
[bookmark: _Toc1391966591]Stretch Assignments
Stretch assignments provide opportunities to undertake unfamiliar responsibilities and develop new skills. The London School of Economics and Political Science (n.d.) identifies stretch assignments as a workplace learning approach supported by constructive feedback.
Once Employee A demonstrates competence in core duties, additional responsibility could build confidence, ownership and experience.  However, introducing further responsibilities while concerns remain regarding accuracy and task completion could increase pressure and risk service quality.  Stretch assignments should therefore only follow sustained improvement and include appropriate supervision and feedback.
[bookmark: _Toc191190924]Recommended Development Approach
No single development method is likely to address all of Employee A's needs. Initial assessment should establish whether refresher training is required, followed where appropriate by job shadowing and supervised practice.  Coaching could support reflection, barrier identification and responsibility for improvement, while e-learning and mentoring could provide supplementary or longer-term development.  Stretch assignments should only follow sustained competence in existing duties. This blended approach allows interventions to be adapted to Employee A's needs and progress rather than relying on training alone.
[bookmark: _Toc1902591668]5. Individual Development and Performance Plan
An individual development and performance plan provides a structured approach to identifying development needs, agreeing objectives and monitoring progress.  For Employee A, the purpose of the plan would be to support improvement while establishing clear expectations regarding the standard of performance required.  The plan should therefore be developmental rather than punitive, providing Employee A with appropriate support while also encouraging responsibility and accountability for their performance.
[bookmark: _Toc914257404]5.1 Initial Assessment of Development Needs
Before implementing any development activities, an initial assessment should be undertaken to establish Employee A's current level of competence and identify the possible causes of the performance concerns.  This should include a confidential discussion with Employee A, a review of their agreed responsibilities and consideration of objective performance evidence, including the accuracy of database records and completion of allocated tasks.  Employee A should also be given the opportunity to identify areas where they feel additional support is required and discuss any barriers that may be affecting their performance.
This stage is particularly important because poor performance should not automatically be assumed to result from a lack of knowledge or skills.  The Chartered Institute of Personnel and Development (CIPD, 2025b) emphasises that learning needs analysis should identify gaps between current and required performance and establish whether learning and development is an appropriate response.  The Advisory, Conciliation and Arbitration Service (ACAS, 2026b) also distinguishes between capability concerns, which relate to an employee's ability to perform their role, and conduct concerns relating to their behaviour at work.  This distinction is important when identifying the most appropriate response to a performance concern. For example, if Employee A does not fully understand the database processes, refresher training and supervised practice may be appropriate.  However, if they can demonstrate the required knowledge and competence but performance remains inconsistent, further training alone may have limited value.  Other factors, including motivation, unclear expectations, workload or workplace circumstances, may need to be considered. Establishing a baseline before development begins would also provide a point of comparison when progress is reviewed later in the process.
The outcome of the initial assessment should therefore be an agreed understanding of Employee A's development needs and the performance standards expected.  These findings can then be used to establish specific development objectives and select appropriate development activities.
[bookmark: _Toc995092801]5.2 Individual Development and Performance Plan
Following the initial assessment, specific development objectives should be agreed collaboratively with Employee A. Objectives should be realistic, measurable and directly related to the development needs identified.  The proposed plan below combines development activities with clear measures of success, allowing progress to be monitored objectively rather than relying upon subjective judgements of performance.  Swansea Bay University Health Board (n.d.) highlights the importance of Personal Appraisal Development Reviews (PADRs) in recognising employee achievements and identifying future development goals.  This demonstrates how structured development planning can support both individual improvement and longer-term professional progression within an NHS setting.
[image: ]
The objectives within the plan should remain flexible and be adjusted where evidence demonstrates that Employee A requires additional support or that an intervention is not achieving the intended outcome.  For example, refresher training would only be appropriate where the initial assessment identifies a genuine knowledge or skills gap. Similarly, increased responsibility should only be introduced once Employee A demonstrates consistent competence within their existing duties.  This prevents development activities from becoming a standardised response to all performance concerns and ensures that support remains appropriate to the individual's identified needs.
[bookmark: _Toc1537546876]5.3 Monitoring and Reviewing Performance
Regular monitoring would be required to establish whether Employee A is progressing towards the agreed objectives and whether the development activities are having the intended effect.  
The Chartered Institute of Personnel and Development (CIPD, 2026a) emphasises that effective performance management involves setting clear objectives, providing regular feedback and reviewing progress to support continuous improvement.  Following the initial meeting, weekly or fortnightly reviews could be used during the early stages of the plan to discuss progress, provide constructive feedback and identify any additional support required.
A more formal review could take place at approximately six weeks, followed by a further review at 12 weeks.  These reviews would provide an opportunity to assess progress against the agreed objectives and determine whether development activities should be continued, adapted or gradually reduced.  Where Employee A demonstrates sustained improvement, the frequency of monitoring could decrease, with longer-term development subsequently reviewed through normal appraisal and personal development processes.
Records of objectives, review discussions, feedback and agreed actions should be maintained accurately and confidentially.  This would provide continuity throughout the process and ensure that any decisions concerning Employee A's performance are supported by documented evidence.  Regular monitoring therefore supports both employee development and effective performance management by allowing managers to recognise improvement, respond to emerging difficulties and maintain clear expectations regarding required standards.
[bookmark: _Toc1584562703]5.4 Evaluating the Effectiveness of Development
In addition to monitoring Employee A's performance, it is important to evaluate whether the development activities themselves have been effective.  Kirkpatrick's evaluation model provides a useful framework for assessing development across four levels: reaction, learning, behaviour and results NHS England (n.d.-b), Applying the model would allow the organisation to consider not only whether Employee A completed or responded positively to development activities, but whether these resulted in meaningful changes within the workplace.
At the reaction level, Employee A's views on the relevance and usefulness of the development activities could be gathered through discussion and feedback.  Learning could be assessed by establishing whether their knowledge and skills have improved following activities such as refresher training, job shadowing or supervised practice. Behaviour would consider whether Employee A is consistently applying this learning within their day-to-day role, while results would examine the wider outcomes of development, such as improved database accuracy, more consistent completion of tasks and a reduced requirement for colleagues to identify or correct errors.
However, improved performance should not automatically be attributed solely to the development activities undertaken.  Improvements may also result from clearer expectations, increased managerial support, regular feedback or changes within the working environment.  Therefore, Kirkpatrick's model should be used alongside the performance evidence gathered through the development plan rather than as the sole measure of success.  This would provide a more balanced evaluation of whether development has contributed to sustained improvements in Employee A's performance.
[bookmark: _Toc88659194]5.5 Managing Continued Performance Concerns
If Employee A does not demonstrate sufficient improvement despite receiving appropriate development, support and a reasonable opportunity to improve, further consideration would be required regarding the cause of the continuing performance concerns.  ACAS (2026b) advises that employers should support employees to improve their performance and consider whether additional training or other support is required before progressing to formal action.
Before considering further performance management measures, the manager should review whether the objectives were realistic, whether sufficient support was provided and whether any additional barriers have affected Employee A's ability to achieve the required standards.  Employee A should also be given an opportunity to discuss the concerns and respond to the evidence gathered during the review period.
However, where Employee A has demonstrated that they possess the necessary knowledge and skills but continues to perform below the required standard, repeatedly providing additional training may not address the underlying issue.  At this stage, the focus may need to move from developmental support towards the organisation's formal capability or performance management procedures.  This approach provides Employee A with a fair opportunity to improve while also recognising the organisation's responsibility to maintain appropriate standards of performance.







[bookmark: _Toc791661392]Conclusion
This report has demonstrated that developing individuals can provide significant benefits for both employees and organisations, including improved knowledge, skills, engagement, performance and service effectiveness.  Within an NHS stroke service, these benefits are particularly important because the accuracy and consistency of administrative work can influence wider team efficiency and the effective delivery of patient services.  However, development should not automatically be viewed as the solution to every performance concern.
The evaluation of Employee A demonstrates the importance of identifying the underlying cause of a performance gap before selecting an intervention.  Where genuine gaps in knowledge or competence exist, targeted training, coaching, job shadowing and experiential learning may provide appropriate opportunities for improvement.  However, where an employee already possesses the required knowledge and skills, repeatedly providing training may have limited impact if performance concerns instead relate to motivation, engagement, workload, unclear expectations or other workplace factors.
Effective individual development therefore requires a collaborative and evidence-based approach.  Clear objectives, constructive feedback, appropriate support and regular monitoring can help manage employee expectations while providing objective evidence of progress.  Development activities should also be evaluated according to whether learning is transferred into sustained improvements in workplace behaviour and performance rather than simply whether training has been completed.
Overall, the proposed development and performance plan provides Employee A with a fair and structured opportunity to improve while maintaining accountability for achieving the standards required within their role.  By combining appropriate development with regular review and objective performance evidence, the organisation can support individual growth while continuing to protect team effectiveness, data quality and service delivery.
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