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Introduction
This report will aim to critically assess the benefits and importance of offering training and development opportunities to employees, for both the individual and organisation. 
The report will also examine the importance of expectation management, as well as provide a critical evaluation of the variety of development vehicles available to an organisation. 
Finally, an appropriate personal development and performance management plan will be created and evaluated for an individual, based on their specific circumstances. 
[bookmark: _Toc113008467]Critically assess the potential benefits to the organisation of developing individuals in the workplace  

Investment in the training and development of employees creates as many benefits for an organisation as it does for the employees themselves. Whilst initial training is irrefutably important, it is the ongoing training and development of staff that produces the best results, and improves a business’ success (Staff Training Solutions, 2017).
The Driver Vehicle Standards Agency (DVSA), and in fact the civil service as a whole, recognise the importance of investing in people. As well as offering funding for a variety of qualifications, DVSA employees are entitled to five paid ‘study days’ per year, used for training and development purposes. There are also coaching and mentoring schemes in place, and the civil service learning website has a wide range of online courses available to all civil servants (Government Communication Service, 2021).  

[bookmark: _Toc113008468]Increased Staff Retention
Companies that invest in their employees have better staff retention rates than competitors who do not offer the same benefits, with 86% of individuals admitting they would change companies if they were offered better development opportunities elsewhere (Keswin, 2022). 
Recruiting staff is expensive, which is why retaining them is important. A lower employee turnover rate reduces costs, improves both morale and productivity, provides an improved experience for customers and retains expertise. Retaining staff also results in an improved workplace culture and higher engagement from employees (Paulsen, 2021).

[bookmark: _Toc113008469]Herzberg’s Two Factor Theory
The Two-Factor Theory (Herzberg et al, 1959), asserts that there are two sets of factors responsible for employee satisfaction and motivation (Appendix A). Satisfiers are factors that increase job satisfaction and inspire employees to work harder, such as advancement opportunities and the possibility of growth. Hygiene factors are elements that cause job dissatisfaction if they are not up to standard. These include being paid a fair salary, company policies and relationships with supervisors.
Herzberg postulates that a person’s likelihood of remaining in their existing role is dependent on satisfiers outweighing dissatisfiers (Nickerson, 2021). An organisation’s retention strategy should focus on improving both sets of factors (Merin, 2022). Investing in the training and development of employees, is an effective way to do this. Better training opportunities result in additional advancement prospects, and a higher sense of achievement, satisfying the motivation factors. Development opportunity also leads to staff feeling valued by their employer, thus improving both relationships with management and workplace culture, and therefore satisfying hygiene factors. 

[bookmark: _Toc113008470]Empirical Research
Research supports the theory that investing in employees results in a lower staff turnover. A 2019 survey found that organisations that offer development opportunities have 34% higher staff retention rates than those that don’t, as well as employees who are 15% more engaged. Additionally, a different study found that 60% of workers would opt for a job with strong development opportunities, over one with regular salary increases (University of Massachussets, 2019).

[bookmark: _Toc113008471]Staff Empowerment 
Staff empowerment is a management philosophy that gives greater autonomy to employees and better equips them to work independently and make their own decisions (Hirsch, 2021). 
Offering continuous learning and development to employees is an extremely effective means to ensuring they feel empowered (Andriotis, 2017).  A feeling of empowerment has a positive impact on job satisfaction and productivity. It increases motivation, results in staff having greater trust in an organisation, improves creativity and leads to an increase in results and profit. Companies that promote staff empowerment, are shown to perform better than those that do not (Wong, 2020).

[bookmark: _Toc113008472]Kanter’s Theory of Structural Empowerment
Kanter’s theory (Kanter, 1977), is a management theory that focuses on organisational structure, rather than the qualities of an individual. Kanter believes that when leaders share power through empowering their staff, they will increase their organisation’s performance. Furthermore, Kanter asserts that empowerment is promoted in organisations that provide its employees with opportunities to learn and develop, offer resource, support and access to information (Larkin et al, 2008). 
Kanter’s theory has proven to have a measurable impact on job satisfaction, commitment, staff retention and a significant decrease in job burnout (Peek, 2022). 

[bookmark: _Toc113008473]Empirical Evidence
There are numerous workplace case studies and research to support Kanter’s theory. A 2015 study found a significant increase in job satisfaction when employees were provided with training and development opportunities and a feeling of empowerment (Hanaysha & Tahir, 2016). The same study also found the same factors had a positive impact on employee commitment (Hanaysha, 2016). Although it is important to note that the study used a small number of participants, so caution should be taken when evaluating the results, another study conducted in 2017 added weight to the theory, when it found a substantial positive effect on performance when staff felt empowered and valued (Ahmad & Manzoor, 2017).

[bookmark: _Toc113008474]The Risks 
Although there are undoubtedly benefits to investing in staff development, it is important to consider the disadvantages, such as time and cost.  Training and development does not come cheap, and there are no guarantees that the investment will produce a high return. Arguably the biggest risk when investing in employee development, is the possibility of an employee leaving the organisation soon after and seeking opportunity elsewhere. The result of this is a loss of both time and money, as well as the additional cost of recruiting and training a replacement. 
These concerns are not unfounded. While workers from previous generations were likely to stay at an organisation for their entire career, this is no longer the case, with the average tenure now being as little as two years (Doyle, 2021). 
DVSA is an organisation dedicated to investment in staff development, however research is emerging which shows the civil service staff retention rates are on the decline (Institute for Government, 2019) (Appendix B), which may indicate that the investment is no longer producing the desired result.

[bookmark: _Toc113008475]Summary
In summary, research suggests that the benefits significantly outweigh the risks when investing in staff development. Whilst there is a definite risk of losing employees after investing time and money in their development, staff turnover is undeniably higher in companies that do not offer these opportunities. Additionally, employees in companies that invest in them feel valued, and therefore work harder, have increased motivation and therefore produce better results. 
There are also ways to avoid the risks of losing staff after investment, and DVSA is an organisation that does this well. They offer an allowance to staff with certain qualifications that are relevant to their role, so there is not only an incentive to work towards the qualification itself, there is an incentive to remain at the agency once it has been achieved. There are also generous annual retention payments paid to qualified staff in certain departments, that have to be repaid if the employee leaves during the six months that follow. 
Although the declining staff turnover in the civil service should not be dismissed, civil service turnover is still lower than the vast majority of private sector companies (Institute for Government, 2022). It is also important to acknowledge that the turnover figures include internal turnover, individuals that leave one civil service organisation and transfer to another. In these cases, knowledge is not being lost, it is simply being utilised elsewhere. Furthermore, a survey found that the majority of civil servants do not intend to leave the civil service within the next three years (Appendix C). 
Civil service organisations are able to retain their staff at a better rate than their private sector counterparts due to the benefits they provide their employees. Their belief and willingness to invest in their staff being one of the most significant. 

[bookmark: _Toc113008476]Manage an individual’s expectations in respect of personal development

For organisations to develop employees successfully, it is vital that expectations are managed correctly. A study found that 48% of people have left a role because it did not meet up to expectations. Managing expectations will ensure employees feel more fulfilled and are happier overall, as well as improving retention rates and the organisation’s performance (Iancu, 2021). 
To be able to manage expectations properly, the first step should be determining what the employee’s expectations are, and comparing them to what the organisation can realistically offer. If these elements are not in alignment then this should be discussed honestly and openly by both parties (Lynn, 2020). 
DVSA manage expectations well, and they do this through quarterly performance reviews, and annual development planning for each of their employees (Appendix D). 
Every quarter, employees have a discussion with their line manager in which their performance for the previous quarter is reviewed, weaknesses or areas for development are addressed and solutions discussed, and objectives are set for the next quarter. There is also the opportunity for the employee to raise any concerns, request additional training and development, and discuss their goals and aspirations for the coming quarter. At the end of these reviews, the line manager will grade the employee and decide whether they are exceeding expectations, achieving them, or if further development is required. 
Additionally, employees have an annual development planning discussion, in which they are asked if there are qualification or courses they are interested in completing. If the line manager is in agreement that these would be beneficial and the budget allows, they will arrange for these to be undertaken. Managers are also able to recommend or request the employee complete any necessary training, and training goals for the upcoming year are discussed and agreed. 

[bookmark: _Toc113008477]The Personal Development Cycle
The personal development cycle (Appendix E) is a useful tool for both employers and employees that can assist in both managing expectations and forming a realistic personal development plan (PDP). The cycle has five stages that can assist the employee in assessing themselves honestly. Where they are currently, where they want to be, how they can get there, what actions they need to take, and a reflection on the process once complete. This can then be discussed with their employer, and if their goals are achievable and align with the organisation’s goals, a PDP can be developed.
A PDP (Appendix F) is a plan that outlines these goals and the steps they need to take to reach them. It is a continuous process and helps an employee to not only set their goals, but to track their progress, review and adapt when necessary, and stay accountable for their own growth (Putter, 2022). 

[bookmark: _Toc113008478]SMART Goals 
Development goals should always be specific, measurable, attainable, realistic and time-bound (SMART) (Appendix G). It is essential to use SMART goals when developing a PDP, to ensure that objectives are credible and there is an acceptable timescale in which to achieve them.  
SMART goals help with motivation, direction and keep employees focused on end results (Kristenson, 2022). They are also essential for managing expectations (Odato Markeint, 2022).
 
[bookmark: _Toc113008479]Organisational Structure
To be able to effectively manage an employee’s expectations and develop realistic goals, it is important to consider the organisational structure. For example, in a hierarchical structured company, a line manger may not be the person best equipped to develop a personal development plan with an employee, as they do not have the authority to authorise budgets for training purposes. Likewise, a flat structured company that has less tiers of management, would not be the optimal kind of company for a person that required regular promotional opportunities (Green, 2022).
DVSA has a grading system in place that gives employees a realistic view of the next available advancement opportunities they can work towards. Additionally, their success profiles document outlines the expected behaviours for each grade, ensuring the organisation’s expectations are transparent from the outset. (Appendix H) (Institute for Government, 2019). 


[bookmark: _Toc113008480]Critically evaluate development vehicles available to an organisation appropriate to the development needs of the individual

Performance management is the process of maximising employee value within an organisation. The goal is to ensure the employee performance aligns with organisational objectives. It is a way to monitor progress and assist staff in achieving their goals. It is not a single activity, but a group of practices that should be utilised based on individual needs (Gifford, 2022). 
There are a variety of vehicles that can be used to manage an individual’s performance and development needs, such as performance appraisals, PDPs, coaching and mentoring, completing qualifications, and the continuing professional development (CPD) cycle (indeed, 2021). 
To successfully manage performance, there are 5 elements that should be fulfilled:
1. Planning and goal setting, preferably using SMART goals.
2. Management and employee engagement. It should not be treated as a simply box-ticking exercise.  
3. Monitoring and feedback along the way.
4. Development and improvement. Set targets and give encouragement so they’re met and even exceeded. 
5. Reward and compensation. Offer incentives (Clover HR, 2020)
DVSA manage performance in much the same way as they manage expectations. With regular reviews in which line mangers can give honest feedback and recommendations, and employees are encouraged to discuss their goals, both short and long term. The organisation is also committed to investing in training opportunities for staff, is willing to fund professional courses and covers the cost of subscription fees to professional bodies so employees are able to take advantage of the benefits. For example, the payroll team are encouraged to become members of the Chartered Institute of Payroll Professionals (CIPP). They offer regular seminars to members which ensures the team are kept up to date with all current legislation and upcoming changes (CIPP, n.d). DVSA cover the annual cost of £160 for every team member. 

[bookmark: _Toc113008481]Performance Appraisals
Performance appraisals, or performance reviews, are the most frequently used tools by organisations for performance management purposes. They involve a formal meeting between an employee and their line manager, and the aim of using them is to identify areas for growth and improvement and discuss goals and objectives. They can also have an effect on administrative decisions, such as pay reviews, bonuses and even redundancy outcomes (Gifford, 2020). Whilst in the past they were typically conducted annually, it has since been found that they are more useful when performed more regularly. 
Performance appraisals have benefits for both employees and organisations. They can increase employee engagement, resulting in more motivated and higher performing staff. Aligning priorities and having open discussions can strengthen relationships between managers and employees and can give both parties a new sense of focus (Indeed, 2021). 
Studies have found that appraisals have a positive effect of job satisfaction, performance and retention (Cravens et al, 2015). However it should be noted, these results were found in workplaces that were specifically assessed as having a positive workplace culture that encouraged development, which is not applicable to every workplace. 

[bookmark: _Toc113008482]The importance of feedback
Employee feedback is the process of giving or receiving advice or information based on workplace performance, skills and behaviours (HR Central, 2018).
Receiving regular feedback, both positive and negative, is vital for growth. Utilising feedback can help break bad habits, ensure mistakes are learned from, and enable employees to work towards their goals more effectively. There is also evidence to suggest it increases self-awareness and empathy (Collier, 2022).
However for feedback to be effective, it must be constructive. It is best delivered regularly rather than solely in formal reviews and should preferably be delivered face-to-face. It should also be specific and come with advice that is actionable (Himelstein, 2018). Receiving feedback is not always easy and recipients will often feel defensive. It is important to be considerate of this when delivering difficult feedback to employees and be prepared to actively listen to their response. 

[bookmark: _Toc113008483]Criticisms
Performance appraisals are not without their critics. Some common criticisms tend to be that they aren’t performed frequently enough to be useful, they’re too focussed on past performance rather than future learning and development, they are usually only ever conducted by one person, the line manager, so give one perspective rather than a wider viewpoint, and the process can be time-consuming and demotivating (Gifford, 2020). 
There are also concerns that appraising and delivering feedback are skills that are not often taught. For them to be an effective, positive experience, it is vital they are carried out well, so training in this area should prioritised by organisations if they want their performance management strategy to work (Fernandes, 2020). 
Furthermore, some neurological studies suggest that delivering negative feedback and drawing attention to weakness, can actually impair growth, rather than accelerate it (Buckingham & Goodall, 2022). 
[bookmark: _Toc113008484]Summary
Whist there are certainly drawbacks to most performance management tools, they are also quite easily overcome.
Reviews should ideally be undertaken quarterly rather than annually to have the best effect, and they should not be used as a tool to criticise or dwell on past mistakes. Employees should be encouraged to assess themselves honestly, and formally record their goals. Managers should encourage this and help formulate a plan for them to be achieved. If the employee has concerns with only receiving feedback from one person, then 360 degree appraisals, a system that enables staff to receive feedback from several people, in different roles and departments, or even customers, could be an effective way to overcome this (Gifford, 2020). 
Good leaders should be able to assess the most appropriate tool to use for employees on an individual basis, depending on the person’s personality and learning style to enable them to get the most from them. They should also have an open-door policy so that concerns or ideas can be discussed as and when they come up, and not just during planned meetings. 
Interestingly, research suggests that it is a positive attitude towards performance management reviews, from both the manager and the employee, that is the determining factor of how beneficial they will be. If both are open to honest discussion and view it as an opportunity for growth instead of a box-ticking exercise, then that is exactly what it will be. 

[bookmark: _Toc113008485]Generate a detailed plan to meet the identified development needs of an individual in the workplace and the management of performance 

DVSA recently recruited a new member of the payroll team, Harry. (CV Appendix I). Harry is an experienced payroll professional and has experience of leading a team. During an initial meeting with Harry, arranged during his first week, a performance management plan will be mutually agreed and put in to place. 
Harry is keen to develop his skills and has aspirations of becoming a manager. 

[bookmark: _Toc113008486]Performance management cycle
The performance management cycle (Appendix J) is a tool that leaders can use for performance management, and has four continuous stages:
1. Planning. This is where expectations are outlined, and goals set.
2. Monitoring. Tracking progress and helping to overcome any obstacles met.
3. Reviewing. Evaluate process and results.
4. Rewarding. Give recognition and reward good performance (Valamis, 2019).
The performance management plan for Harry will be created using this cycle as a guide. 

[bookmark: _Toc113008487]Development and performance management plan
The first stage in developing a suitable PDP for Harry, is to complete a skills gap analysis. This will determine the stage Harry is at now and the skills he already has, and a comparison can be made against where he wants to be, and the skills he’ll require to get there. Gaps in skills and knowledge can then be identified, and a plan to address them can be implemented (Verlinden, 2022). 
Although Harry has payroll experience, the gap analysis highlighted that he does not hold a qualification in the field. Every other payroll team member at DVSA has completed the payroll technician certificate delivered by CIPP (CIPP, n.d). This ensures all team members are trained equally, are knowledgeable and comply with all relevant legislation. DVSA will offer to fund the course and Harry is eager for the chance to gain a formal qualification. The course takes six months to complete, so is added to his PDP as a short term goal.
In the longer term Harry wishes to utilise his previous leadership skills and experience and become a team leader. Promotions can never be guaranteed so cannot be promised, and certainly not in a timeframe requested by the employee. It is suggested that once Harry has established himself as a part of the team, completed his qualification and workplace training, a performance review can be arranged. More concrete SMART goals regarding his long term aspirations can then be established when this is complete. 
Whilst this may be a little discouraging, it ensures that Harry’s expectations are not unrealistic. He is also informed of the poor performance measures that may be implemented if his first review does not go as well as he would like. On the other hand, it is agreed that if his first review goes well, after completing his qualification, he will be put forward for the coaching and mentoring programme at DVSA, which enables staff to shadow senior managers, who can offer advice and share their knowledge. 
There will also be regular weekly check-ins arranged where performance can be tracked, feedback given, and Harry is able to ask any questions, raise any concerns or ask for additional support if he feels he needs it. Additionally, DVSA leaders have an open-door policy, so Harry will be able to communicate with management outside of planned meetings and reviews, should he wish to do so.
Finally, an important stage of performance management, is reward and incentive. Incentives do not always need to be monetary, although they can be. DVSA offer a bonus scheme whereby line managers can nominate staff for a bonus when they go above and beyond their usual duties. Offering funding for qualifications is also a way to incentivise staff, and in Harry’s case, the promise of being enrolled on the coaching and mentoring programme if his performance allows, is an incentive based on his personal goals. On the other hand, employees who are under poor performance measures, are not eligible to the receive annual pay increase. Their salary will remain at the same level until their performance reaches an acceptable level. 
Finally, it is important to remember that performance management is an ongoing process, and development plans should be reviewed, reflected upon, and updated whenever appropriate to ensure continuous improvement.  
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Evidence of increasing staff turnover rates within the civil service.
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Civil servants’ intention to leave the civil service.
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The civil service performance management documents:

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/1080684/SCS-PM-UpdatedGuidance-APRIL-2022-V.2.pdf

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/446672/PM_Arrangements_SCS_May15_v.22_fv_.pdf
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Civil service success profiles:
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/717275/CS_Behaviours_2018.pdf 
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