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Employee development refers to the initiatives taken by the employers for upgrading the skillset and knowledge of the employees (Noe, 2020). Every employee in a company represents a crucial resource that should be given appropriate value, nurturing, and retention (Reid and Barrington, 2012). To unlock real value from existing human resources, training and development conducted continuously is an imperative (Bruce, 2010). In this report, a plan will be developed for meeting certain personal development needs and expectations of each employee individually in the company Unilever. Firstly, some performance appraisal tools and techniques available to Unilever and their consequent effectiveness in the development of its employees will be explored. Secondly, a professional development plan for meeting the development needs of Unilever’s employees will be discussed.
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Development vehicles in an organisational context refer to the methods via which each employee could undergo development in the workplace (Murphy, Cleveland and Hanscom, 2019). Performance appraisal is a yearly procedure whereby employees’ performances and productiveness are evaluated in relation to some predetermined best-practice standards (Trost, 2017). Such a procedure is instrumental in boosting the quality of the employees’ outputs (Grote, 2011). The hallmark of excellent reviews of employee performance is enhancing the holistic experience’s effectiveness and rewards. In today’s workplace, backdated performance appraisal approaches fail massively in internalising employees’ performances (Certo and Certo, 2019). A company like Unilever could use the following modernized performance appraisal methods in its operations to meet the development needs of the workforce:
Management by Objectives
Management by objectives (MBO) is a performance appraisal method whereby both managers and employees collaborate in identifying, planning, organizing, and communicating objectives to be emphasized upon during a fixed period of time (Islami, Mulolli and Mustafa, 2018). Having set goals clearly, managers and employees are in constant discussion with each other regarding the amount of progression achieved in relation to the viability of attaining the desired targets (Fulk, Bell and Bodie, 2011). MBO entails effective matching of the overall goals of the organisation with the employees’ targets whilst testing whether the objectives are feasible through the SMART framework (Küpper and Kundolf, 2021). At Unilever, the SMART framework can be utilised to develop objectives that are specified, can be measured, can be achieved, are realistic, and need to occur within a given time. Upon conclusion of the period for reviews, each employee is given some judgment regarding his/her outcomes. In Unilever, successful employees are promoted and given raises in salaries. On the other hand, unsuccessful employees are either transferred or further trained. Moreover, in Unilever, MBO is used in managing managers at all hierarchical levels.
360-Degree Feedback
360-degree feedback is a method of appraising performances by incorporating multiple dimensions through evaluation of employees by obtaining feedback from employees’ colleagues, supervisors, customers etc (Newstrom, 2011). Such an appraisal eliminates biases inherent in reviewing performances while offering a clarified comprehension as to how competent an employee is (Tziner and Rabenu, 2018). At Unilever, the first component of 360-degree feedback is self-appraisal whereby an employee is given the opportunity of reviewing his/her own performances and understanding his/her own strong and weak aspects. The second component is the manager’s review which is prepared by the manager based on the rating he/she assigns to each employee. The third component is peer reviews whereby the colleagues of each employee evaluate the employee according to their own perspectives (Armstrong, 2018). Moreover, the subordinates of the employee being evaluated also have a say in how that employee actually performed. Lastly, review from external stakeholders, that is, the customers of Unilever need to be obtained since they eventually come in interaction with the company’s employees regularly.
Assessment Centre Method
The assessment centre method clarifies the understanding of each employee as to how other people are observing him/her and the consequent effects on his/her performances (Holpp, 2012). Although this method dates a long way back in history, such an appraisal assesses the current performances of each employee alongside predicting how each employee is likely to perform in the future (Hai, 2012). When conducting such an appraisal, the employees participate in simulated social situations such as in-basket exercise, informal discussion, decisional exercises etc. Nevertheless, such an appraisal consumes a lot of time, costs a lot of money, and requires tremendous oversight (Anstey, Fletcher and Walk, 2017). At Unilever, assessment centre method is used for enhancing each employee’s knowledge, boosting the critical thinking abilities, and improving his/her efficiencies. This method is appropriate across a variety of jobs, skills, and the demands of the organizational environment. It is also a useful way of obtaining insights into the personality of every employee.
Behaviourally Anchored Rating Scale (BARS)
Behaviourally anchored rating scales (BARS) combines the qualitatively and quantitatively apparent beneficial aspects into one performance appraisal procedure (Ohland et al., 2012). BARS undertakes comparison of employees’ performances with examples of particular behaviours which are anchored to numeric ratings (Neal, 2010). There are several BARS statements that are descriptive of commonly encountered behavioural attitudes which employees tend to exhibit regularly. At Unilever, the initial stage in creating BARS is to generate key instances which exemplifies appropriate workplace behaviours. Then such key instances are edited, formatted, redundancies are removed. Afterwards, the key instances are randomly assorted and then they undergo an assessment to ascertain how effective they are. The remainder of the key instances are utilised in creating BARS and evaluating employees’ performances (Alsuwaidi et al., 2020). In Unilever, using BARS allows for clarified standardization, improvements in feedbacks, correct analyses of performances, and coherent evaluations. In Unilever, the application of BARS has been met with some criticism since the risk of subjective evaluation of an employee could skew the results obtained on the basis of such responses.
Psychological Appraisal
A psychological appraisal is useful for determining the latent potentiality in every employee (DeNisi and Smith, 2014). Such an approach emphasizes the analysis of how an employee is likely to perform in the future instead of emphasizing his/her past activities. Psychological appraisal is important in analysing the performance of employees on aspects ranging interpersonally, cognitively, intellectually, leadership, personalities, emotionally, and a variety of other ways. At Unilever, this appraisal is conducted by certified and qualified psychologist who extensively interview the employees, psychologically test them, discuss relevant issues with them and more for effective assessment of employees. Nevertheless, the psychological appraisal is very lengthy and complicated procedure (Pichler, 2012). Moreover, the quality of the outcomes depends greatly on the respective psychologists that are administering the procedures. Certain situational contexts are considered when conducting psychological appraisals.
Human Resource (Cost) Accounting
Human resource (cost) accounting method performs analysis of employees’ performances via the financial rewards that they yield to the organisation (DeNisi and Murphy, 2017). Such outputs are generated through comparison of organizational retention costs of employees and the financial rewards (contributions) a company has been able to extract from a particular employee. Using a cost accounting method in evaluating the performances of employees means considering the per unit mean value from services, qualitative aspects, overheads, interrelationships, and so on (Brown, Hyatt and Benson, 2010). At Unilever, the human resource (cost) accounting allows for effective measurement of the costs and values generated by an employee for the company. It is also helpful in identifying the financial impacts which all employee’s performances have on the company’s total outcome. In Unilever, this appraisal method identifies the gaps that exist among markets and existing offering of every employee.
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The professional development plan is useful in documenting the targets, desired skills and competencies development, and tasks an employee would be required to complete for supporting constant improvements and career progression (Bolton and Delderfield, 2018). Such a plan is formulated by managers that collaborate in close quarters with the particular employee for identifying the requisite skillset and resources for supporting that employee’s career targets and the company’s corporate requirements (Forde, 2011). Professional development initiates for employees at the instance where a new employee enters into a group. This plan needs periodic reviews continuously across the year. Such a plan should mobilise employees to take actions rather than passively react to organizational circumstances (Cordova, 2020). By narrowing down the focus, a professional development plan prioritizes growth in areas in which the employee requires immediate attention. Another feature of this plan is that it needs to be updated regularly to account for any recent changes that have occurred. There are five steps in creating a professional development plan. The objectives of each step and its suitability in supporting the development of employees have been described below:
Step One: To ask for an employee’s assessment of himself/herself
At Unilever, the initial stage is about having the employee fill out an assessment of his/her own interest, skillset, value, and personalities. Here, some sample forms can be used as assistance in the procedure. At the time of evaluation of employee’s response, certain considerations need to be kept in mind like which skillset, career progression opportunity, technological aspects are interesting to the employee (Tobin, 2012). Then it should be assessed if such skillset, interest, and/or goal support the company’s overarching vision and mission. Ultimately, the near-term and long-term actions need to be determined which will help to attain the desired level of employee performance.
Step Two: To formulate the employee’s assessment from the manager’s perspective
At Unilever, the second step builds on the employee’s assessment of himself/herself, his/her previous track record, and the manager’s observations. Then the manager needs to focus on determining the employee’s skillset in the category of technical skills like the work-specific abilities required for task performance. The social skills of the employee are also determined such as in how the employees engages in teamwork with other people (Furman, 2012). The general aptitude of the employee should be determined such as any unique ability in how an employee performs some tasks or learns some tasks. Lastly, the attitudinal aspects of the employee need to be determined such as his/her perspective on life, emotions, mental state, thought process, and viewpoints.
Step Three: To evaluate the departments and the company’s requirements
At Unilever, the third step is about successfully executing the professional development plan. So, the employee’s requirements and interests should be implemented for addressing the organization’s objectives. The employee’s career progression should be aligned with the company’s human resource requirements (Throop and Castellucci, 2013). It would be prudent to formulate professional development plans by considering aspects like Unilever’s overarching goals, functional goals, group-based goals, and individual goals. In Unilever, this step usually requires strategic reflection whether it be experientially, shadowing, or further education. Nevertheless, a major portion of the strategies need to be based on experiences than on other aspects. Taking on a larger number of responsibilities could be an unconventional way of developing any particular skill.
Step Four: To discover scope of development with the employee
At Unilever, the fourth step involves exploring the entirety of scope of opportunities which are available in the organization with the employee. Firstly, Unilever can develop an academy-based approach to developing employees professionally through arrangement of training sessions for employees based on individually identified human resource requirements. The sessions need to be offered over a long period of time with a personalized curricula that is organized for developing the skillset and capabilities required for filling particular job opportunities in Unilever. Moreover, project-based initiatives can be explored and responsibilities of the employee in his/her own functional area could be clearly outlined (Dowson, 2015). Furthermore, workshops and seminars are important for helping employees nurture their functional and technical skillset. In addition to this, opportunities for continuously educating employees in local educational institutions could be a viable option. In Unilever, employees could even be encouraged to take on volunteering positions for social causes because this could be an unconventional way of developing the employees' skillset. Lastly, selected employees could be assigned to the tutelage of individual mentors for conducting a wide range of activities like informational interviewing, apprenticeship, tutorials etc (Zepeda, 2019). Such an option could be facilitated by the aforementioned professional academy.
Step Five: To document and analyse the employee’s progression
At Unilever, the last step involves collecting feedbacks from employees regarding how they are progressing according to the plans. This would be helpful in the efforts to identify which aspects the employee excels at, improve those skills, and correcting possible deviations which could result. So, it can facilitate their development of newer abilities which could enhance how the employees perform individually and in organisational situations (Keller, 2010). In Unilever, using performance logs would make it easier for managers to track, record, and provide feedbacks from the employee. The logs are for keeping dated records of major incidents, occurrences, ambitions, and the effects of taking actionable measures towards their development. In particular, Unilever should prioritise recording aspects like observing and considering the applications of the skills and knowledge in which the employee has improved and the progressive steps taken toward realising targets.
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In this report, a plan has been developed for meeting certain personal development needs and expectations of each employee individually in the company Unilever. Firstly, some performance appraisal tools and techniques available to Unilever and their consequent effectiveness in the development of its employees have been explored. The development vehicles include management by objectives (MBO), 360-degree feedback, assessment centre method, Behaviourally Anchored Rating Scale (BARS), psychological appraisal, and human resource (cost) accounting method. Secondly, a five-step professional development plan for meeting the development needs of Unilever’s employees has been discussed. The first two steps involve asking for an employee’s assessment of himself/herself and formulating the employee’s assessment from the manager’s perspective. The next two steps involve evaluating the departments and the company’s requirements and discovering scope of development with the employee. Lastly, the employee’s progression should be documented and analysed.
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