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Employee performance impacts an organization from the bottom up (Rodriguez and Walters, 2017). They are the backbone of every company and, therefore, their development is key to an organisations success. It is vital for organisations to recognize the importance of training and development in employee engagement, retention and morale (Rodriguez and Walters, 2017). 

This assignment will look to delve into the relationship between employee development and business success by assessing an organisations training and development methods. Following on from this, the importance of assessing training needs is raised and discussed, as well as the importance of rewards and incentives for employees. To conclude, a review will be conducted on an employee of Legal and General with regards to their developmental needs. A personal development plan will be created to shed light on this matter. 
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Employers must note the importance of amalgamating their beliefs and ideologies with those of their employees. It is the responsibility of the organization to be aware of the great need for training and development and the impact this has on the organization as a whole (Rodriguez and Walters, 2017). Organisations must implement appropriate approaches to assess employee’s performance that will, in turn, positively impact both the employee and organization (Rodriguez and Walters, 2017). 

Employers must analyse their current workforce, business goals, and any skill gaps within the workforce. Once they have completed this they can curate a workforce development plan to ensure that success is achieved for the organization through assessing development needs of the workforce.

Job satisfaction and employee retention is at the core of any company. Training and development play a key role in employee engagement, resulting in employee retention. Employee retention is critical for employers to control with regards to competitive advantage. In the modern era, more organizations opt to focus on employee retention (Anis et al, 2010). Employees should be recruited depending on how well they can contribute to the company. For instance, Legal and General look for young, ambitious, organized individuals who can fit in with the fast paced environment at the company. By improving and developing employees, an organization ensures that their valued skills are retained within the organization. Companies have opted for an internal recruitment approach, rather than external (Moncarz et al, 2008). Legal and General use this style. The company would prefer to hold onto employees that already have extensive Legal and General knowledge, than wasting finances on new recruitments who may not see the job as a best fit for them. The organization can typically trust their employees who have been with them for some time, and hence offer internal vacancies. This is to show that organisations favour their own employees, but also highlights the importance of retaining these valued skills and not wasting training methods on employees that wish to leave. 

Those with the authority should design a clear path to progression for the most occupied jobs within their business. For instance, Legal and General have many employees within telephony jobs. The organization must, therefore, have other jobs that are attainable for employees on the telephony jobs to progress i.e. floorwalkers, managers, assistants, administrators etc. This retains employee satisfaction and instills the ideology of success and growth from above. The career leader is visible for the employees and they have a clear understanding of what they need to do to achieve their goals within the company. Career planning is key for employee retention and can be crucial for a businesses success (Jehanzeb & Bashir, 2013). Hence the importance for companies to outline a clear progression route for their employees to take. Larger companies, like Legal and General, have many departments and job roles and therefore must take time in defining these routes and ensure they are obtainable. 

According to Hannon (2010), only 20% of people are in their dream jobs. This makes it even harder for employers to retain their workforce. Nevertheless, organisations must design their training and development programmes to cater to the needs of their workforce and not allow external forces to influence their decisions. For instance, if a company has a younger workforce they must use more technological training methods to keep them entertained and engaged. 

The most important part of development is investment. Organisations must invest in training facilities and development programmes so that their employees needs are met and assessed accurately (Jehanzeb and Bashir, 2013). A study was conducted to shed light on the importance of training and development investments from employers. It was found that 85% considered investment to be linked to business success (Loan-Clarke et al, 1999). Hence why investment in development is so sought after in the modern age. Many large businesses that are struggling following the Coronavirus Pandemic have had to reduce costs in many areas. However, the vast majority of these companies, according to Aguinis and Kraiger (2009), have increased their investment in training and development as they are of its importance. Additionally, by investing in training employers will eventually reduce recruitment costs. Financial performance is benefitted by higher levels of training and development investment (Kwon, 2019). By having a focus on developing workers for the long-term future rather than short-term will ensure that the business remains on a constant increase, financially and socially. 

Many major UK organisations, such as the NHS, use Schein’s Career Anchors to recruit employees that best match their criteria. Schien suggests that each person has a different orientation towards work and approach their work with differing priorities and values than others (Schien, 1990). The study found eight career anchors that were said to have been priortised by employees. These are; technical/functional competence; managerial competence; autonomy and flexibility; security and stability; entrepreneurial creativity; dedication to a cause; challenge; lifestyle. This was introduced as people often select a career for all the wrong reasons. As a result of this, employees job tenures end in unrest and disengagemen. Schien argues that the career anchors help people uncover their real values and how to make better occupational choices (Morrison, 2016). The anchor is essentially a “motivator.” What makes the employee want to develop and progress within an occupational setting. 

By aligning employee development with the ideology of the business ensures that cohesion is felt within the company. Employees remain on the same page and can continue to develop by engaging in discussions with their colleagues. Company values should funnel through to the basic training and development of new recruits. This is then amplified when employees have experienced the company and aware of its beliefs and values. By having knowledge of the companies’ beliefs and values, employees can accurately align their training with these. This helps the business to retain continual success. 
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In more recent times, it has become much more apparent that organisations must focus more on employee’s development and training needs. If an organization is to neglect their employees training needs this could result in failure for the business entirely. Often training is requested to improve performance, but it can have other uses (Barbazette, 2006). Development plans should be formulated to look at employee’s competency (Ennis, 1996). Assessing employee training needs is, as previously noted, essential for organizational decision making, such as recruitment, development and introduction of new programmes/schemes. Training and development is useful to fulfill gaps in employee performances (Elnaga and Imran, 2013). 

Customer satisfaction has previously been used as a metric to analyse what areas employees need to improve on (Arinanye, 2015). The employees are the only ones with the influence to alter the minds of the customer (Rodriguez and Walters, 2017). They have the responsibility of the company on their shoulders when providing the customer with a service. Hence why employee development is so crucial to an organization. Without proper training and development opportunities employee’s would not be supplying the customer with the best service they can endure and therefore result in poor customer satisfaction (Arinanye, 2015). 

The most important part of assessing training needs is having a feedback system (Ennis, 1996). The quality of work increases as humans have an innate desire to please others and achieve the best they can (Rodriguez and Walters, 2017). Employees may receive feedback from customers, peers or their employer themselves. This allows continuous development to occur and have a continual presence in the mind of the employee. Legal and General use a system named “My Performance.” Employee’s are prompted via email to complete monthly CBT’s (training sessions) to improve their skills. These may include learning about new systems, new clientele or improving ones own skill set. Prior to conclusion the training sessions always include a quiz to ensure the employee has remained engaged throughout. The results of the quiz are then sent to the employee’s manager for them to assess their skills and training gaps. With the manage receiving the results means that there is no pressure then on the employee. The manager is then in charge of deciding what the next steps will be for the employee to take and develop. The manager will then discuss the results in a monthly 1-2-1 with the employee. This system works effectively at Legal and General and allows for a healthy working relationship between employees and managers. 

Mentors are also important for an employee’s development. They provide inside knowledge and have a greater insight into the businesses’ needs. They are usually experienced employees who are able to guide newer colleagues to success. Poulsen (2013) argues that mentors are of great value. Organisations must implement mentoring programmes and schemes to retain business beliefs and ideologies and ensure success (Poulsen, 2013). Mentors enhance an employees development. They are a tool for transferring knowledge and should be incorporated into all organisations (Garvey & Alred, 2010). The use of mentors allows not only the employee to develop, but the mentor themselves. The focus on development and growth means that the mentor is constantly looking to improve and grow so that they can be the best they can be for their mentee. 

Training and development should be a free-flowing system that allows the employee to not feel pressured into completing any tasks or following up on them. Training needs should be regularly assessed by employee’s peers so that an external look is being placed on the training gaps in the employee’s knowledge. This makes for a successful company with employees who are actively wanting to improve and develop. 
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Good performances need to be credited to ensure that employee engagement remains high and development is at the forefront of employee’s minds. This guarantees organizational success and continuous growth within the business.

In the modern era, many companies offer qualifications, such as Legal and General. Large organisations now like for employees to have transferable skills from previous employment or studies. If a prospective employee does hold qualifications that are in the occupations field, they are favoured much more than one who do not (Joseph, 2007). Qualifications is the main linkage between an employee and the world of work (Nijhof & Streumer, 2012). Christis argues that qualifications are merely to show how capable we are of completing a job (1989).

Bradley, Woodman and Hutchings (2012) conducted a study that found that qualifications have become much more important and must be offered by organizations to their employees to maintain a focus on development. 

Additionally, they found that employers are much more likely to recruit prospective employees when they are overqualified for the job. 44% of employers have begun demanding qualifications prior to hiring new employees. The reasoning behind this has been argued to be due to the employee then already being used to the idea of development and being eager to learn and grow (DaSilva-Nel, 2017). High potential/overqualified employees are more likely to commit to achieving more and obtaining more responsibilities than those who are underqualified (Rodriguez and Walter, 2017). Individuals who are underqualified and struggling with the training needs of the company may not feel motivated to keep performing (Asim, 2013). Those who aren’t able to perform at the expected level may even decide to leave the organization, hence the importance to recruit staff that meet the organisations criteria. 

Conversely, Davis (1993) argues that whilst superior skills are desired by employers, they must fear that the overqualified will not be satisfied with lower pay for their services. An organization must be flexible and adhere to employee wants and needs. An overqualified employee may have much higher expectations than that of an underqualified employee (Davis, 1993). Organisations with many overqualified employees see high turnovers in staff and low job satisfaction (Erdogan et al, 2015). At Legal and General, this is evident. Although the company offers many benefits to it’s employees, they tend to recruit over qualified staff for telephony jobs. This results in a lack of employee retention within these business areas. Therefore the turnover is extremely high and recruitment costs are even higher. 

Bradley, Woodman and Hutchings (2012) found that the main reason for learners to study is to improve their skills. Employees enhancing their skills is at the foundation of any organisations success. The more skilled and able your workforce is, the more likely an organization is to compete in today’s global market (Rodriguez and Walters, 2017). Humans have an innate need to grow and develop, and therefore employers have the upper hand. By enhancing the level of skills, knowledge and competency within their workforce makes for a much more successful future for the business. As Bradley, Woodman and Hutchings found, employees main reason to study is to improve their skills. This means that by having training sessions catered to employees, companies will see much more success, engagement and employee satisfaction. 

In conclusion, it is evident that those with an academic background are more likely to be recruited by organizations due to the belief that these types of employees have a greater focus surrounding development. Although this may not be the best decision, as argued by Davis and other theorists, the company then ensures that they have an experienced, intelligent, academic workforce who are hungry to progress and develop. 

Bradley, Woodman and Hutchings (2012) study also found that although it was important, gaining a promotion or progressing in work was not one of the main features for employees. They favoured skills development, gaining more knowledge and gaining professional recognition. Development opens the door for more recognition and in turn leads to promotion (Bapna et al, 2013). Therefore, it is evident that there is a clear connection between development and promotion. Legal and General offer a clear, succinct and effective route to progression. It is a factor that is always discussed in 1-2-1’s and is a focal point for managers. The company desire ambitious, talented employees who are always willing to improve and strive to success. Therefore, by instilling this idea of route to progression and having easy access to promotion boards, sites and internal vacancies it makes it less of a stress for employees and more of an incentive to better themselves and develop. 

Many organisations opt to use performance-based pay systems to rewards those that continue to perform to a high standard. At Legal and General there is an annual pay review. Although the pay increase is determined prior to your end of year review, it is an incentive that employees looking forward to and work hard for. Many employees make sure that they are continuously working and meeting targets so that they fall into the “outstanding” category when the annual pay review is discussed. The categories are satisfactory, great, and outstanding. The average person falls into satisfactory, however having all employees know that they have the opportunity to develop and reach the great and outstanding targets should they wish to do so. This where a sense of fairness and consistency is introduced, as discussed by Rodriguez and Walters (2017). 

The more rewards and incentives there are, the more likely an employee is to follow the steps from higher, more authoritative colleagues with regards to training and development. Employee engagement remains high and therefore employee retention is stable. This allows companies to be much more flexible with their employees and reap the benefits of offering these rewards. By offering promotions, qualifications and annual pay increases performance will inevitably grow and therefore so will finances. A happier workforce means for happier customers. 
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Although rewards enable engagement and procure happiness, they do not aid development as much as training itself does. Training plans are crucial to development. They are usually written to report results and allow feedback (Barbazette, 2006). Without a training plan, instrumental activity cannot be evaluated, and knowledge cannot be developed (Darrah, 1995). Enhancing skills is widely deemed as essential to and organisations success (Darrah, 1995). Companies, like Legal and General, rely on their training departments to deliver effective training and have excellent knowledge of the organisations processes so that these can be relayed to the employees (Woodson-Mayfield, 2013). 

Initially, the trainee must identify their strengths and weaknesses in relation to their occupation. The easiest way to do this is through a SWOT analysis (Humphrey, 1960). Although the models primary use is to help businesses thrive, it can be used for individual development. It is believed that the SWOT analysis is a tool that bridges the gap between personal challenges and utilising one’s workplace (Lieber, Stensaker and Harvey, 2018). Through using a SWOT analysis, the employee will have a catered training programme. Theorists have found that training courses that are catered to an employee’s needs are much more effective than those that are broad and generic (Chiaburu and Tekleab, 2005). Below is a SWOT analysis created for a colleague wanting to widen their skill set by delving into other departments:

	STRENGTHS
· Been on CAS before/Prior Knowledge
· All of team members can use their knowledge and support me
· 
	WEAKNESSES
· Lack of confidence
· Rusty i.e. haven’t been on CAS since July 2021
· Lack excellent verbal communication skills

	OPPORTUNITIES
· Higher chance of recognition
· Likelihood for a promotion/higher pay bonus
· Lack of growth in my department
	THREATS
· Anxiety
· Lack of time to complete training
· Lack of knowledge 
· Manager not allowing training to take place



Once the trainee has agreed the areas that need improvement and what may be restricting them from achieving their goals, they are then in a position to create a training plan.

In order to fulfil the employees training needs the training plan must be effective, and the correct methods must be chosen. Hence the importance for a customised training plan. Training should be flexible and meet the needs of both the employee and organisation (Smith, 2006). Prior to the creation of the training plan, expectations should be discussed between the trainee and trainer so that there is a mutual understanding of what the training plan entails and what goals need to be met. 

According to many theorists, a personal development plan is an effective tool that not only aids an individual in their development but also increases their motivation (Eisele, 2013). This colleague opted to create a personal development plan in order to transition from a primarily script-based telephony role to a complex, bespoke telephony role amalgamated with their existing job. 

The personal development plan will enable the trainer and trainee to outline which areas need improving and how they wish to achieve their goals. It is crucial to the process that the employee remains engaged and motivated to complete the tasks agreed, otherwise there will be a lack of progress. The trainer must support their employee and ensure that they are meeting their targets. 

The prior creation of the SWOT analysis makes outlining the training areas much easier for the individual. The personal development plan best suited for this individual is shown below:

	Skill/Behaviour
	Action Taken
	Resources
	Date for Review
	Goal

	Manager restricting training
	- discuss concerns with manager and outline times when training can take place

- use VCC (online telephone) to look at queues and manage customer wait times whilst also fitting in training sessions
	- colleagues, manager, call system

- arrange follow up meetings with manager to feedback any issues or praises
	Once a month in 1-2-1
	Be competent on CAS (customer application service) following guided training sessions arranged by manager

	Lack of knowledge
	- arrange training sessions with training team or colleagues
	Training team

Laptop to take down notes
	Once a month in 1-2-1 with manager

Daily after training sessions with trainer
	Again, be competent on CAS but also feel much more confident to take CAS calls 

	Anxiety 
	- discuss concerns with manager

- seek additional help, maybe with Employee Assistance Program

- daily meditation to relax 
	- tablets if prescribed

- youtube for meditation
	Daily after training sessions – make sure I am discussing my feelings with my trainer and receiving daily feedback on training
	More confident and relaxed to take CAS calls and go onto the CAS telephone line


(Morgan, 2017)

The personal development plan allows the individual to have a clear outline as to what they need to do to achieve their goals and when they will review their development. It places the initiative on the individual and for them to take action on their concerns and training needs. Although this does differ to Legal and General’s approach, the organisation would be appreciative of an employee wanting to develop and better their skill set. 

The careful planning of a personal development plan makes for a successful training programme (Patel, 2013). The individual can monitor their progress and reflect on the plan as the training is undertaken. 

A personal development plan has a focus on review and feedback, which is crucial to an individual’s development. Reflection and feedback is a routine component of a personal development plan and is the reason why so many organisations opt for their colleagues to use one (Patel, 2013). Once the personal development plan has been completed, the trainee can reflect on what has been carried out and use it as a tool for future development. The idea of support and feedback ensures continual development. 

The personal development plan aims to meet the training needs of an individual and allow them to develop their skill sets. This will benefit both the individual and the company and ensure that skills are continuously being worked upon. A personal development plan guarantees motivation and engagement throughout the training process. Through reflection and feedback, the personal development plan meets the training needs of the individual and can assist them in the future. 
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Development is key to a company’s success.  Whether the development be from the employees or the business itself, it is evident the impact development and growth has on an organisation. Companies must opt for a modern approach to training and assess each employee’s training needs through managerial discussions, training sessions and a supportive environment that allows free flowing communication and growth. Through rewarding employees, companies ensure that engagement and motivation is primary in the thoughts of employees when wanting to develop and grow. 
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