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The purpose of this report is to critically evaluate three developmental vehicles available to an organisation, appropriate to the developmental needs of the individuals. Also, this report will highlight organisational examples to assess the potential benefits it has on an organisation and to an individual using these developmental vehicles in the workplace. At the end of the report, there will be a personal development plan (PDP), which consists of three examples on how to meet the identified development needs and expectations of an individual. This report will attempt a well informed literature, supported by scholarly material that is relevant to the work. Knowledge and understanding of different concept and principles of the subject area will be demonstrated through this report. This includes knowledge and understanding of theories and models. An attempt at critical evaluation of the sources and the appropriateness will be made. 
The organisation this report will discuss is Apple Inc. Apple computers was founded in 1976, by Steve Jobs and Steve Wozniak. Work began in Jobs’ garage in California, where their small business turned out to be a huge success. Their most popular product in 1984 was the Macintosh. Their innovation was growing rapidly. However, in 1985, Jobs’ was forced out of the company due to disagreements with the CEO. This did not pull Jobs back, instead it gave him more creative ideas. He then discovered NeXT Inc., another computer company which was later purchased by Apple in 1997. The same year Jobs had returned to Apple. Apple Inc. went on to create more models such as Macintosh Classic, Macintosh LC and Macintosh IIsi. A year after the Macintosh expansion, in early 1990s, the first version of Apple’s laptop computer was born. Apple has since then been more and more popular with their revolutionary ideas. (Bellis, 2019).




[bookmark: _Toc16285389]WHAT IS THE VEHICLE AND HOW IS IT USED

[bookmark: _Toc16285390]Employee Engagement

Employee engagement is the process of keeping employees active through communication and interaction. Employee engagement can be to one’s job or organisation, or both. It contributes to the commitment to the organisations targets and objectives, as well as promoting their own skills and knowledge. According to Macleod (2019), employee engagement is about employers providing opportunities for the employees to offer more of their capability and potential. This statement can be vouched by many organisations, including Apple’s founder, Steve Jobs. With reference to Benjamin (2017), Jobs understood the importance of making employees feel valued, and ways to motivate and engage them. In an interview, Jobs mentioned employee empowerment and allowing them to make their own decisions, in order to attract and retain the best talent. Shuck and Wollard (2010, p.101) stated there are several definitions of employee engagement. They are all based on individual opinion at the time or field of making those classifications.

Model of Employee Engagement
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Source: Armstrong et al (2000), produced by the Institute for Employment Studies.
Figure 1. EMPLOYEE ENGAGEMENT IN ORGANIZATIONS (2018).

Employee engagement can be categorised by three overlapping elements:  engagement and commitment, engagement and motivation, and engagement and organisational citizenship behaviour. Employee commitment is how much an individual obliges to  the company’s targets and objectives, and the extend of their involvement within those. According to Armstrong’s Handbook, cited in Pbookshop.com (2019), engagement and commitment are closely related, however, Robinson et al (2004) states it is not a perfect match. They do not adequately meet, especially taking into considerations the attitudes of employees. Despite Robinson’s views, Storey (2007) associates engagement with high commitment. Moreover, Yalabik et al (2013) states affective commitment is the pursuer of work engagement.
Employee motivation is having a method and drive to accomplish the set goals of an organisation. Armstrong’s Handbook also suggests that Macey et al (2009) stated that when the work itself is meaningful, it becomes an intrinsic motivation. The work itself is what drives people, not extrinsic factors. Das (2018) who is an author and co-founder of Insilico, also supports this statement. He believes that when meaningfulness and safety are provided, only then they will make themselves completely available to the organisation. Das also emphasises on the fact that the reason 80% of people have never been engaged properly at the office is because of the belief that home and personal life should be kept separate. He states if people are to leave their personal self at home, for example their hobbies such as singing, if singing was a motivational factor for an individual, without it they may not perform properly. If singing allowed one to feel safe and comfortable, then they should be allowed it if it benefits the business. 
[bookmark: _Hlk16249683]Organisational citizenship is a behaviour that may be acquired from the job satisfaction. One who demonstrates this behaviour, will go the extra mile to contribute to the running of the organisations success. Saks (2006), founder of multidimensional approach, was the first to do academic research on antecedents and consequences of employee engagement. He believed there are three distinctive drivers: cognitive, emotional and behavioural. Cited in Shuck and Wollard (2010, p.98). 

[bookmark: _Toc16285391]Performance Management

Performance management is a method for developing an individuals or an organisations performance. It is a technique used for improvement within the workplace. Everyone shares more or less the same goals and aim to achieve it. This usually works best when there is a two way commitment. The employer sets out the objectives which in return will benefit the business, then the employee will adhere to it. According to Dransfield (2000), Micheal Armstrong suggests “performance management is a process which is designed to improve organisational, team and individual performance and which is owned and driven by line managers.” 
Performance management can differ in levels. The employer can set out objectives for groups or individuals. They are able to provide personal objectives to help within an individual’s role. By providing a means of performance management, what that means for the organisation is that it is creating a performance culture, that is, if everyone adheres to it. Everyone will behave in a certain way that is acceptable for the business and its users. Employers can hold meetings to help people become aware of their performance. Employers can monitor employee performance by keeping a written document. By assessing and recording performance, the employer can identify areas in need of improvement, and different methods to apply. How it is done, will depend widely on the employers strategy, organisations and employee’s needs.

Elements and Principles of Performance Management
1. Planning – setting SMART goals (specific, measurable, attainable, realistic and time).
2. Monitoring – line manager to track performance.
3. Development and Improvement – encourage further development and improvement.
4. Periodic Rating – feedback opportunity to assess if the employee is on the right track.
5. Rewards and Compensation – positive reinforcement allows employees to feel recognised and appreciated. They are even given the chance of contributing ideas to pay decisions.
(Graziano, 2011).
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For feedback, some organisations apply the 360 degree feedback. 360 degree feedback is a tool that allows employees to recognise their strengths and weaknesses, and ways to improve their overall performance at work. It is a process that enables the employee to receive confidential feedback about themselves from the people around them. It could be someone on a level below them, their colleague, senior, manager or even service users. This method of assessing performance can sometimes prove to be difficult. People may not give accurate feedback. Or the structure itself may be tricky to process. (Custominsight.com, 2019).
An extensive research conducted by the CIPD in 1997 and 2003/4 (Armstrong and Baron) identifies 10 principles of performance management. They are:
1. A management tool to help managers manage
2. Driven by business purpose and values
3. Find solutions that work
4. Gain interest in strengths and visually improve
5. Concentration on changing behaviour and less on paper
6. HOW to manage people, not a system
7. A natural process of management
8. Acceptable principles, including flexibility 
9. Emphasis on development, not wages
10. Performance culture results from a successful organisation.
The elements and principles of performance management are a framework for employers, in the maintenance of a business. It shows clear and simple guidelines to follow. It also helps  them to identify any areas of weakness and improve them. Julie Hill, Human Resources Partner , points out that performance management is about coaching, guiding, appraising and motivating to help one unleash their true potential. (Whatishumanresource.com, n.d.).
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Leadership is a way for guiding people in the right path. Leaders are skilful people who are able to set a direction, motivate and build an inspiring vision to create a better working environment. Leadership is about highlighting areas for growth. They do this by creating a strong team who follow their set guidelines. In business, leadership is essential for setting priorities. A leader solves problems. They constantly look for ways they can improve people and situations.

There are eight different theories of leadership. They are as follows:
1. “Great Man” Theories – people are born with leadership skills. It cannot be learnt. At the time of discovery, the belief was that only males can become a leader, hence the name given.
2. Trait Theories – some people gain leadership skills from their genes and then becomes of a trait that one possess.
3. Contingency Theories – particular variables related to the environment make a successful leader.
4. Situational Theories – depending on the situation, different styles of leadership would be more appropriate.
5. Behavioural Theories – focuses on the actions rather than intellectual abilities. People can learn to become leaders.
6. Participative Theories – one that encourages interaction and participation, and includes others in decision making, however they have the right to withhold other opinions.
7. Management Theory – focuses on supervision, organisation and performances. They stress the importance of rewards and punishment.
8. Relationship Theory – also known as transformational theories, emphasises on the connection between leaders and their followers. Motivation and inspiration are their ultimate goal, whilst focusing deeply on the performance of others and encouraging them to reach their goal.
(Cherry, 2019).
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(Apple, 2019)
In Apple’s 2018 Global Gender charts, it can be seen that there were more male leaders in both overall and in retail leadership. They have provided results for five years, and it has been pretty much the same percentages. There is always a huge difference in overall leadership. It could be said that Apple follows The “Great Man” Theory, however there is no evidence to suggest they are. Nevertheless, it could be suggested that only the majority of males are coming forward for the leadership role.
As well as the leadership theories, there are eight different leadership styles. They are: Democratic Leadership – considers the input of each team members who have an equal say but the leader makes the final decision, Autocratic Leadership – leader makes all decisions without consulting anyone or taking them into consideration, Laissez-Faire Leadership – empowering employees with full trust and little dictation, Strategic Leadership – supports the business as well as its people, Transformational Leadership – constantly finding ways to improve the employees growth, Transactional Leadership – using incentives to motivate employees, Coach-Style Leadership – emphasises on employee growth and success through strengths and weaknesses and Bureaucratic Leadership – considers input of others, however if new ideas conflicts company rules then they will dismiss the idea (Becker, 2019). 
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[bookmark: _Hlk16181040]Employee engagement is important for the development of an individual and an organisation. Employee engagement works in different ways. The best models are those which have been custom-developed for the institution. MacLeod and Clarke (2009, p.4). This suggests every organisation will have different methods for employee engagement, and the one that will work best is the one that caters for their employees. MacLeod and Clarke (2009, p.9) also quote that the organisations which are promoting employee engagement are the ones that have strong and authentic values. There is a significant amount of trust, fairness and respect. The understanding and commitment is a two way process, between the employers and employees.
Das (2018) quotes, Professor Khan (1990), the first applicant of the term employee engagement, founder of the needs-satisfying approach, defined personal engagement as the harnessing of organisation members’ selves to their work roles. Here, they would express themselves physically, cognitively and emotionally. The argument here may be that there are opportunities to express oneself, but with limits to what one can bring into the office, without negatively affecting the business. Employee engagement will address many challenges businesses are facing. It will help build a better rapport with employees, customers and for the business itself (Gallup 2013, Macey et al., 2009, Aon Hewitt 2012) and the employees capabilities and performance (Gallup 2013, Towers Watson 2012).” Cited in Bhuvanaiah and Raya (2014). They have also observed that employee engagement is a concept that is yet to come to a general acceptable definition and understanding.   Harter et al (2002), founder of satisfaction-engagement approach, conducted research at the Gallup Organisation and discovered that employee engagement was linked to an individuals involvement and satisfaction, as well as enthusiasm for hard work. It enabled good relationships and benefitted the company’s growth. Cited in Shuck and Wollard (2010, pp.311-312). 
Apple pioneered the core concept of 360 degree engagement. They stressed the importance of the connection between employees, customers and business profits. Steve Jobs created a model for employee engagement, which consists of the following four areas: Build a Culture of Fandom - employees are able to use Apple products daily and are given the chance to purchase products at a discounted rate. This helps them become more aware of the products and gives them confidence when dealing with customers. Emphasise Employee Retention – building loyalty and having the opportunity to discuss matters with upper management through different sources. It is about being approachable and giving respect, training and rewards. Create Great Customer Experiences – high quality buying experiences, with knowledgeable staff. Attract and retain customers. Focus on Projects, Not Silos – “focus on specific projects, and the roles of the departments will fall into place”, one of Steve Jobs’ core values (Ng, 2011).
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Performance management is important for a successful business. If people are not motivated enough, they are unlikely to push themselves to achieve big goals for the organisation. By tailoring and monitoring performance management, the organisation will see more motivated staff. The employer can identify which staffs are contributing to the business, and which are lacking. This will also enable individuals and the organisation as a whole to develop further. Recognising and acknowledging the positive outcomes will encourage everyone to strive for more. This again will help the business. A quick and efficient delivery of tasks will show the employer that the performance management is being applied correctly and appropriately. However, performance management should be kept to a minimal if not simple, so the employees do not feel pressure of working around it or putting themselves in challenging situations if it was not necessary. Creating the most suitable performance management strategy is very important. Also, fairness is vital in performance management. Everyone should be on given fair treatment and not discriminatory. Setting objectives will create a clear path for both the employer and the employee. When performance management techniques are in place, it is important that they are monitored so any changes can be made. Developing staff is usually an on-going process in organisations. Line managers discuss with employees what support may be available and employees are given the opportunity to take or change. 
SAYERS et al. (2018, pp.4-5) states performance management is a system that aims to maintain and improve employee performance. However, recently the systems are being questioned regarding the changing business models, workplace structures, technological developments, workplace conflict and the needs of a diverse workforce. In their research, they found 84% of organisations do not use any kind of performance management techniques and only 6% prefer to have one. It is usually the smaller businesses which do not have a system. Of those that are using a system, 85% use less formal systems. Looking at the results, it can be argued that the vast majority of the respondents were only small businesses and does not give an accurate answer to the question in line, which in simple words, is the efficiency of a performance management. 
By applying employee engagement, Apple are encouraging performance management. By looking at Apple’s model for employee engagement, it can be said they emphasis on employee retention. They allow employees to approach managers for support. Apple provides training to develop their employees further. They reward them with discounted products or free gifts. This is all part of performance management. They monitor their employees. If they did not monitor their employees, how is it possible for them to grow so rapidly? It is because they have monitored and assessed their employees for ways of improvement. 
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There are many benefits of having a leadership role in an organisation. It improves productivity in the workplace, by employees adhering to rules. People are pushed to develop their abilities. How the employee feels about the pressure, would depend on their personal and professional situation. The purpose of the pressure is to encourage a more efficient workplace practice. It also encourages employees intellectual skills, not just practical. Another benefit of having a leader is so that people are more engaged in the business and take tasks more seriously. This will enable more positive interaction with colleagues and communication would enhance. Furthermore, they will gain confidence in themselves and their team. Having a leader encourages employees to open up more. If they had an issue, they could approach the leader if the manager was not available or approachable. The leader would be a role model for others and create a good organisational culture.
According to Dudovskiy (2019), between 1997 and 2011, Apple leadership was autocratic with Steve Jobs managing the business. Since Tim Cook has taken over Apple, he promotes a more democratic leadership. Dudovskiv states when Steve Jobs was in charge, everything flowed through him. He also states that Tim Cook has been praised by employees for inspirational leadership. In contrast to that, Tim Cook is sometimes disapproved of by analysts and industry watchers for the lack of determination that Steve Jobs used to have. Apple is facing a alot leadership challenges, as observed in Dudovskiv’s report. The standard of financial performance has been set so high, there is a possibility of failure. Also, Apple’s leadership team have been criticized for the lack of diversity. As mentioned earlier, their leadership consists mostly of men.
In Dudovskiv's study, he stated Steve Jobs had an autocratic leadership style. Autocratic style of leadership means the leader does not consult or consider others, he just sets rules and everyone has to follow. However, if Steve Jobs did have an autocratic style, he did very well within his role and all his methods were all perfect for the company. This will be evident in all his productions and the success of his business. It is safe to say though, people will automatically believe an autocratic leadership would weaken a business, however this is not the case for Apple.
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A Personal Development Plan is a plan for improvement, with measures and support in place. It comes with a length of time, in which one has to complete the tasks. It is mainly used for employee improvement. It takes into consideration strengths and weaknesses, personal and organisational values and objectives. A personal development plan can enhance ones education, career and relationships. This will enhance ones confidence, skills and abilities.
Below is an example of a PDP for an employee who wants to move into a leadership role in Apple. English is not the individuals first language, therefore needs to improve on that. Their knowledge on finance and computer skills will also need to be expanded, as technology is always advancing and a leader plays an important role in supporting their followers. 



	DEVELOPMENT NEED
	OBJECTIVE
	SUPPORT / RESOURCES
	MEASURE
	TARGET DURATION

	English Language
	To improve language skills through SEED.
	Onsite e-learning, videos, books, leaflets, case studies, team members and tutor.
	Able to communicate English clearly and fluently.
Course assessment and completion. 
	9 months.

	Finance
	To expand knowledge of finance through SEED.
	Onsite e-learning, team leader, manager and tutor.
	Course assessment and completion. Appraisal. 
	12 months.

	Computer Skills
	To broaden knowledge in software and hardware through SEED. 
	Onsite e-learning, team leader, manager and tutor.
	Course assessment and completion. Appraisal.
	12 months..




Apple are giving their employees the opportunity to expand their development through a programme called Supplier Employee Education and Development (SEED) programme (Academia, n.d.). They state Apple reviews training to ensure the methods are working  according to their intention.
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The bottom line is, every organisation should allow methods for learning and development, motivation and room for improvement. Employee engagement, employee performance and leadership all contribute to the success of a business. Apple are implementing these key vehicles, which is why their business has grown so rapidly worldwide. There are many things an organisation can explore to reach their goals and objectives. Research into theories can give every organisations ideas of how to improve the business and their employees. A theory has evolved after much research and if it worked then, why should it not work now? It may just need a little adjusting to suit ones business. Employers need to set a good role model for their employees, that is if they want to represent positivity and create a better environment to work in. A continuous maintenance of interaction and communication between both parties contribute to the well being of the business. It will enhance company reputation and set examples for others.
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