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[bookmark: _mu9bujb064a5]1.0 Employee Development: Balancing Individual Growth and Organisational Performance
Employee development has a much larger scope than acquiring the skills required to perform an existing role. It is a continuously evolving process of improving one's professional knowledge, competencies, and career prospects, not only to contribute to the organisation, but also to improve the individual's wider employability. Nanakova & Dopita (2025) observe that investing in employees can benefit organisations by improving productivity and capabilities. However, these benefits are not guaranteed; results depend on how an organisation implements this knowledge and continuously supports the team in applying their development. Cassidy (2026) supports this view, suggesting that unless employees apply information and training in practice, they can forget much of it. Senge (1990) builds on this by identifying personal mastery as one of the five disciplines of a learning organisation, emphasising the importance of continuous individual learning to support the wider organisation. However, this is necessary for organisational learning; it doesn't automatically produce wider organisational improvement. To assess the effectiveness of employee development investments, organisations must link improvements in workplace capabilities and individual knowledge to measurable benefits in practice.
[bookmark: _4gzagkbuk858]1.1  Employee Development and Organisational Performance
As a business development manager at Information Security Media Group (ISMG), an international organisation specialising in cyber security media and events, I identified, recruited, and secured suitable delegates for specialist roundtables. To do this effectively, I needed to demonstrate strong communication, relationship management, and the ability to meet specific performance indicators. To develop these competencies, ISMG offered several development opportunities, including shadowing, formal training, and mentoring. 
 A potential benefit of employee development is improved productivity. My experience at ISMG highlighted mentoring as a particularly effective method because it gave me access to an experienced colleague who could explain technical processes, resolve my difficulties, and share practical experience. As a result, I navigated unfamiliar systems and completed my tasks more efficiently. The organisation also benefited: greater employee competence reduced my errors, increased my independence, and helped me operate more efficiently. However, a clear distinction is needed between individual efficiency and improved organisational performance; one does not automatically lead to the other. Noe and Schmidt (1986) identified employee attitudes, motivation, and career planning as key factors in training outcomes. Even with comprehensive training, its effectiveness depends on the individual's willingness to apply what they learn in their role. 1 potential benefit for the organisation is increased employee engagement. Organisations that provide development opportunities may encourage employees to view their employment as a longer-term career investment rather than simply a job. Siri et al. (2023) did a systematic review of 27 studies, where it was identified that there was an Association between continuing professional development and the employees' intentions to remain in their roles; however, much of that evidence was from Healthcare settings, meaning that those findings cannot establish whether the development opportunities directly reduced employee turnover at ISMG. ISMG offered a comprehensive package of development opportunities, such as mentoring, cross-department exposure, and independent professional learning, which encouraged students to broaden their skills in many different ways. It's important to justify the benefits of these investments because development programs require resources, including employee time, management attention, and training expenditure. Mentoring can be particularly beneficial, but it can temporarily reduce employee availability and pull them away from their own responsibilities.
[bookmark: _yklcplbjgd84]1.2 Benefits to individual employees.

From an individual perspective, workplace development can improve professional confidence and further career opportunities. This was illustrated by my experience at ISMG at 22. I communicated regularly with highly experienced cybersecurity professionals at major organisations. This exposure helped me develop my interpersonal skills and industry awareness, and I gained confidence when engaging with senior professionals. A particularly important factor in this was my mentorship. My mentor held regular online meetings and was available throughout the workday, so I could ask questions whenever necessary. This not only helped me with my tactical processes, but also helped me develop greater independence and confidence in a highly specialised professional environment.
Passmore et al. (2026) suggest that digital coaching, while it may have barriers including rapport, communication, and technological issues, can produce outcomes comparable to face-to-face coaching. Whilst Mentoring and Coaching are different approaches in their own right, this finding offers useful context for understanding professional support delivered remotely. It is demonstrated in my experience that supportive relationships can develop without ever having to physically enter the workplace, although coaching findings cannot establish the effectiveness of mentoring specifically.
Developing transferable skills such as communication, research and professional judgment may create opportunities for an employee to progress within the organisation or to find employment elsewhere. At ISMG, I was able to maintain my motivation not only through performance-related commission but also through the opportunities of establishing a long-term career in business development that could have been within ISMG or another company; however, the training and mentorship they provided increased my employability. There were strict requirements for our delegates to meet the eligibility for the Round Tables, and this could create considerable pressure. My success depended not only on the training I was provided with but alsoon  my persistence and persuasive communication. It is important to know that working from home, as I did for ISMG, created problems with communication and concentration. The usual office etiquette of popping into someone's office to ask a quick question doesn't exist when you're working from home. In my role, it was especially important to have my mentor and my manager to maintain professional relationships; regular daily check-ins were conducted via Zoom. There is an opportunity for employee development to not only improve individual competence but also create increased organisational capability; however, this is dependent on appropriate support and opportunities to apply newly acquired knowledge. My experience demonstrates the value of combining formal learning with interpersonal Support while also highlighting the importance of balancing performance demands with the needs of the individual and wider organisation.
[bookmark: _qreboi7qyg4m]2.0 Managing Individual Expectations of Personal Development
One important aspect of employee development is the ability to manage individual expectations. A balance is needed between personal career aspirations and operational objectives. Plenty of employees will seek greater responsibility, financial rewards or career growth; however, the organisation must ensure that any training activities contribute towards the wider organisational objectives. Employees should be able to participate equally with management to set realistic objectives and to provide regular feedback. It is then the responsibility of management to ensure that employees' career development contributes to the business's productivity and overall effectiveness.
Rousseau’s (1989) Psychological Contract Theory provides us with a useful framework to understand how these relationships work. Formal employee contracts and psychological contracts can tell an employee's perceptions of the reciprocal obligations between themselves and their employer. It is essential to communicate realistic development opportunities, as there may be an expectation thatemployees's commitment and Performance would translate into career progression. It is important to distinguish the two.
[bookmark: _melbx5legz5m]2.1 Identifying Individual Development Expectations
Professional development at ISMG is encouraged through a personal development plan (PDP). It is the responsibility of the employee to complete their own PDPs and to identify their own personal strengths and weaknesses, in order to encourage individual responsibility for professional growth. My own expectations for my PDP were to progress into a senior position within three years. I wanted to develop greater confidence and professional competence in business development. My ambitions were discussed with management,t and they were considered alongside my responsibilities for recruiting delegates to cyber security roundtables. This was a particularly effective approach to self-directed development whereby an employee actively participates in identifying their own learning requirements rather than relying exclusively on management's perception of them. Deci and Ryan’s (1985) theory is that the psychological needs associated with motivation are autonomy and competence. Allowing an employee to design their own personal development plan may therefore encourage greater engagement. This approach boosts motivation because it still requires organisational guidance. Unchecked ambition does not necessarily translate into the experience, competency or performance standards needed to achieve them. Personal development planning should involve collaboration between the employee and senior management to establish realistic expectations. 
[bookmark: _rm4hecaonm2t]2.2 Aligning individual ambitions with organisational objectives 
At ISMG, we held performance reviews every two months via Zoom. Management supported individual development, and these meetings provided opportunities to discuss progress and identify strengths and weaknesses. To measure performance in the role, management established key performance indicators (KPIs). These included outreach volume, connect rates, and registration conversion rates. These not only provided measurable evidence of our activity but also the effectiveness of the individual performing them. If an employee had made 100 calls and no conversion, they may need to work on their interpersonal skills and phone manner. If an individual set a per-second meeting with 10 delegates but none showed up to the Round Table, the employee may need to work on retention. Locke and Latham’s (2002) argue that setting specific, challenging objectives has a positive influence on performance, especially when employees receive appropriate feedback and are able to remain committed to achieving the goal. ISMG KPIs reflect this approach by establishing clear performance indicators.
Setting clear objectives for employees creates pressure when it is limited to a fixed nature, particularly when successful recruitment depends on external factors such as their availability and willingness. A broader approach recognises that employees can contribute organisational value through their behaviours and competencies,s and these may not be accurately represented by performance indicators. There are potential challenges when evaluating subjective qualities such as an employee's motivation and ability to work within a team. Kefan and Levy 2000 examined the reactions of employees to their performance appraisals, highlighting the importance of how individuals perceive and respond to the process of evaluation. Considering broader professional attributes should be accompanied by transparent assessment criteria and opportunities for employees to provide feedback to management on how their development is supported. 
[bookmark: _dnia02nmvb8y]2.3 Managing expectations through Career Development opportunities
ISMG has a dedicated approach to career development, and that extends well beyond progression within an employee's existing department. ISMG has clear values that emphasise curiosity, continuous learning, creative collaboration and employee belonging (Information Security Media Group [ISMG], n.d.). These values are reflected in the organisation's commitment to supporting professional growth and maintaining a collaborative work environment. My experience of structured Career Development was broadly consistent with these principles and values. There were structured opportunities available for employees to experience alternative departments, allowing them to explore different working environments while remaining under the umbrella of ISMG. From my experience, internal Korean mobility was encouraged across the organisation; if an employee was unhappy within their department or wasn't meeting the necessary requirements to carry out their role, a simple solution could be to change departments. This was better for ISMG, as it meant their employees still had the technical workings of the organisation, but a move may have better supported their growth. Ng et al. (2024) use meta- analysis to examine the relationship between employees of sponsored Career Development and employees' relationships with their organisation, even when employee development had improved their external employability. This provides a useful explanation for its emphasis on internal career mobility. It is important to consider that development opportunities do not eliminate every factor influencing employee retention. I ultimately left ISMG voluntarily because of a change in childcare responsibilities, despite positive relationships with management and opportunities for progression.  Self-employment ultimately suited my current needs. This highlights the need for effective expectation management and the ability to consider employees' changing needs beyond their career ambitions. Even supportive organisations can experience employee turnover when individual circumstances and organisational requirements do not align. Overall, ISMG has an effective combination of self-directed development planning, regular performance reviews and internal progression opportunities. To balance individual expectations and business requirements, however, successful management requires ongoing communication, fair assessment, and recognition that employees' personal priorities can change over time. 
[bookmark: _9pckyohbg4mj]3.0 Critical Evaluation of Workplace Development Methods
There are various methods available to organisations to enhance employee competence. However, organisations must consider individual learning requirements and Resources required to apply knowledge when considering the effectiveness of the development methods. At Information and Security Media Group, employee development incorporated formal training, shadowing, mentoring, self-directed learning and cross-departmental experience to enhance development. Although these methods were valuable opportunities for professional growth, their suitability and effectiveness varied according to the specific Development Goals. 
[bookmark: _hcljrezbh0rl]3.1 Formal Training and Structured Learning
Organisation-provided formal training gives employees structured learning opportunities that are designed to develop their knowledge and competencies required for their roles. At ISMG, formal training supported employees to understand operational procedures and Performance expectations, as well as competencies using technology to recruit delegates for security roundtables. An advantage of this type of formal training is consistency, ensuring employees receive standardised information across the organisation about procedures and expectations. Training effectiveness depends on whether its content sufficiently addresses the demands of the role. The training I received at ISMG highlighted opportunities for improvement. Practically, it did not cover structured training on prospect identification, objection handling and conversion techniques; these may have strengthened my ability to achieve the required KPIs.  Kolb’s (1984) Experiential Learning Theory suggests that learning develops through a continuous cycle of experience, reflection, conceptualisation and experimentation. Kolb’s perspective on this leads us to believe that formal instruction may be insufficient unless the employees have the opportunity to practice their game knowledge and evaluate its effectiveness. A recent podcast by Cassidy discusses the idea that sustained performance depends less on the Learning Event itself and more on the environment in which it is applied. This point was further examined by Hamza et al 2025 suggesting that formal training in delegate recruitment would be more effective if a company provides practical exercise opportunities to apply these new techniques and continued managerial support. Consequently, a combination of practical workplace application and the organisation-provided training may be more appropriate for developing competencies. 
[bookmark: _dhq9b0mcgu0a]3.3 Job Shadowing and Observational Learning
Bandura’s (1977) Social Learning Theory provides an explanation for observational learning, suggesting that individuals can acquire skills and learned behaviours through the observation of others. Job shadowing highlights this point particularly when employees are given the opportunity to observe experienced colleagues performing workplace tasks; I was given the opportunity to listen to successful delegate conversation calls to understand how experienced employees communicated with attendees. This was particularly beneficial because it demonstrated practical techniques that were difficult to understand through formal instruction. Employees can observe how conversations are developed, how delegates are engaged and how registrations are secured simply by listening to another colleague fulfil these tasks. This approach has limitations: it lacks structured explanations after the observed calls, and employees at ISMG were expected to independently identify why particular conversations were successful. This meant there was a risk of misunderstanding an experienced employee's communication techniques. Observational learning doesn't necessarily ensure that an employee could reproduce the successful behaviours in their own role. A more structured approach incorporating reflection and opportunities to practice techniques could improve the learning outcomes. That would also align closely with experiential learning principles by connecting observation with reflection and finally into practical application.
[bookmark: _xzk6krybo6wh]3.4 Self-Directed Learning and Continuing Professional Development
An integral part of its employee development was the encouragement to independently develop their own knowledge of cyber security through industry newsletter resources provided by the company and professional platforms including LinkedIn Learning and Open University courses. This kind of self-directed learning can support continuous professional development by allowing employees to look beyond the immediate requirements of their position and broaden their knowledge of the industry. I found this particularly relevant within cybersecurity, where emerging threats and technology continually influence the subject matter of the events; however, independent learning requires motivation and sufficient opportunity to engage with available resources. In my experience, maintaining concentration while working remotely could be challenging, particularly with the expectation that professional learning was expected to take place outside of normal working hours. It's clear that self-directed learning encourages independence; however , employees with different personal responsibilities or learning preferences may experience unequal opportunities to participate in this kind of training. Therefore, organisations should not rely exclusively on individual initiative; they should be supported in place within working arrangements and the acknowledgement that offering resources alone does not guarantee that employees will acquire or effectively be able to apply that new knowledge. Shukla et al. (2024) have said that digital literacy and the organisational environment are important factors influencing the transfer of online training. It is suggested that providing online resources alone is insufficient to ensure that employees are able to apply newly acquired knowledge within their roles it would have supported my role within ISMG to have allocated time specifically for development and learning, and offering regular learning support could have then improved the effectiveness of self-directed development 
[bookmark: _gbtwf4ffwhhy]3.5 Performance Feedback and Cross-Departmental Development
A method used by ISMG to monitor performance was regular call monitoring and Performance reviews to identify employees' areas that required improvement. Occasionally, managers listen to delegate recruitment calls and provide constructive feedback concerning telephone manner and pitch. Unlike purely numerical KPI assessments, this type of Direct observation enabled management to be able to evaluate communication methods and identify specific development needs. This was a valuable connection between the assessment of performance and professional learning. It was important to do this irregularly and spontaneously because employee knowledge of excessive monitoring could increase pressure within an already results-driven working environment. Its effectiveness therefore depends on whether feedback is delivered constructively and used to support improvement rather than solely to assess performance. Kluger and DeNisi (1996), in a meta-analysis of feedback interventions, found that feedback generally improved employee performance; one-third of interventions produced negative effects, and this challenges the assumption that management's real feedback is automatically beneficial and also suggests that ISMG's core monitoring should focus on achievable improvements rather than an opportunity for criticism that may have undermined employee confidence.
ISMG also offered its employees the opportunity to experience other departments; this was with the view of broadening their understanding of the whole organisational activities and also providing them with alternative career pathways where individuals who wish to pursue different responsibilities could trial this within the company by transferring to a different department. Although cross-departmental development can increase adaptability and support employees' attention, many temporary replacements within a business may cause operational disruption, and they require additional supervision across all departments. 
Rather than relying on one approach, a blended strategy which incorporates on-the-job experience, mentoring, feedback and independent learning offers a more comprehensive means of supporting employee competence and sustained performance improvement overall. Using a combination of development methods has demonstrated the importance of aligning individual needs with organisational objectives when offering employees specific learning opportunities. In my experience, personalised mentoring and practical observation were especially beneficial for my role, although I felt formal training would have strengthened the development process rather than relying on one approach. 
[bookmark: _rtgqs17qxmzy]4.0 Individual Development Planning and Performance Management
To improve workplace performance, individual development planning provides a structured approach to identify skill gaps, establish professional objectives and monitor progress. An effective development plan should balance organisational requirements with individual career aspirations, ensuring that any learning opportunities offered to the employee support their professional growth and the business's objectives. At ISMG, I was offered personal development plans, performance indicators and regular appraisal meetings to support my development. Drawing upon this experience, I have proposed a six-month development plan specifically created for a business development manager with the view of improving delicate recruitment communication skills and overall professional development.
[bookmark: _pfb2ydik7fw2]4.1 Identifying Individual Development Needs
An effective personal development plan can only be accomplished when development needs are identified. The process of identifying these should involve examining existing competencies and evaluating performance against the organisational expectations, with the incorporation of the employee's self-assessment. During my role at ISMG, we were encouraged to complete our own PDP’s to reflect on our own personal strengths, weaknesses and future career aspirations. We would discuss these with management bimonthly via Zoom review meetings. This allowed our individual expectations to be considered alongside performance requirements. I received formal training, mentoring, and opportunities to observe experienced colleagues. Reflection upon my experience has identified several areas where additional support could have improved my effectiveness. It would have been beneficial to receive recruitment conversion techniques, the ability to identify suitable delegates, and a work-based approach to develop a deeper understanding of cybersecurity topics, rather than expecting us to do this in our own time. An effective assessment should combine KPI information with self-reflection; this would enable more comprehensive assessment of an employee's development needs.
4.2 Proposed Individual Development Plan
The proposed PDP incorporates * Appendix A, the SMART approach introduced by Doran (1981). This provides us with a structured basis to be able to establish and review development objectives over the course of six months. The objectives are designed to improve performance within the role and support longer-term professional development. Integrated within the plan is formal learning with practical experience reflecting Kolb’s 1984 experiential learning theory. An example of this is formal instruction in delegate identification, which could provide the employee with the knowledge required to improve prospect research; therefore, employees could subsequently apply these techniques within their existing responsibilities and reflect upon the outcomes, meaning they are able to adapt their approach through mentor feedback. The combination addresses difficulties identified within my previous personal development, where I noted that the observation of successful colleagues was useful, but it did not always provide me with structured explanations of the techniques these individuals had come to learn. 
4.3 Implementation, Monitoring and Feedback
The successful implementation of any personal development plan requires clear responsibility for development activities and regular opportunities for the employee to review progress alongside management observations. The employee maintains ownership of their own PDP and is responsible for documenting completed activities, reflections and evidence of their improvement. The manager's role is to provide support and to ensure appropriate learning resources are available and evaluate the progress against agreed objectives. The proposed plan shall be reviewed on a two-monthly basis, where there will be formal performance reviews as an opportunity to assess employees' development; this should be supported by shorter monthly check-ins where appropriate. The numerical KPI data could be obtained through CRM reports and conversion statistics, and this could be further evidenced by managerial call observations and finally supported by the employee's own self-assessment. The combination of these approaches would enable a comprehensive, measurable result and identify the behaviours that contribute to performance.
 Locke and Latham (2002) emphasise the importance of setting specific goals and regular opportunities for feedback to support motivation and Performance. It should be considered that the effectiveness of development objectives is also dependent on an individual's ability. An increase in pitch-to-registration conversion could depend on the availability and willingness of suitable delegates; consequently, a failure to achieve a numerical target should not be an automatic indication that an employee has failed to develop the necessary skills to gain those delegates. Instead, management should consider whether improvements have been made in communication and accuracy in the application of newly acquired skills. Therefore, regular feedback should remain constructive and confidential, and development records should be accessible only to appropriate individuals. 
4.4 Evaluating Development Effectiveness
Individual learning outcomes and Improvements in organisational performance should be evaluated together to assess the effectiveness of the proposed PDP. A model proposed by kick Patrick tells us that a four-level training evaluation model provides a framework for considering participant reactions, behaviour, and the results (Kirkpatrick & Kirkpatrick, 2006).
Employee feedback would establish reactions to the proposed activities and whether they were relevant and accessible; this could support learning through demonstrations of improved delegate identification, industry knowledge, and recruitment techniques. An examination of behaviour would show us whether these competencies were consistently applied during workplace activities. Blume et al. (2010) have provided a meta-analysis of training transfer and have identified relationships between the application of learning and the workplace environment; therefore, we must consider that evaluating the proposed PDP should include consideration of employees having sufficient opportunities and organisational support to use their developing skills rather than measuring performance alone. Finally, organisational results could be assessed through changes in conversion rates, database quality, and overall delegate recruitment performance. 
Ardondi et al. (2026), in a systematic scoping review of 45 studies, found considerable variation in the instruments organisations use to measure workplace training transfer. The findings reinforce the importance of selecting evaluation methods that distinguish between employees' knowledge gained during training and its application in their roles. The proposed ISMG development plan supports combining performance reports with observations of individual behaviours and employee reactions. However, an improvement in KPIs should not necessarily be attributed exclusively to training and development activities; there may be external factors, including changes in the topic of the event, the Recruitment criteria and the availability of delegates, that could influence the outcomes; therefore, any evaluations should incorporate qualitative evidence and recognise the limitations of performance statistics. This proposed six-month review should assess progress against the agreed objectives, identify any remaining development requirements, and establish learning objectives for the next PDP cycle; it should also consider progress toward longer-term career aspirations, recognising that professional development extends beyond an employee’s media responsibilities. This proposed PDP demonstrates how structured training, mentoring and practical experience can support employee development within ISMG. The combination of measurable performance indicators and individual reflection provides a more balanced approach to managing performance while supporting the employee's longer-term career aspirations. 
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Appendix A 

	Development need
	Smart Objective
	Activity
	Success measurement
	Time scale

	Delegate Identification
	Increase qualified delegates by 15%
	CRM training, Workshops 
	CRM Checks, Qualified Prospects
	Months 1-2

	Conversion skills
	Improve conversion rate by 10%
	Formal training, call monitoring and practice 
	CRM reports, Manager feedback
	Months 1-2

	Industry Knowledge
	Complete two cybersecurity courses and demonstrate in conversation
	Industry newsletters and online CPD.
	Records complete, demonstrated understanding
	Months 1-4

	Independent Performance
	Reduce technical assistance requests by 25%
	Problem solving, exercises, mentoring 
	Own reflection, Manager feedback
	Months 2-5

	Career Development
	Identify three skills required to progress to senior level and demonstrate 
	PDP, Feedback, cross-department knowledge
	Competency review, Future objectives
	Month 6
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