
[image: ]
Applied Leadership and Management in the Workplace
Module Assignment Submission 

	Student Name:
	Darcey Richards

	Student Number:
	2323405

	Module No:
	BMSK5010

	Module Title:
	Developing Learning Organisation



Statement of Confirmation of Authenticity
By the act of making this submission, the student declares that this is the work of the student named above. The work has not, in whole or in part, been knowingly presented elsewhere for assessment, or where assessment has been built on a previous assessment, this has been identified. Where materials have been used from other sources it has been properly acknowledged. If this statement is untrue, the student acknowledges that an assessment offence has been committed.
Attention is drawn to the plagiarism and unfair practice policies of both the University and of ILM.
Introduction	1
Benefits of developing individuals	2
Identifying development needs and managing expectations	3
Setting up appraisal and performance management systems	5
Evaluating methods of employee development	6
Individual development plan: junior stylist	8
Implementing and reviewing the plan	10
Evaluating effectiveness and return on development	11
Reflection and recommendations	11
Conclusion	12
References	13
















[bookmark: _Toc1326363150]Introduction
This report examines how developing individuals contribute to organisational success and how a salon owner manager can manage expectations, select suitable development methods, and evaluate performance. The workplace context is my hair salon, SISTR, based in Swansea, where I discussed staff supervision, weekly coaching, shared learning, customer service, and the pressures of running a small service business. My earlier work concentrated heavily on leadership and knowledge management. Although these topics are relevant to learning at work, this revised discussion places individual development, appraisals, and performance management at its centre.
This report examines how developing individuals contribute to organisational success and how I can manage expectations, select suitable development methods, and evaluate performance. The workplace context is my hair salon, SISTR, based in Swansea. Managing a small service business requires attention to staff supervision, coaching, shared learning, customer service, and the pressures of daily appointments. Although leadership and knowledge sharing are important, the main focus of this report is on individual development, appraisal systems, and performance management.
[bookmark: _Toc1151008490]Benefits of developing individuals
Human capital theory regards education and training as investments in productive capability (Becker, 1964). At SISTR, the immediate benefits may include safer services, stronger consultations, more confident handling of client questions, and fewer avoidable corrections. For example, a junior colleague at SISTR who understands how to assess suitability and explain aftercare can contribute more independently. The business may then be able to allocate work more flexibly, while the employee gains practical competence and a clearer sense of progress. Yet the theory has limitations: training does not guarantee improved performance when appointments are rushed, equipment is inadequate, or expectations remain unclear.
The resource based view proposes that valuable and difficult to imitate resources can contribute to organisational advantage (Barney, 1991). SISTR cannot rely only on purchasing similar products to its competitors; staff relationships, professional judgement and consistent service experiences may be more distinctive. Development supports these capabilities by strengthening the way people use their knowledge together. However, an organisation should avoid treating employees simply as assets. People have their own ambitions, responsibilities and the right to seek opportunities elsewhere. A fair development approach benefits the employee even when the commercial return is uncertain.
Developing individuals can improve motivation and commitment. Social exchange theory suggests that supportive treatment may encourage reciprocal cooperation (Blau, 1964), while self-determination theory identifies competence, autonomy and relatedness as important motivational needs (Deci & Ryan, 1985). A junior stylist who receives constructive feedback and gradually takes responsibility may feel trusted rather than constantly monitored. Nevertheless, opportunities must be distributed fairly: favoring a confident colleague with all the training can leave quieter employees overlooked. Managers should explain selection criteria and actively invite employees to identify their own goals.
Development also benefits the individual through increased employability, self-efficacy, and professional identity. Bandura (1977) highlights the role of learning through observation and modelling. Seeing an experienced colleague demonstrate a consultation, followed by supported practice, can help an apprentice understand both the technique and the professional behaviours expected. Progress can create satisfaction even before promotion is available. It is therefore important to recognise specialist expertise, improved independence and stronger communication as achievements.
For the organisation, improved employee capability can support retention, client satisfaction, succession planning, and operational resilience. My original discussion of SISTR described a situation in which a senior colleague’s departure exposed gaps in shared knowledge. This illustrates why training and mentoring should not depend on a single, experienced person. A team with documented procedures and multiple capable employees is better prepared for absence or change. However, formal documents cannot capture every aspect of professional judgement. Staff also need opportunities to ask questions, observe decisions and discuss what worked.
For the organisation, improved employee capability can support retention, client satisfaction, succession planning, and operational resilience. For example, if an experienced colleague leaves, a salon may discover gaps in knowledge and practical capability. This illustrates why training and mentoring should not depend on a single, experienced person. A team with documented procedures and multiple capable employees is better prepared for absence or change. However, formal documents cannot capture every aspect of professional judgement. Staff also need opportunities to ask questions, observe decisions, and discuss what worked.
[bookmark: _Toc1106119511]Identifying development needs and managing expectations
A training needs analysis should begin with the requirements of the role and the employee’s current capability. In a salon, relevant areas might include safe working practices, consultations, technical accuracy, client communication, time management, and teamwork. Evidence can come from direct observation, work samples, client feedback, self-assessment and discussion with a mentor. No single source should determine the outcome. Client satisfaction scores, for instance, can be influenced by personal preferences, while self-assessment may reflect confidence rather than competence.
The first development meeting should be a private two-way conversation. I would ask the employee what they enjoy, which tasks they find difficult, what they hope to achieve, and what support would help them. I would explain the business standards and listen to any practical barriers, including workload and access to training. The result should be a short set of agreed priorities rather than a long list of weaknesses. This approach encourages ownership and allows the manager to distinguish a skills gap from a problem caused by unclear instructions or insufficient resources.
Goal setting theory indicates that specific and challenging goals can support performance when there is commitment and appropriate feedback (Locke & Latham, 2002). SMART objectives provide a practical structure: goals should be specific, measurable, achievable, relevant, and time bound. For example, rather than telling a junior stylist to “improve consultations”, a manager might agree that they will meet an established consultation checklist in nine of ten observed interactions by the end of month three. The target must be adjusted after a baseline assessment, and safety must take priority over speed or sales.
Expectancy theory suggests that employees are more likely to invest in effort when they believe it can produce performance and a valued outcome (Vroom, 1964). A manager should therefore explain what support will be provided and how progress will be recognised. It would be unfair to promise promotion if there is no vacancy or defined progression route. Instead, I could explain that meeting agreed standards may allow the employee to take on more independent work, with future responsibilities reviewed separately. This manages ambition without creating unrealistic expectations.
Equity theory draws attention to employees’ perceptions of fairness (Adams, 1965). If one stylist receives paid training and protected practice time while another is expected to learn without support, resentment may undermine engagement. At SISTR, I would establish transparent access to development, taking account of role requirements and individual needs. Fairness does not always mean identical training: a junior colleague and an experienced specialist will have different gaps. It means that decisions are reasoned, explained and open to review.
Career development should also reflect individual preferences. Not everyone wishes to manage others. A stylist may prefer to specialise in a service, mentor apprentices or develop client experience skills. In my earlier account of SISTR, I described progression stages from apprentice to senior and lead stylist. Those stages can provide direction, but they should not become the only definition of success. Regular career discussions can help employees choose appropriate opportunities and avoid unnecessary pressure.
From my own experience, people can look confident when they are working with clients but still feel unsure about certain parts of their job. This is why I would not just assume that someone is coping because they do not ask for help. I would make time to speak to them properly and ask what they feel they need more practice with. In a busy salon it is easy to focus on getting through the appointments and forget to check how people are developing. I want to make this a regular part of managing the business rather than only having a conversation when something goes wrong. It would also help me understand whether someone wants to learn a new skill or would prefer to improve the services they already offer.
[bookmark: _Toc332106408]Setting up appraisal and performance management systems
[bookmark: _Int_07MOhulS]Performance management is a continuing process rather than annual judgement. It involves communicating standards, supporting performance, collecting evidence, recognising progress, and responding fairly to concerns (Aguinis, 2019). For SISTR, a proportionate system could combine a formal baseline appraisal, monthly one to one meeting, regular practical observation, and a six month development review. The purpose is to improve capability and clarify expectations, not simply to identify mistakes.
At the initial appraisal, the employee and manager should review the job role and discuss strengths, development needs, and career interests. They should agree with no more than three immediate priorities and identify the evidence needed to show progress. The manager should record the agreed actions, resources, and review date, and give the employee an opportunity to comment. Written records are useful because informal conversations can otherwise lead to different recollections of what was promised.
The appraisal should distinguish results from behaviours. An employee at SISTR may complete an appointment on time but still omit an important consultation question; conversely, a careful trainee may need additional time while developing a new skill. A balanced assessment rubric should therefore consider safe preparation, technical quality, communication, client care, professional conduct and appropriate time management. Behavioral descriptions are more useful than vague labels such as “good attitude”.
Feedback should be timely, respectful, and specific. For example, after observing a consultation, I could explain which questions were asked clearly, identify one missed area and agree how the employee will practice it next time. I should invite their perspective before proposing a solution. This is particularly important in a small team where criticism in front of clients or colleagues could reduce confidence. Psychological safety supports the willingness to ask questions and discuss mistakes (Edmondson, 1999), but it should not be confused with removing accountability for safety or professional standards.
[bookmark: _Int_M2GJUT5i]Monthly reviews would examine examples of work, observation checklists, training participation, and the employee’s own reflections. A short written summary would record progress, barriers, and revised actions. If targets are not met, I would first ask whether training was available, expectations were realistic, and the employee had sufficient opportunities to practice. Where necessary, the plan should be extended or adjusted. Formal capability or disciplinary procedures should be kept separate from supportive development conversations and handled consistently with workplace policy and applicable employment requirements.
Appraisal information is personal employment data. Notes should be factual, relevant, securely stored, and shared only with authorised people. Staff should understand why information is collected and how it is used. Client feedback included in an employee review should be handled carefully to protect client confidentiality. These safeguards support trust and make the system more credible.
I think one of the hardest parts of managing people is giving feedback without making them feel that they have failed. If a member of staff is struggling, I would want to understand the reason before deciding what needs to change. They might need another demonstration, more time to practice, or simply clearer instructions from me. I would start an appraisal by asking them what they think has gone well, because they may notice improvements that I have missed. I would then explain my own observations and agree on what we can work on together. This would make the meeting feel more like a discussion and less like being told off. I also think it is important to follow up on anything I promise to do. If I agree to arrange training and never find the time, I cannot fairly expect the employee to meet the target.
[bookmark: _Toc1956562951]Evaluating methods of employee development
On the job coaching is well suited to a practical workplace. A senior colleague can demonstrate a technique, observe the learner, and provide immediate feedback. The GROW framework structures a coaching conversation around the goal, current reality, options and commitment to action (Whitmore, 2017). Its advantage is that development takes place close to real work. Its disadvantage is that coaching quality varies with the mentor’s skills, and a busy appointment schedule may leave little uninterrupted time. Protected practice is therefore essential.
Mentoring provides a longer-term relationship in which a more experienced colleague supports confidence, career planning, and professional judgement (Kram, 1985). It may help a junior stylist learn how to respond to anxious clients or manage difficult conversations. However, mentoring can become too dependent on one individual, and established habits are not necessarily best practice. Clear expectations, mentor support, and occasional input from other colleagues can help maintain quality.
Formal workshops can introduce specialist skills, external expertise, and structured assessment. They may be particularly valuable when a new service requires technical knowledge that existing staff do not possess. However, attendance certificates should not be mistaken for proof of safe performance. The employee needs opportunities to practice and demonstrate competence after the course. A workshop is a weak investment if SISTR cannot provide equipment, supervision or sufficient client opportunities to use the skill.
Online learning offers flexibility and can be cost effective for theory, product knowledge, professional updates, and refresher training. It is useful when salon opening hours make group attendance difficult. However, watching a video cannot demonstrate that someone can carry out a practical service safely. E learning should therefore be combined with discussion, demonstrations and observed practice. A blended approach can make good use of limited resources while recognising that different learning outcomes require different assessment methods (Salas et al., 2012).
Job shadowing allows an employee to observe experienced colleagues during consultations and routine services. It can reveal tacit professional judgement that is difficult to explain in a written manual. However, observation may remain passive unless the learner has a purpose. A checklist and follow up discussion can help the junior colleague identify why particular questions or actions were chosen. The next stage should involve supported practice rather than indefinite observation.
Peer learning and short technique sharing sessions can encourage teamwork and make training part of the culture at SISTR. My earlier assignment referred to short weekly sharing sessions, which provide a useful starting point. The risk is that inaccurate or outdated practices may spread unless a competent person checks the advice. Training materials should be reviewed, and the team should distinguish personal preferences from mandatory safety procedures.
Experiential learning theory describes learning through experience, reflection, conceptual understanding, and further experimentation (Kolb, 1984). Reflective practice similarly encourages professionals to consider decisions and improve their judgement (Schön, 1983). These ideas support a cycle in which the junior stylist practices a task, receives feedback, reflects, and tries again. Although people may express preferences for visual or practical materials, research does not justify relying on fixed “learning styles” to decide how someone must be taught (Pashler et al., 2008). Training should instead match the skill, the learner’s needs, and the evidence of effectiveness.
Transfer of training is the test of whether new learning is applied at work. Baldwin and Ford (1988) emphasize the influence of the learner, training design, and workplace environment. A motivated employee may still fail to use a new technique if there is no time to practice or if supervisors give conflicting instructions. For SISTR, the most suitable programme would combine short online theory modules, targeted workshops, weekly coaching, observation and documented reviews.
For my salon, I would not choose one training method for every situation. If someone needs help speaking to clients, watching an experienced stylist and practicing conversations would probably be more useful than completing a long online course. On the other hand, online learning could be a good starting point for understanding product information before putting it into practice. I also like the idea of short workshops because they can fit around the working day, although I would need to plan them carefully, so clients are not affected. I would ask staff which parts of the training they found helpful, but I would still need to watch them use the skills afterwards. Someone enjoying a workshop does not necessarily mean they have learnt everything they need to know.
[bookmark: _Toc231596373]Individual development plan: junior stylist
This is a proposed example for a junior stylist at SISTR, not evidence that the employee has already completed these activities. The baseline, numerical targets, and timetable must be agreed following an actual assessment. The six month plan is designed to improve competence and independence without sacrificing safety or client experience.
	SMART objective
	Learning activities
	Evidence of success
	Support
	Review

	By month 3, meet consultation checklist in 9 of 10 observed cases
	Shadow senior colleague, role-play, supervised consultations
	Signed observation checklist covering suitability, listening, consent and aftercare
	Senior stylist and owner
	Weeks 4, 8, 12

	By month 4, achieve agreed safe quality standard in 8 of 10 supervised practical tasks
	Weekly coached practice and demonstrations
	Practical rubric, photographs where consented, correction records
	Mentor
	Monthly

	By month 3, explain aftercare accurately in 9 of 10 observed interactions
	Online product modules and client communication practice
	Observation and short knowledge check
	Owner and mentor
	Weeks 6, 12

	By month 5, complete 80% of routine tasks within individually agreed safe time bands
	Workflow planning and supported repetition
	Timing log together with quality and safety review
	Senior stylist
	Monthly

	By month 6, contribute two short peer-learning demonstrations
	Prepare a technique share and seek feedback
	Attendance and peer feedback, approved notes
	Owner
	Months 3, 6

	By month 6, complete portfolio and agree next development goals
	Reflective log, monthly reviews, final appraisal
	Portfolio and signed development review
	Employee and owner
	Month 6



The manager should provide scheduled coaching and access to relevant resources. The employee should participate in agreed activities, reflect on feedback, and raise difficulties early. The mentor should model good practice and assess work against the same written standards used for other employees. If the initial assessment shows that a target is too easy or unrealistic, it should be revised with the employee rather than retained merely because it appears measurable.
[bookmark: _Toc2142971002]Implementing and reviewing the plan
During the first two weeks, the manager would conduct a confidential development meeting and practical baseline assessment. Together, they would select the priority goals, explain how progress will be measured, and arrange practice time. A short reflective log would help the employee record strengths, challenges, and questions after each session. The owner should confirm that necessary equipment, models, and supervision are available before scheduling assessments.
[bookmark: _Int_f42fLLtU]Weekly coaching could focus on one observable skill at a time. For example, the first month might emphasize consultation structure, while later sessions add more independent client communication and practical tasks. Monthly one to one meeting would review the evidence and allow the employee to discuss their experience. The manager should recognise improvements as well as identify gaps, since continual negative feedback can damage confidence and engagement.
At the three month review, the employee and manager would compare actual performance with the agreed objectives. If consultations have improved but practical speed remains low, the next stage might provide additional supervised repetition while maintaining safety standards. If a goal has been achieved, the employee could move to a more demanding but appropriate task. The plan should remain flexible enough to accommodate business demand, changing training opportunities, and individual circumstances.
At six months, a formal appraisal should summarise achievements, remaining needs and the employee’s preferred next steps. The discussion should consider whether greater autonomy is appropriate and whether further training is required. Progress should be judged using several sources of evidence rather than one manager’s impression. A signed summary and new development goals will provide continuity into the next review cycle.
I would keep the development plan somewhere that both the employee and I could refer to during our meetings. I would not want it to be a document that gets completed once and then forgotten about it. For example, if the junior stylist had a difficult consultation, we could use the next coaching session to talk through what happened and practice a different approach. If they had done particularly well, we could record that too. I think recognising small improvements is important because becoming confident in a practical job takes time. I would also ask whether the employee feels comfortable with the pace of the plan. If they are overwhelmed, adding more targets could make their performance worse rather than better.
[bookmark: _Toc1888730536]Evaluating effectiveness and return on development
Kirkpatrick and Kirkpatrick (2006) describe four levels of training evaluation: reaction, learning, behavior, and results. At SISTR, reaction could be explored through the employee’s feedback on coaching and workshops. Learning could be assessed through knowledge checks and practical demonstrations. Behavior would be examined through later observations of real work, while results might include fewer corrections, more consistent consultations, and improved client experience. These levels offer a useful organising framework but do not by themselves establish that training caused a business improvement.
Evaluation should compare a recorded baseline with follow up evidence and consider other influences. For example, a rise in repeat bookings could reflect marketing, seasonal demand, or changes in pricing rather than employee training. Similarly, faster appointments should not be celebrated if quality falls. I would therefore use a balanced set of measures: competence against agreed standards, client care, safety, employee confidence, and the practical cost of providing support.
Return on investment approaches can help managers examine whether the benefits justify the cost (Phillips & Phillips, 2016). However, a small salon may not have the data to calculate a precise monetary return. A proportionate approach would record direct course costs, staff time and any materials, then review credible changes in performance and operational flexibility. Some benefits, such as confidence and improved working relationships, are meaningful even when they cannot be assigned a reliable financial value.
[bookmark: _Toc2091750351]Reflection and recommendations
My earlier assignment identified that I sometimes retain responsibility for scheduling and stock ordering, especially when SISTR is busy. Reflecting on this through the lens of individual development, I can see that delegation is also a learning opportunity. A colleague who wishes to develop organisational skills could take responsibility for a limited task with clear instructions, access to support, and an agreed review. This would build confidence while reducing dependence on the owner manager. However, delegation must not become a way of transferring work without training or recognition.
The most important improvement would be to introduce a consistent appraisal system rather than relying on informal conversations alone. Each employee should have an opportunity to discuss aspirations, identify two or three priority skills, and agree with an achievable plan. Monthly reviews would keep the goals visible and make it easier to address barriers before they become persistent problems. Clear assessment of rubrics and private feedback would support fairness across the team.
A second recommendation is to protect time for practical coaching and use blended learning. Short online modules can cover theory, while demonstrations and supervised services test practical ability. External workshops should be selected for clearly identified gaps and followed by an opportunity to use the new skill. Finally, SISTR should evaluate training through observable improvements and employee feedback, rather than counting course attendance as success.
A limitation of this report is that the individual plan uses proposed targets rather than verified workplace performance data. The original assignment also includes operational examples that need to be checked for accuracy and current relevance. Before submission or implementation, I would confirm the staffing context, replace illustrative targets with an assessed baseline, and ensure the employee’s own views are represented. This would make the plan more credible and genuinely individual.
Looking at the way I work has made me realise that I sometimes try to deal with everything myself because it feels quicker. However, this can stop other people from gaining experience and it can leave me with too much to do. I want to become better at explaining a task, showing someone how to do it and then allowing them to take responsibility while knowing I am there if they need help. I would also like to be more organised about recording progress. At the moment, informal feedback can happen in the middle of a busy day, but that does not always give either person enough time to reflect. A planned conversation each month would be a realistic improvement for a small business like mine.
[bookmark: _Toc1147527516]Conclusion
Developing individuals can strengthen technical skills, motivation, client care, and organisational resilience, while also improving employees’ confidence and career prospects. These benefits are not automatic: managers must identify genuine needs, explain expectations, provide suitable learning opportunities, and review progress fairly. A structured appraisal system links individual goals to professional standards without reducing performance to sales or speed alone. At SISTR, a blended programme of coaching, mentoring, workshops, online learning and supervised practice offers a realistic approach. The proposed development plan shows how specific objectives, agreed responsibilities, and regular assessment can turn learning into measurable improvement. Ultimately, effective development means supporting each employee to grow while maintaining the quality and sustainability of the business.
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