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Introduction										

The basic motivation behind learning and development is to enhance both individual and organisational performances. There has been a massive change in last two decades due to globalisation and technological advances. It has also transformed people lives in various ways, importance of different jobs and learning new skills. “Learning is generally defined in terms of the acquisition of knowledge that leads to a relatively permanent change in behaviour which results from experience” (Mullins and McLean, 2019). Development can be defined as “the process in which someone or something grows or changes and becomes more advanced” (Cambridge Dictionary, 2019). Learning and Development is a process in which it creates an atmosphere of ongoing journey of learning and development through strategies that empower associations to continually create and develop (CIPD, n.d.). Learning can be a purposeful and formal interaction or an inadvertent result of standard development or progression. It is basic to perceive according to what individuals learn and grow their understanding and capacities to adjust adequately to the astounding and alternating solicitations of the organisation. Consideration should be given management of learning inside affiliations (Mullins and McLean, 2019).

The case study will be based on my current employment with Mitchells and Butlers (M&B) plc. I have been working with M&B since 2016 as a General Manager and then transferred to the Human Resource (HR) Officer, Learning and Development (L&D) role in 2020. In this role, I am required to create a plan based on company’s training and development and explain to what extent it meets and identify the potential development needs of an individual.

The main purpose of this report to create a development plan applying relevant academic theories, models and methods, identifying potential needs and expectations of individual employees in the current workplace. Furthermore, will critically evaluate the organisations development means, which are effective and efficient for the development of an individual.

Moreover, will be discussing employee’s personal development plan, appraisal, performance management, succession planning, evaluate and record feedback and career development strategies. Above list is not limited to it but will include further discussions on techniques and methods used by the company to provide guidelines on career pathways, structured, guided learning styles for training and development.



Background										

M&B is the second largest pub company in the UK, currently it operates 15 brands across 1660 sites across the country. It employs over 42,500 in the hospitality industry (Mitchells and Butlers Annual Report, 2020; Statista, 2019). 
To ensure the company increases the productivity and individual performances of the 42,500 employees, it needs to have a solid L&D team to focus on implementing company policies on training and development. L&D team runs separately than HR team but most of the L&D employees are HR trained. It is vital that the company retains the good employees and reduces the employee turnover. UK hospitality industry has the highest turnover rate at 30% 
(Birkin, 2019).

Learning and Development							
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Figure 1: Types of Learning and Development 
Source: Mullins and Mclean 2019, p.170

Figure 1 shows different ways an individual can learn and develop in his or her lifetime. M&B uses different options for learning and development. The company uses L&D strategies to set organisations goals by encouraging and helping individuals to learn and grow (Armstrong and Taylor, 2020). L&D strategies are set by HR and it is implemented by L&D team in M&B. The objectives set out by L&D is to create an organisational culture on learning, training and development, e-learning, work based on job learning and apprenticeship. On top of that the HR focuses on performance related issues by encouraging the line managers to use relevant tools, such as appraisals, personal development plan (PDP), annual review, performance management for career development. According to Reynolds (2004), “learning culture as a ‘growth medium’, in which ‘employees will commit to a range of positive discretionary behaviours, including learning.’ He suggested that to create a learning culture is necessary to develop organisational practices that give employees a sense of purpose in the workplace, grant employees opportunities to act upon their commitment, and offer practical support to learning.”
M&B uses four steps to learning and development, analyse, plan, implement and evaluate. The process starts with analysing learning and development requirements, planning various steps to meet the requirements, either using self-learning, formal and informal learning, workshop and digital learning, implement the learning and development and final part is to evaluate the process (Armstrong and Taylor, 2020). 
Knowledge, skills and competence are needed for an individual’s learning. Learning outcome states that a learner should be able to perform after finishing the learning process and acquired knowledge, skills and competence. Learner should have relevant knowledge and understands, have skills and able to demonstrate and have competence what learner is ready to do. There are five steps to learning, participation, repetition, relevance, transference and feedback.


Career Planning										

Career management is a major part of talent management. The main provision of this to ensure development of individuals in order to establish flow of talent in the organisation for its needs and employee’s own desire. 
Career planning is an important part of career management, which helps an individual to progress in an organisation as per evaluation of organisational requirements, in according with employee’s performances, potential and successes (Armstrong, 2010).  According to Mäkelä and Suutari (2009), “success is measured in terms of psychologically meaningful work and career progression that comes from inter-company self-development rather than hierarchical advancement within one company.”
The best way to plan career is to identify potential goals, assess own attributes, determine how to reach goals by acquiring further information about goal and distinguish between individual measures and professional needs, move toward objectives through guides and other relational guides and personal development project and regularly assess objectives and work toward objectives.
The purpose of career planning is to ensure the employees are having a desired career path to achieve career goals. It reduces employee turnover by promoting and developing existing individuals, developing potential employees to their future role, creates internal progression and improves motivation, covers skill gap and focus on the skills so can improve, helps the line manager to shuffle employees between the jobs and also able to identify true skills.
Succession planning is a process where an individual talent is identified to meet potential needs in the future to cover the management opportunity (Armstrong, 2010). The succession plan is followed in many organisations, to ensure the transition period of a manager leaving and the talent can take the position straightaway (McDonnell and Collings, 2011). To be successful in this competitive era, succession planning in a business creates successful and productive labour force by ensuring skills need to be sourced, nurtured, developed and retained now. Succession plan should be done according to company objectives, culture and long-term strategy. This plan does not only help the company to retain talent but also helps management to train and development, so he/she could move forward to the next role (Mullins and McLean, 2019).

Human Resource Management (HRM) Theories and Models		

Human Resources Management (HRM) can be defined as strategic approach which effectively manages employees in a business to such an extent that assisted the business to reach result. It is intended to expand worker execution in assistance of a business' essential targets (Armstrong and Taylor, 2020).

According to Guest (1987, p.505), HRM tend to bend more towards “theories of commitment and motivation and other ideas derived from the field of organisational behaviour.” The important theories are, AMO, contingency, human capital, motivation, social exchange and stakeholder. 

AMO – AMO stands for Ability, Motivation and Opportunity, these three independent components swap forms for individual characteristics to bring success in the organisation (Boxall and Purcell, 2003).

Contingency – It states that HRM practices are reliant upon the association's current circumstance and conditions. Paauwe (2004, p.36) mentioned HRM policies and performances differs in accordance to influences, for example company, size, age, technology, etc.

Human Capital – It explains how employees in a business providing knowledge, skills and abilities improving authoritative ability and with the importance of contribution. Human capital resources are said to have unique nature within the organisation potentially generating upper hand (Nyberg et.al., 2014).

Motivation - Hypothesis explains the factors that impact target facilitated direct. It as such effects the the methodologies utilised in HRM to improve commitment, reward individuals and oversee execution.

Social Exchange – It explains that human beings will contribute to loyalty, commitment and discretionary effort, if they have been treated fairly and well in the organisation. The organisation must adhere to policies which mutually benefits both employer and employees, also known as ‘mutual gains’ (Kochan and Osterman, 1994).

Stakeholder – There are number of people who are stakeholders in an organisation, they are shareholders, employees, customers, government, etc. (Freeman, 1984), without them the business will cease to operate. The company HR must take into consideration before formulating and implementing strategies and policies (Armstrong and Taylor, 2020). 


There are many different models of HRM, they are, Michigan framework, Harvard framework, Contextual model, 5-P model and European model.

Michigan framework – “HR frameworks and the association construction ought to be overseen in a manner that is harmonious with hierarchical methodology. The basic administration task is to adjust the conventional design and human asset frameworks, so they drive the essential goals of the association” (Fombrun et.al., 1984, p.37).

Harvard framework – “It states HRM includes all administration choices and activities that influence the idea of the connection between the company and workers. Line managers acknowledge greater obligation regarding guaranteeing the arrangement of driven strategies and HR policies, HR has policies in place to ensure that oversee how HR activities are created and executed in manners that make them even more developing” (Beer et.al., 1984).
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Figure 2: The Harvard HRM framework
Source: Beer et.al. (1984)

Contextual model – This model indicates the significance of environmental factor which is underestimated in other models. The relevant model supports incorporating the HRM framework in the environment in which it is created. A more extensive arrangement of partners is engaged with the detailing and execution of human resource methodologies. These stakeholders could be both internal and external can influence and are influenced by strategic decisions (Schuler and Jackson, 2000, p.229).

5-P model – It is developed by Schuler in 1992, which is a model of HRM and operated under five constitutional aspects, HR philosophy, policies, programmes, practices and processes. “Reason as the association's vision, mission, and essential destinations, standards are characterised as operational conventions set to prompt accomplishing a reason, processes incorporate association engineering, frameworks, and techniques for activity, individuals are the essential HR asset performing assignments in accordance with the designated standards and cycles, execution, eventually, is an outcome that can be estimated by the proper guidelines” (Schuler, 1992).

European model – European model was developed by Brewster in 1993. They are as follows:
Environment – set up legitimate system. 
Objectives – organisational objectives and social concern – individuals as a distinct advantage. 
Focus– cost/advantages and environment investigation. 
Relationship with employees – association and non-association. 
Relationship with line managers – subject matter expert/line contact. 
Role of HR specialist – expert managers: vagueness, resistance, adaptability. 
The fundamental differentiation between this model and what Brewster alluded to as 'the endorsed model' was that the last includes liberation (no lawful system), no worker's guilds and an emphasis on hierarchical goals however not on friendly concern (Brewster, 1993)


The theories and models have its own advantages and disadvantages. In this report, will be using human capital and social exchange theories and Harvard framework due to how it has been developed. Learning desired skills and knowledge will produce human capital, both party benefits from social exchange theory and the Harvard framework explains that HR functions are managed effectively through commitment, congruence, competence and effectiveness.
“The mutual gains model suggests that HRM should benefit both individuals and organizations. However, the dominant models within HRM theory and research continue to focus largely on ways to improve performance, with employee concerns very much a secondary consideration” (Guest, 2017, p.22)

Employee – Knowledge, Skills and Competence

Knowledge best defined as what individuals comprehend about things, ideas, thoughts, speculations, methods and practices; skills defined as the capacity to apply information and use skill to finish jobs and resolve issues; competence can be defined as the demonstrated capacity to utilise information, abilities and individual, social or potentially “methodological capacities, in work or study circumstances and in expert and self-awareness” (Armstrong and Taylor, 2020). 
It is important that employee understands where the gap is, it will help to identify the gap and work on the opportunity by making self-development plan. The plan will help to compare gap between the skills individual have and the ones need to work on, it will help to build up the skills and perform better. Mentors who are part of L&D individuals, who could help employees to provide mentoring, including advice, learning programme, acquire necessary knowledge, problems faced by employee in early stages, coach in specific skills, help with projects, etc. (Armstrong and Taylor, 2020). According to the famous microbiologist Louis Pasteur, “Fortune favours the prepared mind.” (goodreads.com,n.d.). There are three stages of training, assessment stage, training stage and evaluation stage (Goldstein and Ford, 2002).
As discussed earlier, there are many other ways to build knowledge, skills and competencies in an organisation. In M&B the L&D team will provide support for management team to upskill and improving performances, the learning and training are based on e-learning, on job, workshop, courses in a training institution, classroom based, practical, etc. The support is available through the line manager.

Development needs and Expectations					

M&B uses different tools and techniques to develop their team at workplace. The business usually set aside budget for learning, training and development. The tools M&B uses are, personal development plan (pdp), appraisals or annual review, job chats, succession planning, performance assessment plan, performance management for poor performances, these plans should be made according to SMART (Specific, Measurable, Achievable, Realistic and Time-bound) goals and objective to ensure it can be measured.

PDP – Personal Development Planning (PDP) is a form of independent learning, by taking help from the line manager, guidance from others and encouragement based on performance reviews. There are four steps to it which are, break down current circumstance and improvement needs, put forward objectives, get ready activity plan, implement (Armstrong and Taylor, 2020). 
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Figure 3: Personal Development Plan
Source: Hossain (2021)

Appraisals or Annual Review – It is either quarterly or half yearly or annual review based on performances, which allows individual’s performance to be reviewed. Reviewer generally the line manager of individual. Peter Reilly (2015) said, managers need to carry out a wide range of reviews on the performances and by using different tools. Should include key competencies, line managers comments, review, etc. (Armstrong and Taylor, 2020). 
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Figure 4: Appraisal Form
Source: Hossain (2021)

[image: Graphical user interface, application

Description automatically generated]
Figure 5: Annual Review
Source: Hossain (2021)



Job Chat – Job Chat is a formal document, which reviews new employees’ performances, it is done every 4 weeks up to 12 weeks. It also helps to see individual passes the probationary period. The probationary period is 12 weeks in M&B.
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Figure 5: Job Chat 		Source: Hossain (2021)
Succession Planning – Succession Planning is important in any businesses; it helps to reduce staff turnover and able to keep the talent within the company. So, the company and the talent grow together. The succession plan consists of key competencies, strengths, weaknesses, development needs and plan.
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Figure 6: Cemex Ltd. Talent Management
Source: Armstrong and Taylor (2020)
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Figure 7: Succession Plan
Source: Hossain (2021)


Personal Assessment Plan – This plan is similar to PDP, which is carried out by one own self, but personal assessment plan is carried out by line manager to assess the performances between starting range 0 to 3 months, mid-range 3 to 6 and long range 6 to 12 months.
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Figure 8: Personal Assessment Plan		Source: Hossain (2021)
Performance Management – Performance Management is also known as Opportunity to Improve form. It is used to manage poor performances of an employee, it is a formal document which is agreed with the poor performing employee to improve their performances, not improving their performances would lead to disciplinary action being taken against them. Three steps for performance management, define role, set performance objectives, agree development plan.
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Figure 9: Performance Management System in Astra Zeneca
Source: Armstrong and Taylor (2020)
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Figure: Performance Management Plan
Source: Hossain (2021)


The career plan is designed to provide guidelines to retain employees, improve performances, identifying talents, etc. There are different tools available for every different business, the above tools are there to help M&B to keep vast number of employees decrease turnover and increase performances. These effective methods are designed by HR to help the business grow.

Conclusion:										

Training and development allow the employees to be trained on certain skills or job role. The knowledge is not limited, according to the famous philosopher “Knowledge is Power” (Knowledge is Power, 1849). 
Career Development plan are there to ensure the employees have progression plan in place, prepare with learning activities and experiences. According to the earlier discussion, I have applied human capital and social exchange theories to this case study; as I believe education and training improves productivity by increasing knowledge and skills, social exchange shows that employees are loyal if they are looked after. Harvard model is the powerful utilisation of HR in an association through the administration of individuals related exercises. These theories and model both apply to my current work organisation. Other tools have been used to satisfy the needs for the development, training and learning of the employees. Some of the tools are only available in my organisation and some are universal. This career development tool could be used to develop individuals or improve their performances, it will help to reduce turnover and also help them to move to talent pool through succession planning.
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