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[bookmark: _Toc113213083]Introduction 
This assignment will critically assess some of the potential benefits to be realised by the University of Wales Trinity Saint David (UWTSD) through investing in the personal development of their staff. Theories support in defining personal development and places this in the context of how it contributes to the overall success of the organisation. 
The importance of managing an individual’s expectations with regards to personal development will also be explored through drawing on the work Senge whilst placing this in the context of UWTSD and its desire to meet strategic goals and objectives. 
The assignment will further progress to see the critical evaluation and identification of appropriate development vehicles available to UWTSD, placing these in the context of meeting the learning and development needs of a given individual. Consideration of evidence by CIPD along with Doran’s work on SMART goals supports the academic evidence in relation to how effective performance management allows the organisation to develop individuals in order to meet their personal and business goals. 

[bookmark: _Toc113213084]1. Personal development

Personal development is undertaken to improve an individual’s potential, capabilities and performance and is something that can continue to be exercised throughout life. As indicated by Senge (2012) continuing to learn, develop and grow as an individual will generate opportunities throughout life which can lead to better results and achievements.
“Personal development is not an event but a process, life-long and career-long: it must and will happen incidentally before, during and after any training course, through all aspects of work.” 	
									(Johns, 2012)	
					
This has never been more pertinent as the world of work is rapidly changing. What was the traditional ‘job for life’ as explained by Ouchi (1981), is not commonplace anymore and individuals find themselves having to operate in an increasingly competitive job market. This creates an ecosystem whereby individuals require different and better skills and qualifications than their counterparts it also highlights that employees need to be motivated to stay relevant and useful in the workplace Maslow (1981). 
In addition, individuals find themselves having to work for much longer, which substantiates the importance of life-long learning and the continuous development of skills throughout a career. This ensures job security for the individual and strengthens their relevance and position within the organisation, but also meets the needs of the employer as they continuously develop their product or service in line with consumer needs. This is explored further below. 
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Developing employees in the workplace is interdependent with the success of that organisation. One should not be considered without the other and it is crucial that personal development opportunities meet both the needs of the individual but also the organisation. As explored by Zahra et al., (2014), the organisation must provide their individuals with the skills they require now and in the future to support the organisation to meet its current and long-term goals and objectives. 
To expand, without a clear training and development structure, employees can easily lose motivation and become unengaged, which can directly impact productivity, morale and ultimately profit and revenue. An engaged employee is more loyal and one that is more likely to recommend the organisation as a good employer, improving the organisation’s brand and reputation. 
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Research (Hameed et al., 2011) shows that organisations that invest time and resources into developing their employees’ skills and qualification levels improve the culture of the workplace which directly affects the success of the business or organisation. Developing employees can be done in numerous ways, with the most notable examples being through the use of accredited and non-accredited training, courses, mentoring and coaching. These methods will be further explored throughout this work. 
Developing individuals at any organisation will improve their skills to effectively achieve the desired outcome for the organisation. As a higher education institute, the University of Wales Trinity Saint David (UWTSD) leads by example, by actively encouraging their employees to further study through the University itself or its leading partners. Although this proves to be an advantage to the nature of the organisation, there is more to developing individuals than merely in an academic sense. For an organisation to thrive it is essential that it develops employees to have the practicality and understanding of undertaking tasks relevant to their role and occasionally beyond their job description, in order to benefit the wider organisation and reach strategic goals. 
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An increase in revenue is one main advantage to invest resources into employee personal development. As explored by Antonacopoulou (2001) who indicates that the efficiency and productivity of individuals has a direct effect on the organisation’s ability to operate and therefore generate revenue and profit. In the context of UWTSD this is crucial, as every part of the organisation needs to function effectively and efficiently for the organisation to thrive. It is especially pertinent as the higher education sector is under increasing financial pressure (Britten, 2021). This is as a result of increased competition from other institutions and an increased demand and expectations from students as a result of increasing fees. This has led institutions to invest in infrastructure, personnel and better student facilities therefore increased income generation is a key consideration (Britten, 2021). 
Empirical evidence showcases the success of Google, an innovative and creative organisation that pride themselves on being one of the best places to work. This reputation comes from the employee focussed nature of their business strategy. They provide an opportunity for each employee to develop their career with an extensive professional growth programme that guarantees long-term performance. This extends to Google’s very own professional development programme referred to as the ‘CareerGuru’ (6Q, 2021). This performance tool is insight-driven and built on their culture of being data-driven through qualitative data. 
Whilst it is imperative that organisations provide opportunities for learning and development it is as important that employees recognise their need to develop and learn. If the employee shows a willingness to learn and grow then it should be relatively simple for the organisation to respond to this and provide relevant learning and development opportunities. However, if the employee fails to see the benefit of further progressing their skills and qualifications and seems discouraged and unmotivated it is crucial that the organisation recognises this. It is the organisation’s responsibility to then identify a workable solution through a tailored personal development plan. Failing to do this could potentially result in the employee becoming disengaged in work which would ultimately affect their performance. This would have a detrimental impact on the individual, their wider team and ultimately on the organisation as a whole in terms of revenue generation. 
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Another advantage of developing employees at an organisation is that it improves staff retention. It is proven that an engaged employee is more likely to be happier in their roles and therefore perform better (Christopher et al., 2015). High staff turnover is costly for organisations, the recruitment and induction process is resource intensive and whilst acquiring new talent is a benefit it is more economical to retain good staff. An increasingly competitive job market where organisations are competing for the best and brightest means that organisations must offer better terms and conditions, competitive remuneration and additional benefits. One such area where organisations can set themselves apart from others is through the offer of personal development opportunities as is evidenced by Google’s approach above. 
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Managing an individual’s expectations in respect of personal development ensures that learning and development opportunities identified and undertaken are proportionate, manageable and relevant. This is vitally important to ensure that the learning opportunity meets the needs of the employee resulting in them remaining engaged and continuing to see the benefits of personal development. This ensures that the organisation is able to fully realise the benefits of investing in the development of employees. This is both from a resource perspective but also in addressing organisational skills gaps that already exist or may develop in the future. This in turn, results in improved organisational performance. 
Performance appraisals are one such vehicle to ensure that employee expectations are managed. It is through the performance appraisal process that boundaries and goals can be established and learning needs and measures to address them are agreed upon collaboratively. For a business to succeed it is crucial that performance is managed (CIPD, 2022). 
It is important, however, to understand that a performance appraisal is not performance management, it is a pillar within the process of performance management. Performance appraisal is a process by which managers assess personal performance. They can be varied in terms of frequency but should be regular to achieve the desired outcome and maximum efficiency. 
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Doran’s (1981) SMART methodology is a recognised model used by organisations to ensure that expectations are managed for both the employee and the organisation itself. It allows the employee to understand what is expected of them and provides the manager (who takes the role of appraiser in UWTSD) with clear outcomes which can be measured. 
Whilst a recognised tool, Murphy (2021) argues that SMART goals aren’t always the most effective way to achieve goals. A constant focus on success, can demotivate employees when they fail to reach specific targets or goals. Murphy (2021) expands to indicate that there is little or no emotion attached to the SMART method which devalues its effectiveness. Further research from Grant (2015) suggests that adopting a better mindset is more likely to allow individuals to progress and thrive in the workplace, adopting the ‘get better’ approach increases the individual to challenge themselves and take more risks which reduces a negative mindset. 
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At UWTSD all employees are reviewed on an annual basis, this is done in an appraisal format with their line manager (see appendix 1). Through this process both the employee and manager identify goals and objectives that will help performance, discuss personal development pathways, whilst also understanding how the individual is feeling about their position in the role. 
However recent studies show CIPD (2022) that performance reviews such as an appraisal in UWTSD instance, should evolve and move away from the annual review and instead should be a continued progression on a more regular basis. To expand on this, it is the idea that instead of highlighting weaknesses to improve on, it relates to understanding what the individual is doing and the consequences of those actions. This reinforces the employee to take responsibility and recognise their actions and how they can build on the action or improve on it. This is a more proactive approach that allows the employee to think in a different way. 
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Performance management is designed to help employees understand where their at in their role, how they can develop and identify areas of growth whilst reflecting on performance. In addition to this performance management allows managers to measure how successful their employees are which contributes to the overall performance of the organisation. 

	“Performance management is the continuous process of improving performance by setting individual and team goals which are aligned to the strategic goals of the organization, planning performance to achieve the goals, reviewing and assessing progress, and developing the knowledge, skills and abilities of people.”
									(Armstrong, 2018)
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	Performance and Development Review

	Staff Name
	
	Job Title
	  


	Institute or Unit
	

	Reviewer Name
	
	Date of Review
	

	Section A: Looking Back - Review of the previous period
Consider what you set out to achieve in the previous period, what you were able or not able to achieve and why, and what could have been done differently or improved on, what did you learn? Include in this section any key points arising from your discussion that you want to note.
 

	Section B: Looking Forward – ‘Working Action and Development Plan’
Please update/amend this section as necessary during the course of the review period. A ‘6 month check-in’ on progress is recommended.

	Institute/Unit business priorities:
These priorities should be discussed and agreed with the Head of Institute/Unit.





[image: ]Appendix 1 – PDR Form



	

	What is to be achieved in your role this year?
Main priorities, objectives or key results for the coming period – i.e. where you should concentrate efforts.
	Notes on progress
To be reviewed and updated as necessary. Stay flexible, if a priority, objective, key result or development need is no longer practical or relevant – In discussion with your Reviewer modify, discard or update.

	1. 
	. 

	2. 
	

	3. 
	

	Any aspirations relevant to the role for the next 2/3 years that you would like to share (optional)?
Would you like to progress further in your current area? Would you like to take on new responsibilities? Are there areas of the work at the University you have a particular interest in and would like to become more involved with?



	Learning and Development
Consider what knowledge, skills and development you need to achieve the objectives/priorities outlined above, how you will learn and what support do you need from others? What will be the impact?
Development activities may include some of the following; coaching, mentoring, workshops/seminars, research, conferences, job shadowing, academic or professional programmes, researching best practice, taking on a project, attending a committee, etc.

	1. 
	

	2. 
	




	3.
	

	Have you completed all mandatory/essential training relevant to your role?	Yes 
This includes the University’s compliance e-learning modules for all staff, other compliance training relevant to the role, essential management training and/or teaching qualifications for academic staff. If no to the above, please include as a priority/objective. Reviewers should monitor progress towards these objectives during the review period.

	Requests for development and training will be considered and priortised in the context of the resources and budget available. All requests for staff development where there is a cost implication to the University must be made using the formal approval process by completing a Staff Development Application Form (SD1), accessed here.

	Section C: Record and Agreement
This section should be completed by the Staff Member and Reviewer as a record of the Performance Development Review Conversation.

	Staff Signature 
	Date
	Date/s of follow-up review

	Reviewer Signature
	Date
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