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This assignment comprises of four different outcomes. Firstly, this assignment demonstrates a critical assessment of the potential benefits of the organisation of developing individuals of the workplace. Following this topic, development vehicles available to an organisation and appropriate vehicles that are tailored to the needs of an individual will be critically evaluated. This assignment shows understanding of managing expectations in respect of personal development, and how to generate a plan to meet the identified development needs of an employee in the workplace, that is tailored to their needs. 

[bookmark: _Toc146297210][bookmark: _3o7alnk]Critically assess the potential benefits to the organisation of developing individuals in the workplace

Ordóñez de Pablos & Tennyson (2014) suggest that performance management systems play one of the most important roles in developing strategies and evaluating the achievement of organisational goals. Ordóñez de Pablos & Tennyson argue in favour of developing individuals in the workplace because continuous growth gives businesses a competitive advantage. Garvin (1993, 1987) has a similar argument. Garvin argues that there are three, overlapping stages of the organisational learning process. The diagram below shows the three stages. 
Garvin (1993, 1987) 
Garvin (1993, 1987) suggests that for learning to happen, an organisation must first think of ideas internally – from employees, reflection on past experiences or from producing new data from tests. Or the organisation can obtain new ideas from the external environment – such as from competitors, consumers, or trends. Whether the input is internal or external, it is vital to learning. If the organisation then transfers that knowledge, it has the maximum impact. Garvin (1993) states that “New ideas must diffuse rapidly throughout the organization, extending from person to person, department to department, and division to division.” However, to be considered a learning organisation, employees need to apply the new information and change how they behave to get the work done. By adopting these theories, Magstim would be able to meet the demands of their customers in a more innovative way. Encouraging new ideas, products, systems, and services, would allow for continuous growth in line with customer expectations in the market. This would encourage long term growth and success as a benefit to the organisation. 
Several techniques have been used to develop individuals in the workplace, and there are many benefits in doing so. Senge (1992, 2006) defines a learning organisation as when people consistently expand their passion to create the results they truly want, where new and extensive patterns of thinking are nurtured, where collective aspirations are set free and where people are continuously learning how to learn together. Senge (1992, 2006) argues in favour of nurturing employees to allow them to grow and continually learn as part of an organisation. In doing so, the organisation benefits from the growth of their employees. At Magstim, the culture of developing individuals in the workplace is limited. Employees often must request support to grow and develop their skills, it is not offered as standard. It can be argued, taking into consideration Senge’s theory of the Learning Organisation (1992, 2006), that Magstim will have limited organisational growth without nurturing and supporting the employees and their aspirations. 
A fundamental unit of Senge’s Learning Organisations (1992, 2006) is team learning. The diagram below shows the attributes required for aligning and developing a team so that they can create the results that the members desire. In linking these attributes to employee engagement with their personal development, Senge suggests that a team becomes stronger and focussed in achieving their goals. However, the limitations of these attributes were identified by Bui et al. (2016), suggesting that employees might interpret development and training in different ways. An example of this is how employees could interpret the personal development models used at Magstim. According to Senge (1992, 2006), if all employees interpreted the process in the same way, with clear guidance, in theory the result should be the same each time. However, with regards to Bui et al.’s (2016) findings, this can be considered unrealistic, as all employees may have different interpretations of the process and what is [image:  Antecedents of team learning.]required to achieve team goals. 

Senge (1990, 2006) 
Hutchinson (2020) argues that performance appraisals are a motivational tool to help employees perform to the best of their abilities. The benefit to the organisation is that performance appraisals link with commitments to an organisation’s goals and objectives, meaning when employees reach their goals and targets – they are contributing to the company growth and sustainability. As an example, at Magstim, employees look forward to and are motivated for their performance appraisals because they often result in a pay increase related to their performance. Hutchinson (2020) states that this may lead to a ‘pay for performance’ output and there are reasons for agreeing with this argument. For example, by offering and linking a pay increase to performance appraisals, some employees at Magstim may only do the bare minimum to reach only their monetary goals and may not to develop themselves further without compensation for the good of the business and organisation.    
[bookmark: _23ckvvd][bookmark: _Toc146297211]Manage an individual’s expectations in respect of personal development.

Managing expectations in respect of personal development is a skill required for modern leaders. Mind state that this is one of the most important aspects of working with people. Setting clear expectations from the beginning is crucial. This avoids disappointment and misunderstandings between managers and staff. (Mind, 2023). 
Gibson (2021) argues that personal development should be linked to organisational objectives and business strategy. Gibson states that effective organisations can connect their ‘why’ to the way that work is carried out; and that forms the basis of strategic alignment. Gibson’s strategic framework can be seen in the diagram below. 

Gibson (2021) 
All stages of Gibson’s strategic framework suggest what should be considered as part of the development of an organisation. This process identifies the expectations that should be set and form the basis for managing these expectations with employees and setting goals and targets for personal development. 
Pettinger (2013) argues that motivation is the reason why people do things. Pettinger states that there are key features that need to be understood to encourage a course of action. Goals and ambitions must be present, realistic, and achievable if employee satisfaction is to happen. These must also be acceptable to the employee, to captivate their attention. Another key feature that Pettinger considers to be crucial in the process of developing self-esteem and self-worth. The need for recognition is a motivator, people tend to pursue goals that will be appreciated and seen by those whose opinions matter most – in a workplace environment the example would be their superior, or a senior member of staff. Achievement is another key element of motivation. The parts of achievement are the actual and anticipated rewards that completion of a goal brings. Low levels of motivation occur when the rewards are not forthcoming or are difficult to obtain. Maslow’s hierarchy of needs (1943) supports this argument that there are fundamental needs that employees have that motivate them to do things. Maslow’s hierarchy of needs shows five levels that categorise the needs of people. These steps are required for personal development, and they are categorised and prioritised as per the pyramid diagram below. 
Maslow (1943)
Physiological needs are basic needs required for personal survival, for example being able to afford necessities in life. These exceed the needs for the other points of the hierarchy. Following this, security needs are the protections needed – as a workplace example this may be job or financial security. When both fundamental needs are fulfilled, those related to social relations come into the picture. The fourth level is the need for esteem, or recognition. This relates to the status of the individual in the workplace – such as what their role is and how high up they are in the organisation’s hierarchy. The top of the pyramid is the need for personal accomplishments. These are the needs related to the progression and development of the person, and their personality. Maslow’s theory can be applied to personal development – would a person care about what others think of them, or what their position is within the organisation (social), if they could not afford basic necessities (physiological)? 
These theories examined contribute to an employee’s expectations, how employees are motivated to reach those expectations and how as a leader they can be managed in line with organisational or strategic goals and targets. 
An employee’s career focus also defines what expectations they may have. Holland’s RIASEC (1997) theory of careers discusses vocational behaviour and how to help people choose jobs, change jobs, and have job satisfaction. There are different ‘Holland types’ – realistic, investigative, artistic, social, enterprising, and conventional. As a workplace example, a Buyer would fit into the Conventional type. This is because Holland suggests that these people are typified by having a concern for rules and regulations, self-control, subordination of own needs, and strong identification with power and status. People in the Conventional type prefer structure and seek relationships where there is structure. This theory facilitates career planning and can be an excellent tool to be applied to personal development in the workplace. 
[bookmark: _Toc146297212]Critically evaluate development vehicles available to an organisation appropriate to the development needs of the individual.

Magstim use different development vehicles depending on the development needs of the individual in each role. Development vehicles are the methods used to develop employees while managing and measuring their performance and competence to fulfil their role. (Torrington et al., 2020) Performance management is the system that plays a critical role in organisational performance. Torrington et al (2020) clarify that this is not to be confused with performance appraisal, which establishes work standards, competencies, assessment of performance and feedback. 
It is important to consider that each employee will potentially have a different learning style, and this will impact on their training and development. Hattie & Yates (2014) agree that there are mismatches in the way that things are taught to employees, a manager may prefer to coach and mentor by offering written support, however their mentee may not prefer to learn in that way, they may prefer to visually see the task being carried out or may want to try to complete the task and learn kinaesthetically. As Hattie & Yates state, choosing the way in which information and support is conveyed, is critical to an employee’s development. They will not thrive without the support they specifically need. Hutchinson (2013) supports this idea, and states that performance related appraisals should be carried out in the most suitable way for the employee to maximise their outcome. 
Formal Performance Development Reviews (PDR) take place every 12 months at Magstim. These are a kind of formal appraisal. The PDR process is undertaken by the employee, manager, and a panel of senior leaders. The employee completes their parts of the appraisal – such as their own goals and aspirations. This is the employee’s opportunity to discuss and express any career development requests, concerns, aspirations, and achievements over the last 12 months with their manager and senior leaders. Torrington et al. (2020) state that some appraisal approaches have bias, because better networked employees receive higher performance ratings than their introverted peers. By involving the employee and more than their own manager, and by allowing the employee to express their own feelings and concerns, a well-rounded opinion can be made about the employee.
 The next stage of the PDR process is where the manager of the employee reviews their performance against the targets set for them to complete over the year. These are always SMART targets (Specific, Measurable, Appropriate, Relevant, Timebound) and these would have been agreed between the employee and their manager at the beginning of the 12-month review period. Hutchinson (2013) suggests that performance is better as a continuous cycle, where a person is developing continuously. This works within Magstim’s organisation. The manager then arranges a PDR review meeting, so that the employee and manager can agree on the performance during the 12-month period, and comments made on the PDR form. This form is then reviewed by a board of senior leaders, which changes every year to avoid bias. By involving senior leadership, the cost of this impacts not only on finances, but also in time and resource. Senior leaderships are required to review every PDR form, which is over one hundred and thirty for the organisation. To make this process quicker, it could be recommended that there are multiple groups of senior leaders, to ease the workload from just one group of 5, there could be 2 groups of 5 senior leaders to get through the process quicker. The board of senior leaders then decide whether they agree or disagree with the performance of the employee and evaluate whether their manager has done everything they can do support the employee in their role. 
They then make a recommendation to their manager and score the employee on a scale from 1-5. Each point from 1-5 has a percentage value associated, 5 being the highest performance related percentage, which is then translated into a monetary reward. For example, if an employee scored a 3, this would give them a reward of a 4% permanent pay increase on their yearly salary. Hutchinson (2013) reviewed the impact of pay on employee motivation. This is applicable at Magstim, where most of the employees are of Generation X – and are motivated by financial rewards. Once the recommendation and scoring has taken place, the employee and manager come together to discuss the outcome, and then the targets and goals for the next 12 months. Employees can appeal the decision if they do not believe that it is fair. When this happens, a different board of senior leaders will review the appeal and this last part of the process is repeated. One of the key criticisms of the PDR process is that it is very lengthy and causes stress and potential conflict between employees. Employees often discuss the results of their PDR, which raise concerns and insecurities amongst teams. For example, if colleagues had a higher score than one employee, that employee may feel inadequate in comparison leading to conflict. 
One-to-Ones are used throughout Magstim on a less formal basis. This is where an employee and their manager come together on a frequent basis, once a week. These meetings are less formal, and are to discuss how the employee is feeling, and what assistance they feel they need to be meeting their progression targets. This is a more behavioural approach. Magstim focusses on assessing behaviours as part of measuring personal development. As Hutchinson (2013) suggests, this is a fairer way of judging somebodies’ achievements, in line with what they are currently experiencing or feeling. However, this can be criticised as it is hard to read some behaviours and they can be misinterpreted. For example, if a person is becoming withdrawn from their work, and they are usually chatty and confident, not all leaders can see that there may be something underlying, impacting on that employee. Hutchinson (2013) agrees that trusting leaders has a critical role in understanding, and trust leads to better working relationships. Behavioural approaches also veer towards bias, as Hutchinson (2013) states, other employees may feel that others are receiving unequal treatment if they require more of an attentive approach. All employees must be given the same equity for a behavioural approach to work effectively.  
Succession planning can be considered as a developmental vehicle in the workplace. Berke (2005) expresses that succession planning is one of the core processes needed for effective development of staff. This vehicle is used to ensure that employees have the skills and knowledge they require to move up the hierarchy, or where they are required to cover as interim. This development vehicle works in Magstim, as many employees come and go, and it is important to have a replacement as soon as possible for the roles that need to be fulfilled. As part of this process, it is important that employees career aspirations have been discussed. This is done via the PDR process. The PDR process can identify the gaps that employees have compared to the job description and specification of their desired role. Magstim prefer to support and promote internal members of staff before externally recruiting. Berke (2005) agrees with this, and states that this could have more of a positive impact than hiring externally and may increase productivity due to trusting relationships that have already been built with the internal successor. This can be criticised however, as external candidates may bring a fresher outlook and differing skills to those who already work for the organisation. But as Berke (2005) argues, choosing an outsider is not always the right thing to do and they do not always deliver better results than whom they replace. Andrews (2001) also supports Berke’s (2005) argument, that the impact on performance can be negative when an internal successor is not chosen and can cause some disruption. 
 
[bookmark: _Toc146297213]Generate a detailed plan to meet the identified development needs of an individual in the workplace and evaluate how this would be used to manage performance.

The individual is a Junior Buyer at Magstim. They have been in the role for 6 months. They have not yet had their PDR for the year, as they have not worked with Magstim for 12 months. To identify the development needs of the individual, a meeting was conducted to discuss expectations from the organisation, as well as giving the individual an opportunity to express their expectations. The outcome of those discussions is shown in the table below. 
	Organisational Expectations 
	Personal Expectations (Employee) 

	· To carry out the role as described in the job description for Junior Buyer 
· To work to the job specification for Junior Buyer
· To embody the organisational values. 
· To assume additional responsibilities as and when required (annual leave and sickness cover) 
· To always abide by the quality management system. 
· To complete any training and education required in a timely manner. 
	· To be supported to carry out the role of Junior buyer as per the job specification and description. 
· To be given opportunities for support (as a minimum, weekly one-to-one meetings) 
· Job flexibility – working from home when suitable. 
· To receive support when undertaking training and education. 



The employee was supported to create a SWOT analysis, which is recommended by Kroth & Christensen (2009) to identify their opportunities, strengths, weaknesses, and threats. Cooper (2001) suggests that self-limiting beliefs impact on the way employees develop. Self-limiting beliefs can come under the category of weaknesses as part of the SWOT analysis. The SWOT analysis can be seen below. 
	STRENGTHS
	WEAKNESSES

	· Good team player
· Confident speaking to suppliers and taking customer service calls. 
· Good background knowledge of product due to experience working on the shop floor. 
· Reliable
	· Not confident using Excel.
· Unsure of buying principles
· Can become distracted from task at hand

	OPPORTUNITIES
	THREATS

	· Progression to Buyer role when ready 
· Qualifications and educational experiences available
· Opportunity to develop skills 
	· Scared of redundancy 
· Another junior buyer taking role of buyer before employee. 
· Probation review 



A Gap Analysis was also carried out, to see where the employee needs support to develop most. 
	Business Requirement 
	Existing situation
	New capabilities needed to reduce or eliminate gap
	Gap between existing and new 

	To be able to raise purchase orders as required by reviewing the requisition list. 
	Can raise purchase orders but struggles to understand the requisition list as an excel document. 
	Improve and develop knowledge surrounding Microsoft Excel
	Lacking knowledge about excel 

	To be able to speak to suppliers confidently on the phone. 
	Employee struggles to pick up the telephone to speak to customers calling. 
	Customer service skills are required
	Lacking customer service skills 

	To review shortages daily and place crucial orders to ensure continuous supply to the shop floor. 
	Employee reviews shortages on company system Syspro and places orders under the instruction of the buyer. 
	Needs to be trained to make independent decisions when ordering crucial shortage components. 
	System training 

	To be aware of basic purchasing principles 
	Employee has limited understanding of purchasing as a function. 
	Needs education to further knowledge of purchasing. 
	CIPS Qualification



From this gap analysis, a personal development plan can be generated and agreed with the employee. The personal development plan below details the development tasks required for the employee to meet their organisational and personal objectives as well as gaps identified in the gap analysis. Kroth & Christensen (2009) state that the most motivational goals are those that are specific and achievable, therefore the targets forming the personal development plan are SMART targets. 
	Objective 
(Specific)
	When will this be achieved by? 
(Measurable) 
	How will I get there? 
(Achievable)
	Who can help me?

	How will I know once I have achieved this? 
(Realistic)
	When did I achieve this? (Timely) 
	What can I do differently next time? 
(Feedback)

	Become more confident using Excel and spreadsheet software. 
	January 2023
	Go on a course to learn about Microsoft Excel and how to use it.
	My employer and course tutor. 
	I will be able to confidently use Excel and spreadsheet software. 
	
	

	Become more confident in customer service and speaking to customers
	September 2024 (Course intake February 2024)
	I will go on a level 3 course for customer services. 
	My course tutor and my employer. 
	I will have a qualification in Customer Services level 3. 
	
	

	Undertake system training and induction
	December 2023
	I will attend a training session and induction so that I can learn how to use the systems at work to their capacity. 
	My manager and colleagues. 
	I will be able to confidently use the CRM software. 
	
	

	To undertake CIPS Level 2 qualification 
	September 2024 (Course intake February 2024) 
	I will follow a course online to gain my CIPS accreditation. 
	My manager and colleagues within the purchasing department. 
	I will have a broader understanding of purchasing processes. 
	
	

	Acknowledge all QMS documents
	December 2023
	I will acknowledge all policies and procedures I need to be aware of. 
	The quality manager 
	I will have read and understood company QMS procedures and processes. 
	
	



The personal development plan produced will be used to manage performance. The personal development plan will be reviewed during weekly one-to-one sessions, or as frequently as the employee requires support. By reviewing the personal development plan regularly, managers can ensure that it is effective, relevant, and motivational. SMART targets can be updated and changed to better reflect what an employee is experiencing in their role. Employees can show evidence of where they have met the specific points of their personal development plan, and managers can respond to this by updating the personal development plan and provide feedback. This allows for managers to evaluate how well the employee has performed to meet the objective. If an employee is struggling to meet the objectives of their personal development plan, managers can support their employees and seek to understand why the employee is not achieving their goals. Managers could coach and mentor their employees to help them achieve their outcomes, this is a valuable opportunity to the employee. 
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1. Why
'What we aspire to be and why'


2. Mission 
'What we do'


3. Goals 
'What we want to achieve'


6. Objectives 
'Metrics of those achievements'


5. Strategy
'Principles and approach to accomplish our why, goals and objectives' 


4. Execution
'Plan to achieve it' 
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