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[bookmark: _Toc125653705]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. The work of Senge and Maslow supports in defining personal development and motivation in the workplace, which 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 Herzberg whilst placing this in the context of UWTSD and its desire to meet strategic goals and objectives. 
This assignment will further develop 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 Senge and Drucker‘s models support 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. 

1. [bookmark: _Toc125653706]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 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 always 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 (Meyer, 2012). This creates an ecosystem whereby individuals require different and better skills and qualifications than their counterparts, this competitive market also highlights that employees need to be motivated to stay relevant and useful in the workplace Maslow (1981), especially with the everchanging world of technology and innovation. 
In addition, research Friedberg (2007) shows that individuals find themselves having to work for much longer, beyond the traditional retirement age, this 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. It builds confidence for the employee whilst also builds trust between the organisation and its workers. This is explored further below. 
[bookmark: _Toc125653707]1.2 Developing Employees in the Workplace 

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 (Rutledge, T. (2009). 
On the other hand, it is important to consider that some individuals may not want to participate in upskilling, learning and developing themselves. Herzberg (1966) highlights what are the drivers that motivate people in their job, but also what are the factors that contribute to demotivate some in their day-to-day role. If an employee refuses to take advantage of the professional development available to them, it can create a divide within a well-functioning team and potentially change the attitude within that environment. It is up to the manager to be receptive and intuitive and identify different characters within a team. It is important to adapt with an alternative approach to motivate that employee, understanding why they aren’t satisfied or motivated. Additionally, it’s key for the manager to be aware of any resistance within the team and change their approach as the need arises. This will allow the manager to take control of the situation, and to try and defuse their negative outlook within the workplace. 
[bookmark: _Toc125653708]1.3 Organisational Benefits to UWTSD 

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 practical skills and understanding to undertake tasks relevant to their role and occasionally beyond their job description, in order to benefit the wider organisation and reach strategic goals. 
[bookmark: _Toc125653709]1.4 Increase Business Revenue

An increase in revenue is one main advantage to invest resources into employee personal development. 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 also especially pertinent as the higher education sector is under increasing financial pressure. This is a result of increased competition from other institutions and an increased demand and expectations from students as a result of increasing fees (UCAS, 2023). This has led institutions to invest in infrastructure, personnel and better student facilities therefore increased income generation is a key consideration.
Understanding what values employees bring to the organisation allows the manager to identify which areas are needed to improve on and developed, which transcends to the profit and success of the organisation. Identifying training for employees is synonymous with understanding the needs of the individual, this in turn gives the employees a sense of belonging and builds trust within the organisation. This extends to the employees avoiding the risk of stagnation within their role. Høyrup (2010) states that innovation can pave the way to job satisfaction and allows the employee to acquire learning and become a core element of the organisation whilst adopting a more open-minded innovation method. 
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. This employee awareness of the business strategy allows these individuals to operate at more functioning level when making these business orientated decisions. 
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. 
[bookmark: _Toc125653710]1.5 Improve Retention Rate

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. From personal experience, UWTSD do this well which is to be expected given their role as a higher education institution. 
To expand, a notable example is how UWTSD dealt with the covid-19 pandemic. This is a unique example which highlights how organisations had to pivot from a financial and human resources point of view to aid their businesses but also provide adequate support to their employees’ emotional, economic and wellbeing needs. The pandemic caused mass disruption resulting in many organisations making cuts to staff numbers and increased offers of redundancy. UWTSD swiftly adopted remote learning for their students and remote working for their staff, this allowed the organisation to continue to operate. UWTSD continued to deliver online workshops and training courses to their staff to ensure employees’ progress in personal development was not hindered by the impact of the pandemic. This was done through a series of online technology tailored to the delivery of courses, from coaching and mentoring to online degree programmes. 
[bookmark: _Toc125653711]2.1 Personal Development in the Workplace
 
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. CIPD (2022) highlight that in order for a business to succeed it is crucial that performance is managed and monitored, this provides realistic goals and aims for both the employee and manager. 
It is important, however, to understand that a performance appraisal is not performance management, it is a pillar within the process of performance management. The 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. They are key to identifying training and development outcomes. 
An appraisal’s purpose is to motivate individuals in the workplace, setting goals to perform well and reflecting on what has been overcome. Setting targets and objectives through the performance appraisal process can improve the identification and commitment to organisational goals and objectives. Ensuring a goal is the correct balance of challenging but not unrealistic (Locke & Latham, 2012). 
From the manager perspective an appraisal will facilitate communication with the employees, it also builds the relationship and bond between manager and employee. Building trust between the working partnership will allow for holistic working environment. In addition, it enhances the employee involvement and ultimately employee buy-in into the process.
However, it is also important to consider that managers need to continuously develop their own skills in order to recognise when an individual could be potentially ‘coasting’ in their day-to-day role. These individuals do enough to get by, not underperforming, yet not exceling. Further research indicates that ‘quiet quitting’ (Salem, 2022) is what many employees do when they feel this sense of detachment. The focus is shifted to lean towards their well-being and work-life balance, instead of the pushing boundaries at all costs to succeed, mentality. It is crucial that a manager is able to recognise these traits in a team member and identify suitable measures to support the individual to feel the desire to do more than the bare minimum in their day-to-day activities. 
Alternatively, it is also the organisation’s responsibility to ensure it is promoting a healthy work-life balance, with clear steps in place showcasing how they support and advocate this way of working. Being transparent and proactive in the sense that words are put into action, with mental health support, well-being enhancing activities within the workplace and other methods of producing a healthy work-life balance, such as flexible working.
[bookmark: _Toc125653712]2.2 SMART Methodology

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. 
[bookmark: _Toc125653713]2.3 Performance Appraisal at UWTSD

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. From a personal experience, the appraisal system at UWTSD is thorough with its intentions and has a clear outcome on how it sets up the employee to work on their progress. 
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. 
Imperial evidence Cappelli et al.,(2016) promotes this example of moving away from the traditional method of an annual appraisal. Adobe (2023) are an example of how shifting from a bureaucratic system to their approach of a more regular check in system. A method that leans towards a more casual approach, in a check in system that is a simple discussion about the employee’s goals and current review. Adobe claims to have seen better results since adopting this method. 
As demonstrated by UWTSD and Adobe, it is evident that preference in performance review plays a big part in the decision-making process from a managerial level at organisations. The context of any given organisation structure plays a key role in how this transcends throughout the business for all employee and team performance reviews. It also takes into consideration its resource management on how this is delivered across different parts of the organisation. For example, at UWTSD, there are pockets across the organisation in which the demographic varies between teams and roles. 
In this respect, a factor to consider is continued research into the labour market to understand the demographic in which organisations are attempting to attract with regards to recruitment. A study by Linden (2015) highlights the differences in employing gen z compared to the baby boomers as they approach retirement, making it vital to retain millennials for a successful business. 
[bookmark: _Toc125653714]3.1 Performance Management 

Performance management is designed to help employees understand where they’re 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)

There are several types of performance management methods, all in which lead to an effective way of identifying gaps in the organisation and highlighting key areas in which learning needs to develop (CIPD, 2020). UWTSD considers itself a learning organisation, with key learning processes and practices as a higher education institution. Leadership focusses on developing the organisation’s skills and learning, within a healthy learning environment, with innovative research and technological developments. 
[bookmark: _Toc125653715]3.2 Management by Objectives (MBO)

One of the performance management vehicles UWTSD adopt is management by objectives (MBO) (Drucker, 1954). This widely popular method is adopted across many organisations and applies to the marketing team at UWTSD. This approach helps the team understand their objectives and the reason behind why they are set and how they align to the marketing and student recruitment strategy which in turn aligns to the wider organisational strategy. The marketing team was recently subject to a re-structure and change in management which has allowed the method to be embedded, with the intention of developing innovative and creative ideas to enhance the marketing team’s performance. 
Traditionally, the marketing team was driven by management feeding the organisational goals downwards, including the planning of how these goals will be reached. However, with the restructure the culture now reflects a more operational approach with the team being involved in the planning and delivery of the departmental and organisation goals and objectives. A discussion around how we will deliver on each objective and how this is measured and reported back is key to the growth of the team. This also aids the learning and development of the team, increasing productivity and effectiveness to create a highly performing department. 
[bookmark: _Toc125653716]3.3 360 Degree Feedback 

UWTSD has demonstrated how they are open minded in how they conduct performance reviews, with the adoption of MBO. However, there are always ways in which organisations can continuously improve their performance management delivery. In addition to MBO, another method that could bring value and a different perspective to the marketing team is the 360-degree feedback (Goldsmith, 1996) performance review. 
The collaborative approach would be beneficial to the newly structured marketing and student recruitment team. The 360-degree feedback approach would allow employees to receive feedback from a variety of sources within the team. This strengthens the teamwork and also helps to hold people accountable for their actions, good or bad. This translates to a transparent way of working as a highly functioning team, building trust and in turn strengthening relationships. It will help distinguish strengths and weaknesses to work on from a range of different minds, allowing a holistic approach to personal development for the whole team. 
A notable example of an organisation that had adopted this method is Netflix (Business Insider, 2020) who adopted a unique approach to their performance management by discontinuing the traditional method and applying the new 360 approach. This sees employees having the freedom to send feedback to anyone in the organisation, from interns to managers and directors. Highlighting the importance of reflection on yourself and others is key in this process. Benefits come from this approach, with transparency and team building among the key advantages. However, the feedback received within Netflix, if not taken seriously can impact your position at the organisation, posing serious threats to your job. 
Finding the correct balance between the circle that are entitled to give feedback and perhaps the wider organisation that may not have a full understanding if the job role is vital. It perhaps could be an approach that UWTSD brings forward with a combination of its MBO method, combining it to create a hybrid version of the two that works for the organisation. Understanding the importance that the 360-degree feedback is an element that feeds into the wider performance management system. 
[bookmark: _Toc125653717]Conclusion 

To conclude, the findings in this assignment show that across all aspects of the operation, UWTSD aim to get the most out of the employees with the organisation. This includes their commitment to their employees which also aligns with their ethos. They strive to instil and nurture their employees’ drive to learn and grow as individuals in their areas of speciality whilst contributing to the wider organisational goals. This principle has formed a unique culture that creates a sense of pride and loyalty among the staff at UWTSD. 
However, UWTSD do have further growth to explore, with some traditional departments who fail to grow in an innovative way that is open to adopt new ways of working as individuals and a team. No organisation is without its flaws and UWTSD have showed resilience and flexibility in certain aspects, which allows them to react and adapt to changing circumstances whilst remaining committed to their culture and context. 
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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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