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	Executive Summary


To reach the top of the organization development it is necessary to debug step by step every criterion related to it development and which have an impact on it: its environment, its internal and external forces, from head of the offices to operational level staff. Organizational development involves strategic performance systems which include processes and strategies to run properly all tasks and activities. Moreover, these processes are like tools in HR officer hands to manage people’s expectations and generate development plans for them. To identify gaps and find solutions, to do research, analysis, evaluation and match them like in a puzzle.
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Introduction

    
    The purpose of this report is to present a good level of understanding of organization development vehicles strategies and models which contribute to individuals and organization development. It will also show a critical evaluation of organization potential benefits of developing people.  . 
    
    The report is divided into two parts. The first part approaches the performance management, organization’s development and individual’s development through relevant theory, processes, strategies and techniques. The second part presents an application in practice of the exposed theories, the identification of the gaps, the determination of a development plan and the elaboration of the recommendations of what the organization should implement for a more efficient functioning and for its performance.

    Mary Kay Ltd Company will serve as a case study in this report because the writer has many years of work experience in partnership with this company and has more insight of how it works. Mary Kay Ltd. Company has been operating on the global market for 57 years with branches open in over 35 countries around the world including the London branch as well. Mary Kay Ash is the co-founder of the company whose name it bears. It is a people-oriented Company, especially women-oriented, because of her unpleasant background experiences within other organizations. Mary Kay Ltd is a family business and a private company. Its main headquarter is situated in Dallas, Texas, USA on a space of a total of 5000 square feet (Mary Kay, Inc. - Company Profile, Information, Business Description, History, Background Information on Mary Kay, Inc., n.d.). 


	

	
1. Organization Development

In order to touch the main topics about organizational development it is important to consider the environment in which an organization operates. Organizational environment consists of all the institutions that can exert a certain influence on the organization development, running activities and resources. For example, government regulatory agencies, competitors, stakeholders, and pressure from the public. Organization development (OD) can be defined as processes promoting the positive that is people oriented and system change (Church, Waclawski, and Seigel ,1999 cited in Austin and Bartunek, 2018).  It is about effective productivity and sustainability. OD consists of all processes necessary to manage people’s behavior, their career path and development, to implement necessary changes to make good conditions for people’s live and work (Beer and Nohria, 2000 cited in Austin and Bartunek, 2018).   

1.1 Strategies of Performance Management

Performance management is a system composed of methodologies, metrics, processes, systems, and software that are used for monitoring and managing the business performance of an organization, employees’ behavior and the results (Teay, 2012 and Armstrong, 2000 ). One of the great functions of HR activity is controlling and adjusting performance management. Effective performance management is about leadership, interpersonal relationships, constructive feedback, and teamwork. Using the right strategy helps to make the activities run more accurately, overpass barriers and create an environment where employees can carry out to their best abilities (Pollock, 2018).  The basis called “performance appraisal” are important for the organization to run properly and to dispense the best services and output. These are:
· Identify the objectives for work performance and plan the paths to achieve them
· Managing the employee performance controlling and through meetings
· Motivating through rewards and appreciation for good qualifications and approaching poor performance
· Systematically rating performance through summary and evaluation
· Develop abilities for optimal performance regularly
According to Teay (2012) strategic performance management can be applied in three ways: within entire organization, in multiple organizations and at a branch or stand level (see figure 1.1.a.). 
[image: ]
Figure 1.1.a. Teay (2012).
However, while managing organization performance, Armstrong (2000) states that strategic performance management can be applied at organizational level and at individual level. 
Company’s expectations might not be met if they are not properly exposed to employees. Employees might get confused about what they must do if they did not clearly understand the tasks and objectives. To avoid confusion, some steps can be followed like using a goal-tracking software, sending emails, distribute flyers in the organization, hold meetings, create a chart. Doing these in turns, being repeated several times differently the objectives will be as  employee’s mindset.

Pollock (2018) identifies six main strategies for performance management:   
1. Communicate organization goals and performance targets.
2. Use a performance management software tool. 
3. Give a performance feedback regularly
4. Use peer reviews
5. Preemptive Management and Recognition
6. Set progress meetings to discuss results 
While, Armstrong (2000) will add two more:
7. Development of performance management
8. Performance management trainings



1.2 Organization Development (OD) Models

OD models are used to help the organization in enhancing changes strategies like people-based strategy, techno-structural, socio-technical, and organizational transformation strategies (Mulili & Wong, 2011; McLean, 2005). They all lead to a learning organization. There are action-research oriented models, planning-process oriented model, customer-oriented, gap-oriented models, goal-oriented, etc. Literature gives a long list of strategic models like: Balanced Scorecard, Strategy Map, SWOT Analysis, PEST Model, GAP Planning, Blue Ocean Strategy, Red Ocean, Porter’s Five Forces, VRIO Framework, Objective and Key Results (OKR), PDCA, Iceberg, Pyramidal, etc. To solve customers’ complaints a customer-oriented organization might use a PDCA model (see figure 1.2.a). The studies show:
· only 4% of unsatisfied customers will make complaints - by Ruby Newell-Legner.
· For one complaint there are 26 others will not leave their feedback –Lee Resource
· 96% of unhappy customers don’t complain, however 91% of those will never come back – 1st Financial Training service
The solution for such organization is the approach Plan-Do-Check-Act by Dr W. Edwards Deming. It is a continuous learning process. It is used for controlling and improving quality, processes and products.
 
[image: How do I use Plan-Do-Check-Act to Manage Safety Well?]
Figure 1.2.a. PDCA Model.
Above all these models a better learning organization that operates a high-performance level can be achieved through implementing Iceberg Model. It can be used as a model of culture, in communication, as a model of mindset, of competency, for personal development, in NHS, etc. (Hines, P., Found, P., Griffiths, G. and Harrison, R., 2008). It operates on two parts: above the water and beneath the water (see figure 1.2.b).
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Figure 1.2.b. Iceberg Model.

It is concentrated on identifying waste and eliminate it. Beneath water it involves:
· Strategy and alignment
· Leadership
· Behavior and engagement
· Process management
· Tools and techniques 
Strategy focused on staff development and their activity changes. Then it is directed to distinguish good managers from good leaders who have a great impact on employees’ behavior and engagement. 
Above the water are implemented all necessary tools and processes to customers’ satisfaction, products and services performance, to identify waste and value from customer perspective, to find what is value stream and how it creates flow at customers demand that pushes to the perfection (see figure 1.2.c). These lead to ways to:
· Set directions
· Set the goals
· Identify if the changes occur or not
                         [image: ]
Figure 1.2.c. The five lean principles.



1.3. Potential Benefits to the Organization
Waste is costly. 
Focus should be on waste elimination and value enhancement. Satisfying order demand process  eliminates unnecessary, unused features, thus performing, increasing capacity (number of solicited products result in amount of sales) and reducing cost. Otherwise said it is gaining big profit for less investment. Unnecessary features added to the final product make the product expansive and less demand on it. For example, 15 years ago, Mary Kay Inc. Company, produced 5 steps skin care cosmetic products kit and they were likely used by customers. It was a value enhancement producing 5 separate tubes containing 5 unique recipes, every particular tube fulfilling a specific skin care need: cleansing,  exfoliating the dead cells, tonifying and ending the process of cleansing, hydrating, nourishing, protecting, etc. Nowadays, because the time is a priority, women want one or maximum two skin care creams fulfilling all skin needs. 
These processes are called innovation processes based on future value adding identified earlier in the processes of research and development. 
Drawing and monitoring the right core processes, strategies and models lead the organization to sustainability and make it be easy adaptable in the fast-changeable business market world. This also ensure its competitiveness (Hines, P., Found, P., Griffiths, G. and Harrison, R., 2008).   


2. Mary Kay Ltd. Company Case Study
Theories cannot offer ideal strategies and models that can fit exactly  every organization’s expectations. The model or strategy that match perfectly one’s company objectives might totally fail for another company, thus creating gaps in organization development.  Mary Kay Ltd. Company is a direct selling business marketing including more than one organization development models. At corporate level it encompasses Iceberg model specifying that people are company employees and Network model that involves HR Value Chain model at Sales Force level where people are Independent Beauty Consultants (IBC) developing their own business in partnership with Mary Kay Company which support them with material resources, trainings and advertising. 

2.1. GAP

The GAP in developing IBCs can be identified analyzing what is MK doing to develop the IBC, if this is all IBC need and find what MK could do more to satisfy IBC expectations and performance. To develop an IBC, means to help him grow from new recruiter stage to Sales Force status through career path which includes development programs and conditions at every stage. The IBC business and behavior development starts at the first stage – “Sales of the Product” and ends with “Mentoring Leaders” (see figure 2.1.a.). 
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Figure 2.1.a. Mary Kay Career Path (Google.com, 2020).




















Based on a survey “What women want” Mary kay Ltd. Branch objectives are (see figure 2.1.b):
TARGET MARKET is: 
· the new look
· building the look
· maintaining the look
TARGET on IBC is:
· just starting out
· building IBC’s culture
· Lasting success
STRATEGY:
· MK minute
· NO purse parties
· MK muse


            [image: ]

Figure 2.1.b. What women want survey (Google.com, 2020).

IBC’s expectations, work-life balance and motivational opportunities are also a MK strategy in people’s development (see figure 2.1.b, 2.1.c, 2.1.d). 
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Figure 2.1.c. 19 Motivational opportunities (Evans, 2015).

IBC’s development aligns on two phases (see figure 2.1.d): 
1. Selling: 
· find customers through social media, distribute flyers, advertising, etc.
· deliver parties, presentations, consultations
· purchase and post-purchase follow-up
2. Recruiting:
· Find the new recruiter
· Interview, selection and recruit
· Develop the new IBC’s career



[image: ]

Figure 2.1.d. Development alignment (Evans, 2015).

[bookmark: _GoBack]Mary Kay Company applies the Five Lean Principles above the Iceberg water for customers and beneath the water for IBCs  to join together the customers values:
· Fresh, quality, affordable product
· Confidence
· Being part of something bigger, etc
 and IBC’s development needs:
· World class affordable products
· Socially responsible
· Empowerment and support
· Forward thinking and innovative
· Meaningful experience, etc.
QUALITY, COMMUNITY, VALUES outcomes delivered the following insight (see figure 2.1.e): 
· Contextualize brand awareness
· Increase sales
· Positive brand perception
· IBC recruitment 
          [image: ]
Figure 2.1.e. Quality. Community. Value. (Evans, 2015).

According to Mary Kay Company SWOT analysis conducted in a National Student Advertising Competition (2015) aiming a 360° team can be identified barriers and weaknesses which influence IBC development such as: not everyone is open to direct sales; in-store make-up sales people offer similar services; new technology change the way women buy products; the beauty industry market is saturated with many competing brands, etc. (see figure 2.1.f).
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Figure 2.1.f. SWOT Analysis (Static1.squarespace.com., 2015).
According to research on how easy an IBC can have access to customers shows that (Evans, 2015):
56% value quality over price
69% said the typical cosmetic ad gave unrealistic expectations
87% said typical ad don’t affect their purchase decision
57% describe their makeup style in “simple or natural”
89% use Facebook as their primary social network.
The statistics show that reaching considerable number of customers via advertising is UNAPPROACHABLE. Moreover, the IBC remains confused about his further development progress regarding the next statistic (Figure 2.1.g. Evans, 2015):
80% -  full-time students
75% - do not believe women should return to their “traditional role” in society
35% - own homes
25% - married
22% - millennials moms
32% - live with parents
62% - described themselves as creative 

[image: ]
Figure 2.1.f. How likely are MK beauty products among women (Evans, 2015).

The GAP in IBCs development is lack of promoting Mary Kay beauty products. 






2.2 IBCs Development Plan

Stage 1 -  Study the MK welcome kit:
· Test products
· Study products
· Profiles, receipts
· Brochure
· Pricelist
· Books
· Catalogue
· Samples 
· Flipcharts

Stage 2 – Book appointment with Sales Director to guide through
Stage 3 -  Book trainings and events
Stage 4 -  Set a date with Sales Director to plan the business debut
Stage 5 – Decide the business schedule and fill in “Weekly Plan Sheet”

Stage 6 – Announcing business development 
· Communication
· Email
· Telephone close friends
· Social media
· Class/groupmates
Stage 7 – Define SMART goals with Sales Director
Stage 8 – Deliver parties/ consultations/ presentations with Sale Director
Stage 9 – Deliver  parties/ consultations/ presentations alone.
Stage 10 – Sale and recruit
Stage 11 – Regularly learn and repeat the processes

2.3. Recommendations
To achieve the above development plan, I would suggest Mary Kay Company fill in the identified GAP. As a solution it is required to hire Beauty Ambassadors in colleges, universities, shopping centers to help IBCs’ business development. Beauty Ambassadors must not sell. They must promote Mary Kay Company, its products and IBCs. They must also share beauty bags with flyers and samples, guide and redirect people to find a beauty consultant on-line. 



Conclusion

The HR role can be easy made using strategies, tools, techniques and models that work together in favor of the aspirations of individuals at workplace as well as in favor of the qualitative provision of services and products by companies. Their results being only benefits that will create sustainability, close relationships, balanced life-work. 
Identifying gaps involves research processes as well as deep analysis but finding the lack lead to find a solution which in turns if being implemented can lead to profits and wellbeing. 
A development plan is also a strategy to achieve goals and performance. 
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