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An important part of any organisation is developing its staff so they can perform their role as best as possible or even progress in the company.

This report will look at the benefits of developing individuals to both the organisation and the individual themselves. It will seek to understand the development process and the different methods available to an organisation in order to suggest appropriate development techniques relative to the individual needs of their workers.

Once these needs are established a detailed plan will be provided to guide development based on the needs that have been identified in order to manage performance moving forward.
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Firstly, it is important to establish what benefits, if any are there in developing employees in the workplace. Employee development can be quite a costly exercise so it is important to establish what benefits will come out of any investment.

It is safe to say a business will do significantly better if its employees have job satisfaction and are engaged in their work as they will perform more effectively when they are engaged and are more likely to stay if they are satisfied.

Although employees are more likely to remain with a company some employees, especially top employees will always have options to move elsewhere and as such an employer cannot rely on job satisfaction to retain their best staff.

Job satisfaction and employee engagement are different. Satisfaction can be described as a superficial relationship which is merely transactional which is based on an organisation’s benefits and perks. Engagement on the other hand relates to an employee’s passion and willingness to expand and succeed (Fernandez, 2007). Engagement goes beyond simple satisfaction and a basic employer loyalty (Blessing White, 2008; Erickson, 2005; Macey Schneider, 2008).

To emphasise the importance of engagement further disengaged employees are likely to be sceptical of any initiative the organisation promotes and tend to spread negativity to other employees making it much more difficult to thrive (Dernovsek, 2008; Perrin, 2003; Ellis and Sorensen, 2007).

Development is one of the important drivers for engagement and is said to bring employers and employees together. Employees feel they have an opportunity to make an impact and contribution to the organisation and want to find meaning at the workplace (Penna, 2007). 

Therefore, once the employee has a basic satisfaction of pay and perks, they will usually seek out meaning in the workplace where engagement plays a crucial role making development an important part of having a successful workforce. 

The benefit of development cuts both ways as it gives the employee a meaningful organisation to work in and helps them be engaged with the employer but also gives the employer employees who are involved in the organisation’s endeavours in more than a superficial way. It additionally brings employee and employer together.

The facts are that employee engagement are intertwined with business outcomes and employee development is intertwined with employee engagement. Studies have found that engagement affects employee retention, profitability, productivity, customer loyalty and even safety. It could be argued that from an employer’s perspective that development is more than a benefit, its actually an essential part of a thriving business.

Another benefit to development is that employee gains knowledge about the business if given the appropriate training. It is understood that the more employees understand about their job, the more confident they will be doing it and the less supervision they are likely to need.

This not only empowers the employee to do a better job but also reduces the need for supervision which gives an opportunity to the employer to maximise the efficiency of their management.

A further benefit as a result of the increased competency of employees is the knock-on effect it has to an organisations customer. Research shows that employee engagement directly relates to customer satisfaction. A developed engaged workforce will always give a better service to its customers. This promotes growth which is another essential benefit for organisations. (Coffman, 2000; Hewitt Associates, 2004; Heintzman and Marson, 2005; Coffman and Gonzalez-Molina, 2002).

So, in summary these studies have highlighted that employee development will benefit organisations in the following ways:

1. Development aids employee retention.
2. Increases employee passion and willingness to succeed.
3. Development drives employee engagement. 
4. Development brings employer and employee together.
5. Development improves employee understanding.
6. Development improves competency which in turn improves growth.

In order to critically assess these claims, the project will look at the authors own organisation which does not have a high emphasis on development. By analysing a large company that does not have much development for employees the report can assess if the lack of development fosters the opposite working environment to a business that focuses on developing its employees.

The report will assess these summary points in respect to the author’s own organisation.
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The author works in a large energy company that primarily advertises positions that carry very little development opportunities. These roles are primarily on the phone, and there is little in the way of progressive steps for employees without retraining as all other positions are drastically different to telephone work and would therefore require a complete overhaul of skills, which the organisation does not really provide. 

The first claim researched is that development aids employee retention. The findings show that employees are satisfied by a good salary and good perks but will eventually require a role that they feel they are developing in to remain loyal over the long term.


Ironically, this organisation used to have one of the best salaries for this particular line of work and had good perks as well, but recently, due to the covid 19 pandemic among other things the business has had to cut back in by freezing salary increases and removing some of its perks. Therefore, the salary is no longer as appealing as it was and there seems to be little else in the way of perks to keep employees satisfied. Coupled with the lack of development opportunities this has caused many employees to leave.

Previously when they had perks and a high salary, although the development opportunities were limited it was difficult to do a similar job elsewhere whilst still matching the salary employees were receiving. This is no longer the case as the pay freeze brought salaries in line with similar roles in other companies. Around 50 employees have left since the beginning of the pandemic.

Therefore, this report concludes that the link between salary/perks and job satisfaction is real, and the lack of development opportunities provides a barrier to increasing salary through progression.

The second summary point claims that development increases employee passion and willingness to succeed. In theory a lack of development opportunity should therefore leave the workforce in a state of apathy, and a sense of going through the motions.

This is exactly the mood in this telephony role. Dernovsek, Perrin, Ellis and Sorensen all highlight that a lack of engagement will lead to scientism of organisational initiatives and the spread of negativity, and this has been born out amongst telephone agents. They are disengaged with the organisation’s direction and view nearly every change as negative. They feel undervalued and feel disconnected from the organisations mission.

Any role adaption is met with resistance and employees would rather be left alone to complete their role rather than engage in making things better. This also corroborates the third summary point which highlights that development helps with engagement. A clear lack of engagement is demonstrated by these employees, and they are more preoccupied with the loss of perks rather than engaging with the company mission. The lack of development means there is little opportunity to progress and increase salary or perks in this way.

Again, this report would concur with the research findings in this area.

The fourth summary point claims that development brings employer and employee together so you would expect the opposite to be true and a disconnect between employer and employee to be present. This is certainly the case in the organisation with a lot of grievances being raised by employees and an ongoing battle by employers to bring employees onside.

All messages from the employer that claim they are listening to employees fall on deaf ears and mistrust between employer and employee is high. This is demonstrated with a micromanagement style that has been adopted by managers who don’t trust employees to do their job without heavy scrutiny. Employees also are highly sceptical of changes and are always looking for a “catch” in any changes whilst noticing that most changes seem to favour the employer rather than the employee or the customer.

The fifth summary point claims that development brings additional knowledge to employees that increases understanding. In the absence of development this is hard to assess but it should be noted that a lot of employees don’t feel equipped to deal with the evolving telephone role that has changed from specialist call areas to one and done call types that expect an employee to manage whatever the customer needs are.

The sixth summary point claims that development improves competency which in turn improves growth. Again, as in point five this is difficult to assess, however growth has slowed due to a number of factors, and it is difficult to see how development would not improve this area.
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In summary, this report agrees with the findings of the research when analysed from the perspective of an organisation that does not prioritise or promote development. The benefits to developing employees is even clearer when you look at a case study of an organisation that does not develop its employee and the issue that arise out of it.

Granted some of these issues may still be there in some form even in the presence of development but the benefits that the research suggest are clearly missing in this organisation which strongly suggests that those benefits are real, and the research is accurate. 


[bookmark: _Toc113279658]Expectations of Development

Having established the benefits of development it is important to consider that this does not mean introducing development will solve all your organisations problems. The need for development is very important but it is important to understand what it will bring so that expectations are realistic.

This is as true for the individual undertaking the development as it is for the organisation giving the development. Both should understand the potential benefits and limitations of development. It is important to understand what both parties (employer and employee) are seeking to gain from any development or training. It would be impossible to gage whether expectations are realistic without knowing what those expectations are.

From an employer’s point of view, they would expect an effective development plan to help them achieve their objectives. This could include training new starters, helping existing employees perform their role well, helping employees progress through the company and keeping employees up to date with changes that affect the way they do their job (Drummond, 1989).

This report however will primarily look at this from an individual point of view in order to establish an appropriate development plan later on in the report.

Establishing an employee’s motivation for development is a little more complicated than that of the employer which can always be traced back to growth in one way or another. The employee can have many different motivations for development. These can include, improving skills, improving technique and knowledge, gaining professional recognition, developing key behaviours, improving performance, gain promotion or progression, addressing skill gaps or gaining a pay increase (Goldstein and Ford, 2002).

To manage the expectations of the employee it is important to establish what they expect out of any training or development to ensure that it is focused on what they wish to achieve. This can be difficult as it also needs also align with what the employer requires from the individual. Although the gains are often mutually beneficial sometimes this is not the case.

An individual who has historically taken sales calls has been required to take customer service calls during winter when the phones are busier due to the cold weather. Training in this instant would need address a skill gap, improve knowledge, and improve skills. 

As the individual would gain more skills and be doing an additional role, they may expect a pay increase however this may not be the case. The fact that they will be taking less sales calls could mean them earning less commission and therefore their money going down not up. It is possible that they may gain upsell opportunities from the customer service calls that they wouldn’t get from sales calls and therefore they could potentially earn more commission.

The key is to advise of both scenarios’ so the individual can push for extra upsells with the new skills and knowledge but also anticipate a drop in commission if those opportunities don’t materialise. Failure to acknowledge these possibilities could result in either a lack of effort to upsell or a disappointment due to a drop in income. By doing this the employee will understand the potential benefits of the training but also have a clear expectation of what differences are possible in terms of income and therefore managing the employee’s expectations.
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Firstly, it is worth noting that an employee’s willingness to train will have a bearing on the effectiveness of any training. If an employee is not invested in the training, it will be of little consequence which training method is appropriate if the employee does not buy in to the need for training. Work environment characteristics may influence the employee’s attitude towards training. An employee who perceives the working climate to be supportive is more likely to invest themselves into the training (Maurer & Tarulli, 1994; Noe & Wilk, 1993).

Also, research shows that employees have a favourable attitude towards training when they have an input into the design of the training or when and where it is performed instead of being dictated to (Baldwin, Magjuka, & Loher, 1991; Hicks & Klimoski, 1987).

Next, the additional training must be perceived to be a fair or just assignment to avoid employee disengagement (Quinones, 1995). In summary the effectiveness of the training relies on much more than picking the appropriate training plan for the individuals involved, however this does not negate either the importance of choosing appropriate training or the importance of development to the organisation as established earlier in the report. Rather all these factors need to be combined to ensure the development and training is as effective and beneficial as possible.

Having established how important development and training is for an organisation it is just as important to have the right training methods in place for the right individuals. Training methods can be classed as cognitive or behavioural. Cognitive methods provide verbal or written information and provide rules on how to do something. Behaviour methods allow the individual to practice in simulated, real fashion or on the job. Cognitive methods are best for knowledge development and Behaviour better for skills (Blanchard and Thacker, 1998).

To be effective the correct training method needs to be selected. A lot of the time a combination of both cognitive and behavioural development is required. 



A successful training method should:

1. Motivate the trainee to improve performance
2. Clearly demonstrate skills desired
3. Demonstrate desired skills
4. Provide participation opportunity
5. Provide feedback
6. Be structured and simple
7. Be adaptable for use it is required
8. Be transferable from training to job

These requirements help to ensure that the training is successful (Woods, 1995).
So, our individual who was transitioning from sales calls to customer service calls earlier in the report we would need both Cognitive and Behavioural training methods to aid this transition successfully. This is because the individual would need acquire additional knowledge to perform the adapted role but would also need hands on experience to ensure the new operations, they needed to undertake were familiar to them.

The 8 points model for successful training will provide guidance for setting out the development plan for our individual.

	Training Phase
	Task
	Timeframes

	 

	Outline new role and training. Discuss changes to pay
	Why the new role?
	Day 1                   Week 1

	
	What does the new role involve?
	Day 1

	
	What changes will it make to pay?
	Day 1

	 

	Classroom training on systems and training on customer needs
	How best to help customers?
	Day 2

	
	Dealing with general queries.
	Day 2

	
	Dealing with specific or difficult queries.
	Day 3

	
	Forms and processes.
	Day 3

	
	New systems upskilling.
	Day 4

	
	Recap.
	Day 5

	 

	Deployment on the phones and support
	Test calls and role play.
	Day 1                   Week 2

	
	Week 2 Buddy call taking.
	Day 2 - 4

	
	Week 3 Floor walkers.
	Day 1 - 5             Week 3

	
	Week 4 Remote support.
	Day 1 - 4             Week 4

	
	Classroom feedback and shared support.
	Day 5

	 

	Feedback and training reflection
	Questionnaire about content and delivery.
	Day 5                

	
	Review findings and gage additional support needs.
	Continuous

	
	Implement solutions to issues discovered.
	Continuous




The development plan is set up as a four-week training course that makes the individual capable of taking a new call type and therefore expanding their skillset making them more valuable to the organisation.
To help motivate the employee the first session deals with the reason for the new role and underlines how the new skills will make the employee more flexible and therefore more valuable to the company. The importance of the new call type is also highlighted so the employee understands they are providing a vital role for the customers and therefore the business as a whole.

The details of what the new role involves is then explained so that the employee understands what they will be doing in a more specific capacity. To conclude the first day the employee is made aware of financial changes which include an increase in basic that reflects the increased complexity of the role.

The rest of week 1 continues in the classroom fleshing out the different parts of the role like the systems they will be using, the customers they will be speaking to and how to effectively resolve the calls.

Day 1 of Week 2 then moves from cognitive development to behavioural development by starting the process of a hands-on training. Initially this is done with test calls where the trainers take calls to demonstrate the classroom theory in practice. Once some examples have been viewed by the employees, they split up to do role play so they can experience the conversations without taking calls.

From Day 2 onwards they start to take calls and begin to put into practice their training. This is initially done with side-by-side coaching but as the employee gains experience the support is more situational rather than permanent.

At the end of each day there is a debrief where employees are able to go over any concerns or recap processes that they need. This is also a time for the trainers to provide feedback to the agents and point out any common errors. The debrief then ends on the third week but the support is continuous.
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In summary, this development method aims to satisfy the requirements mentioned previously which are: motivate the trainee to improve performance, clearly demonstrate skills desired, demonstrate desired skills, provide participation opportunity, provide feedback, be structured and simple, be adaptable for use it is required, be transferable from training to job.

It attempts to cover different learning styles by providing both cognitive and behavioural learning methods which means all employees can gain the knowledge required to perform the role in their own way.

The ongoing support and feedback mean the development is continual and has the flexibility to fulfil its purpose of developing employees into a new more complex role and thereby increasing their value to the organisation. 
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