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[bookmark: _1ci93xb][bookmark: _Toc242477824]Executive Summary
In this report I look at how developing one adviser can improve relationships, performance and collaboration in my team at OWL Financial, a UK protection advisory business. The adviser is Sandra, whom I recruited three months ago and now line-manage with the support of my own manager, Daniela.
Sandra's first quarter shows 58% of her policy target and 73% of her sales target. The picture is more interesting than those numbers suggest, though. She converts 70% of her client meetings into sales, and her average value per policy (£62.86) is above the £50 her target requires. Her problem sits at the front of the funnel: only around 2.2% of her calls turn into meetings. This matches the needs we identified together: handling objections, speaking clearly and feeling confident on the phone.
Under OWL's commission structure, her goal of £4,000 a month needs about £247 of monthly premium, which is four policies a month at her current average value. That is also close to the level needed for Band 2 (£25,000 of commission in six months). Her expectation is realistic, if the conversion gap is closed.
I assess the benefits of development for OWL and for Sandra, analyse the gap between her expectations and her current results, and evaluate the development vehicles available. I conclude that call coaching and role-play, supported by joint calls, mentoring and provider training, are the best fit. I then set out a six-month SMART plan (Appendix D), managed through monthly reviews with RAG reporting and evaluated using Kirkpatrick's four levels.
[bookmark: _Toc242477825]1.0 Introduction
This report focuses on a practical development issue that I am currently dealing with at OWL Financial: how to help a newly recruited adviser improve her performance while also supporting her confidence and longer-term development. I also consider how this individual development can contribute to better working relationships and achievement within the wider team.
[bookmark: _Toc242477826]1.1 Purpose and scope
The purpose of this report is to examine how developing an individual can improve both workplace performance and relationships. In my experience at OWL Financial, an adviser’s development does not only affect their own results; it can also influence the way they communicate with colleagues, respond to feedback and contribute to the team. The report follows the four main areas covered by the module. It considers the benefits of developing individuals, how expectations can be managed, which development methods are most suitable for the individual, and how a structured development plan can be used to improve and monitor performance.
The topic is personal for me. About two months after I joined OWL, I arranged life cover for a childhood friend who had just taken out a mortgage in London. A year later he was diagnosed with advanced cancer and died two months after that. His wife and two children kept their home, because the mortgage was paid off by the insurer, and they received a further £150,000. His wife later told me that he would never have taken out cover if I had not contacted him. That is why I do this job, and it is why I care about how well my advisers handle a phone call. When an adviser gives up at the first objection, a family may be left without protection.
[bookmark: _Toc242477827]1.2 Organisational context
OWL Financial helps clients arrange accident, life, income protection and critical illness cover through a range of insurance providers. Advisers are paid mainly through commission. I am an adviser who also recruits and manages a small team, and I am managed by Daniela. Client activity, referrals and policies are recorded on ConcernHub, OWL's internal system, and I track weekly performance using a colour-coded Adviser Report.
The individual at the centre of this report is Sandra, the most recent adviser I recruited. She is referred to by first name only, with her agreement. Before joining OWL, she worked nights in a warehouse, had no sales or financial services experience, and holds a UK degree in management. Her first three months are summarised in Appendix A.
[bookmark: _Toc242477828]1.3 Approach
I apply theory from the module to real data from Sandra's first quarter. I have also used Pearson TalentLens’s (n.d.) RED model and Toulmin’s (2003) model of argument to challenge my own assumptions rather than simply describe what happened. This is important because some development decisions are based on my own experience as an adviser and manager, so I need to distinguish between what I believe will work and what can be supported by evidence and theory.

Senge (2006) argues that organisations learn only through individuals who learn, although individual learning alone does not guarantee organisational learning. I have seen this in practice. What Daniela taught me when I started is now what I am passing on to Sandra. Senge also distinguishes adaptive learning, which helps an organisation cope, from generative learning, which expands what it can create. OWL's provider training is largely adaptive. Analysing performance data and sharing what works across the team is a step towards generative learning.
[bookmark: _Toc242477829]2.0 Benefits of Developing Individuals in the Workplace
This section looks at the benefits of developing Sandra from both the organisation’s and her own perspective. I also consider the costs and risks, because development will not automatically lead to better performance.

[bookmark: _Toc242477830]2.1 Benefits to the organisation
One of the clearest benefits is improved productivity. Becker’s (1993) human capital theory suggests that investing in skills can improve output. In Sandra’s case, I can compare this idea with her actual performance data rather than simply assume that training will improve results.
Her average value per policy (£62.86) is already above the £50 she needs to reach her £200 monthly target with four policies. Her shortfall is volume, not value. At her 70% meeting-to-sale conversion rate, she needs about six meetings a month to reach four policies, but she currently has 3.3 (Appendix A). If development lifts her call-to-meeting conversion from about 2.2% to 4%, the gap closes without her making a single extra call. This is important because training by itself does not demonstrate that an organisation has learned. Garvin (1993) links learning with changes in behaviour and results, which means that I need to look for measurable improvements in Sandra’s performance rather than simply record that she completed training.
The second benefit is retention. Recruiting and onboarding an adviser takes a lot of my time, and new advisers produce little in the first months. Armstrong and Taylor (2023) note that development strengthens commitment, while Coyle-Shapiro et al. (2019) show that a perceived breach of the psychological contract reduces it. For Sandra, who is still below target and is building confidence in a new career, seeing that time is being invested in her development could also strengthen her commitment to OWL. From my perspective as her manager, this is important because losing a newly recruited adviser would mean starting the recruitment and development process again.
The third benefit is competence and client outcomes. The Consumer Duty requires firms to deliver good outcomes for retail customers (Financial Conduct Authority [FCA], 2022). In December 2025, the FCA removed the mandatory 15-hour annual CPD requirement for insurance distribution staff but kept the obligation for firms to ensure their staff are competent (FCA, 2025). The focus has moved from counting hours to proving competence, so a structured development process is now a business necessity. Sandra's product mix, with six accident policies and one life policy, also suggests that wider product knowledge would help her identify more of her clients' needs.
The fourth benefit is succession. OWL's growth depends on advisers moving into recruitment and team leadership. Sandra's management degree makes her a credible future team leader. The Michigan model (Fombrun et al., 1984) presents selection, appraisal, reward and development as one linked cycle. At OWL, reward is already tied to performance through commission, and performance data is captured weekly. Development is the least systematic part of the cycle, which is why a structured plan should add the most value.
[bookmark: _Toc242477831]2.2 Benefits to the individual
For Sandra, the first benefit is confidence. Bandura (1977) identifies mastery experiences and vicarious learning as the strongest sources of self-efficacy. Her need to be "surer of herself" on the phone is, in effect, a self-efficacy gap. I recognise this from my own start. Early on, I found it hard not to take clients' refusals personally. What helped most was sitting in calling sessions with Daniela, hearing how she handled a "no" and then trying it myself. Supported practice is likely to build the confidence Sandra currently lacks, just as it built mine.
The second benefit is progress towards her goals of income and autonomy. Self-determination theory (Ryan & Deci, 2000) treats competence and autonomy as core psychological needs. Improving her competence should also give Sandra a better chance of increasing her earnings and maintaining the flexible working pattern she wanted when she left warehouse work. This is important because her motivation for joining OWL was not only financial; she also wanted a different lifestyle and more control over her working time.
A further benefit is that development could help Sandra build a sustainable career rather than simply improve her short-term results. Valcour (2013) and De Vos et al. (2020) describe sustainable careers as combining continuous learning, employability and a good fit with personal values. Moving from warehouse work into a professional advisory role is a big transition. Development helps to make it permanent and gives Sandra skills she can take anywhere in financial services.
These benefits are not guaranteed, though. If development feels like pressure to hit targets rather than support, it can increase stress and reduce confidence even further. How development is delivered matters as much as what it contains.
[bookmark: _Toc242477832]2.3 Critical evaluation of the benefits
The main assumption I need to question is that development will automatically produce a return for OWL. I do not think this can be taken for granted.
 Becker (1993) distinguishes between specific skills, which are valuable mainly to the current employer, and general skills, which are portable. Objection handling and communication are general skills. Advisers on commission can move to a competitor easily, so OWL takes the risk that it develops Sandra for another firm. Measuring the return is also difficult. Cahapay (2021) notes that evaluations tend to focus on reactions and learning rather than results, and that the causal links between these levels are weakly evidenced.
When I apply these arguments to OWL, I believe the case for development is stronger than the case against it. The main cost of developing Sandra is my time, not money, since provider training, e-learning and team meetings are already provided. Not developing her risks losing a recruit who already closes 70% of her meetings. My conclusion is that development is justified, provided that its effect is measured with objective ConcernHub data rather than assumed.
[bookmark: _Toc242477833]3.0 Managing Expectations in Respect of Personal Development
This section focuses on what Sandra expects from her role and where those expectations may not match her current position. I use motivation and career theory to understand the gap and then explain how I will manage it with her.

[bookmark: _Toc242477834]3.1 Identifying Sandra's expectations
Sandra has two clear expectations: a flexible working pattern without night shifts, and earnings of £4,000 a month. I identified these through our recruitment conversation, our one-to-ones and her reasons for leaving warehouse work. Schein and Van Maanen (2013) would describe this as a lifestyle career anchor, because Sandra is looking for work that fits around the type of life she wants rather than simply maximising income. To make this more rigorous, the plan includes a structured career conversation using Schein's self-assessment.
The flexibility expectation is already being met, since advisers largely manage their own diaries. There is, however, a trade-off that Sandra needs to understand. In a commission-based role, flexible hours only produce income when they are filled with productive activity, and travel to clients and training is at the adviser's own cost. Part of managing her expectations is making clear that flexibility and income are connected.
The bigger gap is between Sandra’s income expectation and what her current results are producing. OWL pays commission on the monthly premium sold, multiplied by twelve and then by 1.35 in Band 1 or 1.5 in Band 2. Every extra £1 of monthly premium earns £16.20 at Band 1. Sandra is on Band 1, and her first-quarter average of £146.67 of monthly premium equates to about £2,376 a month, or 59% of her goal (Appendix A, Table A3).
Reaching £4,000 needs about £247 of monthly premium at Band 1, or £222 at Band 2. At her current average value, that is roughly four policies a month, which is exactly her policy target. Progression to Band 2 requires £25,000 of commission within six months, an average of £4,167 a month or about £257 of monthly premium. Her income goal and the Band 2 threshold are almost the same. At her first-quarter pace she would earn about £14,256 in six months, which is 57% of that threshold. Her expectation is ambitious but realistic. What stands between her and it is the conversion of calls into meetings, not the size of the goal.
[bookmark: _Toc242477835]3.2 Analysing the expectation gap
Vroom’s (1964) expectancy theory helps explain why Sandra may currently be struggling to connect effort with the income she wants. Motivation depends on expectancy (belief that effort leads to performance), instrumentality (belief that performance leads to reward) and valence (the value of the reward). For Sandra, valence is high and instrumentality is clear, because commission is directly linked to sales. The weak link is expectancy. Low confidence on the phone undermines her belief that more calls will lead to more meetings. This tells me that raising her targets or incentives would not raise her motivation. The more useful approach is to improve her confidence and ability to turn calls into meetings.
Rousseau (1995) distinguishes between transactional psychological contracts, based on short-term financial exchange, and relational contracts, based on long-term mutual investment. Sandra's expectations are strongly transactional. If her income goal is not met and we do not talk about it, she may perceive a breach, which Coyle-Shapiro et al. (2019) link to lower commitment and higher turnover.
The RED model also makes me question the assumptions on both sides. On her side, Sandra may assume that income follows naturally from time spent working. On my side, I might assume that flexibility is enough to keep her. The data shows that neither assumption holds: her activity is reasonable, but her conversion is low, and flexibility without income will not satisfy a transactional contract. I do not think Sandra’s expectation should simply be lowered. Instead, I need to help her see it as a realistic longer-term goal that depends on improving a specific skill: converting more calls into meetings.
I will manage the expectation gap in four ways. First, I will have an honest conversation with Sandra about how earnings normally develop for a new adviser, using her first-quarter results as the starting point. Premack and Wanous (1985) found that realistic job previews can reduce inflated expectations and have a modest positive effect on employee retention. This is relevant to Sandra because her £4,000 monthly income target is achievable, but not immediately realistic based on her current level of activity and conversion. The purpose of the conversation is therefore not to reduce her ambition, but to make the steps needed to reach the target clearer.
The second is a written earnings roadmap with staged milestones. These are £200 of monthly premium by December 2026 (£3,240 at Band 1), £247 by March 2027 (£4,000) and qualification for Band 2 between April and September 2027 (an average of £257 a month). Once she reaches Band 2, the same £4,000 needs only £222, so consistent performance is rewarded twice.
The third is setting out expectations in both directions. Performance expectations combine results with the behaviours used to achieve them (Torrington et al., 2020). OWL's expectations of Sandra, including call activity, compliant advice and accurate ConcernHub records, will be written down alongside her own goals.
The fourth is sequencing goals. Locke and Latham (2002) found that specific, challenging goals improve performance, but that for complex tasks that are new to the person, learning goals work better than outcome goals. Sandra's first objectives therefore focus on call quality before sales volume.
The way I have this conversation is also important. Looking at below-target figures can easily make someone defensive or frustrated. The Kübler-Ross (1969) change curve provides one way of understanding this reaction, but in practice I have found Daniela’s approach more useful: she taught me not to start with pressure, but to understand the person first. I want to use the same approach with Sandra. Nicol and Macfarlane-Dick's (2006) principles of good feedback, including clarifying what good looks like and encouraging dialogue, will keep these conversations developmental rather than judgemental.
[bookmark: _Toc242477836]4.0 Evaluation of Development Vehicles
This section compares the development methods available at OWL with Sandra’s specific needs. I focus particularly on which methods are most likely to improve her confidence, objection handling and call-to-meeting conversion, while also considering the time and cost involved. The full comparison is shown in Appendix C.
[bookmark: _Toc242477837]4.1 Development vehicles available at OWL Financial
Development vehicles are the different ways in which an organisation can support learning, ranging from formal training to practical, on-the-job development (Beevers et al., 2019). At OWL, Sandra has access to provider training, mentoring, e-learning and team meetings. I can also support her development directly through joint calls, role-play and coaching.
The 70:20:10 framework (Lombardo & Eichinger, 1996) suggests that most learning happens on the job, some through others and little through formal courses. Clardy (2018), however, found weak evidence for these ratios and warns against using them as policy. For this reason, I am using 70:20:10 as a guide rather than treating the percentages as a fixed rule. For Sandra, the practical element is more important because her main development needs involve communication and handling objections, which are difficult to improve through theory alone.

[bookmark: _Toc242477838]4.2 Critical evaluation of each vehicle
Provider training is free and authoritative on products, which addresses Sandra's narrow product mix. It is product-centred rather than skills-centred, though, and does nothing for objection handling. Travel is also at her own cost.
E-learning offers the flexibility Sandra values. Sitzmann et al. (2006) found web-based instruction as effective as classroom teaching for factual knowledge. It is poorly suited to interpersonal skills like vocal clarity, which need practice and feedback.
Mentoring could be particularly useful for Sandra because she is still adjusting to a completely different type of work. It gives her someone to discuss career questions with and provides a realistic example of how an adviser can develop over time. Allen et al. (2004) found mentoring associated with higher career satisfaction and commitment. Clutterbuck (2014) notes that its effectiveness depends on the quality of the relationship, and its outcomes are hard to measure.
Coaching with role-play is structured and goal-focused, typically using the GROW model (Whitmore, 2017). It targets skill directly through practice, observation and feedback, consistent with Kolb's (2015) experiential learning cycle. Its main cost is management time.
Joint calls let Sandra hear objections being handled live. Bandura (1977) identifies this vicarious experience as a key source of self-efficacy for beginners, and it is the method that helped me most when I started. It costs nothing in cash, but it takes experienced advisers away from their own calls and can encourage copying rather than understanding. It works best early and for a limited period.
Formal qualifications would strengthen Sandra's credibility and long-term employability, but they take significant study time, involve exam fees and do not address her immediate telephone skills. They belong later in her development.
Team meetings support what Senge (2006) calls team learning, as advisers share call openings and answers to objections that work. They are unstructured, however, and not enough on their own to meet one person's specific needs.
[bookmark: _Toc242477839]4.3 Learning styles
Sandra learns new systems quickly, as her rapid adoption of ConcernHub shows. Honey and Mumford's (1992) Learning Styles Questionnaire could be used to explore her preferences. However, Pashler et al. (2008) and Kraiger and Ford (2021) found little evidence that matching teaching to learning styles improves results. I will use the questionnaire only to start a conversation about how she likes to learn, and choose methods based on what the skill requires.
[bookmark: _Toc242477840]4.4 Justifying the selected combination
I have used Toulmin’s (2003) model to test whether the combination I have selected is supported by Sandra’s performance data and development needs.
Claim: call coaching with role-play should be the primary development vehicle, supported by joint calls, mentoring and provider training.
Data: Sandra's call-to-meeting conversion is about 2.2%, while her meeting-to-sale conversion is 70% (Appendix A). On two occasions I heard her accept "I already have insurance" with a simple "OK". A better response is to ask what cover the client has, since most people do not know, and to explain that with a personal adviser that information would be one phone call away.
Warrant: persuasive and interpersonal skills develop through deliberate practice with feedback (Kraiger & Ford, 2021).
Backing: meta-analyses show that workplace coaching has positive effects on learning and performance (Jones et al., 2016). A meta-analysis of randomised controlled trials found a moderate overall effect (de Haan & Nilsson, 2023).
Qualifier: this is likely to work, if sessions happen regularly and my time is protected.
Rebuttal: de Haan and Nilsson (2023) found larger effects for self-reported outcomes and for professionally qualified coaches. I am not a qualified coach, so progress will be measured with objective ConcernHub data rather than self-report.
The qualifier matters because transfer of training depends heavily on support from the line manager (Bell et al., 2017). This is one area where I can make a real difference: I am always punctual, and I will treat coaching sessions as fixed appointments that do not move. Role-play will use questioning rather than scripted pressure (Rackham, 1988), starting with the "I already have insurance" objection. E-learning remains a flexible supplement, and provider training addresses the secondary need for product knowledge.
[bookmark: _Toc242477841]5.0 Development Plan and Performance Management
This section brings the earlier analysis into a practical development plan for Sandra. I explain how I identified her needs, how the plan will work in practice, and how I will use regular reviews and feedback to manage performance. I also reflect on what I need to improve in my own role as her manager.
[bookmark: _Toc242477842]5.1 Identifying development needs
I identified Sandra’s development needs using three sources: ConcernHub performance data, my own observations of her calls and Sandra’s own view of where she needs support. Using all three gives me a more balanced picture than relying only on performance figures or my personal judgement.
The primary needs are objection handling, vocal clarity and confidence on the phone. The secondary need is wider product knowledge. Using several sources reduces the risk of relying only on my impressions, a common source of appraisal error (Torrington et al., 2020). This also reflects the importance of identifying the actual performance problem before choosing a development solution. CIPD (2023) reported that 57% of L&D professionals identify the performance issue before recommending a solution. In Sandra’s case, this means addressing the conversion problem rather than simply giving her more training.
[bookmark: _Toc242477843]5.2 The development plan
The development plan covers six months, from October 2026 to March 2027, and uses six SMART objectives (Doran, 1981). The objectives are based on the gaps identified earlier rather than being general training targets.
Examples include raising call-to-meeting conversion from about 2.2% to 3.5% by December 2026 and 4% by March 2027, and reaching six meetings a month by January 2027, with at least two coming from her 43 existing referrals. Each objective has a development vehicle, resources, a success measure and a review date.
The plan has three phases:
1. Months 1–2 (diagnose and model): baseline call recordings, the career conversation, four weeks of joint calls, and the start of weekly coaching.
2. Months 3–4 (practise and apply): fortnightly role-play of the five most common objections, live calls reviewed against a call-quality checklist, and provider training on life, income protection and critical illness cover.
3. Months 5–6 (consolidate and extend): less frequent coaching, peer sharing at team meetings, and a discussion about progression.
This follows the CPD cycle (identify, plan, act, reflect, apply, share and assess impact). Sandra will keep a short weekly log of what worked on her calls and what she will change. This builds the habit of self-assessment that Nicol and Macfarlane-Dick (2006) see as the ultimate purpose of feedback.
The direct cost is low, because most resources are already provided by OWL. The main investment is about six hours a month of my time in the first quarter, reducing as Sandra progresses. Daniela carries out a quarterly review and acts as the escalation point, so that not every decision goes through her.
[bookmark: _Toc242477844]5.3 Using the plan to manage performance
Armstrong and Taylor (2023) distinguish between performance management, the ongoing system, and appraisal, the periodic review of the person. Pulakos et al. (2019) argue that frequent informal check-ins add more value than annual ratings. The plan therefore combines monthly one-to-ones, a formal 90-day review in January 2027 and a six-month appraisal in March 2027.
Each review uses RAG status against the Adviser Report: green at or above 100% of target, amber at 75–99%, and red below 75%. Sandra is currently red on both policies (58%) and sales (73%). Having a clear starting point also makes it easier to identify problems early and decide whether additional support is needed.
Reviews will follow Maier's (1976) problem-solving style rather than "tell and sell". Sandra assesses her own performance first, and then we agree solutions together. To reduce halo and recency effects (DeNisi & Murphy, 2017), ratings will be based on data from the whole period and on recorded calls. Between formal reviews, I will aim to give feedback within 24 hours of reviewing a call. I will focus on a specific behaviour, recognise what went well and then agree one practical change for the next call. Marchington et al. (2021) note that performance management depends heavily on line managers' skill and consistency, so consistency is my responsibility.
Records will be stored in ConcernHub, with access limited to Sandra, Daniela and me, to protect confidentiality. The plan will be evaluated using Kirkpatrick and Kirkpatrick's (2016) four levels:
1. Reaction: Sandra's feedback on each session.
2. Learning: call-quality checklist scores.
3. Behaviour: conversion rates over time.
4. Results: policies, sales value and retention.
Cahapay (2021) cautions that results cannot be attributed to development alone, so I will record lead quality and market conditions alongside them.
[bookmark: _Toc242477845]5.4 Contingency if progress stalls
If Sandra is still red on conversion at the 90-day review, my first step will be diagnosis rather than escalation: is the issue skill, call volume, lead quality or motivation? Depending on the answer, options include more warm referral calls, extended joint calls or a temporary adjustment to activity targets. OWL's formal performance procedures would be considered only if performance stays red after a further agreed period of support. Agreeing this sequence in advance is fairer to Sandra and reflects the principle that appraisal should be supportive before it is corrective (Torrington et al., 2020).
[bookmark: _Toc242477846]5.5 Reflection on my own role
This plan also develops me. In my previous module, my tutor noted that delegation is one of my weaknesses, and I agree. When a call is going badly, my instinct is to take over. With Sandra, that would help the call but not her learning. This plan forces me to step back: after the first month of joint calls, she leads and I listen. Sharing role-play with other advisers from month three also means her development does not depend on me alone.
My strengths are consistency and the example Daniela set me. I remember how it felt to hear "no" all day and take it personally, and I know what helped me. My aim is to pass that on to Sandra, and eventually for her to pass it on to the next adviser. That is what a learning organisation means to me in practice.
[bookmark: _Toc242477847]6.0 Conclusions and Recommendations
This final section brings together the main findings from the report and sets out the actions I recommend for OWL Financial.
[bookmark: _Toc242477848]6.1 Conclusions
Developing Sandra has benefits for both OWL Financial and Sandra herself. For OWL, the main benefits are improved productivity, stronger competence, retention and the possibility of developing future talent within the team. For Sandra, development can improve her confidence, income and independence while helping her build the type of sustainable career she wanted when she joined. There is still a risk that developing her skills could make her more attractive to competitors, but I believe this is outweighed by the relatively low cost of the development and her already strong meeting-to-sale conversion.
The analysis shows that her underperformance sits at one stage of the sales funnel, and that her motivation is limited by expectancy rather than reward. Development is therefore both the solution to the performance gap and the best way to manage her expectations. This reflects Senge's (2006) view that organisational learning depends on individuals who learn, supported by a system that makes learning visible.
The analysis has limitations. It covers one person over three months, and some figures, including call volumes, are estimates. Commission figures are gross, before travel and business costs. A longer period and a comparison with other advisers' funnels would strengthen the conclusions. Even so, diagnosing needs from data, agreeing expectations openly and measuring progress objectively is an approach I can apply to every adviser in my team.
[bookmark: _Toc242477849]6.2 Recommendations
I make the following recommendations:
1. Implement the six-month plan in Appendix D from October 2026, prioritising weekly call coaching and fortnightly role-play.
1. Agree the earnings roadmap with Sandra by 31 October 2026 (Table A3) to align her £4,000 expectation with a realistic timeline.
1. Set qualification for Band 2 (£25,000 of commission between April and September 2027) as the stretch goal for her next development cycle.
1. Record call-to-meeting conversion in the Adviser Report for all advisers, so the learning from this plan reaches the whole team.
1. Share effective responses to common objections, starting with "I already have insurance", at monthly team meetings.
1. Review Sandra's progression potential at the six-month appraisal, as part of OWL's succession planning.
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[bookmark: _Toc242477852]Appendix A – Performance Data (First Three Months)
This appendix summarises Sandra's activity and results for her first three months at OWL Financial, taken from ConcernHub and the weekly Adviser Report. It supports the analysis in Sections 2.1, 3.1 and 4.4.
Table A1
Activity and results against target
	Measure
	Actual (3 months)
	Target (3 months)
	% of target
	RAG

	Policies sold
	7
	12 (4 per month)
	58%
	Red

	Sales value
	£440
	£600 (£200 per month)
	73%
	Red

	Client meetings
	10
	–
	–
	–

	Telephone calls
	c. 390–520 (30–40 per week)
	–
	–
	–

	Referrals collected
	43
	–
	–
	–

	Product mix
	6 accident, 1 life
	–
	–
	–


Table A2
Sales funnel: current performance and what is required to reach target
	Funnel stage
	Current
	Required for 4 policies per month

	Calls per month
	c. 152
	c. 152 (unchanged)

	Call-to-meeting conversion
	c. 2.2%
	c. 4.0%

	Meetings per month
	3.3
	5.7 (approximately 6)

	Meeting-to-sale conversion
	70%
	70% (maintained)

	Policies per month
	2.3
	4.0

	Average value per policy
	£62.86
	£50.00


Table A3
Earnings roadmap under OWL's commission structure (monthly premium × 12 × band rate)
	Scenario
	Monthly premium
	Band 1 (× 1.35)
	Band 2 (× 1.5)

	Current (first-quarter average)
	£146.67
	£2,376
	£2,640

	Sales target
	£200.00
	£3,240
	£3,600

	Income goal of £4,000
	£246.91 (Band 1)
£222.22 (Band 2)
	£4,000
	£4,000

	Four policies at current average value (£62.86)
	£251.44
	£4,073
	£4,526

	Band 2 threshold (£25,000 commission in 6 months)
	£257.20
	£4,167
	–

	Roadmap milestones
	Dec 2026: £200
Mar 2027: £247
Apr–Sep 2027: £257 average
	£3,240
£4,000
£25,000 over 6 months
	Band 2 from Oct 2027


Figure A1
Performance against target and meetings required
[image: ]
[bookmark: _Toc242477853]Appendix B – Development Needs Analysis
This appendix sets out the competency matrix used in Section 5.1. It triangulates performance data, my observation of calls and Sandra's self-assessment. Ratings use a scale from 1 (not yet developed) to 5 (expert).
Table B1
Competency matrix: current and required levels
	Competency
	Evidence source
	Current
	Required
	Gap
	Priority

	Telephone objection handling
	Call observation; call-to-meeting conversion (c. 2.2%)
	2
	4
	2
	High

	Vocal clarity and pace
	Call observation; self-assessment
	2
	4
	2
	High

	Confidence on calls (self-efficacy)
	Self-assessment; call observation
	2
	4
	2
	High

	Product knowledge (life, IP, CIC)
	Product mix: 6 of 7 policies accident
	2
	4
	2
	Medium

	Face-to-face advice and closing
	Meeting-to-sale conversion (70%)
	4
	4
	0
	Strength

	Systems use (ConcernHub)
	Manager observation
	4
	4
	0
	Strength

	Personal network and referrals
	43 referrals in 3 months
	4
	4
	0
	Strength – convert


[bookmark: _Toc242477854]Appendix C – Evaluation of Development Vehicles
This appendix compares the development vehicles evaluated in Section 4.2 against Sandra's needs, cost, time and evidence of effectiveness, and records the decision reached for each.
Table C1
Comparison of development vehicles
	Vehicle
	Need addressed
	Direct cost
	Time required
	Evidence and limitations
	Decision

	Call coaching (GROW)
	Objections, clarity, confidence
	£0
	30 min per week
	Positive effects (Jones et al., 2016); manager time; non-qualified coach
	Primary

	Role-play
	Objections, confidence
	£0
	45 min per fortnight
	Experiential practice (Kolb, 2015); artificial setting
	Primary

	Joint calls / shadowing
	Confidence (vicarious learning)
	£0
	2 h per week for 4 weeks
	Bandura (1977); risk of imitation; uses adviser time
	Supporting (months 1–2)

	Mentoring
	Expectations, career direction
	£0
	60 min per month
	Career benefits (Allen et al., 2004); hard to measure
	Supporting

	Provider training
	Product knowledge
	£0 plus travel
	3–4 sessions
	Authoritative; product-centred, not skills-centred
	Supporting (months 3–4)

	E-learning
	Product and compliance knowledge
	£0
	Self-paced
	Effective for knowledge (Sitzmann et al., 2006); weak for interpersonal skills
	Supplement

	Team meetings
	Team learning, peer sharing
	£0 (meals provided)
	Monthly
	Team learning (Senge, 2006); unstructured
	Supplement

	Professional qualification
	Long-term credibility
	Exam fees
	High
	Supports employability; not the immediate need
	Defer to 12 months
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[bookmark: _Toc242477855]Appendix D – Personal Development Plan
This appendix presents Sandra's six-month personal development plan (October 2026 to March 2027), discussed in Section 5.2. Each objective follows the SMART criteria and is linked to a development vehicle, resources, a success measure and a review date.
Table D1
SMART development objectives
	SMART objective
	Development vehicle and actions
	Resources and support
	Success measure
	Target and review dates

	1. Handle the five most common telephone objections confidently, raising call-to-meeting conversion from c. 2.2% to 3.5% by 31 Dec 2026 and 4.0% by 31 Mar 2027.
	Weekly call coaching (GROW); fortnightly role-play of top five objections, starting with "I already have insurance"; co-written objection-response guide.
	Florin: 30 min per week coaching and 45 min per fortnight role-play; recorded calls.
	ConcernHub: meetings booked ÷ calls made (level 3 and 4).
	31 Dec 2026
31 Mar 2027
Reviewed monthly

	2. Achieve an average of at least 4/5 on the call-quality checklist (clarity, pace, structure, tone) across five reviewed calls per fortnight by 30 Nov 2026.
	Recorded-call review; pace and breathing exercises; joint calls in months 1–2.
	Call-quality checklist; experienced adviser for 2 h per week (4 weeks).
	Checklist score trend (level 2).
	30 Nov 2026
Reviewed fortnightly

	3. Raise self-rated confidence on calls from the October 2026 baseline to at least 7/10 by 31 Jan 2027.
	Mastery through role-play; weekly reflective log; monthly mentoring.
	Florin: 60 min per month mentoring.
	Self-rating plus observed behaviour (levels 1 and 3).
	31 Jan 2027
Reviewed monthly

	4. Achieve six client meetings per month by 31 Jan 2027, at least two of them from existing referrals.
	Two 1-hour referral call blocks per week; warm-introduction call structure.
	ConcernHub referral list (43 referrals).
	Meetings per month; referral-to-meeting rate (level 4).
	31 Jan 2027
Reviewed monthly

	5. Complete provider training on life, income protection and critical illness cover by 31 Jan 2027, with at least 3 of the next 12 policies being non-accident products.
	Provider sessions (virtual where possible); related e-learning modules.
	Provider training (free); travel at own cost.
	Training records; product mix (levels 2 and 4).
	31 Jan 2027
31 Mar 2027

	6. Agree a written earnings roadmap by 31 Oct 2026, with milestones of £200 monthly premium by Dec 2026 (£3,240 at Band 1) and £247 by Mar 2027 (£4,000), and set Band 2 qualification (£25,000 commission, Apr–Sep 2027) as the next goal at the six-month appraisal.
	Mentoring; career anchor self-assessment; realistic job preview conversation.
	Florin; Daniela (quarterly review); Table A3.
	Monthly premium against milestone (level 4); career goals recorded.
	31 Oct 2026
31 Dec 2026
31 Mar 2027
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[bookmark: _Toc242477856]Appendix E – Monitoring and Evaluation Schedule
This appendix sets out how the plan will be monitored, recorded and evaluated, as described in Sections 5.3 and 5.4.
Table E1
Review schedule
	When
	Format
	Led by
	Focus
	Output

	Weekly
	30-min call coaching
	Florin
	2–3 recorded calls; GROW
	One action for next week; reflective log

	Fortnightly
	45-min role-play
	Florin or peer adviser
	Most frequent objections
	Checklist score

	Monthly
	One-to-one review
	Florin
	Adviser Report KPIs; RAG status
	Updated plan and RAG status

	Quarterly
	Oversight review
	Daniela
	Plan effectiveness; support needs
	Escalation decisions if needed

	January 2027
	Formal 90-day review
	Florin (Daniela informed)
	Objectives 1–4
	Continue, adjust or apply contingency

	March 2027
	Six-month appraisal
	Florin with Daniela
	All objectives; career progression
	New plan; succession discussion


Table E2
Evaluation using Kirkpatrick's four levels
	Level
	What is measured
	Method
	When

	1. Reaction
	Sandra's view of the usefulness of each session
	Short rating after sessions
	Weekly

	2. Learning
	Objection-handling and clarity skills
	Call-quality checklist; role-play
	Fortnightly

	3. Behaviour
	Transfer to live calls
	Recorded calls; conversion rates
	Monthly

	4. Results
	Policies, sales value, product mix, retention
	ConcernHub and Adviser Report
	Monthly and at 6 months
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