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1. [bookmark: _Toc242012564]Introduction
Developing Workplace Relationships, Individual Achievement and Performance Management at Foresite Recruitment Ltd
Case-study note: Employee A is an illustrative, new resourcer. 
The report critically examines how individual development, career expectation management and constructive working relationships can strengthen collaboration, service quality and performance. An illustrative newly appointed resourcer (Employee A) is used throughout to evaluate practical development needs and progression opportunities. The analysis draws on organisational psychology, career theory, peer-reviewed research and current UK professional guidance, applying SWOT and PEST analyses, Holland’s vocational interests, Schein’s career anchors, conflict-management approaches and a phased 12-week development plan. It considers both potential benefits and constraints, including protected training time, fairness, confidentiality, transfer of learning and the limitations of productivity-only targets.
The approach is a critical, workplace case study, informed by management knowledge of Foresite’s temporary New Homes operation rather than an independent audit. Employee A’s initial development needs remain provisional and would require confirmation through an induction discussion, observation and feedback. The proposed strategy is to establish realistic expectations, identify job-relevant skills gaps, combine supervised workplace learning with coaching and suitable formal training, then review progress against evidence-based performance measures. As company-specific baseline results, confidential appraisal records and verified training costs are unavailable, diagnostic results and proposed targets, budgets and milestones are illustrative planning assumptions, not reported organisational findings.
[bookmark: _Toc242012565]2. Operational context
Foresite Recruitment Ltd supplies temporary and permanent staffing within the New Homes sector. This report concentrates on its temporary recruitment operation, which sources and supports New Homes Sales Advisors, Customer Care Coordinators and administrators across several UK regions. Work involves matching availability and experience to development sites, coordinating bookings, checking induction and training requirements, confirming attendance, resolving client concerns and maintaining handovers between colleagues. In this setting, an individual’s competence is not merely personal: incomplete information, miscommunication or delayed escalation can affect client service, temporary workers, payroll and the organisation's reputation.
[bookmark: _Toc242012566]3. Critical assessment of the organisational benefits of individual development
[bookmark: _Toc242012567]3.1 Operational reliability, quality and client retention
First, systematic development may improve service quality. A resourcer trained in candidate screening, booking confirmation, escalation and clear handovers should be better positioned to prevent unfilled shifts and inconsistent information. Training research reports benefits for employees, teams and organisations; however, completion of a course does not automatically translate into performance (Aguinis & Kraiger, 2009; Baldwin & Ford, 1988). At Foresite, this distinction means that success should be measured through correctly completed bookings and client feedback, not attendance at a training session. Standardising minimum information in booking notes is valuable, but excessively rigid scripts can reduce discretion when clients have unusual needs.
Second, competency growth can create resilience during weekends, sickness or fluctuating demand. Cross-trained colleagues can respond to late requests without depending entirely on one experienced consultant. Blume et al. (2010) found that learner motivation and supportive workplaces are associated with transfer of training. Conversely, indiscriminate cross-training risks creating a superficial generalist who understands several tasks but cannot resolve complex problems. Foresite should prioritise a core competence standard before widening responsibilities.
Third, reliable development can enhance client confidence, particularly where the agency is entrusted with customer-facing representatives at a property development. The business case is nevertheless conditional: spending time mentoring an employee during a busy coverage period creates short-term capacity costs. Strategic alignment between learning and operational needs is therefore essential (Chartered Institute of Personnel and Development [CIPD], 2025c; Salas et al., 2012). No causal claim about Foresite's actual revenue or retention is justified without measured pre- and post-development data.
[bookmark: _Toc242012568]3.2 Motivation, retention and progression
A second set of benefits concerns engagement and retention. Development discussions show staff that competence and future opportunities matter, while offering the organisation a pipeline for succession. Self-determination theory suggests that autonomy, competence and relatedness are important conditions for sustainable motivation (Deci & Ryan, 2000). Employee A should therefore help choose meaningful goals rather than simply receive a manager-designed checklist. Yet development can also raise expectations of promotion or pay that cannot be met. Psychological contracts can be damaged if management implies guaranteed progression, so transparency is as important as encouragement (Rousseau, 1989; CIPD, 2026a).
Supportive feedback and psychologically safe questions offer a third organisational benefit: employees are more likely to report uncertainty before minor mistakes become expensive incidents. Edmondson's (1999) team research links psychological safety with learning behaviour. This does not remove accountability; it requires mistakes to be reviewed proportionately and objectively. A culture that praises openness but penalises every reported error would undermine the intended benefit. Foresite must also ensure development resources are allocated fairly rather than reserved for employees who are most confident in requesting them (Colquitt et al., 2001).
[bookmark: _Toc242012569]3.3 Team collaboration, conflict reduction and sustainable capacity
Relationships are a further performance resource. Clear roles reduce avoidable tension between resourcing, client-facing consultants and payroll; reciprocal coaching improves continuity at handover. Social-learning perspectives explain why competence develops through participation, observation and professional communities as well as formal teaching (Wenger, 1998; Eraut, 2004). However, close teams may become resistant to outside ideas. Rotating peer reviews and capturing lessons learned can counter informal knowledge silos.
A critical implication for sustainability is to build capability without normalising unpaid availability or unmanageable workloads. Fair workloads, protected learning time and clear responsibilities protect wellbeing, especially when urgent site requests conflict with administrative accuracy. Staff development should contribute to better collaboration rather than merely intensify targets. Overall, Foresite will benefit most where quality, motivation and resilience are evaluated together, rather than treating individual output as the only success criterion (DeNisi & Murphy, 2017; CIPD, 2026b).
Taken together, three distinct propositions emerge: job-specific skills improve accuracy, cross-training protects service continuity, and supportive development can improve retention and knowledge sharing. Nevertheless, studies of training benefits and transfer caution against assuming that increased competence will automatically improve commercial outcomes (Aguinis & Kraiger, 2009; Baldwin & Ford, 1988). Foresite should test these propositions separately through quality audits, peer feedback and retention trends, while accounting for workload and market conditions.
[bookmark: _Toc242012570]3.4 Internal SWOT analysis
	Strengths
	Weaknesses

	Established sector-specific knowledge; close client contact; varied live assignments support experiential learning
	Time-critical bookings; reliance on tacit knowledge; interruptions can displace coaching

	Opportunities
	Threats

	Cross-training and succession; consistent client handovers; digital learning records
	Market uncertainty; competition for experienced candidates; privacy, legal or client-reputation risks



The SWOT is a diagnostic interpretation, not a survey result. Three conclusions follow. Internal knowledge offers an efficient starting point for mentoring, but should be documented; speed is useful commercially, but must not displace compliance; and training will generate little value without protected practice and management follow-through (Burke & Hutchins, 2007).
[bookmark: _Toc242012571]3.5 External PEST analysis
	Political/legal
	Economic

	Employment standards, equality, working-time obligations and appropriate processing of candidate data affect training and supervision
	Variable housing-market demand and client budget pressure may affect bookings and training resources

	Social
	Technological

	Candidates seek fairness, communication and flexibility; dispersed teams require deliberate collaboration
	Applicant tracking systems, CRM records and automation can improve consistency but introduce accuracy and privacy risks



The PEST analysis suggests that Employee A's professional judgement should be developed alongside system skills. Equality obligations require consistent access to learning and fair appraisal, while record-keeping must be proportionate and secure (Equality and Human Rights Commission, 2015; Information Commissioner's Office, 2025). Economic uncertainty favours modular, low-cost interventions, although underinvestment can create operational errors. Technological efficiency should be tested against quality rather than assuming automated activity indicates relationship success.
[bookmark: _Toc242012572]4. Managing an individual's personal-development expectations
[bookmark: _Toc242012573]4.1 Diagnose aspirations collaboratively rather than making assumptions
Managing expectations begins with a private conversation about Employee A's preferred responsibilities, current confidence, constraints and career aspirations. Self-assessment, observed booking work, a competency checklist, colleague feedback and examples of client communication should be triangulated; no single manager judgement should determine a development label. Noe (1986) argues that trainee attitudes and motivation shape training effectiveness, while Lent et al. (1994) emphasise self-efficacy, expected outcomes and goals in career development. A resourcer may value mastery and stability rather than progression to management. Management should therefore distinguish willingness to develop from readiness to take on additional responsibility.
Holland's RIASEC theory offers one discussion prompt. Resourcing may draw on Social interests (supporting people), Enterprising interests (negotiating and influencing), and Conventional interests (accurate records). Holland (1997) proposed person-environment congruence as relevant to vocational satisfaction, and the ONET Interest Profiler provides a recognised application (National Center for O*NET Development, n.d.). Yet RIASEC must not be used as a hiring filter or assumed to diagnose Employee A. Job roles mix activities, interests change, and a self-report tool cannot substitute for observed ability. The outcome should be a conversation about engaging assignments, not a permanent classification.
Schein's career-anchors framework provides a complementary explanation of why an individual may prefer certain pathways. Eight anchors include technical/functional competence, general management, autonomy, security, entrepreneurial creativity, service, challenge and lifestyle (Schein, 1996; Massachusetts Institute of Technology, 2023). Employee A might prioritise technical confidence and job security before client-facing autonomy. However, career-anchor research has been criticised for theoretical and measurement limitations (Feldman & Bolino, 1996). The two models should be treated as reflective lenses, never as objective proof of an individual's fixed personality.
[bookmark: _Toc242012574]4.2 Negotiate realistic opportunities and a fair psychological contract
Three distinct expectations must be made explicit: the employee's aspiration, the job's current performance standard and the business's capacity to offer advancement. In an induction conversation, the manager can explain that demonstrating accurate bookings and independent candidate follow-up may create eligibility for wider responsibility, but does not guarantee promotion, commission or a new title. Expectancy-based motivation requires clarity about which effort is likely to produce performance and which outcomes the employer can legitimately provide (Vroom, 1964). Goals should be jointly formulated, stretching but attainable, and adjusted if staffing demands change (Locke & Latham, 2002).
The manager's own communication approach is assertive: expectations are expressed clearly, issues addressed promptly and evidence is used to challenge missed steps. Constructive assertiveness should be separated from aggressive control. Listening, inviting disagreement and checking understanding counter the danger that a direct management style silences a less experienced colleague. An assertive manager might say that all Thursday handover details must be accurate while asking what barriers prevent completion. This balances accountability with autonomy and relatedness (Deci & Ryan, 2000). Recorded agreements should include employee comments, training access, reasonable adjustments where applicable and review dates (Acas, 2026).
[bookmark: _Toc242012575]4.3 Conflict stages, feedback and psychological safety
Conflict can develop in recognisable stages: latent conditions (unclear responsibility or time pressure), perceived conflict (different interpretations), felt conflict (frustration), manifest conflict (argument, withdrawal or errors) and aftermath (repair or recurring distrust) (Pondy, 1967). At Foresite, an incomplete weekend handover might begin as competing priorities, escalate when an urgent cover request is missed, and become personal if blame is assigned publicly. Early clarification of responsibility is preferable to waiting for a formal grievance.
Thomas and Kilmann distinguish competing, collaborating, compromising, avoiding and accommodating as different balances of assertiveness and cooperation (Kilmann & Thomas, 1977). An assertive manager may appropriately compete where compliance or candidate safety is non-negotiable, collaborate to redesign a handover, compromise over scheduling, accommodate a minor preference, and briefly avoid a heated exchange until a constructive discussion is possible. An exclusively competing style can damage trust; conversely, accommodating every breach undermines fairness. The appropriate sequence is to establish facts privately, hear both accounts, state required standards, agree actions, document proportionately and revisit outcomes. Serious allegations require established formal procedures rather than informal settlement (Acas, 2024, 2025).
Feedback should focus on observable actions: for example, whether essential booking fields were completed, not whether Employee A has a 'poor attitude'. Kluger and DeNisi (1996) found that feedback does not uniformly improve performance; some interventions reduce it. Short, specific coaching after a shift therefore offers advantages over accusatory weekly summaries, provided patterns and accountability remain documented. Employee feedback should also be recorded so the process is genuinely two-way.
Three competing considerations therefore shape expectation management: individual career fit, organisational opportunity and interpersonal fairness. Holland (1997) helps explore preferred activities, whereas Schein (1996) focuses on enduring career priorities; neither predicts vacancy availability or competence. Rousseau (1989) additionally explains why implied promises can damage trust. Consequently, an assertive but collaborative manager should document what is achievable now, what remains conditional and when both parties will reconsider the agreement.
[bookmark: _Toc242012576]5. Critical evaluation of development vehicles
[bookmark: _Toc242012577]5.1 Structured induction and formal or digital learning
Formal instruction is appropriate for non-negotiable knowledge: candidate right-to-work checking, confidentiality, relevant New Homes training requirements, booking rules, escalation procedures and basic CRM accuracy. Standard materials can produce consistency across shifts and reduce the risk of individual mentors sharing contradictory practices. Its weaknesses are information overload, time away from productive work and the false assumption that passing a quiz establishes competence. Evidence-based training design requires practical rehearsal, feedback and support after the course (Salas et al., 2012; CIPD, n.d.). Employee A should therefore complete brief modules followed by simulated booking scenarios and supervised real tasks.




[bookmark: _Toc242012578]5.2 Coaching, mentoring and supervised experiential practice
One-to-one coaching offers tailored feedback on difficult calls, prioritisation, handling objections and clear client updates. Mentoring can explain tacit industry knowledge and professional expectations across a longer relationship (CIPD, 2025a). The GROW structure—goal, reality, options, will—may support reflective conversations, while reflective cycles encourage evaluation of decisions rather than rote repetition (Kolb, 1984). Coaching demands capable managers and protected time; an overly dominant manager can turn it into instructions disguised as questions. Mentors may also pass on outdated habits. A simple quality checklist and peer observation reduce these risks.
Supervised practice has the strongest immediate contextual relevance. Employee A can first shadow candidate screening, then conduct calls with feedback, and finally manage an agreed portfolio with independent spot checks. Workplace learning research highlights the importance of informal opportunities but also their uneven access (Eraut, 2004). For this reason, practice should be planned rather than dependent on whichever assignment happens to arise. A trainee should not be given unsupervised high-risk compliance decisions purely to accelerate independence.
[bookmark: _Toc242012579]5.3 Peer learning, cross-training and qualifications
Peer case reviews and cross-training between resourcing, temporary bookings and administrative handovers could develop shared mental models and resilience. Tuckman's (1965) model suggests groups may move through forming, storming, norming and performing, although real teams do not reliably progress in a fixed order. Cross-functional reviews can reveal hidden process problems; their weaknesses are coordination cost and groupthink. External qualifications or professional development can build broad career capability, but may be disproportionate when the immediate problem is accurate data entry or timely escalation. Development vehicles therefore need to be selected by the cause of the gap, not their perceived prestige.
A useful comparison is to judge interventions against five criteria: relevance, transfer, time and cost, accessibility, and evidential strength. Formal modules score highly for consistency but less highly for contextual transfer; coaching is flexible but manager-dependent; supervised practice supports real transfer but needs close quality control; external study supports succession but has a delayed return. Research on training transfer indicates that supportive supervision, opportunities to apply learning and sustained follow-up matter substantially (Baldwin & Ford, 1988; Blume et al., 2010; Burke & Hutchins, 2007). An integrated blend is preferable to adopting a single preferred 'learning style'. Reviews have found insufficient evidence for matching teaching strictly to fixed visual, auditory or kinaesthetic learner types (Pashler et al., 2008).
[bookmark: _Toc242012580]5.4 Evaluation, fairness and limitations
Kirkpatrick-style evaluation asks whether participants valued learning, acquired knowledge, changed workplace behaviour and achieved relevant results (Kirkpatrick & Kirkpatrick, 2006). In Foresite, positive trainee feedback is insufficient unless booking accuracy and handover quality subsequently improve. Evidence should combine sampled records, colleague observations, error trends and client comments while accounting for seasonal differences and case complexity. ROI claims should not attribute every improvement to training. Appraisal systems themselves may distort behaviour if narrow targets encourage rapid but incomplete placements (DeNisi & Murphy, 2017).
Fairness requires all comparable resourcers to know the competency criteria and have similar chances to access coaching. Candidate and staff records should be confidential, limited to legitimate purposes and retained under applicable company policy. Individual performance should not be compared using public leaderboards containing sensitive remarks; the employee should see and correct factual records. Development opportunities and adjustments must be consistent with equality and employment responsibilities (Information Commissioner's Office, 2025; Equality and Human Rights Commission, 2015; Acas, 2026).
The evaluation yields three practical judgements. Formal instruction is preferable where a consistent legal or procedural standard is required; coaching and supervised practice are more defensible for contextual judgement; peer learning supports handover continuity. However, transfer depends on follow-up and a supportive work setting rather than delivery method alone (Salas et al., 2012; Blume et al., 2010). A blended programme is justified only when assessed against observable deficiencies and equal access, not assumptions about fixed learning styles (Pashler et al., 2008).
[bookmark: _Toc242012581]6. Detailed 12-week individual development and performance plan
The proposed 12-week development plan provides Foresite Recruitment with a structured approach to assessing individual performance, identifying development needs and monitoring improvements. Performance would be measured through booking accuracy, communication standards and handover compliance, supported by regular feedback and performance reviews.
Figure 1
Illustrative Employee Performance Progress Over a 12-Week Development Period


As illustrated in Figure 1, the proposed performance indicators provide a structured method for assessing employee development over a 12-week period. Regular reviews would enable management to identify development gaps and provide timely feedback. This supports Locke and Latham’s (2002) goal-setting theory, which emphasises the importance of clear and measurable objectives.
However, quantitative indicators may not fully reflect improvements in confidence, collaboration and interpersonal skills. Therefore, these measures should be supported by one-to-one reviews, coaching observations and feedback from colleagues.
[bookmark: _Toc242012582]6.1 Baseline, objectives and accountability
Employee A's proposed learning needs are (1) consistent booking and candidate-record accuracy, (2) confident, respectful communication and conflict de-escalation, and (3) independent prioritisation and dependable handovers. These are illustrative needs awaiting a baseline assessment, not findings about an actual employee. During week 1, the manager and employee should jointly review a small representative sample of tasks, examine training history, clarify any accessibility needs and record Employee A's career preferences. A role-specific competence matrix using behavioural descriptions should distinguish 'observes', 'performs with supervision' and 'performs independently'. Colquitt et al. (2001) support the importance of procedural and interpersonal fairness; a transparent baseline is therefore preferable to undocumented impressions.
The plan uses SMART goals and implementation prompts ('when a shift is confirmed, check X, record Y and communicate Z') because specific goals aid self-regulation and help translate intentions into action (Locke & Latham, 2002; Gollwitzer, 1999). The illustrative targets below are subject to renegotiation after baseline sampling. The temp-desk manager owns coaching and quality assurance; Employee A owns practice and self-reflection; relevant colleagues validate handover effectiveness. Reviews occur weekly for four weeks, fortnightly to week 8, and formally at week 12.









[bookmark: _Toc242012583]6.2 Development action plan
Performance should also be evaluated against agreed standards to establish whether the development activities have achieved the intended outcomes.

	Need, outcome and evidence
	Actions and support
	Timescale and owner
	Proposed success test

	Records and compliance: correct information and audit trail
	Review policies, observe examples, practise in CRM, use mandatory checklist and manager spot checks
	Weeks 1–4; resourcer with manager
	At least 95% of sampled standard booking records complete by week 4; zero uncorrected critical compliance omissions

	Candidate and client communication: accurate, respectful updates
	Shadow calls; role-play difficult scenarios; practise active listening, confirmation and escalation; review selected messages
	Weeks 2–8; resourcer and coach
	At least 4/5 on agreed behaviour rubric in 3 observed scenarios; concerns escalated within agreed process

	Prioritisation and handovers: dependable autonomous work
	Daily priorities, workload triage, supervised Thursday handover, peer review, weekly reflection
	Weeks 3–12; resourcer and temp-desk team
	At least 95% sampled on-time, complete handovers by week 8 and sustained through week 12

	Career growth and collaboration: shared knowledge
	Explore RIASEC/anchors as optional reflective exercises; shadow another function; lead one learning review
	Weeks 5–12; employee and manager
	Demonstrates one process improvement, supported by peer feedback and feasibility review




Table 1
Illustrative Individual Performance Monitoring Over 12 Weeks
	FORESITE RECRUITMENT | Individual Development Tracker

	Illustrative performance figures only — replace with measured employee results before using as workplace evidence.

	
	
	
	
	
	

	Performance measure
	Baseline
	Week 4
	Week 8
	Week 12
	Target

	Booking record accuracy
	68%
	78%
	88%
	96%
	95%

	Communication assessment
	55%
	65%
	75%
	85%
	80%

	On-time handovers
	70%
	82%
	90%
	97%
	95%

	
	
	
	
	
	

	Target attainment at Week 12

	Measure
	Gap versus target
	Status
	
	
	

	Booking record accuracy
	+1%
	Met
	
	
	

	Communication assessment
	+5%
	Met
	
	
	

	On-time handovers
	+2%
	Met
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	Method note: assessed against proposed targets; all baseline and progress values are examples, not actual Foresite records.



The individual development tracker provides Foresite Recruitment with a structured approach to monitoring employee progress against agreed performance objectives. Regular reviews at weeks 4, 8 and 12 would enable management to identify areas of underperformance, introduce timely interventions and assess the effectiveness of coaching and training. This approach supports Locke and Latham’s (2002) goal-setting theory, which emphasises the importance of clear, measurable objectives in improving performance.
However, numerical targets alone cannot fully measure an individual's confidence, communication skills or ability to develop effective workplace relationships. Therefore, performance data should be supported by regular one-to-one discussions, observational feedback and employee self-assessment to ensure a fair and balanced evaluation (DeNisi & Murphy, 2017). As the figures are illustrative, they demonstrate the proposed monitoring approach rather than evidence of actual improvement at Foresite Recruitment.
Figure 2
Illustrative Comparison of Baseline Performance and Development Targets

Figure 2 demonstrates how agreed performance targets could be used to establish expectations and provides a consistent basis for assessment. Nevertheless, differences in experience, workload and access to development opportunities must be considered to ensure fairness.
At Foresite Recruitment, performance measures should therefore inform constructive conversations rather than operate solely as mechanisms of control. Combining measurable indicators with employee feedback would help maintain motivation, accountability and professional development.
The table intentionally distinguishes evidence of task competence from longer-term commercial outcomes. An illustrative planning allowance would be two hours a week of manager coaching in the first month, then one hour weekly, plus protected employee practice; an actual budget must be approved against capacity. Training can be delivered within existing systems unless gaps establish a genuine external need.
[bookmark: _Toc242012584]6.3 Performance reviews, appraisal and escalation
The line manager should record baseline scores, weekly evidence samples, coaching notes and the employee's own comments on a restricted-access development record. Each review should address three questions: what improved, what blocked progress and which intervention will change next. SMART indicators must be balanced: a high number of calls does not compensate for incorrect records or poor candidate experience. Feedback should be timely, specific and linked to behaviour; a reasonable opportunity to improve must accompany accountability (Acas, 2026; Kluger & DeNisi, 1996).
At weeks 4 and 8, progress is assessed against quality samples and observed skills, and the pace adjusted to workload and verified learning needs. At week 12, the manager and Employee A conduct a formal two-way review, considering independent task readiness, relationship quality, employee wellbeing, client-impact indicators and a follow-on six-month career discussion. Where targets are missed, the manager should first test whether the gap reflects ability, unclear instructions, workload, systems, support or motivation. This avoids treating every error as misconduct. Formal performance procedures remain distinct from developmental coaching and must follow fair company processes.
A balanced review uses Kirkpatrick's four levels pragmatically: brief learning reaction, knowledge demonstration, behavioural observation in live tasks and appropriately cautious service outcomes (Kirkpatrick & Kirkpatrick, 2006; CIPD, 2025b). The plan should also monitor unintended consequences such as rushed calls to meet speed indicators. Reported results must compare similarly complex tasks and not imply statistical significance from a small sample. The final evaluation should document retained competence after a further check, since transfer can decay once coaching ends (Baldwin & Ford, 1988; Saks & Belcourt, 2006).
[bookmark: _Toc242012585]6.4 Measuring organisational achievement without distorting behaviour
Three safeguards are required if Foresite intends to demonstrate value beyond Employee A's initial competence. The first is to define the denominator for each measure. A claim that handover quality reached 95% is only credible if reviewers know which handovers were eligible, how many were sampled, whether the sample included urgent weekend cover and what counted as a critical omission. A small audit of straightforward shifts cannot establish competence in complex cases. A manager could independently review a random sample of confirmed bookings each fortnight, check the sampling decisions with Employee A and record exceptions such as late changes requested by clients. Transparent measurement supports procedural justice and helps distinguish a system defect from an individual's mistake (Colquitt et al., 2001).
The second safeguard is to separate leading indicators from outcomes. Completing training, practising role-play and updating a checklist are leading indicators. Accurate handovers, fewer unresolved booking discrepancies and more consistent feedback are nearer-term behavioural outcomes. Client retention and commercial contribution are more distant organisational outcomes, affected by housing-market conditions and other colleagues' efforts. Treating revenue as the resourcer's primary learning measure could create pressure to rush screening or disregard candidate preferences. Measures should therefore be interpreted collectively, and any significant change should be investigated through case examples rather than celebrated as proof of causality (DeNisi & Murphy, 2017; CIPD, 2025b).
The third safeguard concerns team relationships. A resourcer may achieve individually impressive output while creating work for payroll or leaving incomplete notes for the next consultant. Foresite can include a short, structured peer assessment of clarity, responsiveness, respect and escalation quality, using specific examples and giving Employee A an opportunity to respond. Assessors should comment on behaviours within their knowledge, rather than making general claims about personality. Mixed feedback can prompt a facilitated conversation before disagreements enter the manifest-conflict stage (Pondy, 1967). This encourages collaborative performance without rewarding conformity or suppressing constructive challenges to existing processes.
[bookmark: _Toc242012586]6.5 Sustainability and succession beyond the initial plan
At the end of week 12, independent responsibility should be authorised task by task, not awarded as an all-or-nothing label. Once Employee A can complete standard bookings safely, the next phase might involve a limited client portfolio, mentoring a subsequent starter or contributing to improvements in candidate attraction. Any expansion should include agreed decision boundaries and adequate senior cover. A six-month review could consider career anchors again as interests become clearer through experience; Schein's framework is more informative after exposure to real work than as an early predictive test (Schein, 1996). Meanwhile, cross-training and documented procedures provide continuity if team responsibilities change. The organisation should review whether its development approach remains workable during peak demand and whether new starters with different working patterns enjoy comparable access to learning. This prevents succession planning from depending on personal relationships with a particular manager and embeds improvement into repeatable practice.
Three evidence tests should determine whether the plan succeeds: demonstrable technical accuracy, observed collaborative behaviour and sustained competence without close supervision. Goal-setting research supports explicit standards (Locke & Latham, 2002), but appraisal scholarship cautions against reducing performance to narrow numerical targets (DeNisi & Murphy, 2017). Independent sampling, employee responses and documented follow-up are therefore necessary before granting further responsibility or attributing commercial improvements to development alone.
[bookmark: _Toc242012587]7. Recommendations
Foresite should adopt three linked practices. First, make induction and development a shared, evidence-based agreement: clarify responsibilities, career interests, progression limits and fair competency standards before selecting courses. Second, establish a blended programme of short formal modules, supervised live practice, assertive but collaborative coaching, cross-team learning and planned feedback; protect sufficient manager time for transfer into real bookings. Third, evaluate quality, relationships and sustainability rather than activity volumes alone, retaining confidential records and revising goals when job conditions change.
[bookmark: _Toc242012588]8. Conclusion
The critical finding is that developing an individual creates potential, not automatic organisational value. Benefits depend on meaningful job design, supportive relationships, perceived fairness, appropriate conflict resolution and credible evaluation. Holland's interests and Schein's anchors enrich career conversations when applied tentatively, whereas SWOT and PEST help position development within operational and external pressures. For Employee A, a proportionate 12-week plan would allow Foresite to test competence safely while protecting candidate and client experience. Effective performance management should consequently be understood as an ongoing relationship between clear expectations, mutual feedback, opportunities to apply learning and accountable outcomes, rather than a single annual appraisal.
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