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Introduction

The importance of people

To manage your business effectively you must manage two elements: people
and processes. The greater of the two is people. It makes sense doesn't it? All
businesses are dependent on people - on their skills, experience, motivation
and morale.

If the people are right and the processes wrong, people can make the pro-
cesses right. You might ask what if the processes are right and the people
wrong? That is unlikely, because if the processes are working well, the peo-
ple must be too.

One important way to stimulate staff to perform well is to offer a programme
of continuing professional development, stimulating and challenging them to
achieve more in their work, but backing that up with opportunities for train-

ing and personal development.

From vision...... to development needs

Not surprisingly, if training is going to be effective from the business's point
of view, it has to reinforce the business's objectives. Furthermore, the day to
day objectives of the business have to help it progress towards achieving its

strategic objectives. In turn, those objectives have to be defined in terms of
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work tasks. Satisfactory completion of tasks, of courses, require that mem-
bers of staff are assigned to those tasks, with specific personal objectives.
Objectives and tasks should be agreed regularly between you and your staff.
There are, effectively, three ways in which a business identifies development needs.
Firstly, they will arise from strategic decisions. The decision to introduce
ISO 9000 for example requires not only a training programme to introduce
all staff to the requiremefnts of TQM and ISO 9000, but also a need to have
internal auditors. You might address this need by training staff, or you could
buy in an internal audit service.

Secondly, development needs will arise from operational objectives. The decision to
offer NVQs as part of your management training programmes, for example, may
require assessors and verifiers. You could buy them in or you could choose to become
an approved delivery centre, training your own staff to provide those functions.
The business's goals, strategic objectives, operational objectives and project

tasks can then be summarised in a table, as shown over, together with the

identified development requirements.

Organisation development plan

Strategic objectives Goals  |Operational objectives/  Project tasks | Development req’s
Develop new mar-| Establish in- | Identify suitable parter | Identify suitable Understand local
kets through joint| termational | Prepare business plan|products legal requirements
ventures joint venture | and financial forecasts | entify approprise makets| Learn foreign lan-
Prepare detailed costings | guage
Improve meansof | Establish in- | Install computer Install network Expertise in network
storing and retrieving| tranet link- | network Recruit additional staff | 2dministration
information through-| ing all staff | Identify revised Set up staff training | LToEMMIng  using
HTML languages
out company through | and offices staffing needs Programme Al staff to understand
use of information Train staff Transfer existing systems | how to maximise ben-
technology Set up for use as intranet | efit from system
Continuously im-| Achieve Introduce continuing | Revise appraisal Train line man-
prove effectiveness| recognition as | professional develop-|system to reflect re-| ages in appraisal
of staff an Investor in | ment quirements of CPD | skills
People Introduce personal
development logs
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As far as organisational development is concerned requirements may be
addressed in a number of ways, perhaps by buying in equipment, or by
buying in a service, or by recruiting staff with appropriate skills, or by
training existing members of staff. For activities to be accomplished, of
course, requires people to be allocated to tasks. In some cases, the allocation
of a project task and a personal development need to go hand in hand.

There is a third way in which development needs arise. That is where mem-
bers of staff and/or their line managers identify weaknesses or development
needs relating to the way those staff are carrying out current activities and
where they are forecasting likely activities, say 6-18 months ahead, which

may require training or personal development in advance.

It is important therefore, for all members of staff to set out and agree both
short and medium term targets and objectives and to link a personal develop-
ment plan to those objectives. In the normal course of events medium term
objectives will become short term objectives -though medium term objec-
tives may require a short term development plan.

To capture everyone's personal development plan and to demonstrate a plan's

relevance to your business's objectives you may find it helpful to set out per-
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sonal development plans as part of the appraisal process, perhaps including

relevant boxes on the form that you use, such as those illustrated below.

Personal development plan

Organisational Personal development plan

objectives Objectives Review

Short term

(0-6 months) Be able to reconfigure computer netowork to use | February

Complete preparation | Windows NT

of IT strategy

Install network Be able to provide appropriate support to rest of | April
staff

Setup staff training

programme Be able to manage additional staff April

Transfer existing Understand requirements of HTML and to be able | February

systems to use MS Front Page and MS Internet Explorer January

Medium term

(6-12months)

Set up network for use

as intranet

If this is done properly, it should ensure that every member of staff:

« Has clear work objectives

« Can see how their job is likely to develop

« Understands what development work is required to help achieve their work
objectives

« Undertakes training that is relevant to their job and avoids participating in
programmes just for the sake of it

For most people, development is likely to come about through:

+ Work based, on the job, instruction and work experience

« Participation in formal training courses
Although less likely to be immediately relevant to specified development ob-
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jectives, professional development will also come about through:

« Informal activities including reading of relevant books, professional jour-

nals, etc

- Researching academic papers, preparation of training materials, writing

books etc and

. Attendance at (appropriate) conferences, meetings of professional institu-
tions, etc.

All of these activities should be recorded perhaps in a 'personal training

record' which will provide a permanent record for the member of staff -and,

more importantly, a reminder which can act as the basis for a review of ef-

fectiveness at the next appraisal.

A personal training record

Development objective: to be able to reconfigure computer network to use
Windows NT and to provide appropriate support to rest of staff
Date Activity Type | Duration | Confirmed by
2-5/12 Training course provided by T 28 CwW
MARI
Dec On the job-introducing w 5 Ccw
Windows NT and resolving
problems
Jan Reading Microsoft manual I -4
and using TechNotes
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