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EMPLOYEE DEVELOPMENT


7. 1 TYPES OF DEVELOPMENT

Individual employee development can be classified into various types, according to the goal it is designed to achieve. 

	Vertical development
	Vertical development involves equipping employees with extra skills and abilities to enable them to handle more senior and more demanding positions. An example is preparing someone for promotion to a position of managerial responsibility. 

	Horizontal development
	refers to employees learning additional skills to make them suited to a wider range of positions at the same level. Thus, employees are more valuable to the organisation through being more versatile and more mobile. For example, it becomes easier to transfer people between jobs to make up for shortages and absences. Multi-skilling is a common application of horizontal development. 


· As organisations adopt ``flatter'' management structures, horizontal development is increasing in importance. 

· Vertical and horizontal development need not be exclusive. An employee development program may include aspects of both at the same time. 

· A larger organisation may consider running a series of development programs to ensure that different levels of positions can be filled in the future. For example, the development plan may include separate programs for potential senior executives, executives, managers and new graduates. 

· A distinction should also be made between development and education. An education program involves the attendance by employees at educational courses outside the organisation, in order to gain further formal qualifications. An educational assistance scheme may often be one part of an overall employee development plan.
7. 2 EMPLOYEE DEVELOPMENT PROGRAM ELEMENTS

	1. APPRAISAL
	assessment of an individual's strengths, weaknesses and potential for development and advancement;

	2. COORDINATION
	design of a program of development activities based on the employee's potential and aspirations and consistent with the organisation's human resource plans, particularly career and succession plans; and

	3. EVALUATION
	review of the progress of the program, followed by alteration where required.

Over the years, there has been a move away from the traditional “classroom'' approach to management development towards a self-directed learning approach, much of which can take place on the job. People with responsibility for the development function will find their role to be increasingly one of a facilitator, coach and resource person, rather than a teacher. 


7.3 Measurements of potential

Determining a person's potential can be a minefield filled with assumption and subjective judgment. It may be made somewhat more objective by dividing potential into two categories: 

	(a) Vertical potential
	is the potential to learn new and more complex skills or tasks. A manager can make judgments about this potential by analysing the employee's ability to grasp new skills taught to him or her in the past. A person who takes a long time to learn might be said to have low vertical potential. Needless to say it is quite inappropriate to describe anyone as having no vertical potential. Firstly, it is quite probably incorrect, and secondly it can have a severe effect on the person's motivation and self-esteem. We are simply searching for degrees of potential. 

	(b) Horizontal potential
	is the potential to apply a learned skill to different or unique situations. This can be assessed by analysing the employee's problem-solving skills.

	7.4 CHECKLIST: ASSESSING POTENTIAL
	√

	• Has this person shown the ability to learn things at a reasonable pace in the past? 
	

	• Has this person shown both the willingness and the ability to use their knowledge in new, uncertain and unique situations? and 
	

	• Has the person persevered in the face of failure?
	


7.5 Methods of development

Methods can be grouped into four general areas: 

	Strategic approaches
	are development methods which are planned and organised by the organisation itself. These include structured career development programs, coaching by managers, and facilitated mentoring programs.

	Job expansion methods
	are ways in which an employee's job duties can be broadened to provide wider experience for later career advancement.

	Techniques and activities
	are more narrowly defined methods which can contribute to employees' understanding and ability to assume more demanding roles.

	Off-the-job initiatives
	are activities in which employees can engage outside of work which will enhance their suitability for more senior positions.


Summary:


Employee development is an important component of the overall performance management process, which aims to maximise the contribution employees can make towards the organisation's goals while at the same time catering for their work-related needs. The functions and benefits of individual employee development may be summarised as follows: 


to improve the performance of employees in their current positions; 


to prepare them to handle more senior and more demanding positions in the organisation in the future, that is above and beyond the demands of current positions; 


to equip employees with general management and behavioural “human relations” skills; 


to avoid managerial “obsolescence”; 


to provide “relief” in the event of unexpected staff changes, such as resignations, transfers and deaths; 


as part of the workforce planning process, to maintain sufficient supply of employees adequately prepared to handle future changes and developments in the organisation; 


to eliminate the costs and disruption incurred in the “crisis” selection of individuals for management positions (either internal or external selection); 


a means of maintaining employee motivation and morale (for example by showing employees that they have a “future” with the organisation); 


a means of obtaining the “best fit” between the individual and the organisation without resulting in a standardised “mould” of employee; and 


a component of career and succession planning 











