Development
Not everyone wants to be a team leader or manager,
but everyone can develop further. They need ongoing
development to help them do their current role more
effectively and to prepare them to take on new tasks or
move into their next role.
So, whatever the skillset, expertise or role, it’s worth
encouraging team members to learn and develop their
skills. Your focus on development should start during
the induction process with managers emphasising
your commitment to ongoing development. And with
your younger workers, you could think about offering
apprenticeships.
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Developing
your people:
why and how

I have found this to be one of the most
valuable things I can be doing in my role
as leader of a growing food business.
There are few other activities that create
such sustained value growth. I now know
that creating opportunities for people to
learn about how to do their work better,
sometimes differently, drives engagement.
I notice staff turnover levels fall, as do
absences and we see productivity rise.
Creating the time and space to maximise
the value of the learning requires
commitment from the leadership team;
however, the return on investment is real
and measurable.
We have seen this approach build both
competitive advantage and business returns.
In addition, staff surveys confirm people
place real value on this approach.
Dennis Overton,
Chairman of Aquascot Trust Ltd

Using personal
development plans to
improve retention.
Having opportunities to develop is highly
motivational. When people can map out
development steps against career paths, it can
improve retention. It sends a strong message
about your commitment to staff, and increases
the likelihood they’ll develop the skills your
business needs for the future.
Personal development plans shouldn’t be
foisted on people from above, though. Line
managers should encourage people to
suggest ideas for their own development, and
they should work together on a plan (there’s
an example below). This is often done as part
of the appraisal process.
And remember that development is not all
about technical skills. Skills such as team
working, effective communication and selfconfidence will enable people to perform
better and contribute to your business success.
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Developing
people
doesn’t
have to be
expensive
1
2
3
4
5

Managers should look for ways to
develop team members on a daily
basis by giving them effective
feedback, either on a job done well or
showing what could be improved.
Managers can delegate tasks and
projects that will stretch individuals
– always with support to ensure they
can achieve the results required.
Offer mentoring to talented
individuals, perhaps by a more
experienced person within your
business or by an external mentor.
Ask an individual to mentor another
team member - this will encourage
development of both the mentor and
mentee.
Ask people to undertake specific
research tasks for a team project perhaps you want to look at ways
to improve the productivity of a
team? Involving people in the project
team will develop their confidence,
relationship-building skills, analytical
skills, and wider understanding of
how results are achieved through
team-working.

6

Managers can ask people to deputise
for them at internal briefings and
team meetings.

7

Give people additional responsibilities
which require them to acquire new
skills or knowledge.

8

Offer the opportunity of a short-term
job swap – this can help people to
develop new skills and give them
a wider perspective on how your
business works.

9

Ask people to participate in or
undertake customer and supplier
visits which will increase their
knowledge.

10

E-learning courses can be effective
for some topics and there are a wide
range of courses available in the
public domain, often very inexpensive.
As with any training, ensure the topic
is relevant to the individual, their role
and development need. It’s important
their line manager is involved in
selecting the course(s) and follows up
afterwards to assess how effective the
learning experience has been.

11

12
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If your managers identify common
needs, provide training for groups
of people within your business.
These could be related to new
technical skills, project management,
supervisory skills or management
development. Apprenticeships may
also be a potential route to develop
key areas within the business.
External training courses can be an
effective way to develop managers as
they can learn from participants from
other businesses who may bring fresh
perspectives.

Example of
a personal
development
plan
A personal development plan should relate
to the activities and responsibilities of the
employee’s role, and it’s important to show
how any development activities will benefit
the team or business. It’s useful to break
development activities down into skills,
knowledge and behaviours.
Below is an example of a development plan
for a team leader in a warehouse, showing
one example for each skill, knowledge and
behaviour. In reality, when you create a
personal development plan with an employee,
they may have several development priorities
for each of these.
After the sample plan is a template you can
use yourself.

Name: A N Other
Role: Warehouse Team Leader
Skill / Knowledge /
Behaviour

Current position

Desired position

Benefit to team /
organisation

Development action

Skill:
Create appropriate staffing
rotas

Poor – does not
understand how to create
rotas

Able to create effective
rotas

More efficient use of staff
resources which can help
reduce costs

Work with Warehouse
Manager to learn how to
create rotas by September

Knowledge:
Safe operation of rider
operated lift trucks

Aware of current good
practice and standards

To remain aware of good
practice and standards

Reduces the risk of
health and safety related
incidents which could be
very damaging for the
business

Organise a refresher
course for self and relevant
team members by
September

Behaviour:
Being confident and
assertive in interactions
with team

Quite confident and wellliked by the team. However,
not always perceived to be
assertive which impacts
on work tasks not always
being completed on time
by team members

Confident and assertive,
able to direct and motivate
team members to work
together effectively to
complete tasks on time

Increases the efficiency
and effectiveness of the
team which results in work
tasks being completed and
deliveries to customers
being dispatched on time

Work with Warehouse
Manager to improve the
way I am perceived by
August
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Attend self-confidence
and assertiveness training
course

A personal
development
plan template
You can use this template to discuss
development needs with your team members
and create personal development plans.

Name:
Role:
Skill / Knowledge /
Behaviour

Current position

Skill:

Knowledge:

Behaviour:
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Desired position

Benefit to team /
organisation

Development action

Want to know more?
Here’s where to go for more information
on your legal obligations.

Developing
people (ACAS)
Best practice
information for
developing people.

Identifying learning
and development
needs
Informative factsheet on
how to identify learning and
development needs (free
registration with CIPD is
required to access the full
factsheet).

57

Checklist
How do you rate on developing people?
= Poor

= Okay

= Good

You can use this checklist to help you assess
whether you have a great place to work. As
well as looking at these questions yourself,
it’s good practice to ask your team or a crosssection of employees to give a rating too, so
you can compare scores. If you let them do it
anonymously, they’re more likely to give honest
feedback.

= Excellent

Developing people

Comments

Are your managers equipped with knowledge and skills to
coach and develop people?
Are you communicating to people at all levels how to access
development opportunities?
Do all your employees have a personal development plan?
Are there apprenticeship opportunities for younger
employees?
Do managers review and follow-up on personal development
plans?
Do you offer mentoring to people – e.g. if they’re talented or
need support to improve?
Do you offer training in how to mentor?
Do you offer opportunities for staff to learn about other parts
of the business, suppliers or customers?
Do you offer access to e-learning opportunities for different
staff?
Are you inclusive in terms of developing people, e.g. offering
opportunities to people with different experiences, perspectives
and working patterns?
Could you do any of these aspects better, and how?
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Case study
Duncan Farms
www.duncanfarms.co.uk

Duncan Farms is a leading egg business, in
Turriff, Aberdeenshire.
When we diversified into egg production in
2011, recruitment was a challenge for us. There
were few people available locally with relevant
stock management experience or to work in
our packing centre.

All staff are aware of
opportunity for promotion,
regardless of their current
position.
To grow the business, we’ve had to rely on
training and developing our own staff. We’ve
built a strong culture of developing people
from within, using a mix of external and
in-house training. All staff are aware of the
opportunity for promotion, regardless of their
current position.

We use online training for food safety
and general health and safety, and staff
have attended courses from a range of
organisations from the British Egg Industry
Council to the British Retail Consortium to
Lantra to SRUC.
But with our stock people, the external courses
on offer were too broad and/or not available
locally. Instead, we developed our own blended
training schemes, which include shadowing
and one-to-one coaching.
All of our stockperson-supervisors began
at entry-level positions and now act as role
models for other staff.
We’re now one of Scotland’s leading egg
producers, and proud that our hens are
typically more productive than the breed
standard. This illustrates the success of our
approach to development and training –
especially when many of our recruits have no
previous experience of working with animals.
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