Enhancing understanding of PDP through interviews with workplace users

Introduction
It is normal practice for many businesses to require employees to take part in personal development planning (PDP). It is a process that is seen to make people more thoughtful and productive. In Universities, PDP is used to help support students learning. Universities are relatively unsupported learning environments. The emphasis is on learning rather than teaching. Students are expected to direct their own time and to develop their own strategies to manage all parts of their lives.  PDP at University is designed to foster thoughtful and directed working practices. 

Students also encounter PDP in the workplace where the role is rather different.  These activities were designed to help students to understand the role it can play for young staff in the work place, some of the issues and challenges, through peer interviewing and discussion. 

· Get them involved from the start

· Understand that the University model is not the only one  - in practice they use the University one but with deeper engagement

· Get them comparing notes

· This is an area for students to use their research skills in a skills context

· PDP is an employability skill – the use of company plans and processes raises student awareness of the real world

There are four activities based around materials from three interviews. 

Activity











1   How do businesses manage staff development? 
2   Creating a PDP for a small business
3   Exploring personal experiences of PDP in the workplace
4   Assessment Option
Activity 1: 

How businesses manage staff development 

Briefing and Task Notes for Staff

While PDP is now part of the academic scene, and in the toolkit of many students, there is not always a clear understanding of the link between University PDP processes, the processes and procedures in the workplace, and the longer term benefits of understanding reflection and action planning. For this activity, the reports on three interviews with people who use PDP at work are used as a stimulus for discussion. Their views on the benefits and drawbacks of the process, the procedures used and their attitudes to the process are explored. The three interviewees come from three contrasting sectors, a private company, a charity and a local authority. 

The interviews aimed to focus on understanding the nature of planning as part of normal work processes, the role it plays in promotion, and as a benefit for career development. Links are made to the role PDP plays in personal career advancement, in helping to develop workplace skills such as networking, and intrapreneurial and entrepreneurial approaches to managing your place in the world. 

Students work with the materials for some 40 minutes as a group, and are then asked to create a group poster. The learning outcomes from this activity stressed to participants in advance include: the rapid sharing and understanding of information, discussion, analysis, reflection and reflection for action.

Alternative Assessment: 

If this material is used in a tutorial or module where individual assessment is needed then this activity could link to a reflective piece of individual writing. For example:  

Following the discussion session write reflectively under three headings: The main learning points gained from the interviews; how this fits with your own practice of PDP at University and what will you do in the future in the light of this activity.     Guideline 500-1000 words. 
It is important to stress that this is a development process, which is personal to the student. There are no right answers. Stress that the same participants would be likely to write in different ways if they repeated the exercise in a weeks time, and again in two weeks time. 

The tutor may choose to collect the student written reports and give formative feedback to individuals, in which case stressing that this is not summative process.  If the assessment is summative it is important to comment on and give weight to the reflection and style of evidence presented, rather than the actual content. 

Handouts for participants.
1.  This activity needs to include handout instructions, see below, amended to suit your class and  the documentation from the three interviews.  If you are pressed for time you might want to limit this to two interviews.  Together with the company PDP – available on line at http://www.geog.leeds.ac.uk/courses/other/performance/pdpindex22_9_03.html. One copy of each per group. 
2. After 30 minutes use the second handout, amended for your group.  With level 1 and 2 classes give them 15 minutes to create the poster to ensure they are ready in 20 minutes. 

Process

Organise the participants into groups of five or six ideally around tables were they can work comfortably and share the materials.
Distribute the student briefing materials.  We suggest that each group gets one copy of the instructions per participant, but share the interview materials. This will encourage groups to talk to each other. If they each have a complete copy of the materials at the start they will read and work individually, losing the group enthusiasm and discussion elements. 

Use the materials to outline the background and rationale for this activity. Stress that the first 30 minutes are for the group discussion and that you will set a task at the end of the 30 minutes.
Materials: flipchart, paper and pens for poster making and blue-tac.
Feedback from the first sessions
The poster preparation took 30 minutes by the time the posters were on the wall. We took a further 30 minutes for three groups to introduce their poster and ideas, and that was followed by other people who had the same poster topic chipping in additional thoughts and ideas. 

In the first run of this activity, the main points raised and some of the comments that the students pulled out as important and highlighted in their discussions are bulleted.
They had considerable discussions as to whether business is really serious about developing the person or whether it is totally geared to improving the business itself.

· If we didn’t have this we wouldn’t be delivering on our promise to develop people.

It is not necessarily the form which is important.

· Sometimes people get frustrated by the fact that they have to complete a form. The company response is that the form is not the important part of it, the fact that you are having these conversations is the important part. The only way we can ensure everyone is having access to this is through a form.

· For me, that’s how development planning works because basically you look at all the steps to move you closer to where you want to be

· This matrix identifies what you need to do. This is not a static form but you do need to justify a need to go on a course. You must complete an application form that needs to be signed off by a line manager. 

The link to pay or otherwise caused considerable surprise and discussion.

· The other thing about the Bradford scheme is that there is no link to pay. That's a good thing and a bad thing. It’s a good thing in terms of it basically takes away the emotiveness of what people are paid, one of the main issues in the way that people perceive performance reviews and their working relationship. So I think it’s quite good from that perspective 

Ongoing  on the job training and retraining was really a surprise to many of the students:

· I thought that you studied up to university, then you were employable based on what you’ve learnt at Uni. Once you get a job, you think that’s it now, I have a job – but you don’t realise that you carry on learning in your job through going on courses. And the only way you can do that is by identifying the need. It is really up to the individual how much they want to develop.

· There are some courses at Save the Children which are compulsory for all staff members : Understanding Save the Children;  Child Rights;  Introduction to Development Issues

· Staff can also go on secondments within Save the Children as long as they are identified on their Learning Development Planner.
Some students found making the link between business process and their own planning for University difficult. But their discussion levels were high and they were actively using the ideas which the interviews are raising.

In a class with 15 groups it was possible to ask every five groups to produce the three different posters.  Being asked to redesign their own university pdp from the poster produced the most discussion and animation in the feedback and discussion session afterwards. 
Selected student comments from their Learning Logs at the end of the session:

What have you learned from the pdp interviews?

·  …that you should pursue ideas more and continually develop them with feedback from all areas. 
·  I have also realised that it is important for an employee to feel valued through being able to have their say. 
How will you use the pdp ideas in your own planning and personal time? 
·  Make me think more about my personal goals and if they are being achieved, will also help me to look towards the future more. 
·  Efficient planning is important in University work and in personal life. A mini self-review every now and then will ensure life is on track. 
Will you change anything as a result of this session? 
·  Hopefully I will plan more often and then check on what I’ve achieved. This  session has shown me how effective and forward planning can be beneficial to personal and employee goal realisation.

· I may structure my reading goals (academic) with a plan, ensuring I do the necessary workload. 

· I will try to plan clearer and in distinct sessions so that when I have done a section I feel like I have reached a goal.

· Often I make plans but don’t stick to them, so if I could stick to a plan I set myself I can see if it is beneficial to my work/life. 
Handouts for participants. 

How businesses manage staff development

Your Task,  handout 1

Your group pack contains the reports of three interviews with individuals from three contrasting sectors, a private company, a charity and a local authority, where personal development planning is part of their normal work processes.  

Your group has 30 minutes to develop an understanding of the role that planning plays in the work place, for developing workplace skills, in promotion, in personal career advancement, and more broadly in managing your place in the world. 

In discussion you might want to ask 

· How do these accounts fit with your understanding of the role of PDP. What is new? What is unexpected? 

· How do these accounts fit with your own practice of PDP at University? 

· What are the hints and tips you might want to follow in the future? 

· How would you change the University / School / your own PDP to make it work better for you?
Remember as you discuss the materials that there are no single correct insights. Every reader will have different views and reactions.  A good discussion will help individuals to understand a range of reactions which should help to clarify your own response and ideas.

After 30 minutes your tutor will set you an activity based on your understanding of these materials. 

 ………( … … ( … … ( … … ( … … ( ……(… …( … …( … … ( … …( ……

How businesses manage staff development

Your Task handout 2

You have 20 minutes to create a poster on topic: 

Either:  

· How do these accounts fit with your understanding of the role of PDP. What is new? What is unexpected? 

Or 

· Re-Design your University / Department / School PDP to make it work better for you.

Or

· Summarize how your PDP practices will develop as a result of your discussions.

We will put the posters on the walls, and ask a random selection of groups to present their results to start the whole group discussion. 
Activity 2     Creating a PDP for a small business

Briefing and Task Notes for Staff

This task involves students working with a suite of resources to create a PDP process for a small (SME) business. The aim is to give them an insight into how a PDP process works and thus a) come to value their own process, and b) see that they can vary the university pdp process to suit their own needs.  
Process 

The participants need to work in groups of five, maximum six. If the group size is larger they won’t fully interact in the short period involved.

Please introduce the session making some general points about how personal development planning is a process undertaken in many businesses of various sizes.

Give them the handout for participants below with the task and copies of the interviews and PDP and business PDP pro forma. It is suggested that given the short nature of this activity the PDP’s from Somerfield, Avenade, Opera North, and those for the two interview companies selected are used. This could create a lot of photocopies. One copy of each per group is required, not one for every participant.  Download forms from http://www.geog.leeds.ac.uk/courses/other/performance/pdpindex22_9_03.html
It is important to emphasise that this is a short exercise designed to get them to understand processes and procedures. You may want to emphasise that this type of activity, where a group is given a number of pieces of material and have to come to a consensus decision and present a product, is a very common approach used at interviews for jobs. 

Highlight the skills students will be using during the course of the exercise: listening, discussion, data analysis from a range of materials, negotiation, note making and presentation. 

Note making is included here because it is helpful in encouraging participants to get the salient points down on paper which helps them to focus on the product. Tell the groups that you will be collecting these in at the end in order to give formative feedback to participants. In a short sharp exercise of this sort, summative evaluations would be inappropriate. This also has the benefit  where it is run with very large classes that three groups can be picked at random to present but each group is handing in their notes and overhead transparencies/slides for comment.

The presentations were very varied. Different groups felt different aspects were important and there was discussion of the different styles of materials.
Materials: Overhead transparencies and pens. 
Student response 

Towards the end of the class, individual students were asked for a 'gut' response, to think of a word or phrase that summed up the session for them.  These were the ones recorded: Inspirational; Importance of structure; Team work; Useful; Makes you think on your feet; Makes you imaginative; Difficult; Confusion; Disorganised; Fun tailoring; Gave chance to find out about pdp 

Some groups understood that the pdp is more than the document: it is the process. Others just produced their own version of what they thought a pdp document in a sme should look like with discussions of why they would like to see certain questions and not others. One group looked only at producing the paper pdp, although even this group discussed talking it through with a manager, so they did think about the process to some extent.

Other groups directly engaged with process - 'annual' review and ‘mini’ review every three months - giving a sense that they could see that a variety of process issues would need to be considered. They were considering how to make the process as useful as possible.

Some students understood pdp in terms of enlightened self interest - if the employee is satisfied the company benefits.

Selected student comments from their Learning Logs at the end of the session:

What have you learned from the pdp interviews?

· It was interesting to look at it from employers and the employees perspectives as it provided an insight into what companies want from their staff. 

· I have learnt how important they are to a company, giving them the chance to develop their workforce, making them happier, more efficient and allowing the employee to receive the support they want. 

How will you use the pdp ideas in your own planning and personal time? 

· Look at my personal life from a different aspect and how companies view me as an employee. 

· Would probably be a good idea to have a weekly plan of what I want to achieve and how I am going to plan my time to ensure work done on time. 

Will you change anything as a result of this session? 

· I will be looking to make more concrete plans in future and follow them through.

· No, as at this stage of my life I have little to plan for, though I may take more time to plan job prospects when I leave Uni.

· I will try to plan more clearly and in distinct sessions so that when I have done a section I feel like I have reached a goal.
· Often I make plans but don t stick to them, so if I could stick to a plan I set myself I can see if it is beneficial to my work/life.
Creating a PDP for a small business

Handout for participants.  

Introduction

In this activity you will work in groups of five or six under considerable time pressure to develop a coherent presentation of a PDP for ‘your new employers’.  

This is a type of group exercise that involves assimilation of information, decision-making through negotiation and discussion, and creating and giving a short presentation, which is commonly used in graduate job interviews.  Interviewers want to see how participants exercise their skills so that the group meets the target. In order to facilitate the process each group must appoint a note-maker.  This task may be passed around the group. The note-makers role is to help the group to keep on track, it will allow you to stop after say 15 minutes and consolidate by recalling the major points and decisions, and then decide how to move on. Hint:  If you find yourself in this type of graduate interview exercise, taking a note-makers role will show you have organisational skills, and understand the importance of making sure that ideas are captured and not lost as the exercise proceeds.  No one will suggest it but will be impressed if you do it. 

In addition, staff will come and observe your group and make notes about what you are doing. When this happens at a graduate interview it can be off-putting. The reason for doing it here is to help you to get more comfortable with the process. Where relevant we will give feedback on how you have done at the end. Typically, observers are looking to see that everyone in the group is engaged, the level of conversation is high, people are taking note of other peoples views, and that decisions are being made fairly and by agreement. Time given in these exercises is always short, to see how well you operate under pressure. Top Tip: get straight into the task, it is a very short time. At a real interview getting involved immediately shows you are taking the process seriously, are keen and interested.

Your Task

You are a new employee in an SME (small medium enterprise) with 10 staff. This is week 1. They have had no PDP process to date. The boss asks you to put together a PDP process for the company. You have 50 minutes now to evaluate the materials here and develop your recommendations for your new employer.
Your resource pack contains the report of two interviews with people using PDP at work and examples of three additional workplace PDPs.  Remember you also have your own University or School PDP experience to call on, and some colleagues may have encountered PDP at work. 

In 50 minutes we will reconvene and hear the reasoned arguments for the elements you select for your SME PDP process. You will need to be persuasive.  The rest of the class will act as the SME staff waiting to be convinced.  Remember to collect the important points in clear notes, and OHTs for delivery at the end. 

Given the size of the class it will not be possible for everyone to present, but everyone must be ready to present. The notes etc. give us an opportunity to provide feedback to all groups. We will collect the notes and materials for the presentations from each group, and give your group some formative feedback within a week.  

Activity 3: 

Exploring personal experiences of PDP in the workplace

Briefing and Task Notes for Staff

Before starting on this exercise it is vital to ask the participants if they have had experience of a workplace PDP process. This may have been full time, vacation or gap year work, or part time employment.  Ask to meet this group on their own for three minutes. Explain that what you wish to help the whole group develop an understanding of the broader role of PDP beyond University. To do this you would like to ask those students who have experience of PDP to be interviewed by two of their classmates. Emphasise that participation is voluntary. The students interviewing have a series of questions to pursue and will then present their main findings to the whole class. The whole process will last about 20 minutes. Participants are given copies of two interviews with people using PDP at work, to help them develop appropriate questions. 

In this exercise participants work in groups of three. There are two roles: 

· firstly the participant who has encountered PDP at work. This may have been full time, vacation or gap year work, or part time employment. 

· secondly two people acting as interviewers, whose role is to understand the process, impact and outcomes of the PDP process for the interviewee.

Introducing the session 

Time is short. The interviewers are aiming to capture as much information and prepare a short presentation which highlights to the group their colleagues interaction with PDP. 

You have 30 minutes to undertake the interview and a further ten minutes to develop a  presentation. 
Materials: Overhead transparencies and pens or PowerPoint projection facilities for the lap-top generation. 
Feeding back to the group. 

Ask the interviewers to create a mini presentation, five minutes each, to highlight the main processes, benefits and disadvantages that their colleague has outlined. 

If there is not time to hear all the presentations, it is suggested that each group should hand in the presentation outline notes at the end of the session for formative feedback.

Debriefing

At the end of this activity it is important that the students should be given an opportunity to reflect on the skills they have used during the session; interviewing, discussion, negotiation, analysis, synthesis, presentation.  

Use the final five minutes to encourage students to share their intentions with regard to planning in the future. 
 
Student Feedback 

Benefits :   

· it informed us about the PDP process in general, and specifically about the practice in a particular shop.

· it gave us practise for interviews from both sides. It is more difficult to ask questions than it is to answer them. It was really important to listen because although we had sorted out our list of questions, once you had the first answer you needed to make the next question different.  You have to think a lot to ask the questions and it’s something we are not used to. 

· We gained an appreciation of how there are very different approaches to PDP in different businesses. 

· It highlighted the advantages of PDP in terms of giving people a task structure and directions.

· We asked questions that weren't in the plan because we became interested

· Questions we asked didn't get neat answers - the answer spilled over into other topics

Main Problems: 

· The interview was slightly informal and didn’t really represent a true professional interview situation. 

· During the interview it was difficult to stick to answering the question asked, without spilling over into answering other questions.  

· It was difficult for the note-taker to keep up.
Exploring personal experiences of PDP in the workplace

Handout for participants.
Process and rationale

In this exercise participants with workplace experience of a PDP process are asked to share their understanding and evaluation of the process through a peer-to-peer interview. The workplace experience may have been full time, vacation or gap year work, or part time employment.  This activity gives participants experience of the interview process, either asking or answering questions, collating the answers quickly to establish main points and preparing a short presentation to share with a larger group. Participants should be aware that the person being interviewed is a volunteer. As in any interview, it is important to be sensitive to the interviewee. 

This type of exercise where two people interview a third and report back is a regular interview activity.  It allows participants to demonstrate their interview skills, those of designing and developing questions which will elicit the answers needed.  But equally important are skills in listening to the interviewee, collating information accurately, and reporting back to a larger group. It is a useful exercise for developing listening, analysis, discussion, evaluation and presentation skills. 

In order to facilitate the process there must be a note-maker.  The note-makers role is to help the group to keep on track, it will allow you to stop every so often, and consolidate by recalling the major points and decisions, and then decide how to move on. Hint: If you find yourself in a group exercise, taking a note-makers role will show you have organisational skills, and understand the importance of making sure that ideas are captured and not lost as the exercise proceeds.  No one will suggest it but will be impressed if you do it. 

In this exercise we will collect the notes and materials for the presentations from each group, and give your group some formative feedback within a week.  Given the size of the class it will not be possible for everyone to present, but everyone must be ready to present.  The notes etc give us an opportunity to provide feedback to all groups. 

In this exercise participants work in groups of three. There are two roles: 

1. the participant who has encountered PDP at work. This may have been in full time, vacation or gap year work, or part time employment.

2. two people acting as interviewers, whose role is to understand the process, impact and outcomes of the PDP process for the interviewee.

Your Task

As background for this activity you are given two reports of interviews with people who use personal development planning processes at work. This gives some background into the type of process you are experiencing. It is very important that you take no more than 10 minutes to assimilate this information as a group. 

After 10 minutes, the two people acting as interviewers have five minutes to put together the questions they wish to ask. The interviewee should watch the time carefully, don’t let them overrun. Listen in and start preparing your thoughts to answer their questions. 

The pair interviewing may use their own approach, but the resources suggest some areas to cover and there is a list of questions below to prompt thinking.  Listen to the answers carefully and note the main points. Time is short. Aim to capture as much information, with examples, highlights and lowlights, to prepare a short presentation which highlights to the larger group your colleagues interaction with PDP. 

Remember time is short. You have 15 minutes to undertake the interview and a further ten minutes to develop a presentation. 

To assist you here are a selection of questions you may wish to ask, but these are guidelines. You will need to listen and make notes of the responses because you have to tell the interviewees story.

· How does the PDP process work?

· How often is the process repeated?

· Who is your manager for this process? Is it your normal manager or somebody different? Do you have a say in who acts as your mentor?

· What did you need to do in preparation for the PDP activity?

· Is the PDP process tied to salary arrangements, or independent of it? 

· What have you got out of the process? Advantages, disadvantages, upsides and downsides. 

· Why do you think your business organisation uses this procedure?

· Was there any training associated with your first personal development planning meeting?

· Do you use the workplace planning process elsewhere in your life? For example do you only use it for planning with regard to your job, or do you also use it to plan your leisure and other activities?

Feeding back to the group. 

Create a mini presentation, five minutes maximum that highlights the main processes, benefits and disadvantages that your colleague has outlined. OHTs provided. 

Activity 4   
Assessment Option
Briefing note for Tutor

An assessment that follows up on these workshop activities may be relevant.  The following activity based assessment was set for a student group where the previous group activities were formative. This activity allowed level 2 students to use their research skills in a mini project. 

Student Task

Using the interview materials and your own experience as background, find a colleague, relative, or someone you work with through casual or vacation employment and research their understanding and use of reflection and planning for developing their career. How do the various experiences compare, and how do they fit with your own practice and intentions?
Aim to spend a couple of hours deciding on the questions to ask, ideally try them out on a friend first. You may want to remind yourself of good interview practice. In your report compare your interviewees responses with those from the Avenade, Save the Children and Bradford interviews. Make sure you leave appropriate space to link to your own practice and plans for the future. 

Word Length 1500. 
Delivery date ….  

Student comments 4 weeks later

· There were lots of surprises.
· The research was different for this. You had to use your interview skills but the interview examples helped with the structure.
· You don’t realise that this happens.
· Nearly everyone I asked did something at work. 

· Once they understood people really talked about it.
· My brother thinks it really helps him.
· You can see that in some jobs it is the way you show you are interested and it can mean more pay.
· My sister said ‘ Its how you remember to focus. There are lots of demands and people want you to help them with their tasks. I have the list on the desk and it helps sort out the priority things’. 

· It made you see that reflection is just normal and useful. 
· I had no idea until we did this that pdp is really going on. Four of the people in my house are doing something in work now or in their vac jobs. And Trish and Steve both said they got pay rises so you have to take it seriously. 

When we first talked about it our group agreed you just made it up and that is kind of what happens at school and here. You do it just for the teacher. Talking to Elle you could see her line manager is the person she works with all day and talks to every day so making it up isn’t an option. And she was really positive about it helping with doing a better job. 
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