
I N T H I S A R T I C L E 

Individual Action Plans. 
Career Development 

Y E S , T H E R E I S A D I F F E R E N C E 

B E T W E E N T R A I N I N G A N D 

D E V E L O P I N G . U N D E R S T A N D I N G 

IT C A N H E L P Y O U I M P R O V E 

P E R F O R M A N C E . 

Training Versus 
Development 
B Y WILLIAM FITZGERALD 

Have you ever s topped to con-
sider what training and devel-
o p m e n t r ea l ly m e a n s ? For 

example, have yon really considered 
h o w training is different f rom devel-
opment and how they are similar? 

Understanding the distinctions will 
he lp you u n d e r s t a n d the p roces se s 
that characterize training and devel-
opmen t and the ways in which they 
affect the short- and long-term suc-
cess of an organizat ion. Deve lop ing 
an ef fec t ive e m p l o y e e p e r f o r m a n c e 
a n d d e v e l o p m e n t p l a n is o n e of 
those processes. 

To develop a meaningful develop-
ment plan, ii is important to under -
stand what is behind that plan: train-
ing and development . 

I def ine training as follows: 
• the acquisition of knowledge and 
skill for present tasks 
I a t oo l to h e l p i n d i v i d u a l s c o n -
t r ibu te to t h e o r g a n i z a t i o n and be 
successful in their current positions 
I a means to an end . 

T w o key po in t s a re w o r t h high-
lighting. The first has to d o with the 
p u r p o s e of training: to he lp p e o p l e 
learn and develop skills. 

Peop l e n e e d s o m e level of train-
ing if they are to meet expectat ions, 

contribute to their organizations, and 
experience a high degree of success. 
And those e l emen t s ult imately lead 
to job satisfaction. 

The other significant point is that 
t r a in ing is a m e a n s to an e n d a n d 
n o t v i c e v e r s a . T o b e s u c c e s s f u l , 
t ra in ing mus t result in a c h a n g e in 
b e h a v i o r , s u c h as t h e u s e of n e w 
k n o w l e d g e a n d sk i l l s on t h e job. 
T r a i n i n g m u s t b e t ied to p e r f o r -
mance: otherwise, ii is an event with 
little payback for the organization. 

This b r i n g s us to d e v e l o p m e n t , 
which is defined as follows: 
• the acquisition of knowledge and 
skill that may be used in the present 
or future 
l the p repa ra t ion of individuals to 
enrich the organization in the future 
> the act of being involved in many 
d i f fe ren t t y p e s of t ra ining activities 
and classes. 

Development looks beyond today. 
It t a k e s a m o r e l o n g - t e r m f o c u s — 
perhaps o n e to three years. Training, 
on the o ther hand , is shor t - term—a 
year or less. 

The key to any organization is its 
people . Development is necessary so 
people can meet new challenges and 
ensure the long-term health and vital-

ity of an organization. It positions us 
to mee t c h a n g e h e a d - o n . In fact , a 
we l l -deve loped work fo rce d o e s not 
react to change—it creates change. 

Development differs from training 
in tha t it d o e s not o c c u r d u r i n g a 
c l a s s . It 's w h a t h a p p e n s a f t e r t h e 
class that causes real development to 
occur. 

The how 
Now that w e unde r s t and the what, 
w e a re left wi th the how. H o w d o 
we crea te mean ingfu l d e v e l o p m e n t 
plans? 

To answer that question, w e need 
to look at two different (but related) 
p l a n n i n g too ls . O n e is t h e p e r f o r -
mance plan. The other , in its purest 
sense, is the development plan. 

A performance plan includes 
i object ives , tasks, or projects that 
t h e e m p l o y e e m u s t a c c o m p l i s h 
before his or her next review 
I a d e t e r m i n a t i o n of h o w p e r f o r -
mance will be measured and evaluated 
I learning activities that are tied to 
performance 
• a shor t - term focus (of ten 6 to 12 
months). 

Ilie performance plan outlines what 
is expected in terms of performance or 
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results, and exactly h o w that perfor-
mance will be measured. It includes 
learning activities that will he lp the 
employee be successful. 

It is impor t an t to r e c o g n i z e that 
a t t e n d i n g a t ra in ing c lass is not a n 
objec t ive . At tending t ra ining is t ied 
to s o m e long-term behavior; the p lan 
outlines clearly h o w the performance 
will be measured. 

A development plan 
A deve lopmen t plan complemen t s a 
p e r f o r m a n c e p lan and inc ludes the 
following: 
> a list of o n e to th ree m e a s u r a b l e 
development objectives 
I a long-term focus (up to three years) 
» a focus on the employee ' s present 
job or future opportunit ies 
I an action plan. 

The deve lopment plan is different 
from a performance plan. The devel-
o p m e n t plan focuses exclusively on 
o n e ' s g r o w t h a n d d e v e l o p m e n t . 
Actual p e r f o r m a n c e will c e r t a i n l y 
e n t e r i n t o t h e d i s c u s s i o n , bu t t h e 
deve lopmen t plan discussion should 
n o t t u r n into a n o t h e r p e r f o r m a n c e 
review. Performance plan and devel-
opment plan discussions are two sep-
ara te but related conve r sa t i ons and 
should occur at different times. 

T h e d e v e l o p m e n t p l a n c o u l d 
inc lude several d e v e l o p m e n t ob jec -
t ives , b u t m o r e than t h r e e m a y b e 
too much . The object ives may focus 
On a pe r son ' s p resen t pos i t ion ( j o b 
o b j e c t i v e ) o r t ake m o r e of a long-
t e r m ( c a r e e r o b j e c t i v e ) a p p r o a c h . 
T a b l e 1 g i v e s e x a m p l e s of t h r e e 
abbrevia ted d e v e l o p m e n t object ives 
and related development actions. 

R e m e m b e r that in o rde r to move 
into a n e w position, you need to be 
succes s fu l in y o u r cu r r en t pos i t i on 
first. It would not make sense to plan 
for future opportunit ies if you hadn't 
yet contr ibuted to your current proj-
ect or mastered your current assign-
men t . Cur ren t p e r f o r m a n c e s h o u l d 
certainly be part of the discussion. 

A n o t h e r i m p o r t a n t p o i n t t o 
remember is that a development plan 
has a long-term focus. It's this long-
term focus and knowledge of where 
an organization is headed that helps 
us plan staffing, training, and devel-
opment . It will ultimately ensure that 
we have trained and prepared people 
adequately to meet future challenges. 

TABLE 1 

Development objectives 

Development object ive 
Find ways to increase productivity from X 
to Y. 

Act ion plan 
Use TQC methodology to understand cur-
rent process and find ways to automate. 

Talk with ACT coordinator to learn soft-
ware tools. 

Development object ive 
Learn about other products in the prod-
uct line. 

Act ion plan 
Interact with engineers on other product 
l ines, with research and development, 
and with the technical staff in marketing. 

Attend the basic X42 course. 

Visit a customer site to see how product 
Q is used. 

Development object ive 
Make transition from technician to mate-
rials engineer by 1993. 

Act ion plan 
Work with a materials engineer on tech-
nical project X. 

Participate on a technical project that 
requires independent effort. 

Attend assertiveness training. 

Obtain bachelor's degree in electrical engi-
neering by 1993. 

By looking only at the short term—at 
w h a t n e e d s t o b e a c c o m p l i s h e d 
t o d a y ( t h e p e r f o r m a n c e p l a n ) — w e 
risk mortgaging our future. 

You must embrace two processes 
to get m a x i m u m bene f i t f r o m b o t h 
tools. The first is pe r fo rmance plan-
n i n g , w h i c h t h e s u p e r v i s o r a n d 
e m p l o y e e can u s e to r e a c h a g r e e -
ment on objectives for the next year. 

Managing by objectives 
In a m a n a g e m e n t by ob jec t ives , or 
MBO. environment , the supervisor is 
r e s p o n s i b l e fo r s e t t i ng o b j e c t i v e s . 
T h e p e r f o r m a n c e p l a n n i n g p r o c e s s 
makes this more of a shared respon-
sibi l i ty . Ul t ima te ly , t h e s u p e r v i s o r 
will suppor t the final objectives, but 
many employees and g roups partici-
pate in the decision making process. 

T h e s econd process is the devel -
o p m e n t p l a n n i n g p r o c e s s . T h i s 
p r o c e s s d e m a n d s m o r e t h a n mos t 
other per formance review systems. It 



TABLE 2 

The development planning process 

A need to establish or update 
development objectives. 

Conduct self-assessment: interests, values, and likes or dislikes. 

Gather input from peers and management on strengths and weaknesses. 

Review current job performance. 

Have you 
been in your current 
position long enough 
to make a significant 

contribution? 

Yes 
Do you 

want or should you 
consider other job 

opportunities? 

Yes 

Research other 
positions in the 

organization and 
determine required 

skills, aptitudes, 
and knowledge. 

No No 

Understand long-term (one to three years) direction of business, organization, function, or project. 

Determine how your current job may change in the future and what new skills, 
abilities, and aptitudes will be needed. 

Write development plan. 

Employee and supervisor finalize development plan. 

Pursue development opportunities. 

Review progress. 

If necessary, Mo 
make adjustments Objectives met? 

to the plan. 

Yes 

Individual and organizational success! 

Establish a new development plan. 

makes the employee responsible for 
the process. Supervisors can provide 
guidance and coaching, but ultimately 
each e m p l o y e e must be respons ib le 
for his or her own development. 

O n e impor tant aspect of the pro-
cess is the consideration of long-term 
needs of the individual and the orga-
nizat ion. T h e bene f i t s of u s ing this 
process include the following: 
ft a g r e a t e r n u m b e r of q u a l i f i e d 
applicants for promotion 
ft a w o r k f o r c e capab l e of initiating 
change and bet ter equ ipped to react 
to change 
• p e o p l e w h o feel more in control 
of their careers and jobs 
ft l e s s t i m e s p e n t o n p r o j e c t s in 
research and d e v e l o p m e n t , market-
ing, a n d m a n u f a c t u r i n g b e c a u s e of 
increased skill levels 
ft p e o p l e w h o are better prepared to 
meet changing expectations. 

An e m p l o y e e is in control of the 
process if he or she uses it annual ly 
t o c rea te and revise a d e v e l o p m e n t 
plan and if the plan is completed on 
time. T h e goal is for each employee 
to be excited about how he or she is 
g rowing and for that exc i t ement to 
translate into improved organizat ion 
p e r f o r m a n c e . T a b l e 2 o u t l i n e s t h e 
development planning process. 

Peop le o f ten ask, "Isn't deve lop -
men t on ly for p e o p l e w h o wan t to 
change jobs?" Employees planning to 
stay in thei r cu r r en t j o b s still mus t 
w o r k at k e e p i n g skills c u r r e n t , re-
maining product ive , and be ing suc-
cess fu l . N o n e of us is in a job that 
wi l l l o o k t h e s a m e in t w o y e a r s . 
Requ i rements are constant ly chang-
ing, and it is critical to be current—if 
no t a h e a d of t h e c h a n g e . W i t h o u t 
significant at tention to personal and 
profess iona l d e v e l o p m e n t , w e limit 
our ability to fulfill more demand ing 
expectat ions in the future. 

To prosper in the nineties, organi-
zat ions will n e e d to use b o t h of the 
processes described in this article. The 
c o m m o n e lement is learning. In this 
era of g lobal e c o n o m i e s , i nc reased 
competition, and advancing technolo-
gies, l ea rn ing m a y be t h e on ly real 
competitive advantage w e have. • 

William F i t zge ra ld is training and 
development manager for Hewlett-
Packard, Box 900, Avon dale, 
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