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Introduction

Development of employees is critical in terms of being able to

continue to maintain and improve our market leading position

within the transport/logistics industry. Without a steady pipeline

of key talent the organization will be unable to realize its full growth

potential.

Development is also a very pragmatic way of retaining employees.

One of the most effective ways of developing employees is using

what's known as the 70, 20, 10 development framework. People

typically learn through a combination of formal training, direct

feedback and on the job experiences as summarized in the next

chart.

This document has been designed to offer practical and useful

information to line managers to assist them in identifying ways to

develop their employees. People development is a key component of

active leadership and supports the organizations need to develop

robust pipelines of talented employees to meet business objectives.

This document can also be used by employees to assist them in their

thinking about professional development within Deutsche Post DHL

The guideline is designed to support and strengthen the

performance management and individual development processes

that are currently in place across the group.

70 - 20 - 10
development framework
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10% FORMAL TRAINING
1. Classroom courses
2. programs
3. Online courses

Deutsche Post DHL

20% DIRECT FEEDBACK
1. Direct feedback & coaching from the line manager
2. Feedback from peer managers
3. Mentoring
4. Buddying

70% ON-THE-JOB EXPERIENCE
1. Enlarging the current role
2. Gaining different perspectives through exposure to different
cultures/business environments
3. Leading or getting involved in projects and start ups
4. Involvement in major turnaround situations
5. Analysis of a difficult change scenario
6. Job shadowing

Development is owned by the individual
Leaders are responsible for providing development opportunities

Research has shown that when a “blended” approach to development

is applied, it tends to deliver superior personal development.

Development



Development Planning – Key Roles and Responsibilities

At Deutsche Post DHL, development is considered to be a shared responsibility. While employees are ultimately the drivers of

their own development and career path, both the line leader and also Human Resources are responsible to a certain extent

Personal Development: Who's responsible for what?

A leader is responsible for providing clarity, direction and feedback to the people on

their team. In addition, the leader can also enable on-the-job experiences and access to

training, coaching and mentoring opportunities that can be valuable catalysts for

personal and professional growth.

The Human Resources (Development) group has a responsibility to help people grow

and develop by providing appropriate resources: The tools, systems and opportunities

that help make development happen.

The Leader

Human resources
(Dev) group

The Individual

Is primarily responsible for their own growth and development – not just at work, but in

life. This includes taking ownership of their own development, asking for feedback and

direction from leaders and taking the fullest advantage of resources and opportunities

available to them.

A key to success of any development activity is to ensure that are discussed and agreed before the

learning activity takes place and that regular occur during the experience. This helps ensure that

the individual can focus on;

What is working/not working

What adjustments need to be made to bring more success

What is being learnt from the experience

How best to apply the learning in the workplace

clear learning objectives

feedback & review sessions

�

�

�

�

This development guide will now detail each of the 70:20:10 development components in turn.

�

�

�
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Learning by Doing

1. Why on-the-job training?

Research into the most effective learning activities people experience during their working careers suggests that generally

most people find that on-the-job training or 'learning by doing' is the most effective. In fact about 70% of learning

identified should be through the practical experience of learning by doing. Sometimes an individual's learning style can

change this ratio, but 70% is a typical proportion.

Experience is the best teacher, people learn best by being in real

business situations that provide the direct opportunities for them to

test and apply their business skills – and this is where any leader will

spend the vast majority of their time anyway. Whether this involves

being assigned to a new area of responsibility, having increased

responsibility or being involved in high profile projects, the fact that

they will need to deal with real problems and situations and learn

from both their successes and their failures will drive important

learning.

�

�

�

�

On-the-job training is an effective way of achieving individual development goals

It usually leads to greater value in a shorter period

Enhancing employee engagement

Provides a wider perspective of the organization and helps prepare future successors

In addition, the organization also benefits from this form of development activity:

70% On-the-Job Development



6

2. Getting the most from on-the-job stretch assignment

3. Providing On-the-job Solutions to Development Needs

The best on-the-job learning experiences are those which are

structured and planned. This should follow agreed

development actions arising from a performance review, or

panel discussion/ 360° feedback (if applicable). As far as

possible development objectives and actions should be

documented as part of an individual's development plan.

To allow the individual to learn from experience it is essential

to create an atmosphere where mistakes are allowed. If the

assignment fails, it does not necessarily mean that the

employee is a failure. With regular feedback and review

sessions any potential negative impact can be minimized.

On-the-job development is implemented for one of two purposes:

Broadening business knowledge

Improving a specific behavioral or technical competency

Here are five specific examples of ways leaders can bring

on-the-job development to life:

�

�

�

A Career Ladder for operational leaders is currently

used in DHL Exel Supply Chain as one of the tools

available through both the First Choice People

Processes toolkit and the associated First Level and

Middle Management Development Guides. The ladder

outlines different development options at various

levels of the organization

More information can be found through contacting the

DESC HR teams

Example – The career ladder tool

�

�

�

�

�

Enlarging the current role

Gaining different perspectives through exposure to
different cultures/business environments

Leading or getting involved in projects and start ups

Involvement in major turnaround situations

Analysis of a difficult change scenario

On-the-job development to life



Enlarging the Current Role

This is probably the easiest to organize. By changing the scope of the current role,

development can be achieved through increasing responsibility, working with different

stakeholders and providing first hand experience of the pressures and demands of the

next career level role.

Specific examples

�

�

�

�

�

�

�

�

�

Taking on somebody's role
whilst they are away

Taking on some of his/her
leader's work

Job rotation with a team
member

Evaluate and where
appropriate change current
work processes

Taking responsibility for
something that is seen as a
weakness in the team e.g.
budgeting or improving
relationships with a supplier

Increase customer-facing
aspect of role

Managing a group of people
for the first time to
grow/develop people skills
including performance
management, team building
and the development of others

Developing a training program
for area of expertise

Expanding knowledge up and
down the supply chain

Current Role

R
esp

o
n

sib
ilities

Taking on a role in a First Choice project can

serve different development purposes, such as

understanding cross functional processes,

getting involved in customer interfaces,

improving (project) management & people

management skills. A First Choice Project

usually lasts approximately three months and

is preceded by formal training – an ideal

example of an integrated development

approach.

Example - First Choice Initiative

6
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Gaining different perspectives through exposure to

different cultures / business environments

Experiences like this can provide exposure to different areas which in

turn can open up potential career progression opportunities.

Individuals may need experience of cross functional or international

collaboration. Individuals may have little understanding of how

customers' organizations or comparable business

units conduct business. A secondment can help to broaden outlook and

thinking.

Deutsche Post DHL

Specific examples

�

�

�

�

�

Moving from line to functional roles, line to
regional/central and vice versa

Working on a short term international assignment
to develop and build exposure to other national
cultures

Working in a virtual team environment

Attending external events to network and develop
contacts e.g. conferences, trade bodies, functional
networks etc.

Secondments / Job swaps with someone in a
different part of Deutsche Post DHL or within a
supplier or customer organization

For a number of years employees in DHL Exel

Supply Chain EMEA have been periodically

seconded to Marks and Spencer's both

locally and internationally on short and

medium term assignments working for that

customer. Information that is gained at the

conclusion of the assignment is used to

strengthen the partnership with this

important customer.

Example – secondments within a customer

7



Getting involved in projects and start ups

These opportunities can develop persuasion, resilience

under time pressure, and working effectively with new

people. Projects and start ups which involve a new task,

accountability for project plans including achieving

milestones etc, can be powerful learning experiences.

Example – on-the-job stretch assignment cards

The Express OSCAR Initiative

[http://quicklink.intra.dpwn.net/talent-management] and

the Career Guides for Professional Practices in IT Delivery

(GBS) [http://insideitservices.dhl.com and follow the link

to Human Resources]

Involvement in major turnaround situations

This can involve team building, overcoming change

resistance, developing others to acquire new skills and

dealing with emotionally charged situations.

Specific examples

�

�

�

�

�

�

Taking responsibilities for managing the most difficult
or dissatisfied customers and suppliers

Serving on a task force to solve a cross business issue
i.e. a difficult contract implementation

Taking over a failing project

Designing simpler processes, measurements and
metrics

Making proposals on a cost reduction exercise and
implementing them

Taking part in an integration project such as an
acquisition or a reorganization

Specific examples

Getting involved in, or lead a task force on a pressing
business problem (The short term nature of task forces
compared to job assignments makes it possible to
acquire new skills without relocation)

Installing a new process or system

Presenting a proposal or presentation to senior
management

Getting involved in multiple project teams

Leading a customer or supplier negotiation

Developing a business case for a new product

Getting involved in collaboration projects

�

�

�

�

�

�

�

Example new business in another region

Supporting emerging markets DHL Exel Supply Chain

business growth in Eastern Europe e.g. Tesco start up in

Slovakia.

8
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Specific examples

�

�

�

�

�

Writing a proposal for a new
project or system

Writing a report on a sales
project or an analysis of the
competition

Summarize new trends and
techniques and present to
others

Benchmark against external
and internal best practice

Evaluating business
opportunities and possible
service expansion

Analysis of a difficult change scenario

This should test an individual's ability to handle ambiguity and uncertainty. This is

powerful in developing a different perspective e.g. from an operational to a strategic

perspective.

Example – In GBS IT

An IT Services “Service owner” undertakes a “stretch” task by preparing for and

conducting a detailed service review meeting for key internal Deutsche Post DHL

stakeholders. (GBS)

Shadowing

Shadowing is a temporary work experience opportunity whereby employees (shadow) learn

about a particular job by accompanying another employee (host) during a day at work.

Shadowing creates opportunities for best-practice sharing and clarifying job responsibilities.

New contacts help to strengthen or build new networks. The host also has the opportunity

for self-reflection and an analysis of his management style if he asks for feedback from his

'visitor'. The host should be high motivated; he has to invest time into that process.

Shadowing can also be integrated into a career path exploration.

Shadowing is a very short term development tool (1-7 days). Afterwards the participants

can share their insights and lessons learned with their counterparts.

Example – Job Shadowing; IT Services in the America's

Leaders are paired together to learn first-hand how the other works with their team. The

intent is to foster a more cooperative work environment whereby communication between

teams becomes instinctive. Through greater awareness and idea sharing between groups,

inter-departmental silos can be removed which in turn improves productivity.

“The job shadowing program has allowed me to get a better understanding of how other

organizations function and how my group can leverage their knowledge to the benefit of

our customers.”
Scott Cuccaro, Director, Logistic Domain – CIS Americaaaa

9
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1
Why near job coaching & feedback?

Direct feedback is the natural next step of on-the-job learning experience. Feedback helps the

employee to reflect on key findings and in doing so deepen the learning. It helps the leader and

the employee to define in a more target oriented way the formal (10%) and the on-the-job

training (70%) development needs

Getting the most from on-the-job coaching and feedback

1.

2.

3.

4.

5.

6.

There are many kinds of ways to implement near the job coaching & feedback.
They usually involve one or more of the following;

Feedback from the line manager

Coaching from the line manager

Feedback from the colleagues peers

The appointment of a mentor

The appointment of a coach (generally for senior executives)

Support from a 'buddy'

The preferred method(s) will vary depending on the situation and the approach of the employee.

Coaching is not the same as mentoring. The main difference is that a coach will mainly stimulate

self-reflection and future growth on a personal and behavioral level (often using dedicated

techniques and tools); while a mentor aims at a transfer of past expertise and business advice and

is strongly embedded in the organization. This doesn't mean that one form is superior. They are

used for different occasions or with different intentions.

2

20% Learning from Direct Feedback



Feedback from the line manager

Direct feedback is comments an employee receives from their leader on a regular basis regarding the way they perform

and behave. Feedback from a line leader should be immediate and occur soon after a learning opportunity has been

identified. Providing regular and detailed feedback allows employees to be aware of their performance and provides

them with the opportunity to learn directly from their job experiences. As a leader, giving and asking for feedback

helps to keep close contact with direct reports and provides the opportunity to adapt a personal leadership style to the

needs of each employee.

Ideally a leader gives feedback on a very regular basis in order to motivate and to recognize employees. Constructive

feedback should always include concrete behavioral examples and suggestions for improvement. Individual feedback

should also be provided in private, rather than in group situations.

The annual performance review process is only the formal point of providing feedback and provides the opportunity to

document mutual agreements. There should be no surprises for the employee arising from a performance discussion.

3 Providing near the job coaching and feedback



Coaching by the line manager

Coaching as a leadership style refers to the interactions between an employee and their direct leader when they focus on

the personal mid/long term development. In this scenario, the leader steps away from the immediate work-related tasks

and focuses on enabling the career aspirations of their direct report and unlocking their performance and potential.

Even although the focus is on self-development, this leadership behavior can have a very positive impact on the

organizational climate and can improve the performance results. Coaching creates commitment and self-confidence

because of the underlying message of trust and flexibility. This style of development is most effective when people want

to be coached and want to improve their performance. Effective coaching results in a leader being able to delegate and

empower his/her people and make them more independent when faced with future challenges.

Effective leaders also use coaching as a method of constructively challenging their employees.

Feedback from peer managers

Peer coaching is done by a group of people in which each participant

acts as both the coach and the coachee. The idea is that a team can make

greater and faster progress in developing competencies and solutions

than an individual alone.

Peer coaching offers a great opportunity for personal growth and

leadership development through intensive exchange of experience with

other colleagues. The topics are set by the participants. Usually peer

coaching relates to business (e.g. difficult projects) but also to personal

& behavioral related issues (e.g. leadership style). Peer coaching helps to

establish collaborative norms because it's a supportive, confidential

development tool and it is not a competition. Participants profit from

being a coach, sharing successful practices and creating a trustful

network. The result of peer coaching heavily depends on the level of

willingness of each participant.

The process can be initiated with the help of a professional coach (not

essential but recommended) and 5-6 voluntary participants out of

different business units but from a similar management level. The coach

assists the group in establishing the initial structure and to 'coach the

coaches' and prepare the group to become independent.

20% Direct Feedback
- Solutions

12



Mentoring

Mentoring is a relationship between a skilled leader who can convey their business experience and knowledge

to a talented employee who wants to learn from that expertise. Ideally the mentor operates in a different

business unit or reporting line and is two management levels above the mentee. The mentor may also be

external to the organization.

The main emphasis is on the transfer of expertise and advice in order to increase the skills of the employee,

usually in a specific domain or role. Mentors could also open up their personal network to enable the

employee to gain further access to information or know how. When appropriate, mentors may offer a

solution to a specific problem to speed up the decision making process. Overall a mentorship should be a

two way process and can be a challenging sparring process for both participants.

Mentoring can be initiated after completing an annual performance review process or by the talented

employee requesting it themselves. Line managers and Human Resources usually help to find a suitable

mentor. The mentoring process is based on regular meetings and/or telephone conferences. Equally a

valuable learning experience can be to become a mentor. E.g. having a mentee in another part of the

business can help extend business acumen as well as an opportunity to develop coaching skills.

Experience of mentoring outside Deutsche Post DHL can also be beneficial. E.g. schemes exist in DESC

EMEA with schools, mentoring disadvantaged school children which also links to our role as corporate

citizens.

13

The year long Deutsche Post DHL program consists of different elements besides the regular meetings with the

mentor, a kick-off workshop, a professional discovery week in alliance with the mentors, a business opportunity

workshop plus coaching and finalizing a closing workshop after one year. The program helps to prepare high-

potentials for international careers and to develop enough potential within instead of

dependence on external recruits.

Deutsche Post DHL

Example – Deutsche Post DHL International Mentoring Program

20% Direct Feedback
- Solutions
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The appointment of a coach (generally for key management positions)

Coaching by a professional coach is a learning relationship between a (certified) coaching expert and a single

employee or a group with the purpose to develop certain competencies and/or to achieve desired changes in

the personal behavior and attitude.

Coaching is usually focused on providing a suitable environment (often through questioning) where an

employee can learn through reaching their own conclusions. Learning objectives are mainly on a behavioral

level, such as improving leadership competencies, conflict handling, and personal communication. Linked to

these individual learning objectives a coach will mainly stimulate self-reflection via questioning and

confronting the coachee with their way of coping with a specific situation. While coaches may know 'the'

answer, they prefer to stimulate the individual to discover their own way to master the tackled challenge. This

guarantees the maximum and most sustainable learning effect.

Coaching by a professional coach is usually a short learning partnership (max. one year) to prevent any on-

going dependency. The coaching process is based on regular meetings or telephone conferences.

Changing to a new role is an important phase in one's professional life. The coaching helps to position an

individual in the new role, to understand the key challenges as a leader and how the individual wants to

contribute to the overall business objectives. “First 100 Days coaching” usually begins 4-6 weeks before the

leader starts in the new role and continues through the first months in the new role. Potentially a follow-up and

a reflection on the major lessons learned can be added later.

Example – First 100 days coaching

Support from a buddy

This is where people usually at the same level in the organization are paired up with someone to develop

technical competence. Examples would be those in new roles to seed up their knowledge of their new

workplace or someone with a specific IT skills gap who is paired up for a short time with an experienced

operator.



1. Why Formal training?

In addition to on-the-job learning and direct feedback opportunities, formal training is the final piece to

learning approach and is important to an individual's growth and development.

Formal training takes place off-the-job in a structured environment. Formal training includes classroom training, eLearning,

blended learning programs, books, reading journals etc. Training can be specific to or related to generic

topics related to products or services.

Deutsche Post DHL

Deutsche Post DHL

3. Providing Formal training

There are many different formal training options at

. Some of these have been developed globally while

others have been developed divisionally or locally to meet a

specific business unit or regional need. Here is an example of

possible global training offers that individuals could benefit

from:

1. Classroom Courses
2. Deutsche Post DHL University
3. Online Courses

Deutsche

Post DHL

2. Getting the most from Formal training

�

�

�

�

There are many benefits of formal training:

The structured training environment provides a “neutral
or safe ground“ and distances employees from the daily
job issues
Standardized training materials are provided, which are
based on industry standards and best practices
Formal training is generally recognized and
acknowledged by industry peers
Formal training gives the opportunity to interact with a
subject-area expert
Gives the opportunity to build networks and interact
with participants from other Business Units or
companies

Challenges usually associated with formal training
include:

Programs (specifically classroom programs) can incur
significant costs
Employees are off the job and unavailable to carry out
their role
Implementing the learning back into the workplace
(learning transfer) might be difficult
For a real change of behavior formal training is in most
cases not sufficient.

Due to its inherent benefits, formal training will always
play an important role in an individual's development.

Leaders and employees should consider the challenges and
benefits alike when identifying development measures.

�

�

�

�

�

10 % Formal Training
(Off-the-job)

15



This is a Deutsche Post DHL group wide program developed to train employees

on how to run First Choice Process Improvement initiatives. Participants learn in

detail about the process improvement cycle of Define, Measure, Analyze, Improve

and Control (DMAIC) which they can apply in the workplace.

First Choice Initiative Champion Training

Fit4Procurement is the integrated human resources development concept for

Corporate Procurement employees around the world. The program consists of

four elements: analyzing training needs, evaluating potential, training catalogs

and agreeing upon targets. More information can be obtained here -

and follow the link

to Corporate Procurement

http://wcms.intra.dpwn.net/coin/maincommunity/GBSPortal

Fit 4 Procurement

The House of Finance is training curriculum aimed at finance leaders and experts

of the Group. It contains different courses covering soft skills and financial topics

etc. More details can be obtained here - www.house-of-finance.net

House of Finance

EXAMPLES OF CLASSROOM COURSES

The website presents a portfolio of executive training courses (executive

management and leadership skills, soft skills, functional and business

knowledge) as well as information on near-the-job development measures. More

information can be obtained here - and follow the link to

Corporate Center / CD 01 Corporate Executives / Dep 012 Corporate Executive

Development

www.intra.dpwn.net

Executive Development Website

DEUTSCHE POST DHL UNIVERSITY

16



For divisional programs, please review the corresponding intranet pages or ask the divisional Human
Resources (Development) partner.

More ...

(Deutsche Post DHL’s global eLearning platform) There are a wide range of online

learning courses specifically designed to help developing knowledge and skills.

Mylearningworld.net offers something for everyone - new employees who would

like to get a head start in their new career or existing employees who wish to

enhance their performance in their current role or perhaps wish to expand their

career opportunities by learning about another division.

Mylearningworld.net

This resource offers Deutsche Post DHL employees thousands of book summaries

available in both PDF and MP3 audio file format. The book summaries cover

many different topics from leadership and Management to Strategy and Sales.

More information can be obtained here -

http://www.getabstract.com/servlets/Turnkey?u=deutschepost&l=1

GetAbstract

eAdvisor is an online database of coaching tips and development advice. The tool

is centered on the eight management competencies and can be used to build

development plans, answers to difficult workplace situations and prepare for

coaching or performance discussions. More information can be obtained here -

http://eadvisor.personneldecisions.com/eAdvisor/client/deutschepost

eAdvisor

ONLINE COURSES

17



Summary

Traditionally, organizations have looked to formal training solutions to address

their organizations' development requirements and even today most employees

still tend to opt for formal training solutions when thinking about their personal

development. Research shows however, that the most effective learning takes

place when there is a combination of learning methods and when the bulk of

that learning occurs on the job.

To find out more about divisional or local initiatives,

please contact your Human Resources

(Development) business unit partner.
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