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A. Introduction 

a. Need for the Portfolio 

While my company places a strong emphasis on performance management at all levels of the 

organization, there is an opportunity to enhance the existing system by implementing a model that 

allows associates to take greater ownership of their performance and learning. The current performance 

management program consists of mid-year and annual performance appraisals, ongoing discussions 

between managers and associates, and systematic tracking of performance progress. While these are 

important components of successful performance management, they seem to lack in two key areas: 1) 

they do not evaluate or document performance in terms of what an associate has learned and 2) they 

do not capture authentic samples of an associate’s best work. A portfolio can fill this gap because it 

provides a means for associates to exhibit their effort, progress, and achievements (Wiedmer, 1998). 

I am proposing a portfolio that will assess employee performance over the course of each year. It will 

evaluate performance within two contexts that are not currently captured in the performance appraisal 

process: 1) learning and growth in the workplace and 2) authentic work samples that demonstrate 

competencies specific to each associate’s position. This will build into the performance management 

process a system of self-assessment and reflection on each associate’s progression and growth.  

b. Standards Addressed by the Portfolio 

Because of the large scale of the organization, successful implementation of a portfolio program will 

require a segmented approach. As such, my vision is to initially implement the portfolio within the 

Learning and Organizational Development (LOD) department only. Therefore, the initial portfolio 

program will address the following standards specific to LOD associates: 

 Analysis – Given a project assignment: 
o Analyze the performance environment 
o Analyze the given situation to determine if instruction is an appropriate solution 
o Describe the goals needed to correct performance deficiencies 
o Identify training requirements 

 Design – Given a project assignment: 
o Document a formal plan for correcting performance deficiencies through training 
o Convert the goal into performance objectives that specify the audience, behavior, 

conditions, and degree required for success. 

 Development – Given a project assignment: 
o Using the approved design as a guide, develop the instructional solution consistent with 

LOD standards, organizational requirements specific to the project, on time, and within 
budget. 

 Implementation – Given a project assignment: 
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o Use the organizational plan and resources allocated by the business to deliver the 
instructional solution to the learners. 

 Evaluation – Given a project assignment: 
o Use the organizational plan and resources allocated by the business to: 

 Evaluate the quality of instruction as reported by the learners. 
 Evaluate the effectiveness of instruction in terms of its impact on business 

performance. 

 Learning: 
o Demonstrate responsible learning by: 

 Acquiring relevant knowledge and skills. 
 Applying the acquired knowledge and skills to your work. 

 
After the portfolio program is piloted, it will be reviewed by the organization and perhaps implemented 

into additional roles. In that case, the standards addressed by the portfolio will be modified for each 

individual role, reflecting the job competencies important for evaluating growth and performance. This 

can be accomplished by developing a template for establishing portfolio requirements for each 

department, allowing each department head or supervisor to modify the standards to align with the 

core competencies for the positions being evaluated. 

c. Citation for the Standards 

The standards are typical competencies for instructional designers. They are currently used by the 

organization and are based on the ADDIE model for instructional systems design, as explained on the 

following website: http://www.nwlink.com/~donclark/hrd/sat1.html 

 

B. Portfolio Description 

a. Type of Portfolio 

The portfolio will be a professional portfolio, which is an extension of the working portfolio that brings 

selected artifacts into a single, organized medium that makes logical sense to the viewer (MacDonald, 

Liu, Lowell, Tsai, & Lohr, 2004). This type of portfolio allows the associate to make decisions about 

professional development, even refining contents toward specific career goals or opportunities for 

additional training and development (MacDonald, Lie, et al, 2004). The professional portfolio will be 

used internally in the organization and will be a growing collection of artifacts that represent what the 

associate has accomplished throughout his/her career with the company. The mid-year and annual 

performance review process will provide the important opportunity for the associate to review his/her 

professional portfolio to see his/her progress, to prepare for new challenges, and to set goals (Kimball, 

2003).  

b. Objectives for the Portfolio 

The primary objective of the portfolio is to enhance the performance management program in the 

organization by providing a means for associates to more actively participate in the process through the 
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selection and inclusion of artifacts that best demonstrate competence. Additional objectives include 

serving as a complementary source of information and artifacts that managers can use to evaluate the 

associates’ growth and development over time, as well as providing associates a means of establishing 

context for that growth and development through personal reflections. A secondary objective for the 

portfolio is to create an ever-growing collection of evidence of the department’s collective expertise, 

serving as a testament to the strength of the Learning and Organizational Development department. 

Another objective of the portfolio is to provide department and company leaders with an effective tool 

for authentic assessment and associate development. 

c. Portfolio Components 

The portfolio components will link to each of the established standards for the associate’s position 

within the company. In the initial proposal, this includes associates in the LOD department; therefore 

the components will directly align with the core competencies outlined in the “standards” section of this 

document. A separate folder will be provided for each standard, as follows: 

Analysis – Artifacts in this component will demonstrate the associate’s competence at performing 

functions related to the analysis phase, such as learner analysis, determining if instruction is the 

appropriate solution, defining instructional goals, and identifying training needs. 

Design – Artifacts in this component will demonstrate the associate’s competence at designing 

instruction, including documenting training plans in the form of design reports, writing performance 

objectives, and otherwise defining the intended roadmap for instructional development. 

Development – Artifacts in this component will demonstrate the associate’s competence at developing 

instruction. In other words, the artifacts here portray the associate’s conversion of design reports into 

tangible instructional products for use in training. 

Implementation – Artifacts in this component will demonstrate the associate’s competence at 

implementing instruction. For e-learning, this might include tasks such as requesting to have the course 

added to the Learning Management System. For classroom training, this may include providing course 

materials to the trainers in a train-the-trainer session. In this component, the associate shows how 

he/she uses the prescribed resources to implement the instruction. 

Evaluation – Artifacts in this component will demonstrate the associate’s competence at evaluating 

instruction. This could include assessment instruments used for Level 1 evaluations of learner response, 

or instruments and approaches used for assessing the impact some particular instruction has had on the 

organization in terms of performance. 

Learning – Artifacts in this component will demonstrate the associate’s own personal and professional 

growth and development. If the associate has acquired new knowledge or skills, this is the place to 

report and reflect upon them. This component allows the associate to demonstrate what she/he has 

learned and what kind of impact it has on the associate and the organization. 



The associates will be responsible for organizing artifacts into the above folders and reflecting on them 

in terms of self-assessment and how they portray his/her competence within each area. 

C. Support Activities 

a. Description of the Individual 

With the initial rollout of the portfolio in the training organization, the individuals will be instructional 

designers and business training specialists. All of these individuals are skilled in the instructional design 

and development process and are accustomed to the ADDIE model, which serves as a natural basis for 

the portfolio. If the portfolio program is adopted by the organization and used in other departments, the 

individuals will be members of those departments and will have different skills. All associates have 

experience with the intranet portal interface that will be used for the portfolios and thus have the 

necessary skills for developing a portfolio within the organization using the existing platform. 

b. Activities Supporting the Development of the Portfolio 

To reap the full benefit of a portfolio, it must allow the developer to reflect. As such, one of the key 

factors necessary for success of the program is to provide tools for scaffolding reflection, including a 

personal blog (Brandes & Boskic, 2008). Fortunately, the intranet portal interface has a community 

module that supports associate blogs. The blog feature would be configured for use only by each 

associate and his/her manager, serving as a tool for collecting thoughts and reflecting on one’s growth 

and performance. The community module is not currently being utilized; thus an important activity for 

supporting portfolio development will be to communicate how and when to use the intranet tools for 

posting blogs, and to include tips on how to reflect and self-assess. These tips will help associates avoid 

viewing the portfolio as a scrapbook or random collection of items, but instead a demonstration of 

professional growth over time (MacDonald, Lie, et al, 2004). 

The individuals will likely benefit from seeing example portfolios and tips for success (Tuttle, 2007). To 

assist with this, example portfolios could be assembled in the same environment that will be used for 

the live portfolios, giving the associates an idea of what is expected of them. It will also be necessary to 

provide details of the portfolio process, how it fits into the performance management picture, and why 

the portfolio is being used when a performance appraisal process is already in place. These details will 

need to be communicated to existing associates and embedded into the new hire program for new 

associates moving forward, should the portfolio program be adopted. 

To avoid a sudden rush to assemble portfolios at the end of the year, it will also be important to 

communicate to the associates how they can prepare for portfolio development throughout the year. 

This could be done by providing guidelines for how to name files, where to save them, and how to 

organize them for easy inclusion in the portfolio interface (Tuttle, 2007). 

It will also be important to ensure the portal server and software is available and that the community 

module is fully functional and standardized (Wiedmer, 1998) so that the associates can access and use 

the portfolio interface. This would include having discussions with the portal server team to ensure the 



platform is ready for use and enough storage space is available for storing the portfolio contents for all 

the associates. 

The associates already have skills in using computers to do their job, as well as position-specific 

knowledge and skills. They are already familiar with using the portal interface for other business 

purposes, and many are likely to have used other social networking media that work similar to the blog 

functionality available in the community module. These skills will greatly assist the associates with 

developing their portfolios. 

D. Portfolio Format 

a. Format 

The portfolio will be electronic. It will be housed in the corporate intranet currently used by the 

organization. All work in the organization is done on computer, even if the intended purpose is print-

based. If an associate wishes to include an artifact that is an exception to this, the artifact should be 

scanned and stored digitally along with the other portfolio components. 

b. Individual Involvement in the Selection of the Contents 

Success of the portfolio program is highly dependent on the level of involvement the associates have in 

the selection of contents (Arter, 1995). In fact, the associates are not likely to see the value of the 

portfolio program as part of performance management if they have no control over the types of 

artifacts included. Each associate will be responsible for selecting the artifacts that best demonstrate 

her/his competence in each area of the standards addressed by the portfolio. 

Perhaps the best way to elicit associate participation in the process is to adopt a policy of active 

participation throughout the year (Wiedmer, 1998). This can be accomplished in the regular one-on-one 

discussions that each associate has with her/his manager on a weekly basis; the conversation can 

include thoughts about particular items that might be helpful for inclusion in the portfolio. Throughout 

the year, the associates can also maintain a log of items they may want to include in their portfolios as 

part of their annual reviews (MacDonald, Lie, et al, 2004).  

Empowering the associates to select contents for their portfolios will provide a sense of ownership of 

their portfolios, performance, and development. It will help the associates see themselves as in charge 

of conveying their professional knowledge and skills in the portfolio (Wiedmer, 1998). This provides the 

associates an opportunity to play a more active role in the performance management process, selecting 

the artifacts they feel best reflect their growth and performance. It is likely that without this sense of 

ownership, the associates will have little interest in the portfolio process and will not allow the portfolio 

program to achieve its potential as a key improvement in the performance management process.  

E. Portfolio Assessment 
The program can only be successful and have real meaning if there is a predetermined set of criteria that 

allows managers to evaluate against standards (Wiedmer, 1998); otherwise, the portfolio is just another 



collection of work that becomes a burden to the associate and manager. The portfolio that appears to 

be the most creative visually doesn’t necessarily reflect the best performance (Wiedmer, 1998), so it is 

important to assess the portfolio against established standards. 

Evidence of mastery of specific job competencies is the primary consideration in assessing the portfolio 

(Wiedmer, 1998). The portfolio will be evaluated by the department manager, in conjunction with the 

existing performance review process, using a rubric made up of five areas: 

 Preparation of the portfolio – Was the portfolio prepared on time for the performance 

evaluation? Does it demonstrate commitment to the company’s core values and the 

performance management process? Does it reflect quality work by the associate? 

 Types of artifacts included – Do the artifacts included in the portfolio adequately represent 

each of the components? Do the artifacts represent the associate’s best work? Is sufficient 

content included to demonstrate competency in each area? Are the artifacts relevant? 

 Demonstration of growth and performance over time – Does the portfolio demonstrate growth 

in the associate? Does it demonstrate solid performance over the course of the year? 

 Alignment with the core job competencies – Does the portfolio directly relate to the core 

competencies of the job? If an outsider were to view the portfolio, would he/she be able to 

identify the position of the associate represented by the portfolio? Do the contents of the 

portfolio align with the remainder of the associate’s performance evaluation, reflecting mastery 

of or acceptable progress in each of the core job competencies? 

 Personal reflection – Does the portfolio include thoughtful reflection and self-assessment? Does 

the associate fairly and adequately represent himself/herself in the portfolio? 

These areas of measurement are based in part on Wiedmer’s recommended portfolio measures (1998). 

The assessment directly links to the portfolio objectives, as they measure how well the associate 

understands the job comptencies, selects artifacts that demonstrate competence in the standards, 

organizes artifacts in an appropriate fashion, describes personal growth and development, and reflects 

upon individual and group experiences. 

Management awareness and preparation will be important success factors for the portfolio program. 

Managers must be made aware of this addition to the performance evaluation process. They must be 

allowed time to allocate for reviewing portfolios in addition to their existing performance reviews in an 

already fast-paced environment (Wiedmer, 1998). Fortunately, the portfolio assessment process should 

trim some time from the existing performance review process since there will likely be overlap and 

synergies between the two – thus the overall impact on time should not be extensive. 



F. Conclusion 

a. Portfolio Benefits 

Implemention of a portfolio program would have numerous benefits for individual associates. It would 

allow associates to be partners in ther development and it can help motivate and involve them in their 

own growth and learning (Arter, 1995). It can also build self-confidence in the associates and provide 

authentic work examples that complement the formal performance evaluation (Arter, 1995). A portfolio 

program can help associates better understand and take pride in their professional accomplishments 

(Brown, 2002). It can improve critical thinking, organizational, and communication skills, and can help 

associates recognize things they’ve learned on the job, why and how they’ve learned them, and how 

they can apply what they’ve learned (Brown, 2002). The portfolio program can also improve associate 

performance by serving as a self-evaluation and a career development indicator by providing a clearer 

perspective on past and current performance, personal development needs, and career goals (Brown, 

2002). 

The portfolio program can benefit supervisors as well because the improved motivation and satisfaction 

of associates mean greater performance and fewer problems in the workplace. This can lead to 

retention of the most talented workers and improved teamwork and performance through the increases 

in critical thinking, communication, and organization skills. The program can also help evaluate the 

effectiveness of both formal and informal training in the workplace and how well knowledge and skills 

are being transferred, which is especially relevant for the original target group for this pilot program (the 

training department); it is also relevant for other departments who may wish to determine how well 

workplace learning occurs (Brown, 2002) and what can be done to improve it, if needed. Finally, the 

program can allow the associates to play a more active role in the performance management process 

and provide more thoughtful self-evaluations through the greater amount of reflection required in a 

portfolio versus the existing performance review process. This can provide valuable insight into the 

associates’ perspectives and needs, establishing clearer context for the overall performance 

management process. 

The portfolio program would benefit me in at least a couple of ways. First, as an associate within the 

organization, it would allow me to reap the same benefits identified above for the associates. Second, it 

would allow me to be a part of implementing a tool that expands the performance management process 

to make it more of an authentic assessment of how well associates are performing and how they have 

developed and grown over time. It would provide me the rewarding experience of enlightening the 

organization on ways that we can give associates a more active role in performance management and a 

better perspective on where they’ve been and where they might want to go professionally. 

b. ITMA Reflection 

My experience in the portfolio process as part of the ITMA program had a direct impact on this proposal. 

Prior to this program, I had never truly considered the value of a portfolio in helping people evaluate 

where they’ve been, how they got there, and where they’re going. After working through the portfolio 

process as part of ITMA, it became quite apparent that a portfolio could be an extremely valuable part 



of any assessment process, including those in the workplace. I had previously thought of a portfolio as 

something intended for future use, such as a collection of work samples combined specifically for the 

purpose of landing the next job. I had not thought of the value of the portfolio in assessing personal and 

professional growth and development, even within the current job or classroom. The portfolio process 

in the ITMA program and the research performed in this course helped me see the value of the portfolio 

and how it could be useful in my own workplace. 

I would implement my portfolio proposal by presenting it to the leaders of the Learning and 

Organizational Development (LOD) department. Since the department includes experts in organizational 

behavior and development, the proposal could be further refined and adapted into the overall strategy 

for workforce development in the organization. My initial proposal, as indicated in this document, would 

be a pilot with the LOD department. Based on the success of the program in this department, I would 

create templates for the objectives and components so that each department in the organization could 

customize them to meet their needs. This would enable a consistent portfolio process throughout the 

organization, with the flexibility for customization such that the competencies and objectives make 

sense for each functional area of the company. 

As an instructional technologist, I am certainly interested in how technology can be used to support the 

portfolio process. I have incorporated technology into my proposal by including the web-based intranet 

portal that will serve as the platform for the electronic portfolios and the community module that will 

allow associates to post professional blogs for reflection and communication. I have also incorporated 

other tools such as the five-category rubric, the overall assessment process, and the customizable 

templates for adopting the portfolio model within other departments in the organization. 
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