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High performance working 
High performance working has revolutionised over the years. Frederick W Taylor (no date) started the process in the 1890’s with the development of scientific management principles. Gartner (no date) defines HPW as a physical or virtual environment designed to make workers as effective as possible in supporting business goals and providing value. Research in this area is continuously ongoing, the set of principles which have been most influential are those that underpin high performance work systems (HPWS). HPWS are best understood as collating a bundle of distinct human resource policies and practices which are introduced in an organisation at the same time, and which are mutually reinforcing. There are several studies which comprise of different components, although they are based off what promotes employee’s commitment and involvement. The following elements are often included in analysis of HPWS (Boselie et al:2005; Marchington and Wilkinson 2012):
· Rigorous recruitment and selection practices, where an organisation will encourage applications from a broad range of candidates. They will they make an informed decision, who is more suitable for the job and likely to perform well. 
· High levels of investment in training and development, this will allow employees to remain up to date with best practice, allow for development and improve on the employees’ capabilities.
· Relatively high levels of pay, that reflect to the work duties and make the amount received contingent on performance. This approach will attract strong performers that are likely to remain in the organisation and will allow employees to maximise their performance.
· Internal promotion systems based on merit which encourage investment in HRD, this will aim to encourage employees to remain working for the organisation for a longer period of time.
· Team based approaches to work which enables groups of employees to establish for themselves how they achieve their goals and will empower them to work at the best of their abilities, while aiming to improve. This can also include team-based bonuses.
· Grievance procedures that can be used without fear, this will allow employees who feel they have been treated unfairly to make that complaint to their line manager without seeking alternative employment and will allow the employee to feel comfortable, resulting in a reduction of injustice. 
· A high degree of participation in decision-making enabling employees to help determine the business policy and procedures. This allows for increased commitment and enables a better quality of decision-making, resulting in a positive employee engagement. 
· Information sharing, where the managers are honest and transparent regarding the organisation and its future plans. 
· An effective performance appraisal, this will ensure that all employees have goals to work towards which will align with the organisation’s objectives. 
· Flexible working which will include upskilling employees so they can apply for another position should it arise.
· A high degree of job security, this will offer employees comfort and should result in attracting and retaining staff, while highlighting commitment and engagement.
·  Good work life balance, employees will then enjoy a high level of personal wellbeing, which will result in them not becoming stressed or run the risk of burning out.
· A high level of harmonisation, relating to terms and conditions of employment. Status differentials are minimised, and all employees are treated fairly and the same. An example of this are holidays, parking and pension.
According to Taylor and Woodham (2016) A large quantity of research has been carried out relating to high performance working and organisation performance, research has been carried out Globally, this has gained knowledge of how high-performance practices have led to superior business performance. The first study of this kind was completed among larger private sectors based in the USA during the 1990’s, Jeffrey Pfeffer (1994.1998) examined what ways the HR practices used successfully in growing organisation to those of their less successful competitors. In conclusion he noticed that a mix of policies along with best practice procedures were used in a large number of these companies, leading him to argue that they had something significant to offer all organisations and their operations. 
Mark Huselid (1995) was researching the same issues, he used a questionnaire-based methodology, he sent out questionnaires to 968 companies relating to HR policy and found that comparing the results to performance that there was a lower staff turnover in those organisations that had more sophisticated HR policies, along with higher market value and higher profit. The research showed that HRM really added value to an organisation and due to extensive research in this area HRM is now widely accepted along with best practice and policies and ensuring that an organisation is treating staff fairly. HRM is beneficial to organisations globally and in all types of industries, the introduction of HR professionals will increase performance, sustain competitive advantage long term, increase the wellbeing and satisfaction of employees.
According to the CIPD (2021) job design is based of high-performance work practices (HPWP) or linked to high performance work systems (HPWS). These broadly align with self-determination and with the AMO model:
· Ability, employee’s knowledge, skills and abilities are increased.
· Motivation, employees are motivated to put these to use.
· Opportunity, employees are empowered to put them to use.
The views of employees suggest that being under skilled for a job is a definite issue, which leads on to the HPWS model suggestions that it is vital to incorporate an effective recruitment and selection practice, along with on-going training and development to enable high performance at work. 

Sourced from Taylor and Woodham (2016) research was carried out by John Purcell and his team at Bath university known as the black box studies, this reflects on the key performance of HR links. The first results were published in 2003 Purcell et al (2003) there were three major findings which are as follows:
1. When an organisation has progression or high performance and HR policies and procedures, there is a positive response from employees in relation to job satisfaction, motivation, and organisational commitment, which encourages employees to work harder and to strive in their performance.
2. An ongoing theme in organisations is characteristics which relate to their vales and mission statement. The values will become embedded in the HR policies and procedures of the organisation, this supports the organisation along with employees to work with enthusiasm, pride, effort, and a strong sense of purpose between managers and staff.
3. Including the right HR policy and procedures in place is not enough, they should be brought to life by line managers, as staff interact with these on a day-to-day basis. Effective line management is a vital element of the “black box”. If employees are not provided with motivation and respect from their direct line manager, this can have an impact on the employees’ tasks along with the lack of implementation of policy and procedures.


HPW is linked to employee well-being, high involvement processes allow employees to have control over their job duties and are able to participate in decision making, according to Lawlers (1986) “PIRK” framework:
· Power 
· Information 
· Reward 
· Knowledge 
This model can be based on both individual and team-based processes to embed empowerment, workers should be treated fairly, rewarded, given a voice and have the opportunity for development. Existing studies based upon this framework find that employee attitudes are more positive, resulting in an enhanced employee wellbeing, when they experience a higher level of involvement. However, Galle et al (1998) found that the highest level of work strain was associated with “people work” for which professionals such as managers have greater responsibility, it is therefore important not to increase the work intensity for employees but to remain being inclusive. Employee well-being can usually be measured against happiness, health and relationship-oriented elements, Grant at al (2007) if an employee feels overworked this could impact on their health, resulting in fatigue and stress, it is therefore vital for HR professionals to promote a good work-life balance. 
Gallup’s organisation engaged in a study of HPW, Harter et al (2002), findings where an employee’s level of engagement will influence the emotional and cognitive engagement, profitability, productivity, customer satisfaction and lower staff turnover. Taking this into consideration, it will promote a healthy and positive well being for employees. According to the CIPD (2022) wellbeing is good for people and the organisation, promoting wellbeing can help prevent stress and create a positive working environment where both employees and the organisation can thrive resulting in favourable employee engagement and the performance of the business. 
Sourced from the article, High Performance and wellbeing at work written by Armitage, A and Keeble-Ramsay, D (2015) Wellbeing is a continuous part of the UK business agenda (IOD 2006), wellbeing at work has been recognised as part of the workers productivity and the reduction of absence from work. Essential factors which lead to organisational and employee wellbeing are claimed to include a supportive value base within the working environment, incorporating a management style that encourages employees to be open, work together and communicate, Smith and Rayment (2007) equally the pace of work without fear of punishment from employees and fair payment leads to a positive employee wellbeing Kraybill (2007) however it is important that employees have challenging work along with the opportunity to use their skills and knowledge in a safe and healthy environment, whilst maintain a good work-life environment, Tehrahni et al (2007). The employer has a duty to ensure they behave reasonably, to enable an enthusiastic culture while considering the need for social justice and Human rights, CIPD (2006). The link between HPW and wellbeing is apparent according to the CIPD (2006) it is vital to recognise that employees are more of an asset than a cost, which result in a move to smarter working. 


Performance management 
Good performance management is vital in an organisation According to the CIPD (2020), people are a great asset to an organisation in creating value, therefore employees must be managed and motivated, have the required skills, resources, and support. Performance management aims to support, monitor, maintain and improve employee performance in accordance with the organisational objectives. It should also align with organisational strategy and be suitable for the type of jobs in question. Although there is no set definition of performance management it describes activities that should include the following:
· Establish objectives, where each individual or team can see their part in the organisations mission and strategy. 
· Improve performance, among employees, teams and ultimately, organisations.
· Hold people to account for their performance by linking it to reward, career progression and termination of contracts. 
Performance management is a set of processes that highlight regular discussions, containing feedback of progress towards objectives. People managers are central to performance management, they will ideally set objectives that underpin the organisations objects as well as for the individual and will give feedback to allow motivation from the employee. Managers must be suitably skilled and should have support from HR processes that are fit for purpose. Performance management is a continuous cycle, which integrates HR activities, and a structural framework is required for the opposed elements to work effectively together. Performance management can be different or similar depending on the organisation, each organisation should evolve their practice to the relevant industry and culture. Organisational goals should be the starting point for departmental goals, followed by performance and development activities. 
Sourced from Taylor and Woodham (2016) In most organisations’ performance management is seen as a process that carries on continually as individual line managers seek to motivate their staff on a daily basis. HR professionals have a limited role in this, although in most companies there is a performance management system that will operate alongside to the daily activities.  This is where the HR function generally plays a more central role.
Bloom et al (2012) reported results from a long international study involving teams of researchers globally, the study took 10 years where interviews were conducted with managers across various organisations across the public and private sectors. The evidence represents that performance management was stronger in the organisations that had formal management processes in place, which met the following three basic criteria:
1. Targets, individual employees are set tough but achievable objectives, which enabled them to achieve by a set date.
2. Incentives, employees were given praise, recognition, payments, or career progression as an incentive, this made it worth it for the employee to achieve there set goal.
3. Monitoring, the organisation collected and monitored the performance data, this allowed the organisation to identify where improvements were required. 
These processes have been used for many years in the military and civil services in many other countries, there is evidence suggesting these processes were used in the Wei dynasty in third century China. The UK uses a business approach dating from the 1980s, there has been growth over the years for this area since the collapse of industry level collective bargain as stated by Bach (2005). Investments in people awards has developed an organisations competency framework, performance appraisal procedures are set to have a positive impact on an individual and collective performance. 
Setting performance objectives for individuals, departments and the organisation is an important factor of managing performance. There can be many goals set for the employee to achieve such as targets to meet by a specific date. Mangers should also ensure that the employee receives relevant training and include assessments of behaviour and how the organisation can support the employee, performance management is one way of doing this. It is often said that objectives should be SMART:
· Specific 
· Measurable 
· Achievable, although a challenge 
· Relevant 
· Time bound 
It is important that objectives should be clear and related to the employees’ job, team and organisation and employees need to be committed to achieve these, objectives can be achieved by an individual or a team dependent on the type of job role. According to ACAS (2021) good performance management is beneficial for the organisation and employees to perform at their best by:
· Motivating staff
· Check that all staff are making valuable contribution towards organisational goals
· Develop staff
· Recognise and acknowledge the good work of employees 
· Deliver tasks and projects quickly while maintaining a required standard
· Spot and improve poor performance.
While taking the above into consideration, talent can be recognised through employee rewards, performance related pay is a way of managing pay by linking salary to individual performance, which is usually measured against pre-agreed objectives and can be known as merit pay. However sometimes PRP may involve payments of consolidated cash lumps. According to Kuvaas (2006) the link between pay and performance is mediated and moderated by the employees’ personal levels of intrinsic motivation. It is suggested that money may not be a long-term motivator and could have a detrimental effect on performance. A classic use of expectancy is to define and execute a performance-based reward, this is to improve short term performance, for example a shoe salesperson may have a target to sell more trainers over the Christmas period, for this to work employers will need to increase the amount of effort that employees will use. Employees must believe that this will work, they will need training, goal planning and feedback from the manager and that the work to achieve these goals will be recognised and rewarded through extra pay, prizes or promotion and they will need to believe that the reward is worth achieving. Employees can achieve intrinsic or extrinsic rewards, intrinsic rewards are the satisfaction one may achieve from their job itself whereas extrinsic rewards are based on money, promotions, and fringe benefits.

According to Performance management by Rees, G and Tymon, A (2016) in the 21st century there is little doubt that most organisations share some common objectives to enable them to survive and compete with their competitors. The role of people is a vital element to allow organisations to meet their objectives, positive management ensures, people are managed effectively. There is extensive research that suggests well-managed employees increase revenue and decrease cost. Wain (2009) cites research carried out by the CIPD which highlights that poor performance accounted for the rise of interest in positive management. 92% of the individuals that took part in the survey scrutinised poor performance management. Managers should recognise the use of resources, inclusive of people to achieve business objectives, they are expected to perform general managerial tasks as well as performance management.
Engaged managers approach performance management by communicating frequently through one to one’s or team meetings and overseeing performance. Many managers will take on a coaching role and be clear of expectations from the employee while being empathetic and recognising the employees’ good performance or stepping in should something go wrong. A good atmosphere should be created at the workplace by building team spirit and on occasions possibly organising social events to allow the team to bond. Dilys Evans (no date).
HR professionals and line Mangers can work together to allow individuals and the organisation to achieve their goals. It is important for HR professionals to have a good working relationship with line managers to effectively implement HR practices, which includes recognising good people management and providing training. To enhance line managers ability, HR can implement the following:
· Provide support materials, for example manuals or tool kits, the relevant sources.
· Provide training that is relevant to HR practices.
· HR should be supportive and have an open-door approachable policy.
· Seek CEO support to enable the use of role models for practice implementation and for communication to the workforce which will highlight HR policies and give the managers an opportunity to implement them. 
· Utilise windows of opportunity that allow business imperative to increase the importance of HR practice. CIPD (2017).
Line managers should discuss long term goals with teams’ members are long- and short-term goals, KPI’s should not be a core project or responsibility for line managers, KPIs are the responsibility of HR. It is important to have discussions regarding goals, however these should be implemented through managers to employees and not just a tick box exercise. It is generally best to break down goals into small steps, that way the managers along with employees may find the objectives easier to achieve. It is important to recognise success by celebrating small wins, which will keep morale high. 
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