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[bookmark: _Toc92467298]Abstract
Throughout the years organisations, researchers, and scholars have been looking to find and implement the most suitable management models to foster high performing organisational culture, and motivation at the workplace has been identified as one of the key elements- those factors and incentives that encourage or discourage individuals to engage and perform to achieve the company goals and objectives, and the importance of assessing and reviewing performance at the workplace. 
Hospitality sector has reportedly one of the highest staff turnover rates among the UK industries estimated at about 30% for 2020, with lack of recognition sited to be one of the main reasons along with limited career development options (Blythe, 2021).  Mullins and McLean (2019) believe that HRM can be beneficial for achieving the main goals and objectives of an organisation by supporting the organisational procedures, job performance, and the whole management process. According to them HRM is the important link between people and their needs with what the company expects and requires, it helps align them and thus helps create healthy and harmonious organisational climate
The expected outcome of this report is to identify the HRM practices at Leonardo hotels and the efficiency of the development vehicles used by the company, and to make recommendations for further improvement by creating a professional development plan reflecting the company culture, vision and the needs and potential of the employees by using SMART objectives. 
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[bookmark: _Toc92467300]Introduction
Learning and Development have been subject of extensive research over the years, and their positive effect on individual performance and personal growth has been widely acknowledged as beneficial for increasing the personal potential, and as a valuable asset and competitive advantage, that also enables the individual to be better prepared when facing extreme situations and unexpected changes (Mullins and McLean, 2019; Sadler-Smith, 2006). More and more employers and organisations realise that the benefits of learning and development on personal level also improve the performance of the organisation.
The main aim of writing this report is to propose a plan related to the professional development of employees at the hotel chain Leonardo Hotels by identifying their personal development needs and considering their individual expectations. Leonardo Hotels is operating in more than 200 hotels in over 100 in Europe and Israel, and it is one of the fastest growing UK hotel chains with a mission to provide first class customer service and unforgettable experiences (Leonardo Hotel, 2021). With more than 3 800 employees, having reliable and efficient Human Resources (HR) Department is vital for successful staff recruitment, training, motivation, and retention, especially in a highly competitive industry like the Hospitality sector with staff turnover rate at 30% or double in comparison to other sectors (Blythe, 2021). 
The report investigates how efficient are the models and methods used by the company, and is underpinned with the Scientific Management Theory, Individual Pay Related Performance appraisal, Management by Objectives Model (Armstrong, 2009), as well as the Performance Management Model (Hutchinson, 2013). The report also reviews some of the appraisal techniques available to Leonardo Hotels, including peer-evaluation and 360-degree feedback (Armstrong and Taylor, 2020). In the next section the report analyses the development vehicles used by Leonardo hotels, for example, induction programme, training, coaching, and tailor-made programmes aimed at career planning and suggests a Personal Development Plan (PDP) based on the SMART objectives model (Mullins and McLean, 2019).  
[bookmark: _Toc92467301]Evaluation of Motivational Management Models and Theories 
[bookmark: _Toc92467302]Individual Pay Related Performance (IPRP)
Individual Pay Related Performance (IPRP) or merit pay as an appraisal system is influenced by F W Taylor (1911) and the Scientific Management Theory, where payment and extrinsic motivation, is considered main, if not the only, motivation for employees to perform (Armstrong, 2009). However, as Reilly (2003) observes, this model focuses on the outcome and is centred around the employer. Few decades later, Maslow (1943) further challenged the efficiency of the merit pay model introducing his “Hierarchy of needs model” which illustrates his belief that individuals have physiological and psychological need (Reilly, 2003), also discussed in Appendix A.  
Leonardo hotels acknowledge that payment is no longer the sole motivator for many employees, and introduces various non-material incentives, including Employee of the month, Charitable events to help and support different causes, as well as variety of learning and development programmes (Leonardo hotels, 2021). 
[bookmark: _Toc92467303]Management By Objectives (MBO)
According to the Management by Objectives (MBO) model, a term first introduced by Peter Drucker in 1955, the goals of the company and its employees can be aligned, and individuals should be actively involved in their professional development, not just relying on their supervisors for appraisal, but also able of self-evaluation and control (Armstrong, 2009). This strategic model was widely used by companies until 1990, with some of the main criticism being it is unsuitable for every organisation; its focus is mainly on managers and supervisors, without considering the rest of the employees, who were still appraised by the outdated merit-pay system; tendency to quantify objectives and disregard quality; as well as creating additional bureaucracy (Armstrong, 2009). 
[bookmark: _Toc92467304]Performance Management
Performance Management gained popularity in the late 1990s and incorporates many of the characteristics of the previous models, however it differs in being a continuous process, not a once-a-year appraisal; it is a more natural process and necessity, rather than a HR practice; and it focuses on both performance and development (Armstrong, 2009). 
Hutchinson (2013) defines performance management, also illustrated in Figure 2., as a strategic management instrument, integrating the individual and the organisational goals and objectives with the support of HR procedures and practices aimed at enhancing individual performance and organisational efficiency, for example, induction, learning and development programmes, rewards, and recognition systems, all adopted and actively practised by Leonardo hotels. Furthermore, he describes the process as specific to the company, its mission and vision and workplace culture, practised daily by the line managers who observe and review performance, provide feedback, support employees who underperform.







Figure 2. Strategic Performance Management
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*Source: Hutchinson (2013)

[bookmark: _Toc92467305]Human Resources Management (HRM) in practice at Leonardo hotels
[bookmark: _Toc92467306]Definition of HRM
Armstrong and Taylor (2020) define HRM as a combination of theories and methods influenced by social and behavioural disciplines as well as by strategic management, human capital, and business relations frameworks. They emphasise on the shift from the outdated “personnel management”, that regarded employees as costs, not assets, and highlight the focus of HRM being on strategy, sustainability, loyalty, as well as on the stakeholders- including employees.
Variety of studies have investigated and proved the correlation between good HRM practices and organisational financial and non-financial performance, highlighting the contribution of employees in creating value (Armstrong and Taylor, 2020). For example, in 1998 a national survey in the UK called Workplace Employee Relation Survey (WERS) was conducted across 2 000 organisations with around 28 000 employees, and the results demonstrated strong corelation between HRM and attitude of employees as well as performing at the workplace (Guest et al., 2003). These findings only confirm the importance of HRM and the need for organisations like Leonardo Hotels to explore various models and adopt the ones that correspond best to their mission, vision, and culture, as well as identifying the professional development needs of the employees. 
[bookmark: _Toc92467307]Background of Leonardo Hotels 
Leonardo Hotels Central Europe belongs to Fattal Hotel Group, established in 1998 by David Fattal, and it is one of the fastest growing hotel chains comprising of more than 200 hotels in more than 100 destinations. In 2017 the group merged with Jurys Inn in UK, and in 2019 entered the Central London market for the first time by acquiring four 5* hotels in partnership with Queensgate Investments and thus added luxury properties with nearly 1 400 hotel rooms to its portfolio (Anand, 2019). 
Leonardo hotels operate 46 hotels in the UK and as an employer with approximately 3 800 employees has a strong focus on personal and career development- one of the main responsibilities of the Human Resources (HR) department where Human Resources Management (HRM) plays fundamental role (Leonardo Hotels, 2021). 
[bookmark: _Toc92467308]The importance of HRM for achieving the goals and objectives of Leonardo Hotels
According to Mullins and McLean (2019) HRM provides organisations with valuable human resources strategies incorporated with the business strategy and thus enhances the effective and productive achievement of the organisational goals and objectives. Furthermore, they emphasise its contribution to creating high-performance organisational culture that promotes and encourages employees’ talent, skills, and engagement, and sustains successful relationship between management and employees based on trust, appreciation, and ethical conduct, with focus on the wellbeing of the employees and a good life-work balance. For example, 80% of the General Managers working at Leonardo Hotels are employees that started on different positions and progressed with the help of the company’s Learning & Development programme, that provides consistent training and language courses, and even has its own academy with an e-learning option developed to serve during the COVID-19 pandemic (Leonardo Hotels, 2021). The company offers numerous incentives aimed at recruiting, retaining, and motivating future and existing personnel.
Winston (2015) believes that HRM has serious influence on the overall success of the organisation and declares having the right employees as one of the most important internal factors that impacts the progress of an organisation. For example, one of the goals of Leonardo hotels is to increase its room inventory by 10% per annum, which means opening 3-4 hotels every year (Anand, 2019). This would not be possible without having loyal, engaged, competent, passionate employees that follow and execute the company’s vision for success and simultaneously expand their potential and develop their skills and knowledge.

[bookmark: _Toc92467309]Appraisal Techniques available to Leonardo Hotels
Appraisal is one of the most popular PM technique, also known as personal development review, conducted in a formal way by the supervisor or immediate manager who is assessing preceding performance comparing it to officially approved criteria, and as result future goals are defined and training and development needs are being recognised (Mullins and McLean, 2019) and in the next section the report investigates some of the appraisal techniques available to Leonardo hotels.
[bookmark: _Toc92467310]Peer evaluation
In 2020 Leonardo hotels announced the launch of a new employee recognition system called “Leo points recognition scheme”, which gives opportunity to colleagues to evaluate and acknowledge each their efforts and achievements, and it is a unique way to bring together more than 3 800 employees in one social platform and thus improve communication and the relationships between co-workers, jobs, and employer (Incentive and Motivation Magazine, 2020). In their extensive research about positive and negative results associated with appraisals Bettenhaus and Fedor (1997) conclude that peer review can be considered of higher quality, it gives the employees opportunity to contribute to the reviewing process and thus create a feeling of increased importance and belonging to the organisation. Furthermore, they believe that peer appraisal can be beneficial for productivity and performance and a basis for creating a 360-degree feedback system.
[bookmark: _Toc92467311]360-Degree Feedback 
The 360-degree feedback is widely used tool by different organisations worldwide to assess employee performance by using feedback provided by variety of sources- managers, supervisors, colleagues, and even customers, and simultaneously could be used as part of the PDP is the 360-degree feedback, or multi-source feedback (Armstrong and Taylor, 2020). Appendix B illustrates the 360-degree feedback method used by companies like TESCO and Google. 
As Armstrong and Taylor (2020) state advantage of the method is that the employees can review their performance using different perceptions however the process can create stress, the feedback given might not be sincere, and might contribute to additional bureaucracy.
This report assumes Leonardo hotels has also adopted the 360-degree feedback system based on their officially announced peer observation reward system and the main principles of their learning and development programme, analysed in the next section of the report and considering they operate in the hospitality sector where employees constantly receive feedback from customers direct or through online review.
[bookmark: _Toc92467312]Development vehicles used by Leonardo hotels 
One of the main objectives of formal appraisal at the workplace is not only to review past performance, job description, pay but also to identify training needs of the employees and suggest ways to improve their skills and knowledge (2015). According to the model of McGehee and Taylor from 1961 the analysis for training and development needs can be performed at three different levels- individual level, job level and organisational level (Sadler-Smith, 2006), as illustrated in Figure 3.:
Figure 3. McGehee and Taylor Model 
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Source: Sadler-Smith (2006)
Combined with the application of the GAP concept- comparing real performance with expected results enables the organisation to take informed based decisions on how to deal with the existing gaps considering the individual training and development needs of the employees and their responsibilities (SHRM, 2021). Leonardo hotels provide training for every employee, coaching as well as career planning and specific programmes aimed at promoting employees. 
[bookmark: _Toc92467313]Training
Leonardo hotels are of different size and in various locations however what they have in common is the busy working environment, typical for most hotel in the industry. Therefore, efficient training is essential for the smooth operation of the hotels and for undisrupted service delivery at the usual standard- the time for newly joined the team to train is usually limited, for a very short time span the employees should acquire as much knowledge about the organisation, its operations, and customers as possible. To ensure the success of the training process Leonardo hotels conduct and Induction Programme called BELONG and ensures there is an experienced employee (New Recruit Buddy) dedicated to the new member to support them during their training period (Leonardo Hotels, 2021).
[bookmark: _Toc92467314]Coaching
Mullins and McLean (2019) define coaching as a process designed to support the self- consciousness and development of an individual, and at workplace it is normally practiced by the immediate manager or supervisor with attention to abilities and expertise related to projects and performance. They suggest coaching can be beneficial and motivational in supporting employees who are changing role or a career, in enhancing personal development and performance. Along with mentoring coaching is used by many successful organisations, including Leonardo hotels, as part of their motivational and retention strategy.
[bookmark: _Toc92467315]Career planning
As part of their vision for fostering a high-performing team through continuous support and encouragement Leonardo hotels have also developed a well-constructed programme aimed at those employees who would like to prosper further in their careers, underpinned by different leaning courses and even an online platform (Leonardo Hotels, 2021). 
·  “Insights” is a Trainee Management programme, lasts 9 months and is created for supervisors who would like to be promoted to Duty Managers. 
· “Accelerate” is a programme with duration of 12 months suitable for employees ready to embark on the career path of Head of Department or Deputy General Manager, with focus on developing leadership and business skills
· “High Potential Programme-Hotel Operations” is an 18 month programme for preparing Deputy GMs for General Managers with focus on personal development and project management. This has proven a very successful for the retention of employees and their career growth within the company with reportedly 80% of the current GMs having started at lower positions and benefitted from the programme
· Positive People Accreditation (PPA) is created to grow people-oriented leaders in a challenging and dynamic working environment. It is obligatory to complete by all Heads of Departments along with the induction programme. 
[bookmark: _Toc92467316]Professional Development Plan (PDP)
Beausaert et al. (2013) define PDP as a method used to assess individual performance as part of the assessment tools used by the organisation to establish how employees perform and develop by collecting and recording data about the current skills and knowledge of the employees and their plans for future development, so it can be used as a base in coaching, training, career planning and promotion. PDP is completed by the employees; however, the template is usually unform for the organisations. The suggested format for a PDP that meets the individual needs of the employees, and the performance objectives of Leonardo hotels is attached in Appendix A. 
[bookmark: _Toc92467317]Conclusion
Leonardo Hotels have introduced detailed and practical learning and development programme inspired by leading Human Resource Management principles and methods, aimed at improving the skills and knowledge of its employees and thus ensuring continuous development, higher staff retention rates and efficient performance. The development vehicles used by the company have become increasingly important for the smooth operation of the hotels even in the most uncertain times, especially recently in the light of the global COVID-19 pandemic. The main outcomes Leonardo hotels have achieved using the discussed HR methods and practices is higher job fulfilment among the employees, providing them with great opportunities for personal growth and excellent career opportunities. This proved to be extremely motivational and is affecting in a positive way their performance and customer satisfaction, which in return results in successful achieving of the financial and non-financial goals and objectives of the company.
HR tools and techniques when used considering the development needs of the individuals and their job responsibilities are key elements for any organisation in promoting organisational culture that fosters high-performing teams through continuous support and encouragement.
Different appraisal systems and methods are essential part of the HRM practices within the organisation and seen as an opportunity for the employees to improve their skills and knowledge and gain better perspective on their potential and future career plans, and for the company to achieve efficient and profitable performance.
[bookmark: _Toc92467318]Recommendations 
The report findings about the learning and development vehicles used by Leonardo hotels lead to the assumption that main role in the appraisal and identifying the training needs of the employees have the line managers and immediate supervisors. However, some employees might feel this is not part of their duties, or it might be damaging for the authority of managers or supervisors and threaten existing relationships with colleagues and managers (Bettenhausen and Fedor, 1997). To avoid such scenarios, it is recommended that Leonardo hotels brings to minimum any subjectivity in the reports and involve as many evaluators as possible and focusing on the positive outcome for the employees. 
Leonardo hotels adapted some of their training and development programmes to match the changes imposed by the pandemic by creating virtual platform, called GROW online. However, as Joseph (2015) observes many employees struggle and resist online training, and this could negatively affect the outcome of a virtual training. To minimise such effects, it is recommended that Leonardo hotels create a sense of community, preserving the human element and ensuring providing virtual training to the highest standards.
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[bookmark: _Toc92467321]Appendix A: Two- Factor Theory of Motivation
In 1959 Hertzberg developed further this view in his Two-factor Theory of Motivation, presented in Figure 1., where he breaks-down the individual needs in two categories- hygiene factors and motivator factors (Wellington, 2011), and demonstrates that monetary reward is a hygiene factor, but what really provides satisfaction is the job itself, as well as appreciation, responsibilities, personal development (Reilly, 2003). 
Figure 1. Maslow’s Hierarchy of Needs combined with Herzberg’s motivational theory
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Source: Wellington (2011)


[bookmark: _Toc92467322]Appendix B: 360- Degree Feedback- examples
A case study about TESCO reveals how the company introduced the 360-feedback tool as a personal development technique that helps employees comprehend their behaviour at the workplace, realise their strengths and the areas that needs improvement, and they use it a s abase to create their PDPs (The Times 100, 2010). Google are even using the 360-degree feedback in making decisions though their hiring process with people on different positions taking part in the interviewing process and assessing the candidates to make sure they hire the right people that will contribute to the culture and success of the company (Hornsey, 2012).
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Source: The Times 100 (2010)














[bookmark: _Toc92467323]Appendix C: Professional Development Plan (PDP)
The suggested PDP is built around the requirements of the job position and the individual development needs, based on the SMART objectives model – “specific, measurable, achievable, realistic and timebound” (Mullins and McLean, 2019, p. 612). This allows for the PDP to clearly define the goals of the employee, ability to determine progress towards the set goals by making sure they are also suitable with the organisational needs within the agreed time frame. 
Professional Development Plan for employees at Leonardo hotels
	
	Short-Term Period
3-6 Months
	Mid-Term Period 
6 months- 2 years 
	Long-Term Period

2-3 years 

	Development Objectives
Main goals of the employee to be completed in a certain time frame
	

	
	

	Skills and Knowledge 
Skills to be acquired relevant to hospitality industry and to match the requirements of the desired position
	
	
	

	Activities/ Resources
Methods and tools to gain new knowledge and skills
	
	
	




	Development Programme
[image: Stop outline]INSIGHTS
[image: Stop outline]GROW
[image: Stop outline]ACCELERATE
[image: Stop outline]DUTY MANAGER
[image: Stop outline]HOTEL OPERATIONS
	
	
	 

	Programme Duration  
	
	
	

	
When will I start?  
	
	
	

	
When do I expect to finish? 

	
	
	

	Completion 
 
The date each stage was completed 
 

	  □________
     Date
 □__________
      Date 
 
 □__________
      Date

	□__________
      Date 
 □__________
      Date 
 
 □__________
      Date

	□__________
      Date 

 □__________
      Date 


 □__________
      Date
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