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[bookmark: _Toc90321212]1.0 Introduction 

Performance management process involves a process in which organisations create a work environment that empowers employees to perform to the best of their abilities. The process that an employer uses to accomplish this often varies from one organisation to the next (Tardi, 2021). Employee productivity is of huge concern to organisations and have faced great challenges in recruiting the right staff, redundancies, retaining talent, staff development, and performance management process issues. Performance Management is part of a positive and essential development in the domain of management as it provides a higher level of engagement, retention, and employee productivity (Kibichii et al, 2016). This paper has been compiled to critically assess performance management and the process used to ensure an organisation connects its mission with the work of its employees. The activities of performance management include performance appraisal where managers report feedback to employees, improvement activities to boost performance and includes innovations that provide the tools and resources which they need to perform at their full potential. Effective performance management depends upon the development and implementation of appropriate performance management tools, feedback, and documentation (Heskett, 2006).  


[bookmark: _Toc90321213]2.0 Main Findings 
This section will explore models and theories associated with, performance management. Also, establish why performance management is important and to consider the benefits to the organisation and the individual of developing individuals in the workplace. Furthermore, identifying and reviewing the different tools and methods used to manage and measure performance feedback. 

[bookmark: _Toc90321214]2.1 Performance Management Theories and Models

Performance Management became a major factor within organisations in the midst of the 19th century during the time of the industrial revolution. This was a time where innovation began to change the way that products were produced and sold (McGrath, 2014). The invention of machines to produce products improved productivity, which in turn lowered the cost to the consumer. The lower price resulted in a greater demand for products. Also, a greater need for more factories and workers. As a result, managers were continuously searching for strategies to improve productivity, lower cost, increase the quality of their products, improve employee manager relationships, and increase efficiency. (Brewminate, 2021). The focus shifted from using machines to increase productivity, to how they can increase employee productivity and efficiency as managers noticed problems inside their factory systems. For example, employees were dissatisfied with their current working conditions and many lack the necessary training for how to do their work efficiently. Managers began applying possible solutions to find the best way for workers to perform and manage their task (Kamara, 2021). The research resulted in the development of classical management theory. The classical approach has a focus on forming the best management practices to improve employee productivity (Nadrifar, 2016).  



The three primary theorist that have contributed towards this approach are Max Webber in which he used bureaucracy as a framework. He believed that organisations should be an extension of a government with a legal rational approach (Serpa, 2019). Fredrick Taylor used the term scientific management for his approach as he devised ways to perform a task in less time and in a more efficient way (Higherstudy, 2021). Finally, Henry Fayle used a managerial approach on how to manage people more efficiently. He believed that managers needed to be trained in a much more systematic approach, he states that’ the list of management activities that managers should be competent at start with planning - management should look ahead and chart a course for the organisation. He also states that organisation is a key management activity - managers need to select and arrange people in an orderly and efficient way. He wanted the manager to be in command - to oversee, lead and to drive the process. Moreover, managers should be good at coordination – a manager should be able to coordinate and facilitate the general activities of different departments and groups in the overall organisation. Lastly, control – the manager should be able to ensure compliance (Juneja, 2015).  



In addition, Webber, Taylor and Fayle all come together and form the classical management theory. Although, they all have similarities in leadership style in terms of, wanting a clear hierarchy within the organisation, a chain of command, a clear division of labour, to select the most qualified, productive people for the right jobs, a separation of home and work life. Also, they all wanted the management to be at the centre of authority. These management theories were created centuries ago and still provide many beneficial frameworks for leading teams in organisations today, in terms of planning to determine the best methods for performing any task, selecting, and training employees (Lloyd, 2020). These founding fathers have provided organisations with a collection of ideas that recommend general rules on how to manage people more efficiently (Beynon, 2017). However, the disadvantage of the old classical management theory is that it has no concern for human emotions. Although, the department of labour and the hierarchy is a necessary requirement of any organisational structure, there is no emphasis on the development and welfare of employees. Simply, if an individual is qualified and productive, they will get the best and highest paid jobs (Russ, 2019).  



This shows that the classical management theorists at that time was mainly focusing on solving organisational structural concerns which was paramount in that era. However, the working conditions, company culture, also, values, beliefs, and attitudes of the organisation towards employees were not taken into consideration (Heinz, 2021). Instead attempted to control human behaviour to improve employee productivity. For example, Fredrick Taylors philosophy in relation to employees’ states that “we do not ask the initiative of our men, we do not want any initiative, all we want of them is to obey the orders we give them, do what we say, and do it quick” (Moore, 2021). As a result of this philosophy, alongside this bureaucratic hierarchical management structure, employees lacked commitment, motivation and became disengaged, which in turn led to low productivity. For example, management decisions were often erratic, and employees performed tasks at a very slow pace deliberately, which resulted in managers and employees frequently in dispute due to a difference of opinion. Considering this, leaders, theorists, phycologists, and academics sought to gain a better understanding of how human motivation can improve productivity (Sherman, 2019).  



One well known experiment was the Hawthorne studies in which were conducted from 1927 until 1932 by Professor Elton Mayo who encouraged managers at the Hawthorne plant, which was an electric company in Chicago, United States to further develop their investigation into factors effecting performance. Moreover, were the first studies noted to evaluate organisational change (Hassard, 2012). The original purpose of the experiment was to study the effects of light on productivity. Throughout study the working conditions were adjusted. For example, the lights were dimmed then brightened. Also, the working hours were adjusted, employees were given regular rest breaks and free food. in all cases when a change was made productivity improved (Cherry, 2020). The researchers concluded that employee productivity was not being affected by the changes in working conditions but rather someone cared about them and their working conditions enough to conduct an experiment on. The experiment showed that changes no matter positive or negative can be successful using effective change management techniques such as understanding the importance of each employee and their motivational factors, communicating openly, honestly, and often while always providing management support (Corporatefinanceinstitute, 2021).  The conclusion of the research led to the discovery that relationships largely influenced productivity. Being part of a group or team affected the performance of each employee and discovered that employees were highly responsive to additional attention from their managers and the fact that managers were interested in their work. The studies also found that financial motives are important, although, social issues are equally important (Perera, 2021).  


	
As proposed by an American psychologist Abraham Moslow, best known for his research around what motivates human behaviour. Moslow created the theory ‘Moslows Hierarchy of needs’ to explain the basic human needs and what makes people happy. The five levels of human needs according to Maslow are physiological needs, safety needs, needs of belonging, esteem needs, and self-actualisation needs. Maslow believed that people cannot fulfil the higher needs of esteem and self-actualisation without fulfilling the basic physiological and safety needs of an individual first. He concludes that the fulfilment of needs is strongly correlated with happiness and people from cultures all over the world stated that self-actualisation and social needs are important even when many of the most basic needs were unfulfilled (Celestine, 2021).  



As the classical theory focuses on organisational structure, modern management theory is based on the employee view and the development of individuals in the workplace (Malik, 2019). Since the beginning of the industrial revolution leaders, theorists, psychologists, and scholars have been trying to figure out what motivates employees (Scottsdale, 2021). which has created many different theories of motivation. However, all these theories can be categorised into two groups, which is content theories and process theories. The difference being is that content theory looks at motivation from the perspective of an individual needs and aspirations, these theorists discuss motivation in terms of fulfilling these needs, as stated by psychologist Abraham Moslow on what will motivate people. Although process theorists look at how people are motivated and the process by which motivation occurs and how managers can adjust these processes to adjust motivation levels (Santos, 2021). For example, Fredrick Hertzberg two factor theory, argued that there are two factors which are essential in the motivation of employees, which are motivators and hygiene factors. Motivation factors if present will encourage employees to work harder. He states that hygiene factors will cause individuals to become less motivated if not present, such as poor working conditions. Frederick Herzberg stated that hygiene factors such as quality of management, safety, status, relationships, company, working conditions and company policies are necessary to keep employees satisfied. Motivational factors like advancement, achievement, recognition, job interest and responsibility are needed to motivate employees to a higher performance level (Alrawahi et al, 2020).  



In 1968, Edwin Locke put forward the goal setting theory of motivation. Lockes goal setting theory looks at the process of which motivation occurs. He argues that if individuals set the right goals this can increase motivation and productivity. Locke provides a structured, five-stage framework which starts with Clarity - goals must be clear. Challenge – goals must be challenging. Commitment – employees must be committed to achieving the goal. Feedback – Regular feedback boosts employee commitment. Finally, Task complexity – managers must be aware of, that goals cannot be too complicated and are achievable (Smith, 2021).  According to Armstrong, performance management is the process of identifying, measuring, managing, and developing the performance of human resources within an organisation. The success of an organisation in achieving the objectives that has been set are dependent on the resources that are owned, such as equipment, institutional, environmental, financial, human resources, and natural resources (Armstrong, 2006).  


[bookmark: _Toc90321215]2.2 Performance Management Cycle 

In recent years, performance management has evolved with many organisations moving away from the traditional hierarchy to a more equal working environment. This has led to an increase in performance management systems that search for several feedback sources when assessing an employee performance. A particular framework which organisations use today is the performance management cycle, which is a model or framework where employees and management can work together to achieve organisational goals through a structured process of continuous employee development (Armstrong, 2006). The performance management cycle is part of the performance management strategy and utilises an ongoing four step procedure of:
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(Valamis, 2021)

The cycle starts with planning, setting clear goals so that the foundation for success can be established. This involves the overall strategy for the business, but also the personal development plans and objectives for all employees and teams, including development goals, specific tasks, targets, actions, and behaviours (Valamis, 2021). In this meeting the goals of the employee and organisation should be clearly outlined using George T Doran model of S.M.A.R.T objectives. George Doran states that, this should be a collaborative process, as an employee who understands why they are being set specific goals and tasks is more likely to be invested in succeeding at them (Doran, 1981).  In the performance management cycle model, monitoring is a key function in achieving the goals set out in the planning. The monitoring will not be successful if it is only done once or twice a year. It is advised that management meets with employees on a monthly or quarterly basis to check in on progress. Regular monitoring of activities is a synthetic way to determine the plans and methods to achieve the original goals are working as intended (Valamis, 2021).



Regular performance reviews help ensure the planning is on track and goals will be achieved at the set level and time. The reviewing stage of the performance improvement cycle is similar to the monitoring stage, and in some examples of this cycle, the two are combined. It involves reflecting and giving feedback on the progress made towards achieving personal goals and adjusting or adding to these goals depending on what is discussed, and a review section can be implemented into the regular monitoring meetings or can be a separate element of performance management. This should be an opportunity for employee expectations to be addressed. Also, any areas of the role that an employee might be finding hard (Heathfield, 2021). The review stage can be used to check whether additional support or training may be needed to help an employee reach their goals or advance in their career, and to share advice on how the employee can be or continue to be more successful in the future. After goals have been set, monitored, and reviewed, the next stage to keep driving business growth and employee progress forward is to focus on development. This stage of the performance management cycle looks ahead to eventual goals and decides what needs to be done to get there. Unlike the previous three sections, the development stage is an ongoing process that informs the other parts of the cycle. Each time performance goals are reviewed and renewed, should be with overall development in mind. The main performance management objective of this stage of the cycle is to help employees and the organisation to increase the capacity to perform (Heathfield, 2021).  


 
The final stage of the performance management cycle model is rewarding, which is what drives the other stages forward. No matter if it is a financial reward or recognition of achievements, the rewarding stage it is what motivates employees to work towards their goals and spend time and effort on the steps needed to get there. By rewarding employees for meeting their goals, a company ensures that its workforce will continue to work hard and drive the business forward. Seeing other employees getting rewarded for their efforts is also a good motivator, particularly if the reward itself is something of high value (Hrhelpboard, 2021). The reward system that is applied as part of this cycle depends on the resources of the organisation and what kind of goal that has been achieved. In many cases, recognition of an employee achievement may be enough of a reward for smaller goals. In other cases, additional benefits, a bonus, promotion or extra support or resources may be offered as incentives (Virtualcollege, 2021).



Google.com states that’ its paramount that managers do not wait for an annual review. Instead, they use a formal, midpoint check-in with their employees halfway through the annual performance review period. Google states that checking in before the review, employees can see whether they are on track to meet their performance goals. This gives the employees time to reflect and adjust before their office annual performance appraisal. Google also ensures annual reviews and midpoint check-ins are productive and employees feel safe engaging in a conversation about their performance (Mello, 2019). The benefits of utilising this model will increase competitiveness, higher employee motivation and structural flexibility. Performance management is essential framework to ensure that managers manage more successfully. Also, to ensure the people or teams they manage will know and understand what is expected of them, to have the skills and ability to deliver on these expectations, are supported by the organisation to develop the efficiency to meet these expectations and are given feedback on their performance and are able discuss and contribute to individual and team aims and objectives (Cipd, 2020).  
 


Management theories address how managers implement strategies to achieve organisational goals and how they motivate employees to perform at their highest ability. Therefore, leaders use different management theories that they believe in and then apply these theories to their employees and company culture (IndeedEditorialTeam, 2021). Fred Fiedler was a scientist who studied the personality traits and characteristics of leaders. Through Fiedlers research, in the 1960s he created the contingency management theory. He suggests that by implementing a single management theory is simply not going to work for most organisations, since leader traits are directly related to how effectively they lead their team. He suggests that there are leader traits that may apply to every different kind of situation and that leaders must be capable to adapt to the constant change in working environment (Chapman. (2018).  



Its important to note that organisation workplace values, essentially lay the foundation for the companies’ culture and these values will provide an insight on what the organisation care about (Heinilä, 2020). Moreover, it is paramount that leaders have a philosophy of putting employees first so that the employees’ values align with those values of the organisation. For example, putting people first will show that the company cares about its employees. Therefore, this will provide a culture where people care about and respect one another. According to when the organisations values align with its employees this helps people build trust and working relationships (Bhattacharjee et al, 2016). Also, value alignment helps the organisation to achieve its core mission (Beehive, 2020). Organisational culture has a huge effect on job performance and the data suggests that 77% of employees agree that a strong culture enables them to perform at their best at work. Moreover, 76% of employees notice the impact culture has on productivity and efficiency. Furthermore, 74% draw a correlation between culture and their ability to serve their customer base (Moody, 2019). There are three ways culture directly affects performance: productivity rises, business goals are supported, and business performance is improved. People develop positive relationships with their workplace when they feel part of the culture. For example, the impact that culture has on employee performance is huge, as in 2016, 82 % of respondent that participated in the global human capital trends survey, believe that culture is a competitive advantage for organisations today (Kaplan, 2016).  




[bookmark: _Toc90321216]2.3 Personal Development Plan (PDP)


	
Objectives
	
Success Criteria
	
Actions
	
Implementation

	


Completion of BA Leadership and Management Degree
	
Successful completion of assessments through coursework such as essays, reports, presentations, and group project work. Measure feedback from each lecturer after completion of each assignment. Graduate with honours
(UWTSD, 2021).  
	
Study models and theories related to each module, undertake extensive research, participate in lectures, and undertake tasks. Improve problem solving skills
(UWTSD, 2021).  

	
Apply these models and theories in relation to each module.

Practice brainstorming technics.
(Gök, 2021).  

	

Manage a Project Within an Organisation
	
Develop critical thinking skills,
This will be recognised via feedback from employees, team members, Lecturers, and supervisors.
(Muic, 2019).
	
At UWTSD, build individual portfolio of transferable skills that include critical thinking and reading and writing strategies for academia.
(Pearson, 2021).  
	
Placement within an organisation and practice transferable skills.
(Universitylife, 2016).  


	



Problem Solving Skills
	
Develop problem solving techniques whist working within a team and contributing towards discussions.

Receiving feedback from team members, supervisors, and lecturers 
(Moore, 2019).  
	
At UWTSD, study problem solving and decision-making strategies. Take extensive note within lectures. Apply problem-solving technics.
(Adair, 2010).
	
Completion of assignments, applying transferable skills to placement within an organisation.
(Pelta, 2021).  





[bookmark: _Toc90321217]3.0 Conclusion 

Old management theories are a solid foundation in terms of organisational structure, although the old classical theorists did not consider the feelings or see the perspective of the employee. Moreover, with a bureaucratic hierarchical management structure, alongside the founders Fathers philosophy on employees, this theory cannot work when implemented on its own. However, new management theories have looked at performance management from the perspective of the employee and have introduced motivation factors to encourage performance within the workplace. Although, it is evident that values, beliefs, and attitudes play a vital role on the implementation of these theories, of which creates its own unique leadership style which subsequently creates the organisations culture, which in turn effects employee performance.  By identifying development needs and expectations of employees alongside alignment of values throughout the performance management cycle, managers have a reliable framework that can be sustainable and successful if consistent feedback is present. 
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