














Introduction
There are several models and development vehicles available to an organisation to appropriately develop the needs of the individual.
The researcher has covered several models such as Motivation, Performance management, Engagement, Training and Performance development plan (PDP) however the researcher has chosen to critically discuss Performance management and Motivation.

Findings
Performance Management (PM)
Armstrong Stated, Performance management can be defined as a systematic process for improving organizational performance by developing the performance of individuals and teams. It is a means of getting better results from the organization, teams and individuals by understanding and managing performance within an agreed framework of planned goals, standards and competence requirements.  (Armstrong, 2006, p.1-2)
Critically analysing this quote, you can see Armstrong has defined that performance management is to invest in the individual’s skills and targets so they can gain from achieving these targets alongside helping the organisation attaining their strategic goals. The employee benefits as well as the management and organisation if the goals set are clear and reachable, Armstrong stated this by saying ‘within an agreed framework of planned goals,’ (SMART)
Specific (simple, sensible, significant).
Measurable (meaningful, motivating).
Achievable (agreed, attainable).
Relevant (reasonable, realistic and resourced, results-based).
Time bound (time-based, time limited, time/cost limited, timely, time-sensitive).
(Cottrell, 2010 p 117)

Performance management helps the individual become more motivated in their roles and helps them to perform better, as they have a clear target which has been discussed and set by themselves and their manager, which they need to fulfil within a time scale. The targets have been noted and will be reviewed again in a set time. Normally in 6 months, by the employer and the individual to see if the targets have been achieved. This makes the individual target driven and work harder as they know they have a target to reach within a certain time.
Purpose – The purpose of performance management systems is to help management achieve strategic business objectives. By linking the organization’s goals with individual goals. It helps the individual become more productive, more motivated and much happier in the work place and target driven with a goal in mind, leading to pay rise and promotions. 
Sarah Findlater, head of employee relations and employee engagement at M&S, quoted, 
“Celebrating the efforts of our employees is very important to us and recognition is one of the most important factors in inspiring our teams to keep up the good work.”
 (DVV Media HR Group Ltd 2019)
Sarah Findlater is stating that reward and recognition is very important to an individual as it is boosting their confidence in work and allowing them to work harder and improve and develop themselves. 

Process – The process of performance management is good if followed correctly. It drives the individual as SMART goals have been set.
However, if the process hasn’t been followed correctly, organisations and individuals will not find it beneficial. 
It becomes 
A tick box exercise
Time consuming 
Managers don’t address issue straight away.
Managers wait for the next meeting which could be yearly. 
Targets are not tailored to the individual
notes can be misplaced if not stored correctly

In an article written by Susan M. Heathfield in October 2019, she stated that managers dislike citing performance management meetings, she stated that it is the task they dislike the most second only to firing an employee. From this it is proven that managers don’t feel confident in holding PM meetings and they disapprove of it. 
(The balance careers 2019) 

Motivation 
Murton and others quoted ‘the degree to which an individual want and chooses to engage in certain specified behaviours. Motivation is complex, personal to the individual and is influenced by many factors. 
(Murton A, Inman M and OSullivan N, 2010, P,93-94)
Critically analysing the above quote, you can see that motivation is tailored to each individual, for example some may be influenced by money, other by flexible working hours, reward, and growth within the organisation.
There are two types motivation 
Extrinsic Motivators – those aspects of work which are tangible and can easily be recognised such as salary, benefits, conditions of work. 
Intrinsic Motivators - those things which motivate people but are usually more personal to an individual such as being appreciated, being treated in a considerate manner, gaining a sense of achievement. 
(Murton A, Inman M and OSullivan N, 2010, P,93-94)
Many motivation theorists and organisations prefer to use intrinsic motivation over extrinsic, as it is providing longer lasting motivation in a real work place. For example, ‘appreciation’ would keep an individual motivated longer rather than salary. 

Motivation Theorists 
Maslow’s hierarchy of needs 

Abraham Maslow developed a theory about human motivation, his theory is known as Hierarchy of Needs. It gives a number if hierarchical levels to explain motivation. The basic concept that Maslow had was to indicate that in order to reach the next level of motivation, the previous level would need to be satisfied. 




According to Maslow’s hierarchy of needs organisations can motivate their team by addressing all of his levels. 
Looking at the criticism stated by Stephen Denning on Maslow’s hierarchy of needs theory, he states,
“Here’s the problem with Maslow’s hierarchy, none of these needs - starting with basic survival on up — are possible without social connection and collaboration…. Without collaboration, there is no survival… without a team effort.  Our reliance on each other grows as societies became more complex, interconnected, and specialized. Connection is a prerequisite for survival, physically and emotionally.” (Forbes.com)
From looking at this quote Denning is explaining that motivation is based on getting work done with each other’s help, a good team is necessary. 

McGregor Theory X and Y 
In the 1960s, social psychologist Douglas McGregor developed two contrasting theories that explained how managers' beliefs about what motivates their people can affect their management style. (mindtools.com)

Theory X
This is known as ‘keeping tabs’ and ‘micromanaging’ people. The old fashion way of managing people. 
 Theory X suggests workers 
Dislike their work.
Avoid responsibility and need constant direction.
Have to be controlled, forced and threatened to deliver work.
Need to be supervised at every step.
Have no incentive to work or ambition, and therefore need to be enticed by rewards to achieve goals.

This theory demotivates employees in the long term. 
Theory Y
This is a more of an optimistic, positive manner of managing people, This encourages a more collaborative, trust-based, relationship between managers and their team members.
Theory Y suggests workers 
Solve problems creatively and imaginatively
Happy to work on their own initiative.
More involved in decision making.
Self-motivated to complete their tasks.
Enjoy taking ownership   of their work.
Seek and accept responsibility, and need little direction.
View work as fulfilling and challenging.

This theory keeps employees motivated and a passion to work harder. 

Maslow critiqued McGregor’s theory as he felt an organisation driven solely by Theory Y could not succeed, as some sense of direction and structure was required.
(Cunningham, 2011, pp5-7) 

Comparing both Maslow’s and McGregor theory I feel they are both relevant, however I believe Maslow was correct on his approach on Theory Y. Employees still need a sense of supervision to know if the work is being done correctly.

Organisation examples - M&S
Section manager Joe from M&S states ‘I do daily team huddles and try to keep them fun and memorable so that the information is easy to take on board. I’ve even done briefings in the style of game shows.” (M&S Careers)
Joe uses different techniques to motivate his staff, he makes it a fun place to work, which motivates and engages staff. 
M&S is a good example of an organisation that motivates and has a good performance management system in place as you can see employees are always moving up the ladder and progressing.
‘the art of engaging with members of your team in such a way that they give their very best performance.’ (mindtools)
Motivation and Performance management are excellent tools to use to keep employees and organisation inspired. 

There are many benefits of PM and Motivation for an individual and an organisation.
Performance management (PM) – individual
A performance management system allows the individual to be productive within the organisation. The employee understands what target have been set and what needs to be achieved and by when, (SMART) This leads to motivation in getting the targets accomplished.  
Training and developing is very beneficial for the individual as once they have full knowledge of the role then SMART targets will be achieved.  
When the individual has achieved their goals, they may get a pay rise, bonus or get promoted. 
PM is important as it gives the individual the chance to develop and get the training they need for the specific role. 
Nigel Turner, Director of HR in Royal free Hampstead NHS trust, stated 
“Our performance management system is driven by the importance of providing the best possible service to patients and by the importance of developing staff to have the skills that they need both to deliver the service today and to develop them for tomorrow.” (Armstrong and Baron, 2005 p. 5)
From this you can see how important training and developing employees is, and how the individual benefits. Turner says ‘to deliver today and to develop them for tomorrow’ this is a powerful sentence as Turner believes employees need constant developing and this will show in PM meetings. 
However, if a PM system is not followed through correctly it can have many draw backs leaving a negative effect. The individual may feel demotivated as they are not being valued as an employee this will lead to low morale within the organisation. 
Nirupama wrote in an article explaining The Disadvantages of Performance Management System, she stated 
“Managers and supervisors tend to trust and depend on one employee more than the others… it leads to dissension and distrust among the group members. It causes team fraction and adversely effects employee morale and satisfaction. The attitude is "Why should I even try when the boss will only trust Employee A?” (Biz Fluent, 2017)
After analysing Nirupama’s explanation it shows if a PM system isn’t correctly followed, employees give up and morale drops within the organisation. Employee’s feel that management favour certain individuals within the team and this causes demotivation. 

Performance management – organisation 
Performance management system allows the management team to see which employees are hitting target, this allows the management team to praise, reward and give positive feedback to the employees. This will help with high morale as it will keep the employee feeling appreciated for their hard work. As the organisation runs smoothly and the individuals are working to their best potential this leaves the organisation making more profits and hitting targets.
A good PM system shows which employees need extra help and training, were they are failing and need support. By the meetings taking place individuals can express what they are finding difficult and managers can then address any issues. 
Tesco has an excellent PM system which is followed regularly and employees attend meetings to see if any gaps in training need fulfilling.
“Tesco employs people from a wide range of backgrounds and all employees have the opportunity to grow and develop. Tesco regularly evaluates the performance of its employees in order to anticipate any possible skills shortages.” (The Times 100)

A PM system in an organisation benefits both the individual and the organisation if it is done and followed through correctly. 

Motivation – individual 
John, head of region at M&S states “I help our people bring out the best in themselves so customers can experience the best of M&S” (M&S careers)
From this it is evident that M&S constantly train and develop their staff so they can offer excellent customer service and have the best knowledge for themselves. This is an excellent way to motivate staff at M&S as the individual is getting the help and support needed to succeed. 
Motivation is key in any organisation, otherwise employees would leave and look for another job elsewhere. There are many factors of motivation and each individual is motivated differently.
At M&S it is stated on their page they offer a competitive salary and M&S offer extra performance rewards, “our salaries are competitive and reviewed every year, with extra performance rewards to recognise individual achievements.” (M&S Careers)
This is a very motivating sentence as it would attract many individuals to work for M&S and work hard to achieve extra bonuses. It is important to pay and reward employees for hard work so they feel appreciated. This will boost motivation and the employee will love working for the organisation and work harder.
M&S also state they reward employees who have helped them achieve the company SMART goals. “we have a number of discretionary bonus schemes for colleagues who’ve helped us reach our goals.” (M&S Careers) 

Motivation – organisation
It is important for management to know what motivates an individual and what will make that individual more productive. Management should get to know every employee as this will assure the organisation will have high morale and motivation. As motivation is key when hitting targets. a good relationship between employees and management is also good for motivation within the organisation. 
Nick, food section coordinator at M&S states “everyone is so close here, - more friends than employees”. (M&S careers)
This is a brilliant way for any organisation to keep motivation high, because if the individual enjoys their role and their team it will make the individual work harder. This will result in organisation’s making profits and hitting targets. it shows higher productivity for the organisation.




PDP 


Objectives 

1/ Improve customer care - 
The company had a complaint regarding poor customer care from an individual. This matter is High priority as in the long run it will affect the business if customers have poor customer care/service. I have contacted the locally college to come and train individuals. I have chosen to do this in house, as it is easier for the employees to attend and can be achieved within a short time frame. I will review this again in 6 weeks to see if the individuals have attained the Level 2 customer care qualification. 

2/ New IT System –
The company has launched a new IT system however no one within the organisation is trained. I have arranged for an IT specialist from outside the company to come in and train individuals within the IT department. I have chosen this as High priority as the company will lose time and money if the issue is not addressed soon. I have asked the outside IT technician to come in house and train the employees as this is a faster more efficient way to achieve the objective.
3/ Chair Meetings – 
The company needs another member of staff to chair meetings as the one we have is very busy and does not have time to chair all the meetings within the company. I have made this Medium priority and will review again in 2 weeks, the reason I have done this as it is within the company and I feel it is not that important as we already have a member of staff who chairs meetings. I have chosen to measure this using the ‘job shadowing’ training method, the new member will sit in on all meetings and take notes and watch how the meetings are being held. 

4/ Child care issues – 
A member of staff is struggling with child care issues, his wife goes to university on a Thursday and they need help with child care. The employee has asked if he can work from home on a Thursday morning. I will contact HR and have his contract changed to ‘flexible’ working hours. This is more convenient for the company and the employee. This issue can be addressed immediately. I have rated this High priority and in house because the employee needs flexible working hours so he can look after his child. 

5/ Maternity Leave – 
Within the company we have an employee who will be leaving for MAT leave in 2 months. I have rated this Medium priority as I have 2 months to find a suitable supply to take her place. I have contacted the agency who will send a supply worker to take her place for the next 12 months. 

6/ Health Chair – 
One of the employees within the team has recently hurt her back due to car crash incident. She works in the IT department, where she is seated majority of her day while she works on the computer. To help her back I have requested HR for a suitable chair that will give her back the correct support. I have rated this High priority as her health is important, and I will address this objective immediately.  
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