Developing Relationships and Workplace Achievement

Introduction
This essay is looking at McDonalds Performance Management, defining and critically analysing the benefits it has to the organisation and the individual. It is also looking at how McDonalds can develop individuals in the workplace through training, motivation and employee engagement. 
What is Motivation?
Motivation is getting the best out of everyone. This includes employers, employees, team leaders and managers. 
Motivation is usually described as intentional. It is assumed to be under the workers control. The purpose of motivational theories is to predict behaviour. Motivation is not the behaviour itself, and it is not performance. Motivation concerns action, and the internal and external forces which influence a person’s choice of action. 
(Mullins, 2005, p471)
Motivating Employees at McDonalds
McDonalds has based its success on the motivation theories having altered some aspects of them. 
McDonalds applies three components of the motivation system: financial encouragement, non-financial encouragement, and social policy. All the three factors are described in Maslow's motivation theory.
Street Directory (2021)
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McDonalds follows Maslow’s Hierarchy Theory, McDonalds believe if their employees basic needs are met first, followed by psychological needs then their staff will be motivated to work to their full potential. However, some will say that the order of Maslow’s theory can’t always be followed, some employees will need their needs met in a different order at different times. Also, Maslow stated once a need was met then you could move onto the next need but the different levels of needs can come and go depending on someone’s circumstances.
Previous years companies believed motivation came from salary alone. Now it’s more than just salary, its job satisfaction, feeling needed in the company and being able to make decisions. Motivation has to be wanted by the employee and the employer. 
Employees working at McDonalds work there for a number of reasons, to improve their prospects, to have a flexible job working around family life, or part time just to earn a bit extra cash. Whatever the reason McDonalds want to encourage and motivate every employee to be the best they can be, this benefits the employee and benefits McDonalds. 
As employees climb the career ladder McDonalds increase their salary, this is one of the biggest motivators but not the only one. An employee could be in a well-paid job but have zero job satisfaction and not feel a valued member of the team and would therefore look for another job possibly taking a pay cut. Other motivators of working at McDonalds are the working conditions, flexible hours, holiday entitlement, interesting and varied work. Another fantastic motivator is for anyone wanting to attend university and working part time at McDonalds, the company pay the tuition fees meaning no debt when they finish their course. 
However, to benefit from these factors an employee has to be able to motivate themselves, without some self-motivation the employer will be unlikely to get what is needed, but with self-motivation and encouragement from the employer both will be satisfied. 
Herzberg’s Motivation Theory model, argues that there are two factors that an organization can adjust to influence motivation in the workplace.
These factors are:
· Motivators: Which can encourage employees to work harder.
· Hygiene factors: These won’t encourage employees to work harder but they will cause them to become unmotivated if they are not present.

Expert programme Management (2018)
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Motivators would be achievement, something to feel proud about that makes your job worthwhile.  Recognition from your employer makes you want to continue in your efforts. Responsibility, no one wants to feel like they are being micromanaged and growth, the job should provide new skills or the opportunity to progress. Hygiene factors which are what surround the job role and could make an employee unmotivated are working conditions, being too hot or too cold, the environment not being clean, or an unfair salary, being paid too little for the work that’s done. Bad relationships in the workplace, if an employee doesn’t get on well with their manager this is likely to cause a lack of motivation. 
By sorting the hygiene issues first, a company can then put motivating factors into place.

Benefits to the Organisation to Motivate Employees
By motivating employees, they are more likely to turn up to work daily, do a good job and work hard. This benefits the organisation because there is less turnover of staff, which means less training is needed which takes up time from other employees costing the organisation money and hours lost. 
The best companies have stimulating workplaces where their staff feel motivated and valued. But they do not end up this way by accident. The creation of an outstanding workplace has been a deliberate act by top management. 
(Mullins, 2005, p474) 

Motivation is a key focus at McDonalds. McDonald’s also incentivises and supports desired behaviours through two bonus schemes for its 400 company-owned restaurants. Each month, all employees in the top 10% of restaurants, based on mystery shopper scores, receive a bonus of 50p for each hour they have worked in a two-week period. 
Employee Benefits (2021) 
However, at McDonalds they see a regular turnover of staff, which they are happy to provide training as they like to see employees succeed whether they continue in McDonalds or move onto something else. When employees are giving training those employees are learning a new skill too train and delegate others possibly training to become future managers. 

An engaged employee is invaluable for an organisation, with research showing that highly engaged teams result in 21% increased business profitability. Employee motivation levels have a direct impact on productivity. In order to retain an employee, there are certain criteria that must be met; such as employees finding their role interesting and challenging, having the opportunity for development, having a good manager and being motivated.
Penguins (2021)

Job Performance
Capacity to perform is down to the individual.
Opportunity to perform comes from the employer. 
Willingness to perform is down to work effort. 
Vroom’s expectancy theory assumes that behaviour results from conscious choices among alternatives whose purpose it is to maximize pleasure and to minimize pain. Vroom realized that an employee’s performance is based on individual factors such as personality, skills, knowledge, experience and abilities. He stated that effort, performance and motivation are linked in a person’s motivation. 
Our Coach (2009) 
Valance – a person may desire an object but then gain very little satisfaction from obtaining it. Valance is the anticipated satisfaction from an outcome. Some people see money as having an intrinsic worth and derive satisfaction from the accumulation of wealth. Most people, however, see money in terms of the many satisfying outcomes to which it can lead. 
Instrumentality - The valance of outcomes derives, therefore, from the instrumentality. This leads to a distinction between first-level outcomes and second level-outcomes. The first level outcomes are performance related. They refer to the quality of output or to the comparative level of performance. Some people make seek to perform well for ‘for its own sake’ and without thought to expected consequences of their actions. Performance outcomes acquire valance because of the expectation that they will lead to other outcomes as an anticipated source of satisfaction – second level outcomes. 
The second level outcomes are need related. They are derived through achievement of first level outcomes – that is through achieving high performance. People generally receive rewards for what they have achieved rather than for effort alone or through trying hard. 
Expectancy – when a person chooses between alternative behaviours which have uncertain outcomes, the choice is affected not only by the preference for a particular outcome, but also by the probability that such an outcome will be achieved. People develop a perception of the degree of probability that the choice of a particular action will lead to the desired outcome. This is expectancy. It is the relationship between a chosen course of action and its predicted outcome. Expectancy relates effort expended to the achievement of first level outcomes. 
The combination of valence and expectancy determines the person’s motivation for a given behaviour. This is the motivational force. 
(Mullins, 2005, p490) 
Training
Training is an organised activity to improve knowledge and skills. It is one of most important potential motivators. It can lead to possible benefits for the employee and the employer. 
Training can increase confidence and motivate employees. 
It can enhance responsibility and lead to a promotion and higher salary. 
Training gives job satisfaction and a sense of achievement. It can widen opportunities in the work place.  
Training helps an employee to become better, an organisation is only as good as the people who work for them, therefore training should be an ongoing continually thing. There are always new things to learn, it’s a never ending learning cycle. 
The outcomes of training can contribute to the organizational objectives:
Reducing costs / enhancing profitability
Provision of services, customer retention, technical innovation, added value
Survival or growth of the business - sustainability
Increased employee loyalty
Succession planning
Enhanced corporate image
Flexibility and adaptability to change
Coping with critical incidents, problems, opportunities.

Benefits of Training 
· Improved skills – multi skilling / greater flexibility
· Enhanced performance and efficiency
· Increased profitability
· Less mistakes – better quality of output
· Fewer complaints - happier customers!
· Enhanced reputation
· Less accidents – health and safety improves
· Improved morale – less absence and labour turnover
· Everyone benefits – the organisation, the employees and the customers!


Training interventions can be formal or informal e.g. class room teaching or work-based learning 
On-the-job: job instruction, job shadowing, job rotation, coaching, mentoring, 
Off-the-job: formal taught courses, computer based training. 
At McDonalds their training is job shadowing and coaching, its hands on learning. Its fast paced and customer service based. 

However, although the potential benefits of training may appear obvious, it does not necessarily follow that training, will lead to improved performance. Training has to be relevant to the employees needs and requirements of the organisation. Training is also a huge cost financially and time consuming therefore training must be useful and relevant. 

Advantages and disadvantages of different training methods - 

Off the job training:

· Costly
· Time consuming
· Less distractions
· Learning might not be transferred 

On the job training
· Quick
· Convenient
· Cheaper 
· Fear of getting it wrong

The systematic Training Cycle 
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The first part of the cycle is to identify who needs training within the company. An employer would look at employee performance and decide whether training needed to be done as a group or individual. Management should discuss what areas need training or improvement. New employees would definitely require training. 
The Next stage is to decide on what type of training is needed. For example, on the job, customer service, self-study or a combination of different types of training. 
After deciding on the type of training, the next step is how to deliver the training, for example by another member of staff, shadowing or outside the workplace via an outside course. 
At the last stage of the systematic cycle after the training employees should be assigned specific duties to where they feel confident and have a good understanding of how to complete the job. This then needs to be evaluated. Evaluation is so important to know whether the training was valuable and worthwhile. 

Employee Engagement 
Harter stated that engagement was the individual’s involvement and satisfaction with as well as enthusiasm for work. Macey later defined the employee engagement as an individual’s purpose and focussed energy, evident to others in the display of personal initiative, adaptability, effort and persistence directed towards organizational gaols. Alfes saw engagement as having three core factors 
1) Intellectual engagement – thinking hard about the job and how to do better. 
2) Affective engagement – feeling positively about doing a good job
3) Social engagement – actively taking opportunities to discuss work related improvements with others at work. 
(Armstrong, Taylor, 2014, p194)
Engagement in your job means to feel positive about what you do. It’s about job satisfaction, being committed and having a purpose. However, an employee may not feel these things if certain needs aren’t met in Maslow’s Hierarchy of needs, and if training isn’t given to help an employee to progress then the employee is unlikely to feel any sort of engagement in their job role. 
Employees can be engagement with different parts of their job. It could relationships with their co-workers that motivate them or certain parts of the job that they enjoy doing. They could feel less engaged with the other parts of the job because they haven’t had the training or it’s not a satisfying need. There could disengagement due to a poor working relationship with a manager. Customers or sub-contractors could also affect engagement. Having difficult customers could cause a lack of motivation, however training on how to deal with difficult customers would then be beneficial. Motivation, training and engagement are all interlink. There can’t be one without the other. 
Key incentives for employee engagement are feeling valued and involved in decision making. Having the freedom to express concerns or ideas. Also having the opportunity to develop skills and the employer having the health and well-being of the employee a top priority. 
Engagement employees are more likely to be loyal and want to stay working for the company for many years and they will have less days off work for sickness, they are productive and get the work done efficiently and accurately. 
Disengaged employees are physically present in the job, meaning they are there but psychologically absent, therefore meaning they do not take any pride in their job, get the bare minimum done and become a drain on other employees. They lack motivation, less innovative and are more likely to have more absent days due to being uninterested in the job. This could be fault of their own and also of the managers who do not motivate and give training. There has to be an equal balance coming from both the employer and the employee.  
Conclusion 
This essay describes employers and employee’s motivation, training needs, job performance and employee engagement. Both the employer and employee must provide all these to perform well and to run a successful business. It should come from employers initially but if the employee lacks these abilities then they are not likely continue working for the company. A company must build trust with its employees and the employees should gain trust from their employer, this builds a mutual respect in the work place. 
Engagement is not about driving employees to work harder but about providing the conditions in which they will work more effectively – it is about releasing employee’s discretionary behaviour. 
(Armstrong, Taylor, 2014, p201) 
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