



Introduction
According to CIPD (2020) if people are the greatest creators of value in organisations, then good performance management is critical for an organisation’s success. 
This essay has been written with the aim to demonstrate an understanding of what Performance management is and will examine the benefits they have to organisations and employees and will also include an example of ways to develop an employee by using a PDP plan for a new team leader with a rationale explaining the process this can be found in appendices and will look in depth at the Process.
What Is performance Management?
There are several definitions by various research as to what performance management is, Armstrong (2017) defines it as the continuous process of improving employee performance by setting individual and team goals aligning to the strategic goals of the organisation, planning an individual’s performance to achieve the set goals, reviewing and assessing progress, and developing the knowledge, skills and abilities of people, with CIPD (2009) defining it as a process which contributes to the effective management of individuals and teams in order to achieve high levels of organisational performance, and according to Varma, Budwar and Dennis (2008) the process is a performance management system which has a predetermined set of guidelines which are given to employees to enhance their understanding of the company and their specific roles in the company. 
At its best performance management is a set of processes centred on two-way discussion with regular feedback of progress towards objectives. Effective performance management include development and learning, performance measurement and relying on both formal and informal processes (CIPD, 2020) 
What are the aims and objectives of performance Management?
According to Armstrong (2006), the aims are establishing a high-performance culture, with employees being accountable for their own personal development for improving their own skills and contributions, supported with a framework of effective leadership.
Hawkes (1998), suggests that the objectives are to sustain employees to find knowledge and skills to do their job well, encourage in the ability of improved standards of work performance of an employee, for employees to work towards strategic goals, and get regular feedback on performance and to achieve personal growth through accruing sufficient knowledge, skills and attitude.
Whys is it important?
A good performance management system can assist HR and Management to identify and address issues as they arise, by using various tracking mechanisms and allowing managers to monitor the performance of employees. A good system proactively involves employees in the goal setting processes, consisting of regular feedback allowing managers to address problems quickly, keeping employees motivated and on track improving employee’s engagement. 
Research by Gallup (2016) revealed that consistent regular feedback to employees on where they were achieving made an employee on average more profitable by 8.9%.
How has performance management changed and what does the process look like today?
Many organisations today are rethinking their Performance management process abandoning the old outdated policies and once a year reviews to processes which have more regular feedback and check ins with their employees, a study by Gartner (2019) revealed that 81% of HR Leaders were making changes to their processes and a study by Deloitte (2014)showed that  70% said they were updating or have currently reviewed their systems, and organisations like Google, Netflix, Deloitte, are already  restructuring and transitioning away from the outdated policies and traditional systems with many other organisations following, (Washington Post, 2015).
Google has by Fortune Magazine and Great Place to work institute, been named several times as the best company to work for, they have become well known for their unique work culture and development policies.  They restructured their performance management strategy using people analytics to navigate their management practices, nothing is done on gut feeling or in accordance with outdated HR policies which many organisations still use to this day. Data is what informs most of their decisions. Google recognises that happier employees benefit the company greatly, their employees outranked every other organisation ‘s employees in terms of monetary value. The average google employee generates more than $1.2 million in revenue each year, in comparison to Yahoo $449,00 and Microsoft $783,000.  Googles performance management strategy is focused on and invested in its managers, launching “project oxygen” to assess how its managers were doing, suggesting future training and coaching when inadequacies were discovered by the performance management process.  Project Oxygen highlighted traits that google managers must have, these were to be a good coach, empower their employees and not to micromanage, express interest in team members, be productive and results orientated, be a good communicator and listen to your team, help your employees with career development, have a clear vision and strategy for the team. Accountability in google is with the manager so if a set goal is failed its seen as management failure. Google also use a system called OKRs (Objective and Key Results) to make goals and track progress, their ambitious but measurable objectives. OKRs for an employee are picked, they then select ‘key results’ towards the Objective, an effective tool to track performance and measure success (Sullivan, 2013), (Cmswire, 2017)
The Performance management cycle
performance management cycles improve a company’s overall success, working in two unique ways, 1. Boosting engagement by enabling employees to reach their potential having a higher involvement in their career development.
2. Increasing productivity by aligning work goals of individual employees with the strategic goals of the organisation.
Collaboration between employee and manager, valued and consistent feedback, opportunities to develop, and recognition for good work are effective attributes of performance management cycles, having a positive impact on employee engagement. 
Whilst there are vast variations to the process, the one that is most implemented by organisations is a cycle consisting of four distinct phases, planning, monitoring, reviewing and rewarding.
Planning 
The planning stage is setting goals and defining SMART metrics.  This is where Management would meet setting organisational goals and objectives for the year. To devise a strategy for the business and then objectives expected of employees, including specific tasks, targets, development goals, actions and behaviours.
SMART goals are:
Specific – Clear goals, detailing information to what is expected to be achieved, standards and relevance of importance
Measurable - have a definite and measurable indicator to highlight its achievement.
Achievable – Challenging and in reach of an experienced committed person
Relevant - In line with both the employee’s job and the overall goals of the organization.
Time-bound - a definite timeline as to when this goal should be completed.
In setting these goals, management have the ideal opportunity to produce a development plan for an employee. This first stage of the performance management cycle identifies areas of training and development needs of an employee in order to achieve set goals. Creating the development plan demonstrates management actively working with an employee assisting them to become a more skilled and valuable employee in the organization (Valamis,2021).
Monitoring
Monitoring is key in achieving the goals set out at the planning stage, and should be monitored throughout the cycle, for it to be effective. A monthly check in on progress would allow opportunity to deal with problems as they arise offering support and adjusting goals if necessary. This part of the cycle is crucial for generating feedback to identify areas going well and those that are not going so well enabling management to take necessary action (Valamis, 2021).
Reviewing
Reviewing, if the process has been done effectively and efficiently management should know how well the employee did during the year, this review is an opportunity for both to evaluate the results and the process itself giving the employee an opportunity to discuss development opportunities, how well they met their goals, if the employee gained experience and skills whether they were supported to achieve their goal (Valamis, 2021). There is also opportunity here for a PDP plan which is beneficial to both Management and employee and example of this is shown in appendices. (Valamis,2021).
Rewarding
Rewarding an important stage to ensure and retain employee motivation, if done correctly management will be ensuring employees get the recognition that they deserve for all their hard work, this motivating them to continue their hard work at achieving organisational goals. Depending on the type of organisation rewards could be financial or non-financial. Rewards that could be given are cash bonus, time off, promotion, pay increase or companywide recognition, these are just a few examples (Valamis,2021).


What are some of the Benefits of Performance management to an Organisation and to an employee?
For the organisation
Better Documentation and reduced risk from employee reviews and other performance documentation, can help protect organisations ensuring they are following all necessary and relevant employment and labor laws.
The process provides valuable feedback, companies adopting continuous feedback significantly outperformed competition at a higher of 24% (Betterworks,2019) and managers who provide weekly feedback instead of annual are 5.2 times more likely to strongly agree they receive meaningful feedback (Gallup,2019). Positive and negative feedback are equally important for improvement (Harvard Business Review, 2014)
It Identifies High Performers, through the monitoring process management can identify high 
performing employees and adequately reward them keeping the individual motivated and loyal to 
the organisation, it can also identify ambitious employees enabling them to set up a development 
plan with the individual, the process can also highlight under performing employees enabling them 
to take action to improve the employee or eliminate them.

It Helps spot and address issues as they arise, the process allows management to deal with problems 
arising in a more timely and efficient way.

Opens the door for communication between managers and employees, improving employee 
engagement and increasing motivation, therefore encouraging higher productivity. 

Highlights training Gaps and where further training is needed, or if it’s a specific skill if there’s a need 
Hire.

For the employees
· Employees know where they stand, the process ensures that employees have clear understanding of the expectation of their goals, this resulting in reduced stress and feeling more engaged, reducing sick leave and employees feeling a sense of trust and loyalty, which overall can lower employee turnover.

· Meaningful interactions with managers allow employees to feel more engaged and motivated 

· Opportunities to enhance skills, employees can be coached and trained upskilling their skillset for greater success in their current role, can also be a bonus when looking for new job. 

· Promotion possibilities, employees have the opportunity to discuss the values of their contributions and desire to progress and advance.

· Valuable feedback, employees highly appreciate feedback as this provides information on where they are performing well or possibly underperforming allowing the employee to improve, good feedback can also motivate an employee to continue to thrive in their role.

· Opportunities for development or support to improve, through the evaluation process it can give the employee the opportunity to ask for support in order to achieve their set goal this could be in the form of coaching, training or mentoring.

· Reward and recognition, when an employee receives recognition and receive a reward it can motivate them to continue to work hard, it could also motivate other employees to work harder when seeing the rewards their co-workers receive from achieving their set goals.
Drawbacks to Performance management
Whilst there are many effective and efficient benefits to performance management if implemented and communicated in the wrong way to staff and processes, can be a worthless effort with possible threat to an organisation’s strategies. The whole process can be time consuming, it can be difficult for managers to remember everything an employee has done, if it’s not done correctly by a manager, it can discourage employees demotivating them and causing them to disengage. Managers find it difficult to remain unbiased leading to tension and frustration in employees.
Conclusion
It is evident from research that performance management implemented in the correct way along with updating outdated policies and processes plays a critical part in an organisations success it can maximise the output of their employees and experience a rapid growth in its productivity. Effective processes especially any that strengthen communication and regular consistent feedback can increase employee engagement, motivation and give them a feeling of empowerment when they understand performance management can work in their favour enhancing their career by giving the opportunities for career development. Whilst there are drawbacks to performance management the benefits to an organisation and its employees outweigh this, it’s evident that management play a key role to the success of implementing the right processes to suit their organisation and ensuring to communicate clearly to its employees what these processes are and how it is beneficial to them as well as the company. 
The future of performance management is changing, and some of the factors influencing change are the old traditional methods and how daunting and time-consuming processes are with outdated ones involving hours of paperwork, processes need to be simplified. These changes will include more regular check in, more formal discussions, ensuring goal alignments and adjusting as and when needed to, using tools such as Mentors and coaching, ensuring to create a recognition culture.  PDP plans can have effective role for developing employees and getting the best performance from them, and It’s evident that managers are the key to the success of implementing performance management processes, therefore it is crucial management have the knowledge and skills themselves to communicate effectively and efficiently to line mangers, team leaders and employees.
The performance management system has the potential of making employees feel as though they are working for their own company, by empowering them with the positive attitude to achieving organisational goals.
Appendices
PDP PLAN
	
Objective/Area of Development
	Measure
	Priority
	Support and Development.
Internal/External
	Review Dates
	Other comments

	Communication skills – improving skills for communicating clearly in meetings, 


	 Coaching From another employee who has the experience and knowledge to train in this area
	 High
	 Internal
Coach will allow you shadow them in meetings and share t their knowledge in how to conduct effective efficient meeting
	 
1 week
	schedule training as soon as possible

	Improve skills for Motivating team members


	 Observe how line manager motivate tea in team brief meetings
	 High
	Internal 
Shadowing line managers in team briefs 
	 
1 week
	 

	
Delegating work more effectively 
 
	  Mentor to advise
	 High
	Internal 
Mentoring
	 1 week
	 

	
Dealing with conflict

	 Online course 
	medium 
	 External 
At home online learning free course
	 
	 Admin to give link to course

	Team Building 
ideas

 
	 Employee research
	 Low
	 External 
Online/library
	 ongoing
	 

	
Self-assessment plan
 
	 Employee to write
	 Low
	 Internal
	 ongoing
	 



Rational for PDP Plan
PDP plans are an effective way for Management and employee to document the areas in need of support and improvement enhancing the skills of the employee, it’s an opportunity for an employee to get the relevant coaching, mentoring and training necessary to achieve the organisations goals.

In the PDP example shown above the plan was written by a line manager for a newly appointed team leader. The plan helps identify the areas the team leader needs improvement on and the areas they need to develop over time.  

Looking at the first area of improvement in more depth it will explain in a bit more depth how the plan can work to develop and improve the employee. The improvement area is communication skills in a team meeting. This has been given a high priority given the job role and its importance of communicating clearly to team members their expected goals, the method of developing is coaching this will be a member of staff with the knowledge, experience and skills of conducting meetings, the objective is to shadow the coach and take notes in how they conduct themselves and later both will discuss how the team leader can implement the knowledge for when they conduct their own meetings.  The coaching will take place internally and the line manager will schedule a time for this to take place as quickly as possible to ensure the team leader improves these skills for future meetings ensuring they are conducted effectively and that team members are not demotivate due to not understanding the goals the team leader is trying to communicate. A two-week period has been set, the first week to shadow and the second week to implement the knowledge learnt, at the end of the two-week period the line manager will be able to discuss with the team leader whether the coaching has been successful or whether the employee needs further coaching. The PDP plan gives the opportunity and support for employees to develop and improve their skills and gives the manager the knowledge to monitor and evaluate whether the Team leader is the right person for the job.
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