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[bookmark: _Toc16225762]ABSTRACT

This report will look at the development vehicles available to Google LLC and explore three development methods which are appropriate to the individual needs of its employees and management. 
These development vehicles will be critically analyzed using reliable data, established theories as well as organisational examples to assess their potential benefits to both the organisation itself as well as the individual. 
Based on the findings of this report a ‘Development Needs and Expectation Plan’ will be created and 3 recommendations made to meet the identified needs and expectations of individuals.

[bookmark: _Toc16157874][bookmark: _Toc16225763]WHAT ARE DEVELOPMENT VEHICLES?

In a general sense, ‘Development Vehicles’ can mean any resources, process or strategies which enable an individual’s development. In a workplace context, these vehicles are usually created by the organisation and can be in the form of training, learning or motivational structures which enable an individual to better carry out their work.
Work-related development vehicles can, therefore, be summarised as a process where employees with the help and support of the employer can enhance their own development, knowledge, and skills. Often referred to as PDP (Personal Development Plan) the culminated outcome has many benefits such as: 
· Better alignment with team and organizational objectives
· Measurable progress and results
· Accountability
· Strategic employee development
· A clear roadmap for reaching goals

In today’s demanding and competing work market employee development is the number one factor for employee retention. Investing in employee development has also been proven to have a direct positive impact on productivity, resource management and employee engagement (cornerstonedemand.com).   
[bookmark: _Toc16157875][bookmark: _Toc16225764]TYPES OF DEVELOPMENT VEHICLES

Most large scale organisations have multiple employee development programs and processers in place to address the needs of their organisation such as:
· Training Workshops
· Educational courses
· Workplace Learning
· Support structure
· Coaching 
· Motivation 
· Feedback & Reward 
· Performance management
· Employee engagement Protocols
For the process of this assignment this report will explore the following three development vehicles:
· Motivation
· Engagement
· Feedback & Reward
[bookmark: _Toc16157876][bookmark: _Toc16225765]















A BRIEF LOOK AT GOOGLES HISTORY

Google was established in 1988 by two students from Stanford University who were studying for their Ph.D. These two students called Sergy Brin and Larry Page designed a search engine to organise and display the internet’s information in a revolutionary new way that quickly gained popularity amongst users. By 2005 Google had an annual turnover of over $5 billion dollars, more than General Motors and Ford combined (CBS Broadcasting, 2005).  According to the ‘New York Times’ (2006) just eight years after it was launched, Google was valued at $135 billion. Google's corporate mission is “to organize the world's information and make it universally accessible and useful” (Google.com, 2019) and as such is the dominant internet search engine of the world and currently receives more than 300 million requests a day. Google has an excellent image and brand recognition, and to its millions of users, it is a reliable and trusted service that is both useful and fun at the same time. Google's corporate image as a uniquely creative, innovative and people orientated company is complemented by its employee development policies and its social improvement programs imbedded in its organisational culture and environment. The Companies unorthodox and revolutionary employee engagement and development methods were the subjects of a major Hollywood movie in 2013 called ‘The internship’, which further enhanced its image as a fun place to work at.
Through a carefully thought out and structured corporate architecture (Gagliardi, 1992: 59), Google has managed to portray itself to the general public as a fantastic and fun organisation to be part of.
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MOTIVATION:

The basic definition of motivation is the purpose for doing something and is the fuel that influences people behaviour. Arnold et al (1991) identify three components as factors for motivation:
· Direction
· Effort
· Persistence
Motivation is the force which provides energy to a person’s direction and sustains their efforts. It can refer to an individual’s personal goals; the way individuals try to attain those goals as well as the resistance against, or inclination to change those goals by others. Motivation influences people’s behavioural pattern and is often goal-orientated: It can contribute tremendously to individual performance. Motivation is often strongest when a person believes that a certain course of action will result in rewards specific to their needs. According to Mullins (1985), Motivation is the direction and persistence of action. It is the reason why people chose one course of action over another and continue to pursue the action over long periods, even under hardships and problems. 
Mitchell (1982) defines motivation as ‘’the degree to which an individual wants and chooses to engage in certain specified behaviour’’ he identifies four common characteristics which are the underlining foundation of motivation:
· Motivation is an Individual phenomenon. Every person is unique hence their motivation will be aligned to their uniqueness
· Motivation is Intentional. It is under the worker's control and behaviours influenced by motivation is a choice of action
· Motivation is multifaceted. Two factors of great importance are (i) what gets them interested (Arousal); and (ii) the force which gets them engaged in the behaviour (direction/choice of behaviour)
· The purpose of motivational theories is to predict behaviour. Motivation is not performance or the behaviour itself; it is the force which influences a person’s action or choices.
The needs and expectations of employees can be person-specific and motives could range from physiological and social to intrinsic or extrinsic. Bennet (1981) identifies a three-fold classification for motivation:
· Economic Rewards-pay, fringe benefits, material, etc
· Intrinsic Satisfaction-personal growth, interest in the job, job satisfaction
· Social Relationship-status, friendship, affiliation, dependency
Lack of motivation reduces output and efficiency within the workplace and blocking of employees motivation can give rise to resentment and even constructive behaviour such as aggression, withdrawal, regression and fixation (Mitchell 1982).
Organisations should develop motivational processes within the work environment to ensure the delivery of the desired result in accordance with the management and organisational expectations. The aims, objectives and overall activities of organisations can only be achieved through a combined effort of all the participating members (Mullins 1985). The satisfaction members derive from the relationship between the organisation and themselves is the basis of their motivation, hence managers need to know and understand how to get the full co-operation of their employees by identifying their motivation. 
Motivational engagement and practices are more likely to work once people understand what is involved. Once employee motivation is identified and aligned to the organisational goals and objectives management can encourage employees to direct their full energy towards the realisation of those goals.
[bookmark: _Toc16157878]
[bookmark: _Toc16225767]WHY MOTIVATION MATTERS

Performance is often the product of an individual’s ability such as skills and experience combined with the person’s work or action. Since people’s actions are governed by what motivates them, a well-motivated workforce is a very desirable commodity and asset of any organisation; and can provide many advantages:
· Better productivity
· Lower cost
· Lower absentee levels
· Lower staff turnover levels
· Contended employees
· Better quality of service and products
A motivated employee will often deliver work of higher quality than expected, whilst a more capable and talented employee who feels de-motivated may not work to their full potential.
[bookmark: _Toc16157879][bookmark: _Toc16225768]GOOGLE’S MOTIVATION POLICY

Google has created a very unique working environment within its headquarters which is known as ‘Googleplex’. According to De Cagna (2005), Googleplex is considered by many people and organisations as a wacky workplace which gives people an overwhelming sense of extravagance and fun when they first enter it. In the reception of Googleplex, there is a grand piano, an electronic globe that is constantly spinning whilst displaying real-time web searches occurring around the world. There is a huge fridge with all sorts of drinks available free to all visitors and employees. Further, into the Googleplex, you discover meeting rooms named after rock stars with beanbags for seating instead of conventional chairs and tables. There are massage rooms for employees, table tennis tables, video games machines, gyms, washing machines, and even an outside volleyball court. There are brightly coloured Google bicycles for employees to travel from one outbuilding to another which are maintained by a group of 7 full-time mechanics.  
If one follows Gagliardi’s thesis (1992) that organisational cultures influence office designs, then it is quite clear that Google has created an exceptional and revolutionary ‘Office Environment’ that is very specially tailored to its employee needs. Hammonds (2003: 74) describes Google as a “geeks dream House” and Cohn (2005) says that Google’s employment package has been designed to make life easier for staff.
The crowning glory for employees is “The Cafeteria” which satisfies the employee's dietary needs by providing gourmet-quality food. It is rumoured that the food is so good that employees from ‘Yahoo’ (Google's main competitor) have been known to occasionally slip in for a meal (Techcrunch, 2005). Google seems to have targeted every need identified by Maslow (1954) and have decided to address them in their own way. Besides these physical needs, Google has on-site Doctors, Dentists, Financial Advisors, and even massage therapists to de-stress their employees (Investopedia, 2019). By treating its employees well and taking care of their needs beyond their expectations, Google has secured the loyalty, gratitude and above all else the motivation that is not matched by any other organisation. Google encourages and gets full effort from its employees and in return provides them with personalised solution to their needs as identified by Mitchell (1982) as one of the foundations of motivation and also addresses the elements of (i) Arousal (what gets them interested); and (ii) Direction (the force which gets them engaged in the behaviour). 
The corporate culture that Google has created has enormous motivational effects on its 4000 employees, one quarter of whom have become millionaires through stock market flotation (Towers, 2005).  Google has a fantastic employee attraction record with over 1000 (Towers, 2005).   Job applications on a daily basis and employee retention are also extremely high; not just because of the financial rewards but due also to the working environment, fringe benefits and mainly job satisfaction. According to Herzberg’s Two factor Principle ( Herzberg, 1959), Google doesn’t depend on pay alone to motivate their employees but have improved the hygiene factors which affect job dissatisfaction and increased the motivation factors which create job satisfaction for their employees.
Fig 1: Herzberg’s Two Factor Principle (1959)
[image: Image result for Herzbergâ��s Two Factor Principle]
Besides Google LLC there are not many other organisations that can boast of providing free nursery care for children, free sports facilities at work, 25 day’s holiday per year as well as fringe benefits such as free movie nights for employees and their families, free ski holidays for employees and their families as well as other social excursions. The motivation is so great at Google that Karlgaard (2005) cites an example of a Google programming engineer who got married in the morning, came to work in the afternoon to make some input to his project before flying off to his honeymoon in the evening. If one reflects on Maslow’s hierarchy of needs (1954) and compares it to google’s organisational cultural it would seem that Google has far surpassed the basic safety, physiological, social and esteem needs Maslow has identified and brought its employees to the top of the pyramid.





Fig 2: Maslow’s hierarchy of needs (1954)	
[image: Image result for Maslowâ��s hierarchy of needs]
[bookmark: _Toc16157880]Nelson and Quirk (2005) state the reason for such high motivation is the fact that Google employees genuinely believe that they are making a difference to the world and have a great belief in the company’s mission and vision. The employee's beliefs and values are aligned with the values of the company. Google has an integrated organisational culture (Martin, 1992) which creates a unity between employees and Google and enhances, encourages and empowers employees to great heights.
[bookmark: _Toc16225769]WHAT ARE  FEEDBACK AND REWARD SYSTEMS

Feedback is an important aspect of organisational procedures and is needed to identify and quantify performance and measure quality. Feedback can be used to provide the employee with constructive ideas and directions for their self development and help them understand what they have been doing right and what can be improved. Feedback can be used to motivate or reinforce positive attitudes and behaviour of work group as well as to identify what is going wrong in a given task or project. 
In the past feedback used to be handed down from upper management to employees in accordance with the companies policies, however over the past decade a new system of feedback called “360-Degree Feedback” has found popularity amongst organisations and employees. This form of feedback enables an individual or group access to data from a multiple of sources such as Direct Reports, internal customers, external contractors, manager’s peers and so forth. Ward (1995) defines 360-Degree Feedback as ‘the systematic collection and feedback of performance data derived from a number of stakeholders’.
Fig 3: 360-degree feedback sources
[image: Image result for 360 degree feedback]

[bookmark: _Toc16224919][bookmark: _Toc16225770]360-Degree Feedback enables different people to observe the same individual from different perpectives. A manager may see an employee as a worker who produces sufficient work whilst peers may see the same worker as a pleasant and funny person to work with and customers may see him as the person who pays attention to details. Any one perspective whilst being correct would not highlight as many aspects of the worker as would a collective perspective of all the different people.

According to Handy et al, (1996) 360-Degree Feedback has been found to form a critical aspect of self development based on a research conducted by Ashridge Management research Group. Armstrong and Baron (1998) also recognise 360-Degree Feedback as an important process to ‘assesing development needs and as a basis for performance coaching. One of the more popular rationale for 360-Degree Feedback was given by Turnow (1993) who states that  360-degree activitees are based on the assumptions that: 
· Self awareness is increased by attaining the knowledge that there is a discrepancy between how others perceive as and how we see ourselves
· The foundation for leadership development programmes and the key to providing maximum performance as a leader is ‘Enhanced Self-Awareness’.
The 360-Degree Feedback process has its number of critics as well. Morgan et al (2005) say that, as a tool for performance management 360-degree feedback was found to be quite ineffective and not aligned with other development plans or methods. The conclusion was reached following a research project. According to Maurer et al (2002) the relationship between development activity and 360-degree feedback ratings are weak. Biley and Fletcher (2002) point out that subordinates often altered their targets for managers and there were great similarities between ratings and scores of peers and self assessments.
Despite the criticisism of  360-Degree Feedback process, Google has adapted it and incorporated it in their performance management programme and linked it with their own reward system. In order to understand 360-Degree Feedback context within google culture, one has to first look at googles ‘Performance Management System’
[bookmark: _Toc16225771]







WHAT IS PERFORMANCE MANAGEMENT

The word ‘Performance is defined by the Oxford English Dictionary as ‘ The accomplishment, execution, carrying out, working out of anything, ordered or undertaken’. Management is defined in the Cambridge Dictionary as ‘The control and organisation of something’.
Fig 4: Performance Management Cycle
[image: Image result for performance management]
Armstrong and Baron (1998) described Performance management as an integrated approach to strategically deliver success to an organisation in a sustainable manner; by improving the employee/workers performance through developing the contributing individual’s capabilities. Bates and Holton (1995) point out that Performance is multi-dimensional in nature and a variety of factors need to be taken into account in the measuring process.  Performance can’t be effectively measured and assessed unless it is first defined and clarified (Armstrong 1997).
Bernadin et al (1995) suggest that performance should be defined as the outcome of work. His reasoning is that because this provides the strongest link to the strategic aims of an organisation. Campbell (1990) on the other hand believes that Performance is behaviour and should be distinguished from the outcome because it can be contaminated by system factors.
Aguinis (2005, p 2 ) defines Performance Management as a process that is a continuous process which involves identifying and measuring the performance of people and teams and developing and aligning them to the objectives of the organisation. Aguinis (2005) identifies five elements of Performance Management as agreement, measurement, feedback, positive reinforcement and dialogue.
Performance management can, therefore, be considered a Process of Organising performance in such a way that it operates at the desirable level and takes into consideration both the outcomes of an undertaking as well as the behavioural factors of the undertakers.
[bookmark: _Toc16157881][bookmark: _Toc16225772]WHY PERFORMANCE MANAGEMENT MATTERS

The primary purpose of performance management is to get better results from the different elements in an organisation by understanding the varied contributing factors that influence individuals and teams. Usually, this is done within a planned goal-based framework which may incorporate elements such as competence and standards. Performance management is a process which should create an atmosphere of shared understanding, and pave the way for self/organisational development and is aimed at performance improvements and effectiveness to achieve the organisational goals.
The key concerns of Performance Management are:
· Performance improvements
· Employee development
· Communication
· Involvement
· Stakeholder satisfaction
Some key ethical considerations of Performance Management as identified by Winstanley and Stuart-Smith (1996) are:
· Respect for the individual
· Mutual Respect
· Procedural Fairness
· Transparency
Effective Performance Management affects everyone associated with the organisation and can create an environment of continuous dialogue and cooperation between individuals, teams, and management. It can enable the sharing of information and enable a better understanding between all parties concerned.  Expectations can be defined, target set and the skills developed to achieve the targets. Some principles of performance management as summarised by IRS (1996) are as follows:
Fig 5: Armstrong and Barons “10 Principles of Performance Management”
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[bookmark: _Toc16157883][bookmark: _Toc16225773]GOOGLES  FEEDBACK, REWARD AND PERFORMANCE MANAGEMENT SYSTEM

Google has a reputation of hiring the best-fit candidates from all over the world for all available positions within the organisation, hence all 50 thousand of its current employees are highly qualified people in design, sales, engineering who have come from some of the world’s top Universities. This process of hiring qualified and educated people over experienced people is probably due to the founders of Google themselves being very educated (Ph.D.) themselves, hence the importance attached to education. Google terms these people its “smart creatives” and considers them a cornerstone of its operations. Google has spent considerable resources in developing a performance management system called “Qulture Rocks” following an extensive and prolonged Harvard Study research initiative into Employee engagement and development methods called “Project Oxygen” which began in 2009. According to Google’s Performance Management Practices (Qulture.Rocks, 2019) the three cornerstones of Google’s People Operation are:
[bookmark: _Toc16225774]Hiring the best candidate:
Google tries to source candidates who have the best academic results from the best universities in the world hire people who are 100% suited to their job role. When they are not 100% sure of a candidate’s suitability they would rather pass over a great candidate than hire a possible bad fit.
[bookmark: _Toc16225775]Creating a meritocratic environment:
in order to identify and measure performance and reward the employees. Google believes in nurturing talent and finding the ideal candidate is not equal to getting the best results out of them.
[bookmark: _Toc16225776]Developing employee potential:
Google believes that good people management and on-the-job coaching can help their employees release their full potential and develop their skills further, by providing a regular system of peer to peer reviews, outside training, and 360-degree feedback initiatives, Google stays on top of their employee development and performance management programme.
According to Google (Qulture.Rocks, 2019), it uses the following human resources in its performance management system:
· [bookmark: _Toc16225777]Performance Review- Annual performance review which has a mid-year checkpoint. This involves self-assessment and peer reviews (only seen by managers) and is focused on (a) the results attained by the individual and (b) the behaviour or process that led to the attained results. Most companies cover the area of results attained but Google also looks at how those results were attained and use the process for future reference.

· [bookmark: _Toc16225778]Monthly performance check- this includes current issues, as well as themes such as future development matters, personal issues, and additional assistance. Monthly checks look at the employee’s adherence to the organisational Values, Skills applied to solve problems, Ability to work without guidance, leadership qualities, how many other employees of the organisation have come to the individual for advice and help, and whether help was provided. By focusing on the smaller matters such as how many other employees of the organisation have come to the individual for advice and help, and whether help was provided,  Google marks out potential leadership candidates for future promotions. 

· [bookmark: _Toc16225779]Googlegist engagement- this is a survey that covers everything that can be covered in every aspect of the job role and includes self-assessments and evaluation where the candidate identifies five criteria’s ranging from “never demonstrates” to “always Demonstrates”. Candidates are given the opportunity to highlight their contributions in the past month and also to review peer contributions in the past month. This type of comparison made by the employees’ themselves as opposed to supervisors or upper management gives the employee an idea of their work value compared to other people’s contribution without the judgemental factor.

· [bookmark: _Toc16225780]Annual Upward Feedback- Google has a flat Management system and practices a 360-degree feedback process throughout the organisation (Qulture.Rocks, 2019). This gives the organisation a holistic picture of the work infrastructure and eliminates any bias. The process of feedback runs up and down the management line as well as across peers and colleagues. Peers give an assessment of colleagues and supervisors based on three fields, Strength, Weakness and Development and rate them accordingly  Management provide feedback for employees in a similar fashion. Google’s SVP mentions in the “People Operations Work Rules” that “ the simplification reduced aggregate time spent on this step by more than 25% while improving the share of participants who perceived it as useful from 49% to 75%” (Qulture.Rocks, 2019). Google also has a supervisors and management review system that is done by employees for their direct line managers. Using this survey only supervisors are reviewed based on their direct reports. This type of initiative allows employees to pass on information to upper management without fear of repercussions.


· [bookmark: _Toc16225781]Objective Key Results- a mild form of management-by-objectives systems were measure is taken of project timeframes. Google’s OKR are different in the sense that unlike other organisations where management set the target at Google it is the employees themselves who set their OKR’s. Having identified and summarised the information collected from the feedback processes the management categorise and draft a rating for the employees based on five scales:

1) Needs improvement
2) Consistently meets expectations
3) Exceeds expectations
4) Strongly exceeds expectations
5) Superb 

The draft ratings are reviewed by a group of managers before a final rating is given in a process Google terms as “Calibration”. This way Google provides a fair evaluation of employees and awards the most appropriate rating. The one thing Google does that most organisations don’t is the separation of the feedback and review from the reward and compensation aspects. Google holds two meetings with employees a month apart to discuss the two aspects. It is Google’s belief that “a compensation-focused employee is no good a listener of feedback, whether compensation expectations were not met, met, or exceeded” (Qulture.Rocks, 2019, p 8)

· [bookmark: _Toc16225782]Meritocracy- an employee compensation programme that is based on performance with prizes, bonuses, equity stock options, etc. Google values its employees and rewards them according to their wants and needs. Their reward system is tailored to the individual employees and goes beyond need and desires. 

If one considers Aguinis’s (2005) five elements (Agreement, Measurement, Feedback, Positive reinforcement, and Dialogue) it is clear that Google is addressing each and every one of them, through in its performance management system. Through these stages of employee engagement Google recognises high performers and ineffective performers as identified by Pulakos (2009) singles them out for future personal actions or development programmes.
[bookmark: _Toc16225783]CONCLUSION

Googles constant culture improvements and innovative approach to employee development are applaudable. 
They have redefined the approach to employee engagement and practice the highest standards for employee feedback and reward structures; and leave very little room for criticism. However, there are a few areas within the culture that can be improved to offer better chances of development for employees. If we consider the overall aim of performance management systems as the need to retain good and useful employees by keeping them happy and feeling as if they have a stake in the organisation, then the following Personal Development Plan (PDP)  recommendations can be a useful method of achieving that goal.
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also bear in mind that it is a complicated notion.
Campbell (1990) suggested that performance is the
outcome of three determinants:

knowledge about facts and things (termed
declarative knowledge);

knowledge about how things are done and
the skills to do them (termed procedural
knowledge and skills);

motivation to act, to expend effort and to
persist (termed motivation).

The following three theories underpin performance
management.

Goal theory

Goal theory, as developed by Latham and Locke
(1979), highlights four mechanisms that connect
goals to performance outcomes: 1) they direct at-
tention to priorities; 2) they stimulate effort; 3) they
challenge people to bring their knowledge and skills
to bear to increase their chances of success; and
4) the more challenging the goal, the more people
will draw on their full repertoire of skills. This theory

supports the emphasis in performance management
an eottine and aoreeine nhicctivee aoainet which
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The rescarch conducted by Armstrong and Baron
(1998, 2004) identified the following 10 principles of
performance management as stated by practitioners:

Ir's about how we manage people — it’s not
a system.

Performance management is what managers
do: a natural process of management.

A management tool that helps managers to
manage.

Driven by corporate purpose and values.
To obrain solutions that work.

Only interested in things you can do
something about and get a visible
improvement.

Focus on changing behaviour rather than
paperwork.

Based on accepted principle but operates
flexibly.

Focus on development not pay.

Success depends on what the organization
is and needs to be in its performance culture.
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reward, and create
goodwill and loyalty
towards the organi-
sation. This will also
reduce the chance
of employees leav-
ing to start their
own business.

Review and meas-
ure yearly. Monitor
employee attrition,
new start up’s by
former employees.
Quantify new 20%
projects, product,
and services.
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