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1. Introduction
This report looks at three aspects of developing relationships and workplace achievement. The report evaluates three development vehicles, which are employee engagement, feedback and reward, leadership and management development available to an organisation appropriate to the development needs of the individual. The organisation in focus is DLA Piper Solicitors which is a law firm I previously worked at. 
The organisation’s Human Resource Management (HRM) structure is looked at and how this is used with regards to recruitment and retention of employees. The report looks at how DLA piper engages with its employees in order to make them more inclusive in the firm and assist with their development and career progression. Motivational theories are looked at such as the two factor model, Herzberg theory is investigated to see how this fits in with today’s working environment. Other theories such as expectancy theory, goal theory and equity theory are briefly discussed.
I have used DLA Piper to assess the benefits of the development vehicles mentioned above and how each component was used at this organisation with regards to enhancing and developing their employees. In particular emphasis is focused on communication being the key element for employee engagement.
The final section deals with identifying development needs and expectations of an individual in an organisation using six examples. The examples used to identify needs and expectations are feedback, action plan, evaluation, observation, results and discussion. A sample development plan is given to show how this works.
The report concludes with a summary of all the key points of HRM in regards to relationship and workplace development. Namely the development vehicles of employee engagement, feedback and rewards, leadership and management development with a summary of how these vehicles benefit DLA Piper and examples of identifying individual needs and expectations.

2. Three Development Vehicles – Employee Engagement, Feedback and Reward, Leadership and Management.

Human Resource Management is the management of people in an organisation according to Kamoche (1991). It’s a system designed to strategically manage people in an organisation. It is usually the responsibility of management to ensure policies and procedures are in place for the smooth running of the company, hence the need for a HRM.  

There are various models of HRM. There is the Harvard Framework or map which is based on general managers developing methods for employees to be more involved and deciding which HR policies and procedures may help attain goals. The model outlines four policy areas which are human resource flows (see diagram below for details), reward systems, employee influence and work systems. (Price 2020)

There is the Fombrun model of HRM, which is a model that looks at the functions that are performed in any organisation. The functions being selection, appraisal, rewards and development. Devanna et al (1981) state that in order to develop employees it is important to have performance appraisals. I have discussed this further under the Feedback and Rewards section. This takes us to our first development vehicle, employee engagement.


2.1	Employee Engagement

Macey and Schneider (2008) describe employee engagement as behaviours that result in outcomes at different times due to people’s psychological states. For instance, when managers engage with their staff and make them feel part of the organisation an employee may feel more engaged and committed to the company. The elements of engagement are commitment, organisational citizenship (behaviour that goes above and beyond the job role), and motivation. 

Employee engagement should be at the heart of every business. In order for a business to do well it is important that systems are put in place where employees have the means to communicate with others as well as feel engaged with the work that they do.

Motivation is key for employees to engage. It would be difficult for employees to feel engaged if they did not feel motivated. In a broad sense motivation is a drive that would encourage one to do something to achieve a certain goal.  Usher and Kober (2012) define motivation has having intrinsic and extrinsic meaning. Intrinsic to achieve something which one would see value in. Extrinsic motivation is to do something that achieves a result. For example, money is a motivator for some individuals, or job satisfaction can be another motivation for others.

Elements of engagement are commitment, engagement, organisation and motivation. Krishnaveni and Monica (2016) found from their research that engaged employees lead to a more productive workforce. With regards to DLA Piper Solicitors, this is also the case as all employees were encouraged to put in what they called ‘lightbulb ideas’ to management if they felt improvements could be made anywhere within the firm. This made employees feel that their opinions mattered and the firm were actively engaged with all employees right from the management level to the support level. The organisation’s approach is based on a mutual commitment between its people and the firm. 

DLA Piper encourages their employees to take responsibility for their career development needs, whilst providing them with the support they need to do this. (DLA Piper 2020) Whilst I was working for DLA Piper as a HR assistant I identified a course that I was interested in and the company were more than happy to fund this and allow me time off to attend the course, which in turn helped me to be more efficient in my job and assist the team more.

The company also tries to help employees manage a work life balance but providing flexible working hours where possible. However, in some cases depending on the role this is not always possible, especially with regards to graduate recruitment.

MOTIVATOR THEORIES

Extrinsic and Intrinsic Motivators

According Thomas (2009) there are extrinsic and intrinsic motivators. Extrinsic motivators are tangible motivators such as money, company policies or other physical forms of benefits. Intrinsic motivators are more to do with job satisfaction, such as a sense of an individual really helping someone. Herzberg theory is also split into two factors, the motivators and hygiene factors. The motivators are the same as the intrinsic factors mentioned above and the hygiene factors are things like salary, policies etc. Khanna’s (2017) showed that having extrinsic and intrinsic motivators showed more employee engagement and employees were more satisfied in their roles.

Expectancy Theory 

The Expectancy theory is a motivation that a reward will follow after effort and the employee values the reward and therefore will work towards achieving it. This theory was proposed by Victor Vroom and it is one of the process theories of motivation. (Parijat and Bagga 2014). Below is an example of the Expectancy theory.



Goal Theory

The Goal theory is where feedback is given to employees and goals are agreed upon which it is believed that motivation will improve. Lunenburg (2011) states that when goals are specific and challenging that achieves the most effective performance. This practice will create commitment and acceptance from staff as the goals set will be a form of motivation.

Equity Theory

Equity theory is where people feel more motivated when they are treated fairly in comparison to other people. There are two sides to the equity theory, namely the input and the outcome according to Al-Zawahreh and Al-Madi (2012). For example, if an employee believes that their input is greater than their output than they will look to rectify this either by reducing productivity or requesting higher pay.

Organisations can use any of these theories in their management process at different times. I believe different theories will work for different people. 

2.2	Feedback and Reward

Feedback and rewards are done through performance management. Performance management is important to obtain organisational goals as well as for employees to further their careers. Otley (1999) describes five areas which are dealt with through performance management, namely setting objectives, strategies and plans to get the result, setting targets or goals, incentive and reward structures and providing information feedback. The idea behind this is to improve the performance of the organisation. 

Feedback 

One method of getting feedback from employees is to have regular appraisal meetings. Devanna et al (1987) state that the goals of a performance appraisal is to ensure that the employee has met their objectives. It is important to have these regular meetings to ensure employees are satisfied as well as company objectives are being met. Sometimes it is through appraisals where it is highlighted whether further training is needed or whether that individual is indeed fit for the job.

Folan et al (2007) further highlight the fact performance management is a direct link between the goals of an organisation and the performance of its employees which clearly show the employees’ contribution to the organisation. By doing regular appraisals managers can measure the performance of their employees and the impact they have on the business. 

There maybe times outside of set appraisals where feedback is either required or given by an employee. If someone is not happy within their role and their position they may wish to provide immediate feedback to their manager. In such cases the manager needs to ensure that time set aside to hear the employee’s concerns and come up with solutions. One example could be if an employee has been off sick over a considerable amount of time and needs to rearrange their work pattern. In order not to discriminate the manager will need to make reasonable adjustments. A study done by Varekamp and Van Dijk (2010) found that support from managers was crucial for job retention. One solution to retain employees was to provide more training for managers in order for them to better understand the problems that some employees may face due to illnesses and think of ideas that can give a balance to their work and social life by providing flexible arrangements such as reduced hours or working from home. 

Rewards

To reward employees is to show satisfaction of their role and encourages employees to feel more motivated. Rewards can be in a monetary form, benefits, promotion etc.  A study done by Terera and Ngirande (2014) showed that although the rewards system resulted in employee retention it did not necessarily lead to job satisfaction. However, if the reward was to introduce a role that was more interesting rather than just a pay increase, I feel that employees would be more satisfied with their jobs.

Rewards are usually determined through regular appraisals to check if the employee has met their objectives and/or has gone above and beyond their normal call of duty. A good manager will have regular meetings with their employees for them to be aware of how well an employee is working. Good flow of communication is important between the manager and staff members to ensure everyone is clear with regards to what they are doing. 

At DLA Piper we had quarterly review meetings in which the objectives that were set previously were discussed and also future objectives were set. Those employees who worked above and beyond their roles were often gifted with bonuses or vouchers. However, there were instances where the review meeting would have to be cancelled and in some instances there would be a delay of months before an appraisal review meeting took place by which time the objectives that were set at the previous meeting were perhaps changed along the way without a formal meeting due to work pressures. 

2.3 Leadership and Management Development

Leadership and management, a term which is often seen together, however, differ slightly in its meaning. Thorpe (2016) describes leadership as something that is transformational, visionary, inspirational, creative and energising, whereas management is more transactional and requires good operational skills. A leader is someone who can transform people, for example, Prophet Mohammed, was the leader of the first Muslims and transformed nations (Haykal 1993, p189). Other more recent leaders are Martin Luther King or Ghandi. They all have their own styles of leadership. Depending on the type of industry you work in different style of leadership will need to be adopted (Kumar (2018). 

Goleman (2000) came up with six leadership styles. These are detailed in the diagram below.



Leaders will need to decide which of the above is their style of leadership and see whether that is what best motivates their team. Programmes are available for individuals in the managerial roles in order to ensure that individuals’ leadership and management development skills and knowledge are up to date to be successful in their roles.

Management is to use resources effectively in order to get something done. To be in a position of management one needs to possess certain skills. These range from being able to manage people and performance, the ability to empower, balance technical and generic skills and work across different boundaries and also be able to develop relationships. 

At DLA Piper we had what we called ‘Train the Trainer workshops’ where the HR team set aside a time every couple of months to update leaders of teams on recent policies and procedures that were in place to ensure that the relevant information got passed down to all employees. Brown (2010) argues that if organisations invested a small amount of money into improving managers’ skills this will show significant improvements in how effective employee development programs can be. The managers will then have skills to be able to spot relevant training for employees if they had the necessary skills. Brown further suggests that the first step to developing others is to have an employee development framework in place which includes resources, processes and the notion that values learning and development. Personal development plans are discussed further in this report.


3. Potential benefits to organisation in using development vehicles in the workplace.

At DLA Piper we had the relevant development vehicles mentioned above in place. These were not only beneficial but essential for the smooth running of the business. Communication was the key part of employee engagement. This enabled both managers and subordinates to discuss issues and ideas that staff had with regards to their own development and betterment of the organisation. A study done by Kang (2017) found that when management is in communication with its employees this enhances employee engagement and organisations found that it improves employee retention. This was also the case at DLA Piper. However if in some departments the communication was poor or the manager did not get on well with support staff, there was a difficulty in retaining employees unless management made some significant changes in their style of management.

With regards to feedback and reward, at DLA Piper personal development plans were set during quarterly review meetings. Objectives were put in place to be met within a certain timeframe. For new employees there would be a three month probation period after which their quality of work was assessed. If the employee did well they were kept on to continue with the specified job role. However, if the employee did not meet all the requirements of the role, they were put on another three months of probationary period with some additional support mechanisms in place, such as a mentor or someone the individual can turn to should they need help. If by that time they were still unable to meet the job specifications they would be asked to leave as the company felt they had done what they could to assist that employee. The successful candidate would be rewarded with a full time contract and pay as outlined in their contract.

3.1 Performance Management

Aguinis (2005, p2) defines performance management as an ongoing process of developing performance of individuals and teams by receiving and giving feedback to individuals. Performance management must be aligned with organisational goals. 

As mentioned above to assess performance management managers set personal development plans for individuals during their review meetings or appraisals. Key elements of performance management are agreement, measurement, feedback, positive reinforcement and dialogue. It is based on an agreement of role requirements, objectives and personal development plans as well as being able to measure continuous improvement in performance through reviews and feedback through dialogue. 

At DLA Piper the senior managers had to do a 360 degree form for employees or other managers to provide feedback. This was done anonymously. However the individual who was handing out the 350 degree forms was able to choose who gave the review, which is perhaps a little bit biased. Below is a diagram of the process of 360 degree.

 
Appendix A shows an example of a 360 degree form. The individuals completing the form need to grade the employee from A to F, A may mean most likely and F very unlikely. The completed form is then returned back anonymously. Upon which the senior manager will review the forms will monitor progress and provide feedback and set targets.

At DLA Piper for leadership and management development the 360 degree was used and relevant training provided where necessary. However, in some cases the managers were too busy to attend training and this had an impact on their development. Reminders were sent regularly for managers to attend training sessions and if not attended this would be brought up at their next performance review meeting.

4. Plan to meet the identified development needs and expectations of an individual

This section takes us to the workplace learning which is self-directed and self-managed learning but is enhanced by mentoring and coaching. Learning and development needs are usually identified through feedback and appraisals. Clifford and Thorpe (2007, p8). state that training is one method of achieving learning. Other methods could be team building exercises, mentoring or shadowing. 

To identify individual’s development and needs six examples that can be used are firstly to identify what the need is by holding review meetings or requesting feedback from individuals. Feedback can be done by of a survey online or face to face meetings. Upon receiving feedback managers can review team member’s job description, observe them at work and determine action steps. Next, set up a personal development plan with clear objectives for the employee to be able to enhance and develop their skills. These objectives need to be in line with the employee’s expectations and agreed upon. Once the plan is in place monitor the performance of the employee, noting down any strengths or weaknesses for discussion. Then evaluate the learning behaviours and results and arrange a further discussion meeting with the employee to see if all the objectives have been met. Target and target dates should be set, preferably with short term and long term goals.

Below is a sample of a personal development plan for a HR Manager.

	Goal/Target
	Action
	Evidence of completion
	Target Date

	Advanced training in HR Software package.
	Attend training.
Practice regularly
Shadow someone
	Using the advanced settings of software
	3 months

	
Engage with internal employees more.

	
Set up phone calls.
Attend meetings
	
Better understanding of other departments
	
Ongoing

	
Improve HR policies.

	
Attend training.
	
Certification
	
6 months




These are just some of the elements that may have been identified in an appraisal meeting and ways of which improvements can be made in order to further someone’s career.

Conclusion

To conclude HRM consists of three development vehicles, these are employee engagement, feedback and reward, leadership and management. It was found that in order for employees to do well and feel part of an organisation it is important for them to feel engaged both with other staff members and within their work. This engagement can be done through setting up employee feedback and reward systems, such as having regular appraisal meetings or surveys. With regards to leadership and management, it is important for leaders and managers to also receive the necessary training so that they may identify the needs of their employees to be able to develop their skills and careers.

Performance management is essential for the smooth running of a business and employee retention. This can be done through setting up personal development plans by following certain guidelines and adapting to individual’s needs and expectations. Some of the examples to use are request and give feedback, set up action plans, monitor and evaluate performance, evaluate results and have regular meet ups.

At DLA Piper the benefits of using the personal development plans were visible and made a difference as employees objectives were clearly set and it was a tool for employees to identify any gaps and request further training.
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Appendix A
[image: The 360 degree evaluation form: Example + Guide to using it]

Coercive 


Demands immediate compliance


Works best in a crisis or with problem employees


Authoratitive


Mobilises peopel with a vision


Best works with clear direction is needed


Affiliative


Creates harmony and builds emotional bonds


Best works to motivate people in difficult times


Democratic


Forges consensus through participation


Gets employee input but forms own judgement


Pacesetting


Sets high standards for performance


To get quick results from high motivated team


Coaching


Develops people for the future


Helps employee to improve performance



1. Self Assessment


2. Invite others to appraise performance


3. Monitor Progress


4. Generate Feedback


5. Targeted Development




Effort


Perception that effort will lead to good performance


Performance


Belief that acceptable performance will lead to the desired reward


Reward


Value of reward
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