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[bookmark: _Toc57750777]Introduction
It was businessman Harold Geneen who once said: “Every company has two organizational structures: The formal one is written on the charts; the other is the everyday relationship of the men and women in the organization” (Brainymedia, 2020).
Do the relationships twixt individuals and their organisations act as the pillars over which all productivity can be bridged? Do good relationships make for stable foundations, resilient against internal and external forces? Might instability in the foundations of workplace relationships put a smooth flow of productivity in jeopardy or prevent it from ever occurring?
Organisations are increasingly interested in how to maximise efficiencies through staff development and how to optimise staff development through inter-related development vehicles such as training, performance management, employee engagement and motivation.
The aim of this paper is to critically assess the potential benefits to organisations and individuals of the application of these development vehicles in the workplace. It will also weigh the avoidance of otherwise-likely detriments alongside discernible benefits.
[bookmark: _Toc57750778]Performance Management
[bookmark: _Toc57750779]Definitions
Performance Management (PM) is the broadest of the four development vehicles. The CIPD (2020) have opined that there is an absence of a precise characterisation of PM, while the Society for Human Resource Management (2017) believe that PM includes “the broad collection of activities designed to maximize individual and, by extension, organizational performance”. Armstrong (2016, p.83) recognises the activity as the highest imperative of managerial responsibilities. While these three views have differing perspectives, they all support the view that Performance Management is a broad field of study, which could include anything one chooses as a tool for managing performance. PM is different to Performance appraisal, as appraisals are just a part of Performance Management.
[bookmark: _Toc57750780]Theories and Models
Armstrong and Baron’s cyclical model of PM (2005) envisages an unending upward spiral of improvement. Thursfield and Grayley (2020) note that a criticism of this theory is that the unitarian nature prioritises organisational worries over individual concerns while legitimising and perpetuating managerial control. Bartel’s theory of observable components (2004) provides a looser basis in the mould of the AMO framework, she cites as devised by Appelbaum et al, (2000). The ideas contained in theses two different outlooks are not mutually exclusive, but they are both quite primitive models too simplistic for practical use. It is likely any given organisation’s PM System would need to be far more specific and tailored to its needs. Both models share common aims. For the individual, more motivation (due to conditions or pay, for example), more happiness, and higher productivity. For the organisation, better productivity can drive better competitivity, more efficiency, and ultimately make the organisation more profitable.
[bookmark: _Toc57750781]Application and Benefits
SIKA, a multi-national chemical company were the subject of a case study by ACAS in which they designed and implemented their own bespoke PM system. It took the form of a simplified, employee-led, continuous (as opposed to annual) five-step cycle process. The case study itself is rather lacking in any significant depth, and has a distinctly nebulous feel to the descriptions of the actual ‘nuts and bolts’ process. Published by ACAS, but co-authored by SIKA representatives, it leaves itself open to accusations of partiality. Nevertheless, the ACAS-overseen data reported improvements across the board. Benefits came to the organisation in the form of higher productivity. Individuals at the company reported improvements in communication, trust, and motivation. A more equivocal report on the Netherlands public sector found several positives, comparable to the SIKA report, but also discovered unforeseen consequences. Efforts to advance managerial cost-awareness were broadly successful, but an unintended development was incentives causing a shift toward shorter-term priorities (Verbeeten, 2008). Resnick (2009) released a similarly balanced report the next year, studying a municipal bus organisation. As in Verbeeten’s study, a cyclical system had brought similar positives. Also like Verbeeten, unintended results were uncovered, in this case a problem of conflicting metrics used to measure drivers’ performance. These reports did not seek to obfuscate the failings uncovered and noted how the cyclical nature of the systems ensured these matters did not remain hidden. Thursfield and Grayley (2016) present evidence that UK Trade Unions are moving towards accepted definitions of PM, which goes some way to confirm their own belief in its delivery of palpable benefits to the employee. This is significant, due to trade unions’ lower priority for profit than commercial businesses.
[bookmark: _Toc57750782]Summary
Evidence points more towards poor PM leading to negative effects rather than good PM leading to particularly remarkable positives, although the avoidance of pitfalls is a benefit in itself. Projected positive benefits to successful performance management are slow-building and long-term incremental reciprocal attitude improvements. But good PM policy should produce benefits for individuals by helping their fulfilment, motivation, and importantly happiness. Organisational benefits should include better efficiency, competitivity and profitability. Well-designed performance management can provide the best breeding grounds for Employee Engagement.
[bookmark: _Toc57750783]Employee Engagement
[bookmark: _Toc57750784]Definition
Employee Engagement (EE) is a concept not dissimilar to Performance Management, but from the employee’s perspective, rather than the manager’s. CIPD (2020), a respected chartered institute, tell us that employee engagement “focuses on mutual gains in employee relationships, seeking the good of employees, and the good of the organisations they work for”. CIPD also provide a narrower definition from Utrecht University as “a state of mind in which employees show vigour, dedication and absorption. Armstrong (2016, p.39) describes it as “what happens when people at work are interested in and positive, even excited about their jobs”, while recognising the presence of all-encompassing alternatives. Lest focus be lost, his paper deals uses the narrower definition, specifically examining the so-called psychological contract. Furnham and Treglown (2018) cite Edgar Schein’s 1988 definition as “the unwritten expectations operating at all times between every member of an organisation”. They describe it as an “implicit agreement about the reciprocal obligations between employee and employer”. The psychological contract has, they write, “a firm grip over the enchantment and motivation of employees.
[bookmark: _Toc57750785]Theories and Models
CIPD’s balanced factsheet (2020) makes no attempt to hide the multiple and sustained criticism of Employee Engagement as a concept, chiefly regarding confusion surrounding its scope. It notes the lack of agreement on precisely what engagement is, and deem this is followed by patchy guidelines, frustrated activities, and a lack of clarity of circumstance or intention. Kingston University (2008) concur with this view, acknowledging difficulties caused by diffuse definitions. Like Utrecht, they identify a trinity of components, however unlike Utrecht, their proffered trio are intellectual, affective, and social engagement. Furnham and Treglown assert that for employees to feel connected to their organisation, their expectations must transcend simply transactional contracts and must be superseded by relational contracts, socio-emotional bonds that assume developmental expectations. They go on to underline how mutual trust and two-way participation are essential to reciprocal success.
[bookmark: _Toc57750786]Application and Benefits
While Thursfield and Grayley (2016) reveal some hesitance among unions for Performance management, The Involvement and Participation Association (IPA, 2020) display a far more positive, almost gung-ho attitude towards employee engagement among the union movement, even showing an intent to force employers to engage. They have few doubts about the reality of benefits for employees. Furnham and Treglown (2018) explain how organisations blindly offering well-intentioned promotions and development is not a silver bullet to engage employees. Armstrong uses a 2009 excerpt from MacLeod and Clarke to illustrate the engagement policies of telecommunication company O2. The boldly stated and comprehensive list of commitments paints a picture of a company trusting and encouraging workers in an environment of altruism. Job site Indeed (2020) gives them an average employee rating of 3.7 stars from a maximum of five, revealing a recent increase in satisfaction. This however is lower than both its major competitors, Three (2020) and Vodafone (2020), both of which have far less bold claims regarding employee engagement, focussing their claims on branding and rewards respectively. This suggests that O2’s ambitious outlook is still a work in progress. While O2 may not yet have succeeded in perfecting engagement policy, they may well have protected themselves from a worse fate. Furnham and Treglown present a case of Fox-40, a media company whose hacking was facilitated by an ex-employee with grievances regarding employee engagement. We cannot know if O2 would have suffered a similar fate without their bold commitments, nor can we assume such efforts would have dissuaded the ex-employees of Fox-40. This goes some way to illustrate the limitations of comparisons between organisations. There is no control group, and the same proverbial river can never be crossed twice. Nevertheless, evidence would suggest that the better any given organisation’s engagement, the likelier that employees will reciprocate in that direction.
[bookmark: _Toc57750787]Summary
Credible evidence largely supports the perception of benefits from Employee Engagement. Employees will usually be healthier, better challenged and motivated, organisations will see employees using discretionary effort; ‘going the extra mile’, increasing productivity, improving customer service and enabling growth. Getting Employee Engagement right creates the ideal conditions for organisations to be able to motivate their employees.
[bookmark: _Toc57750788]Motivation
[bookmark: _Toc57750789]Definition
Motivation is a broad term, defined by Kim and Lawrie (2019, p.268) as: “Motivation is the direct force that propels individuals to act toward specific goals”. While this is an accurate description, for the purposes of this chapter the examination will exclude ground covered by the other three development vehicles being reviewed, and will focus on motivation in the narrower sphere of motivational theories and models for the workplace. Armstrong (2016, p24) tells us there are two forms of motivation, namely intrinsic and extrinsic motivation. Intrinsic motivation is usually associated with internal personal warmth towards the completion of a task, and extrinsic motivation are external factors being applied to and for the persons in question. Intrinsic factors include autonomy, interest, and responsibility. Extrinsic factors include pay, praise, and promotion. Negative motivators such as punishment would be extrinsic, while self-hatred would be intrinsic.
[bookmark: _Toc57750790]Theories and Models
Motivational Theories for the workplace have been around for over a century, one of the earliest examples of which is Scientific Management devised by Frederick Winslow Taylor. Taylor (and many theorists since) have been heavily criticised, variously as dehumanising and myopic. Despite the primitive nature of his investigations, he was able to note that the false, as he saw it, spectre of mass layoffs of staff was a disincentive to workmen to strive for maximum output (Taylor, 1919, p.15). It proffers a one-dimensional view of higher pay as a motivating factor. Such theories have evolved and been expanded since then, notably Mayo’s (2003) broader recommendations being added to the 1920s field of research (with the use of since-discredited observational methods). His recognition of so-called social aspects as factors, including lighting and refreshments continued the growth of understanding in the field. What would become known as ‘Content’ theory (the title pertaining to contentment, not to containment) began with Maslow’s (1954) pedestrian (by today’s standards) description of his hierarchy of needs, a progressive staircase of wants from basics to enlightenment. It suggests baser ‘satisfactions’ must be met before higher motivation can be harnessed. This was followed by Herzberg’s (1966) Two-factor theory which distinguished lower (including extrinsic) ‘hygiene’ factors from higher ‘motivational factors’. Armstrong (2016) cites Maslow’s lack of field research, and criticises Herzberg’s field research as ‘flawed’. While this would appear to be an accurate and fair criticism, it might also serve to elevate Armstrong above his fellow theorists. Both Maslow and later, Covey (2004, p.241) address already-fulfilled requirements ceasing to be incentivising. This divergence was driven forward by the proponents of what is known as ‘Process Theory’, which assumes no link between satisfaction and end performance. Vroom’s (1964) expectancy theory is one such example, while Armstrong (2016) cites Porter and Lawler’s 1966 work as another. Armstrong (2016 p.26) tells us expectancy theory is one of the two most significant theories for a motivating manager, the other being ‘goal theory’ a philosophy of setting ideal, challenging, and agreed goals to drive performance. The multiple correlations and contradictions between these various theories are illustrated by the dichotomy of McGregor’s X and Y theory (Morgan, 2017, p.231), in which McGregor unfavourably compares the dated Taylorist format to more developmental modern schools of thought.
[bookmark: _Toc57750791]Application and Benefits
The Times newspaper (2016) details the Nuclear Decommissioning Agency (NDA) claiming to follow McGregor’s Y theory, and espouses a number of apparent triumphs from its use. The Times is owned by multi-national conglomerate Newscorp, which could indicate a vested interest in promoting the benefits to employees of models that fit in with capitalist trickle-down economic theory. The article admits to finding negative aspects of expense and difficulty. It recognises the advancements made by Taylor and Maslow, but eschews the authoritarian attitude of the former. The case study lauds the multiple positive benefits (higher productivity, higher quality, more ideas, quicker learning), and details the avoided negative outcomes of absenteeism, conflict, upsurges of accidents, and the necessity for increased supervision. While recognising that the NDA were unlikely to go out of their way to advertise failings in this area, it seems likely they would not have raised the issue in public at all had failure been the case. The sensible inference from the data is that the NDA found success in their attempts to motivate the workforce.
Tesco are an organisation using multiple tactics to motivate staff (Business Case Studies, 2019). Like the NDA, they profess an intention to go beyond Taylorist and hygiene factors to motivate their staff. Various trinkets and baubles are used to entice motivation, including gym membership and discount holidays.
[bookmark: _Toc57750792]Summary
Benefits for the workforce, according to the NDA and Tesco include increased personal proficiency, and more interesting and challenging jobs. This overall positive view is echoed by the BBC’s (2020) educational documents, which mirrors the assertions of the NDA. Furnham and Treglown link demotivated employees with Counterproductive Work Behaviour (CWB). Benefits to the organisation of motivated employees include reductions in CWB, antisocial behaviour, crime, dysfunction, deviance, misconduct, non-performance and retaliation.
The argument for motivation causing the stated benefits to individuals and organisations is sound. Detractors are scarce, and there is little evidence contradicting this view. However, evidence supporting the improvements is often circumstantial, with a causal link difficult to prove. Results can be masked by confounding evidence, and if other development vehicles are also in place, then it is difficult for credit for improvements to be accurately distributed amongst them.
[bookmark: _Toc57750793]Training
[bookmark: _Toc57750794]Definition
Training is the narrowest developmental vehicle discussed in this paper, and the most easily-defined. Perhaps less narrow than many might imagine. It is the last key in the lock for developing workplace achievement. It is invariably a projected aim of the previous three vehicles. As Adair (216, p.67) puts it, “to train implies instruction with a specific end in view”. Behaviours, knowledge, attitudes, and skills can be trained. The whole scope of academia and education will not be examined here, with focus kept on organisational training, which could be internal or external.
[bookmark: _Toc57750795]Theories and Models
Different organisations have wildly different training programmes, ranging from departments to examples of zero training. Many organisations will use a form of Training Cycle not dissimilar to a performance management cycle, with training investigated, designed, conducted and assessed before the cycle begins again (Buckley and Caple, 2009). Appraisals are often part of a continuous process, as are personal development plans. Tesco (Business Case Studies, 2019) laud their use of ‘360 appraisal’. Training can be informal or formal, internal, external or online. Induction, mentoring, coaching, rotation, and field trips are examples of training.
[bookmark: _Toc57750796]Application and Benefits
There is a large amount of consensus surrounding the benefits that training can bring, for both organisations and individuals (Robert Half Inc., 2020, IPA, 2020). Buckley and Caple underline the point that training needs to be “well-planned and effectively conducted” for benefits to materialise. There is similar consensus that weak training, poorly executed will have the opposite effect, as does an absence of training. Prospective benefits to the organisation include higher productivity, improved morale, better return on investment, and opportunity for future growth. Potential benefits to the individual are; greater intrinsic and extrinsic job satisfaction (Buckley and Caple, 2009). Public organisations such as the Forestry Commission (The Times, 2016) proudly advertise their investment in training, as do private sector companies like Tesco (The Times, 2016). They point to individual benefits such as increased confidence, increased ability to achieve their own goals, and the feeling that they are valued by the organisation. Analysis of training needs is important for this, as training must be relevant to the employee. Successful training is not just the culmination of its own development vehicle, but a large part of the fruition of all the development vehicles, from Performance Management, through Employee Engagement and Motivation, into Training.
[bookmark: _Toc57750797]Summary
There is little doubt that Training can and does bring tangible benefits to both organisation and employee when correctly conducted. Correct training is the last part of the development puzzle which can bring all the other strands together into a combined package of benefits, or sabotage them if done incorrectly. The combined results show benefits in health, happiness, and motivation. On this the consensus of evidence is overwhelming. Training serves to future-proof the organisation, fostering resilience and innovation. The benefits are mutual and reciprocal.
[bookmark: _Toc57750798]Conclusion
In seeking to understand if the benefits of development vehicles are real, one needs to ask what motivates organisations? Taylor didn’t just patriotically strive for increased gross domestic produce (although the subject obviously moved him), he was also affronted by what he called ‘underworking’ amongst the classes. He saw the lack of effort given in work as offensive.
Organisations do not pursue development vehicles out of altruism: companies believe it is in their interests to develop staff, and given that companies are motivated by profit, it strongly suggests that investment in staff development will, on balance, generate a net profit in the long term. The cumulative benefits of the correctly measured use of the development vehicles discussed can be significant. The cumulative detriments of poorly used or ignored development vehicles can contribute to serious and fatal problems for organisations.
The evidence is clear that each of the four vehicles carries real benefits if applied correctly. For the individual; interest, satisfaction, fulfilment, confidence, motivation, health, proficiency, progression, and happiness. For the organisation, better productivity, efficiency, competitivity, customer satisfaction, resilience, innovation, and long-term profitability.
The relationships between individual and organisation are still overwhelmingly one-sided. But the paradigm has shifted, with the tremulous light of progress beginning to replace the shade of servitude with the shine of limited stakeholdership. Classist prejudices have been supplanted by the primacy of profit. The maintenance of an organisation through staff development is now viewed as crucial. Glittering prizes are being eyed amongst the possibilities afforded by development and a modicum of purported reciprocity (essentially targeted branding for employees), giving the illusion of shared interests.
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Task 2
	
Objective/Area of Development
	Measure
	Priority
	Support and Development.
Internal/External
	Review Dates
	Other comments

	 Manage and maximize your team’s performance.
	 Develop and justify detailed plans to meet the development needs of your team members.
	 Medium
	 Internal, consult with mentor as appropriate
	 1/1/2021
	Continuous Cycle, Other Comments. 

	 Arrange Health and Safety training for your team members.
	 Review your team’s training experience and contact approved external training company as appropriate.
	 High
	 External
	 10/12/2020
	Lions and Bears arrive in 8 days 

	 Challenge and Develop yourself to new heights.
	Shadow the CEO two mornings and afternoons a week for the next month
	 Medium
	 Internal
	 4/1/2021
	 

	 Chair an inter-team meeting
	 Co-ordinate with other team leaders to arrange.
	 Low
	 Internal
	 1/2/2021
	 

	 Encourage Employee Engagement
	 Invite local trade union branches to a meeting with your team members.
	Medium 
	 Internal
	 27/12/2021
	 

	 Attend Covid Training
	 Arrange an appointment with the internal bespoke covid training team.
	 High
	 Internal
	 7/12/2020
	 






Supporting Notes.
Objective/ Area of Development:
Manage and maximize your team’s performance. This company is committed to staff development, and team members’ performance must be carefully managed in a manner tailored to the individual. The company’s bespoke performance management system, a six-stage cycle should be employed.
Measure:
Develop and justify detailed personal development plans for each of the members of your team. The Personal Development Plans are just a small part of the strategy. Ensure your staff’s training needs will be planned for and met. Ensure all staff members are appropriately motivated. Use the occasion to attempt to build socio-emotional bonds between the organisation and your team. Delve into their opinions and take on any and all feedback for escalation to HR. Care should be given to ensure relevance in design of each plan, and two-way communication must be enabled. This also provides an opportunity to mentor one’s protégé in this task, or offer some coaching to any other team members.
Priority:
Medium. Although this company places great value in the development of staff and the maintenance of a working performance management system, priorities are relative and can change. Nothing is more important to this company than the safety and security of its staff and customers (as is proclaimed in our Company Values document), therefore this task is of a lower priority than the urgent Health and Safety measures listed.
Support and Development. Internal/External
Internal, consult with mentor as appropriate. This task has no requirement for external support. You may of course consult with your company-assigned mentor, or one of your coaches for assistance as appropriate.
Date of Review:
1st January 2021. Although the company’s bespoke performance management is continuous as opposed to annual, staff surveys have consistently shown a strong desire amongst a majority of staff for the new calendar year to start with a clear view of intended actions and milestones. Therefore, a review on the first of January will ensure they are ready for staff who return to work on the 2nd of January.
Supporting Notes
Continuous Cycle, Other Comments. The company’s performance management system is continuous, so the process will continue before and after the review date, in an ever-upwardly spiralling virtuous circle. Ensure the process is open to staff at all times. Be sure to utilise the Other Comments section on the PDP, as it is important to capture any intentions or ideas that don’t necessarily or consistently fit the pro forma.
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