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Developing work place relationships
Introduction
This assignment will look at critically evaluating development vehicles available in an organization, appropriate to the development needs of the individual. I will research what is a development vehicle and look at training, motivation and engagement in depth. I will try to compare and contrast models/theorists and research what types of development vehicles companies’ use. I will apply examples of motivation, training, appraisal.
Task one
Development vehicles
Identifying development needs can be challenging in large organisations. Often, we find ourselves looking at what training courses are available and deciding which of those would be most helpful. In fact, it is better to try and identify what the development need is and then to work out ways of meeting that need, which may or may not be a training course, it may be that staff are not motivated or lack the skills to perform the job well. You need to identify the knowledge and behaviours of the employees and employer in order to meet the business needs.
Employee engagement 
Kingston Business School: ‘being positively present during the performance of work by willingly contributing intellectual effort, experiencing positive emotions and meaningful connections to others’ (Alfes et al,2010, p5).
What is Employee Engagement?
Employee engagement is a workplace approach resulting in the right conditions for all members of an organisation to give of their best each day, their employees are committed to their organisation’s goals and values, and are motivated to contribute to organisational success, with an enhanced sense of their own well-being.
David Macleod states that “This is about how we create the conditions in which employees offer more of their capability and potential”.
Employee engagement is based on trust, integrity, two way commitment and communication between an organisation and the employee. It is an approach that increases the chances of the organisations success that contributes to organisational and individual performance, productivity and well-being. It varies from poor to great in measurement. It can be nurtured and dramatically increased or it can be lost very quickly depending on how you choose to engage with your employees.  

Macleod and Clarke (2009) have extensively researched and identified four key enablers:
· Leadership 
· Engaging line managers
· Employee voice, Integrity
Robinson et al. (2004) also believes that the main drivers of employee engagement are a  
1. Sense of feeling valued and involved
2. Involvement in decision making
3. Freedom to voice ideas, to which managers listen                                          4.Feeling enabled to perform well                                                                       5.Having opportunities to develop                                                                          6.Feeling the organisation is concerned for employees’ health and well-being
                                                                                             [image: Image result for what is employee engagement]

As you can see in the below diagram, an organization would prefer the percentage of blue engaged employees to be higher, but how can they do this, organisations need to establish a positive psychological contract between the employer and employee. 
The psychological contract that is the relationship between employers and workers is more than just a transaction regulated by a legal contract. As in any relationship, both parties have informal expectations of each other that can significantly affect the length and quality of their relationship.
CIPD believe that to manage the psychological contract effectively, regardless of the expectations of the worker, employers should be transparent about what they offer, and consult with the current workforce on the employee value proposition. They should also strengthen capability of line managers to understand and adjust the perceived balance of what employees contribute and what they get back.
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Training 
Training is the formal process of imparting knowledge and acquiring necessary skills through a systematic application to perform jobs satisfactorily. (Armstrong 2016, p.108). 

Henry Ford, once famously said “The only thing worse than training your employees and having them leave is not training them and having them stay”.

 It is clear that 'training' is not simply organising to send employees on training programmes. A lot more though has to go in to it. This process can help us to identify the role of the personnel responsible for organising training and implementing the training policy. It would be worthwhile for managers to identify the strengths and weaknesses of the staff before implementing a specific training course that meets their needs. All employees’ attitudes, skills, knowledge and behaviours can dramatically impact organisations objectives, if they are not trained appropriately or their needs are not met.
 
Following models such as the systematic training model can help in identifying the skill gap.
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Step 1, Identify the needs this can be done via performance management. 
Step 2, Designing or finding training programmes is an important component of systematic approach to training. It should be designed to meet the objectives of the trainees.
Step 3, Training programs should be delivered by a satisfactory standard of performance and training conditions.
Step 4, once training is complete a valuation of the course can then take place to find out if the objectives have been meet or if further training is required. 
However not all training objectives have to be achieved via out sourced training programmes. Forms of training can be broken down into the following two sections, on the job training and off the job training
 (
             
 On 
the job
 
Shadowing                       mentoring                      group discussions             role play                              job rotation                         brain storming         business games          project work
) (
              
Off the job
Formal courses                             health and safety                   computer skills                               job specific courses                      
)







  
Tesco and the NHS find both types of training beneficial to their organisation, however the NHS does participate far more in off the job training than Tesco as their objectives are more highly skilled training where as Tesco’s is not. Tesco offers shadowing, mentoring, coaching and job rotation they find this a cheaper alternative to out sourcing courses.
The NHS takes a different approach as they must ensure that staff has the appropriate skills and knowledge they need to carry out their roles safely and effectively. Very few sectors find it is it as important that employees know how to keep themselves and their patients safe. And as a result of this, statutory and mandatory training will be found in every NHS organisation, department and workplace. 
Performance management
Performance management is an activity and set of processes that aim to maintain and improve employee performance in line with an organisation's objectives. It’s strategic as well as operational, as its aim is to ensure that employees contribute positively to business objectives. Ideally, performance should be managed holistically, throughout the range of HR activities and processes. (CIPD 20015)
Baron (2004) claims that the focus of performance management is on elements such as recognition, constructive feedback, rewards and career opportunities, However managers need to satisfy the needs and interests of both parties as they have to consider how to improve the organisations performance and the employees, they have to encourage and initiate development and manage the behaviour of their staff. The organisations will need to ensure they have the right people in the right jobs and are building a talent pool for the future’ (CIPD, 2003). 
Performance management is not a singular event it is something that is monitored regularly throughout employment as this offers continuous learning cycle. 

[image: Image result for systematic training cycle]

www.opm.gov
The performance management cycles involves the manager and employee setting mutually agreed SMART targets, then working together to see how these can be achieved, once targets are set implement training, monitoring the progress and performance after a set date and finally rating and rewarding if targets are met. 

The Bartel AMO theory (2004) suggests employees perform well and use their discretion when they have the ability, appropriate skills and knowledge.
Are motivated either by reward, recognition, training or flexible working hours, they have to be given opportunities, to demonstrate their skills and voice their knowledge, expertise and ideas. 

Tesco use a method known as 360 degree training- appraisal, also known as multi source assessment. Employees self evaluate their progress, and then they receive feedback from managers on their performance.
Braken and Rose (2011) Maylett (2009) state that “there is a great deal of controversy as to whether 360 degree feedback should be used exclusively for development purposes.  
A CIPD performance management survey identified that in the UK, there has been a larger purpose and linking of some of these different processes designed to impact on performance management, one of the main purpose of the performance management process largely still revolves around personal objective setting and appraisal against objectives. This is included in the process in 90 per cent of cases (CIPD, 2005). This has continued since the CIPD’s previous survey (in 1997) showed that there is an increasing focus on the development aspects of appraisal, and one third of organisations are increasing their budget for learning and development programmes  (CIPD, 2005).



Task two
What are the potential benefits to the organization and the individual of personally developing in my three chosen areas? 

The positives of having highly engaged employees that think, feel, and act in ways that reflect greater levels of commitment to the company, They contribute the full extent of their knowledge, skills and abilities to help an organization succeed – encouraging others to do so as well. If employees can identify with the company’s values, mission, products, and establish a real connection to the work they do, along with a sense of pride in doing it well. This all creates a stronger physiological contract between employer and employee. 

Positives to the organisation
· Intellectually Engaged employees are constantly improving the company with new and creative ideas and innovations while maintaining a generally positive view of both the company itself, and their relationship with it.
· Emotionally Engaged employees are proud, passionate and enthusiastic about the company; this will show in their confidence and relationships with colleagues. 
· Behaviourally Engaged employees are willing to go above and beyond for the company and their team members while advocating on behalf of company and remaining loyal in turn there is less staff turnover saving great cost to the company.
· Employees are more efficient and effective at their roles, saving time for the company.
· A huge benefit to the organisation is employees take less time off sick.
· better customer focus
· a good company name
· more productive

Positives to the employee
· They feel proud to work for the organisation.
· They are confident in their role.
· Job satisfaction.
· They feel valued and feel the company cares for their health/ wellbeing.
Negatives of disengaged employees
When people lack motivation, they are less productive and more likely to leave increasing overall attrition and its associated costs. Therefore, investing time and effort into motivating employees is essential in any organisation.

Disadvantages to the organization
· Not as productive as engaged employees
· Poor physiological contact to the company
· Susceptible to defect to other employees
· They share negative thoughts with other employees
· High employee turn over
· It affects sales
· Lack of innovation and company improvement
· More mistakes being made


Disadvantages to the employee
· Psychologically absent
· No room to improve career prospects 
· Unmotivated
· More accidents at work
· High sickness level
· No team work 
· Less innovative
· Negative impact on job satisfaction

HSBC offers a comprehensive, market-competitive pay and benefits package to support employees’ professional and personal needs. They do vary according to your role. HSBC’s approach to engaging staff consists of four main elements: Fixed pay, Annual leave, a range of benefits, which may cover areas such as work-life balance, insurance and savings, health and personal development, Employee share plans and discretionary pay awards based on performance. (www.hsbc.com)
Training                                                                                                                  Positives of training staff in an organisation
· Reducing costs / enhancing profitability
· Provision of services, customer retention, technical innovation, added value                                                                                                            
· Survival or growth of the business – sustainability                                      
· Increased employee loyalty                                                                                
· Succession planning                                                                                                
· Enhanced corporate image                                                                              
· Flexibility and adaptability to change                                                                     
· Coping with critical incidents, problems, opportunities                                                                
· enhanced profit
                                                                         
Disadvantages to the organization for training employees                                             
· Costly                                                                                                                            
· Time consuming                                                                                                               
· Less distractions                                                                                                    
· Learning might not be transferable                                                                           
· On the job training                                                                                                           

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

Negatives of training for the employee
· Time consuming
· Fear of getting it wrong
· Training may not be transferable
Performance management positives to the employee

· It lets an individual recognise the skills and abilities that they may need to improve on and developing during their employment.
· They can recognise how these skills and abilities are transferable to other contexts. 
· It creates better opportunities of employability and allows employees to plan for a future career.

Negatives of PDP to the employer
 
· Producing PDPs can be time consuming.
· Goals set out by employers can create pressure on the employee.
· Achievement set goals creates a sense of accomplishment or mastery of a skill. When an employee does not achieve a goal, they may experience a sense of failure. This failure could prevent the person from setting goals in the future.

Positives of PDPs for employees
· Emotional resilience
· Proactive
· Creativity
· Mental agility
· Balanced learning habits & skills
· Self-knowledge
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Task three
Personal development plans PDP
Personal Development Planning (PDP) is a process designed to enable you to think about, and plan for, your own personal, academic and career development. Throughout your working life you will be encouraged to reflect on your progress and achievements, and to identify areas you wish to develop and improve on.
I have created a PDP based on the skills that are recognised as important within the organisation of Marie curie nursing services for a health care assistant employee.

 (
Other comments
) (
Review dates
) (
Support & development
) (
Priority
) (
Measures
) (
Objectives
)
 (
H
H
M
H
L 
L 
) (
 IT skills
 
Record keeping
Time management
Communication
Achieve QCF level 3
 Complete more non mandatory training
) (
6 months
Yearly
3 months
6 months
Yearly
Yearly
) (
Internal & external courses
Internal
Internal
Internal 
External 
External & internal 
) (
IT course or spend time with our digital leader
Practise writing skills
Prioritise work
Engage more with staff
Enrol on course
Make time to take part in extra activities 
)











Marie curie believes nothing is more important than a strong productive team that are confident in their role. They have dedicated Clinical Nurse Mangers in each area of the Region ensure ring that all staff are clear about their own roles and responsibilities and have appropriate support. These managers are responsible for regularly reviewing performance and identifying on-going training and development needs via Marie Curie’s Personal Performance Review and Development (PPRD) process. Individual training plans ensure that skills and competency levels required to deliver the services are maintained and developed. They believe putting in place individual PDP increases productivity and motivation in the organisation, leaving the employees feeling that they are an integral part of the team and satisfied in their current job role. They feel that if the effort is recognised and we can see the benefit of their work they are more inclined to get behind your way of thinking.  With nearly half of the employees being client facing they need to have happy confident staff that are happy to help, if staff believe that Marie curie invest in their future, this will show in their work performance. PPRD are also an opportunity to thank staff, recognise and appreciate them for their hard work.

The above objectives were chosen because of their importance to the organisation and they also fall in with my own personal objectives. But they can be transferred and applied in many different organisations.
Time management is a vital in the work place and personal life. A mix of Self awareness, planning, self motivation, focus, decision making and prioritising are skills that should be applied in the work place to become effective at time management, as not to waste valuable working time.
IT is growing at a fast pace in work environments where technology devices are being used in more ways than ever before. Most organisations regardless of the type are likely to use technological devises. Many companies now do expect employees to have a good level of IT skills.
Record keeping and documentation is huge in the NHS and many other jobs roles, it is a vital document that needs to be kept up to date, informative and correct. The importance of clear concise documentation is that information can be shared between staff. It must be honest, accurate and non-offensive and must not breach patient confidentiality. 
Communication is being able to communicate effectively and is one of the most important skills to acquire in life. Communication is defined as transferring information to produce greater understanding and knowledge. It can be vocally (through verbal exchanges), through written media, books and websites, visually via graphs, charts, and maps or non-verbally (body language, gestures, pitch of voice, and tone). All of these means of communication are essential Soft Skills that are vital for a successful and personal life.
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