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The author is required to present a formal report about the benefits of employee engagement and internally developing employees within a company.  The researcher will use secondary research instruments like books, journals, peer reviewed articles and trusted websites. In the report, the author will use proven literature critical analysis models in order to build-up his arguments.
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2. INTRODUCTION

In this report, the researcher will argue three main points regarding employee engagement in a company and the benefits/drawbacks of this. As an example, the researcher will be using one of his former workplaces, a company called Doctor Organic Group LTD, and will critically analyse: 
· How employee engagement develops the needs of the individual.
· The effects (benefits/drawbacks) of internally developing employees.
· Develop a plan to meet development needs and expectations of an employee.
In order to argue the above-mentioned points, the researcher will use proven literature models of critical analysis like Toulmin’s Method of Argumentation (van Eemeren F.H et al. 2014) and Pearsons’s RED model of argumentation (Coursehero.com, 2020).
In order to argue the aforementioned, the researcher will use management vehicles like performance management (Osmani and (Ramolli), 2012), motivation (Neher, 1991), training (Truitt, 2011), and personal development plan (Tucker, Duncan and Davis, 2011).
Doctor Organic Group LTD is an UK founded business which deals in bioactive ingredients cosmetic products (Dr Organic, 2020). The researcher was working for this company as a forklift truck picker in the warehouse, later being promoted to transport office administrator dealing with goods in and out of the warehouse. Working for the company for about a year and a half, the researcher has had the opportunity to observe key points in what regards constructive or destructive management. 
The author will apply the management vehicles mentioned above to the experience that he had working for the company to try and argue if employee engagement and developing employees internally has any effect on individual performance.







[bookmark: _Toc34426894]
3. FINDINGS

[bookmark: _Toc34426895]3.1 Critical Analysis

[bookmark: _Toc34426896]3.1.1 Toulmin’s Model of Argumentation

Stephen Toulmin, (1922 – 2009) was a British philosopher specialised in the works of moral reasoning, developed moral reasoning arguments. His aim was to bring a practical side in contrast to absolutism theoretical arguments. In his book, The Uses of Argument (1958), Toulmin proposes a six interrelated components layout for analysing arguments:
· Claim - thesis, conclusion.
· Fact – facts, foundation for the claim.
· Warrant – a statement linking the fact to the claim
· Backing – credentials used to certify the statement present in the warrant, backing when the warrant is not credible.
· Rebuttal – restrictions that the claim may have.
· Qualifier – words, phrases, expressions used to emphasise the claim: “possible”, “probably”, “as far as evidence goes”.
(Toulmin, 2008)
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Initially, Toulmin proposed this way of argumentation to be mainly used to analyse arguments in courtrooms, until rhetoricians Brockriede and Ehninger (1963) used Toulmin’s model in their book Decision by Debate (1963) in the field of debate and communication. (Brockriede and Ehninger, 2008)
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3.1.2 Pearson’s RED model 

Pearson Education have developed a critical thinking model called RED composed of three key elements:
· Recognize Assumptions – ability to differentiate facts from opinions.
· Evaluate Arguments – analysing information objectively, questioning the supporting evidence, recognize bias where possible.
· Draw Conclusions – arrive at a logical conclusion based on the evidence presented.
(Chartrand, Ph.D, Ishikawa, MA and Flander, 2009)
[image: ]
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According to Deci and Ryan (2014) employee engagement is very important, if not critical to any organisation. Introducing their Self-Determination Theory (Deci and Ryan, 2014), it has been proved that employee behaviour has a connection to employee engagement in what regards natural tendencies to behave in effective ways. An employee level of engagement can be derived from his/her ability to control personal behaviours and goals. Deci and Ryan (2014) argue that employees engagement levels affect an organisation’s productivity. When employees disengage and withdraw their feelings it results in an adverse effect on work performance. 
One of the key elements in engaging with employees is by monetary reward; research shows that young workers tend to leave their workplace for lack of monetary compensation even when the workplace culture aligns with their needs and desires. (Butler, Brennan-Ing, Wardamasky, & Ashley, 2014).
Another key source in understanding employee engagement is stated by David MacLeod, 2009 that says: “This is about how we create the conditions in which employees offer more of their capability and potential”. MacLeod, 2009 proposes four drivers for engagement in a successful employee engagement strategy:
· Leadership – visible, empowering leadership that offer a clear picture about the organisation.
· Engaging Line Managers – motivating and empowering employees
· Employee voice – reinforcing and challenging views, real feedback provided
· Integrity – company’s values being reflected into day-to-day behaviour  
At Dr. Organic Group LTD, the demographic would show employee average age to be between 23 and 35 years old. Comparing the above claim to the company’s turnover, the researcher has found that, after end of year bonuses would be revealed, employees with lower bonuses would become disgruntled and their productivity would drop significantly from January to mid-April, and also, dismissal rate due to disciplinary issues would increase during this period.  The argument cannot be fully reviewed because the researcher only worked for the company for a year and a half. 
In order to address the issue, the company (Dr. Organic Group LTD), after being purchased by a larger company from the US (Nature’s Bounty), would introduce appraisals, smart goals and clear stated rewards if employees would meet self-proposed smart goals, individual or team goals. According to Cooper-Thomas, Paterson, Stadler, and Saks (2014), setting high levels of expectations and performance reviews can increase employees’ engagement and participation.   

[bookmark: _Toc34426899]3.3 Motivation

Motivation is a process that influences human behaviour in order to satisfy a need. In 1943, Abraham Maslow (1908 – 1970) on his paper “A Theory of Human Motivation” described motivation as a sequence of needs in the shape of a pyramid starting at the base with physiological needs, going up with safety, love/belonging, esteem and at the top, self-actualization. (Benson and Dundis, 2003) Maslow proposes that people move to the next stage after they have satisfied one of the needs. Maslow’s hierarchy of needs was used in many other disciplines: social sciences, education, psychology, and also, in the business segment, where it was used to measure employee’s motivation. (Ștefan, Popa and Albu, 2020)
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(Seong, 2020)
Another source that links motivation directly with behaviours that reflect high performances would be Daft’s Organization theory and design, 2010. From this, the author reflects that it is a manager’s responsibility within a company to design incentives and motivational tools in order to raise motivation and to encourage performance. Kuvaas, 2006 also argues that employees with higher levels of motivation are performing better professionally.
Even if after a multitude of peer-reviewed sources have strongly linked high motivation to high performance, however, a study by Kim (2002) showed mixed results when analysing the relationship job performance – job satisfaction, ranging from positive impacts to no impacts at all, rendering the argument inconclusive.
At Dr. Organic Group LTD, motivation was mostly boosted by the prospect of a permanent contract, the majority of the employees being agency workers. Not only this, but regarding the permanent employees, motivation consisted mainly in the warehouse manager constantly reminding them that their job was secure, and that the workplace had a warm, family-like environment. The monetary motivation was lacking, due to the fact that regular employees, or Tier I had minimum wages, the next level, the Tier II, a 10% increase from the minimum wage, and only the warehouse supervisor having the equivalent of an average monthly wage. 
By comparing Dr. Organic’s levels of motivation with Maslow’s hierarchy of needs, the author assumes that only the first two levels of the pyramid were satisfied.
[bookmark: _Toc34426900]3.4 Personal Development Plan and Training
[bookmark: _Toc34426901]3.4.1 Training

According to Ahmed et al. (2015) “Training is a systematic process that is designed to impart necessary skills that are critical for employees to perform effectively and responsively at the workplace.” Employee training has been prominently linked with organisational behaviour, motivation, performance, job satisfaction, turnover intentions. (Sahinidis and Bouris, 2008). Demerouti et al. 2010 argues that training is a vital component in helping employees develop skills and competencies critical to an organisation performance. The same study found that training helped employees boost their skill levels and enhance their behaviours, ultimately leading to a positive contribution towards organisational goals.

[bookmark: _Toc34426902]3.4.2 Personal Development Plan (PDP)

Hagan et al. 2006 propose that a Personal Development Plan (PDP) is an assessment tool used to gather and document employee competencies and skills that has and ones he is planning to develop. More to the point, a PDP is a tool that gives an overview of:
· employee skills already developed and one he is looking forward to.
· is made up by the employee (it might have a fixed format) 
· can be used as a conversation base with a manager/supervisor for feedback and reflection.
· used as a tool for decision-making/individual training regime.
(Brown, 1995; McMullan et al., 2003; Redman, 1994; Seng and Seng, 1996; Smith and Tillema, 1998; Snadden et al., 1996)
A PDP is also used as a tool in experiential learning, as stated in Kolb’s experiential learning model, that experiential learning occurs only through solid experiences and the reflection on those experiences. (Kolb, 1984) Further on, when a PDP is used to gather and document information, it serves two main purposes: professional development and certification. (Smith and Tillema, 2001) When a PDP is used for development, the feedback is mainly used for learning, when used for certification, the accent is on putting oneself in a better light. Besides the above distinction made between two purposes of PDP’s there is also a distinction between a voluntary PDP and a mandatory one, in that the voluntary one gave positive results towards development. (Smith and Tillema, 2001) Other research, however, showed that employees did not develop PDP’s unless they were mandatory. (Bunker and Leggett, 2004)
In the Dr. Organic case study, the researcher was presented with a mandatory PDP just after the company was purchased by the US organisation. Initially, employees regarded the PDP’s with scepticism, out of 32 warehouse employees, only 10 had done their PDP’s, the rest, postponed it or had not actually done it. The results of the PDP could not be quantified, mainly because the warehouse manager implemented PDP’s only because it was a mandatory feature required by the new company, and he did not follow through with feedback or employee engagement.
The only successful case of combined employee engagement, motivation and PDP was with one of the team leaders from the Optima department. The team leader, Joanne, did not have any qualifications for her position, she gained it through in-house promotion due to her excellent work rate and professional behaviour. As a requirement in the company, Joanne had to undertake NVQ course as a requirement for the job. The company provided paid time-of-job in order for her to attend the classes. After graduating, at the next quarterly all-hands meeting, she was praised by the warehouse manager showing that the Optima department’s sales had a major boost just after Joanne graduated her classes. Among all the employees that had received a mandatory PDP, Joanne was among the only ones that completed the PDP, and also, the only team leader that started using SMART goals for her department. 
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Based on the empirical data presented in the report, the mechanism that has the highest results yield rate for a company’s performance and for an individual development is employee engagement. Employee engagement is directly linked to individual behaviour that will have a major impact on individual performances within an organisation. As stated above, one of the reasons young employees quit their jobs is related to monetary issues, even if the company’s culture aligns with their needs and beliefs. Employee engagement, being the most complex mechanism of the ones presented within the report needs implication mostly from the leadership department, where managers and team-leaders have to be the face of the company and lead by example. Regarding, the case study, the biggest issue that Dr. Organic Group had was that there was no employee voice implemented within the organisation. Employees only had to do as they were told with input little-to-none asked from them. One of the results of this was that the company had a high turnover rate – used mainly agency/temporary workers. 
Further on, motivation and training play a major part in the combined employee – company success – one of the results being the case of Joanne, the team-leader that was offered specialized training and the management motivated her by offering their trust; all resulting in her department boosting sales figures. 
In what regards the implementation of PDP’s to the company, because the method was sudden and mandatory, the employees did not feel that would help their development and disregarded it as being “useless paperwork”.  
[bookmark: _Toc34426904]5. RECOMMENDATIONS

Analysing the data gathered so far and the issues that Dr. Organic Group is facing, the researcher proposes a number of potential fixes:
1. employees’ voice program – anonymous surveys done weekly by the employees where suggestions and feedback would allow the employees to feel more engaged.
2. improved first-line management – in-house courses or lectures offered to the middle-management in order to improve their leadership skills - professional attitudes and a vast knowledge of the company’s organisational culture by the team-leaders could also improve employee’s engagement.
3. Skill assessment programs and in-house training provided to temporary/agency workers in order to reduce turnover – more skilled workers – less need for temporary employees.
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