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1. Introduction

The Industrial Revolution in the late 18th century marked the start of our modern human resources history in Britain.  A more structured approach to workers and their working conditions became important with the attention shifting from agricultural to industrial production and the introduction of large factories.  Researchers began to record ways of generating business value by managing employees strategically.  Workers dedicated to their organisations bring key competitive advantages for firms including increased productivity and low turnover (Vance, 2006).

This report will critically evaluate the following three development vehicles; Employee Motivation, Feedback and Organisational Learning.  Secondly, the author will attempt to analyse the potential benefits of using these vehicles in the workplace for the company and the employee.  Finally, a plan will be developed with six examples to address an individual's defined development needs and expectations.





















2. Critical Evaluation of Development Vehicles


2.1.  Employee Motivation

In general, motivation is understood to represent the strength of a person's desire to achieve a goal (Schmidt et al. 2010).  Armstrong and Taylor (2014) define the two types of motivation: - intrinsic refers to motivation occurring when individuals find their work to be of importance, challenging and interesting, therefore coming from the work itself.  Extrinsic refers to motivation taking place when things are done to or for people in order to motivate them.  Examples are pay rise or promotion, rewards and incentives or even disciplinary action.
Vast amounts of research into motivation has taken place and the most relevant are     motivational theories which originated in the mid-twentieth century.  One of the most influenced is that of Abraham Maslow and the author has chosen to assess his theory, Hierarchy of Needs in the next section.





















2.1.1	Maslow’s Hierarchy of Needs (HON)

Abraham Maslow was a professor and psychologist and in 1943 he proposed a principle of motivation.  According to Bridgman, Cummings and Ballard (2019) his theory contended that human needs exist under a hierarchical structure with essential extrinsic needs at the bottom and that workers are driven to fulfil any level of need as the hierarchy progresses to understand their true potential in the fulfilment of their self-actualisation. His model helped leaders better understand how to create conditions in the workplace to meet the needs of workers (Kroth, 2007 cited in Mustafa, 1992).  
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Figure 1 – Maslow’s Hierarchy of Needs (1943) 

The pyramid of needs principle by Abraham Maslow is at the centre of the most important motivating research.  Almost no philosophy of inspiration was as successful as Maslow's HON in the history of leadership (Uysal, Aydemir and Genc, 2017).  The same researcher states that according to Hunter & Schmidt (1996), conceptual models and major empirical evidence show that motivation is one of the key drivers of success.  Motivation works as a catalyst for individual employees who work in an organisation in order to improve or complete their work much better than they do normally (Sekhar, Patwardhan, Singh, 2013).  

The theory has been criticised for being minimally experimented (Wahba and Bridwell, 1973; Neher, 1991, Koltko-Rivera, 2006).  Others argue that it has not been tested worldwide neither carried out on different cultural backgrounds, Bridgman, Cummings and Ballard (2019); Dye, Mills and Weatherbee (2005) state that women and ethnic minorities have been widely ignored.  They continue with their critique saying that the theory assumes that everyone is the same.  

Carter-Steward, (2009) believes that Maslow’s HON is the easiest and convenient theory to comprehend in organisations.  His theory almost every time comes out on top when choosing a management theory (Dye, Mills, and Weatherbee, 2005).  The design is simple to understand and look at and Acevado (2018) contends that the reason why the theory may be appealing to so many, may be due to the layout being in the form of a pyramid.  

Although there are many critiques in his work, the author believes that these are not really viable reasons within an organisational context, therefore being more applicable in non-working environments.  Having looked at many researches including the ones included in this paper; the author believes that organisations can assist developing their staff to a great deal by using this theory.  It is clear for management to see exactly how they are meeting the needs of their staff and where they can improve to keep them content and motivated.  Furthermore, the author sees Maslow’s theory to be the most understandable and easiest to follow in terms of motivation and climbing up the hierarchy to achieve success.























2.1.2	Feedback - 360 Degree Feedback (DF)

Nowadays, we recognise how assessment plays an increasing function in the work environment of an employee.  The 360 DF as shown in the diagram below is a performance assessment method that collects feedback from several sources, namely line managers, colleagues, customers/clients and direct reports (CIPD, 2019).  The employee has the opportunity to also carry out a self-evaluation.  The rationale behind this system is that management may not get a complete understanding of an individual’s performance as they may work in different departments hence the system being an appropriate one to carry out for individuals.  The 360 DF can be seen as the ‘blind spot’ (known to others, unknown to self) which was one of the four windows in the Johari Window, which was founded by Luft and Ingham, (1955).  This includes feelings of inadequacy, exclusion and certain other negative attitudes, which, although they are obvious with their colleagues, are often daunting for members and administrators to contend with themselves.   Kouzes and Posner (1990) contend that the 360 DF model seeks to improve efficiency by having a greater understanding of strengths and weaknesses and if the person has difficulties, it can be used to create a more accurate understanding and reaction.  They also state that the input of 360 DF is one of the most important tools in the evaluation process.  According to Driggers (2018) if you give and receive input appropriately, you will build a relationship that will carry collaboration to a much higher level for everyone and your company. Driggers continues stating that; “it is the timely, honest, helpful feedback that is critical to a business”.
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Figure 2 - 360 Degree Feedback 






However, using the 360 DF system does have its downsides.  Miao et al. (2018); London and Beatty, (1993) state that a significantly larger number of respondents would be needed, which would be expensive in terms of time and effort.  Furthermore, according to Baker (2010), many companies have avoided this method of assessment through time and cost limitations. Treu (2018) also identified several flaws; 1) a new employee might not gain helpful feedback because the parties would not know him/her too well. 2) the right questions are not asked, thus not being able to get to the heart of the matter. 3) the employee may not get back enough feedback/reviews, therefore not being able to establish a behavioural pattern.  Other setbacks according to Maylett (2009) are that input of 360 DF has administrator implications such as potential lay-offs, workers can fight the advice more than embrace it, after all, they might have much more to risk. Likewise, reviewers may be less likely to give truthful, candid feedback if they feel that it can impact the pay or role of someone.

The author stands by the 360 DF model although it does come with its setbacks.  Carrying out this type of feedback model enables the individual to gain a full perspective of their strengths and weaknesses via various channels not just line management.  It assists in revealing any ‘black spots’ in a safe manner that may have been detrimental to the company had they been negative.  Moreover, should the employee uncover any strengths, these can be worked upon further to achieve maximum growth.
















2.1.3	Organisational Learning (OL)
OL will ensure the survival of an organisation and develop new opportunities in a highly competitive and rapidly changing business environment today (Chien, Lin, Lien 2015).  The objective of learning is not only to strengthen knowledge and skills of employees but also to develop and grow the organisation and to build a flexible and vibrant learning organisation. (Saadat, V. and Saadat, Z. 2016).  There are many advantages of OL as mentioned by Yadav and Agarwal (2016) which include; increase the ability to manage transition, increase dedication to an active workforce, sustaining rates of creativity and remaining competitive, better positioning oneself to respond to external pressures and understanding how to best connect capital to consumer needs.  

There does not really appear to be many challenges that organisations may face with respect to OL other than lack of co-operation from employees.  They may be too comfortable in their positions to want to learn more and have extra responsibilities.  It is the management’s responsibility to ensure that a Personal Development plan is put in place whereby the gaps in learning can be identified and worked upon achieving.  Similarly, employees should show willingness to want to better themselves for their own personal growth and for the better of the organisation. 

















3. Potential benefits using Employee Motivation, 
Feedback and Organisational Learning

3.1	Benefits to the individual by using Maslow’s HON
Employees are more productive when they are happy (Cropanzano and Wright, 2001).  HON is a theory that promotes happiness in employees (Stewart, Nodoushani and Stumpf, 2018).  HON concept can be used as a method to describe the different benefits companies can provide to meet the needs of their workers and, in effect, increase revenue and minimise spending (Sadri and Bowen, 2011).  Furthermore, they state that motivated employees are proven to work harder, deliver better quality and higher volumes of work.  Moreover, they are unlikely to leave the company seeking more satisfying opportunities.  An employee could benefit in the following ways:

	Hierarchy
of Needs
	Needs
	With needs
	Without needs
	Impact on employee

	
Psychological
	
Warm office
Kitchen
Vending machines
	
Stay focused
Stay motivated
Stay content
	
Feel cold
Feel hungry
	Demotivated
Lack of concentration
Unhappy
Disengaged

	
Safety
	ID cards
Security guards
CCTV
Swipe cards
	Feel assured
Feel secure
Feel contentment
	Feel anxious
Feel insecure
Feel scared
	Demotivated
Lack of concentration
Stressed
Not engaged

	
Belonging
	Teamwork
Team-building activities
Socialising after work
Celebrations 
	Feel included
Feel happy
Feel part of a working family
	Feel ostracised
Feel alone
Feel neglected
Feel unhappy
	Demotivated
Lack of concentration
Stressed
Cause absence

	
Esteem
	Performance reviews
Rewards
Nominations
	Respected
Recognised
Acknowledged
	Disrespected
Unrecognised
Lose confidence
	Demotivated
Lack of concentration
Stressed
Look for alternative job

	
Self-actualisation
	Promotion
Achievement
Recognition
	Highly engaged
High achiever
Inspires others
	Attempt to get there
	Works harder to achieve result



Figure 3 - Needs table 


When workers know how much organisations care about their developmental, they will in effect give back to the organisation their best service.  The author believes that HON is easy to understand from an employee’s perspective and it may also be suggested that the pyramid can be seen as a goal orientated theory, whereby the employee sets him/herself a goal to reach the top level.  


3.2	Benefits to the organisation by using Maslow’s HON
An experiment was carried out in a US school with positive outcomes. Yates, Saunders and Watkins (1980) created a programme following the HON on students with severe behavioural problems, they had nothing but praise for Maslow’s theory.  Finding it extremely effective, stating it worked on almost every student:

Psychological - provided breakfast and lunch for the students and ate with them.
Safety - During recreational breaks, teachers played volleyball and softball games.
Belonging -Teacher-led counselling sessions were carried with students and family.
Esteem - Individual assignments were prescribed upon assessing their learning skills.
Self-actualisation - Students could earn privileges such as field trips and recreational breaks for positive behaviour.

They emphasised that his theory “is a viable goal setting guide for any type of school” and went as far to say that their carefully created programme may now help other schools.  

When organisations use HON, they can monitor how they are motivating the individuals by checking where they stand in the pyramid.  They can use a check-list to see whether they are providing the individuals with these needs and if not, they can assist in achieving them when performance reviews are undertaken.  According to Kroth (2007), as quoted in Mustafa (1992) this model assists management to gain a better judgement in creating a workplace that satisfies the employee’s needs. Phillips (2018) contends that employers who invest in their employees' health and well-being play an important role in helping their employees move up levels which in turn influences a company’s productivity and profit positively.  The author believes that organisations can immensely benefit by using the HON because they can clearly see how their workplace is motivating the individual.  Management will be in a better position to take positive action to minimise potential gaps in the individual’s needs and furthermore, by attending to these needs, their workers will remain motivated, thus being more productive.








3.3	Benefits to the individual by using 360 DF 
By using the 360 DF, first and foremost, the employee is able to rate themselves. Other’s rating them, provides them with a broader picture of their performances and behaviour.  The ‘blind spot’ of an employee may be revealed which could help them better themselves. Hosain, (2016) expressed that instead of focusing on specific individuals' impressions or input, the different reviews come from various angles and offers a broader perspective of an employee's performance.  Sahoo and Sahu (2008) affirmed that depending on this guidance, workers were able to set self-development goals that advance their careers and ultimately benefit the company.  Furthermore, London and Beatty (1993, p363) contend it can be a successful corporate tool to raise awareness of the value of aligning behaviour, work group quality and customer expectations as well as improving leadership development and job productivity participation. 
The author believes it may be beneficial for an employee to partake in the 360 DF method as it can uncover the blind spot which would enable the employee to learn and improve in areas of concern.  Additionally, it also allows for more regular feedback if carried out effectively, therefore monitoring one’s performance is at hand.

3.4	Benefits to the organisation by using 360 DF
Managers can better see how an individual’s behaviour affects their surroundings and how others interpret their ability rather than just their own perspective.  This method also enables them to monitor the employee’s progression e.g. whether any improvements have been made much sooner instead of waiting for a yearly review.  Single source assessments e.g. line manager’s appraisal may not always provide a fair and valid evaluation (Fleenor and Prince, 1997).  According to Silverman, Kerrin and Carter (2005) it has been argued that 360 DF data can augment traditional top-down appraisal feedback.  
Criticisms have been noted whereby participants, managers and raters came to view the process as a chore and negative consequences become apparent as mentioned by (Silverman, Kerrin and Carter, 2005).  They also state that while many companies were happy to adopt a 360-degree feedback strategy, the effect of the system on employee growth and productivity was less evident.  There seems to be many mixed views as to whether 360 DF has any weighting with regards to working effectively.  Evidence seems quite sparse on large scale researching, some are all for it, others see it as a lot of work to keep up with (Silverman, Kerrin and Carter, 2005).  
The author believes that organisations can benefit by implementing this method as it gives them a broader picture of their employee’s performance and behaviour.  Again, if done regularly they can closely monitor the employee’s performance and make changes as and when needed.
3.5	Benefits to the individual by using Organisational Learning (OL)
Employees can benefit from OL as they will be gaining knowledge and experiences from others in their workplace and also transferring those back to others (Saadat, V. and Saadat, Z. 2016).  This will enable individuals to stay in the know and also stay relevant and knowledgeable to others at work.  Employees are respected and looked up to for being well informed.  It distinguishes employees that exceed expectations and that each employee has unique strengths and skills, particularly in the field of knowledge work.

3.6	Benefits to the organisation by using Organisational Learning (OL)
OL leads to the enhancement of the organisation's core competencies, allowing it to adapt to its environment, even making improvements in it (Vuković et al. 2018).  Odor (2018) states “that organisations that have a low level of OL will not be able to adjust to environmental changes which are a consequence of technological innovation”.  Therefore, organisations need to remain competitive and enhance their employee’s learning and development needs to gain optimum performance from them. 

The author stands by using OL in the workplace because individuals can learn from one another and pass on their knowledge to others.  This support network can only enhance the organisation’s performance as a whole. 
















4. Performance and Development 

Please refer to Appendix 1






























5. Conclusion

If the most valuable people in companies are employees, the success of an organisation would therefore depend on good performance management. (CIPD, 2019). Performance evaluations serve as a critical resource for evaluating and promoting employee performance and for establishing tactical management strategies, goals and priorities (Daoanis, 2012).  One of Human Resource Management’s role is to lead their employees in this direction by developing their staff’s workplace relationships and achievements.  This report analysed a few vehicles that can be used to achieve these and although they had their critiques, the author believes that there is substantial proof to support their worthiness in the workplace to maintain and increase profitability as well as having a competitive edge in the market. 
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	PERFORMANCE AND DEVELOPMENT AGREEMENT 

	Name: Begum
	Forename: Ruby

	Job title: Administrator
	Department: Valuation Office

	Reviewer’s name: Yohan Mendis
	Job title: Senior Team Leader

	PERFORMANCE AND DEVELOPMENT AGREEMENT
	   Date: 4th December 2019

	Objectives
	   Train to become a Line Manager
	Performance measures
	  Fortnightly reviews

	Competencies
	   Existing leadership over Administrative Assistants
	Agreed actions
	  Shadowing senior management, attend training sessions

	PERSONAL DEVELOPMENT PLAN

	Learning need
	How it will be met
	   Resources/support
	Action by whom
	How will it be measured
	   Completion date

	Enhance my leadership understanding
	Observe existing experienced managers, create a connection with them and gain their trust

	   Senior colleagues
	Myself
Line Manager

	Shadowing senior colleagues
Fortnightly performance reviews
	   3 months

	Build confidence as a leader
	Volunteer to lead managerial projects in-house to gain experience and credibility
	   Line Manager
	Myself
Line Manager
	Feedback from project sponsors and team 
Fortnightly performance reviews
	   2 months

	Improve decision making and planning skills
	Research business analysis procedures.
Carry this out in practice whilst shadowing senior members and include own input into complex decision making 
	   Attend workshops in organisation
   Take a one day course online
	Myself
	Take a test online
Feedback from senior colleagues
Fortnightly performance reviews
	   2 months

	Obtain core business skills
	Attend training course through CIPD
	   CIPD
   Learning bursary
	Line Manger to approve
	Course report
Certificate
Fortnightly performance reviews
	   6 months

	Finance training
	Shadow finance department members
Attend training
	   Line Manager
   Finance Department
	Myself
	Training report
Feedback from finance department
Fortnightly performance reviews
	   4 months

	Report writing
	Revision of existing archived reports
Research online
	   Organisation library
   Archive Department
   Online database
	Myself
	Trial reports for upcoming projects
Line Manager to give feedback
Fortnightly performance reviews
	   5 months


7.  Appendix 1



Reaching
one's full
potential


Respect, recognition, self-esteem


Family, friendship, inclusion


Personal security, employment, health


Food, water, air, shelter, warmth


