3C003 – Core Behaviours for People Professionals

Task 4 – Briefing paper

1. Explain the purpose and components of performance management (AC 4.1)
Performance management exists to ensure the success and quality of an organisation – this is dependent on the performance of the organisation’s staff.  The purpose of performance management is to identify strengths and weaknesses within the workforce, and be able to improve where improvement is needed and utilise strength in appropriate areas as well.  
Performance management also provides benefits to the organisation due to increased staff understanding of the organisational goals, which will increase “buy in” and thereby drive increased productivity – this in turn should increase the sense of ownership.  Roles are more clearly defined so that workers know what’s expected of them, and what training will be necessary to carry out the role more effectively.
Components of a performance management system include procedures and systems for identifying and collating performance standards and outcomes, these will be driven by job descriptions that need to be kept relevant to the role, along with identifying criteria to ensure that objectives are met.
Any weaknesses or lack of understanding will ned top be addr3essed, predominantly through the use of training and learning opportunities, in order to ensure the best utilisation of staff resource.

2. Explain the main factors that need to be considered when managing performance. (AC4.2)
Factors to be aware of when managing performance are predominantly capability and motivation, both of which could be interlinked as it’s difficult to achieve one without the other.
People need to be motivated to do well in all aspects of their lives, whether at home, work or social situations, and dependent on the situation, these can be either driven externally or internally – home or social factors would more likely to be internal or intrinsic as these are more likely to be more enjoyable.  Work and employment related factors are more likely to be external or extrinsic as there’re more like to be affected by pay and benefits or other rewards.  Both sets of factors need to be addressed equally, as on their own they can’t be independently managed.
Capability could be construed as the capacity of an employee to achieve to the best of their ability.
This is driven by their skillset, and their knowledge of the role and tools to carry out the tasks required.  This will inform the training needs and specifications, which can include both on the job training and mentoring, and formal qualifications.

3. Explain different methods of performance review. (AC 4.3)
In recent years, there has been a shift from previously established methods of appraisal, these being formal one-to-one reviews, often only carried out annually, to a less formal but more frequent system of continuous appraisal whereby performance is being constantly monitored and can be acted upon accordingly much faster than with an annual or bi-annual system of reviews.  
One major tool in the appraisal process is self-reflection or assessment, which gives the employee the chance to speak about how they feel they’re doing, both well and not so well, and what tools they need to achieve more. It  can also give the opportunity for more person based feedback, as there’s the chance to include information about wellbeing and motivation.
Peer assessment can also be useful, as long as those reviewing each other can be honest, and won’t use it as a chance to either make themselves seem better than those being reviewed, or to potentially work together with their reviewee to make each other look better.
The older process of management reviews is still a very useful tool in performance management as it gives the opportunities for both parties to be able to give feedback on issues to be addressed, and worked upon, but also a chance to discuss all aspects of the employment relationship and wellbeing, that may otherwise be missed in a continuous appraisal process.

4. Explain the key components (financial and non-financial) that are required to achieve an effective total reward system. (AC 5.1)
There are two main approaches that can be taken into account when creating a reward program –
· Strategic reward, which focuses on reward practices and policies which benefit both the advancement of the organisation’s business and people objectives, and benefits the aspirations and future prospects of employees.
· Total reward, which encompasses the full range of work that is valued – alongside a pay and benefits package, it can include a comprehensive training and development programme, being treated fairly and a wide range of flexible working options, which can work to enable more effective recruitment and better employee  retention and engagement.
Total reward takes into account many factors other than pay which make people feel rewarded in the workplace, which are not simply financial, though the impact of financial reward must not be unrecognised.
Elements of total reward other than the financial can include: Access to a more robust personal and professional development programme; Increased freedom and/or autonomy with regards to work, and involvement in decision making; Increased opportunities for promotion; The right to be treated fairly and equitably; Transparency in the workplace, and the ability to raise concerns in a constructive manner.
Financial elements can follow a more straightforward pathway, with reward based upon performance and/or length of service as examples.  Flexible benefits may also form part of the reward system, with employees able to opt in or out depending on circumstances.

For a reward system to be effective, it must encompass the whole package of benefits and compensation that employees receive.
The most fundamental reward is financial, as this is what drives most people.  The factors that must be considered include pay grades and whether there is a more basic rate salary with add-ons such as performance related bonuses, or whether the rate of pay is set, and will change based on one of a number of factors including but by no means limited to length of time served, training completion, or a company-wide pay increase.  In this instance, the rate of pay may increase at different rates for different grades, in order to maintain a string distinction between different levels of staff.
Non financial rewards are those for which the employee doesn’t receive direct  compensation for time worked, but instead has access to a range of benefits, which as with a company-wide pay increase may be tailored to the employee’s level within the company, so that then more senior someone becomes, the more benefits are available.

5. Explain the relationship between reward and performance, and the links to motivation. (AC5.2)
Rewards motivate people to perform better in order to gain more.  A system of rewarding employees should recognise those who are performing better without completely excluding those who are not, who should be encouraged and helped to improve, possibly through using te the same reward process.
Extrinsic rewards such as visible, actual benefits – pay, bonuses, company car, other tangible items can be used as rewards for productivity and good performance.  
Intrinsic rewards  - the psychological benefits felt by employees when they feel they’ve they have done a good job or achieved well are much harder to quantify as these come from within, though if an employee is always feeling that they’re they are overworked and their efforts aren’t are not being recognised, they’re they are less likely to feel rewarded.

Increased rewards can lead to an increase in motivation which in turn can lead to an increase in productivity. The prospect of receiving a higher reward can drive employees to set higher goals and achieve them and consistently put in their best efforts.  Recognition and appreciation programmes can boost morale, job satisfaction, productivity and efficiency and will foster a more positive work experience which can lead to improved performance.  Retention can also be improved by having a more rewarding workplace, as when employees feel rewarded and recognised, they are more likely to remain with their current organisation rather than look for alternative employment elsewhere.   Satisfied, more content employees are more likely to be engaged, committed and willing to help achieve the organisation’s aims and goals.

Explain at least two reasons for treating employees fairly in relation to pay. (AC 5.3)
Employees who carry out the same work in an organisation might feel that if they’re paid at different rates then it is unfair and those being paid less will have decreased motivation and feel that they are being treated unfairly.  However, there may be reasons for the difference in pay that they are not aware of, such as increases for length of service or additional training completion.  In this case, it would be important to make the system of remuneration clear for all employees, so that there is understanding in order that those employees paid less are not demotivated by what they see as an unfair system.
The Equality Act 2010 provides a clause that men and women carrying out the same work must receive the same pay and benefits.  If certain conditions are not met, or are perceived to not be met, then a claim can be brought to tribunal either while still employed or within six months of leaving the employment.  In this case, the claimant must be able to identify someone of the opposite sex who is paid more than them in one of three types of work – i: Like work, where the same role is being carried out;  ii: Work rated the same through an analytical job evaluation scheme; or iii: work of equal value, where the work is different but factors such as effort, skill and decision making are the same. If the employer can prove that the work is different, not rated as equivalent or not of equal value, the claim is likely to fail.
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