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Since the industrial revolution there has been a lot of focus on Human Resource Management. Employees are now regarded as ‘human capital’, the most expensive labour cost for any organisation. So therefore, the need to  motivate and increase performance of employee is of paramount significance. To stay ahead of competition and to utilise the skills and knowledge of the employee for the long-term success of the business.
This report aims to look at factors affecting employee behaviour and deliver an understanding of employee development in the workplace. It will also look at development methods that are available to Barclays to guide and train staff to achieve their full potential. It is stated that a motivated and well engaged employee will enhance the productivity and drive the business further(Armstrong, 2012) as the employee will show commitment to their employment.
The need to develop a variety of skills is very useful in a fast-digital society that we live. The workplace is rapidly changing. Often it is easy to be left behind due to a skills and knowledge gap, or automation of a job role. It also has a negative impact for the organisation as they can be left behind in the business market.
Many theorist have  stated that organisations can use models and strategies to build and maintain their organisation. Many of these concepts that theorist analyses and the practices which they preach are still prevalent in modern day society.
This report will aim to identify these practises and examine how they influence employee behaviour and what impact it may have on motivation in the workplace. In every large organisation you will find a Human Resources Department who work with the managers and employees to  identify training needs and development for the  success of the business.
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The role of the HRM within the business is responsible for taking into account the needs of the employees. Although the needs may vary (French and Emerson, 2013) they are commissioned by the organisation to develop and  deliver support and training packages to individuals and managers to meet the objectives set by the company and to develop each individual with the skills they need to improve performance in the workplace.
There are two philosophies or approaches the HR department may take this is known as Hard or Soft Approach to employees. The differences are shown in the below figure.
[image: Image result for hard soft hr]
Figure 1 Differences between Hard and Soft HR approaches
The researcher realises that Barclays Bank adopt the Soft approach as it views their employee base an asset as opposed to a cost. As a result they invest heavily in new technology, new ways of working and also providing employees with the right tools and training to function to their best. They also have other methods of monitoring and developing the staff so that Barclays can retain qualified staff and gain a competitive edge over their business rivals and enter new market and find new ways of working.
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According to Tweedie et al., (2018) Businesses can develop their staff through performance management. This is where the employee is given a set of objectives to achieve and as a result they are rewarded by performance related pay and other incentives such as promotion or increased autonomy in their job role.
Mueller-Hanson and Pulakos, (2018) have stressed that performance evaluation is critical for meeting the set objectives of the business. It gives a sense of direction and purpose for the individual. Also it is a channel whereby organisation instil expected behaviour in order to meet company expectations. It also allows the company to identify low performers and give them the opportunity to improve their productivity in the workplace. 
Barclays sets out its performance framework in their annual report 2017, they stress that success is achieved when the performance has a positive impact on customer and client, the individual groups and teams  and the organisational as a whole.
Recently, more organisations are using Locke goal setting theory  (Locke and Latham, 2019) to keep employees satisfied and productive. It is stated that when challenging tasks are set and the employees are given the right tools to perform and positive feedback is given. This process will increase job satisfaction for the employee. Therefore, it is imperative that the management  setup  programmes which are goal orientated and is achievable. (C. Lunenburg, 2011)
The structure of the programme should be such that any gaps in knowledge can be identified regular informal feedback is given to increase  motivation and moral. The performance evaluation of the employee must have a reward attached to it to increase employee engagement. (Shoaib and Kohli, 2019)
The characteristic of PM is:
· Individual PM is concerned with gauging outcomes in the form of delivered performance linked with expectations expressed as objectives. 
· It creates a favorable environment where managers and employees can have mutual dialogue and jointly review the performance set out.
· It is also linked with effort and projected work values. The inputs are the knowledge, skills required to become competent and apply these in the workplace to produce the desired results. 




Gifford J. (2015) from CIPD, states that performance management has changed considerably over the years. The Management of performance needs to be done more regularly to maintain a conversation with the employee throughout the years, and give feedback  on a regular basis to keep the employee motivated and to help them fulfil their desired goals. (C. Lunenburg, 2011) For the employees to develop they need to be set targets through performance management review. The process by which this can be done is shown below:

[image: Related image]
Figure 2 Process of Performance Evaluation

This diagram shows a structure which most organisation follow to monitor performance in the workplace. Barclays also has developed their performance evaluation process and reward employees whom have excelled in their roles. This is done via performance related pay or positive appraisal in the workplace. Barclays are also now changing these strategies so that if an employees underperform they are not penalised and instead their strengths are highlighted and this gives the employees more scope to develop and further challenge their own skills and abilities. This benefits both the employer and employees.
When employees realise that a reward is attached to becoming more efficient or completing their set targets. They will focus their attention on reaching their goals. This can be explained by Vroom (1964) expectancy theory. There is a saying that “there is always room for Vroom “ in almost all organisations.
[image: Image result for vroom's expectancy theory]
Figure 3 Vroom Expectancy Theory

However, some researchers argue that performance review is not sufficient to maintain a high-performance workforce and other factors such as job enlargement, job enrichment also play a key factor in motivating staff in the workplace. (Gruman and Saks, 2011)
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Development via Training

To broadly define training, it is the process of gaining knowledge and skill which is beneficial to the employee to advance in their role.
Organisation have various methods of training that they can invest in to improve productivity in the workplace. As globalisation is affecting the world, we will look at training specific to this need.
Diversity Training. This is done to prevent civil violations and increase inclusion of many different identity groups as well as promoting effective teamwork. The aims of this type of training is to create positive inclusive work environment by helping employees recognise, appreciate and be tolerant to other co-workers. This gives employers the chance to educate employees about overcoming barriers such as ethnic, social or political diversity and its importance in the workplace. Having a diverse workforce enables greater creativity and productivity. Limitation to this type of training is that, in its totality it won’t alter the believes of the employees (Gebert, Buengeler and Heinitz, 2017) However, it will generate a greater awareness, impart knowledge and train them to accept differences of opinion in a team working environment. This reduces conflict and favours mutual understanding.
Barclays have training programmes for their employees who have joined the bank recently and for long term employees who have grown their skills and knowledge with business success.
Barclays offers this development of the individual for many reason:
· To increase productivity
· Improve quality of service
· Increase customer satisfaction
· Give employees the skills needed to use latest technology
· New ways of working
Every organisations have different reasons for training their employees. However when training is given it needs to be in a systemic approach. (Dymock and Tyler, 2018)
Businesses like Barclays have induction programmes for new recruits. They also have training for experienced existing employees. This is so that they can update their own skills, or the bank may require that they need new skills in order to adapt to how the business wishes to operate. i.e. taking the business forward in the global digital race.
The business might introduce onsite training, mechanisms might include the help of a mentor who will answer questions, and can pass on expert knowledge. According to Taylor and Curtis, (2016) This enhances the chances of development when the employee wants to progress by acquiring superior knowledge and fitting into the organisational environment they stand a better chance of promotion.
An extension to this type of training is known as ‘shadowing’. This process involves employees investing their time to work alongside another highly experienced colleague. Observing the work they do, the techniques adopted by them and learning from their working practices or experiences. This type of training is popular in most organisation as the cost level is much lower.
Training which is done off the premise is a major cost to the organisation as employees are not actually working when they are being trained away from their usual place of work. However, on occasion, off-site training needs to be done if the employee needs to attend college to get new qualifications, or attend seminars hosted by external training providers.
The benefits to the organisation are that employees will learn new skills and knowledge which they can bring back into the organisation and further improve performance at work.
Overall, the potential benefits of development of employees through training mirror the aims and objectives that the business is trying to achieve. Training provides knowledge to boost productivity. This will lead to improved quality of work and better customer relations.
[image: Image result for systematic training model]It can also be considered a motivational tool that business’s use as they look to increase the moral of the workforce (Roth, 2018) As employees might appreciate the feeling that the business is investing time and money in them and developing them by showing  a caring approach.
Robertson et al., (2015) found that the general mental health of the employee and well-being can be improved by training which is robust. They emphasise that for future generations training simulation and practices need to be more varied as they found from their study that some individual gain more or less based on how the training regime was delivered. Figure 4 Systematic Training Guideline’s

This is something that Barclays needs to adapt into their HR practises to keep hold of their human capital.
Grossman and Salas, (2011) assert that the cost of training is further amplified when the employee is unsuccessful in transferring the knowledge gained in training back into the workplace. As mentioned before, the financial cost of training can be very expensive especially for smaller businesses. Training away from workplace is more expensive as the employer has to fund the cost of training.  Whilst employees are away from work, there will be a loss of productivity during their training programme. Although in the long-term, training is equipping employees with the skills and information they need. In the short term, they are not being productive by producing work  yet they are paid. 
We have stated that training is done to improve the employees skills. We need to consider the cost if  the employee left the organisation after receiving specialist training. Now that the employees have gained further skills and knowledge or a qualification they might be in a position to bargain for higher remuneration. (Hall, 2019)
In order to keep the employees, the business might need to increase their labour cost and reward employees with higher pay for the training that they completed which was funded by the organisation. If the organisation does not reward the employees through higher remuneration after they have received training. The employee may leave the organisation to a rival business whom are willing to pay a higher salary.
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Motivating the  workforce is another method employers can use to develop their employees and increase their performance and overall business success. 
In simple terms motivation is the reason or effort required to complete a task or to channels ones energy in a specific direction to achieve aims and goals. These can be on a personal or organisational level.
There are two types of motivation:
1. Intrinsic Motivation; is internal to the employee and is driven by a personal interest in finding enjoyment in the work itself. Nazir et al., (2016) state that in this situation the person feels a sense of accomplishment. It is a natural high which reflects the person ability, competence, growth and self-control. Herzberg (1960) found that intrinsic motivators were much more powerful than financial motivators.
2.  Extrinsic motivation; this is more of a tangible reward system. Where the managers decide if you are worthy or a reward such as performance pay, bonus, sick-pay. Most researchers such as Gerhart and Fang, (2015) and Maslow (1943) dictate that extrinsic rewards and motivation are important but do not necessarily promote motivation to succeed in the workplace as employee’s may have several needs that are to be considered.
In the early 1900 Frederick Taylors motivation theory became known as the  scientific management perspective.
[image: Image result for comparison of theory x and y]All his thought’s and philosophies are underpinned by ‘Theory X’ model/management style of Weber (1960) Taylor suggested that most employees were fundamentally lazy, that they were reluctant to be productive. They were not interested in job autonomy or any decision-making power, they felt the job of management was to provide very clear guidelines and coercion in order to get the best out of them.Figure 5 Weber’s Management Theory

Taylor realised that in the 1900 there was no formal training and the workplace was very disorganised. He revolutionized the workplace by his Time and Motion Study and bringing in division of labour, more robust training , order and structure in relation to training. His belief was to match employees according to their skill level on specialised tasks.
As a result this caused repetition in the work pattern. He emphasised that this repetition would bring about greater productivity and employees would be rewarded according to production rate. i.e. Piece Rate Work System.
This monetary reward system provided a stimulus for workers to go above and beyond their personal targets to achieve more as it was financially more attractive to them. Organisation benefited from productivity gains and employees benefited from more monetary reward to spend on their families.
Furthermore, as employees were becoming motivated by financial rewards and produced more work the organisation realised that they could reduce their labour cost as some employees were putting in double the effort for personal gains.
Taylors theory partly ran into some difficulties and became the victim of it own success, as the organisation were reducing production and labour cost, they needed a smaller workforce. This created fear and a demotivating factor as employees friends and colleagues were no longer employed. Also the productivity targets were constantly being increased leading to more challenging work environment. This created a negativity in the work place and caused industrial unrest. This further lead to a rise in the creation of unions membership and industrial action where Taylorism was being adopted.
Although his research does not have empirical data and is outdated, his underlying principles are still being used in modern day workforce. (Barley, S., Bechky, B. and Milliken, F. 2017).  It is the opinion of the researcher that Barclays use Taylors theory in the Mortgage Claims section where employees are rewarded by  financial commission/ performance related pay as a tool to become more motivated and productive. Other examples in different industries include:
e.g. Large manufacturing business, where there is a division of labour, production equals more pay as a booster for motivation.
e.g. sports industry, in football players who scores more goals will be rewarded accordingly and receive recognition for their skill
e.g. service and sales sector work.

Workforce management is much different today due to the introduction of Human Relations Theory by Elton Mayo. Taylorism and Elton mayo work are in tandem as they both advocate similar approaches to motivating employees. Mayo study provided other physical factors to motivate employees. Mayo study proclaimed that part of his control group (Hawthorne, 1984) individuals were beginning to create bonds and communicating as a team. People began to get on with the researchers and contributed to the study. Employees just being asked their opinion was an exciting moral boosting occasion. 
This further gave them the motivation to co-operation better and productivity amongst the group was increased.
In essence, Mayo prophesised that there were more human and social factors at play when determining people motivation and productivity. Although his study started off on physical factors at work controlling behaviour and productivity. He later realised that social factors and to some extent emotional factors were equally significant in stimulating and motivating the workforce.
These social factors made employees feel special, single out and valued in the organisation and provided a platform for workers to communicate better and work as a team.
These social factors have been engrained into the core values of Barclays bank. The need to feel part of a team and belonging, working collaboratively, having a common ethos, having a common motivational strand all help develop organisational behaviour and allow the individual to be motivated and provides meaning to work itself. (Barley, Bechky and Milliken, 2017)
Current day business hierarchy are actually devoted to thinking about the personnel needs of their labour force. Organisation now have Human resources department to carry out this function  to regulate organisational behaviour by having core values, motivating and stimulating employees to do their best work, also developing and training to hold on to this human capital for long term business success. (Roos and Van Eeden, 2008).
Herzberg (1960) was another neo human relations theorist, his research was most distinct as it introduced:
Hygiene factors:
· Pay
· Working environment
· Relationship with colleagues
According to Herzberg these were aspect of the job that did not motivate, in the absence of these features it would demotivate you but not increase job satisfaction.
Motivators:
· Opportunities for promotion and self-improvement which lead to 
· Job enlargement
· Job enrichment
· [image: ]Empowerment.
His research was against Eton mayo as he stated hygiene factors such as pay will not increase motivation in the workplace. Barclays already allows job autonomy to their staff as they are allowed to work from home. However, Barclays needs to learn from these theories to ensure that they have adequate resources available to continue to develop individual to make Barclays market leader and get the support and loyalty from their customers. When the employees are happy in their workplace only then will they put in maximum effort to meet the objectives of the business.Figure 6 Factors needed to promote motivation in the workplace




Professional Development Plan:
A development plan will enable business and the individual to set out the agenda for development in the workplace. By using a development plan the employee is able to reflect on their knowledge and skills and this will enhance their learning. It also enables the employee to acknowledge and rejoice their achievements by following through on the plan. The plan needs to have SMART objectives so that one remains within the timeframe to complete their personal or organisational objectives.
Having completed the development programme one can then think about career progression and look at new channels that they can take to further make them more employable and also learn new skills to enter emerging markets around the world.
Below is a table which details current training needs for the individual working at Barclays:


  
PDP
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Having looked at this report it can be said that learning and development in the workplace or in ones lifetime is a never-ending process. Our intention at work is to perform to our best ability and also learn new skills to stay ahead of the ever-changing digital world which is impacting on how services are delivered to the public.
By using these methods the organisation is able to  build principles of effective communication and the skills required to build trust, manage relationships, resolve conflict and secure workplace achievement
The report further suggests the digitalisation and the force in which it has impacted on society will play a major role in HRM, as employers are concerned about how employees are feeling in the workplace and what their needs are. This is costing them a lot in labour cost. To reduce this cost, they may indeed not need to hire humans in the future and rely on automated machinery to do the task required. This will no doubt makes the company more profitable, however society will not have a good image of the organisation.
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