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[bookmark: _Toc532467218]Introduction

The effective management and development process for individuals and teams within all forms of organisations' is crucial as it helps towards customer service and satisfaction. To do so, skills must be enhanced. (Charan, et al, 2003). The human resource management have control over the employees' experiences throughout the organization as well as strengthening business operations. There are many processes that aid towards the development of relationships between management and staff and the examples are:  motivation, engagement, performance management, learning organisation, appraisal, feedback, personal development, reflection and training. (Mayhew, 2018 and Armstrong & Taylor, 2014).

The four management and development processes which will be predominantly evaluated and discussed in more detail are: motivation, performance management, training and lastly, appraisals. These are believed to be the foundation of success in relationships and growth between an organisation and individual.  
[bookmark: _Toc532467219]Motivation 
Motivation is a psychological force and willingness to apply ones energy in the direction of achievements of behaviour and efforts. The persistence to face obstacles and effort made towards the organization's goals are a large positive and lastly this helps the satisfaction of personal needs. (Lauby, 2005 & Taylor, 2010).

Within an organisation, motivation helps empower the workforce to ascend. Management must take upon the task to encourage staff members to engage in productivity and to be effective when doing so. Motivation is provided in various ways by leaders, some examples include; communication, recognition, opportunities, control, and performance rewards. (Pahl, 2018 & The times 100, 2018).

Communication is deemed extremely effective within motivation, its’ application within the involvement of employees is to be carried out in the correct manner. Another tool stated is performance rewards, (financial and non-financial). Financial benefits such as bonuses attract the attention of employees whereas non-financial rewards are specific to the individual. Unlike financial rewards this can have a long lasting effect on the employees as the sense of belonging will be predominant within feelings. (Monster for employees, 2018 & Burton, 2012).

Theories of motivation 
Many theorists agree that having an objective, as well as the ability and desire to act, is what motivation requires. Theories primarily fall into two distinct categories; process theories - address the motivation within people and content theories - address the factors which motivate people. (Fig.1.). The practice of both categories will support the effective motivation of employees. (Pratap, 2016; Badubi, 2017; Ramlall, 2004). 
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Abraham Harold Maslow - The hierarchy of needs (1943) 
[image: https://lh5.googleusercontent.com/wMtTbn1ifTY0BfMpF39xt_xcqYmJ2oqj4BMIEi9m4nWjmmlz8xqMbcQtxxzzs4v60tWQu7mkMXX55OfkSyADpV_oVXiTXtEsxiHD5MtR0nfwGwpWWMydX6MkKUJWoBcVgEzbtO3V]Maslow synthesized motivational theories carried out prior to himself by theorists who focussed on separate factors of motivation. The hierarchy of needs compacts several categories into five tiers. The essence of the theory is to motivate individuals’ most basic needs. Each need must be met before climbing up to a higher level.   (Pratap, 2016 & Mark, 2014). 

Mark (2014), provides an example of Maslow's theory being implemented to transform an organisation, Chip Conely, the founder of Joie de Vivre hotel chain, altered the hierarchy which would in return allow the knowledge of connections between investors, customers and employees. The hierarchy was segregated into three themes starting from the bottom to the top. The categories magnify: survival at the base (money), success in the middle (recognition), and transformation at the top (meaning). Conely’s recognition applies to those at line level within the company and in result the organisation is functioning positively (Pattison, 2010).
[bookmark: _Toc532467220]Performance Management 
Performance management is the procedure in which the progression of employee engagement and contribution towards personal, team and strategic organisational goals are measured and enhanced. This process allows abilities, knowledge and skills to be planned, reviewed, assessed and developed by management. Furthermore, expectations on terms of behaviour are specified and communicated thoroughly.  (Armstrong, 2015; Harvey, 2018; Shields, 2007).

Effective performance management enables growth and success. There are numerous strategies that uphold the relationships between employer and employee, some examples are; the communication of company objectives and goals, the utilisation of performance management software, peer reviews and rewards. (Pollock, 2018). 

Theories of Performance Management
The exploration of performance is commonly sought through many theories which are connected between macro and meso levels within an organisation, theories include;  The performance management cycle, Locke’s goal setting theory (1968), Expectancy theory (1964), Strategic Balance theory (1999), Strategic climate theory (1990) and AMO theory (2004) (Agarwal, 2011 &  Paauwe & Farndale, 2017).

Appelbaum, et al - The AMO theory (2000) 
This model amplifies that individual characteristics are dependent upon three components; ability, motivation and opportunity. The aim is to describe the mechanisms that link performance and human resource management through the combination of several underlying theories. The cancellation of one characteristic is highly likely to inhibit performance which condensates success.  (Wilkinson & Johnstone, 2016 & Marin-Garcia & Thomas, 2016).

Boxall and Purcell (2015), declare that there are specific reasons behind favourable individual performance, for example, prior knowledge and skills allows performance to be straightforward and is adequately incentivised. Similarly, support and opportunities accustomed to the individual allows internal growth.

Each characteristic mirrors a practice within an organisation. Bach & Edwards (2012) explain to practice ability, the task is to employ the right people and enhance their knowledge and skills. The motivational process is to include performance related pay, employee benefits, employment security, coaching and mentoring and performance appraisal. Finally to practice opportunities the organisation is advised to involve employees, communicate and decentralised decision making, autonomy, job rotation, enlargement and enrichment and lastly self-directed teamwork. (Hutchinson, 2013). 

An organisation where the management of performance is recorded is British Gas. The application of “ability” is expressed in the recruitment and selection process, wherein “the best” engineers are employed and offered with opportunities to develop and gain a variety of skills through training. Moreover, benefits are provided to aid in the weight of the role, and lastly the recruitment of a diverse array of individuals based upon race, disability, age and gender  portrays that bias is not held against anyone and this allows the organisation grow. (British Gas, 2018).
[bookmark: _Toc532467221]Training 
Training is a planned effort which enables the modification and attainment of the required level of knowledge, attitude and skill. The training process permits individuals to acquire said skills and utilise them in order to perform in and adequate manner. (Buckley & Caple, 2007 & Business Directory, 2018).

The identification of issues and gaps will allow the individual to implement them in their work and create a current overview for present and future purposes for the organisation. One way to prioritise a company's' objectives, expectations, standards and goals is to ensure the correct method of training is provided for a trainee through the application of the systematic training cycle as shown in Figure.2. (Pajaron, 2018 & Sampson, 2018). 

Figure.2.
[image: https://lh6.googleusercontent.com/7utgxiIAsVjuLpw-79JsvNUNmj1IcqL4E6eLFyXaIMqxvLyvhIBtfprLitEUT5uZgEVZw5kt4DuICCNr98aV6trnjylSP_EUabX63rFbaOzlt3SVAklK1busZOltNE6Am9BXxzs6]









There are multiple techniques in which managers can utilise to establish and evaluate training continuously. For example: acute personal observations, planned interviews, appraisal procedures, training review meetings, surveys and lastly activity sampling. (Talbot, 2012). Measurement should be a continuous process of operations to capture information that is actionable. When focus is on the repetition of a process, development and implementation are easily carried out (Bersin, 2008).

Training Intervention methods
The two dimensions that describe training and development are firstly, formal or on the job training. Knowledge is gained through performance within the organisation and training is intentionally planned out by managers. Secondly, Informal or off the job training is when knowledge is achieved outside the organisation through the experience of daily activities linked to recreation or work. The recognition and combination of each dimension will allow managers to engage and educate the employees. (McNamara, 2018; Sharjahman, 2018; Gutierrez, 2016; Jacobs, 2003).

There are advantages and disadvantages for each method: Off the job training enables a wide array of skills and qualifications to be obtained but is time consuming, costly and knowledge may not be adapted to the organisation (Tutor2u, 2018).  On the job training is quick, cheaper and trainees are under the supervision of those within the organisation (Jacobs, 2003).

An organisation that magnified flaws in training is Alton Towers (2016) where the “inadequate” on the job training for engineers resulted in the catastrophic accident where five individuals were injured severely. Engineers worked on the ride whilst it was still running, unsupervised and without a safe system of work. Furthermore, the failure in acknowledging and disregarding  a warning sign expresses that health and safety was not prioritised in training and magnifies that management did not evaluate the needs of the trainee engineers which would create its’ downfall.  (Halliday, 2016). 
[bookmark: _Toc532467222]Appraisal
This is an annual process between an employee and the organisation, it is carried out both formally and informally. This vehicle is the overall management of the training and development needs as well as the evaluation of employee past and present performance which is relative to the standards set prior. Positive and negative feedback, updates, and knowledge of the organisational needs are all required as well as setting future action plans for the individual. More importantly the organisation is assisted in understanding the requirements of the employee based on their own preferences. (Business case studies, 2018 & Gifford, 2018).

The range of theories and models that benefit management in assessing and setting individual and organisational goals are: S.M.A.R.T theory, Locke and Latham’s goal setting theory, the G.R.O.W model, the O.U.T.C.O.M.E.S model and the Personal development program. (MTD Training, 2018). The involvement of a constructive appraisal process into the management of employees allows growth from within the organisation. There are a variety of purposes to be imposed such as an introduction of major change, the defining of goals, setting of targets, and the elimination of weaknesses. (Havard, 2001 & Kemp 1999).

In 2012, one company that augmented positive changes after the alteration of the annual appraisal to fit the organisations agenda is Adobe. The introduction of change allowed an increase in employee engagement, frequent meetings, feedback and a thirty percent decline in voluntary turnover. (Hearn, 2016).
[bookmark: _Toc532467223]Organisational choices and the impact on employers and employees
[bookmark: _Toc532467224]Motivation
As discussed previously, it is evident that Chip Conely adapted Maslow's hierarchy of needs to benefit the Joie de Vivre hotel chain. The "employee pyramid" allowed the workers at line level to feel a sense of recognition and importance. Conely believed the pyramid assisted in the growth of his chain in three distinct ways. Firstly the disregarding of the negative aspects of the business and the focus on having a positive mindset and hope created strong bonds. Secondly, recognition of staff from management helped in the creation of a healthy and happy work environment, and lastly, each department was brought closer.  All staff members were on the same level and were urged not to ostracize themselves from others in the organisation. All stated factors have helped this organisation stay relevant within the U.S.A. (Pattinson, 2010 & Joie di Vivre, 2018)

Similarly, Kellogg’s utilise Maslow's theory to build upon their workplace as it is believed to create a positive effect. Unlike Conely where the hierarchy was altered into three tiers, Kellogg's motivate their staff through each of the original categories. For example, competitive salaries and ways of saving are offered as a physiological need, it helps employees choose which benefit suits them. As a safety need the company creates a healthy work environment and offers working patterns so employees can choose when and where they can work. Thirdly, to implement social needs, Kellogg’s have weekly "group huddles" which helps strengthen teams and provide recognition, lastly the opportunity to gain opportunities such as ownership of projects is offered to assist in the development of self-esteem. (Business Case Studies, 2018 & Kellogg’s, 2018).

[image: https://lh3.googleusercontent.com/Z_UksUrPfAqbaJRODOBiEyLwT0YHimnHbfW-gQc6FuTd4488f-h2DqlqJptq43hrbCPlDthc9ArTpXrLzz59iYd1lOt9PZ4I7dKsFToskv7cKlHD3m8u7KsHf7ibm6nklADqQzds]Conversely a different organisation that focuses on motivating staff through Taylor’s theory of scientific management is Tesco. (Business Case studies, 2018). Kellogg's believe that the downfall in business is caused by the dated use of motivation within an organisation, (Business Case studies, 2018). It is evident that in the last decade, Tesco have struggled to stay above many competing supermarkets and are currently ranked at sixth place. (Ingrams, 2018). Other issues within the organisation surround training, Tesco had recently faced an accounting scandal which deflated any motivation within employees as the company's gross profit was and still is declining. (Thomas, 2018).

The two organisations that depend on the hierarchy of needs allowed management to motivate their employees and have also utilised other management vehicles in similar ways, such as an appraisal system and signs of the implementation of a performance management cycle. This magnifies that, unlike Tesco, each organisation has focus on their employees. (Pattinson, 2010 & Business case studies, 2018). 
[bookmark: _Toc532467225]Performance management 
British Gas apply the AMO theory wherein individuals are awarded with opportunities to practice the role of an engineer with minimal hindrances.  As well as the focus upon training, recently, due to globalisation, the target has been the importance in language capabilities and cultural acceptance. This is seen to aid in the growth of communication internally and externally as it benefits employees in gaining recognition. (The times 100, 2018 & Study moose, 2018).

Additionally, the AMO theory in practice was augmented in 2013 by Lisa Brummel, (HR chief at Microsoft). The intention was to remove processes that demotivated employees, an example being “stack ranking” which resulted in unhealthy competitiveness and the decline in relationship between management and staff. Success was discovered through introduction of approaches which allowed management to gain a clearer perspective of the needs of the individuals and teams within Microsoft. (Warren, 2013). The implementation of an appraisal process labelled “Connects” inspired team members in understanding the importance of personal and group development. In addition management were urged to invest in and allocate rewards to the rightful individual or teams. (Business. Com, 2017).

In equivalence, Google expresses one reason of the organisational success is due to the quality of its human resources. The involvement of internal and external recruitment allows the attraction of potential clients on different platforms, whereas the selection process narrows down applicants based upon “uniqueness". The next step covered the development of capabilities through mentoring and coaching, (Lombardo, 2017 & Thompson, 2017). Furthermore, there are numerous benefits that are offered, two examples are; high salaries and free meals, (Lombardo, 2017). The implementation of the feedback cycle has allowed unbiased feedback to contribute in the overall success within google, (Impraise, 2018).

All three organisations apply the AMO theory through the combination of management tools such as employee engagement, motivation, training and appraisals. Conversely, the recent criticisms within Google have aggravated the decline in relationships, as well as the interruption of employee growth. To support the organisation, the adoption of informal and formal performance appraisals will allow an understanding and discussion on how to overcome the downfalls, (Murphy, et al, 2018 & Study moose, 2018).  
[bookmark: _Toc532467226]Training 
In 2016, Alton towers displayed poor “on the job training” as tragedies were created due to careless decision making during the event of a critical condition. Engineers disregarded warning signals which expressed the failure to comply with the regulation of health and safety. It is understood that training was not robust enough therefore introducing additional negative impacts within the organisation, such as; revenue, reputation, and relationship with employees, (Haliday, 2016 & Shield safety 2018).

On the contrary, an organisation that expresses the success of training through the status “Investor in people” is the Forestry commission. The importance of continuous professional development allows trainees to take control of personal improvement by engaging in all training, internally and externally. The organisations training covers a range of areas which include: health and safety, communication and leadership, customer care skills and lastly, [image: https://lh5.googleusercontent.com/JYrcBJZKdtiNmwb8DsWxr4Plwcf75Hez5chd0BlJaQE9sHFIpX6abjKAn3-GHE-nAIDa1VaXws0iz1_QrMWoY1AhPkdr457y07OVg49ZAVE05czNBcMzvSqKTvuCOUecpfLYx_mg]refresher training. Staff are motivated to work harder and develop within a range of skills, knowledge and roles within the organisation, (The times 100, 2018 & Megginson & Whitaker, 2003). Finally, the application of a personal development plan allows potential “Foresters” to identify skills gaps and areas wherein development is desired. The organization believes that a pdp is beneficial for all individuals in training, (Forestry .gov, 2018).

The Forestry commission make use of both dimensions of training. Formal training is viewed as cost effective as it is assisted by coaches, secondment, mentors and apprentices. Trainees are educated on the planting and caring of new seedlings, (The times 100, 2018). In comparison, the engineers at Alton towers did not express any prior knowledge, and were not supervised. Guidance can be provided by experienced engineers which will allow the growth in confidence and understanding of specific tasks, (The times 100, 2018 & Halliday, 2016). 

The Forestry commission practice informal training by encouraging the attainment of knowledge in specific ways outside of the workplace, such as courses and events. This is deemed beneficial as new ideas are put forward, (Halliday, 2016 & Tutor2u, 2018).  Alton towers do not discuss informal training, as it is believed that formal training is cost effective and has allowed the organisation to uphold the label  of “The U.K’s  number one theme park and resort”, (Merlin Entertainment group, 2018 &  Alton Towers, 2018).

After the comparison of both companies, it is evident that the application of the systematic training cycle should be prioritised. This will create a workplace balance and urge management to continuously update training, (Pajaron, 2018 & Sampson, 2018).
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Adobe believed that the employee culture needed to mirror and adapt to the new direction that the business had taken in 2012. There was an introduction of the “two way check in” after the dismissal of the yearly appraisal sessions. It involved management actively discussing employee development to overcome adversaries from the previous form of appraisal. An estimated figure of around eighty percent of employees are in favour of the process as it is appreciated that, in return, feedback on management is welcomed too. Additionally, Adobe has endured many beneficial experiences, such as; a strengthened employer brand and a highly motivated workforce. Furthermore, Adobe is now ranked at fifty first on the Interbrand Top Global Brands, (up twenty seven places since 2012), and finally, the healthy transformation of the company is due to employees working together effectively. (Morris, 2016 & Interbrand, 2018).

[image: https://lh3.googleusercontent.com/YB6n5lEl4VS9eNU0Z6t1KOofKvoJSkMzYYttC9JyYGWSHhqmYEr3uJ_qEYRT_4mdhncM5K9OmL_Y92hTjcDbDxwiFNanJ1d1xNWp8unnyO4Wmphov-vlMAkASzhI_QZevITZ0zq2]Another organisation that reinvented the traditional appraisal process is Deloitte. It was calculated that around two million hours per year were wasted, and employee engagement as well as the level of performance were decreasing prior to the introduction of an altered process. Similar to Adobe, the aim was to individualise feedback and rid of the “idiosyncratic rater effect” (Jogi, 2018).

Deloitte reframed reviews to gather a greater understanding of performance at the individual level. The leader is given the task to focus upon the future actions of the individuals rather than assessing past performances. This allowed questions to be asked surrounding the feelings and intentions instead of the skills of the team member partaking in the evaluation. The answers to the specific questions allowed leaders the opportunity to discuss improvement and promotions in more depth.  In result of these changes, the success of the organisational brand is magnified through the increase in accurate feedback and like Adobe, a more motivated workforce, (Smart HR, 2017). 

The belief in a continuous appraisal process allows management and team members to understand personal and organisational motives which, evidently, has allowed each organisation to succeed in the current market. Lastly, appraisal processes should be explored and developed frequently and are more effective if updated on continuous basis.  (Morris, 2016 & Buckingham and Goodall, 2016).
[bookmark: _Toc532467228]Personal Development Plan
A personal development plan is a written account and action plan that assists in the reflection of oneself through the setting of realistic workplace objectives using the SMART model. The process allows the addressing of strengths and weaknesses, the importance of goals, and finally, the development towards personalised proposed aims. This enables the growth in confidence as well as the ability to develop independently within the workplace (Rolfe, 2018 & University of Bath, 2018).
Below is a completed example of a pdp, each objective is inclined to a specific level of priority (high/ medium/ low) according to the importance it holds for the individual and the organisation. “Support and development” will magnify the ways in which tasks can be completed easily for the individual. This is followed by dates of reviews, this column allows a realistic timescale or deadline to be set which enables commitment towards the completion of the objective. Finally, an additional comments column is for management to express some feelings or include additional notes to assist the employee. (UWTSD, 2018; Chartered Management Institute, 2018; JLT, 2016). 
	
Objectives
	
Measures
	
Priority 
	
 Support and development 
	
Review dates 
	
Other 
comments

	
	
	
	
   Internal            External
	
	

	


Time management - Schedule tasks orderly 
	*“Work smarter, not harder” - simplify work, think about tasks before carrying them out

*Main tasks should be formed into habits.

*Keep a diary and plan out daily tasks
	



L
	



*Timesheets are  available 

*follow plans provided by managers
	*View interpersonal expectations differently 

*learn the Pareto principle

*create a healthy mental and physical routine
	 



Every four months

	
*try and follow and well scheduled plan, collect timesheets from office every week

	
Health and safety training/ awareness training  must be completed
	
*Use Reed.co.uk to help find the best deal for online courses.  When course is  completed present certificate to management and transfer skills to the workplace

	


H
	
*supervisors/ managers/ mentors will help with h&s knowledge of the organisation  
	


*Physical and online  courses 
	

Within a month - asap
	

	

Partake in team working / contribute with group tasks 
	*Enhance communication skills by working as a team

*create bonds over job roles

*Accept differences 
	
   

 L
	
*Temporary role change

*Interactive exercises are available 

*Shadowed by supervisors

*Clarification of purpose
  
*reviews on employee engagement
	
* learn to listen

*communicate outside of work - get to know colleagues in own time 
	




Every two month
	

	


Update  job training regularly 
	
*Partake in and practice all on the job training offered, make sure up to date training is followed 
	


M
	
*shadow experienced colleagues 

*training booklets including guidance notes 

*AMO theory will be applied
	
*complete booklets in own time

*educate self on small areas through the internet 
	


At the end of every month 
	
If new practices are not communicated by management or supervisors, make sure to ask for update or assistance 

	

Update product knowledge 
	
*motivate yourself to create a better understanding of all products, old and new to assist in overcoming objections and grow confidence 
	

H
	
*Stretch assignments

*booklets

*questionnaires

	*understand the importance of products in own time

*try product(s) to gather better understanding 
	


Every two weeks 
	

	



Improve customer service skills
	
*work upon:
 Attentiveness, a goal oriented focus, motivation, tenacity, willingness to learn, product knowledge and clear communication
	


M
	
* Shadowing from supervisors

*shadow experienced staff

*Performance reviews (customer feedback)



	

*partake in volunteering

*make a plan for  the skills that need improving  
	



End of every month
	




To decrease any chance of distress within the workplace, health and safety has been marked as a high priority. The completion of an external online course is beneficial as a full understanding and knowledge is rewarded with a certificate, it is fast, motivated by the revenue paid towards the course and allows skills and knowledge to be transferred voluntarily. Similarly, product knowledge has been classified as a high priority as it is the basis of closing sales and creating a good customer relationship. The review dates set aside each objective magnify the importance of the knowledge and skill needed within an organisation. Health and safety skills should be perfected as soon as possible as the incorrect actions may put the individual in jeopardy. Furthermore, the continual evaluation of product knowledge will assist in keeping customers happy which will help the organisation soar.  High priority is chosen for these objectives as they are the foundation of the organisation, the practice of each will help in grasping many additional skills.  (Health and safety executives, 2012; Reed.co.uk, 2018; HSE, 2018; Fernandez, 2015).

Moreover, the two objectives that are labelled at a medium priority are; refresh job training regularly and to improve customer service skills. Although each may be given the same level of importance as high priority, they can both be carried out internally, with the continual assistance of management or experienced staff. The review dates that are set will allow customer service skills to be built upon along with confidence and trust. The timescale set to update training regularly will allow all current practices to be showcased. (Performance in people, 2016 & Kelly, 2016).

In addition, the remainder of objectives are registered as low priority. Time management is an individual's’ target that can mainly be resolved externally. Furthermore, team working can increase confidence, efficiency and the sense of belonging. The review dates that are set will allow management to carry out brief check-ups on the individual to evaluate if either skill has been enhanced, the timescale included can assist in the growth in knowledge as well as the skill to adapt and make use of each objectives set. These targets are different as they are largely classified as desirable qualities rather than essential. (Zeller, 2012; Zimmer, 2018; UWTSD, 2018). 

Overall, the utilisation of a personal development plan will assist in the positive performance change of the employee. Many skills and qualities are enhanced through the internal and external support and development which in result creates a stronger employer and employee relationship. (Cottrell, 2015). 
[bookmark: _Toc532467229]Conclusion
In conclusion, the effective development of the relationship between an individual and an organisation have been examined to portray a clearer understanding of the many processes that are utilised to be successful. The evaluation of multiple organisations has helped towards the consideration that all vehicles are beneficial, especially the four that had been discussed; motivation, performance management, training and appraisal. Moreover, personal development plans are deemed to be vital within an organisation and have recently started to be altered and applied more frequently. Finally, the importance of developing relationships and workplace achievements is dependent upon the organisational practices and what it offers to an individual.
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