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Human Resource Management has people at the heart, and one of its aims is to maximise on employees’ potential (Taylor, 2016).  This presentation will consider two aspects of this – high performance working and performance management.  You will come to understand what high performance working is, how it links with organisational performance and employee wellbeing; the main stages of the performance management cycle and its key activities; how performance management can contribute to employee capability and commitment, and recognising and rewarding talent; the role of line managers in the performance management process; lastly, how Human Resource Management can work with line managers within this process.

High performing working is commonly known to be a bundle of human resource policies and practices.  Various theorists have included different elements to this bundle; however, most agree that the elements should be those that encourage commitment and contribution (Taylor, 2016). Such elements include:
Recruitment and selection – when there is a robust method in place to ensure the choice of candidate is made based on evidence and is the best person for the job. 
Training and development – investments made to ensure employees are continually competent in line with any developments in their area of work, to improve skills if/when needed and to enable progression if/when wanted, make employees feel valued and more likely to performer better.
Pay – salary based on individuals performance provides an incentive to work to the best of their ability and perform highly.
Promotion – when opportunities arise for internal promotion it provides the organisation with a return on the investments made in the employee, but also possibly retains the employee perhaps longer than chosen.
Autonomy – the more autonomy individuals have in their area, the more engaged they are.  This includes involving individuals in the decision-making progress, improving employee relations and commitment (Ellis, 2016).
Flexible working – when employees can adapt when changes or new opportunities arise, they are able to work more efficiently.
Team work (Woodhams, Perkins, & Wilkinson, 2016)
Grievance procedures – when employees know there are systems in place that protect them, they are likely to be more engaged without fear (ACAS, n.d.).
Information sharing – transparency in an organisation allows for individuals to feel more involved in the organisation and its success.
Appraisal system – help to align employee objectives with the organisations, and knowledge in what they have to achieve.
Job security – can attract and high performers and encourage commitment and engagement.
Work-life balance – this can minimise the amount of stress an employee may feel regarding work and reduce absences.

Many studies have been carried out to gain evidence on the link between high performance working and organisational performance.  Mark Huselid carried out research in the nineties, John Purcell and colleagues, and Combs and his team carried out large studies in the noughties.   Huselid’s research (1995) claims that with better human resource practices comes a lower staff turnover and greater profits, with Combs and team’s concurring (2006).
Purcell and team took the research a step further to ascertain why there the was a link (Purcell et al, 2003).  The research found that when the organisation’s mission and values were embedded into the bundle employees felt a ‘strong sense of shared purpose’ with management; when a high-quality bundle of human resource practices was in place the employee worked hard, going the extra mile; and that line managers’ effective use of the bundle on a day-to-day was key in order to a positive impact on employees’ performance, if it wasn’t effectively used it was of great detriment (Taylor, 2016).  It was also noted that certain conditions had to be in place the bundle to have a positive impact on performance (Purcell et al, 2003).  The AMO model represents one of those conditions:
The Ability to perform well, 
The Motivation to perform well, 
The Opportunity to perform well.

While these studies have held much influence in the world of human resources, there are some that don’t fully agree.  There is the argument that correlation does not prove causation.  In fact, it could very well be a high performing company that has surplus profit that causes an effective human resource bundle by investing heavily into it (Taylor, 2016).  Another argument is that the studies may have failed to identify a third independent variable which was not controlled.  Fleetwood & Hesketh (2010) argued that these bundles may only play an enabling role in high performance, and not a causation of it; utilising bundles does not mean one can forecast the financial impact; focus should be on individuals not architecture in performance management.

A team from the Gallup Organisation held an extensive study to whether there was a link between employee emotional and cognitive engagement with profitability, productivity, customer satisfaction and staff turnover (Harter et al, 2002).  The findings were similar to those in the black box studies, suggesting that there is a clear link between employee engagement and staff turnover, a parallel between employee engagement and performance, and that the level of employee engagement was affected the quality of line management.
However, one group of researchers have argued that the language and pretence of high-quality human resource management could actually be a veil for poor working conditions and using it as an explanation for high performance (Taylor, 2016).  They suggest that employees may well be working longer hours or work being intensified may actually be the cause of an increase in profits etc, and not that of a bundle in place.  When line managers or supervisors are not trained or skilled in the delivery of aspects of the bundle it can cause dread in both the employee and line manager/supervisor, an abuse in power, in accurate picture and accountability.  All of which can cause higher rates of sickness absence and staff turnover (Cappelli & Tavis, 2016). 

Performance management has often been acquainted with performance appraisals and/or the handling of poor performance (Reilly, 2016). It is a framework bringing together a variety of principles, practices and policies delivered continuously and holistically.  It encompasses the setting of objectives, the improving of performance, and accountability of performance, all aligned with the organisation’s strategies and make-up (CIPD, 2018).
The performance management cycle is a continuous wheel that aims to show the flow between the development and agreement of performance required, plus how the performance is managed and reviewed once it has started.  Within this cycle are key activities, including communicating the organisation’s vision and objectives, then aligning team and individual objectives to the organisation’s, measuring and reviewing the performance against the objectives set, identifying training needs, evaluating and linking the outcomes from the performance against the organisation’s.  There is evidence to suggest that organisations that follow this cycle formally, produce 23% higher performance rates (Taylor, 2016).
Objective setting – these are the aims that every employee needs to meet in order to fulfil their job’s requirements. It is suggested that individual’s goals should be aligned to the organisation’s, with the connection continually reinforced to show the individual the impact of their performance. (Reilly, 2016).  There acronym SMART has been used for a number of years to describe how objectives should be set – Specific, Measurable, Achievable, Realistic, Time bound. Studies have shown, however, that 86% of objectives set are not SMART, perhaps because they are not used accurately, but perhaps because as performance management is changing, there is a movement away from setting an individual’s objective for the year (Marsh, 2019). 
Performance measurement – the measurement is in relation to the objectives set, for example targets met by benchmark dates.  These include the activities performed, the time taken, the out-put from the activities etc.  There is a thought that there should be a shift from out-put only measurement to either behavioural/values measures only or a mixture of the two in order to ascertain overall performance (Marchington, Wilkinson, Donnelly, & Kynighou, 2016).    
Appraisal and feedback – these are the opportunities for the line manager to provide a response to the individual’s performance.  There are various methods on carrying out appraisals and giving feedback, including annual or six-monthly performance appraisals, a 360 degree feedback, each have their strengths and weaknesses.  It has been said that feedback should be focused on individual’s objectives and the tasks necessary to meeting these (Galli, 2018). 
Learning and development – This is the developmental journey individuals should take from the time they join the organisation right through to exiting.  When inducting new employees, the aim should be to provide clarity in roles and responsibilities, confidence to undertake tasks with mastery and connection to the surrounding (Reuteler, 2017).  By investing in the individual through development, it allows individuals to feel valued as well as an improved ‘resource’ for the organisation.  This will allow for engagement and high performance from the start.
Evaluation – This is when the benefits or detriments of the individual’s performance to the organisation’s objectives can be seen.  Methods included the collecting of and analysing data, carrying out company or personal 360 degree feedback, and ratings based on what and how individuals have performed (Seabright, 2017).

The next section will evaluate aspects of the performance management process.
As noted, performance management starts at recruitment and selection. There are various ways of selecting new employees, and there is recent thinking that methods such as assessment centres, with personality assessments, samples of work etc. produce a better calibre of employees.  This thinking moves away from interview selections as it’s claimed that it doesn’t show broader capabilities or a true reflection of the person’s attributes (Agency for Healthcare Research and Quality, 2015).  However, when an organisation does not have the resources for the development and use of assessment centres, they rely on the interview method.  Also, the financial impact of the recruitment and selection would depend on the job role the new employee would be filling – for example if the selection was for a cleaning job two hours a week, the cost of going through an assessment centre and then an excellent all-singing, all-dancing induction may far outweigh the return on investment.
It is suggested that it is unreasonable and unrealistic to expect hard work and commitment from any employee without offering job security or opportunity for advancement (Marchington, Wilkinson, Donnelly, & Kynighou, 2016).  Appraisals and feedback, if carried out properly can provide opportunities to achieve, develop skills and guidance on career paths, as they are clear in what they are currently doing, assisted in ascertaining what they want to do in the future, guided in how to get there, and developed accordingly (Armstrong, 2017).  However, often organisations do not view training and development as a priority.  There are a number of reasons for this, no time, no money, focusing short-term only, poor attitude (Lipman, 2013).  When this happens the chance of disengagement and disloyalty could increase, resulting in poor performance.
  
There are various ways of recognising and rewarding talent, through performance-related pay, higher than average compensation e.g. regular bonus, profit-sharing schemes, group-wide incentives schemes, ‘total reward’ and other non-pay related benefits (Taylor, 2016;  Perkins & Woodhams, 2016).  These are classed as reward management. Incentives include analytical (or non-analytical) job evaluation to determine job worth within an organisation, can make it standardised and fair.  It has been suggested that money, feedback and recognition has a stronger effect on performance than if used solely when a manager recognises the specific details of the performance/talent and offer the praise when deserved.  This can aid with engagement and increase performance. (Wietrak, 2019).
However, when any of the methods of recognising and rewarding talent are not comparable with other organisations it can lead to higher staff turnover, as individuals may leave to a more attractive offer. Also, if not equitable to different levels of working then it can lead to frustration, disunity and (Marchington, Wilkinson, Donnelly, & Kynighou, 2016).  There is also the issue that appraisals are claimed to be often carried out annually, with poor preparation, managers doing all the talking, and with the only recognition on what was done recently, recently.  So, if any changes objectives set a year ago wouldn’t be met (Taylor, 2016).  This would have a large impact on the performance rating of an employee, and therefore the ‘reward’. Also would depend on behavioural assessment or out-put assessment.  It has been suggested that ratings are usually more generous when given for salary or promotion, than for development or feedback, showing an unfair bias, inaccuracy and no standardisation in certain rating systems (Seabright, 2017). 

The line manager has a direct relationship with the employee.   When there is constant communication, clear objectives set in line with organisation, with poor performance dealt with sooner rather than later, praise given when it is earned, coaching provided to allow staff to become autonomous employees can show an increase in performance (Armstrong, 2017).  However, if management is not done properly due to lack of skills, time and resources, can discourage and demotivate staff, leading to an increase in stress, absence and turnover. When focus is misaligned then line managers could see, instead of the people and their performance, a system that they are operating (Armstrong, 2017).  This could result in 
It has been argued that perhaps a performance management system isn’t needed at all (Armstrong, 2017).  Armstrong suggested if managers developed a personal relationship with an employee and work with them to increase performance rather than going through a procedural way, then the result may be achieved without working within a structured system.  However, it is the manager that should know what the job entails, how it links to the team and in turn the organisation, it is only the manager that can realistically set goals, whether that be output and/or behaviour -based.  While performance measurement could be something that is captured by various roles, it is the manager that can feedback to the employee on the performance, particularly in relation to the team, as well as the organisation.  It is also the manager that should be the employee advocate in the development of the employee, balancing what is needed from a team/organisational basis and what is aspired to from the employee (Garman et al, 2011).   The line manager should play a key role in the performance management process.

It is suggested that the achievement of performance management is a collective endeavour (Reilly, 2016).  While an HR professional would play a role in the organisation’s performance management, it would be highly unusual for an HR professional to assign work and monitor and evaluate an employee’s performance.  This would typically fall to a line manager (Wilkins & Taylor, 2016).  
There is much, however, that the HR professional can do to ensure their objectives are being met.  There are a number of ways that the human resource management can assist line managers/supervisors carry out their performance management activities successfully. These could include developing and implementing robust recruitment and selection strategies, assisting and advising in the interpretation and implementation of policies and procedures, providing the ongoing training & tools necessary to ensure that managers are skilfully carry out their day to day activities, and providing the relevant training opportunities for line managers to signpost their employees to when needed, and providing the necessary documentation in the various aspects of the process (Wilkins & Taylor, 2016).  Another way the HR department can aid the line manager is by working with them in succession planning and developing and organising training for individuals, both linked to organisational needs/objectives (Garman et al, 2011).

This presentation has seen how performance management should be a continuous process made up of a bundle of a variety of human resource activities.  There should be a collective approach to performance management right from the most senior in its setting of organisational objectives, to the human resource professional who can provide the policies, tools and training necessary to key people, to the line manager or supervisors and the way they carry out activities on a day to day basis.  While it can be said there has been extensive research carried out on performance management, with particular credit to Purcell and team’s Black Box studies, it is clear that there is no ‘one size fits all’ when it comes to the activities used in the process.  One thing that does appear to be clear, though, is that line managers play a key role in the positive implementation of such activities, and so it is vital for them to receive the necessary trainings and skills in order to do so successfully.  Lastly it is prudent to note that performance management wouldn’t be necessary if it wasn’t for the people carrying out the organisational necessary tasks; people are at the heart of performance management.
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