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Performance Management

Assessment 4

Q.1. Short questions

i. Outline the main tasks that a performance management team is expected to perform. 

Performance Management is the process by which an organisation works with its employees in order to improve its effectiveness, efficiency (economy and productivity), and accomplish organisational goals.

The effectiveness of an organisation can be measured as the degree of attainment of the performance targets and how this relates to the costs incurred. An organisation or team that achieves all operational targets but is over budget is less successful than an organisation or team achieving targets within budget. Management could rank teams in this way. An effective performance management team will determine the appropriate objectives to meet organisational targets. ‘Operational efficiency’ is the term used to jointly describe the economy and productivity. Economy focuses on the outputs (goods or services) and the costs required to produce them, and productivity is a measure of the outputs against the investments. The investment of a new machine in a factory, for example, is likely to increase production but the initial investment cost will limit productivity. Efficiency is the ability to minimise the use of resources required to achieve a desired outcome.

The performance management team is tasked with creating a plan that is both effective and efficient, supporting the organisation’s mission, values and goals. It aims to ensure that employees meet the desired organisational standard, in a way that develops and motivates individual employees and also facilitates job satisfaction. The team provides tools such as a performance appraisal system, company policy and procedures, and also training and other developmental opportunities (eg. mentoring) as part of the Performance Management function.

The main tasks and their corresponding Performance Management components are listed in the following table:

		Performance Management Component

		Task



		Planning

		Goal Setting



		Monitoring

		Leading & Coaching



		Developing

		Delegation, Mentoring



		Rating & Appraisals

		Performance Appraisal, Punishment



		Act of Appreciation

		Rewards






One of the primary tasks of the Performance Management team is ‘Goal Setting’. Reviewing individual job roles, the team creates ‘SMART’ targets which relate directly to the departmental goals and the over-arching organisational goals. ‘SMART’ denotes ‘Specific, Measurable, Attainable, Relevant and Time-Bound’ – performance targets should fit all of these criteria, for clarity of what is expected of the employee and to enable successful measurement when evaluating performance. Targets should be sufficiently challenging so as to retain an employee’s interest and motivation but not to over-burden them.

‘Leading and Coaching’, is another key task undertaken by the Performance Management team. Providing professional support to the individual employee, tasks are discussed together and steps are taken to develop staff skills, confidence and commitment to the organisation. 

‘Delegation’ involves the assignment of a specific task from one person to another, usually a subordinate colleague. It is important that good practice guidelines are followed in order to successfully manage this process within a team or organisation. Trust is particularly important to avoid negative feelings when being assigned additional work. When delegating, a manager should ensure that he/she is assigning the task to the appropriate person (ie. that the task fits with the employee’s job remit), and that they are capable of completing the task within the required timescales. The manager gives responsibility (developing the employee) but retains overall accountability for the task and so is encouraged to support the employee as necessary. Larger projects may be broken down into smaller, more manageable and less daunting tasks, which could be shared between team members and assist in achieving the overall team objectives. The process of channelling tasks via a manager enables an overview of team operations and the opportunity for progress update communications – a means of monitoring performance. 

‘Mentoring’ is an agreement (either formal or informal) between two staff members (colleagues and friends) to facilitate a professional support service. The mentor, who will be well-respected in the organisation, assumes a long-term advising and counselling role in order to assist in the development of the mentee’s career. 

‘Performance Appraisal’ is an essential part of Performance Management. Ideally quarterly performance reviews are undertaken, leading to a formal annual performance review. The quarterly reviews enable a progress check and allow for any necessary mid-term adjustments as circumstances and/or business needs change. The Performance Management team is responsible for creating a series of appraisal forms that will assist managers and employees in discussing and evaluating the employee’s work achievements and challenges over the past year. Preparation is key for a successful performance appraisal - a self-assessment form is often completed prior to the actual review. Performance is then evaluated, against a list of performance indicators which link to organisational expectations. New targets for the coming year are then discussed, along with future development plans. The content of these appraisal discussions is documented and signed by both parties as a formal appraisal record. 

‘Punishment’ also falls within the remit of the Performance Management team. In the event of undesirable employee behaviour, the team are required to administer an undesirable consequence, such as the withdrawal of an employee privilege, in order to deter a repeat incident. The aim is to encourage positive habits and self-building habits.

‘Rewards’ are offered as an act of appreciation for excellence at work. Taking various forms, these act as motivators for continued improvement and job satisfaction. Rewards may be financial or non-financial, ranging from a promotion or staff bonus payment to genuine recognition and praise received during the course of your work. 







ii. What is the relationship between motivation and personal effectiveness? 



In business, motivation can be defined as ‘the willingness to achieve organisational objectives’. Personal effectiveness is making best use of your personal resources, such as time, energy and skills, in order to achieve your work and life goals. Both motivation and personal effectiveness are required in order to achieve success. If, for example, you are motivated to complete a task and are ineffective in managing your personal resources, you will fail the task.

Motivation can come from yourself or another; often a manager will motivate team members, whereas your personal effectiveness is driven by you alone. A manager can assist you by providing additional resource, such as training or study leave to encourage or motivate you, but he/she is not ultimately responsible for your personal effectiveness. You may also be inspired and motivated by the work of other people and events not just within the workplace. Someone who is personally effective is also likely to have a higher level of self-motivation. 

Motivational theorist, Abraham Maslow created a ‘hierarchy of needs’ stating that certain human needs were required. Termed the ‘basic’ human needs (safety etc.) at the lowest level, the ‘psychological needs’ (a sense of belonging, love and self-esteem), rising to the ‘self-fulfilment needs’. Maslow stated that people are motivated to achieve these needs which must be achieved from the lowest level upwards. Ie. For an employee to be personally effective, they must have already achieved the ‘basic needs’, 'psychological needs’.  

Motivators as determined by the theorist Frederick Herzberg are: achievement, recognition, work itself, responsibility, advancement and personal growth. The link with personal effectiveness, the achievement of goals through best use of personal resources) can be noted here. 

The key to motivating employees is to provide them with the tools (training etc.) to improve and to focus on their potential positive future results rather than any negative past results. It is important to recognise also that what is a significant motivator for one person at work may not motivate another, due to differing personalities. An employee’s level of personal effectiveness would be influenced by the motivator used. Another significant motivator at work is leaders/managers demonstrating the organisational values – whether trust, quality, can-do etc. Research has shown, for example, that the greater the manager emphasis on quality, the higher the employee motivation level (see Additional Resources link).

An increase in motivation will enable an employee to be more personally effective. If the employee has an increased desire to achieve organisational objectives, they will also be more willing to commit additional time and energy into achieving targets and wish to develop their skills further. So, as the level of motivation increases, the level of personal effectiveness is likely to increase to a greater extent. Unsurprisingly, there is a significant difference between the performance level of engaged versus disengaged employees.



iii. “The good managers must possess effective problem solving and conflict resolution skills”. Discuss. 

The conduct of a manager and his/her ability to build effective relationships greatly influences the effectiveness of an employee and his/her team. A good manager will monitor employee performance throughout the year (not just during an appraisal period) and will be in regular communication with his/her staff. He/she will observe them, coach them, provide positive and constructive feedback and offer support on a regular basis and in a timely manner. In the day-to-day observations, a good manager will learn to recognise when an employee would benefit from help and offer his/her time to discuss the matter concerned. A good working relationship, where a manager is approachable and open to discuss employee concerns, facilitates effective two-way communications and enables an employee to feel that he/she can raise any concerns at an early stage. This is invaluable in ensuring effective communications between a manager and an employee and being in a position to successfully problem solve or resolve conflicts. 

A manager neglecting his/her employees, in failing to observe, coach and support them, will fail to get the best out of them and, in fact, even encourage negative team behaviours. It is very easy for these behaviours to lead to a fall in staff morale and for this to create a negative working environment and culture. Both problems and conflicts are best dealt with as soon as possible, as problems are likely to cause

[bookmark: _GoBack]employee anxiety and/or operational issues, and conflicts will often intensify if not handled promptly and effectively, compounding issues and also causing a distraction from other business activities. An example of a problem could be an employee becoming increasingly anxious due to his/her workload. A poor manager may dismiss the employee’s concerns and say “We’re all busy…just do your best”. This would leave the employee feeling swamped, unsupported and although he/she is underachieving. This could leave to negative feelings towards the management and, if left, upset for the employee who may then be unable to handle further incoming queries effectively. A good manager would take the time to discuss the workload with the employee to determine whether any of the queries are best re-directed to another colleague, timescales for the priority tasks, and to provide tips on how to manage future workload and the expectations of others.

An example of a conflict that a manager could be faced with is an employee failing to demonstrate the company values effectively in their day-to-day interactions with colleagues and customers. A manager may overlook such behaviours as he/she is not comfortable with addressing the issue. This would send out a poor message to the rest of the workforce and, if left unresolved, could potentially damage the company’s reputation. By comparison, a good manager would speak on a one-to-one basis with his employee, asking him/her how they are feeling about their role currently. This provides opportunity to offer any positive praise and hear the employee’s current concerns before discussing the negative behaviours. The manager would ask for their thoughts on the implications of negative behaviours and how they feel improvements could be made, focussing on a future improvement plan.

Coaching is the process by which good managers assist employees in problem solving. Rather than simply providing the solution, they discuss with the employee and offer an alternative thought process, from a different angle, leading them to explore possible solutions in a more effective way. A manager is tasked with providing an employee with both positive and negative feedback. A good manager will be aware of the importance of balancing the two, whereas a less effective manager may focus too heavily on the negative issues. It is important to offer praise and reward successes as part of performance management. A good manager will give specific examples of observable actions and their impact when discussing inadequate behaviour and will focus on problem resolution actions rather than blaming the employee. In handling the situation in this manner, the employee will be motivated to improve his/her behaviour for the future. Conversely, a manager who provides vague, negative comments and blames an employee for the impact of his/her actions will cause the employee to dismiss his/her comments and as a result will be demotivated going forwards. Effective manager skills are required to avoid employees becoming defensive when negative feedback is being given. 

It is good practice to conduct regular one-to-one meetings with staff to discuss any performance concerns and raise any issues as they arise rather than waiting for the formal appraisal meeting. This should be a two-way discussion of the employee’s performance during the year with no new negative feedback raised unexpectedly. This enables a much more productive appraisal meeting with the employees full willingness to discuss his/her future targets and development needs etc. It is often felt a good idea to hold a separate target setting meeting following the evaluation discussion, to avoid any potential challenges in conversation following negative feedback talks. A good manager will also be conscious of the differing personalities within the team, and adapt his /her leadership style to suit the present situation.



iv. ‘Rewarding is essential for motivation’. Which types of incentives would be most suitable for the following workers:

a) Cleaner

b) A sales person

c) A nurse

d) A shop assistant



Most organisations offer incentives to employees to encourage them to give their best at work towards the attainment of organisational goals. Personal targets are developed for each employee; these targets feed into the high-level organisational strategy targets. Although broadly similar, different personalities and job roles will be more greatly motivated by certain incentives than others. These incentives may be in the form of either financial or non-financial rewards. It is important that the incentive offered is linked to one of the key areas of the employee’s job description, in order to maximise the organisational benefit.



a) The most suitable form of incentive for a cleaner would be a pay rise (financial). This is a relatively low paid job and an increase would motivate the employee on an ongoing basis to maintain high standards in their work.



b) The incentive most appropriate for a sales person would be commission-based sales (financial). Directly linked to the main aim of their role, this would encourage the employee to maximise their efforts to increase company sales. It is, of course, vital that other company standards, such as ethical values, are not compromised in the pursuit of this cause.



c) A nurse could be offered a flexible shift off as an incentive (non-financial) for covering long or unsociable hours, as is often necessary in the nature of their role. This would lead to the employee feeling valued and supported by his/her employer and provide a rest period to prepare for their next scheduled shift.



d) An excellent incentive for a shop assistant would be an ‘Employee of the Month’ Customer Service award (non-financial). To motivate excellence in customer service and to give regular praise to high performing staff members. This could include a certificate/notice displayed in the workplace with the employee photo as additional recognition, and also a feature in the staff company magazine. The majority of staff are motivated by a senior manager, and also their peers, acknowledging their achievements. This would also inspire others to improve their customer service skills in order to compete for subsequent awards. The most effective reward for a shop assistant, this also links to operational targets, as in this role, high quality customer service is vital to organisational success.





v. Some types of incentives are mentioned below; make separate lists for financial and non-financial incentives:

Financial Incentives                              Non-Financial Incentives

Good wage	Good working environment
Bonus payments                        	Responsibility to make decisions
Fringe benefits                                     	Promotion opportunity
Extra payments for overtime                 Being praised for good work
Long-term contract                                Commissions varied and interesting work
                                             	 Feeling challenged by the work


Case Study

John is a regional manager of a chain of stores, which sells computer equipment and accessories, mainly based out of town in retail parks.

A new manager has been appointed to one of the stores which employ 20 staff. This store is currently experiencing a number of challenges which John wants the new manager to address. Among these are the following:

· A growing absence problem among the store’s staff

· Deterioration in staff morale, largely due to unpopularity of the previous manager, who left suddenly a month ago

· Sales have been falling since a rival have opened a store on the same site

· The company has a formal appraisal process for all staff but the previous manager is known to have neglected this area

Based on the above issues, select which you think are the most appropriate objectives to be included in an annual performance management plan, and compile a suitable set of performance objectives for the newly appointed manager, complete with measures and timescale.

It is importance that performance targets are set for both the organisation’s basic tasks (continuous improvement of) and developmental projects, to ensure high quality operations and a vision for the future. How resources are to be balanced between the two should also be agreed before targets are set. ‘SMART’ performance objectives should challenge an employee, as long as there are not too many, potentially ‘overloading’ the employee.

Listed below are the recommended objectives to be included in the annual performance management plan:

A.Manager Performance Objectives 2016/17

		Key Objective

		Specific Action/s

		Measure

		Date Due



		To research the local competition with a view to improving own business performance.

		· Complete a ‘mystery shopper’ exercise

· Identify areas of competitive advantage by completing a SWOT analysis to compare businesses

· Introduce 1 new initiative to develop our Unique Selling Point (USP)

		· ‘Mystery shopper’ findings to be presented to team

· SWOT analysis findings to be presented



· Initiative introduced into store

		End Oct 2016





End Nov 2016





End Mar 2017



		To increase company sales.



		· To increase volume of product sales by 5% over the next 12 months

		· Financial sales figures

		End  Oct 2017



		To improve communications and employee engagement.



		· Hold regular team meetings and one-to-one meetings

· Develop and conduct a staff culture survey to identify staff issues and concerns



		· Record of meetings held

· Feedback of improving staff interactions

· Staff survey conducted and results data evaluated

		Ongoing from Oct 2016





End Dec 2016





		To improve staff morale.

		· Reinstate formal appraisal process for all staff

· Organise a teambuilding event to re-engage workers

		· % Reduction in absenteeism

· Event taken place & positive feedback received

· Customer service feedback

		Oct 2016





By end May 2017



		To develop networking with other store managers.

		· To actively participate in monthly Store Manager meetings

· To share best practice



		· % of meetings attended

· Contacts developed and evidence of sharing best practice

· Feedback received 

		Ongoing – Half day each month









Additional References

http://calleam.com/WTPF/?p=6394

http://www.simplypsychology.org/maslow.html

http://www.businessballs.com/herzberg.htm
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