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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.
Answer: 
The main tasks that a performance management team would be expected to perform are related to improving the performance of the organisation. They do this by ensuring:
· The staff receive the required training and are motivated and encouraged to do their best. The aim is to raise the standard of their performance to ensure it matches/ exceeds the level required by the organisation. This is done by ensuring they have the right support and facilities to reach their objectives.
· There are appropriate incentive and rewards for the employees to ensure they retain good people and maintain the required skill base needed.
· Staff are given the right opportunities to acquire the necessary knowledge and skills they need to achieve personal and organisational goals to try to improve their performance and feel motivated and valued.
· Staff have the right attitude to their peers and superiors and work at improving relationships.
· Monitoring the work of employees, departments and all factors of performance.
· Identifying weaknesses and resolving situations through workshops, training, and coaching of employees.
· Introducing more efficient techniques of working and carry out research in the subject areas of departments to identify better ways of working.
· Creating principles and policies for the organisation to implement in terms of pay and rewards, modes of work and rules of conduct.
The main functions are:
a) Goal setting- Establishing effective and meaningful performance targets which are challenging yet achievable. 
b) Leading and coaching- Ensuring the correct leadership style if chosen to develop people’s skills confidence and commitment. Coaching also plays a large part in performance management. The manager should also coach an employee to enable them to explore ways of tackling problems to change their prospective on work issues leading to an improvement in their ability to perform.
     
Examples of leadership styles are: 

1. Authoritarian management styles- theses are managers who are high in conscientiousness and possibly low in agreeableness. They tend to be industrious, orderly, candid, and less trusting. Command and control management styles rely on strict hierarchy. Management orders, employees obey. Disobedient employees are punished. Managers who use this tactic keep their subordinates in a consistent state of fear. They use fear, guilt and shame to scare their team into compliance. Micromanagers use their power to control every detail. Employees are forced into a rigid structure that conforms to management’s preconceived ideas.

	
2. Extroverted management styles- these are used by managers who are high in agreeableness and possibly high in extraversion. These managers are typically soft hearted, understanding, compassionate and considerate.  They can be charismatic managers (e.g. Steve Jobs) who rely on the strength of their charisma and personality to command subordinates. Transformational styles are based on a mutual give-and-take relationship or managers and employees support each other. 
Transactional styles use positive rewards such as incentives, bonuses and stock options to motivate employees to improve performance. These styles are less effective with socially conscious employees who are looking to make an impact at work.
 Servant leadership managers see themselves as supporters and cheerleaders. They use their leadership skills and power to support co workers, choosing to serve others first before their agenda. Complex adaptive management is based on the idea that everyone in the company is a leader. Organisations with a flat organisational structure prefer this method of management. Employees are expected to influence, persuade and motivate each other.

3. Political management styles- these are managers who are high in conscientiousness and low in agreeableness they are competitive, outspoken, headstrong, calculating or manipulative. Mushroom managers maintain authority, power and control by controlling the flow of information. The less their team knows the better. This puts managers in a position to accept the rewards for a job well done or throw a team mate under the bus when something goes wrong. Campaigners on the other hand rely on office politics to gain and retain power. Managers focusing on office politics are typically far less interested in profit, productivity or performance, choosing to focus their time and attention on climbing the corporate ladder. These managers seek to retain subordinates who further their political goals.

4. Administrative management styles- These managers are high in conscientiousness, particularly the subset of orderliness. They’re focused on the way things should be above all else, choosing to focus on rules and process over preference and intuition. Process-driven managers follow a predetermined process, choosing to enforce each step of the process to maximise results. These managers are typically interested in optimising the process and less interested in their subordinates or their ideas. Rule-driven managers follow the rules explicitly. They rigidly conform to any predetermined rule, even in situations where a predefined rule doesn’t make sense.

5. Democratic management styles- these managers are high in openness, have a great degree of intellectual curiosity, preferring a diversity of ideas. They’re imaginative, open to the feedback and ideas from their team. They’re more than willing to experiment, preferring to try something new to achieve results. Participatory managers do their best to gain input and feedback from their co-workers and subordinates. These managers are more influential because they give their co- workers the chance to buy in to their ideas and have their say. Consensus managers, like their participative counterparts, prefer the decision by committee approach. Group and co-dependent decision-making can be problematic for this management style.

6. Laissez-faire management styles- these managers are high in agreeableness, with a high degree of trust in others.  It is easy for them to trust their team and their subordinates, relying on them to perform at a high level without consistent involvement. 
Results-Only-Work-Environment movement type managers, focus exclusively on results. They inspire, motivate and support their team but prefer a hands-off approach. This approach is popular in sales and marketing departments. 
Some managers who are completely hands-off choosing only to get involved when something goes wrong. Trust but verify managers trust their team to self direct, checking in periodically to verify results, provide helpful direction and offer constructive feedback.


7. Cultural management- Culture and social conditioning play a powerful role in management. Often times these roles will supersede personality and preferences of an individual manager. 
Paternalistic management styles require subordinates accept and expect power to be distributed unequally (and unfairly). Subordinates in these organisations are expected to conform to cultural norms and an established hierarchy. Employees are expected to accept their place in the hierarchy.

c) Delegation- This is giving responsibility to another person for the completion of a task for which you are generally accountable. They will have authority to carry out the task without having to constantly refer back to you for approval. The best way to do this is to assign work to the employee in stages so that they are not overloaded or feel uncomfortable with the level of responsibility they have been given. The manager must understand the employee’s abilities and confidence in being able to undertake the task and show trust. A good manager will also not delegate so many tasks that is beyond the working capacity of the employee as this can be counter productive.

d) Mentoring-This helps a staff member acquire longer terms skills and knowledge which they can apply  through a formal agreement done through two members or via a formal mentoring programme which has been set up to promote learning or development initiatives.

e) Performance appraisal – This is a way of appreciating someone’s input in a given activity. They play a very important role in the successful development and deployment of operational strategy.

f) Punishment- commonly used to be a reverse of reinforcement but is equally effective in altering behaviour.

g) Reward- Positive reinforcement that develops employee behaviour. Rewards can be both financial and non financial.
                    

                                                                                                                                
ii. What is the relationship between motivation and personal effectiveness? 
 Answer: 
Motivation is a process that initiates and directs an individual’s efforts and activities toward satisfying individual and corporate goals. Not all forms of motivation have the same influence on creating a motivated work force, some are better than others and it is very difficult to predict precisely how a particular incentive or reward will affect individual behaviour. 
The relationship between needs, behaviour, motivation, performance and satisfaction is not clearly understood. Some believe that a persons motivation  is linked to the degree that he or she believes that the effort  they put in will result in acceptable performance and that that performance will be rewarded, and the value of the rewards will be linked to the level of achievement. 
Integrating motivation theories include: rewards, needs, cognitions, satisfaction, and performance as integral parts in creating the holistic model of motivation. 
Personal effectiveness is linked as it requires the employee to make use of all the resources ( both personal and professional) they have at their disposal ( i.e. talents, strengths, skills, energy and time) to enable them to achieve both work and life goals
Without the motivation to achieve the employee will not be effective. The key therefore is to understand the motivational needs of individuals and tailor incentives and rewards to ensure performance.
This includes qualitative processes that should be applied to each person in the workforce. It is important to set effective, meaningful and yet achievable performance targets so when achieved the employee has a sense of job satisfaction and the rewards therefore must also be geared towards reinforcing positive behaviours.

iii. “The good managers must possess effective problem solving and conflict resolution skill”. Discuss. 
 Answer: 
Tension between people at work is natural and can happen in any team. Not all staff members will work well together and this should be a consideration when looking at team management. In large, diverse teams it’s unlikely that everyone will always agree and share the same goals.
But an important part of teamwork is working around one another’s differences, not against them. When clashes occur, the cogs that are a company’s employees stop turning in synchronisation, which can have an adverse effect on motivation, the working environment at general atmosphere and crucially on productivity. Effective intervention from managers and supervisors ensures that the harm conflicts cause to relationships, motivation and productivity is minimal. It keeps relationships healthy, customers happy, and the business successful.
Conflict management is a vital skill that good managers possess and involves handling confrontations tactfully and constructively. The aim is to yield a positive result from disputes and disagreements that occur between people in the workplace, to learn from the experience and improve internal business’ relationships or service as a result. This must be achieved in a way that respects everyone’s wants and needs.
Equally important is to show empathy and to determine the root cause of the conflict. Some conflicts are short lived others maybe deep seated. It’s important to tailor the intervention to the circumstances. 
There are many causes of conflict at work such as:
· Differences in personality – for example when people come from different backgrounds or cultures and have their own beliefs and values. A lack of understanding or acceptance of these differences is an easy source of contention, and drives a wedge between people who may otherwise work very well together.
· Differences in styles of working –  for example when people expect others to work the same way as them and don’t respect the fact that everyone works differently, it creates frustration and hinders the completion of projects and tasks.
· Miscommunication or misunderstandings – it’s easy for conflicts to become deep-seated when a misunderstanding remains unsolved for a prolonged period of time, and ongoing miscommunication muddles the progress of projects.
· Availability of resources – where employees might not feel confident asking for resources without being told that they can, making them frustrated at superiors. People who don’t need as much support as others may feel annoyed at people they think are ‘holding them back’.
· Level of support – this is when people struggle to complete their job role if they aren’t given technical support. Following highly stressful situations – such as a confrontation – they’ll feel worse if they aren’t able to receive emotional or moral support, and will feel like the workplace doesn’t care about their wellbeing. This creates animosity.
· Poor customer service – staff need to know how to deal with queries and complaints in a way that leaves customers feeling satisfied. Otherwise, people won’t return and could harm the business’ reputation through word-of-mouth.
· Poorly-organised workplace – an organisations workplace’s design makes a huge difference to people’s behaviour and comfort, but people are more likely to target frustration at a person than the space itself.
· Poor management – you have a tremendous amount of influence on how contented and able a person feels in their role. Without a strong leader, people lack direction and goals and therefore motivation, which leads to dissatisfaction and bitterness towards management.
· Discrimination, harassment, etc. – treating others unkindly due to their beliefs, disabilities, and other qualities is illegal and no workplace should tolerate it. It is debilitating for the person being subjected to the abuse, and can lead to serious ongoing conflicts that are difficult and expensive to resolve and reflect badly on your business.
· Contract of employment – if people are left in the dark about their role or don’t feel like it’s valued or accommodated, they feel angry at management and potentially any colleagues who are well-accommodated.
The best way of working is to prevent conflict in the workplace. Intervention is effective, but it can be time consuming and costly in some instances. Preventing conflict at the outset eliminates the need to spend valuable resources.
There are numerous types of preventative measures managers can use to promote positive relationships and minimise conflict risks within the workplace these include:
· Workplace changes.
· Job role changes.
· Training staff.
·  The organisation having a robust conflict resolution policy.
Despite a managers best attempts to prevent conflicts, some people are simply prone to clashing with others. Managers can tackle these situations through alternative dispute resolution; effective ways of addressing challenging behaviour and finding a positive compromise or resolution if there is an established problem can be by:
	
· Informal discussions.
· Mediation
· Conciliation
· Arbitration

Having the management skills to be able to effectively diffuse a hostile situation and resolve disputes between employees before it escalates means the organisation won’t be won down by constant friction and there will be a positive working culture.
Rather than let relationships slowly disintegrate, managers who have good conflict resolutions skills can strengthen existing relationships and enable people to work better together.

iv. ‘Rewarding is essential for motivation’. Which types of incentives would be most suitable for the following workers?
a) A cleaner 
Answer: 
Cleaners are often on 0 hours contracts or are paid poorly for example minimum wage. Some may have better employers who pay a living wage or recognise that these employees keep the environment clean and safe to ensure the comfort of other employees. Often they come in before the day’s staff or after the day staff have gone.
· Money in the form of pay increase or bonuses therefore would be a good motivator for these people to help better support their families. 
· Pay double rate for bank holidays or when they step in at short notice.
Other incentives could be:
· Paid time off
· Gift cards t enable them to buy things for their home or family
· Spa or beauty treats like manicures to soothe their hands
b) A sales person 
Answer: 
Sales people often rely on their bonuses to add luxury to their life. They tend to be driven by achievement and recognition. The best incentives are therefore:
· Promotion
· Cash incentives
· Better company vehicles
· Recognition and awards in front of peers and in publications or at company award dinners
· Holidays
· Spa days
· Private health insurance

c) A nurse 
Answer: 
This depends on whether they are a student nurse going through university or nursing school on just a bursary or a qualified nurse already in post.
Often students are managing on student loans etc. and so key items that may help are:
· Hampers
· Gift cards
· Bonuses
· Nursing books
· Subscriptions
· Paid study leave
· A permanent position on successful competition of training as in the UK this is not guaranteed by the hospital they work at.
A qualified nurse will have a big student loan to pay off and so again financial incentives, bonuses and gift cards are a good option. So is recognition amongst peers and by regulators and employers. Those motivated by advancement may have funding for specific courses or scholarships provided.

d) A shop assistant 
Answer: 
This is again a low paid job but can have some aspects of being able to achieve bonuses through sales and customer satisfaction rewards.
Often financial rewards such as:
· Increased pay
· Promotions 
· Bonuses
· Paid time of / time off in lieu
· Accruing extra holidays for time served
· Product reductions in store / staff discount scheme
· Gift cards


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

Good wage, bonus payments, good working environment, responsibility to make decisions, fringe benefits, promotion opportunity, being praised for good work, commissions varied and interesting work, extra payments for over time, long term contract, feeling challenged by the work. 
Answer:
Financial-
Good Wage
Bonus
Fringe benefits (financial value- car etc.)
Commissions
Extra pay for overtime

Non-financial
Good working environment
Responsibility to make decisions
Promotional opportunity
Being praised for good work
Varied and interesting work
Long term contract (job security)
Feeling challenged at work

Case Study (5) 
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 followings: 
 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 time scale.
Answer:
Firstly there is an urgent need to address the staff morale. Poor morale can lead to demotivation which can lead to poor sales. The manager needs to get to the root cause of the problem. This could also be a cause of increased absence because the staff may be attending interviews, or feel stressed or unwell.
It is hard to compete with a new offering/ competitor in the area unless you have an enthusiastic workforce to create new ideas at encouraging people through the door. People buy from people.
The manager needs to look at the attendance and the sales decline. Were the staff that generated the greatest sales rewarded?
He also needs to make sure that any sales targets where challenging yet still achievable. Targets that are impossible to reach only demotivate staff.
He needs to meet with his staff group to set out his expectations for the staff and to give them a sense of his management style. This will be to make sure they understand what is expected of them.
He needs to look at when the employees last had supervisions and appraisals to ensure they felt supported and look at any issues that had arisen on previous meetings forms. He then needs to set up 1-1 meetings with the staff to demonstrate he has made time to listen to them and to determine what motivates them and where the issues are so he can put individual development plans in place for each of them.
This team needs to gel more and so some team function or team building exercise is needed to pull them all together into one functioning unit.
 
Performance Management Plan New Manager
    Within 1 month
· Analyse sales data to determine the level of deterioration and link to new competitor store. Prepare and submit report on the findings.
· Analyse sickness absence data to identify those staff who are not attending for work. Identify time lost and cost of replacement staff in terms of overtimes or agency cover. Determine financial impact and develop a plan to address the root cause.
· Hold a meeting with the staff to introduce yourself to the team and to set out what yours and the company’s expectations are.
· Ensue staff can access and are aware of the content of company policies and procedures.
· Source copies of any previous meetings with staff or previous 1-1’s appraisals or supervisions from either staff files or HR and develop a program of meetings and appraisals to ensure staff feel valued.
· Assess the staff group as a whole to ensure the correct staffing levels and skills pool to meet the needs of the business. 
· Look at staff rotas to identify who is being asked to work and when, are hours excessive do they breach working time regulations, are there enough staff to take advantage of times of highest sales /foot fall. Develop a plan to address any concerns identified.
· Delegate tasks to those who are capable and trustworthy.
· Visit competitor store as secret shopper to look at potential risks to business. 
Develop a SWOT analysis for the store and an action plan on how to improve sales.
· Identify ways to increase stakeholder satisfaction and brand loyalty
· Look at quick fix incentives for all as a means to start to raise staff morale that a team building exercise / activity. 
· Benchmark the progress of the store against company expectations and other company stores, what are the profitable ones doing – arrange to visit high performing company stores to share ideas.

    Within first 3 months
· Have held 1-1 meetings with each staff member to look at individual issues, identify their career aspirations and motivators. 
· Develop personal development and performance plans for each individual based on their abilities and needs.
· Identify and assign mentors/ supervisors  to those who are in need of additional support to make sure staff are motivated and feel valued and to help monitor performance.
· Source training where needed to ensure staff are equipped to undertake the tasks.
· Revisit rotas to ensure all staff members have quality family time and are taking their annual leave.
· Set team performance targets for store for the next tree months and detail how these are to be achieved. Include a staff ideas and suggestions scheme to motivate the staff with a reward for the best idea.
· Allocate overtime by request but fairly to prevent staff being overly fatigued.
· Develop an incentive package for the next 3 months to give the staff motivation to achieve but tailor it to both attendance and performance to help manage both issues.
· Re-analyse performance of attendance and sales to identify improvements.
What worked what didn’t work and why. Who is performing and who isn’t performing?  Can it be fixed?
· Develop a champion of the month to showcase those who achieve their performance targets to show hard work and commitment is rewarded. This should have a suitable incentive.

    Within 6 months
· Have increased sales by 5 % quarter 2 on quarter 1.
· Have reduced staff absence to within benchmarking industry levels.
· Have improved morale and ensured retention of good staff.
· Have the right skill mix and staffing levels to meet times of high foot fall.
· All staff have a development plan which is being kept to.
· All supervisions are up to date.
· Competitor offering is not affecting the viability of the store.
· Rotas are fair and staff have appropriate rest time.

    Within the year
· The store is profitable and sales have increased by 10% on the previous year.
· The staff group is engaged and motivated and the store is doing well in company rankings.
· Staff have received the required training in the first year plan and the training plan and budget has been set of year based on the aggregate of individual plans.
· There is an achievable target for everyone and the store and staff are motivated to achieve this. 
· Staff understand their role and the need for an effective team and working relationships are consistent with a productive workplace.
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