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Q.No.2.
BY CITING HBR ARTICLE ONE MORE TIME:HOW YOU MOTIVATE EMPLOYEE: OF FREDRICK HERZBERGE, DESCIBE HYGIENE VS. MOTIVATORS: THEORY IN DETAIL.
ANS:
The purpose of this article is to bridge the gap between knowledge and speculation about what motivates employees. Herzberg discusses various myths about motivation, and explains his now famous motivation-hygiene theory.

Motivating with KIT

Many difficulties exist with moving employees to action. The quickest way to get an employee to do something is to ask, but if the person declines, the next solution is to give them a kick in the pants (KITA). However, there are problems with KITA and motivation. The employee, of course, does move when the KITA is applied, whether it is physical or psychological, but KITA does not lead to motivation, it only leads to movement. If an employee needs no outside stimulation, then he or she wants to do it.

Motivation

Next Herzberg confronts KITA practices that were developed to instill motivation.

1.
 Job Participation - Job participation was designed to give employees the sense of achievement, or to show the employee the big picture. This, of course, doesn’t lead to motivation.

2.
 Employee Counseling - Employees could talk to someone about their problems and perhaps that would motivate them. But the counseling also failed to yield the desired results. In fact, counseling services were often interfering with the operation of the organization itself.

3.
 Reducing time spent at work - The idea here is to motivate people to work by getting them off the job. The truth is that motivated people seek more hours, not less.

4.
 Spiraling Wages - Spiraling wages motivates people to seek the next wage increase. If rising wages won’t motivate, reducing them might.

5.
 Fringe Benefits - These benefits have gone from rewards to rights. The cost of fringe benefits is approximately 25% of the wage dollar. People are spending less time working expecting more security and money. Fringe benefits do not motivate.

6.
 Human Relations Training - More than 30 years of teaching and training and the question is still the same: How do you motivate employees?

7.
 Sensitivity Training - Because of the failure of Human Relations Training, sensitivity training was developed. Many employees were forced to get to know themselves better and no motivation was garnered.

American psychologist Frederick Herzberg is regarded as one of the great original thinkers in management and motivational theory. Herzberg set out to determine the effect of attitude on motivation, by simply asking people to describe the times when they felt really good, and really bad, about their jobs. What he found was that people who felt good about their jobs gave very different responses from The results from this inquiry form the basis of Herzberg’s Motivation-Hygiene Theory (sometimes known as Herzberg’s “Two Factor Theory”). Published in his famous article, “One More Time: How do You Motivate Employees,” Hygiene factors, or extrinsic motivators, tend to represent more tangible, basic needs—i.e.,. It’s important for managers to realize that not providing the appropriate and expected extrinsic motivators will sow dissatisfaction and decrease motivation among employees.

Motivation factors, or intrinsic motivators, tend to represent less tangible, more emotional needs—i.e., the kinds of needs identified in the “relatedness” and “growth” categories of needs in the ERG theory and in the higher levels of Maslow’s hierarchy of needs. Intrinsic motivators include challenging work, recognition, relationships, and growth potential. Managers need to recognize that while these needs may fall outside the more traditional scope of what a workplace ought to provide, they can be critical to strong individual and team performance.

This is due to employees’ expectations. Extrinsic motivators (e.g., salary, benefits) are expected, so they won’t increase motivation when they are in place, but they will cause dissatisfaction when they are missing. Intrinsic motivators (e.g., challenging work, growth potential), on the other hand, can be a source of additional motivation when they are available. The factor that differentiates two-factor theory from the others we’ve discussed is the role of employee expectations. According to Herzberg, intrinsic motivators and extrinsic motivators have an inverse relationship. That is, intrinsic motivators tend to increase motivation when they are present, while extrinsic motivators tend to reduce motivation when they are absent. 

management wants to increase employees’ job satisfaction, they should be concerned with the nature of the work itself—the opportunities it presents employees for gaining status, assuming responsibility, to ensure a satisfied and productive workforce, managers must pay attention to both sets of job factors.

Q3.
WHAT IS MEANT BY LEADERSHIP COACHING?DESCRIBE KEY ELEMENTS OF COACHING. LARSON AND RICHBURG IN THE BOOK CHAPTER LEADERSHIP COACHING HAVE STATED THAT EFFECTIVE PROFESSIONAL COACHING ENHANCES LEADERSHIP PERFORMANCE AND, ULTIMATELY, PROFITABILITY. DISCUSS REASONS FOR MENTIONED STATEMENT. 

ANS:
It’s about working with high achievers and leaders  from CEO’s of international corporations to ambitious entrepreneurs  to bring lasting positive impactful change on their internal and external world, and help them achieve even higher levels of success. Leadership coaches help their clients experience heightened motivation, creativity, and inspiration.

A leadership coach creates a powerful ripple effect in the entire organization have seen this happen first-hand with the results I’ve helped to create for my high achieving clients and leaders.

When a client starts to hit exponential levels of professional growth and development, the effect spreads all the way out to everyone else in the organization or team. This makes sense when you think about it. A happy, effective, powerful and focused leader equals a happy, effective, powerful and focused team.

Something else you need to know as you explore leadership coaching. There is a massive need for coaches who can work with top performers and this need is growing.

The business and professional world of the 21st century is nothing like the one before.

Leadership coaching

Leadership Coaching, however, is a collaborative, individualized relationship between a leader and the coach, the leader could well be an executive, manager, supervisor, team leader or business owner for example anyone in charge or responsible for a group of people. Regardless, it’s a partnership one in which both sides work to reach an agreed-upon destination. The aim of the partnership is to bring about sustained behavioral change and transform the quality of the leader’s working and personal life. It could involve working with individuals or teams in executive or management positions.

coaching

1.  First, when coaching a peer or a subordinate, you must create a safe, yet challenging environment. Your coach needs to feel he or she can take risks, and it’s up to you to provide a space where risk-taking is rewarded and not risky business. Remember, if you are the coach boss or manager,  the coach know you support him, even as you test his knowledge and skills.

2.  A second core coaching principle: Try to work within the coach agenda. Remember, this coaching session is not about you, so let the coach decide which goals to work on and even how to go about improving. Sure, it’s great when the coach own agenda aligns perfectly with the organization’s goals, but never impose your personal priorities on the relationship. When it’s clear you need to push a point, put on your managerial hat thereby preserving the special collaborative coaching relationship you’re trying so hard to build.

3. 
That leads into the third core principle for in-house coaching: “Facilitate and collaborate.” Like Socrates, who always led his students with questions, the best coaches do not give direct answers or act the expert. Focus on the coach needs and avoid filling the lesson with your own life stories and pet theories. Although you may suggest several options for responding to a problem, the ultimate choice should rest with the coach with you acting as the facilitator and collaborator.

4.  
You want your coach to learn how to recognize her own strengths and present weaknesses a prerequisite skill for any good leader. In the same way, you should understand how your own behaviors as a coach impact the people around you. Demonstrate a sense of awareness in yourself and you are more likely to foster in your coach a similar self-awareness.

5.
 And as you coach someone in your organization, put into practice the fifth core principle of leadership teaching. That is: Promote learning from experience. Most people can learn, grow and change only if they have the right set of experiences and are open to learning from them. As a leader coach, always help your coach reflect on past events and to analyze what went well and what didn’t. Foster experiential learning and your student will continue to improve long after your lessons end.

Performance
As with any organization, good public sector performance rests with its staff: their capacities and skills, as well as the ability of the leadership to motivate staff to do their best in achieving organizational objectives. Good management of staff performance ensures an empowered and motivated civil service that is flexible and collaborative and provides services in a cost efficient manner. 

Professional coaching enhances performance

Q4.
PETER CAPPELLI AND ANNA TAVIS (2016) IN THEIR \HBR ARTICLE THE PERFORMANCE MANAGEMENT REVOLUTION ARGUE THAT FOCUS OF PERFORMANCE MANAGEMENT IS SHIFTING FROM ACCOUNTABILITY TO LEARNING. CRITICALY EVALUTE MAIN POINTS OF THE ARTICLE.
ANS:
These are just some of the companies currently leading a movement to de-emphasize and, in many cases, eliminate performance ratings altogether.  They aren’t alone either. It is estimated that more than one third of companies are reconsidering the way they do performance management, placing more emphasis on driving future performance rather than rating past performance. Even General Electric, widely known for its controversial forced ranking system back in the day, is on the move. A decade ago, this would have sounded altogether crazy. No ratings? But how will we drive performance? How will we hold people accountable?

Mounting evidence is building a case that is hard to ignore. At the heart of it, many are finding that performance management systems are often more focused on the system than on actual performance. In some cases, companies are finding that their systems are actually working against organizational strategy. Further, cutting edge research in neuroscience demonstrates that ratings can create a threat response in one’s brain, priming individuals to “prove instead of improve.” This naturally stifles innovation, collaboration, and growth. Finally, research shows ratings often do not correlate with actual business outcomes, leaving many to question why they are used.

In their Harvard Business Review article, Cappelli and Tavis discuss three business imperatives that are inspiring organizations to drop performance ratings.

Developing people 

 In a tight labor market, developing and retaining talent is more important than ever. Appraisals can sometimes overshadow this process though. Conversations can quickly become more about the nuances of a rating rather than about what it takes to grow. Because of this, many companies are rolling out systems that promote meaningful, frequent, and informal feedback.

Staying Agile 

 The new approach to performance management is also less cumbersome than ways of the past. For example, Deloitte estimated that before revamping their approach, they were spending approximately 1.8 million hours each year on performance management. Many of these hours revolved around the rating process. In an age of innovation and constant change, an end-of-year, over-engineered approach is not flexible enough for many organizations. In response, there is an emphasis on simplification to remove waste.

Promoting teamwork 

The traditional approach to performance management is inherently focused on individual accountability. With the rise in teams, a move away from this approach helps promote team-level performance. One of the key outcomes seen in organizations moving away from ratings is increased collaboration – because it’s not about comparison amongst peers, but instead about growing as a team.

It is important to recognize what a large undertaking such changes require. Companies doing this most effectively are creating extensive pilot programs, for example. It can be helpful to start by testing out the new system in a low-risk group such as HR, collecting feedback, and then slowly expanding as the system evolves. Engagement and buy-in, particularly from senior leadership, should also not be underestimated. of course, revamping one’s performance management system may not be for everyone. The question should not simply be, “Should we drop our rating system?” Rather, it should be, “To what extent are ratings in service of our organization’s strategy and mission?” The answer will be different for everyone. Organizations are also still grappling with how a “no rating” system aligns with their ability to reward performance, differentiate high and low performers, and avoid legal troubles, to name a few. Further, without skilled and motivated managers, this process is unlikely to work. In response, many organizations are offering training to help managers use targeted language to assess, document, and drive performance, providing them with an outlet (e.g., HR) to discuss performance-based decisions. Still, the reality is that many HR processes revolve around ratings, and as cumbersome (and sometimes biased) as they can be, ratings provide managers with a process to follow to rate performance. Without ratings, many traditional, familiar processes are upended, and change can naturally come with resistance. Given these realities, some organizations are finding an innovative middle ground in which they retain, yet de-emphasize, ratings in exchange for a process that offers a more simplified, conversational-based approach to performance management.

As Cappelli and Tavis point out, “Performance appraisals wouldn’t be the least popular practice in business, as they’re widely believed to be, if something weren’t fundamentally wrong with them.” While many companies have submitted to the fact that performance management must be painful, organizations that have made changes are seeing hopeful results. For example, after overhauling their system, Cargill found that 90% of their employees said they “loved” the new system, and at Google, 87% of employees reported that they were satisfied with their new system. Imagine a world where your employees actually liked your performance management system… Even if a full overhaul may not be appropriate, such results might just inspire you to re-evaluate your approach to performance management.

Q1
ELLIS AND SAUNIER IN THE BOOK CHAPTER PERFORMANCE APPRAISAL MYTH AND REALITY HAVE STATED THAT A STRONG PERFORMANCE MANAGEMENT PROCESS IS DESIGNED TO ACHIVE ONE (OR MORE) OF THREE BASIC OBJECTIVES DRIVE RESULTS, BUILD CAPABILITY, AND CARVE UP CONSEQUENCES. DESCIBE CHARACTERISTICS OF PERFORMANCE MANAGEMENT PROCESSES THAT ARE INTENDED TO ACHIVE MENTIONED OBJEACTIVES. DISCUSS THE STRATEGIES SUGGESTED BY AUTHOR FOR RUNNING THE GAUNTLET TO A MORE EFFECIVE PERFORMANCE MANGEMENT PROCESS AND CREATING REAL VALUE FOR AN ORGANIZATION OVER THE LONG TERM.

Concerned with inputs and values

1.
Performance management is also concerned with inputs and values. The inputs are the knowledge, skills and behaviors required to produce the expected results from the individuals.

3. Based on the principle of management by contract and agreement

It is based on the principle of management by contract and agreement rather than management by command. It relies on consensus and cooperation rather than control or coercion.

4. Focuses on future performance planning and improvement

Performance management also focuses on future performance planning and improvement rather than on retrospective performance appraisal. It functions as a continuous and evolutionary process, in which performance improves over the period of time; and provides the basis for regular and frequent dialogues between managers and individuals about performance and development needs
A large part of working in Human Resources (HR) is regulating performance management. Creating a space where you and your employees can produce excellent work and perform to the best of your abilities is no easy task, but with the right strategies, you can make it work. Performance Of course, effective performance management is more than just creating a work environment that works.
These are the Performance Management Strategies for effective performance management process.  
1.  Offer Frequent Performance Feedback

While clearly communicating company and individual goals is an essential step for any business, communication alone is not going to get you all that far. Your managers will also need to check in with teams and employees periodically not only to gauge progress but also to provide feedback.

Good performance feedback reinforces strong skill sets and positive behaviors while showing opportunity areas with a clear path for improvement. This type of feedback cannot wait until HR kicks off an annual review cycle. Instead, it should be given in real time and integrated into company culture (it should also start during the interview process, but that is another post for another time).

2.  Use Peer Reviews

Another great way to foster effective performance management is to utilize peer reviews, also known as 360-degree reviews.  Again, this is a feature that can be found on most performance management software programs. Peer reviews are useful because they allow coworkers to praise other coworkers and highlight positive aspects of their performance, as well as point out where improvements can be made.

3.  Preemptive Management and Recognition

One way to guarantee results in the workplace is to implement rewards and practice preemptive management. This simply means that your employees always know what is expected of them so there is never any guesswork or need for consequences in the workplace. This starts everyone on the same footing, making a fair playing field where expectations are set and goals are known. Rewards, or incentives, are also an effective way to show employees that you care, that you see their efforts and are pleased with their performance, and that you want them to keep up the good work.

4.  Set Regular Meetings to Discuss Outcomes and Results

Also known as progress reports or progress meetings, setting aside time to meet with your team and seeing how things are going with your set goals and objectives are important for meeting those goals and objectives. Ensure that your team knows that attendance is mandatory. This makes the progress feedback more accurate and allows you to make plans for moving forward. Performance management is about leadership, interpersonal relationships, constructive feedback, and teamwork.
