Applied Business (A2)

Unit 9: Managing and Developing People
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Introduction
This unit looks at the management, training, development and motivation of individuals within organisations.  A well-managed, trained and motivated workforce is more likely to be effective and ensure the long-term success of a business. 
This unit is worth 1/3 of your overall A2 Applied Business grade

It will be assessed by the production of a portfolio of evidence (coursework)

The deadline for the submission of this unit is Wednesday May 4th 2011
What you need to learn

9.1 Motivation 
You need to learn the issues that motivate and demotivate individuals in the workplace. 
You need to understand that this will depend on the needs of the individual and organisation and that this can lead to conflict.

You should know that:

• management develops strategies to motivate employees and those strategies must take account of organisational needs and the aims and objectives of the business based on the work of relevant theorists including Maslow, Herzberg, McGregor

• incentives are used in organisations to improve performance; these

include:

- money

- praise

- responsibility

- career opportunities

- social factors

• management develops strategies to deal with potential conflict between the needs of the individual and the needs of the organisation.

9.2 Teams
Many individuals work better in groups or teams and this can lead to improved motivation.

You should know that:

• teams are formed for a particular function, task or project and may be short term or long term

• team working has benefits and limitations for individuals and the organisation

• the structure, size and leadership of a team can have significant impact on its effectiveness

• there are other factors which affect the performance of a team such as

- communication

- skills and qualities of individuals within the team

- group dynamics

• theories relating to teams, roles and leaders such as Belbin, McGregor, Blake and Mouton and Adair.

9.3 Managing people

Organisations use human resources along with other resources to achieve aims and objectives.
Differing factors within and between organisations lead to different management styles and techniques being adopted. An inappropriate management style can lead to demotivation in the workplace.

You should know that:

• different managers will adopt differing styles of leadership such as

- autocratic

- democratic

- laissez faire

- proactive

- reactive.

• the management style can affect the motivation of individuals in the workplace

• management of people must take account of health and safety factors

• meetings in organisations are used for consultation, dissemination of information, investigation, decision making

• the style of management and control of a meeting will vary according to the purpose of the meeting.

9.4 Developing people

The human resource function in an organisation ensures that personnel are used and developed in the most productive way.
Training and development methods will vary according to the skills being developed and existing levels of expertise.

You should know that:

• organisations need to identify and meet individual development needs in accordance with organisational objectives

• there may be constraints that affect methods of planning and delivery of training including:

- financial

- availability of resources

- existing skills and attitude of staff being trained

- equal opportunities legislation and policy

• effective organisations will evaluate and review training

• training opportunities and provision can have an impact on motivation and staff turnover.

9.5 Personal development plan

A personal development plan forms the basis of training and career development of an individual within an organisation.

You should know that:

• there is a range of tools available for identifying individual development needs, including

- job analysis

- observation

- self-observation

- peer assessment

- appraisal

- performance review

• a personal development plan can improve the motivation of an individual

• a personal development plan can provide a focus for employer/employee interaction when drawing up plans for staff

development

• conflict may arise between the personal development needs of an individual and the needs of the organisation

• organisations may not always take account of personal development plans when determining staff development opportunities. This can have an adverse impact on motivation.

9.6 Skills audit
 A skills audit is carried out in order to measure and record the skills of an individual or a group.

You should know that:

• a skills audit can help identify the skills that each employee has

• there are a range of tools for carrying out a skills audit including

- observation

- peer assessment

- appraisals

- self-assessment.
Assessment evidence
Your work will consist of:

(a) a report on the factors that affect motivation in an organisation in which you have worked or are familiar with. 
It should include reference to theories and techniques used by the organisation, and an evaluation of their effectiveness and suggestions for alternative strategies, together with identification of areas of conflict between the individual and the organisation and suggestions to resolve them.

(b) a report or presentation analysing and evaluating a group activity inwhich you have taken part, planning an event or developing and implementing a new system or procedure.
It should include the benefits and limitations of team working, consideration of teamstructure, leadership style and a report of one team meeting.  Reference to theorists is expected.

(c) a report or interview with an individual about a recent training programme, to include expected outcomes, process of identifying

needs, training methods used, costs and benefits, constraints, and appropriateness and an evaluation.

(d) a personal development plan for yourself including a personal skills audit together with short- and long-term targets in your career and/or educational development and how you intend to achieve them.

Mark Band Evidence
	(a)


	Mark Band 1 (0-7 marks)
	Mark Band 2 (8-11 marks)
	Mark Band 3 (12-15 marks)

	
	A basic description of the motivational

strategies of an organisation, links are

made to a recognised theorist. 

Strengths and weaknesses of the techniques used by the organisation are identified, appropriate sources acknowledged and an outline alternative approach suggested. 

Areas of conflict are mentioned in outline.


	A good explanation of an organisation’s

motivational strategies and clear links and references are made to a recognised theorist. 

Sources of data are acknowledged. There is clear evaluation of the techniques used by the organisation, together with a suggestion,

with supporting reasoning, of an alternative or additional motivational technique, with examples of how different leadership styles are appropriate for different circumstances.

Understanding and examples of potential/actual conflict between individual and organisational needs are clear, and workable suggestions are proposed for resolution.


	A thorough, organised and detailed

explanation of an organisation’s motivational strategies, clear links and references are made to a recognised theorist. 

There is clear evaluation of the techniques used by the organisation, showing evidence of original thought.

The suggestion, with supporting reasoning, of an alternative or additional motivational technique is supported with original examples and justified, acknowledging that different leadership styles are appropriate for different

circumstances.

Relevant examples of how the conflict between individual and organisational needs may be resolved or avoided are given and justified.




	(b)


	Mark Band 1 (0-7 marks)
	Mark Band 2 (8-11 marks)
	Mark Band 3 (12-15 marks)

	
	A basic description, analysis and evaluation

of the benefits and limitations of team

working and of management styles, together with an outline of the structure or

operation of the team activity, with

reference to the work of a recognised team

or motivational theorist.

A basic description of the reason for holding

a meeting for the team activity, together

with the advantages and disadvantages for

holding it.


	An explanation, with relevant examples,

which refers to the work of a recognised

team or motivational theorist, and shows

understanding that individual roles within

a team have significant impact on the

outcome of the team activity.

An explanation, with reasoning, of the

leadership style used in the team,

together with a recommendation for an

alternative leadership approach and an

evaluation of its effectiveness. The

meeting report will analyse its

effectiveness.


	A thorough and detailed explanation,

using references to at least one theorist,

which demonstrates that individuals may

have objectives and needs different from

those of the team as a whole.

 There is individual assessment of the

appropriateness of the leadership style

used in the team activity and innovative

suggestions for alternative methods of

achieving the planned outcome of the

meeting, which considers advantages and

disadvantages, and reaches a justified

conclusion.




	(c)
	Mark Band 1 (0-7 marks)
	Mark Band 2 (8-11 marks)
	Mark Band 3 (12-15 marks)



	
	A description of training methods and reasons for training, the costs and benefits to the organisation of training the researched individual, and an identification of the strengths and weaknesses of the training programme.
A comparison of the strengths and weaknesses of the training programme taking account of the constraints on the

organisation. 

	An explanation, which shows clear

understanding with examples, of

motivational aspects of effective

training, and the different perceptions of individuals and the organisation of the benefits and constraints of training the researched individual. 
Evidence of supporting statistical or empirical data should be included.


	A thorough and detailed explanation of methods by which training needs are identified, an understanding of the potential impact on motivation of ineffective training provision and/or methods for the individual concerned. 
An analysis of the effectiveness of training both for the individual and the organisation taking account of the constraints on the organisation, and an evaluation, showing independent thought, with judgement or alternative recommendation, of the effectiveness and appropriateness of the training programme.


	(d)


	Mark Band 1 (0-7 marks)
	Mark Band 2 (8-11 marks)
	Mark Band 3 (12-15 marks)

	
	A basic description of the reasons for carrying out skills audits together with an

audit relevant to the individual learner.

Evidence of research into common formats

for skills audit collection.

Evidence of research into potential

further/higher education and career routes

for the individual learner.


	Clear use of relevant, realistic,

appropriate and up-to-date data for

learner’s personal planning supported by

evidence of research and evaluation.

Evidence of good research into common

formats for skills audit collection.

Evidence of good research into potential

further/higher education and career

routes for the individual learner.


	Realistic short and long-term targets

identified and explained in detail.

Alternative options researched

thoroughly, identified, and decisions

justified.

Evidence of sound and appropriate

research into common formats for skills

audit collection.

Evidence of sound and appropriate research into potential further/higher education and career routes for the individual learner


Mark Band Criteria

Assessment Guidance

Mark Band 1 
Assessment evidence (a) requires the learner to explain the factors that affect motivation in the workplace. For this band the learner should use at least one motivational theorist to illustrate that explanation. For higher marks the learner will identify factors which affect motivation within the researched organisation, in particular linking those to motivation theory

and identifying strengths and weaknesses of those factors which are part of a planned motivational policy. The ‘factors’ are likely to number about three or four. The learner must show that an appropriate source within the organisation was used for collecting this evidence.

Assessment evidence (b) requires the learner to give a basic description, analysis and evaluation of the benefits and limitations of working as a team and of different styles of management open to those managing and organising a team and link them to the characteristics of their own team. At the lower end of the band there may be few links made to only basic evaluation with, perhaps, two separate lists of benefits and limitations. Higher marks would need stronger links, better evaluation or stronger

coverage of conflict. The report and the analysis of the meeting may be simplistic, but will include the main points — minutes of the meeting are not sufficient.

Assessment evidence (c) requires the learner to identify reasons for the specific training programme for the researched individual, including a description of the process by which their needs were identified. A typical report may include details of, for example, appraisal, skills audit or needs analysis. The learner must identify the costs and benefits to the organisation of the training programme as well as identifying its strengths and weaknesses Lower marks will be given where some areas are omitted, higher marks will

be gained where there is more consistent coverage and description.

Assessment evidence (d) requires the learner to:
 (i) show understanding of the advantage to an organisation of carrying out skills audits and encouraging staff to complete a personal development plan

(ii) complete an individual skills audit. It is not a requirement for learners to develop their own skills audit form — this may be developed as a group activity or a standard audit form may be used — although learner involvement in development would enhance understanding of the process

(iii) draw up a personal development plan
.

Lower marks will be awarded where there is an omission or inadequate coverage of the three areas. Higher marks will be awarded where all three areas are dealt with, albeit at a basic level, eg little supporting evidence, unrealistic planning.

Mark Band 2 
Assessment evidence (a) requires the learner to identify and explain reasons for high or low levels of motivation within the researched

organisation, with particular reference to the conflict between individual and organisational needs. Examples of conflict may include features such as financial constraints versus desire for higher pay, lack of appraisal or review versus the need for recognition of achievement. The examples must be specific to the organisation and must be supported by statistical and/or empirical evidence. Alternatives should be suggested for enhancing motivation. The learner is expected to acknowledge the use of the source

within the organisation for obtaining the data.

Assessment evidence (b) requires the learner to link the structure/characteristics/membership and operation of their team to the

work of a recognised theorist. For example, a link to Belbin would require the learner to analyse the skills of each member of the team against the roles identified by Belbin. For high marks, the link to the theorist would be extended to analyse the outcome or success of the team. The learner needs to show understanding that different leadership styles are appropriate in different circumstances and suggest alternative styles where appropriate. The report of the meeting is leading, for Mark Band 2, to a critical analysis of the need to hold the meeting against alternative methods of achieving the outcome — minutes of the meeting are not sufficient for the awarding of marks — they are only likely to be relevant for use as evidence for cross-reference purposes.

Assessment evidence (c) requires the learner to identify the costs and benefits to the organisation(s), both financial and motivational, of

providing this training. The examples must be specific to the organisation(s) and must be supported by statistical and/or empirical

evidence. For example, a statement that improved training may reduce staff turnover must be supported by evidence that staff turnover is currently a problem. The learner should be starting to show understanding that the organisation may have a different perception of the benefits of training from that of the individuals being trained and to make comparison of strengths and weaknesses of the training programme for the individual under study.

Assessment evidence (d) requires a realistic plan for the individual showing understanding of the constraints to progression in the workplace and the need for appropriate qualifications and experience. If an entrepreneurial career is planned, an explanation of the constraints on (for example financial) or problems (for example establishing a market) of that type of activity, and the likely process of growth for the selected activity must be included.

Mark Band 3
Assessment evidence (a) requires the learner to assess the effectiveness of the motivational technique(s) of the organisation and/or the impact of ineffective or non-existent motivational techniques. For higher marks, the learner must offer suggestions for an alternative strategy and assess its likely outcome, to include both detrimental and beneficial outcomes. The learner must show understanding of the importance of effective and efficient research techniques.

Assessment evidence (b) requires the learner to recognise, with examples from their own team experience, that objectives of individuals within a team may differ from the objectives of the team as a whole. For example, the learner may identify that a particular team member wished to build the project website as an opportunity for personal development, but the team felt they had the most effective people management skills for organising volunteers. The learner must identify, with reasoning, the leadership style used within the team and evaluate its appropriateness. For high marks, a comparison should be included of the likely outcome had

alternative management styles been adopted. Learners should include an evaluation of the need to hold the meeting against alternative methods of achieving the outcome.

Assessment evidence (c) requires the learner to evaluate the appropriateness of the training for the organisation, and the training

method in relation to the researched individuals, and make a judgement on the effectiveness/ineffectiveness in the form of a comparison taking account of the constraints on the organisation. For high marks, the learner must show understanding of short-term and long-term impact.

Assessment evidence (d) requires the learner to show understanding of the uncertainty and risks involved in setting a rigid career/development plan and an understanding of the alternative routes/sources of advice that may be open to them.
Exam Board Guidance
Motivation
Motivation is an integral part of managing and developing people. Students must have a good understanding of the differing theories, techniques, factors and strategies that motivate workers and the impact this will have on productivity. 
Students need to have an understanding of the reasons why people work and the fact that money is not always a successful motivator.

Students also need to have a clear understanding that organisations need to motivate workers in order to meet organisational objectives and that this may bring about conflict. For example, a workforce working to tight deadlines cannot afford the time needed for an appraisal, or the fact that very often a motivational strategy, such as bonuses or works outings cost money and the organisation may be aiming to reduce costs.

Team membership
Team performance and target setting is a significant feature of modern working life. The concepts of matrix structures, cell production, task culture, project groups and quality circles are becoming increasingly familiar in the workplace.
Students, for their own personal development, need to have a good understanding of the dynamics of team performance and to appreciate that individual contribution can have significant impact on team success.
Students should also have to have a good understanding of the benefits and limitations of team working and the link to individual

motivation, as well as the appropriateness of setting up teams in differing circumstances.

Styles of management
It is important that students understand the management styles adopted in organisations and that different styles are appropriate for different circumstances and differing personnel characteristics. For example, a laissez-faire management style may be appropriate in an environment where creativity is essential, eg advertising or design, but it is likely it would be inappropriate on a factory floor with health and safety issues, or in a supermarket where good customer service is a high priority.
Students must also understand the significant impact that styles of management can have on motivation.

Developing people
Students need to understand the role that training plays in the production process and how it can fulfil the organisation’s objectives. They need to be aware of how training needs are determined, and the constraints under which organisations work in providing effective training including, in particular, the costs of training and the commitment of staff to that training.
Students also need to have a good understanding of the link between the provision of training (or lack of provision) and motivation, and the reasons why this may increase or decrease motivation. 
Students must also have an understanding of the need to evaluate training and the costs and benefits of training to the organisation and its individuals.

Personal development 
The working environment is very competitive, and this, combined with constant changes in the technological, social, economic and cultural environment, means few people can be certain of a ‘job for life’.

Furthermore, demographic forecasts suggest that planning for self-funding in retirement will become a priority. All of these factors point to young people entering the workforce or higher education with a clear vision of their proposed career path. 
Students also need to have an understanding of the personal development plan in the business context and that conflict may arise, which in turn could affect motivation. For example, an individual may be aiming for promotion, enhanced skills or improved pay but they may not be realistic options that can be provided by the organisation.
Students need to be aware of the standard procedures within an organisation for collecting data, such as skills audits, for production of

personal development plans.

Industry 
Links with industry include:
• learners drawing on their own work experience or wherever possible.
• visits to or interviews with personnel from a large business
• learners using their own school or college as an employer as a basis for

  research.
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