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 HUMAN resources are the key to organisational success or failure. Corresponding to this all organisations are concerned with what should be done to achieve high levels of performance through people. A framework that can be used in this process is the performance management approach, which tries explicitly to link business strategy and effective performance and the hard and soft elements of Human Resource Management. It emphasises training and the initiation of self-managed learning plans as well as the integration of individual and corporate objectives. It can, in fact play a major role in providing for an integrated and coherent range of personnel processes which are mutually supportive and contribute as a whole to improving organisational effectiveness.

Performance management

Thus, there is the question: What is performance management? There seems to be a consensus that there are two extremes - organisational and individual performance and three main perspectives of performance management as a system for - managing organisational performance - managing employee performance and - integrating the management of organisational and employee performance.

Managing organisational performance is implied by many models as a more rationalistic view of the organisation. Performance-related activities would often be of a structural or technological kind (such as rewards). Do rewards work? Money is the most obvious extrinsic reward.

Doubts have been cast by researchers on its effectiveness.

They claim that the lack of it can cause dissatisfaction, but its provision does not result automatically in lasting satisfaction. It also must be emphasised that different people have different needs and expectations and it cannot be assumed that money motivates everyone in the same way.

And concerning empirical research it only satisfies for three months (because it reflects past performance).

The second perspective, the employees' model, emphasises the human side of Performance Management.

This generally falls in the ambit of Human Resource Management within a narrower or broader scope. Narrow conceptions include at least results-oriented appraisals, broader conceptions contain i.e. training and development as performance management activities of the HR department.

In this paper, performance management is viewed as an integrated model emphasising organisational and individual performance and is defined as processes and systems that link the work of each individual employee or manager to corporate/business mission, strategy and objectives.

Human performance management as strategic asset

Today's competitive advantage are people. Recent studies show strong links between employee attitudes and company performance and give us some idea of a possible value that may be gained from taking a more strategic perspective of people in organisations. It has been observed that employee commitment and a positive psychological contract are fundamental to business success. Taken together, reports suggest that human resource management explains around 19% of variations in corporate performance with job satisfaction and commitment as performance drivers.

Competitive advantage through people means using the business strategy as a starting point for developing the HR strategy. Therefore in theory, creating an alignment between organisational strategy and human resource strategy improves organisational and individual performance.

The framework, which underpins this basic philosophy, is the Performance Management approach. Besidekey activities like - clear performance indicators at all business levels and performance evaluation - clear links between performance and hard (i.e. pay) or soft (i.e. training and development) human resource elements have to be implemented.

The balanced scorecard is a strategic tool to cascade the strategic objectives down to the line and individual level and helps to - focus and measure objectives that are defined and tailored by the organisation and to -document improvements of individual and organisational performance.

Regarding the balanced scorecard there are essentially four important perspectives, which determine effective performance. Traditional financial indicators with measures of performance as well as customers, internal processes and innovation / learning perspective.

Strategic objectives should be based on the balanced scorecard and they translate into the following set of performance measures: - Financial measurement: One interesting question could be: If we will succeed, how will we look to our shareholders? We are then faced with indicators such as growth, cost-income-ratio or return on equity.

However financial measures reflect on past decisions.

They don't focus on factors that create value.

- Therefore the customer's point of view is most interested: To achieve our vision, how must we look to our customers in terms of pricing, servicing, quality and so on? - Often key processes are not designed to leverage the drivers of business strategy: To satisfy our clients, we have to ask ourselves, at what processes must we excel? Criteria might be: Productivity, costs, cycle time.

- The last one is the people barrier: To achieve our vision, how must our company learn and improve? Personal goals, knowledge building and competencies should link to strategy implementation. This issue is the most important, concerning Human Performance Management.

The underlying philosophy of the balanced scorecard is firstly, that future organisational performance is driven by successful execution of the strategy and secondly, that measurements motivate. The current problem is, that decision-making is dominated by financial measurement, that reflects past decisions and encourages short-term at the expense of long-term behaviour. The solution is that measurement must be linked to strategy.

A 'good' balanced scorecard will then tell the story of the strategy. Therefore important criteria are -cause and effect relationships: every driver selected should be part of a chain of cause and effect that represents the strategy, - linked to the financial: every measure selected can ultimately be related to financial results, - lead indicators: a balance of lag indicators and lead indicators, - measures that create change: some measures that cause the organisation to change its behaviour or its processes.

Some critics denote that the balanced scorecard is not taking enough account of a number of human resource aspects that contribute to the success and performance of a firm. Critical factors of human performance management are training activities to improve knowledge and competencies including changes in skills, behaviour and knowledge.

To measure training effectiveness, training resources such as - training attendance (measured on the number of training days held per quarter) - training investment (percent of payroll spent on training) - training content (subject of the course - measured with employee survey, revenue per employee, personal goals alignment) should be aligned to objectives of the strategy.

Effective training also includes a discussion and agreement about targets and a performance review to identify training and development needs or to reward best practice. Continuous feedback about strategy implementation should be provided that enables management and employees to learn continuously.

Building a learning organisation

In this paper, continuous learning is defined as a process by which individual and/or organisational learning is fostered on an ongoing basis. Organisations however can only learn, when the individuals employed within the organisation are learning continuously. For example think of a bank manager who acquires in depth knowledge of banking, finance and economics, marketing, personnel and strategic management by working toward an MBA programme, reading trade and business articles, and attending short courses funded by the bank. This describes that continuous learning and also the initiation of self development are important in today's organisations and how employees can take charge of their learning.

By improving the ability of employees to perform the tasks required, training allows better use to be made of human resources; by giving employees a feeling of mastery over their work and of recognition by management their job satisfaction is increased. Such approaches should be based on an understanding of how people learn.

Besides the main learning theories mentioned there are some conditions required for learning to be effective: - Standards of performance should be set for learners.

- Learners should have guidance.

- Learning is an active, not passive process.

- Learners must receive reinforcement of correct behaviour.

- Appropriate techniques should be used.

Training which is routine and traditional sometimes becomes out of data, less relevant or inadequate. The review of the training and development function often shows, that the purposes, methods and standards of training in many organisations should be changed. A virtual explosion of training technique has occurred in the past few years. These new techniques give Human Performance Management a wide variety from which to choose in building an effective program. This leads naturally into the next chapter in which consideration will be given in detail about the variety of benefits of e-learning.

Making a course available online has a variety of benefits: - Firstly, since trainees do not have to leave their desks to take the course, travel and classroom space costs are cut.

- Secondly, employees can do their course-work when time is available. Online courses no longer require time scheduling as employees access the information when and where it is needed and it can be repeated if necessary. Think of an example of the banking business: The common training technique for banking issues is lecture, which might be useful for large groups but not for the highly sophisticated personnel employed in Private Banking. Employees don't have time to stay days or even hours away from their work places. When stock prices are volatile, Private Banking is pressed for time, action has to be taken immediately such as phone calls, orders etc. With e-learning such scheduling is no longer required.

- Thirdly, online courses can be prepared and adapted much faster than traditional courses allowing time sensitive information to reach employees more quickly.

Think again of banking: regarding the increased range of new financial instruments, time to market is a big issue. And time-sensitive information and training are state of the art.

- Finally, electronic data for evaluating training programs are available.

Probably the greatest dilemma that confronts continuous individual learning at the workplace is the inability of participants in training programs to practice what has been learned in the classroom on the job. In other words, the learning environment can either foster or inhibit continuous learning. Therefore companies must ensure that the work environment encourages the acquisition and application of new skills and ideas. A positive learning environment is one in which the following occur: - Employees must be motivated to learn: An awareness of the big picture - what their company strives for and how their jobs relate to others in the business unit - can help employees to bring their personal goals and development in line with the organisation's goals. This would enable them to choose appropriate learning experiences for both personal and the company's success.

New ideas are valued and encouraged and, in the end, might be rewarded.

- Time must be allowed to absorb training: mistakes must be tolerated during learning and early application when employees are trying new ideas and skills. It is very important that managers adhere to the belief that people can learn from their mistakes. Learners must have the freedom to make mistakes in safety.

- Managers provide support, allowing employees to learn and attempt to implement new ideas. When employees return from training and development programs, they should share with the line managers what they have learned. For example, many management development programs stress participating leadership styles, and Theory Y assumptions about people (i.e. employees are intrinsically motivated, committed to the organisation, seek and accept responsibility, and solve problems in an innovative way).

However, when participants try to practice these beliefs on the job, they often find that they are thwarted by an autocratic Theory X environment (i.e. employees avoid work and must therefore be controlled and monitored in order to reach organisational goals). Social support has been shown to be an extremely strong influence on the effectiveness of training and development.

Looking back and forward

Human Performance Management need not be the primary source of learning, and more training and development is not necessarily better, but it can be an effective part of continuous learning. Studies show that continuous learning appears to be related to organisational effectiveness. Those organisations with the strongest learning environment also exhibit the strongest overall organisational performance.

This should be supported with an overall human resource vision as follows: To ensure a well-motivated organisation, in which people are respected, enjoy their jobs and obtain fulfilment.
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