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Executive Summary

Based on performance management research from two companies, this paper explores key aspects of developing effective performance management strategies and techniques, including goal setting, performance feedback, performance measurement, and rewards and recognition. The challenges both companies share include clearly defined, measurable goals and the ability to provide objective and constructive feedback. To address these challenges requires a comprehensive understanding of the factors that contribute to effective performance management and the ability to adapt these strategies to the unique circumstances of each organization. This article will explore the common challenges organizations face in implementing effective performance management practices from different perspectives of both companies and discuss potential strategies to address these challenges with a view to providing practical insights into ongoing performance management discussions. The results showed that both Portal Fabrication plc and Troyland had certain problems in operation, which mainly centered on corporate finance, marketing strategy, quantitative and qualitative performance management, business reorganization and so on. The results of this study can provide analysis for the two companies and help them make contributions to performance management.
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Introduction  

This paper is based on the research programs and reports of two companies on corporate performance management. Focus setting is to develop effective strategies and techniques to measure and improve performance in response to problems existing in two companies. This report will develop effective performance management from several key aspects, including goal setting, performance feedback, performance measurement, and rewards and recognition (Abadi, 2019). Common challenges in both companies include clearly defined, measurable goals and the ability to provide objective and constructive feedback. Addressing these challenges requires a comprehensive understanding of the factors that contribute to effective performance management and the ability to adapt these strategies to the unique circumstances of each organization.
This article will explore some of the common challenges organizations face in implementing effective performance management practices from different perspectives of the two companies and discuss potential strategies for addressing these challenges. In doing so, the researchers hope to contribute to the ongoing discussion about performance management and provide practical insights to organizations looking to improve performance management practices at their two companies.

Main Findings

Performance management refers to the joint participation of the company's senior management and staff in the company's plan and implementation in order to achieve the company's established direction. The company plan includes plan formulation, performance appraisal and evaluation, and personnel communication. It is A circular process in which the company's employees achieve the goal of performance improvement through coordination, with the purpose of improving the performance of the company's individuals and departments (Armstrong. M & Baron. A, 2000; Buckingham. M. & Goodall. A, 2015).
In the basic link of performance management, it is necessary to make a performance plan first. The second part is performance communication, in order to ensure that employees and all departments can understand, so that performance management can be effectively implemented. Effective performance guidance can be divided into three forms: daily work guidance from superiors to subordinates, regular performance meetings, and performance review and feedback, which are the core links of performance appraisal and evaluation. Problems in this link will lead to negative impacts on corporate performance management (Li el at, 2022).


Task 1 – Case Study of Portal Fabrication PLC

Portal Fabrication plc is a manufacturing business, which was profitable in two ways: the first was to manufacture and sell high-quality machines and the second was to sell warranty service. The company has two divisions: manufacturing/sales (i.e. M/S) and service, with the manufacturing/sales division responsible for the first type of business and the service division responsible for the second. From the financial statements, it is shown that the sales revenue, operating cost profit, headquarters expenses apportioned and Capital employed of M/S department are much higher than those of service department. This indicates that the company's main business is from M/S department, so the income and expenditure of this department are relatively high. The expenses of the service sector are mainly labor costs and department management fees, which are internal fixed expenses.
In terms of measuring performance ability between departments, there are the following two measurement standards: First, economic performance and management performance. Economic performance can be calculated and measured by return on investment or residual income and economic added value. Management performance is the performance of the department manager, namely the profitability of the department manager within the projects under his control. To maximize shareholders' interests, shareholders take total shareholder return (TSR) as the standard to measure the company's annual performance (BARTKUS, 2022). The formula for calculating total shareholder return is as follows:
(Ending stock price - beginning stock price + dividend) / beginning stock price = total shareholder return
Therefore, to use TSR, the stock price must be mastered. The limitation of using TSR is that it cannot be applied to departments or private companies. return on investment (ROI) can be used to measure the performance of different departments. ROI represents the percentage of the profits of the department in the assets used by the department. It can be used to measure whether the company has made correct investment decisions in the past, and can also be compared with other departments:
ROI= (return on investment - Cost of investment)/Cost of investment x100%
The accounting data required by this formula is relatively simple and easy, which can directly reflect the expenditure and income to judge the profit situation. However, this calculation method does not consider the limitations of the time factor, and it cannot compare the differences between different departments in different revenue periods vertically, which may also lead to inconsistent company objectives. ROI is a short-term performance appraisal index, and managers may abandon long-term valuable projects to improve ROI in the short term. The main limitation of ROI is that it leads to sub-optimization. Therefore, the shareholders will worry that the performance of the department manager cannot be reflected through the calculation of the above method, and want to seek a better way, Residual Income an economic value added (EVATM) have been suggested. Economic performance of the division: 

RI = divisional contribution minus a charge for the cost of capital on the total investment in assets used by the division. 
RI uses different capital costs for assets of different risk categories and is applicable to different departments, but it also needs to be determined according to the assets and market conditions of the department. As an absolute value index, RI can be accepted as long as the return-on-investment projects is greater than the cost. It is better for managers to select investment projects. Compared with ROI, RI overcomes the limitations brought by inconsistent goals. economic value added (EVATM) is frequently used to evaluate the departmental benefits. The formula is as follows:
EVATM = divisional profit + accounting adjustments – cost of capital charge on divisional assets
EVA spreads costs over the years that benefit from expenses, rather than collecting all costs in one year, and measures economic added value equal to the net present value of future cash flows, so using EVA for performance evaluation will help companies make the best investment decisions. However, it is not easy to obtain the accounting numbers needed to calculate EVA, so it is not that easy to operate.
The transfer pricing between departments is that one department sells the commodities or services it produces to another department. The transfer price is generally generated between the parent company and its subsidiary, and the two companies exchange commodities and services. The price charged by A company for selling commodities or services to B company is called the transfer price.

There were two types of warranty service for Portal Fabrication plc. The first one was within the warranty scope of Portal, which was the recharge service of M/S department, which could earn an annual fee of 10 million pounds per year. There were 4-5 pieces of equipment needed to be repaired within the warranty period. The M/S department charges the service department for the parts needed for maintenance according to the cost price. Each maintenance cost is 85 pounds, so the annual maintenance cost is 425 pounds. In this way, the M/S department sells its maintenance service to the service department, and the service department pays about 425 pounds to the M/S department every year, thus completing the transfer pricing between the two departments. An effective transfer price should motivate the department manager to make economic decisions conducive to the maximization of the department's interests and provide the department manager with effective information on performance. At the same time, the transfer price can reasonably avoid taxes. By transferring commodities to countries with low tax rate, the company can realize high pricing to obtain higher profit rate. However, there may be differences in pricing and transfer policies among different departments, which will cost time and manpower in the process of implementing transfer prices, resulting in a large amount of extra costs. Moreover, sellers and buyers hold different functions and bear different risks, which are all risks of transfer prices. The transfer price mainly has the following methods: Based on market price, marginal cost, total cost, cost plus markup and negotiation, the company's board of directors is prepared to calculate and compare the first and fourth pricing methods to select the transfer price method that meets the company's requirements. In the calculation of market-based price, the service department acts as the intermediate department, and M/S provides maintenance services for the service department. The company sells 550,000 units per year, of which 8% of the equipment needs to be repaired, 55*8%=4.4. M/S charges the service department at the cost price, which is about 85*4=340 pounds. If the service department contracts the warranty service to an engineering company, the fixed price for each repair service of the engineering company is 200 pounds according to the market price. The engineering company that contracted the repair needs to pay 200*4=800 pounds to the service department, so your service department can earn the difference: 800-340=460 pounds. If the cost of use plus a markup is added, the markup is added to the full cost transfer price or marginal cost transfer price. The full cost transfer price better reflects the long-term cost of the service. To calculate the full cost, we need to further calculate the full cost per unit. The service department needs to pay a cost price of 85 pounds for each repair and needs 4 hours to complete the service, so the repair cost of each unit of the service department is 85/4=21.3 pounds, and the engineering company spends 200 pounds for four hours of repair, so the price of one unit is 200/4=50 pounds. The service department contracts the repair work to the engineering company. A unit of this sector can earn 50-21.3=28.7 pounds. The transfer price of marginal cost = the variable cost of the supplier unit. 28.7 pounds is the increased cost of the service sector.
A company's management system is very important, it will help and coordinate the whole organization to make plans and control decisions and help the manager to achieve decision-making responsibility, so that individuals and teams move towards common goals. The company's information management system should contain enough indicators. The Portal information system was originally very single and only considered based on individual functions, but the new system is comprehensive data analysis, and the access channels are increased. Any site can be accessed, and the database can be entered and updated in real time. If the information system is technically effective, it will promote the close connection between the company and the manager, increase the sense of trust and justice, promote the strategic unity between each department and the company, increase the controllability and timeliness, more detailed data, more transparent information, fast and accurate integration, and processing of data, and shorten the time cost of transaction of each department.
In the long run, it can provide enterprises with long-term effective economic benefits. The new information system also has a qualitative leap in network application services. Previously, every user had an account in each website, so users must remember the password of each account to successfully access, which takes a long time and is not high security. Now the new system can only use a single account to access each site to access the network of data and resources, users do not need to have multiple usernames and passwords, which is very convenient for users.


Task 2 – Troyland Limited business report

Introduction
Since entering the second decade of the 21st century, earth-shaking changes have taken place in the world situation. The public health events caused by the outbreak of COVID-19 and the military conflict between Russia and Ukraine have brought unprecedented challenges to the existing international order and globalization (Pinzaru. F., Zbuchea. A, 2020; Mbah.R.E. & Wasum, 2022). Under such a background, Troyland Limited's business not only needs to face the challenges of complex international situation, but also needs to face the challenges brought by changes in the industry. This report will analyze three aspects of enterprise growth crisis, corporate performance and business process reengineering under the current situation of Troyland Limited.

The Growth Crisis Facing Troyland Limited
As can be seen from the statement of operating funds, Troyland Limited's operating funds gradually increased in 2018, 2019 and 20203, and its liabilities stabilized at about 180 thousand pounds, while its operating funds and assets increased in the three years. However, the company entered 2021 with debts of 237 thousand pounds, an average increase of 31 percent over the previous three years. Working capital is 160 thousand pounds lower than in 2019, and assets are down nearly 25 percent. The results of the financial performance statement and the market share statement also indicate that the company's performance in 2021 declined significantly. It was clear that Troyland was facing a growth crisis. There are many factors related to the growth crisis of enterprises, which can be roughly divided into macro factors, micro factors, external factors and internal factors.
At the macro level, there are two aspects that will affect the company's business. First, rising oil and gas prices due to the Russia-Ukraine conflict led to rising prices and a weakening of sterling (REUTERS, 2022). Since the conflict between Russia and Ukraine will not end in the short term, such a situation will have a negative impact on economic growth, business investment, price levels and consumer spending in European economies. Most of Troyland's consumers come from London and continental Europe, and the decline of consumer level will bring more obvious impact on the company's commodity business. Second, the impact of the World economic recession. According to the latest forecast of the World Bank, the growth in 2023 is only 1.7%, which is a significant decrease compared with the forecast of 3% in 2022 (World Bank, 2022). Among them, the UK economy contracted more than previously expected, the US interest rate rose to a 14-year high, and the Chinese factory performance was lower than expected (Daniel Thomas, 2022; Natalie Sherman.,2022). World Bank President David Malpass says the downturn is long term and people around the world will have lower incomes than they did before COVID-19 (Jonathan Josephs, 2022). There are signs that a world recession will occur, and tough economic conditions in the UK and the eurozone will affect the company's future business layout.
In the micro factors, due to the impact of the epidemic and war, consumers' consumption preferences have changed greatly. In terms of purchasing necessities and non-necessities, most consumers choose to purchase more necessities (Raturi. R, 2022). The cost performance and price of products become the main consideration of consumers when purchasing products (Raturi. R, 2022). In addition, the researchers found that residents' savings increased, and the purchase rate decreased, which led to a decline in consumers' impulse to buy (Dou el at, 2020). Troyland's products are mostly shoes, sandals, boots and accessories, etc., which are only used by middle- and upper-class customers. The study suggests that changing consumer preferences during the pandemic in 2021 contributed to the company's sales decline.
In the external environment, there are mainly two aspects that will have an impact on the future development of the company. First, competition from the same industry. Troyland's main business is in London, England and major countries in the euro zone. The company's products face competition from industry giants such as Clarks, Church's and Crockett & Jones in London, as well as a host of international brands such as Tod's, Santoni, Allen Edmonds and Berluti in the eurozone. Troyland, meanwhile, faces competition from companies of its size, nearby shops and traditional shoe shops in London that have been around for hundreds of years. The industry is very competitive. The company's "London market share table" shows an average annual decline of 1% since 2019. Secondly, Troyland has certain risks in the supply of raw materials for its products, most of which come from developing countries. Due to political, economic, cultural and other factors in some developing countries, the domestic situation of the country is constantly changing. Such instability will impact the supply of raw materials for the company's products, thus affecting the sales price and sales volume (Moheb-Alizadeh. H., & Handfield. R, 2018).
In the internal environment, the employee turnover rate of the company will affect the future development of the company. Companies need to become more competitive, and retaining the best employees is an important part of that. Employees themselves are the most important corporate assets in a company's operation (Rivai, 2009). The departure of employees is a loss to the company. Kumar et al.(2012) pointed out that employee turnover would increase a company's operating costs, thus reducing its social influence, and a higher turnover rate would bring more negative social impacts to a company. According to the statistics of Gillis(1994), the turnover rate of employees is within the range of 10% to 5%, which belongs to the normal dimission range. When the turnover rate of employees exceeds 10% per year, it will be relatively high. As can be seen from the "employee table" of Troyland Company, the average turnover rate of the company in three years exceeded 15%, which itself increased the burden on the internal operation of the company, and thus reduced the employees' willingness to work and loyalty to the company.


Quantitative and Qualitative Performance Analyse
Balanced Scorecard (BSC) is a set of analysis system to measure and help enterprises specify strategic plans. It was first proposed by Kaplan and Norton in 1992. Kaplan and Norton argue that it is the design of BCS to develop strategies for all companies in the industry (Kaplan.R.s., & Norton, 2005). BCS is a business performance management tool that comprehensively evaluates and manages business performance based on four perspectives: finance, customer, internal business, and Learning and growth. Helps companies achieve strategic goals and improve business performance by setting key performance indicators (KPIs) and targets. Because of this, companies in the industry need to subdivide their marketing strategies into different target markets to find a suitable marketing strategy for the company.
For many retailers like Troyland, the Balanced scorecard offers four benefits. First, the Balanced Scorecard can help retailers translate strategic goals into specific performance indicators and action plans to achieve better business performance. Second, the Balanced Scorecard assesses retailers in terms of customers, internal operations and learning and growth, ensuring that all aspects of the business are effectively managed and improved. Third, the balanced scorecard can promote collaboration and communication within the enterprise, so that various departments can better coordinate their work and achieve the overall business objectives. Finally, balanced scorecards can help retailers make more informed decisions in the rapidly changing market environment, so as to gain greater advantages in the competition (Tuan.T. T., 2020).
According to the overview and relevant statements of Troyland in recent years, such as financial statements, performance statements, market share statements and employee status statements, these data show that Troyland's business situation has declined seriously in recent years, with all internal indexes declining by nearly 30%. It can be seen from the statistics of Troyland in BSC as shown in Table 1. The financial objectives, customer objectives, internal business objectives and learning and growth objectives in the table are all unsatisfactory. This table is made according to Troyland's recent overview and related statements and simulates the company's business layout in terms of market strategy, human resources and marketing strategy. As shown in Table 1, Troyland is unclear about customer goals and internal business goals. This also led to a sharp decline in the fiscal position, which in 2021 was down nearly -286% from the previous year. The sales department and manager of the company should bear a lot of responsibility for this situation. At the same time, the company had a turnover rate of more than 10 percent from 15 employees.
Overall, the current state of Troyland is worrying. This paper analyzes three reasons leading to the decline of the company. First, customer goals that are consistent with the development of the company, such as increasing customer satisfaction and customer loyalty, are not set. Second, Troyland did not develop a new market plan and internal operating targets, which resulted in the company's London market share in 2021 declining for two consecutive years to 0.25% from 2.75% before 2019. Third, due to changes in the external environment, such as the global economy and the outbreak of COVID-19 in Europe, the consumer market weakened, and the company did not make timely response.
Table 1: Current State Balanced Scorecard for Troyland
Objective/Indicator	Target for 2021 	Actual by Last year 	Gap	Action Plan	Person in Charge	Progress Tracking
Financial Objective	-160,000 pounds after tax	86,000 pounds after tax	-286%	Optimize product portfolio	Sales departments	Regularly evaluate investment portfolio
Customer Objective	N/A	82%	N/A	Improve customer support services	Sales departments	Collect customer feedback regularly
Internal Process Objective	N/A	Employee error rate 6%	N/A	Implement more efficient production processes	Manager and Procurement and storage department	Regularly evaluate process improvement effectiveness
Learning and Growth Objective	100%	86%	-14%	Strengthen employee training program	Manager	Regularly evaluate training program effectiveness


According to the above problems, this paper puts forward the following suggestions and reformulates a new qualitative and quantitative performance balance scorecard as shown in Table 2. The table is re-established from financial perspective, customers perspective, internal business perspective, learning and growth Formulate Troyland's future market strategy and business layout from these four perspectives. This article has the following two suggestions from the financial perspective section. First, the market share of competitive products in Troyland should be maintained, and the sales of similar products should be increased on this basis to increase the sales revenue of similar products. That step is to stabilize the company's most loyal customers. Second, the company needs to improve its profitability and adopt the cost of goods sold (COGS) strategy. The company needs to reduce the costs incurred in the process of selling products or providing services, such as raw materials, direct labor and manufacturing expenses. The plan is to help Troyland generate more profit while selling. In the customers perspective section of this article, there are two suggestions for improving customer satisfaction and adding more new customers. The company consistently scores well on customer satisfaction, which is a huge advantage when it comes to maintaining existing customers. In addition, you need to add new customers to the original customers. The suggestion of this paper is to optimize the original products and create corresponding products for more groups of customers.
From the internal business perspective, the company needs to improve the operation efficiency. On the one hand, it can improve the ways of staff training, performance pay, etc., and on the other hand, it can improve the management personnel, such as developing more efficient delivery service. Shorten business processes and improve upstream and downstream coordination of the supply chain to save time. At the same time, Troyland needs to expand its reach to include large developed UK cities other than London as new markets. There are two reasons why Britain's large developed cities are chosen. First of all, the economy of London is developed, and people's wages are higher than those of other areas. Troyland's products are set by the middle and upper class people. Large, developed cities meet the same criteria as London, with a similar clientele. Second, having a chain store in the UK can increase the brand's popularity in the country and help develop more new customers.
In the learning and growth perspective, the company needs to help employees increase their working ability and raise their wages. On the one hand, enhancing the work efficiency of employees can ensure that employees finish their work on time and increase the quality of work. On the other hand, employees can get higher salary after their ability is enhanced, which will increase the sense of belonging to the company.

Table 2: Balanced Scorecard for Future Troyland Development
FINANCIAL PERSPECTIVE:	Objective	Performance measure
	Maintain and increase existing market share	Di
	Increase profitability	Cost of goods sold (COGS)
CUSTOMER PERSPECTIVE:	Objective	Performance measure
	Improve customer satisfaction	Customer retention rate
	Increase the proportion of new customers	Innovative products based on the original products
internal business perspective:	Objective	Performance measure
	Improve operational efficiency	On-time delivery
	Develop new markets 	Sale revenue from new market
learning & growth perspective:	Objective	Performance measure
	Enhance work ability	Training hours per employee
	Foster employee development	Employee salary increase




Business Process Reengineering in Troyland
Business Process Reengineering (BPR) refers to the management method of redesigning and reorganizing enterprise business processes to optimize and reshape business processes and improve enterprise efficiency and competitiveness (Abdolvand el at, 2008). BPR clearly analyzes and helps companies achieve their goals, which may include improving effectiveness and efficiency and reducing overhead costs. BPR provides guidance to enterprises in the following aspects:
Redesign each link in the business process of the enterprise.
Use new technologies to establish business processes in line with the social development of The Times.
Attempts to achieve strategic outcomes at the organizational level.
Troyland's business is mainly footwear products. The BPR of this enterprise needs to re-examine and redesign the relevant business processes of the upstream and downstream of the enterprise, including supply chain management, sales, production, logistics and other processes, to reduce costs, improve efficiency and enhance competitiveness. In the process of business process reengineering, Troyland needs to comprehensively consider all the links within the enterprise, analyze the bottlenecks of its business process, find out the solutions mainly centering on sales and expanding new markets, and optimize and reorganize the business process.
Supply chain management reorganization of related products. At present, the world economy is falling into recession under the influence of Russia-Ukraine war, US dollar credibility crisis, regional conflicts and epidemic, etc. Troyland's products need to be carefully selected from raw materials, manufacturers and suppliers, and some factors such as political instability in some developing countries may affect the company's product prices and supply chain delivery time. This will greatly increase operating costs and logistics costs. Troyland must choose countries or regions that have a good relationship with the UK or the EU as the source of stable raw material suppliers, and process products in countries close to the UK, to ensure the stable supply of products and cope with the changeable and complex situation in the world.
BPR is also required at the sales end, and the sales department cannot only target customers in London as its main sales target. It needs to expand its sales to areas other than London. In the past three years, some customers have come from continental Europe. It is necessary to maintain a good relationship with the existing European customers and improve the efficiency of online shopping and logistics, so as to increase the user experience of continental customers and let the customers on the other side know the development process of Troyland. At the same time, Troyland can open its branches in the capitals of major European countries such as Berlin, Paris, Milan and other famous cities, to let more European customers know and buy its products and improve its popularity.
Within the company, Troyland also needs to carry out BPR. Compared with the previous team of 15 people, the company should try to reduce the staff under the current operating state. No new employees will be recruited, the original 13 people will be maintained, and the work will be allocated reasonably. The goal is to reduce human resource costs and thus reduce the overall operating costs of the company.






Conclusion

This paper analyzes the operation of two companies (Porta Fabrication plc and Troyland Footwear) respectively from the perspective of performance management. Portal Fabrication plc, a manufacturing company, was evaluated from two major divisions of the company, M/S and Service. The evaluation direction includes economic benefits and management performance. The economic benefit is mainly measured by the use of return on investment (ROI) or residual income (RI) and economic value added (EVA), while the management performance measures the profitability of the project under the control of the department manager. To maximize shareholder value, total shareholder return (TSR) is used to measure a company's annual performance. TSR is calculated with respect to the ending share price, beginning share price and dividends. However, the limitation of TSR is that it cannot be applied to a single department or private company. ROI is a performance metric that can be used to compare the performance of different departments within a company. EVA is commonly used to evaluate departmental performance. EVA measures economic value added allocated to departmental profits, accounting adjustments, and cost of departmental assets. The report shows that the company has many specific problems in economic performance and management performance respectively.
Troyland Footwear is a small company mainly selling shoes and peripheral products, with customers mainly from the London area and major countries in continental Europe. According to Troyland's operation overview and related statements, the researchers analyzed the problems existing in the operation of the company from the perspectives of the company's growth crisis, quantitative and qualitative performance, and business process reorganization. According to relevant reports, the company's sales and profits are very good in 2018, 2019 and 2020. However, business and profits plunged in 2021. This paper analyzes the external and internal factors that the company faces in the growth crisis. In terms of quantitative and qualitative performance, this paper uses the balanced scorecard method to analyze the Financial Objective, Customer Objective, Internal Process Objective, Learning and Growth of Troyland's original four objectives Objective to analyze. It is analyzed from financial perspective, customer perspective, internal business perspective, learning and growth perspective. In terms of business process reengineering, the researchers analyzed the alignment of supply chains and production and marketing channels according to the products that the company relies on most. They suggested that the company continue to build its own branded products around the main business and expand the sales range and the number of stores. I hope this article can bring some contribution to the operation of the two companies.
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