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[bookmark: _Toc29575392]Executive Summary: 
Performance management has been defined as an “integrated process” where line managers and HR personnel engage with the employees to set the expectations, measurements and review the results from the completion of corporation goals and tasks.  The performance appraisal is a strategy that is used by managers to assess an employee’s performance on an annual basis, and the traditional approach consists of six key elements with a rating process where employees are rated on a scale of 1 (below average) to 5 (considerably above average).  Numerous factors can influence the need for changing how performance management is being handled, for example, the presence of a multigenerational employee mix within the workforce, along with the time constraints that can occur within the completion of the performance appraisals on employees, the final factor is the VUCA where management must take control and adapt the workplace environment as changes become a persistent development within the organisation.
There are two sides to the debate as to whether the current approach to performance management and its annual performance appraisal strategy needs to be changed, the first side agrees that certain influences such as the continuous development of technology is constantly being developed to assist with the process of performance appraisals and that change should be considered, but on the other hand many agree that the traditional approach is effective and that employees should continue to be evaluated annually.  The role of the human resource department regarding the performance appraisal was to complete the paperwork involved and ensure that line managers were implementing the steps that were required to complete the appraisal. An example of an organisation that has changed their approach to the performance appraisal is GE, who have developed a smartphone app where line managers can communicate with employees about their performance through attaching files and documents through the application.  Change can be seen as a positive experience within organisations it can also be considered as a negative experience, for example, employees may be hesitant to changes especially as they may feel as if a routine is being disrupted.
Performance management is a crucial operational and HR practice that is a target where managers are likely to criticise how the process is implemented as they may not be satisfied with the feedback provided for the current process.  The role of the human resource department regarding performance management is to support the process rather than to encourage it.  The development of technology is one of the main factors that will change how performance management is implemented within organisations both in the present and in the foreseeable future, as technology can eliminate personal bias and can improve the frequency of feedback received.  GE’s approach to redeveloping its performance management appraisal through a phone application is an example of how performance management is being adapted for organisations use in the future. 
To conclude, the redevelopment of the performance management and performance appraisal process will be both a positive and negative change within organisations as weekly check-in sessions will encourage employees to complete weekly set tasks to a higher standard and to complete future tasks to the same standard, but the negative change can cause employees to feel pressured and uncomfortable into the chosen route of how the organisation will redevelop its strategic approach, for example, long term members may have become accustomed to the traditional approach and may not feel comfortable adapting to the new performance management system.
[bookmark: _Toc29575393]Introduction:
An effective and efficient approach to performance management can be essential to the informal and formal processes of an organisation, as it can be used to encourage employees to perform confidently (McKinsey & Company, 2017). 
[bookmark: _Hlk29544449]There are various factors that are currently influencing the need for performance to be managed differently, factors such as the existence of a more multigenerational employee mix in the workplace, as well as the various time constraints involved in the completion of performance appraisals and the VUCA environment.  The multigenerational workforce have a significant influence on the need for the adaptation of performance management, for example, millennials are currently entering the workplace and have set their sights on strategies such as regular feedback sessions and the expectation of providing feedback for their supervisors to replace the current performance review, a reversal of the somewhat traditional feedback process.  Time constraints also provide a valid reason for the changing of performance management as it can be a lengthy paperwork process that can take up a lot of time, for both employees and line managers, which is time neither will have due to the busy workplace environment. An example of time constraints impacting performance management can be illustrated using the case of Adobe who had spent an equivalent of 80,000 hours on the paperwork process annually (Adobe , 2019).  The final factor that is influencing the change of performance management is the VUCA environment, as leadership and management challenges are changing,  managers and HR personnel must be familiar with the changes that will bring new challenges to management in an organisation. Since the core elements of the VUCA environment, namely Volatility, Uncertainty, Complexity, and Ambiguity have increased, it is the responsibility of an organisation to reconsider its approach to management to achieve positive results in differentiating circumstances (VUCA-World, 2019). 
[bookmark: _Toc29575394]Performance Management:
[bookmark: _Hlk29544495]Performance management has been defined by Hutchinson (2013), as an "integrated process in which managers engage with employees to set expectations, measure and review the results", however, a report that was published by the CIPD (2016), explained that there is "no definitive definition" of performance management. Both of these definitions have been provided by professionals who are recognised for their work by the CIPD.  The purpose of performance management especially in regard to human resources is to assist in achieving the highest performance potential for both employees and organisations. In conjunction with this, Forbes (2018), has stated that the main purpose of performance management is to “improve the quality of work, productivity, and other business outcomes". Therefore, there are numerous definitions of performance management and organisations have different viewpoints of the purpose of performance management which can be based entirely on the field the organisation specialises within.
The measurement of performance management is an issue that needs to be continuously adapted, as the way employees perform within the workplace is constantly changing. According to a report published by Cappelli & Tavis (2016), the authors have argued that the current changes to performance management are due to changing strategic priorities, an example of this is in advanced economies, where there is less requirement for individual accountability but there is a constant requirement for continuous personal development, but there is also a greater requirement for teamwork rather than the performance of an individual.
An example of an organisation that is currently redesigning its approach to performance management is Deloitte, who’s new approach will not include annual employee reviews, 360-degree feedback tools, and any cascading objectives. Both managers and HR professionals within Deloitte identified the same problem with the performance management system at the company and as a result began to question the reliability of the current approach to performance management, which included the annual reviews of employees. The main goal that Deloitte has identified to resolve the problem is to invent a system that would recognise varying degrees of performance and to improve performance management for the organisation in the future.  The solution that was developed by Deloitte to solve the problem was to develop a different strategic approach to the decisions made from the current day to day performance management process, and it is a requirement that managers and hr professionals keep the system on course through introducing weekly check-in sessions with employees (Harvard Business Review, 2015). The concept of encouraging line managers to agree to the weekly check-in sessions as a strategy to replace the traditional approach can be challenging as it may seem those weekly check-in sessions may be more timeconsuming, especially if the organisation has a large number of employees, but the concept of introducing weekly targets as part of the process will improve an employee's motivation towards the task at hand and overall organisational performance. 
[bookmark: _Toc29575395]What is a performance appraisal?
[bookmark: _Hlk29544605] A performance appraisal has been defined by the CIPD (2018), as a process perceived by managers of an organisation assessing their employee's performance on an annual basis. The main responsibility of an organisations human resources department is to design and ensure that the implementation of a performance management process such as performance appraisals is a smooth process.  A standard employee appraisal is a performance review that is conducted by management or hr professionals on an annual basis and consists of various sections that are assessed by management and employees to provide an honest insight into how the employee has performed over the last year. Employees can be reviewed through a variety of different strategies such as, on a scale of 1-5 or being scored based on a traffic light system. At present,  the appraisal system that we utilise within the company consists of six specific elements that are known as:
•   Meeting deadlines and commitments
•   Team Working
•   Enhancing capability
•   Product and technical knowledge
•   Energy, determination and work rate
•   Flexibility and adaptability
This appraisal system is implemented together with a traditional five-category rating level, where management personnel will rate employees on a scale of 1 (well below standard) to 5 (above standard) (PWC UK, 2016).
[bookmark: _Hlk29554804]A performance appraisal can be completed through a face-to-face conversation between managers, HR personnel and employees, it can also involve assessments against a performance target for an individual. There are various main objectives for a performance appraisal which include providing feedback regarding an employee’s performance and to identify any weaknesses and strengths of an employee, but these objectives are also considered to be an advantage for managers, as evaluating an employees performance can determine the individuals efficiency once its targets have been met, which can, in turn, motivate employees  to improve their performance in the future (Management Study Guide, 2019).  The role of human resources regarding performance appraisals will be reevaluated as seen in the case of Adobe, where prior to stepping away from the traditional performance appraisal approach the hr role was to manage the paperwork process and to ensure that line managers were taking the steps required to completing the process, but since reevaluating their approach the role of HR in Adobe are focused on equipping managers and employees to have constructive weekly conversations (Adobe , 2019). 
[bookmark: _Hlk29551814]The traditional performance appraisal was firstly introduced in 1970, and since then the way in which employees work has changed drastically and therefore the performance appraisal will need to be rethought as organisations continue to develop. According to a survey produced by CIPD B (2016), it was revealed that 62% of HR leaders and 61% of non-HR leaders had agreed that performance appraisals are considered a “relevant practice” within their organisations. However, Deloitte (2017) published a report that found that the annual performance appraisals are no longer considered as effective in the workplace, where 82% of organisations believe that performance evaluations are no longer worth the time and 45% believe that performance evaluations and appraisals no longer motivate nor encourage employees to develop and improve their performance. Regarding the general debate as to whether the current approach to performance appraisals needs to adapt, there are most definitely two sides to the debate, the first agreeing that as certain factors such as technology are being developed to assist with the process and therefore the process should indeed adapt and be changed, many also agree that the current process is effective and employees should continue being evaluated on an annual basis. 
[bookmark: _Hlk29555788]An alternative approach to entirely removing the annual performance appraisal process is through the development of technological-based applications that are used to simplify and assist with the appraisal process. This strategy is currently being used by managers in organsations such as GE, where there is a daily challenge to ensure that employees can collaborate and that quick and effective decisions can be made on behalf of the business (GE Digital, 2020). A smartphone application was created by the IT team of GE to support the organisations new approach to improving their performance management process, this application can accept text inputs from managers and employees, include attached files and documents and can facilitate frequent conversations held between employees and managers (Harvard Business Review , 2015 B). This approach will provide a more in-depth and richer set of data regarding the employee's annual contributions and how it has had an impact on their performance throughout the year, but it will also encourage agility and flexibility in regard to receiving feedback. This method can provide numerous benefits for professionals such as decreasing the amount of time it can take to complete the appraisal and can eliminate potential biases, but it can also include many disadvantages, especially if line managers are not confident with using application systems and have grown accustomed to using the traditional approach. General Electric had introduced the appraisal mobile application after 30,000 of its employees had tried rating free reviews and had found that this type of review had improved employee motivation within the company, and this had resulted in GE scrapping its five-point appraisal system.  
As well as looking at the reasons to change, we must also carefully consider how if the changes are not implemented correctly the new performance appraisal system will not be successful. Therefore, it is vital to consider the importance of managing change.
[bookmark: _Toc29575396]Change Management: 
[bookmark: _Hlk29556060]Change management has been defined by Elearn Limited (2005) as the“ attempt to control or influence the change that is going to happen to an organisation”, where change is unavoidable and an issue that constantly requires attention within modern organisations (Taylor & Woodhams, 2016) .  An organisation can seek to change in a variety of ways, for example through its strategies, missions, performance and its values and beliefs. Even though change is a positive strategy in organisations, it can also cause employees to resist change as change can be unsettling and employees may feel as if a routine is being disrupted. 
[bookmark: _Toc29575397]What is the Difference between Performance Management and Performance Appraisal:
There is a distinctive difference between both performance management and performance appraisal. A Performance appraisal tends to solely focus on the individual, whereas performance management focuses on the individual along with the strategic goals of an organisation (AIHR Digital, 2017).
[bookmark: _Toc29575398]Performance Management and Employee Engagement: 
Ensuring that employees are engaged within their roles is an important factor in ensuring that an organisation performs its best. If employees are unengaged and unmotivated it will lead to the non-completion of corporate goals and tasks that were assigned. Motivation is a key element in ensuring that employees are engaged at the task in hand, and according to a report that was developed by Gallup, 2 in every 10 employees had agreed that their performance was being managed in a way that encouraged motivation to improve for the future (Forbes , 2018).  Employees that are motivated are known to be more efficient workers, the tasks are completed in greater detail and on time, with a commitment to complete future goals to the same standard.  According to Burton (2013), the relationship between motivation and employee engagement has been described as a two-way street where once one is improved the other can then be improved at a later time. Engagement is known as being split into two ways where the organisations must work with the employee to ensure they are engaged at the task, who later, in turn, can choose their level of engagement to present to the employer (MacLeod & Clarke, 2014). Mone & London (2018), have argued that organisations redesigning the performance management process to include employee engagement will notice an increase in employee motivation and a higher level in organisational performance. 
[bookmark: _Toc29575399]HR and Performance Management
[bookmark: _Hlk29556732][bookmark: _Hlk29556953]Performance management is known as a key operational and human resource practice that can be an easy target for managers to criticise who may not be satisfied with the current process or that the feedback that has been provided from the current process may be considered to be inaccurate (Engage For Success, 2018).  It was also considered that performance management was the sole responsibility of line managers and organisational managers and was reviewed and guided by human resource professionals, but it can differentiate with organisations as performance management can be seen as both a management and a HR policy (Armstrong & Baron, 2005, p. 17). The human resource department of an organisation has an important role in ensuring the success of the performance management process that is deemed suitable for the organisation. According to Armstrong (2006), the role of HR specialists concerning performance management is to support the current process of the organisation rather than to encourage it. 
[bookmark: _Toc29575400]The Future of Performance Management:
[bookmark: _Hlk29557051]The continuous development of technology is a factor that will reinvent the process of performance management both currently and in the foreseeable future. Technology can especially be of use with improving feedback as it can assist with eliminating personal bias and improving the frequency of feedback (Deloitte A, 2019).  The approach of organisations such as GE’s investment into alternative means of performance management such as programming management applications is an example of how performance management is being adapted for use in the future.  There are a majority of factors that will have an impact on how performance management is portrayed in the future, for example, goals and objectives given to employees must be specific, measurable, achievable, relevant and timely, and that the performance management process should be a continuous process where managers constantly provide feedback to employees on their performance (Engage For Success B, 2015). 
[bookmark: _Toc29575401]Conclusion: 
[bookmark: _Hlk29558113]To Conclude, the redevelopment of performance management and performance appraisals can be both beneficial and non-beneficial to organisations as strategies such as weekly check-in session will improve an employee's motivation to complete the tasks within limited time, but if the introduction of a technologically based application was to be considered, long term members may feel pressured and uncomfortable to the change due to the familiarity of the traditional approach. 
[bookmark: _Toc29575402]Recommendations:
The changes proposed by redeveloping the performance management approach within HR is to move from the traditional annual performance appraisal approach to consider a more modern technological system through the development of a mobile application. It must be considered that it is possible that the implementation of this system could have a negative effect on employees, such as employee resistance. For example, employee resistance could stem from a situation where employees may perceive the new system to be a threat to personal status within the organisation and economic fears due to the relationship between performance management and the achievement of targets that are tied to the gaining of monetary bonuses obtained due to performance management.  The possible outcomes that would be perceived by this new implementation would be an improvement in employee engagement and an employee’s motivation to perform tasks and goals to the highest standard possible.
A further recommendation would be the implementation of weekly check-in sessions, where the aim is to improve employee engagement, however, it can also be used as part of the performance management process to provide a new variety of challenges and tasks for employees, encourage engagement with the employees and encourage their involvement within the performance appraisal process. The strategies that will be used to implement the mobile application and weekly check-in sessions will include, ensuring that employees are communicated to with information about their progress and development,  the employees are involved with the changes that will be implemented within the new system and that training will be available should an employee advance within one goal but underperform within another.  The possible outcomes for the weekly check-in sessions will introduce a regular feedback session for employees, where it is possible to detect any weaknesses at the earliest convenience as well as increasing employee engagement.
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