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DEVELOPMENT NEEDS AND EXPECTETIONS IN SHAKE SHACK.





Abstract:
The labour market instability has significantly increased in last decades. Various economical and political factors have dramatically impacted the organizations’ performance (Darcillon, 2013). Therefore, organizations need to change their workplace culture to adapt to the current and future uncertainty by implementing specific methods and techniques which can add significant benefits on both employees and companies’ performance (Chmiel, 2008).  For instance, the use of effective training and development management and the application of Performance appraisal vehicles at workplace can play key roles to improve employees and organizations overall performance (Chmiel, 2008).
This report discusses the different types of performance appraisal techniques and their importance in the development of workers and organizations. Yet more, it identifies the impact of the use of these tools on Shake Shack overall performance and recommend the implementation of more methods to empower and motivate its employee, consequently, improving productivity and profitability of Shake Shack.  
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Introduction: 
 British companies have been facing and dealing with a lot of challenges in the recent years (Jenkins, 2021). Factors such as communication barriers, managing workflow, and supply chain crisis have negatively impacted the organizations productivity (Jenkins, 2021). Also, the current UK labour market is characterized by growing numbers of short-term contracts, lack of experienced employees, and ageing workforce. Therefore, it is paramount that organizations find the outstanding strategic tools and techniques to attract skilled workers and to remain competitive and productive in such volatile environment. 
According to McDowall and Fletcher (2004) stated in Chmiel (2008), companies need to concentrate on staff training and development strategies as employees prefer to learn and improve rather than get bonuses and rewards. Appraisal or review Processes is one of the major approach used to improve employees performance. This tool refers to the formal rating and evaluation of employees’ performance. implementing the performance appraisal methods is paramount for organizations long term success. Since these vehicles help organizations determine the skills and capabilities that staff need to excel, employees’ development impact directly the companies’ profitability and productivity (Chmiel, 2008). Also, the same author argues that investing in human assets will contribute not only to continuous success of the organizations but also workers’ flexibility towards future professional challenges.
Similarly, Shake Shack human resource management has been implementing several appraisal tools to continuously enhance employees’ performance. the company main development strategy consists of implementing and shifting between few popular techniques such as 360/540-degree feedback, Management by objectives (MBO), personal development plans (PDPs), and Individual Pay Related Performance (PRP). Since starting using few of these tools, Shake Shack has noticed a significant increase in its employees’ motivation, consequently increase of sales and productivity. Yet more, implementing a recommended PDP and PRP methods can help both employees and the company to achieve their individual and organization long-term goals. 
Literature review: 
Various theories insist that appraisal techniques have essential role in developing employees’ expertise. According to Idowu (2017), organizations can achieve outstanding results if they use appraisal techniques to motivate the employees. He adds that implementing those tools enhance employees’ job satisfaction and determine the skills they need to improve in order to take advantages of opportunities when they arise. Simirarly, Chmiel (2008) suggests that assessment systems can be used for different goals such as improving performance, making rewards decisions, increasing workers’ motivation, developing assistants, and recording evidence for disciplinary actions.
The employee performance appraisal process is crucial for organizations to boost employee productivity and improve their outcomes (Dagar, 2014). The author emphasizes that Performance management is essential not only because it is the determining factor in an employee’s wage rise and promotion but also it can accurately evaluate employees’ skills, strengths, and shortcomings. More theories claim that regular evaluation is vital for organization to define the productivity of the workforce and ineffective staff assessment will lead to disastrous results. For example, Kuzul and Lyem (2016) indicate that the purpose of performance management is to achieve business strategy, support cultural change, foster individual development, enhance team effectiveness, and identify training and selection requirements (p 176). 
Discussion: 
 To have great insight about the effectiveness of Shake Shack appraisal systems, it is required to analyse and evaluate every technique that the company is using for its workers’ evaluation:
· 360-degree feedback:
[image: ]A 360-degree feedback is a common tool used to accurately assess employees’ performance within an organization by taking account to different perspectives from key stakeholders (Kuzul and Lyem, 2016). Figure 1: source: Measuring Employee Performance with 360 Degree Feedback: How To Do It and What To Avoid | Bernard Marr

 In Shake Shack, managers, subordinates, and colleagues get emails which include questionnaire forms to assess the individual’ overall work. These forms usually consist of number of statements which need to be scaled 1 to 5 or poor/excellent. In fact, the ratee (employee in question) needs to fill in the questionnaire too. More importantly, the entire process is supervised by the human resource manager who ensures that all the following aspects are respected when filling up the forms:
· the questions are short, clear, and relevant to the person's job.
· the respondents are credible to the person being appraised.
· It is clearly stated who has the access to the feedback report and for what purpose.
Shake Shack uses this appraisal approach for different purposes: 
· Increase of self-awareness: when workers receive their feedback, they become more aware about their performance and get full picture of the training needed.
· Determine strengths and weaknesses: both employees and organizations can benefit from revealing the workers’ strengths and weaknesses. Sometimes people are unaware of certain skills, yet when they uncover them with constructive manner, they can positively impact their work. 
· Build confidence: By giving positive feedback, employees usually feel more confident. This can help boosting their moral and feel satisfied to work for Shaske Shack. Hence, the company’s profitability and reputation will develop.

· 540-degree feedback: 
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Description automatically generated]This tool is considered as an upgrade or extension of 360-degree feedback method. Not only it involves internal stakeholders (supervisors, colleagues, and subordinates), but also external ones such as customers, suppliers, and vendors. Simply, the employee receives feedback from all individuals s/he has interacted with when fulfilling the job.Figure 2: source: 540 Degree Feedback Meaning, Importance & Example | MBA Skool.

Shake Shack implement this approach for various reasons. For instance, the organization can identify problems and issue which can not be determined by 360-degree feedback approach or any other appraisal techniques. In addition, one of the company’s priorities is keeping the customers happy.  So, having effective feedback through this technique helps analysing information which can develop the customer relationship management of Shake Shack and consequently increasing the company competitive advantage which can lead to higher profits.
Since 540-degree feedback is believed to be an extension of 340 degree, the tools have similar benefits. Yet more, Shake Shack has more advantages of using this technique. For example, this process boosts the transparency when workers get constructive feedback. This openness can push teams to be more productive and work in healthy environment. Also, engaging managers and employees by getting their feedback make them feel that the company value their opinion and hear their voice. This helps Shake Shack retaining and attracting skilled and talented workforce.
· Management by objectives (MBO):
 Used for the first time by Peter Drucker in 1954, this approach requires managers and employees work together to set and monitor specific goals for a period of time (Dumbu, 1998). The same author argues that these organizational goals are set by passing the plans and objectives from top managers to supervisors and their assistants by involving three main phases:
i. Setting the objectives: overall vision and long-term goals of the organization are identified.
ii. Plan to achieve goals: creating a specific plan to direct the managers and employees to achieve those targets.
iii. Performance assessment: getting feedback about the current and pre-set objectives.
 Shake Shack should consider adding this technique in their training and development management as various theorist claim that this tool has various advantages. For instance, Dumbu (1998) argues that using MBO can improve employee motivation and commitment and increase the odds of effective communication between management and employees. He also adds that by encouraging the employees of setting their own work goals, they can improve their confidence, consequently, the organization can accomplish its long-term vision. Similarly, Ntanos and Boulouta (2012) insist that the main benefit of this technique is to prevent companies from setting unclear and ambiguous objectives. Yet more, they highlight other benefits as follows: 
· Developing the workers’ effectiveness in a way that lower position employees have significant support from their supervisors.
· Setting goals timeframe allows the periodical review of the long-term objectives.
· Setting costs and budget facilitate the organization financial analysis. 
· Improving employee’s evaluation for performance appraisal.
· Allowing the adjustments of the objectives to match to the organizations current and future demands.
Although this method can improve Shake Shack performance, the company must avoid the misuse of this approach. Few Autocratic managers can take control of the situation and put high pressure on employees to achieve goals and targets without taking in consideration the coordination and the collaboration is the main purpose of MBO technique (Ntanos and Boulouta, 2012). This can lead to lack of work ethic and decrease the employees’ motivation and confidence. Accordingly, the company’s reputation and success will be exposed to serious consequences.
· Personal development Plan: 
According to Bashir (2013), personal development plan is a structured roadmap that assist individuals to achieve success in their personal or professional life by continuously improving skills, knowledge, and experience. This lifelong process is important for individuals and organizations. When employees making the best of their abilities, they can improve their motivation and confidence, consequently increasing the odds to boost the companies’ performance. 
PDP process is all about creating long-term goals and identifying the proper ways to achieve them. However, this can not be done unless individuals examine and evaluate the current situation. SWOT and Personal skills audit are the most useful frameworks in this regard. Therefore, it is necessary to understand the importance of these tools:
SWOT: this technique stands for Strengths, Weaknesses, Opportunities, and Threats. Known also as “situational analysis”, this framework help employees determine existing core abilities and limitations and identify current and future potential (Putter, 2021). This can help them engaging in constructive self-analysis and form personal improvement goals.
Personal skills audit:  Similar to SWOT analysis, the aim of skills audit technique is to help workers establish their core capabilities and identify the skills and knowledge needed to align with the organization goals. in fact, companies consider using this technique to evaluate the employees training needs and to appraise their work performance (Bashir, 2013). 
Shake Shack need to encourage its employees to use PDP for permanent professional development. This approach can help Shake Shack to remain ahead of their competitors and continuously boost productivity and profitability.
Nevertheless, the PDP should have SMART objectives in the areas which need to be improved as failure to meet those goals can lead to significant demotivation and confusion at workplace. It is important to give a simple definition of SMART goals before going in details with an example of PDP that Shake Shack may use:
 The word “SMART” refers to:
· Specific: clear and easy to understand.
· Measurable: easy to quantify in numbers or in specific desired results.
· Achievable: steps should push the employee to grow in the specific area but should not be so far reaching that they become defeated instead.
· Relevant:  make sure that the step will truly help the employee develop in the specific area.
· Time Bound: everything should have a deadline.
 The following PDP shall be considered by Shake Shack management to achieve the best outcomes and to help carrying out all the operations at workplace effectively:


	Development objectives
	Priority
	Activities/actions to be taken
	Timescale
	Criteria for success

	Communication
	High
	Taking communication classes, enhance interaction with others.
	3 months
	Improvement in body language, More clarity and concision between employees.

	Time management
	High
	Set clear goals, prioritise wisely, set time limits.
	2 months
	Meeting all services schedules, improvement of daily tasks goals. 

	Decision making
	High
	Talk to expert, avoid involving biasness, get other perspectives. 
	3 months.
	Right people take the decision, costs saving, ease of flexibility.

	Food safety
	High 
	Taking appropriate waste management course, learn about measures needed in place to control pests.
	1 month
	Regular cleaning, increase of allergy risks, proactive approach to maintenance. 

	Customer relationship management
	Medium
	Create effective CRM systems to understand and support the customers.
	4 months
	Customer satisfaction improved, high volume of new customer loyalty.

	Use of technology
	Medium
	Enrol in IT course, more practice on the company information systems.
	3 months.
	Effective information management, excellent computer skills.



Although creating good, well thought out personal development plan will help Shake Shack employees feel engaged in their job and improve organization’s performance, human resource management needs to motivate workers constantly. Also, they need to ensure that the development objectives are not rushed at the end of the year in order to get the rewards and bonuses. This can prevent employees from personal improvement and growth which will directly impact the company’s overall goals and success. 
· Individual Pay Related Performance (PRP):
This approach refers to giving individuals rewards and bonuses according to their productivity and goals achievements (Suff et al,. 2007). The same authors highlight that linking pay to employees’ performance tool has become widely considered by worldwide organizations since it was firstly introduced in 1980 hoping that giving rewards and bonuses can boost the workers motivation and retention. As a matter of fact, the use of this approach can be essential for Shake Shack as various benefits have been identified when applying this appraisal vehicle. For instance:
i. It can increase the workers’ productivity since they want to achieve the best pay increase.
ii. It can enhance the work ethic.
iii. It can lower cost and make the company more profitable.
iv. It can develop teamworking as workers are eager to reach the organizational objectives.
PRP tool cannot be applicable and organizations will not benefit for its use unless certain steps are established: 
· Smart individuals and organizational objectives are set.
· Track progress constantly.
· Give support to workers who struggle with reaching their goals.
· Communicate the achievements and recognise the success.
· Evaluate the current and predetermined objectives to give the reward.

    Conclusion:
Evaluating the employee behaviours at workplace had become crucial for organizations to achieve their objectives and build solid competitive advantages in a changeable environment. Setting performance standards facilitate the review of employee’s overall contribution within the organization in effort to improve their performance and to make key decisions including further training, bonuses, promotions, or even firing. Different organizations conduct various appraisal techniques, yet Shake Shack have used modern methods to engage, motivate and reward its employees. improving employees’ moral, motivations and retention are among the benefits that the company can make good use of to clear expectations and have great insights about future needs and demands. [footnoteRef:1] [1:  ] 
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