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Abstract.
In today’s volatile and highly competitive business world, employees are responsible for managing organisations’ resources, creating value, ensuring their sustainability and competitiveness. There is no doubt however that for that reason, employees are considered to be the most valuable asset of any organisation hence the need for their effective management particularly ensuring they perform at the highest level possible.  Employee performance (effectiveness) and full engagement is therefore fundamental in any organisation’s success and achieving of its aims and objectives. That’s why its paramount that management pays due attention to availability of necessary resources at their disposal, their motivation, training and development, skills sets, support, jobs design, communication and feedback. Keeping it in mind that there is no definite definition for employee engagement, all attempts made to define it point at work passion, sum of discretionary effort showed by workers at their posts plus emotional, intellectual and physical commitment to the firm. In last 2 decades employee engagement and involvement have become very popular research topics and organizational practices and their lack of definite definitions is testimony to their virginity and need for more experimentation and study.
Introduction.
SianCo. is a long-established, traditional and family run Retail organization employing approximately 2000 people at 10 multiple sites. To ‘effectively’ manage their operations, management has for decades been using an autocratic style of management however, after attending a conference entitled ‘There’s more to Performance Management than appraising your employees’ the CEO is convinced company has to undergo management changes particularly embracing ‘Performance management practices and concepts’ in order to become competitive (uwtsd, 2022). 
This report therefore endeavors to address the CEO’s concerns, by advising the company on a new management performance approach which is aligned to their goals, aims and objectives. It addresses what performance management entails; definitions, benefits, comparisons between old and new management styles, models, concepts and practices which may hinder or enhance the organisation’s success.
It further addresses organizational and employee concerns like staffing, health and safety, motivation, organizational culture, management styles, rewards, communication, work life balance, workloads, training and development and job security which directly or indirectly influence organisation’s productivity.
The report concludes with a set of recommendations for SianCo management and CEO in particular which include suggestion of employee engagement and involvement model, practices and concepts they can employee to enhance employee commitment, retention, and belongingness, all of which more often aid company competitiveness, sustainability, and productivity. 
Performance management 
(CIPD, 2022) asserts that there is no definite definition for performance management but it describes activities which:
· Establish goals through which teams and individuals can see their role in the organisation’s strategy and mission.
· Enhance performance among teams, employees, and, eventually, organisations.
· Hold employee to account for their performance by relating it to career progression, reward, termination of contracts and career progression.
Many successful organisations that have adapted HRM Contemporary practices and performance management systems in particular, rely on both informal and formal methods to execute them. They incorporate planning (defining and reviewing goals), interrelating means of attaining the goals to business plans, and setting benchmarks for the success. They are usually deliberated upon formally and informally between employees and line managers (appraisals and reviews) ( Bailey, et al., 2015). The performance management process owned and driven by line managers, is designed to improve teams, individual, and organisational performance. 
In the last decade, thousands of articles and reports have been produced by researchers and scholars stressing the importance of ‘Human Capital’. Managers, executives and employee surveys are all in agreement about finding the right people and developing them as a top priority if corporate goals are to be successfully achieved. However, despite all the evidence, many organisations’ structures do not reflect significancy of human capital (Lawler, 2008). 
Performance management is a vital process through which corporate goals like high competitiveness, and productivity are achieved which makes it a key pillar in organisations’ effectiveness and survival, hence the need to pay due attention to it (Cardy, 2004). It is paramount that it becomes a corporate strategic priority for management (managers) which at the moment almost half of employees feel organizational processes responsible for performance management are not doing enough to support them and rank lowest in employee satisfaction surveys (Lawler, 2008) (Pulakos, 2009).
Effective communication is another a key ingredient of performance management which enables corporate goals, and specific accomplishments to be communicated to employees and vice versa (reviews and appraisals). It helps in supervisors guiding employees, smoothening of processes, enhancing mentoring, coaching, development and training, and conflict resolution.
The global competitive business environment and challenges organisations are facing have highlighted the significancy of performance management systems hence the strategic reversal, search for better performance ways and adaption of contemporary employee performance practices. Employee engagement is believed by many researchers and scholars to be the immediate most effective solution to enhancing increased performance and productivity.
For performance management to be fully appreciated it is important that all organisational mechanisms; design, policies and practices coordinate, a strategic HRM integrative approach bringing together all HR activities to drive corporate goals, aims and objectives (Saks & Gruman, 2011).
If not carefully implemented, contemporary performance management implementation (practices) can result into side effects like higher employee turn-over. Poor performing employees who miss out on rewards and appreciation (recognition) might feel left out hence quitting and their replacement process (selection and recruitment) is quite expensive.
AMO Performance model.
The AMO performance theory’s ability to explain complex relationship between employee management and performance outcome make it very useful and popular to HR practioners. It asserts that the total sum of employee’s ability (A), motivation (M) and opportunities (O) can express an individual’s performance (P) hence formular (AMO=P) (Kellner, et al., 2019). 
The theory and its advocates argue and propose that; Ability, Motivation and Opportunity, are the three key ingredients organisations need to effectively achieve their corporate goals. 
[image: ]
Ability: 
The model advocates for relevant and adequate knowledge and skillset for employees to achieve corporate goals which can be done through a systematic ‘skills and knowledge’ oriented human capital selection and recruitment process. It also stresses the need for continuous training and development (coaching and mentoring) programs for employees at all levels.
Motivation: 
The model suggests that for organisations to be competitive and to unsure;
1.  High productivity management should guarantee employees’ motivation. 
2. It proposes organisations put in place performance-based pay and rewards systems, job flexibility (working hours and shifts), recognition, and improve job design to appeal to employees. 
3. Regularly carry out performance reviews, guarantee career development, employment security, and work life balance. 
Opportunity: 
The model also advocates for organisations to relinquish and provide sufficient power, information, knowledge and tools (resources) to empower employees in order to be able to perform at the highest level. It is paramount that employees are given opportunities to develop, based on specific roles and responsibilities and play a role in achieving organisation’s goals.
Balanced scorecard. 
In order for management to establish the true state of their performance and being able to design better strategic options, ensure sustainability and competitiveness, a number of tools are at their disposal and these may include the Balanced Scorecard.  
The Harvard business review asserts that “Senior executives understand that their organization’s measurement system strongly affects the behavior of managers and employees” (Kaplan & Norton, 1992). They suggest a performance measuring system, “balanced scorecard (BSC)”, initiated by Robert Kaplan and David Norton in 1992 as a vital data collection-based business strategic performance tool to detect, rally and control business’ numerous functions and subsequent external consequences (Tarver, et al., 2022). It’s ability to collect, measure and avail information to companies regarding learning and growth (intellectual capital), customers (satisfaction), business processes and finance (sales, income and expenditure) in a single report to enhance service, quality and financial performance makes it a very versatile tool. 
The BSC is a very useful tool or module to adapt by companies which wish to enhance their performance and guarantee a competitive advantage. Its ability to give feedback in four most vital areas of the company: Finance, Customer, Learning and growth and Business processes makes it a key pillar in ensuring sustainability and competitive advantage. Despite its popularity and success regarding execution and performance, the BSC does not provide options (recommendations) of rectifying policies and strategic discrepancies hence need for a more benevolent strategy. It takes time to be fully adapted, needs dedication particularly from management, investment in data base and cannot be used in isolation.
Sample of Balanced Business Scorecard.
[image: ]
 (Kaplan & Norton, 1992)

Training and Development.
Many organisations mistakenly try to motivate workers to perform better by designing performance management interventions (DeNisi, et al., 2008), whereas the actual problem has got to do with their inability to perform which can only be rectified through training and continuous development (Saks & Gruman, 2011).  Kahn, (1990) suggests that training is vital in providing employees with resources (knowledge and skills) that will facilitate their total engagement in their roles, and minimizing their anxiety through acquired confidence. 
Training and development are fundamental pillars of companies which seek continual improvement and growth with the sole purpose of bridging the skills, competency and performance gaps. This can be achieved through equipping employees with technical skills, knowledge and adapting a corporate culture geared towards enhancing effectiveness and higher productivity (Thanos & Anna, 2008). 
The volatile business environments organisations operate in today, rapid technological advancement, and industry competition have greatly increased need for them to adapt HRM concepts and practices (training and development) in order to ensure survival, sustainability and competitiveness. Though training and development are interrelated, its vital to note the vast gap in their scope in terms of composition, implementation, as well as long- and short-term benefits.  
Training is all about learning predetermined competencies (hard skills) through knowledge transfer and practice in order to effectively carry out certain tasks (Sariawanto, et al., 2021). A restaurant new employee for example, needs to learn coffee and glass washer machines usage, core competence in the trade in order to do his job. Such training may be delivered through on-the-job training, formal courses, action learning, coaching, mentoring, and e-learning. 
Employee development however, focuses on more exhaustive and complex competencies through a series of training programs in order to take existing competencies; experience, confidence, knowledge and talents to higher level.
Coaching and mentoring
For organisations aiming to achieve a competitive advantage and high productivity, Schaufeli & Salanova, (2007) recommends strategically planned coaching and mentoring practices done on a continuous basis as a tool for instilling confidence, highlighting potential difficulties, offer emotional support, facilitate planning and advice to employees.
Psychological contracts
Human capital (employees) normally have overt and covert expectations which they expect from their employers and such expectations are the root of the ‘psychological contract’ which encompasses reciprocal obligations between the two parties (Rousseau, 1990). 
People (employees) usually enter into ‘psychological contracts’ which kahn, (1990) categorises into; Clear benefits (Psychological meaningfulness), Protective guarantees (psychological safety) and those they believe they have the resources to honor (psychological availability) (Kahn, 1990). Research shows that the fulfillment of such contracts has a direct relationship with both task and non-task performance which eventually leads to better engagement (Turnley, et al., 2003) which consequently leads to higher motivation and productivity.
Social exchange theory (SET).
The social exchange theory states that commitments and obligations are initiated through a succession of interactions among parties in a state of reciprocal interdependence. The relationship is expected to evolve over time into mutual commitments, trust and loyalty so long as the parties involved stick to rules of exchange. The exchange which normally involve repayments and reciprocal rules (Cropanzano & Mitchell, 2005). The exchange or interaction which normally involves repayments and reciprocity rules as noted above, expects a reaction or response from an action of the other party. The SET theory is usually illustrated in incidents where organisations which facilitate employees (economically and socio-emotionally) usually get a response from employees through feeling of an obligation to repay the organization through higher levels of commitment (engagement) (Saks, 2006). It is through higher levels of commitment that higher production is achieved. 
Despite its usefulness, the SET theory however, ignores individuality or personality and assumes everyone is going to respond in uniformity. Many employees according to Maslow’s theory tend to be driven (motivated) by highly personalized needs depending on their level; psychological, safety, belonging esteem and self-actualisation (Aruma & Hanachor, 2017).
Performance appraisal (Reviews).
The appraisal process may be defined as “A dynamic process that requires a rater to observe and record the performance of others, to pose evaluative judgements as to the quality of that performance, to provide feedback to the individuals evaluated, and finally to outline the development opportunity to those same ratees.” (Brown, et al., 2020) pp455. On the other hand, the Advisory, Conciliation and Arbitration Service (ACAS) defines it as a systematic 2-way management evaluation process which aims to provide feedback to employees regarding their performance (Gov.org, 2022). 
Uwtsd, (2022) describes performance appraisals as a periodical management evaluation tool and process characterized by measurement, feedback, positive reinforcement, exchange of views and agreement (uwtsd, 2022) which varies from one organization to another. Many traditional organisations prefer the ‘evaluative backward looking hard’ approach which concentrates on past predetermined performance criteria (top down), judgmental and reward oriented. The ‘developmental soft’ approach however, concentrates more on communication of gaps in performance, clarifying job targets, training and development on a continuous basis.
Armstrong, (2022) describes performance appraisals as very useful motivational tool, grounded in theories of goal setting, which improves identification and commitment to corporate goals, offering timely employee performance feedback, and recognition. PA’s key benefits also include identification of employees’ necessary training and development needs to bridge skills and performance gaps, offering of counselling to struggling employees and an opportunity for them to air their expectations and grievances.  
When applied objectively, PAs are a vital managerial decision-making tool (policies; rewards, training, and recruitment) which is priceless in bridging the gap between management and employees. It is a dependable communication channel particularly for task targets, and organisation’s goals, and objectives, which play a key role in enhancing employee involvement, engagement and higher productivity.
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(uwtsd, 2022).
Different forms of appraisals have been developed over time but the most common used by organisations may include; Upward and Downward (subordinates and line managers), Peers, Self-appraisals, Customer and Multilevel or 360-degree appraisal. The purpose of all forms of appraisals is to enhance corporate or organisational effectiveness achieved through benefit maximisation of available resources particularly the human capital (employees).
Despite their usefulness, if appraisals are not objectively and effectively applied, they can lead to strained relationships between employees and management, inaccurate assessments, bias, and disengagement. Managers need to familiarise themselves thoroughly with appraisal benefits, processes, methods and disadvantages involved.
Employee engagement and involvement.
Johnson and Johnson defines employee engagement as: 
“..degree to which employees are satisfied with their jobs, feel valued, and experience collaboration and trust. Engaged employees will stay with the company longer and continually find smarter, more effective ways to add value to the organisation. The end result is a high performing company where people are flourishing and productivity is increased and sustained”.  (Catteeuw, et al., 2007) p. 152.
Employee engagement and involvement is mainly characterised by advocacy, commitment, discretionary effort, dedication, and maximasing talents, to support corporate values, goals and bottom-line profits in particular. Engaged (committed) employees invest themselves in their work (roles), express a sense of attachment, are more likely to serve longer, with a higher percentage of performance and act as activists for the organisation (CIPD, 2021).  
Engagement and involvement enhance organisational agility and efficiency which are vital components of drivers of change initiatives which are the backbone of contemporary organisations in today’s volatile competitive environments.  
Employees’ levels of involvement and engagement are determined by various factors which may include; seniority, occupation, length of service, personality and biological characteristics. New and particularly young employees initially tend to possess high levels of positivity but gradually disengage but highly adaptable and extravert employees tend to engage more easily and for longer (Brown, et al., 2020). It is worth noting, that the higher one goes in terms of seniority in an organisation and an individual’s role seniority also play a key role in their engagement levels. Line managers, directors, presidents and hands on staff therefore, mostly tend to be more engaged than others.
As indicated in the social exchange theory above, employees’ engagement is by choice, being determined by what an individual feels is worthy devoting themselves in. Some of the factors researchers attach to individuals’ choice include; job design, development opportunities, reward and recognition, effective communication, respect, assertive, and inspiring leadership (Armstrong, 2022).
Successful organisations have significantly invested in human resource management, practices and policies purposely to enhance employee involvement and engagement. Workers committed to their company and fully engaged offer their organisations a substantial competitive advantage particularly higher productivity and lower turnover for example reports $8.8 million savings at Caterpillar Plc achieved as a result of their employee engagement strategy which resulted into decreased attrition, absenteeism and overtime. The company also experienced a 70% increase in productivity (Vance, 2006).
Sustainability, competitive advantage, commitment and retention of employees are some of the key driving factors of successful organisations towards employee engagement and involvement ( Gupta, et al., 2019). Several studies in recent decade including research done by ( Bailey, et al., 2015) (nihr.ac.uk, 2015) show a similar pattern of ‘employee engagement and involvement’ being fundamental pillars within prosperous organisations. (CIPD, 2021) is of the view that workers with quality jobs, and effectively managed are most likely to be healthier, happier, more satisfied, productive and innovative. (Engageforsuccess, 2021) describes employee engagement as “understanding one’s role in an organisation, and being sighted and energised on where it fits in the organisation’s purpose and objectives”. It further points at employees having a clear understanding of organisations’ aims and objectives, its course of achieving them and having a voice in their accomplishment. 
Organisational and Employee concerns.
Training and development.
In the current global competitive business environments, experiencing rapid technological advancement and requiring highly skilled manpower, human capital has become a very important asset. In many sectors the difference between success and failure is the quality of manpower they have at their disposal which has led to stiff competition between organisations for the limited available human capita (Lawler, 2008)l.
The opportunity for training and development within organisations has now become a prerequisite for accepting employment offers which contemporary organisations are now fronting in order to entice the best manpower on the market. Both employers and employees now realise the need to add value to their workforce through development and consequently leading to higher productivity and competitiveness both to the organization and individuals. Because of need to remain relevant and productive, employees are now prioritising development and training, ensuring career development and growth, having the necessary skills, experience and knowledge to guarantee their worth ( Gupta, et al., 2019).
Employee Turn-over.
The pressure for survival, competitiveness, and need to satisfy ever changing tastes for customers has led to high competition for highly skilled manpower (Agyemang & Ofie, 2012). The employees’ bargaining power has greatly increased which has equally made employee selection and recruitment process expensive hence the need to prioritise employee retention and reduce employee turn-over. Making Human resource management a strategic function, offering employees more favourable terms and conditions, ensuring their development and growth opportunities is part of efforts to try and hold on onto their skilled and experienced manpower. 
Quality communications: 
For employees to effectively fulfil their tasks, it is important that they understand organisation’s goals and values. They need to appreciate their role in achieving the corporate goals, available resources at their disposal and processes through with they are to perform their functions. All this can only be done through effective formal, informal and open two-way communication between managers and employees (Kahn, 1990). Feedbacks and appraisals are also key components of effective organisations which are done through communication channels established by the senior management. Communication therefore is a concern for both employees and management without which many organisations would struggle to effectively perform. 
Benefits and rewards.
Benefits and rewards are key components in attaining engagement, motivation, corporate goals, high productivity and enticing high value manpower into organisations. They describe the type of organization one belongs to or intends to join. They are also a yard stick for employee value, a driver for motivation, commitment and job satisfaction (Abraham, 2021). 

Recommendations.
1. It is paramount that management under that employee engagement and involvement are a two-way proposition, a mutual contract and relationship between employer and employee that needs careful nurturing.  The organisation needs to establish a conducive environment (workplace) for it to effectively develop. Building a culture which enables employees to voice their views and concerns (upward feedback) is vital in building effective communication channels a key component in prosperous organisations. 
2. Management needs to understand the expectations and needs of their workforce for total engagement and involvement to be realized. It plays a key role in job design, ensuring that purpose and meaning of roles or duties are clearly defined. Employers should relinquish to employees, role autonomy, and authority, having access to vital information and resources, and making jobs challenging and stimulating in order to enhance meaningful engagement. This will avail employees with development and growth opportunities which are fundamental in a progressive and contemporary organisation. 
3. Growing evidence suggests that employers’ contribution and commitment (empathy and sympathy) towards employees and the wider community (corporate social responsibility) has an impact on the attachment and commitment (engagement) of its employees towards the organisation (Paddock, et al., 2018). Organisations need to have a CSR policy in which employees are key players, with which they engage and interact with their immediate and extended environments.
4. The role of Human resource department and managers in enabling employee involvement and engagement needs to be clearly and strategically identified, stressed and supported. Necessary resources, skills (training), and support have to be availed to all stakeholders in order to effectively handle complex employee engagement processes (Abraham, 2021). A conducive corporate culture, policies and practices, transparent and fair, need to be put in place to facilitate productive relationships, cooperation and above all total engagement.
5. Management needs to create and clearly communicate SMART corporate goals (specific, measurable, attainable, realistic and time-bound) and individual targets for employees. There is need for employees to appreciate their contribution towards attainment of corporate goals which is achieved through having clear lines of sight between the two. The attainment of individual goals is the foundation of corporate success, competitiveness and high productivity.
Conclusion.
Employee engagement and involvement are vital weapons in the survival, and competitiveness in the contemporary volatile competitive global markets. The employees are now one of the most important assets of organisations and their wellbeing and effectiveness has far reaching consequences to organisations.  
Its vital therefore that organisations prioritse HRM as a strategic function tool to help harmonise all components of the organization to pull in one direction hence high productivity and sustainability.
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