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Introduction 
This report proves the importance of Performance Management in the organisation. The report contains a Critical evaluation of two models (360-degree feedback, Management By Objectives)  examples from real-life situations in Bypass Nurseries Garden Centre and gives suggestions and development plans for better performance of the organisation by analysing company objectives. At the end of the report as a recommendation is the third PM model called IPRP (Individual Pay Related Performance) Which gives new ideas for GC and their staff boosting. 
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Body
[bookmark: _Toc112001062]Project Idea - Developing an App with all plants and trees care routine 
The app will make work easier for all employees. Storing all the data about each plant, tree, or product in the garden centre. All employees will have easy access to plant and tree care routines or product availability. This will allow the recruitment of new employees without knowledge or experience in the Garden centre.  

[bookmark: _Toc112001063]Performance Management

Performance management's purpose is to make sure that the employees in the organization have the right sources, training, place, and education that they need to develop. Performance management helps to monitor employees in the organization and their work progress. The goal of the performance management tool is to create a nice workplace where all the employees will be able to perform better and produce a higher quality of work. Performance management is an ongoing communication collaborative process that helps the organization to: 
A) Develop a plan and sets objectives that they believe will help with future success. 
B) Monitor the staff performance at work to help to meet their planned achievements and discover potential mistakes and gaps for improvement and extra training before it becomes a larger problem. 
C) Reviewing the Performance management project the business has to always evaluate if the set goal was and is relevant to the organization's objectives and if the workers gained the expected skills or knowledge from the project. After the company project review, there are recommendations and
D) Rewards for successfully achieving goals that are supposed to keep employees motivated and looking forward to new development projects. 
[image: stages in a performance management cycle]Engagedly.com

 
 


[bookmark: _Toc112001064]Critical Evaluation of two vehicles :
360-degree feedback, Management by Objectives (MBO) 

[bookmark: _Toc112001065]360-degree feedback 
Is a development tool with the goal to get feedback from different sources to analyse the areas of improvement needed in the organization. 326 degree feedback has usually three main components. 
1. The assessment - which is usually done by survey or similar available assessment
2. The feedback - where the response collected is review by the leading team such a Operational Manager.
3. The training program - strength and weaknesses of each individual are discussed and training program in order to develop is created. 

Feedback assess individual employee's skills, experience, knowledge, and performance at work. 
Through this technique, each employee at work has the opportunity to receive feedback from different stakeholders - supervisor, manager, or even a customer (internal and external raters and contributors). People chosen for the 360 feedback have to be those who interact with the employee. Feedback has to be anonymous and stakeholders are encouraged to be completely honest. As in positive or negative comments on each individual. Several studies reported that employees became unengaged, when not receiving any feedback from their managers (SurveySparrow.com 2020). 

The purpose of the 360-degree feedback 
Is to help each individual in the organization better understand their strengths and weaknesses. This kind of feedback from many different participants helps the individual employee to understand how their work performance is viewed by other individuals and it should help them to realize in which parts they need professional development.

360-degree feedback in the Bypass Nurseries organization is collected via software made specifically for this. The software gives the opportunity to answer not only basic questions about deadlines but focuses on other aspects of employee behaviour. The survey is done online and in real-time. This gives the opportunity to everyone in Garden Centre to comment on each other's work. Seeing problems from different perspectives and different positions in the company can lead to solving the problem. That way individuals can relate to the new information given to them and try to improve. 360 degree feedback also has its own pros and cons.

 Pros and Cons of 360-degree feedback 
The positives:
a) Boost Self-awareness – it gives a better understanding of a person's own behaviour
b) Creates Feedback culture – employees feel that can share feedback no matter the role in the organisation 
c) Creates openness – employees feel more comfortable sharing their points of view 
d) Build confidence – when receiving positive feedback, workers' confidence and willingness to work grows
e) Motivational – being seen at work increases accountability

The Negatives:
a) Feedback is done anonymously and the person receiving the feedback can not get any more information than written on the feedback 
b) Responders tempt  to focus more on the negative 
c) Receivers spend time trying to find out who gave them the feedback 
d) Responders might not be honest about the receivers
e) Feedback is time consuming 

Using 360-degree feedback in the Garden Centre is definitely beneficial as different problems are being solved and the Garden Centre can develop training required based on the survey, however, the survey is time-consuming. It would be more beneficial if people were able to do them more often but the approximate time to fill up one is about 15 – 30 minutes, which is a very important time in a very understaffed Garden Centre. People currently working in Garden Centre are very tired lately due to lack of staff in the past year and many workers are not performing as they used to, therefore people are more likely receive negative feedback which will bring their motivation down. Also, not everyone knows how to use their device (surveys are done via software) Garden Centre has many employees over fifty years old, they don’t know what is being requested from them. It would be nice to also involve customers and get their feedback. Is a small family business which has its own culture and is very hard to bring in anything new. 
















Training and development needs for the Garden Centre: 
Development Plan for effective 360-degree feedback in the GC.
	PROBLEM TO BE SOLVED 
	ACTIVITIES TO BE DONE 
	RESOURCES
	THE EXPECTED BENEFITS

	Survey takes long  to fill up 
	Shorten the Survey but leave space for open-ended answers 
	GC analysis, Computer 
	People won’t be afraid to lose to much time and will be more committed to do feedback more often 

	Understaffed GS. with general low work performance 
	Recruit more people or work with an agency
	Work Agency/ Job sites/ hiring posters 
	Employee work performance will be higher, so they are more likely to receive positive feedback and be more motivated 

	Survey done only online 
	Make available printed versions 
	Printer, Safe place to store Surveys 
	People who are not so confident with electronic devices can now comfortably answer the survey manually  

	Survey is requested only from internal employees
	Make surveys available for GC. Customers 
	Visible place on each counter to keep surveys available at all times, Name tags for an employees 
	External people will be able to share their experience – GC. gaining more points of view






[bookmark: _Toc112001066]
Management by Objectives (MBO)
MBO  is a managing tool also known as a “Goal Management tool” based on setting up specific goals in the organisation in order to achieve better performance of the organisation. 

MBO has six process steps: 
1. Set the Organisation Objectives – here the organisation sets a realistic goals that they believe needs to be achieved in order to meet the company vision in the future  
2. Set Employee Objectives – Once an organisation sets the objectives for the organisation. Those objectives need to contribute to the organisation's goal. Sub-division needs to begin setting targets for each employee. Every employee should have their own goals/plans for the development period. 
3. Monitor the progress – Organisation must monitor the employees’ progress and make sure that they are meeting the goals as planned. When monitoring the progress frequently, managers are able to undercover upcoming issues and found solutions at the right time.
4. Evaluate the achieved objectives – on the end of the training Managers check and evaluate each employee's progress, how well they did or what should have been done differently.
5. Providing feedback – providing feedback to employees shows that they are seen, feedback can help the employer and the employee, and their actions can be corrected and also rewarded. 
6. Reward employees – 	employees get rewarded. It depends on the agreement and how well the employee did achieving the targets. Rewards are usually done with bonuses. 

[image: Process of Management by Objectives]
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The Purpose of MBO is to improve the performance of the organisation by realising and defining the organisation's shortcomings and working towards a better way how to operate. MBO is about improving each individual and becoming more successful as a team.   
For example, Garden Centre uses MOB in the café section. The coffee shop is the least profitable part of the company as we compering selling coffee versus building extensions in the garden. Different fields under one organisation. Café in this case receives lots of pressure from the strategic and operational team in terms of sales. The operational manager stated that the café is not making enough money, that way they can not hire extra people or give a pay rise. The operational manager and the Café manager sat down and developed a plan on how to achieve better turnovers. 
The plan was – to start selling alcohol, start selling a hot lunch menu, and increase the prices. Employers did they alcohol licence, they started to learn how to cook lunch menu but many problems appeared. The Management team didn’t realise that bringing alcohol to the menu will attract more people in the afternoon but the coffee shop did not have anyone to work with in the afternoon. If one person stays on the food all day cooking hot meals, he can not leave the position and serve alcohol. And the last, customers noticed the increased prices but received the same or even worse service because employees weren’t able to keep up with all those tasks at once. The idea of selling one alcoholic drink and making a £10 profit on it versus selling one coffee and making a £1 profit on it was good but the whole concept was not achievable and made all the employees feel like they failed.  



Training and development needs for the Garden Centre: 
Development Plan for effective MBO in the GC.
	PROBLEM TO BE SOLVED
	ACTIVITY TO BE DONE
	RESOURCES
	THE EXPECTED BENEFITC

	Comprising coffee shop sales and GC sales 
	Compare sales of other coffee shops of similar size 
	Computer - Gov website, local business directories, press reports

	This will clarify whether the café’s sales are under the norm, in the norm or over

	Having an unexperienced person from GC making Café development plan  
	When Developing Objectives, always have front line staff and supervisors present, so they can share their opinion and experience 
	Office - Frontline staff, Café experts, business advisor consultation
	This will prevent misunderstandings about how things are done

	Working conditions - small workplace, small storage

	Make sure that the café has enough equipment and working place to perform 
	Coffee Shop - stock record, Health and safety licence 
	Staff will be less stressed, Less tired and more productive

	Tasks were not achievable 
	Make sure that one person will have less tasks at ones. Split the tasks or change the time of performance.
	Coffee Shop – Trial session of performance, Bonuses for achieved tasks 
	When staff will be able to achieve the objectives, they will stay more engaged and motivated 







Pros and Cons of MBO 
The positives: 
a) When MBO is done correctly this management tool helps with teamwork and communication.
b) MBO constantly moving the organisation forward to their set goals. 
c) Objectives plan for each employee helps them understand how their success will contribute to the organisation.
d) When the employees understand how their personal achievements help the organisation it makes them more motivated.
e) When an employee gets rewarded for achieving goals, they feel valued and job satisfaction increases. 

The negatives: 
a) Issues in goal setting – The company or the managers sets unrealistic goal for the employees and can be very hard or impossible to achieve it. Working conditions can be worsened.
b) Overlooked companies’ culture – Managers will go out of the line or company culture in order to achieve better sales etc.  
c) Its time consuming – Takes a long time to define company objectives and takes even more time to plan goals individually for each employee and monitor their progress. 
d) Reward/Punishment problems – If the employee will not get rewarded after from his perspective achieving the goal, the employee will lose motivation. 
e) Outshine each other – employees can begin to fight for better positions, rewards or good feedback unnecessarily 



MBO in the Garden centre could and would work if the Operational manager sat and talk with the positions that were directly working with the customers. The manager had issues with setting the goals and considering their impact on current working conditions, setting from my perspective clearly unachievable goals and not rewarding employees. When creating objectives, an experienced person who directly works in the section should always be present and feel comfortable sharing his opinion because in this case not even a Line Manager was able to evaluate and expect to fail of this project. MBO could be improved in terms of sharing opinions and experiences between the staff before deciding for steps that will be taken as a team.  
[bookmark: _Toc112001067]Professional development plan for employees of a Garden Centre
[bookmark: _Toc112001068](APP-PROJECT)
On the end of this training plan, employees should be able to fully understand the concept of an Application and be fully engaged and able to use the Application individually and independently. Application with information about all the items, stock and care routine for all the plants available should improve employees' knowledge and keep them updated on time. The result should be more efficient customer service and the ability to recruit inexperienced people in the Garden centre. 

	Development Objectives
	Priority
	Activities to be undertaken
	Resources
	Target Start Date 
	Target End Date
	Criteria for Success 

	Develop better knowledge about 
Product and plants
	Very very important 
	Reading and studying 
	Online reading materials/ books
	01/09/
2022
	20/12/
2022
	Every six weeks/ Operational manager 

	Develop technical skills 
	Very very  important 
	Training from the app developer 
	Mobile device / Technical skills course 
	01/09/
2022
	20/12/
2022
	End of week/Line manager

	Develop constant app enginemen 
	Very important 
	Managers giving tasks to be done with the information from the app
	Garden Centre/ Telephone device 
	05/09/
2022

	20/12/
2022
	End of week/ Line manager  

	Develop personal independency 
	Very very important 
	Solving problems without the input of a manager 
	Garden Centre/ Problem solving course 
	05/09/
2022
	20/12/
2022
	End of week/ Line manager  

	Develop transparency 
	Important 
	Switching up positions in the Garden centre 
	Garden Centre shop Floor 
	10/09/
2022

	20/12/
2022
	End of month/ General manager  





[bookmark: _Toc112001069]Conclusion 
This Report explains what Performance Management is. The importance of PM in the organisation and how PM when done correctly can help the organisation through communication by critically evaluating two PM models (MBO and 360-degree feedback) and linking them to Garden Centre and its own examples of the use of those models. This Report undercovers mistakes in PM and gives development plans, suggestions and recommendations (IPRP) on how to work with PM models better. The report contains a Personal employee development plan for a project in the organisation that shows all the steps required for success of this project. 

[bookmark: _Toc112001070]Recommendation for Garden Centre Performance Management  
[bookmark: _Toc112001071]Individual Pay Related Performance (IPRP) 
IPRP is a way of managing people by linking their work performance to their salary. Employees' salary depends on how well they doing at work,  their success is measured against previously agreed objectives, and wages increase as a reward for success. This can be done with bonuses, wages plus commission pay, only commission pay, pay job to be done, and shares. Etc.
This opportunity increases employees' productivity and boosts motivation at work because they are trying to achieve the highest salary. 
In the GC is most positions' activities measurable. Workers on the sales floor are for example responsible for labelling new products. GC could pay more for labelling more products than required. Gardeners could leave home early and get pay the whole day if they take care of everything that needed to be done that day. Landscapers  could get paid for the job done, for example digging the hole for £150 and it will be up to them how long it takes. Café staff could get paid commissions from sales or service charges, the more people they will be able to serve the more money they get. Employees will have better control over their money. This way Company would not have to sponsor the “bonuses” but motivate people to make more money and get a fair part of them. 
[bookmark: _Toc112001072]Garden Centre does not have any motivation system, no bonuses. Workers often wonder what is the reason for them to work harder or over their limits because they not getting anything out of it. The GC does not have many positions for growth as it's a small company but the right motivation could be money.   
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