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1. Introduction
With the development of economy, the market environment becomes more and more complex, and the competition between organizations becomes more intense, if the employee is the biggest value creator in the organization, then good performance management plays a critical role in the success of organization (CIPD, 2019), so many organizations pay more attention to its performance management system (Jamie & Alan, 2011). How to stimulate staff potential, enhance engagement and choose appropriate performance appraisal has become an important part of human resource management (Mone & London, 2009). With the increase in the number of millennials in the labour market and the retirement of baby boomers, performance appraisal methods should be adapted to the present environment because of intergenerational differences, which required human resource professionals to develop new performance management systems and explore ways to improve employee performance (Gallup, 2018). In the past many years, typical performance appraisals have been annual reviews, which typically include a rating, for example, the five-point scale. The review resulted in an agreed performance and development plan for the following year. But formal annual reviews have been much debated in recent years, and many organizations have abandoned them in search of new methods of performance appraisal. This essay will analyse the Centre of Expertness’s current performance appraisal method, expound its drawbacks and disadvantages, and propose a new way of performance appraisal to promote the performance management development of the Centre of Expertness.
2. Main Body
2.1 Concepts
2.1.1 Performance management 
Definition
“Performance management is the key process through which work gets done. It’s how organizations communicates expectations and drive behaviour to achieve important  goals; it’s also about how organizations identify ineffective performers for development programmes or other personnel actions” (Pulakos, 2009).                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                     “Performance Management is intended to improve the performance of people in an organization. It is an ongoing process of evaluation, developing planning, goal setting, coaching and feedback, conversation” (Halogen, 2016).In conclusion, the ultimate purpose of performance management is to improve performance. It usually includes setting personal and organizational goals, providing feedback, performance appraisal, and coaching. It is a continuous process.
2.1.2 Performance appraisal
Definition
Armstrong (2015) suggested that Performance appraisal is an overall view of employees' work content, work quality, and number of jobs, it usually includes a ranking by scoring various elements and the result is used as the basis for appraisal. It is a typical annual activity used to evaluate achievements in the past year and set goals for the next year. Sliver (2019) noted that the company uses performance appraisals to provide employees with comprehensive feedback on their work, which can prove the decisions on pay rewards or dismissals are reasonable.
Aims of performance appraisal
(1)To Set and measure goals 
The results shown by the assessment are the basis for setting future organizational goals and individual goals for each employee. Reasonable goals are the foundation for improving future job performance.
(2) To provide feedback
Providing feedback is one of the main reasons why organizations build performance appraisal systems. Through the process of performance evaluation, employees can clearly recognize their performance in the past year, and another purpose is that managers can accurately express their expectations.
(3) To Inform reward decisions
Performance appraisal plays a critical role in making decisions  of rewards or penalties, promotion or layoff. Excellent employees will be rewarded, and the performance appraisal results are the basis.
(4) To motivate superior performance and Counsel poor performers
[bookmark: _GoBack]Employees can clearly recognize their work performance through the results of performance appraisal. Employees who perform well will feel that their efforts are recognized and rewarded, and they will be motivated to make better results. The poor performer will recognize his shortcomings in time, and the lower ranking will prompt him to redouble his efforts.
(5) To Determine training and developmental needs
Through performance appraisal, managers can determine the training needs of employees and their effectiveness after training. For example, poorly performing employees need more training. At the same time, employees can recognize their shortcomings through performance appraisal and promote themselves to learn about various skills that help them to get promotion.
2.1.3 Employee engagement
Definition
 “An important distinction when defining engagement is whether it is a state or behavior” (Jamie & Alan, 2011). Most people think of it as a psychological with behavioural, for example, Kahn (1992) noted that engagement is a psychological state experienced by employees when they were working. According to Macey, et al. (2009), engagement is divided into two parts, employee engagement feelings which consist of feelings of urgency, focus, intensity, and enthusiasm and engagement behaviours which consist of personal initiative, adaptability, effort and persistence.
Link between engagement and performance management
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Fig. 1. The Engagement Management Model (Jamie & Alan, 2011).
Note: This is the process of the engagement management. Dotted lines represent the drivers of employee engagement.
(1) Engagement is an important factor in performance management
Macey, et al. (2009) emphasises among the many factors that affect the performance of the job, the employee's engagement has attracted more and more attention, high levels of employee engagement can be a competitive advantage for the organization. Their research showed that among the 65 companies from different industries, the top quarter companies with employee engagement have better performance and higher return on assets, and their profit margins are more than double that of the bottom quarter. Jamie & Alan (2011) argued that taking employee engagement as an output-maximizing and fundamental factor will enhance the process of performance management.
(2) Management performance can drive engagement
Gilbert (2011) noted that the process of performance management is one of the five major factors that improve engagement, especially among millennials, which is the number one driving force. To be specific, feedback, which is one of the processes of performance management, punctual, high-frequency, and clear feedback can improve employee engagement. Mone and London (2009) suggested that performance management can be described as teaching employees to improve their engagement in the organization. Edward, et al. (2011) argued that The results of performance management can guide managers to manage employees' performance correctly, promote employees to improve their engagement and keep it at a high level. In short, performance management is the wheel that drives employee engagement in the organization.
2.2 Current approach of performance appraisal
2.2.1 How does it work?
Idowu (2017) thought that employees can be motivated to improve productivity by performance appraisal. When employees see clearly defined goals, realize performance problems, and develop career development solutions to help them develop their careers, their role is to encourage employees to achieve these goals. Making comprehensive plans for employee development and striving for achievement for employees can stimulate higher efficiency.
2.2.2 Disadvantages of current approach
CIPD (2016) published a conclusion that performance evaluation can improve performance somewhat effectively, but in many cases it can be counter-productive. “The formal performance management review was described succinctly and damningly some time ago by Helen Murlis as a ‘dishonest annual ritual‘” (Armstrong, 2018). Budworth, et al. (2015) pointed out that traditional performance evaluation methods do not improve employee satisfaction and often have a negative impact on a person's performance. 
No timeliness of assessment results
The annual assessment is not sufficient, Peter & Anna (2016) observed that the efficiency of the employee's in next year will be affected by the results of the previous year, such as the praise of the previous year will make the work status of the next year very loose, which is a huge and not negligible impact. This does not give praise and evaluation at the appropriate time, which is not conducive to timely adjustment of the work status of employees.
Unobjective results
Every employee doesn't want to be rated as a poor performer. Managers know that low scores can be frustrating and can even make employees hate themselves, and to avoid that, managers can go against people who actually rate poor performance and do well, which leads to less objective results
Unrelated assessment factors
Assessment criteria should not be organization-wide, the content of different work should be different, the factors of assessment should also be different, rather than the use of uniform criteria, such assessment is inflexible. Personal assessment can undermine the spirit of teamwork and teamwork. Traditionally, assessments are based on individuals: assessing their style, effort, and results rather than their team (if they are)
2.3 New approach of performance appraisal
Weekly coaching conversation instead of five-level rating
Bersin (2014) agreed that nobody wants to be rated on a five-point scale, which will contribute to a resistance reaction and does not inspire people to improve. However, cancelling the five-level ranking does not mean that no performance appraisal will be conducted. The way, frequent (quarterly, monthly or even weekly) coaching conversation, is more effective. Managers should put employee development and engagement at the centre of these conversations.  Managers and employees discuss what employees can do to improve their performance and develop their strengths. This way focuses more on motivation than evaluation, and encourages performance through coaching.
Ongoing Feedback instead of annual appraisal
The results of one year's work are measured only by a single rating, which is unreasonable. Jonny (2019) suggested that performance management should be done more continually, appraisal was not just something that happens once or twice a year. Therefore, inefficient and dishonest annual appraisal should be cancelled. “Millennials are highly relationship based and require frequent and specific feedback” (Gilbert, 2011). Ongoing feedback, to be specific, informal feedback accounts for the vast majority, sometimes referred to as ‘in the moment’ feedback. In this real-time, feedback-rich approach to performance management, a large number of check-ins occur at least monthly, but weekly is better. Actually the annual feedback is a review of the past, which is imperfect. to address this issue, continuous feedback is conducted informally throughout the year and even appears frequently in conversations about future developments, sometimes called check-ins. Some people think that the disadvantage of this method is that it is difficult to keep records of any salient discussions or agreements. However, Cappelli & Tavis (2016) noted that there are many applications that can be used as a tool for feedback anytime, anywhere, and the great advantage is that managers can easily review all discussion texts when taking actions such as rewards or considering promotions and redistributions.
3. Conclusions
The biggest shortcoming of the annual evaluation is that financial awards or punishments and promotion or layoff decisions are made at the end of the year, making employees responsible for past behaviour but requiring improvements in future performance and not training talent in the future. This is also the main reason for an increasing number of companies abandoning this performance evaluation method.
4. Recommendations
Annual formal performance appraisals are becoming less efficient in improving organizational performance, particularly in relation to rankings and timeliness. A radical approach is required which involves replacing the formal annual review with more frequent informal conversations about performance and development. Managers and employees have conversations frequently, employees feedback their ideas and work results, managers evaluate employees' performance in a timely manner, put forward constructive opinions, and guide employees on the right track. The conversation is informal which means dilute the relationship between leaders and employees, employees can also express their views. This is the performance appraisal method that the Centre of Expertness should adopt at present, only in this way can they overcome the shortcomings of the annual appraisal, promote the organization performance management better, improve the work efficiency  and the engagement degree of employees, finally promote it’s long-term development and the profit growth.
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