A New Approach to Performance Management

1. Introduction
Performance management is a process of ensuring that set of activities and outputs meets an organization’s goals in an effective and efficient manner. Performance management can focus on the performance of an organization, a department, an employee, or the processes in place to manage particular tasks ( Harris Hilary, 2003).
It should be pointed out that performance management and performance assessment are two different but closely related concepts. Performance assessment is an important part of performance management. The content of performance management is comprehensive, which can largely compensate for the one-sidedness and isolation of performance assessment and improve the quality of performance evaluation. The quality of performance assessment is the core technology and level of performance management. The success or failure of performance assessment depends not only on the assessment and evaluation itself, but also on the entire process of performance management. Performance management and performance assessment are interdependent and mutually reinforcing.
Managing the performance of employees or systems and adjusting their goals helps to effectively achieve the strategic and operational goals of the business. Implementing good performance management is critical to improving the performance and efficiency of individual employees and teams. Through regular feedback, employees can better understand which skills they need to develop, and performance feedback also meets the basic human needs that are recognized and valued, which will completely improve the motivation of employees' best performance. Not only that, a good performance management system can increase employee engagement (M. Sandhya Sridevi, 2010). If they are satisfied with performance management, then employees will be more motivated to work, the turnover rate of the company will be reduced, and dedicated employees will be more enthusiastically engaged in work to assist the company to achieve strategic goals. In summary, performance management is an indispensable and positive link in contemporary human resource management.

2. The relation between engagement and performance
Scholars and practitioners indicate that low level of employee engagement at work is currently one of the most alarming global economic problems. The potential consequence of this phenomenon is declining work performance. Therefore, it becomes important to understand the concept of work engagement, its meaning for employees, and implications for employers (Blazej Motyka, 2018).
Employee engagement is a huge structure that covers all aspects of human resource management. Although there is no uniform definition of employee engagement so far, representative scholars have proposed related concepts.
Gallup organization defines employee engagement as the involvement with and enthusiasm for work. Gallup as cited by Dernovsek (2008) likens employee engagement to a positive employees’ emotional attachment and employees’ commitment. Robinson et al. (2004) define employee engagement as “a positive attitude held by the employee towards the organization and its value. An engaged employee is aware of business context, and works with colleagues to improve performance within the job for the benefit of the organization. The organization must work to develop and nurture engagement, which requires a two-way relationship between employer and employee.”  
There are two definitions of work performance in modern organizational management, one of which is to view performance as a result, and the other as an individual's behavior. By using outputs, tasks, and goals to determine the outcome of individual behavior. The scholar Bemardin (1984) summarized the definition of performance by studying the results of predecessors: the output records created by specific work tasks or activities in a specific period of time. This definition regards performance as a result, which is conducive to evaluating performance and enhancing the feasibility of performance. 
The research and summary of many scholars found that employee engagement is closely related to organizational performance, and there is a positive correlation (M. Sandhya Sridevi, 2010). With the increase of employee engagement, employees can more easily get the value of work, make work harder and more proactive, and pay more energy to complete the work. Organizational support can have a positive effect on performance by increasing employee identification and professionalism (Bell & Menguc 2002). .

3. Deficiencies of traditional performance management
Performance appraisal, as an important part of performance management, presents human resource management techniques, and more professionalism is needed. Effective performance appraisal should be a way to help employees improve, so as to help companies achieve strategic goals to the greatest extent. With the improvement of modern human resource management level, the development of performance assessment is also developing with the advance of the times. However, many companies are still staying in traditional performance appraisal. Most of the traditional performance appraisal is meaningless, and the traditional performance appraisal process often puts more pressure on employees and managers, and the results are not satisfied (M. Schrage, 2019).
It is not difficult to find that the employee engagement that has fallen from this case, the performance appraisal that has been consistent for ten years has made employees slightly slack. Analyzing the content and form of the performance appraisal, we found that there are three obvious problems that deserve our human resource managers' attention: first, the annual appraisal; second, there is no appraisal target for employees; third, the five-star scoring system. The performance appraisal results obtained by these three methods will only render the company's performance management useless, and employee participation will decrease year by year. The specific reasons for improvement are as follows:
3.1 Annual assessment is performed at the end of the year
Today's enterprises are in a fiercely competitive environment. Rapid innovation is a major source of corporate competitive advantage, which means that future needs will continue to change. The traditional performance management is mainly to evaluate the past performance of employees, so that they are only responsible for the results, but cannot improve the current performance of the employees and develop their future skills (Y Zheng, 2012), but the key to the long-term survival of an enterprise is precisely the improvement of employees' work skills. Otherwise, the development of the enterprise will stagnate if the employees fail to progress.
3.2 No actual assessment goals
The content of the assessment in the case was not quantified. It was only based on the evaluation of employees' performance and attitude. The scoring results were questioned. And employees don't know what they can achieve, so they can't actually measure their contribution to the company. Such performance appraisal is merely formal, and cannot achieve the purpose of real performance appraisal.
3.3 Five-star rating system
Nowadays, due to tight labor supply and the nature of work is very different from the industry in the past, organizations must focus on developing talents, not just give an 5 grades on employees' work performance.
The traditional performance appraisal summarizes employees' work performance through 1-5 levels "Below Standard / Meets Standard / Exceeds Standard etc." But practice has proven that people generally have bias when scoring, so when companies use these traditional scoring standards, 90% will choose a level 3 or 4 (John Smith, 2018). This inaccuracy of scoring will cause a series of problems, such as create a myriad of problems from general misunderstandings to outright angst in the mind of the employees; it will also cause managers to misunderstand that employees' performance is within or beyond expectations; if decision makers rely on such scoring results to formulate other organizational plans and employee plans, it will lead to greater problems (David Dorsey, 2018).

4. How to improve the performance management 
Through the above analysis, as a human resources practitioner, it is imperative to raise employee performance management to a new height. This is not just a task that goes beyond a performance appraisal, but an effort to implement a comprehensive strategic talent management process in the enterprise. To achieve this transformation, several steps must be taken:

4.1 Cancel annual performance appraisal and adopt 360-degree feedback
Give up the annual performance appraisal and replace it with a real-time, frequent 360-degree method. 360-degree feedback evaluation, as a new tool for performance management, is increasingly used by internationally renowned large companies, including IMB, Nokia, Ford, etc (Valery Katkalo, 2018). 360-degree feedback can help people to gain insight into themselves, to better understand their strengths and areas for improvement, and then to formulate the next capacity development plan (Tornow, 1993); it can also encourage people to continuously improve their behavior, especially  when the 360-degree assessment and feedback are combined with the development of a personal development plan that the effect is more obvious. The 360-degree method clearly presents this gap to the people being assessed, thereby inspiring their positive motivation (Tornow, London & CCL Associates, 1998).
To better carry out 360-degree feedback, we also need a set of HR information systems that are in line with reality. Some scholars believe that the use of excellent performance management software can help employee development and improve the efficiency of two-way communication between enterprises and employees (Y Zhang, 2012). The software platform provides instant feedback, constructive criticism, and actionable insights. This data can be aggregated and quantified to enable wide-ranging dialogue and analysis on employees and teams.

4.2 Performance management through performance goals
Goal-oriented managers can help employees establish clear goals and enable managers to better communicate with employees. These goals have both abstract and quantifiable indicators. Once organizational goals are established, employees can control personal goal setting by setting priorities that align with larger goals. Frequent feedback is most effective when managers can help employees understand their role and impact on goals.
This can be done in the following ways:
-Build a library of performance indicators
The performance indicator database is the basis and core of the enterprise performance assessment (M. Ishaq Bhatti, 2014). The source of performance indicators can be based on the decomposition of the business objectives of the enterprise, and the business objectives of the enterprise are decomposed layer by layer to each department and related personnel. The content of the indicators obtained through this method is the most important and must be completed by everyone. The source of performance indicators can also be based on job analysis. Through job descriptions or job responsibilities, multiple types of work can be divided into three types: must-do, should-do, and require-do. And set them as indicator of performance assessment. Another source of performance indicators is a design based on comprehensive business processes to determine performance evaluation indicators to measure their work based on the role played by the object under evaluation, the responsibilities they shoulder, and the relationship with the upstream and downstream method.
-Select key indicators
There may be more than a dozen or even twenty assessment indicators for the performance assessment index database of the same post, but the focus of assessment at different stages is different, resulting in different key indicators chosen. The selection order of key assessment indicators is time> quality> profit; Development after survival.
-KPI performance appraisal 
KPI (Key Performance Indication) is a key performance indicator. KPI is a performance evaluation method that is widely valued in modern enterprises (G Iveta, 2012). KPI can enable department heads to clarify the main responsibilities of the department, and based on this, clarify the performance measurement indicators of department personnel, so that performance evaluation is based on a quantitative basis. Establishing a clear and feasible KPI index system is the key to good performance management.

4.3 Effective rating scale
In order to avoid unfair scoring, a rating scale can be used to evaluate employees based on their performance, such as using the behavior frequency scale to assess abilities. Because competencies are indispensable for performance evaluation, they represent the behaviors, skills and attributes that you should have in order to succeed (Dick Grote, 2010), how about trying to measure “how often” we see the competency behaviors, such as below :

	Consistently Observed
	This competency is observed on a constant basis; everyone in contact with this person would observe excellence in this area

	Observed
	This competency is observed, please continue to focus on it so that it is observed constantly without exception

	Observed Sometimes
	The competency is observed on an infrequent basis, there is a clear development opportunity here

	Seldom Observed
	Needs Immediate Improvement



4.4 Better training
The new performance management system will have higher requirements for department managers. This means that those managers need additional training and leadership to help their employees succeed. The training can include how to help employees determine their goals around the company's strategy, guide their career paths and opportunities, and work on regular feedback mechanisms.

5. Conclusion
For enterprises, employee performance management is the lifeline of the enterprise. In today's extremely fierce market competition system, how to establish a complete and systematic employee performance management method and improve the past performance methods is an effective guarantee to improve the enthusiasm of employees. The most valuable resource of an enterprise is human resources. By using this resource to improve its management and performance to achieve its purpose, it can maximize its core competitiveness.
Of course, adopting a new set of performance management solutions is a major change for enterprises, and it is also a major challenge for human resource managers. In order for the new performance plan to be implemented more smoothly and thoroughly, it is necessary to make adequate preparations, the previous divisions, coordinate the training of personnel of the enterprise, department managers and supervisors, employee communication, etc., which still has a long way to go.
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