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[bookmark: _Toc134371905]Introduction
There is no doubt that organisations have been tested and then forced to transform by Brexit and COVID-19. This study is based on the premise that in the future, businesses will be determined to respond continuously to the new normal and to change performance, both organizationally and individually, becoming more adaptive, people-oriented, innovative, and decisive than ever before (Ferry, 2022).
Many organisations are facing problems meeting these new post-COVID challenges, and SainCo is one of them.
The report will first focus on performance management and what is involved.
Secondly, organisational and employee concerns will be analysed, along with how SainCo might respond to these difficulties brought on by the COVID-19 and Brexit, in accordance with the literature.
In addition, this a report will outline employee engagement, employee involvement, and company focuses on a few challenging yet crucial decisions, for instance, how to achieve competitive advantage and high performance in the new normal.
By and large, our working practises have never been the same. To positively impact SainCo's employees and business, modern performance management concepts and practises have been created. This is due to the Sainco decision to become a better place to work and be competitive in the retail market, which will be presented later in this report.
[bookmark: _Toc134371906]SainCo Background. Autocratic leadership
SainCo is a long-established retail organisation. Every day, the company’s 2000 employees work very hard to serve customers across ten different locations. SainCo is a family-run and very traditional organisation with an autocratic management style.
Kurt Lewin, more than 90 years ago, identified the autocratic leadership style as one of three styles of leadership behaviour. A top-down approach to all decision-making practises and policies within an organisation is what is meant by this (Lee, 2021). Lewin’s mentioned command-and-control approach could be concluded as a leadership style of "do as I say" (Lee, 2021).  For example, Winston Churchill was an autocrat. When he led England to victory during wartime, he had complete control over everything and frequently made choices without seeking input (Stelzer, 2019). Nowadays Elon Musk has ‘been a master class in what not to do as a leader’ (Hoffman, 2022).
According to say what CPD is in full (CPD), it could still work, but only when there is little time to waste and important decisions must be made immediately (Lee, 2021). However, the autocratic leadership style is coming to an end. Firstly, it is tremendously stressful since the leader feels responsible for everything. Secondly, this creates dissatisfaction among employees because the leader often doesn't want to hear their ideas, so they feel they have no voice. This view is supported by Lee (2021).
Thus, SainCo’s performance management style is about to change. As mentioned above, after critical analyses, a new approach to performance management will be offered based on best fit and best practices (Hutchinson, 2013). Certainly, this includes SainCo employees who will be doers but not observers as before. 
[bookmark: _Toc134371907]Performance Management – what is involved
In order to understand performance management, it is significant to understand the history of performance management in a healthy business.
It started at the beginning of the 19th century when Robert Owen as a partner joined the biggest cotton mill in Scotland. He wasn't happy with the workers, so he developed a new technique to track and enhance output: the silent monitor.
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The silent monitor. Source: (The Scottish Maritime Museum, 2019).

Each mill worker had a silent monitor that hung close to their workstation. It was a little wooden block with four sides that were each painted a different colour. Each evening, the supervisor would give the block over to the workers to note how they had performed or behaved during the day. Employees were observed during the day. Yellow denoted "good," white "great," blue denoted "indifferent," and black denoted "terrible".
Management kept an eye on how employees were acting while also letting them experience the results of their labour for themselves (The Scottish Maritime Museum, 2019).
Many years later, Austrian Peter Drucker created the management theory and became one of the most well-known and significant management theorists.
Managers all around the world still reference his work today. Managers, according to Drucker, are superhuman beings capable of amazing feats of brilliance. Management requires its practitioners to be open and honest about their own strengths and limitations. The growth of knowledge workers is given priority in Drucker's management theory, which also emphasises decentralisation, management by objectives, and smart goals (Blinkist, 2020). 
According to academic sources, there is no standard definition of performance management, but are plenty of definitions of performance management that describe activities at work. For example, improve performance, set objectives or hold workers accountable (CIPD, 2022). 
The major definitions of performance management are as follows:
‘Managing the business is performance management’ says Mohrman and Mohrman( 1995). 
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Levels of performance. Source: (Leigh and Maynard, 2012)

Why are we even discussing performance at all? What are we hoping to accomplish with this? Such responses as "I need clarity in my goals," "I need to know how I'm contributing to the business strategy," and "I need some input to help me do my work properly" will be given in response. You will construct something that will truly invigorate people and it will not be perceived as just a waste of time if we go and focus on those goals rather than just following a process that sits in an HR technical system (Haak, 2021).
Performance management is a process to improve business performance through the setting of individual and team objectives that are related to the strategic objectives of the organisation, performance planning, reviews and assessments of progress, and the improvement of people’s skills, abilities, and knowledge (Armstrong, 2017).
In an endeavour to maximise employee value, "performance management" is an expression used. Effective performance management supports and improves employee performance in line with company objectives. Performance management consists of a set of practises that are managed in an integrated way (Gifford, 2018).
According to DeNisi (2000), a company can take a variety of steps to boost employee performance, with the ultimate objective of boosting organisational effectiveness. Others describe it as a strategic, integrated process that synchronises the goals of the individual, the team, and the organisation (Hutchinson, 2013).
The term "performance management" is used in a variety of contexts and is interpreted differently. For some, it is the same as performance-related compensation or performance measurement, and for others, it is the same as the official performance appraisal process. All of them are performance management-related activities (Hutchinson, 2013).
Because their businesses need to change, corporations are rethinking performance management. This is true whether they are professional service organisations that need to train employees to compete or retailers who need greater coordination between the sales floor and the back office to serve their consumers. To enable quick innovation, businesses also need to provide ongoing performance feedback (Cappelli and Tavis, 2016).
Performance management is the practice of assessing an organisation or a particular job function. Setting goals and objectives, keeping track of performance, rewarding it, and taking remedial action when necessary are all parts of the process (HR University, 2022).
As the iconic Henry Ford said, “Coming together is a beginning; keeping together is progress; working together is a success.”

Performance management process. Formal procedures such as setting goals, conducting regular performance reviews, and developing action plans for underperformance typically support performance management (CIPD, 2022). All the definitions from the academic literature mentioned above prove that performance management is a process related to organisations and individuals.
On top of that, Battista (2020) in her article indicates that one of the few organisational processes that involves every single employee and calls for their active involvement is performance management.
Armstrong (2017) also defines performance management as a process of continuous improvement, with the team and each employee setting goals that are aligned with the organisation's strategy. Subsequently reviewing the performance and assessing its progress and employee development. 
Overall, the conclusion from the performance management process is that performance management must be in-line with fundamental HR systems, like those used for hiring and rewarding employees, as well as procedures and systems for arranging work. As a result, goal setting, performance reviews, management and 360-degree feedback, learning and development initiatives, and reward and recognition programmes may all be utilised (Gifford, 2016).
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Planning, evaluating and coaching an employee's performance are all ongoing aspects of performance management. Source: Performance Management Process Manual of the State of Oklahoma.
In addition, a necessary contributor to the performance process is motivation (Hutchinson, 2013). Similarly, Jack Welch noted that employee engagement, customer satisfaction, and cash flow are the only three metrics that provide almost all of the information you require to assess the entire performance of your company. It goes without saying that without motivated people who understand the purpose and how to accomplish it, no firm, no matter how big, can succeed in the long run (Windust, 2015).
There are different motivational theories about what motivates the majority of people. The importance of these theories is, that they will help SainCo managers to understand the ‘why’ of motivation (Hutchinson, 2013).
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Maslow’s hierarchy of needs. Source: (Hutchinson, 2013).

Maslow's hierarchy of needs theory consists of five levels, physiological, safety, love/belonging, esteem and self-actualisation. The first two levels relate to the needs without which a person cannot function normally. The third, fourth, and fifth levels are about growing needs that encourage employees to develop professionally. According to Maslow's theory, a worker can satisfy no more than one need at a time.
The motivation-hygiene theory of Herzberg says that it is unfortunate that there are two categories of elements that influence employee motivation: hygiene considerations, which include things like compensation and working environment, refer to the standards that person must meet in order to perform their job. On the other hand, people are motivated by achievement and recognition, so they work hard and feel good about it. For example, the secretaries of Winston Churchill put in extraordinary effort and worked long hours, because ‘what Winston was doing was so important we felt compelled to give him that support’ (Stelzer, 2019).
A performance management theory that can help firms increase staff productivity is the goal-setting theory. It works well because the team have a good understanding of what is required of them and how tasks are to be completed, which motivates them to work harder and more effectively.
The transformational leadership theory explains how managers influence the mindset and motivation of employees. Transformational leaders do not persuade but inspire people to work towards a common goal. They captivate workers with their communication. Transformational leaders also set goals for their team that are not only ambitious but also realistic, which inspires employees to do even better.
The advantages of applying performance management theory might inspire SainCo employees to concentrate on achieving the organization's goals and improving themselves, allow employees to improve productivity, and make them stay with the company. Finally, performance management enables managers to pinpoint areas where their staff members need to improve and provide constructive criticism.

Organisational Performance Management. Performance management system. 
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Organisational performance. Source: (Hutchinson, 2013).

Organisational performance management, often known as corporate performance management, refers to the methods and techniques you use to design, assess, and ultimately implement your strategy (Gifford, 2016). Take another example, Hutchinson (2013) organizational performance is described as performance management at a higher level. External business environments, including technologies, as well as individual performance, could affect organizational performance. For example, the luxury brand Ralph Lauren reports, that third-quarter financial results go beyond expectations because the company's core customer is still strong, and its famous products are resonating globally. (Lauren, 2023).    
Many professionals in the literature mention the three best types of performance management systems. First, is the Balanced Scorecard (BSC). To help organisations understand and accomplish their organisation goals, the Balanced Scorecard incorporates four distinct business perspectives: customer, financial, internal processes, and employees (Torrington et al., 2014).
BSC includes goals, key performance indicators (KPIs) and some programs in order to achieve companies’ goals. Returning to the SainCo case, the retailer should link the objectives of the divisions to the overall objectives of the organisation, making it easier for everyone to align. Also, it is possible to observe the relationships between projects and measurements at an organisational level (Torrington et al., 2014).
Second, Management by Objectives (MBO) has been created by the above-mentioned Peter Drucker. It involves setting up a number of organisational goals, which serve as benchmarks for formulating the goals of each individual employee. The main focus of MBO is on objectives, however, unlike the BSC approach, these objectives are not always related to one another. For instance, one of Marks & Spencer’s goals is relocating and renewing stores, because it is a competitive advantage for how customers want to shop nowadays (Marks &Spencer, 2022). A collaborative effort between executives and employees may also be used to create objectives (Hutchinson, 2013). Third, Budget-driven business plans. Some businesses focus on performance management linked to the budget of the organization. This implies that the finance team gives a department a report on last year's spending and asks the department to outline the tasks they hope to complete without altering the budget in the upcoming year (Cote, 2022).
To conclude, SainCo's success will be demonstrated in its ability to innovate and adapt performance management systems, focus on the company’s goals and objectives, lead by putting people first, and professionally communicate.

Individual Performance Management. Performance appraisal. Performance appraisal (PA) is the process by which organizations collect information about how well employees are doing their jobs.
The entire process of establishing effective, focused performance by individuals depends on face-to-face evaluation (Torrington et al., 2014).
The major objectives of PA are as follows: measuring agreed-upon goals, objectives, and actions, also, providing feedback about past performance and discussing the potential of an employee for future performance.  For example, PepsiCo’s former CEO Nooyi (2022) guides people to implement the essential changes and enhance performance, to have an open mind, take in knowledge without even feeling pressurised, and have time to think and seek out suggestions that can be put into practice. Third, assigning the right task to the right employees and last, sharing ideas with people, how they could perform better and what support they might need. For example, the London business school full-time staff could apply for funding to support their study towards a professional qualification (LBS Work Perks, 2022).
Frequently, performance appraisals are carried out by line managers. However, some companies use a more diversified approach (Hutchinson, 2013), such as self-assessment (individuals rate their behaviour and performance), peer assessment (individual co-workers rate their performance), and customer appraisal, for example, the Swiss jewellery and watch seller Bucherer’s staff are assessed by Mystery shoppers.

[image: ]
360-degree appraisal. Source: (Hutchinson, 2013).
The term performance appraisal covers 360–degree feedback assessment as well. According to the 360-degree feedback performance management principle, more than one manager can evaluate an employee's performance. Feedback is collected from the employee's manager, colleagues, and everyone they work with. The information is compared with the employee's own self-assessment. This assessment is done to help employees improve.
In a review of current business practise (Giustiniano, 2016), lots of organizations conclude, that ideal evaluation systems are merely pipe dreams. The main issues with individual performance management are as follows (Hutchinson, 2013): bureaucracy, when the appraisal scheme is very complicated and time-sensitive, issues between employees and management, unfair evaluation, and unreliable assessors can introduce several biases, for example, a teacher who is biassed in her evaluations based on how much she cares for the students (Giustiniano, 2016).
More and more information is becoming public that companies have avoided traditional performance appraisals. Commentators such as Cappelli and Tavis (2016) claim, that conversations between managers and staff that are focused on professional development are becoming more common in many organisations. By improving the effectiveness of PA and adopting the workforce to the new normal, the organization’s negative outcomes could minimize: including personal objectives in the process of performance management, collecting and implementing employee feedback, focusing on empathy in performance reviews, adapting to hybrid work models (for instance, The Moët Hennessy the HR team works two days a week from home and three days a week in an office), and move to a data-driven approach (DeNisi and Murphy, 2017). 
As a result of organizational and individual performance management, it is evident that if talent management and HR professionals can thoughtfully and methodically create comprehensive PM procedures that unleash the potential to improve individual, team, and organisational performance, their organisations would greatly benefit (Battista, 2020).
[bookmark: _Toc134371908]Organisational and Employee Concerns
Stowell (2019) in his research provides some most typical issues that organisations face. First, the lack of clear strategy. People need to know the plan and what they need to do to get there. For example, the food service company Compass Group never communicated its business vision, mission, and strategy to its catering assistants (unstructured interview, 2020). To avoid this, it will be necessary to communicate and influence the SainCo people’s willingness to adopt the proposed new transformation plan, shaping the future. Second, the lack of awareness about key competencies in the organization.  Pay close attention to specific talents and competences, particularly when it comes to skill-based hiring. For instance, to stop talented, experienced SainCo employees from leaving, the company might pay more and offer a 4-day working week (Stowell, 2019). Third, poor relationships with employees – no communication, no feedback, no coaching. For instance, many Kraft Heinz employees complained about the company’s culture, because corporate leaders only cared about how to make money (Huffpost, 2016). Stowell (2019) is certain, that organizations without a people-oriented culture will struggle to grow. However, Pomerantz’s (2014) overview of organizational concerns shows that the above-mentioned challenges list could be much longer. For example, when an organisation's culture does not clearly define how disagreements between managers and their teams are to be managed, these become interpersonal problems. As proof, employees at Twitter who had criticised Elon Musk were sacked (Conger, Mac and Isaac, 2022). Next, influence: departments, divisions, and teams work on what they have to work on and have no clue what others in the same organization are doing or how they could seek synergy (Pomerantz, 2014). Safe environments might be another challenge. Pomerantz noted that, in most organizations senior leadership is not receptive to new ideas and initiatives, or middle and lower-level executives and employees lack a safe channel for sharing feedback or voicing concerns. Overall, she motivated organizations to take action and change for the better, for example, synthesize systems, strategies, ideas and functions or cultivating strategic relationships of influence (Pomerantz, 2014). 
Employee concerns. In a new work environment, empathy is a new currency. If people believe they are valued, they will give more, and work more to co-operate (Armstrong, 2019). Performance appraisal (please see paragraph about Individual Performance Management. Performance appraisal.), rewarding people, and underperformance are reasons for employees' concerns. 
According to HR trends in 2022, over 70% of workers left their jobs to take ones that paid more because they were dissatisfied with their wages. (financial rewards). However, during a period of uncertainty, such as the current cost of living crisis, employees expect to feel secure. Because of that, when it comes to budgeting for staff, businesses take much more into account than just basic compensation. For example, one luxury retailer builds a well-being program with Retail Trust to support all employees. As physical well-being can look very different to different people, a financial contribution has been made to all employees, post-probation (non-financial rewards).  The decision on how to best use extra money is entirely on employees (unstructured interview, 2023).
Overall, a reward system is made up of organised and managed explicitly stated principles, practices, and processes (Armstrong, 2019).
Without a doubt, managers manage not only people but also people's problems, especially when Brexit and COVID-19 have completely altered the British labour market. 
Negative employee behaviour is also possible. From the management’s point of view, underperformance is dysfunctional behaviour. This view is supported by Hutchinson (2013).
Much of the HR literature focuses on poor performance firstly as a specific employee's issue, secondly, with the intricate interrelationship between motivation, commitment, and trust, and finally, as an issue with structural labour. For example, one team member is underperforming, and struggling to achieve personal objectives. It can be an individual's fault, but it can happen because of the system of work. When it comes to individuals, it could be that they cannot focus on the job or just do not know what to do or how to do it, et cetera. To deal with under-performance, Armstrong (2019) recommends 10 steps, starting with being detailed in identifying the areas of under-performance, then supporting, guiding, and, if there is no improvement, finally, dismissing the employee. 
However, if it happened due to badly organized work, management, but not individuals, should be blamed for the poor result (Armstrong, 2019).
Hutchinson (2013) found that, where there is a lack of commitment, drive, and trust, we could anticipate dysfunctional behaviour that results in subpar performance.
[bookmark: _Toc134371909]Employee Engagement and Employee Involvement
‘Invest in the right people, because a good team is everything’ says the chief content officer of Condé Nast Anna Wintour. When it comes to building the SainCo team, as she has rightly pointed out, different backgrounds, experiences, ages, and viewpoints should all be represented. (Wintour, 2022). Because ‘businesses function at their best when they have diverse, engaged employees who feel safe both at work and at home’ (Business Roundtable, 2020).
Certainly, a big challenge for SainCo will be to win the hearts of people - employee engagement. Employee involvement and engagement are necessary contributors to people’s performance.
Employee Engagement. This paragraph will discuss what SainCo needs to build a people-focused culture. 
[image: ]
Source: (DecisionWise, 2021)

The American psychologist W.A. Kahn coined the phrase "employee engagement" (1990). He talks about two types of engagement: cognitive engagement (about workers who are aware of their responsibilities) and emotional engagement (about workers who feel a deep emotional connection to their supervisors) (Torrington et al., 2014).
Similar findings are evidenced in Deloitte’s perspectives about employee engagement after COVID-19. It is a term used to define a worker's emotional commitment to their organisation, its clients, staff, and objectives. It is not about rewarding a worker after a long day of work, high pay, or employee satisfaction (Kewalramani, 2021).
If SainCo handles employees empathetically and inspires and energises them to meet the constantly changing work environment every day, it will be successful. Employee engagement will increase if we offer enhanced work, according to some HR professionals.
To avoid disadvantages, the organizational structures need to be implemented:
· Be supportive of management.
· Establish a productive workplace.
· Pay workers more attention and offer them more assistance.
· To inspire trust in leadership and honest communication for the team.
· Help people develop new talents and see new chances.
· Increased sense of belonging and well-being.
· Enthuse staff members about their potential in the business. (Kewalramani, 2021).
Mentioned above will be big changes for SainCo with an autocratic management style, but it will help the organization to attract, recruit and retain people. In addition, employee retention, productivity, and motivation will all rise when emotional bonds between staff members and their workplace develop (Kewalramani, 2021).
Overall, only an employee-friendly human resources management strategy will allow SainCo to navigate well, preparing the business for the future. In addition, employees who have had a positive experience are more than 15 times more engaged than those who have not and almost 10 times more likely to want to stay with the organization (Emmett et al., 2021).
Employee involvement. Involvement will be the second step for SainCo, along the way changing the autocratic management style in the organization. Employee engagement is "employees working together, applying their knowledge and skills to achieve the company's mission and objectives, sharing ideas, and making the right decisions", according to one definition (Bullock and Powell, 2020). 
Leigh and Maynard (2012) identify that a leader will make a difference in the organisation if he involves people, giving them an opportunity to speak up and share ideas. For example, former PepsiCo CEO Indra Nooyi says to her employees, “Go dig deep. Come back to me with your best approach.” Communicating with encouragement—while also pushing your team—can help everyone achieve an overall higher level of performance.
Put simply, only involved employees participate in what top management wants to achieve using their experience and knowledge. 

[image: ]
The diagram of employee involvement. Source: (Leigh and Maynard, 2012).
Several authors in McKinsey’s research found that employee involvement accelerates the company’s growth and creates competitive advantages (Emmett et al., 2021). Torrington et al. (2014), for example, add that employee involvement aids in the development of a commitment-based team in a win-win situation where management and staff collaborate to achieve high performance that is profitable for both.
As the SainCo change step, all employers already know why it must happen and that changes are the right thing to do not only for business but for people too. Timely and effective employee involvement is key to making this happen because "people are always in favour of what they have created." However, it is crucial to remember that change can be a major source of conflict in organisations, especially when it is implemented without genuine employee participation (Torrington et al., 2014). To avoid this, the key to creating workers’ involvement is communication. Leigh and Maynard (2012) pointed out that open communication encourages healthier connections and keeps individuals involved. Lack of involvement is frequent in middle management because managers are expected only to follow others and are cut off from the organisation's strategy. This view is supported by Howard (2020).
In summary, SainCo could be transformed to perform as new leadership makes people feel involved and engaged, and feedback from people will be valued. For instance, the London business school already, for newcomers, offer coffee with the Dean to help mix with colleagues across the School (LBS Work Perks, 2022).
[bookmark: _Toc134371910]Recommendations, both in the short term and in the longer term
A comprehensive report on the new performance management system for SainCo shows that the critical analysis of the needs and new work environment certainly demonstrate that a company needs not only a new approach to performance management but new leadership based on soft skills as well. So, what recommendations could be drawn for SainCo?
The global organisational consulting firm Korn Ferry's report "How Organisations Can Transform to Perform" and famous business leaders in MasterClass proposed a couple of findings for a new approach to performance management:
Organisations, including Sainco, have to create a purpose to survive in this new normal business environment. This is evidenced by former PepsiCo CEO Indra Nooyi's role as the chief architect of its "Performance with Purpose" initiatives. For example, the company made changes to the portfolio to balance healthy and treat-like products. She has looked to the future by analysing megatrends and growing the company’s net revenue by more than 70 per cent.
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The purpose is the new strategy. Source: (Ferry, 2022)
-To set clear and well-communicated short-term and long-term business priorities related to the organisation’s purpose. For instance, a leading British retailer, Marks & Spencer, announced that the company’s purpose is to transform business in order to shape the future (Marks & Spencer, 2022).
-To achieve a sustainable competitive advantage through better planning of organisational resources and capabilities. Take an example: UK retailers are closing underperforming stores and investing in immersive, technology-filled stores (Deloitte, 2022).
When it comes to individual performance, an article by DeNisi and Murphy (2017) demonstrated how to enrich individual performance and productivity.

[image: ]
From measurement-oriented moves to motivational models. Source: Global talent trends 2022

-A new leadership mandate is now to reshape business, prepare for the future, and focus on ‘back to human’ and people’s well-being.
-Create a feedback-rich environment. For example, the internet company Gogo and its partner built a social platform called "Gogo Props", where workers may publicly recognise each other for good work (Glickman and Fisk, 2020).
-SainCo is moving in a new direction: from autocratic leadership to leadership based on soft skills. To succeed and be fit for the future, the new management team, first of all, should make people feel valued because ‘people will forget what you did. They will forget what you said. But they will never forget how you made them feel (Howard, 2020).
This new approach to SainCo’s performance management is certainly going to be the silver bullet to achieve the company’s mission, execute its strategy, build a new organisational culture, and generate important business results.
[bookmark: _Toc134371911]Conclusion
SainCo, like many other organizations, will transform to perform into a new modern style in order to achieve competitive advantage and high performance. 
According to academic sources, there is a 100-year history of performance management (DeNisi and Murphy, 2017). For instance, Lewin more than 80 years ago, created the theory of how to change management through three stages. But still ‘The startling reality is that more than half of transformation programmes are unsuccessful’ says a professor of Entrepreneurship at INSEAD, Vibha Gaba. 
She argued, that first of all, when needed, a corporation cannot recognise the need for change, secondly, many businesses just abandon their change management initiatives in the middle of them or they lack the patience to wait for the results. 
Overall, SainCo should move forward to survive as a company and get everyone through this new world of work.  Due to this, SainCo’s accomplishment will be to follow all the recommendations mentioned above in the short term and in the longer term strategy and never give up on changing the organisation.
In addition, it should be noted that even former US President George W. Bush is certain, that ‘Even the most brilliant leader must depend on others within the organization to implement a strategic vision’ (Bush, 2021).
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