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1.1 Introduction
     This report aims to address the challenges faced by a British wholesaler company in adopting modern performance management practices. The company is operating for a long time on the market and employs 1500 staff members. Being a traditional family-owned company, it needs innovative approaches to become competitive.
     In order to outline the steps that such a change would entail, the first part of the report will contain general information about the performance management at organization-level. These notions will provide a better understanding of the behaviours adopted in companies and what determines certain actions. Following this part, effective details will be provided about performance management in retail stores, and examples of challenges in this area will be given.
     Further, the report will continue with the description of two leadership styles: the autocratic style and the democratic style. Here the advantages and disadvantages of each will be evaluated and will be established which of the two is the most common in retail stores. In addition, the report will also cover the employee engagement and involvement, which are vital aspects for productivity improvement.
     The last part will consist of modern performance management concepts and practices. It will be shown that they extend beyond appraising the employees and, if implemented correctly, could bring long-term benefits to the companies that use them. Also, the end of the report will contain a few recommendations and conclusions related to the case of the given retail company.

1.2 Performance management  
     1.2.1 General concepts
[bookmark: _Hlk29475134][bookmark: _Hlk29475149]     One of the most important aspects when it comes to appraising performance within a company, is organizational behaviour. This aspect involves studying, understanding and predicting the actions of people interacting in such environments, and the ways in which their behaviours can be manipulated (Pettinger, 2010). Organizational behaviour is not an exact science, as the human factor must be taken into account, but it must be emphasized that precisely the human side is the foundation of any organization. Any business involves objectives whose activities can be improved. The measurements are never accurate, because there is always the possibility that certain practices could be faster, more efficient or more affordable. People will always create ways to develop more productive procedures, more efficient technologies, and tools. Therefore, it is vital comprehending how people behave in organizations and what determines those actions (Pettinger, 2010).
     Performance management involves setting effective goals, providing training and development opportunities to employees, as well as evaluating their performance level and rewarding them accordingly. Because only the performance appraisal system alone is not an efficient method, the management performance also includes setting goals, in addition to the evaluation (Spangenberg and Theron, 2001).
     When it comes to the performance of a company, this can cover different aspects. One of them is the stability of the company, which includes the daily activities and the systems and procedures through which the continuity of tasks is ensured. Another important aspect is the degree of innovation. This involves the aspects that a company take into consideration and put into practice to find new opportunities and to manage staff more efficiently. A third factor that is relevant when it comes to measuring the performance of a company is how it handles crisis situations. The way in which they prioritize their activities and use their resources can affect the future of the employees and of the company (Pettinger, 2010).
[bookmark: _Hlk29475194][bookmark: _Hlk29475348]     In addition to the above, the motivation is also an important process in performance management. Regularly checking the evolution of the staff and providing opportunities for skills improvement is one of the first measures to increase their motivation. Performances should be rewarded as employees develop their knowledge and expertise. The efforts of staff that contribute to increasing the value of the organization require a fair reward, and every member of the company must have equal rights to progress (Pettinger, 2010). Another measure that can be used to stimulate an employee is by directly recognizing his or her value through praise. Also, the salary should be at the level of their performance, and the loyalty to the company should also be rewarded. However, it is worth mentioning that financial rewards improve employee’s satisfaction and their commitment to the company, but only for a short period of time. Also, underpayment can lead to stress and the loss of valuable staff members (Pettinger, 2010).



     1.2.2 Performance management in retail stores
[bookmark: _Hlk29475407]     As for the performance management in retail stores, the main challenge is the uncertainty. Although stores in retail chains are similar, with almost identical procedures and policies, the performance may differ from store to store. Trying to run a successful business, the managers of such stores often face high employee turnover rates, decreased profit and customer dissatisfaction. To cope with these pressures, companies often focus on managers’ training and development. As the business environment is constantly changing, today's managers need to master leadership skills to lead the company to success (Mekraz and Raghava, 2016).
[bookmark: _Hlk29475423][bookmark: _Hlk29475482][bookmark: _Hlk27231281]     The problems involving retail store staff may have significant consequences. Employees usually have the potential to bring competitive advantages to a company. When insufficient attention is paid to these challenges, the threat of high turnover may appear. Because frequent changes in the retail market force stores to make quick decisions, employees will be among the first affected. Demanding requirements can be a good enough reason for an individual to leave the job. Here the qualities of a leader can intervene, as they should have the power to change the attitude of the employees and, therefore, to maintain normal turnover rates. When it comes to the profit of a retail store, it may decrease due to several reasons. One of them is the reduction of stocks, which can be caused by frauds or administrative errors. To prevent such losses, companies focus on the process of selecting trustworthy employees and on transforming the work environment into a more efficient one. As for the level of customer satisfaction, it can fluctuate depending to their previous experiences with other retail stores. The quality of products and services is a vital factor in this regard. Through this process, the aim of the retailers is to meet the needs and expectations of consumers, as well as to gain advantage over competitors. However, the diversified demands of the clients make it difficult to obtain their loyalty. That is why the retail stores should find innovative ways, so they remain relevant to the consumers (Mekraz and Raghava, 2016).
     As stated above, to identify the factors that could affect the performance, retail stores generally focus on improving managerial skills. For this purpose, below will be described what are the main leadership styles and how could they affect employees and their performance.



1.3 Management styles
     1.3.1 Autocratic management
     The autocratic management type implies that the employer is the one who makes all the decisions regarding the direction and organization of the company. Here, employees are considered to be responsible only for increasing productivity, with no contribution in terms of decision making. Also, the staff is very strictly controlled, their duties being very clearly structured (Mahmood and Basharat, 2012).
[bookmark: _Hlk24814162]     The autocratic style can be effective in small companies or in groups of few people, where a leader is needed. These groups will work more effectively when one of the members assumes the role of the leader. When tasks are assigned and deadlines are set, each member contributes equally, and the project can be completed on time (Cherry, 2019). However, those who practice this style of leadership in an abusive manner are seen as too controlling. Because, usually, these leaders make decisions without taking into account the opinions of the group they manage, it can lead to feelings of dissatisfaction from members who are not given the chance to contribute with new ideas (Cherry, 2019). The autocratic leader often ignores the knowledge and experience that the group possess, and which have the potential to make significant contributions. This affects both the productivity of the members and the chances of success of meeting the employer’s established goals. Therefore, it can be said that employees perform better and are more satisfied when they have the freedom to make contributions to the future of the company they work for (Cherry, 2019).
     This management style is a standard one, which has been put into practice for many hundreds of years. And in order for this old management style to be successfully managed nowadays, leaders must show respect for their subordinates, to communicate and show patience and, last but not least, encourage the expression of opinions (Shaeffer, 2018). The respect of the manager creates mutual respect within an organization. Therefore, the correctness and objectivity generated by this aspect will help build a more relaxing and professional work environment. Although employees are expected to follow the procedures that are put in place, the employer should not ignore the part where these rules are clearly explained. Through efficient communication, employees will become more cooperative, and the chances of someone opposing will decrease (Shaeffer, 2018).
     Consistency is another thing to consider when it comes to autocratic leadership style. Because this approach can generate an atmosphere where distrust may predominate, it is useful for the manager to treat all employees correctly and equally (Shaeffer, 2018). Also, as stated above, encouraging staff to express their opinions and ideas completes the spectrum of recommendations that could contribute to the successful implementation of such a leadership style. The team's suggestions should be valued, even if not all of them can be put into practice. Employees appreciate when the leaders are listening and when their ideas are taken into account. And this aspect can only contribute to positive changes within the company (Shaeffer, 2018).
    Sometimes, the autocratic leadership style is essential when it comes to ensuring that deadlines are met. Finally, this kind of approach is based on the same objective as other management styles, namely the achievement of success. The difference consists of ethics in practices (Shaeffer, 2018).

     1.3.2 Democratic management
[bookmark: _Hlk25422467]     Democratic management has as a main characteristic the granting of full rights to the employees, by allowing their participation in the functioning and management processes of the organization of which they are part, as well as their involvement in the decision-making processes. Within this type of management, the rights of the employees are respected and protected, and the employers value their well-being, giving them the right to express freely (Wang, 2018). 
     This management type implies mutual respect both from the employees and from the employers, who collaborate with each other. The democratic leadership is often combined with the participatory one, because in order to fulfil certain goals, the company must also consider the staff’s contribution. Democratic leaders give employees the right to express their opinions and to make suggestions. Even if the proposals are not fully adopted, this procedure allows the staff to develop their self-confidence and to accumulate more experience. Thus, it can be stated that participation is the main way to achieve success, when it comes to companies that operate following the democratic management (STU Online, 2019). However, managers need to be cautious when using this style. When employees consider that their contributions are not capitalized, this can lead to decreased productivity. The most useful method of managing the degree of staff involvement in the decision-making process is by shaping teams that include experienced employees, on whose cooperation the company can count (STU Online, 2019).
     Generally, managers have many responsibilities. And companies that adopt the democratic style need such a leader, who knows how to prevent certain crises and to effectively guide the team they supervise. However, they need to be surrounded by experienced people as well, in order for the business to have real growth potential. In the category of experienced people is included a wide range of employees, regardless of gender, culture or age. This type of leadership both encourages the ideas of the staff, but also accepts their contribution in the implementation of new strategies. In such situations, where employees are involved in discussions about smaller or bigger decisions, most managers will succeed (Wang, 2018).
     The democratic style of management is present in all departments of an organization, as opposed to the autocratic style, which can be found only in certain departments. Compared to the autocratic leaders, the democrats support the egalitarian principles, and are willing to work side by side with their subordinates. They feel comfortable when it comes to teamwork and are flexible. Democratic leaders are involved in the process of carrying out the projects, even if they have hired people with sufficient experience to lead them. Also, when measuring staff performance, they rely on data, but they also take into account the potential and experience of employees. Democratic leaders are always trying to come up with the best solutions for the problems that the company might face. Even though they sometimes take risks, all their efforts are directed to the team’s well-being, proving correctness, adaptability and forward-thinking (STU Online, 2019).
     However, the democratic style has some disadvantages, as well. These include the fact that managers rely too much on staff experience. Also, involving staff in the decision-making process can be time consuming and costly, especially if the people who provide opinions are not properly informed. That is why it is advisable for this type of leaders to know how to take the initiative when appropriate, and to be the ones who make the final decisions (STU Online, 2019).
     For a clearer evaluation and comparison of the two management styles, in the table below can be identified their main characteristics:



	Based on
	Autocratic
	Democratic

	Also known as
	Task Management Leadership or Dictatorial
	Participative

	Centred on
	Leader centred
	Group centred

	Power
	Centralized on leader
	Decentralized

	Authority
	Centralized on leader
	Decentralized

	Consult
	The leader doesn’t consult
	The leaders consult sub-ordinate about decision

	Reward and punishment
	Leaders give rewards and punishment at will
	Performance based on rewards and punishment

	Information
	Controlled by leaders
	Shared between leaders and sub-ordinate

	Use
	Useful in emergency
	Useful in teamwork

	Influence flow
	One way only: from leader to followers
	Influence flows from leader to followers and vice-versa.

	Discipline
	Strict
	Moderate


Source: Shrestha, 2019
[bookmark: _Hlk29475529]     In the same context, in a case study was underlined that democratic leaders tend to inspire employees, giving them purpose and motivation. Also, they equally take into account the needs of employees and those of the organization. On the other hand, autocratic leaders consider employees as subordinates who have the opportunity to be rewarded only when they comply with the rules and requirements. Also, the same authors mentioned that in the retail field, the autocratic leadership style is the predominant one (Mekraz and Raghava, 2016).
[bookmark: _Hlk29475543]     However, regardless of the management style that companies approach, the way employees are engaged should be an important aspect for any business. Below, the report will continue with more details on what the employee engagement implies and how essential this is for the development of an organization. 

1.4 Organizational engagement
     1.4.1 Employee engagement
     Commitment is defined as a positive disposition at the workplace, which includes attributes such as vigor, dedication and absorption. In this context, the force represents the level of effort that an employee is willing to invest in the workplace and the persistence they demonstrate in complicated situations. Dedication, on the other hand, consists in the enthusiasm an employee shows when it comes to the challenges of the workplace, as well as the satisfaction of resolving them. Also, absorption includes the concentration involved in a particular job and the willingness of the staff to spend time working (Schaufeli and Bakker, 2004).
[bookmark: _Hlk29475646]     However, the commitment also involves elements such as being informed about the objectives of the organization and knowing how to define the responsibilities required for the job itself, and the responsibilities of the company, at a general level (CIPD, 2018). Besides employee engagement, their well-being is another important factor in an organization's strategy. By being more fulfilled and satisfied, the staff may be more likely to become more productive, as well. An employee may feel more determined to contribute to the company's development process when working in an appropriate environment. Otherwise, if employees are disengaged, then this can be a major risk for the company, which may have difficulties with staff retention (CIPD, 2018).
     The limits that a company can encounter when it comes to staff engagement can be diverse and can vary from business to business. However, employers need to provide employees with the opportunity to freely express their opinions, objections and ideas. Usually, most companies use methods such as surveys to get more details about employee experiences. Although these metrics are vital to the good functioning of the company, they must provide clear information, based on which an action plan can be built (CIPD, 2018). The advantage of the surveys is that it offers the possibility to measure certain details, such as the limits and stimulants of the engagement, as well as its outcomes. The factors that could block the engagement could be issues that demotivate employees, and the driver category could include elements as recognition and development opportunities. It is therefore very important that employers pay more attention to these issues, because the outcomes could consist of benefits both for the staff and for the company (CIPD, 2014).
     Evaluation methods such as surveys, focus groups or the feedback collected online, tend to focus more on strategy than on results. As mentioned above, this approach has the potential to affect the company. Paying attention to the outcomes could lead to a more efficient implementation of these methods in the engagement strategy. Therefore, this would direct the attention to the actions that correspond to the business’ objectives (CIPD, 2014). The engagement process could result in the satisfaction of employees working within the company and their willingness to continue being active members. However, this process increases the staff expectations, and if they are not met, it could result in loss of their motivation. As long as the survey results are shared with employees, and relevant changes are made, employees will be more willing to be part of such practices (CIPD, 2014).

     1.4.2 Engagement practices
[bookmark: _Hlk29475671]     Companies are increasingly using new technologies when it comes to the engagement process, and the insufficient outcomes could become a general problem. Because businesses are trying to improve traditional methods making them more interactive, they fail to take into account the multitude of data that will be collected by these new systems. Not every result will be a relevant driver of the employee engagement and converting the data into an efficient plan of action might become more complicated (CIPD, 2014). For the employees to be able to provide productive results, organizations will have to adapt the surveys, in order to evaluate efficiently what limits and drives engagement. Thus, the effect of the staff attitude on the profitability of the company can be established, and the survey will provide a broader understanding of the future of the business. Therefore, it can be stated that employee performance could be improved through engagement (CIPD, 2014).
     Although the recruitment practices and management of an organization are important elements to create a motivating work environment, sometimes some employees will show more involvement than others. This is natural, as well as the fact that the position of the employees will influence their attitude. However, in addition to commitment, staff health and well-being could produce long-term productive results, as well. It is recommended that a mix of all these three factors to be used within a company. In this sense, another important element is how employees are managed, as this can directly affect their health, well-being and commitment (Cipd.co.uk, 2017). For well-being and commitment to be effectively promoted in the work environment, the management could be open and fair towards employees, and handle the issues or the conflicts that might arise by adopting an appropriate, positive approach. Also, good communication skills and guidance contribute in this regard, as well. By creating healthy relationships at work, the personal interactions develop, and the employees’ career could  improve. The way in which managers can improve the well-being of staff can be both by providing effective feedback and learning activities. Such a management approach could have a significant impact on the company's results (Cipd.co.uk, 2017).
[bookmark: _Hlk26119834][bookmark: _Hlk29475729]     However, organizations need to have a suitable environment for leadership development to be as efficient as possible. They should take into account the aspects that could help develop leaders in managing their employees’ well-being and engagement. These refer to the barriers that may arise in the process of a development program that aims to change managerial behaviour. They may include the factors that support the transfer of knowledge, as well as the factors that may affect the relationship between manager and employee, in the context of obtaining engagement outcomes (Cipd.co.uk, 2017). An example of a model that can be used for this purpose is the maturity model. This gives the company the opportunity to evaluate its procedures, comparing them against other known methods. Through benchmarks can be determined where a company is positioned  in relation to others. This model is useful when it comes to choosing the most efficient activities in managing a development program. Ultimately, the goal is for managers to have the necessary skills and behaviours to ensure employees' health and well-being, as well as to engage them (Cipd.co.uk, 2017).
     Apart from the above factors, cohesion is another important element when it comes to job satisfaction. This implies the quality of the relationship between colleagues, as well as the quality of employee management. Also, the degree of stimulation of the workplace, as well as the conditions of employment can be related to the staff’s effort and their general satisfaction. Therefore, it is worth mentioning that management and human resources departments have the power to influence employee engagement, whether it is in a positive or negative way. That is why it is useful for employers to pay more attention to the employees and to make thoughtful decisions (CIPD, 2018).
     On the other hand, when it comes to staff engagement, diversity of work and employee involvement should also be taken into account. These two elements can contribute to business innovation and to the well-being of the employees. Employee involvement in knowledge and skills development programs can motivate them to perform and so companies can achieve positive outcomes. At the same time, managing diversity within a company contributes to the implementation of effective practices that take into account gender, age or cultural differences.  (Yang and Konrad, 2010).
     Employee involvement practices can benefit both the organization and the staff. By developing knowledge and abilities, employees become more confident, and this gives them the opportunity to suggest new ideas and to participate in decision-making processes. Employee empowerment can be considered a non-financial reward, which could lead to the general improvement of a company. When employees find meaning in the work environment, their attitude may improve, and staff retention could increase, as well (Yang and Konrad, 2010). If employees are involved in different organizational practices, they can more easily exchange knowledge, share suggestions and integrate more of the experiences they have accumulated in the workplace. Employee involvement comes to the aid of the minority groups, as well, by increasing the possibility of integration and teamwork. When the working environment is more diverse and the opinions are creative and varied, more effective decisions can be made to support the company and the employees (Yang and Konrad, 2010).
[bookmark: _Hlk29475765]     An autonomous work environment that lacks diversity management, could favour negative labels and stereotypes, which can then affect the productivity and the image of the company. That is why, in such companies, development practices may not deliver the expected results. In this regard, some studies have found that companies that take into account the opinions and experiences of employees from different cultures could become more efficient and innovative. Therefore, diversity can be associated with productive changes in the companies where, among other aspects, it is maintained a high level of involvement of the minority employees (Yang and Konrad, 2010). 
     Also, for employees to be engaged in a productive way, the organizations require innovative practices, as well. Below will be described a few such concepts, which could be used in any type of business, including the retail companies.

1.5 Modern performance management
     Performance management consists on the fact that people's knowledge and skills represent a competitive advantage for companies, and employees possess the ability to produce significant changes. At a general level, performance management is a process of developing and measuring performance, while taking into account the company's objectives. When this process is implemented effectively, company-level communication is improved, and employee and organizational performance increases (Wendt, 2014).
     The application of an adequate performance measurement system must be positioned in line with the company's objectives and the changing requirements. Therefore, the companies must take into account the factors that can influence the change of the measurement systems, as well as the methods by which these systems can be managed to remain relevant. However, most performance management systems cannot be applied within today's companies, because they are based on traditional concepts, which are no longer modern. For this reason, the elimination of ratings seems to be an effective current method. To improve the level of performance, companies like Adobe Systems have begun to adopt such procedures. Thus, they stopped using periodic reviews and ratings, which they replaced with frequent feedback and development opportunities. The purpose of this method is to gather relevant data in order to obtain accurate information and to make effective decisions (Ewenstein, Hancock and Komm, 2016). 
[bookmark: _Hlk29475820]     An example of the implementation of the above method is the real-time instrument of the European company Zalando. This tool collects crowd-source data from different projects and campaigns where performance feedback was given. The system is easy to use, and because the data is collected in real time, employees have the option to request accurate feedback from managers or co-workers at any time, through an online application. This tool helps managers to monitor the performance of the company continuously, and the changes can be adopted faster (Ewenstein, Hancock and Komm, 2016). However, technology is only an auxiliary platform, and direct discussions between employees and managers are still being valued, to ensure the delivery of expected results. Such methods are useful when it comes to saving the time spent by both employers and employees to collect performance data. This way, the information provided by technological tools is more qualitative, and allows managers to focus on relevant aspects when it comes to company’s goals (Ewenstein, Hancock and Komm, 2016).
     Another example of such big data applications is TinyPulse. This allows companies to evaluate employees' feelings and confidence in the workplace. The application is used in the form of a weekly survey that uses deep learning. Thus, through TinyPulse companies can benefit from a better understanding of the mental health of their staff, and decisions in this regard can be taken early. Also, this application does not compromise the employees’ privacy, being an anonymous portal where they can share ideas and suggestions. Because it is used to improve decisions, it can be stated that it adds value to the companies that use it. Therefore, this application aims to help both managers, allowing them to build and review goals, as well as the employees, being a good communication tool (Hope, 2019).
[bookmark: _Hlk29475950]     Apart from the apparent potential of these types of tools, there are some disadvantages that should be taken into account by the employers who plan to adopt them. Certain employees may attempt to provide positive, but intentionally false, answers in order to ensure that they are included in the high performance employee category. Others, on the other hand, might feel uncomfortable knowing that such a system evaluates each of their actions within the company. In this case, there is a risk that staff productivity will be affected. In order to avoid such barriers, these tools should be carefully evaluated and introduced in a transparent way to the employees (Ewenstein, Hancock and Komm, 2016).

1.6 Recommendations and conclusions
     As mentioned above, when it comes to performance management, the way the employees are motivated plays a very important role. In the case of the wholesaler company from the case study, they could motivate their employees by combining the financial and non-financial rewards. Especially as the company prepares for a significant change in the practices they approach, the rewards will act as an effective long-term plan to retain its employees. Because it is a company operating in the retail field, it will face uncertainties regarding the turnover and customer satisfaction. Therefore, in addition to motivating employees, the company must always think of innovative ways to maintain customers loyalty, as well.
     Because the company is a traditional one, with an autocratic management style, there is a risk that some employees will resist the modernization actions that the owner will put into practice. That is why it is important for the company owner to be transparent about the changes that will take place. A recommendation would be to engage the employees as much as possible in this process and also to take into account their well-being. Another suggestion for the owner of the company would be to consider the opinions of the workers. Especially if they come from different cultures and have different experiences, this could come to the support of both the company and of the employees, whose value would be recognized. Therefore, the more satisfied the staff, the easier the transition of the company.
     Another efficient method recommended for this retail company would be benchmarking. By comparing organization's procedures with those of others, they could choose the most advantageous activities for their development program. At the same time, for the retail company to become modern and efficient, big data applications can be used. Such tools could help the organization by collecting performance data in a short and efficient time. However, the human factor should not be overlooked, and technology should be used only as a secondary platform.
    In general, the organizational behaviour is difficult to predict. All the more so for the companies planning to make major changes in the performance management. Most importantly, such an organization should take into account the people inside it and the open discussions between employees and managers should be further enhanced. This is one of the ways it could be ensured that the company will develop the right strategy and that the expected results will be delivered.
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