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[bookmark: _Toc29590062]Executive Summary
Currently, in the world of work there are 5 generations all working together in organisations across the world for the first time ever. These 5 generations are driving change as they all need managing in different ways. This report will discuss the current performance management (PM) process, evaluating its strengths and weaknesses as well as looking into the possibility of introducing a newer, more efficient process. Performance management is the monitoring of individual or group performances within an organisation. A performance appraisal is “evaluating or judging the way in which a person is functioning”. 
It is important to incentivise your employees and motivate them at their job however doing so can be quite difficult. When implementing a new process, it is important to keep in mind the business has to adapt its strategies to accommodate the 5 generations in order to be successful. 
The current PM process rates employees from 1-5 based on 6 different criteria. This method of PM links with the bell curve where employees are placed into a category. This method can cause doubt and dissatisfaction amongst employees.
When setting goals for employees to achieve they need to follow the SMART acronym, meaning specific, measurable, achievable, realistic and time-bound. Goal setting enables employee focus to be solely on the driving improvement and less on irrelevant activities. 
The current PM process is conducted annually and with the younger generations preferring feedback more regularly, the business needs to consider another process. It is also seen as less accurate as face to face interviews are more awkward to give someone negative feedback.
The proposed new PM process is an online system where employees and managers can provide each other feedback anonymously. This will save the business a lot of time as they would not need to schedule interviews for every member of staff as it can be seen on a computer. However, not everyone is happy with using technology so will need training on the software which will also cost time. People may be harsh to one another giving feedback as it is anonymous which causes job dissatisfaction.
With both processes being analysed, the online system has taken an advantage as it would save the business time as well as space due to the fact that the records can be kept online rather than in the offices. The admin team can easily send over feedback forms instead of having physical copies.
 As a recommendation, the business should ensure they are involving their employees throughout the change because if they do not, the employees are less likely to embrace the change. They can run micro experiments to test whether the new process works and everyone is happy with it before going ahead. If your employees are not happy then the idea will not work.
[bookmark: _Toc29590063]Introduction
At present, there are 5 generations of employees that are shaping the world’s workforces and adapting the way the world of business is operating. At this moment in time, the world is seeing a whole new concept. For the first time ever 5 generations are working together, alongside each other, working towards achieving the same business goals. Each generation requires managing in various ways with their views on many business processes including performance management being very different - in fact, one of the biggest challenges for organisations in recent years has been developing an “understanding of the work values of the new generation and how they may differ from the values of previous generations” (Twenge, et al., 1118). With this being the case, it is evident that these generations - the younger more than the older- are driving the changes to everyday business operations. 
The purpose of this report is to evaluate the multi-generation workforce to establish how and why they are driving change within businesses. The report will also discuss and analyse the current performance management process, explaining both its benefits and limitations as well as looking to provide recommendations about implementing a new, more efficient performance management process for the business. This report is being carried out upon request of the executive team. The key terms that will be used throughout this report will be defined below:
Performance Management: - 
Defined as the monitoring of individual or group performances within an organisation (Cardy & Leonard, 2014), performance management plays a crucial role in HR (Armstrong & Baron, 2005). It is considered to be critical for both the business and the employees as it allows for the opportunities to improve. Without a performance management review, it would be very difficult to identify areas that need improving (Cardy & Leonard, 2014).
Performance Appraisal: - 
A performance appraisal (also known as a performance review) is “evaluating or judging the way in which a person is functioning” and is typically carried out annually where employees find out how they have been performing throughout the year (Coens & Jenkins, 2002:12). 
[bookmark: _Toc29590064]Multi- Generation Workforce
[image: ]As mentioned previously, the multi generation workforce is driving the need for change in the business environment and will need managing in different ways. A generation can be defined as “an identifiable group that shares birth years, age, location and significant life events at critical developmental stages” (Tolbize, 2008). There are currently five different generations in the world, each depending on the year a person was born. The image on the above illustrates the 5 generations, what year they were born as well as what events each generation has seen and their characteristics (Vietnam Manpower, 2015).
It is very important that a business encourages employees that no matter what their age, they each have something valuable to bring to the business (Knight, 2014). Knight (2014) also argues that it is important to incentivise your employees and motivate them at their job however doing so can be quite difficult. 
As a business, you need to be continuously adapting your strategies to accommodate your employee’s motivation, engagement and performance levels. Due to the fact that there are a variety of different generations all working at the same company, its engagement strategy will need to be as up to date as possible. For example, if the business has a successful strategy in place for the retention of the Baby Boomer generation, then there may be an issue when trying to implement it for the Millennials. This would mean the business would need to create a whole new strategy in order to retain their Millennials within the company (Gilbert, 2011).
[bookmark: _Toc29590065]Current Performance Management Process 
There are currently six levels of criteria for performance management. With each employee being scored from 1-5 (1 being well below standard and 5 being well above standard) per criteria. 
It is believed that this structure of a performance review follows the Bell Curve. The Bell Curve represents ‘normal distribution’ where the curve demonstrates equal, below or above average (Bersin, 2014). The image below illustrates the Bell Curve.
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Figure 1: The Bell Curve (Akansha, 2016)
Currently, the company has adopted the five-level rating as our performance review scale. This can be used alongside a bell curve to clearly identify which employees are where on the curve and what percentage of low to high performers the business currently has. Despite this being useful in certain situations, it is important to look at implementing change throughout our processes. Even though this method of performance management can encourage employees to work harder to obtain a good rating, many employees find this method of performance review very demotivating as they may be put into a category they weren’t expecting. This method may also cause dissatisfaction amongst the staff and they may become doubtful of their manager’s decision when looking at the selection of employees given a high rating (Shafique, 2019). 
This performance management process allows for the employees’ target goals and objectives to be SMART. SMART is an acronym for Specific, Measurable, Achievable, Realistic and Time bound. Each of these must be addressed in order to ensure the objectives set are relevant to the employee’s progression (50Minutes, 2015). If goals were set without using the SMART model, many would not be achieved. 
Goal setting is “particularly important” (Gallo, 2011) in HR and is just one way in which a business encourages employees to improve their performance. By setting achievable goals, it can help shift the focus of the employee to drive improvement and divert from irrelevant goals and activities (CIPD, 2016). It is suggested that creating goals energises and increases persistence for individuals as they have the opportunity to control how long they spend on tasks, encouraging prolonged efforts. While this is beneficial for many, others may not be as motivated to reach their goals. This is based on if they feel they have the relevant skillset to achieve the goal or whether they feel committed enough to complete the tasks (CIPD, 2016). The performance management process undertakes two responsibilities, it is both developmental and administrative. It can help employees to improve their performance through giving more effort and focus into their development activities. The administrative aspect of performance management is for businesses to utilise it for potential career development and rewards for the employees or even a means for dismissal or disciplinary where appropriate (CIPD, 2016).
[bookmark: _Toc29590066]Limitations of the Current Process 
Despite the performance management process being critical for all organisations, it is evident that development is required in order to reduce some of the issues both employers and employees face with the current process. At present, the performance management process is conducted annually which, in itself, can be an issue. 
As mentioned previously, the rise of the younger generation in the world of work is demanding change from every angle. For example, the Millennials and Generation Z are unsatisfied with the idea of having a performance management review annually meaning they would like to receive more frequent feedback relating to their performance at work (Baumgartner, 2019). According to an article written by Sarah Landrum (2016), 72% of Millennials who received feedback more regularly were found to be more satisfied at work. With the current process being annually, it is likely that the younger generation is less satisfied at work and the company risks retaining them.
“Only 8 percent of companies report that their performance management process drives high levels of value, while 58 percent said it is not an effective use of time” (Engage For Success, 2019)
With this being the case, it may be beneficial for businesses to use the more frequent method of providing feedback on performance to employees to ensure they are satisfied and are aware of what level of expectation they are currently working at.
Many businesses are dissatisfied with the annual performance management review as they tend not to be as accurate as they are supposed to be. For example, 90% of people who are head of department in HR suggested that their performance management process did not provide them with accurate information (McNamara, 2019). Throughout any performance review, both manager and employee are not entirely comfortable with giving and receiving negative feedback especially when the feedback is based on the 5 criteria scale as discussed previously (McNamara, 2019).
[bookmark: _Toc29590067]New Performance Management Process
As part of the new performance management process, the idea of meeting with employees once a year to discuss what they have done well and what they have not done so well is not as effective as you would think. As discussed before, employees will do everything they can in order to not have or postpone a performance review meeting with a manager. To avoid any surprises at the end of the year, it would be more beneficial to incorporate performance reviews throughout the year to provide employees with ongoing feedback and, as mentioned previously, will be satisfying the needs of the younger generation who prefer continuous feedback such as the Millennials and Generation Z.
One way in which the business can introduce a new process is by developing an online system that allows both managers and employees to give each other feedback anonymously. This would make the performance review less of a daunting task and people will be more likely to engage with this process and be a part of it. This would be great for the business as saves them time having to schedule meetings for every employee to give them feedback on their performance as well as providing them with improved data quality that can evaluate the data within seconds (PlusHR, 2013). This process would also be approved by the younger generation working for the business as they have always been surrounded by technology. The business could use this to their advantage and use the younger generation to help develop the other generation’s computer skills (PlusHR, 2013).
As a result of introducing more regular feedback sessions through technology, it allows for opportunities to realign any goals that may not be achievable anymore.  Circumstances are changing continuously and therefore goals that have been set may not be relevant. When setting goals for employees on a regular basis, it is more beneficial to use the acronym FAST instead of SMART. This is because SMART goals tend to focus a lot less on individual performance and do not recognise the importance of considering relevant goals and objectives throughout the year (Sull & Sull, 2018). FAST stands for Frequent, Ambitious, Specific and Transparent. Goals should be frequently discussed, difficult but not impossible, have specific timeframes, and should be transparent that all employees to see. By having all goals where everyone can see them drives the employees to ensure they are achieving their goals (Sull & Sull, 2018).
[bookmark: _Toc29590068][bookmark: _GoBack]Limitations of the New Process
With the introduction of any new process comes limitations. With an online performance review system, the business may find that based on the fact that the review is anonymous, employees or managers may be harsher than they would be in a face to face interview which may leave the employee feeling very demotivated. Even though this process will be saving the business a lot of time, employees who receive negative feedback without a face to face interaction may not interpret the feedback the way it was supposed to be interpreted and therefore may not act upon their performance (Ashe-Edmunds, 2019).
The business may also find that many of their employees have difficulties when trying to use the computers. This would mean that the business would need to spend time developing a training plan for those who need it and either find an internal employee willing to train others or find someone external however that would come at a cost (Root, 2017). 
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In conclusion, it is evident that both performance management processes have their benefits and limitations to the business and employees, however it is clear that it would be more beneficial for the business to move away from the traditional performance management process and introduce the new style of an online performance management process. By doing this, the business will be adapting and satisfying the needs of the 5 generations that are currently working together and saving themselves a lot of time. 
It is also important to consider the effectiveness of the goal setting process. FAST objectives have been seen to have an advantage over SMART as they focus more on personal development and enables employees to push themselves more to achieve their goals. Even though the old process was costing the business no money at all, the new process will be more efficient for all members of staff from admin to the employees. 
[bookmark: _Toc29590070]Recommendations
Based on findings throughout the report, there are opportunities to provide recommendations on the best way in which to implement the new performance management strategy. 
[image: ]The first recommendation would be that it is vital for business success if the business was to involve the employees as part of this change. When experiencing change, it can be extremely difficult to adapt and accept if you are kept out of the communication. The image below illustrates the Kübler-Ross change curve and the seven stages of feelings that people go through while entering a change.






Figure 2: Kübler- Ross Change Curve (Orridge, 2012)
The seven stages relate to shock, denial, depression, acceptance, testing, search for meaning and internalisation. When implementing a change, individuals will experience these stages as a way of dealing and adapting to the disruption that is occurring (Orridge, 2012). 
One way in which the business can involve their employees in the process of change is by conducting micro experiments (O’Donnell, 2018). This means that the business can trial the new performance management process before fully introducing it as well as taking on board the feedback from their employees at the same time. As a result of this, a huge amount of time is saved as it is easy to revert back to the old process if the micro experiments are not successful.
The second recommendation would be that the business would need to be sure it was beneficial for them before paying to implement the new system. So, obtaining feedback about what employees think about having an online performance management system will help the business gauge how successful it will be. Based on research, the cost of a performance management system depends on how many employees the business has, how many users it needs as well as how many appraisals are going to be completed. 
The cost of the new process is between $3-$10 per employee and start up fees range from $800-$2000. As a result of this, the business needs to be certain that the employees are going to embrace the change rather than resist, which links back to the previous recommendation about involving them through the change.
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