





[bookmark: _Toc29468811]Executive Summary
This report mainly introduces the shortcomings of the company's use of traditional annual performance evaluation and the impact on employees' work enthusiasm. Such employees have poor communication with leaders, inadequate feedback frequency, leader prejudice, and put tremendous pressure on employees. Physical and creative abilities are harmful, it is difficult to provide fair assessment results, and set useless annual goals. At the same time, the annual evaluation will have a negative impact on employees, 22% of employees are unwilling to face performance appraisal, 74% of millennials are dissatisfied with their performance, 47% of millennials start looking for another job after receiving the results, Come with great negative effects. Later, this article puts forward suggestions for changing the performance evaluation method. It is recommended that the company adopt 360 Degree Appraisal. This method has many advantages. For example, the leader can fully understand the employees and the feedback results are fair. However, this method also has shortcomings, such as cost. High time consuming. Finally, this article provides several suggestions on how to change the performance evaluation method of the case company, such as establishing a scientific evaluation model, ensuring a fair evaluation environment, and giving employees a fair analysis from the evaluation results. Case companies using this evaluation method can well motivate employees, and employees' work enthusiasm will increase.
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[bookmark: _Toc29468812]1.0 Introduction
Performance management refers to the continuous cycle process of performance planning, performance guidance and communication, performance evaluation, performance result application, performance goal promotion, in order to achieve organizational goals by managers and employees at all levels. The purpose of performance management is to continuously improve the performance of individuals, departments and organizations (Harris, 2003). According to OPM. GOV (2019), Performance management standards are generally set by the company or project leader. Managers can correct employees and provide timely feedback based on this standard, and establish reward or punishment mechanisms.
[bookmark: _Hlk29324211]According to the case, a company uses traditional performance management methods to score employees through six aspects, but now employees 'participation rate is reduced and employees' enthusiasm is affected. The company hopes to change the traditional performance management method to improve employee motivation and participation. For this company, 360 Degree Appraisal is suitable for them, this approach has many benefits, such as promote employees' awareness of themselves, create an open company culture, managers empower employees, and promote employee progress. This report has a close impact on the company's shareholders, managers and employees. The purpose of the report is to analyze the shortcomings of traditional performance management and suggest how companies can change their performance management methods.
Good performance management can bring benefits to the company. For example, performance appraisal is the main basis for training employees. Performance appraisal is an effective means for companies to reward employees. Performance appraisal is the basis for determining staffing and promotion of employees. Performance appraisal is the basis for developing human resources. At the same time, poor performance management will bring many negative effects to the company. For example, employees are not highly motivated to work, there is no scientific performance evaluation and incentive mechanism, employees do the same good or bad, there is no pressure on work, no goals and standards for future work, As a result, employees' enthusiasm for work is not high, and even some employees with large contributions will be frustrated, resulting in negative work. It is difficult to effectively achieve corporate goals, employees have low work efficiency, and employees' work tasks and performance standards are unclear. They cannot motivate employees to reach their working potential, improve work efficiency, cause employees to float, and work efficiency is low.






[bookmark: _Toc29468813]2.0 Main body
[bookmark: _Toc29468814]2.1 traditional methods
[bookmark: _Toc29468815][bookmark: _Hlk29323489][bookmark: _Hlk29322782]2.1 Problems with traditional annual performance review
According to the performance management method of the case company, the company still performs the traditional performance evaluation once a year. This method has many problems and will have a negative impact on employees.
Infrequency, according to a BBC News (2019) survey, Britons work an average of 42.5 hours per week. However, the annual review of an employee may be only a few hours, and such a review cannot give a fair evaluation of the employee. The biggest problem with annual review is the lack of frequency. Managers should provide feedback even when employees have problems, rather than waiting for a year. The significance of performance management lies in future development rather than past mistakes (Suddath, 2003).
Rater Bias, Similarity is the basis for attracting interpersonal relationships. If all conditions are similar, different people may get different evaluations (Pfeffe,2019). According to the research, most of the results of performance appraisal are related to the person who is evaluated, and have nothing to do with the person being evaluated (Vara, 2015). The evaluator cannot give a fair evaluation. The evaluation results of people with similar performance will be different. At the same time, the evaluator can easily give an evaluation based on the recent performance of the employee, and it is easy to ignore the employee's early performance. Enthusiasm, employees will only work hard before the assessment, resulting in the impact of low efficiency.
Stress, Prior to the annual assessment, it will put a lot of pressure on employees, which will inevitably affect their health, such as limiting their vision and creativity.
Limited annual feedback, the annual performance evaluation only feedbacks the problems that the evaluator remembered in the past year and not the issues that are important to the employee. Such feedback may be meaningless. What the employee wants to know is the manager's evaluation of his recent work Instead of a year ago. According to the survey, millennials prefer managers to identify with their work weekly rather than annually (Hogan, 2016). 
It is difficult to motivate employees. The annual evaluation means that high-performing employees can only be rewarded once, and low-performing employees will only be punished once. Promotions and bonuses have little to do with the evaluation results, which will cause the appraisers not to pay attention to the evaluation results and reduce employee motivation.
Generic Feedback, like the case companies, many companies use a 1-5 scoring system to rate employees, which does not truly reflect the ability of employees, and unfair evaluation will weaken employees' work enthusiasm.
Difficult to provide feedback. For companies that use annual assessments, it is difficult for them to provide feedback to employees. According to the survey, 67% of leaders are uncomfortable in employee communication, and it is difficult for more than one fifth of managers to protect themselves Praise the performance of employees (Dishman, 2016). Annual reviews may hinder the development of managers because providing feedback once a year does not provide many opportunities to test their abilities. If not applied in the real world, any skills developed during training will be lost.
Meaningless annual goals are set. The problem with setting goals once a year is that our good intentions are forgotten or become meaningless. People are changing and business needs are changing. Goals need to be adjusted to remain relevant and useful. Employees need meaningful, clear and up-to-date goals to perform well. Setting these important goals once a year doesn't work. The goals are irrelevant and meaningless. Corporate and personal goals need the flexibility to meet the changing needs of the modern business world. This allows you to accurately measure progress based on current business needs, rather than a few months ago.
Poor Communication, this is the last thing you want when a manager tries to have an open, honest conversation with an employee. However, in the form of performance reviews, employees can tell managers what they want to hear. To make matters worse, you may get a lot of "don't know" answers, and annual performance reviews often don't reflect employees' true feelings about their performance. By avoiding this by creating a supportive work culture, people feel that their opinions and contributions are valued. Keep communication channels open and listen to employees' feedback.
Lack of purpose and clarity, the key reason for the failure of the annual assessment is that people do not understand the focus of the assessment. Often companies do not adequately communicate the purpose of performance evaluations and instead focus on administrative procedures. Lack of communication means that employees do not understand how performance evaluation can benefit them or the entire company.
[bookmark: _Toc29468816][bookmark: _Hlk29324504]2.1.1 Negative impact of annual performance review on employees 
The annual evaluation has a great impact on employees, as demonstrated here with several examples.
22% of employees are willing to call for sick leave and are unwilling to face performance appraisal. In a survey of more than 1,000 millennial employees, 22% were more willing to take sick leave. Another 35% complained to their peers, 15% were cursed, and 15% were crying. Performance appraisal is not for people to be audited. Rather, it should be an opportunity to help people reflect, learn from their past performance, and develop action plans for the coming year (Leandro, 2015).
[bookmark: _Hlk29324092]74% of millennials are dissatisfied with their performance, and one of the biggest problems with annual performance evaluations is that results often surprise employees. 74% of millennials expressed dissatisfaction with their performance. Instead, sharing continuous performance feedback allows people to gain the insights they need to improve performance throughout the year, ensuring they are not blinded by the next performance evaluation (Leandro, 2015).
47% of millennials start looking for another job after receiving the results, and learning opportunities and development are one of the most important aspects of millennials looking for work. If your employees think they can't learn and grow in your organization, they will start looking for opportunities elsewhere. A study of more than 1,500 office workers revealed that 47% did this after receiving a performance assessment; 30% quit directly (Adobe, 2017).
[bookmark: _Toc29468817][bookmark: _Hlk29324395]2.2 New approach of performance management
[bookmark: _Toc29468818][bookmark: _Hlk29324488][bookmark: _Hlk29325935]2.2.1 360 Degree Appraisal
Case company can use 360 Degree Appraisal instead of annual performance review. 360-degree feedback is a system or process in which employees receive confidential, anonymous feedback from those around them. This usually includes employee managers, colleagues and direct reports. A mixture of about eight to twelve people filled out an anonymous online feedback form that asked questions about a wide range of workplace capabilities. The feedback form includes questions measured on a rating scale and the evaluator is required to provide written comments. Those who receive feedback will also complete a self-assessment survey that includes the same survey questions that others received in the form. Managers and leaders within organizations use 360​​ ​​feedback surveys to better understand their strengths and weaknesses. The 360-feedback system automatically tabulates the results and displays the results in a format that helps feedback recipients create development plans. Always combine personal responses with responses from others in the same assessor category (for example, peer, direct report) to maintain anonymity and give employees a clear understanding of their greatest strengths and weaknesses (custominsight.com, 2019).
[bookmark: _Toc29468819][bookmark: _Hlk29325905]2.2.2 Advantages and disadvantages of new approach of performance management
360 Degree Appraisal has many advantages:
Compared with traditional performance appraisal methods, it has more information channels. More likely to identify problems or employee benefits than methods involving only superiors;
In traditional performance appraisal, only the superior appraises the subordinates. The employee may be skeptical about the feedback information he receives, because he comes from a person who is likely to have a bias against an employee. In the 360​​-degree performance appraisal method, if the same information is obtained from superiors, colleagues, subordinates and customers, then this information is difficult to doubt;
It has broken the traditional assessment system for leaders to evaluate employees, making the evaluation results fairer and breaking the possibility of nepotism.
The use of 360-degree assessment can show that the team attaches great importance to the assessment of employees.
360-degree performance assessment can also establish an organizational atmosphere in the organization that helps each other and develops together, thereby promoting team building in the organization.
Promote the personal development of employees.
This approach also has many disadvantages:
The 360​​-degree performance assessment focuses on the comprehensive assessment of all aspects of the person being assessed. The qualitative assessment has a larger proportion and the quantitative performance assessment is less. Therefore, you can try to combine with the performance assessment indicators to make the assessment more comprehensive.
Different feedback channels are difficult to distinguish when the feedback information is different.
[bookmark: _Hlk29326185]The 360​​-degree performance appraisal method is costly to collect and process data.
In the implementation of the 360​​-degree performance appraisal method, if the training and application are improper, it may cause tension in the organization and affect the morale of the organization.
Because the 360​​-degree assessment method still has some flaws, if you rely too much on it, it will weaken the meaning of performance goals-the individual's contribution to the organization. The 360​​-degree assessment is actually just a tool in the toolbox. This tool can only be used to the fullest when used in conjunction with other improved performance assessment methods.



















[bookmark: _Toc29468820]3.0 Conclusion
In general, the annual assessment adopted by the case company is very problematic, for example, the frequency is insufficient, it is difficult to feedback the problem, it brings great pressure to employees, and the manager is biased. This limit management method affects the enthusiasm of employees and cannot motivate employees well. Case companies must change their performance management methods to increase the motivation of employees and better motivate their employees, the recommendation of this article is the case company adopting 360-degree performance appraisal. Only in this way can the company achieve better development. 

































[bookmark: _Toc29468821]4.0 Recommendations
Step 1: establish the quality model and find the right assessment criteria
The first step of scientific 360-degree assessment is to establish accurate, unified, measurable and valuable 360-degree assessment standards.
Competency model is a set of visible and able to apply the knowledge, skills, behavior, and the combination of personality traits, this combination can create value, employee behavior, the behavior and skills must be measurable and observable, guide, and the staff individual performance and the key to influence the success of the enterprise, and ultimately lead to sustainable competitive advantage for the companies. Therefore, based on the establishment of the enterprise employee quality model related to specific performance behavior, the evaluation of 360 degrees can effectively ensure the evaluation of measurable and accurate.
The establishment of the quality model requires the designer to have a higher quality and understanding of the industry, and according to the actual situation of the enterprise to carry out targeted design.
Each quality in the quality model includes the quality name, quality definition, high performance behavior, low performance behavior and so on. In particular, for each quality of employees to participate in the preparation of high-performance behavior cases, and printed into a brochure, the relatively abstract quality model and the specific examples happened to employees, so that employees can fully understand and actively participate in the establishment and application of the quality model.
Step 2: The second step is to ensure that the assessment process is fair and impartial
Keeping the opinions of the examiners confidential can reduce employees' resistance to the examiners and enable them to face the assessment results more frankly and honestly. If the examiner's opinion is taken in public form, some examiners may provide untrue or ambiguous opinions for fear of reprisals. It will take some time to establish an open 360-degree performance appraisal system in the enterprise, and it is necessary to implement confidentiality measures before a full relationship of understanding and trust is established among employees.
The use of online answers can fully protect the privacy of employees, so that employees have no concerns when answering. In the specified time, each person is free and independent online answer, avoid mutual influence and communication.
Step 3: Focus on collecting open-ended questions
Due to the psychological factors of the appraisers, the degree to which the appraisers understand the appraisers, and the different appraisal criteria of different appraisers, deviations between the appraisal results and the actual situation will inevitably occur. Therefore, the answer to open-ended questions is accurate and effective for the appraisal results. Sex is a very important supplement.
The collection of open questions has effectively supplemented the 360-degree assessment. In the subsequent feedback and counseling, the assesses can often have a greater impact, improving the effectiveness and pertinence of feedback counseling.
Step 4 Look at the essence through data
How to see the clue from the assessment data and results, its skills cannot be learned overnight. For example, the self-scoring of the appraisal is very high, but their supervisors and colleagues give low marks, which may be due to the phenomenon of self-inflation. If the supervisor gives a low score, but the self and colleagues score high, it may be that the subject has had a section with the direct supervisor in the past and so on. These are personal and organizational issues revealed through report information. Managers should respond to these issues by giving appropriate and appropriate suggestions, and finally formulate an employee development action plan.
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