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1. Introduction
Having attended a business conference, the CEO of the along-established Retail Organization named SainCo, was very impressed by the latest trends in the performance management and jumped to the conclusion that the firm needs to embrace modern management ideas and policies. The CEO considers the organization’s advance to be narrowly related to the improvement of performance management. SainCo is a traditionally family run organization with 2000 staff members at 10 different locations and an autocratic management style. There is a report in response to the CEO’s request for consultation on a new performance management approach especially addressed to the organization’s needs. In the light of the firm’s context, this paper covers the following specific objectives: Performance Management; Organizational and Employee Concerns; Employee Engagement and Employee Involvement; Short-and-long termed Recommendations.  
     2. Performance management 
        2.1 The term and purpose of PM
The term of “performance” in the HR fields implies actions or processes which relate to the way an organized group of people or an individual with a particular purpose carry out a function or a task. Its dimensions can be of quantitative or qualitative nature. 
The concept of “Performance Management” (PM) was firstly introduced and came into wide application in the HR theory in the early 1990s. In 1992, the Institute of Performance Management of UK produced the following, based on a CPID Research Project, definition of PM as a strategy which relates to every activity of the organization set in the context of its human resource policies, style, culture and communication nets.
Lockett (1992) defines PM as a development of individuals with competence and commitment working to attain shared significant objectives within an organization that backs and encourages their achievement. 
In Walter’s words (1995), PM intends to guide and support employees to work as effectively and efficiently as possible in line with the firm’s needs. 
According to Armstrong and Baron (1998, 2006), PM is an approach that is considered strategic and integrated which is expected to bring success to organizations via the enhancement of the individual performance. Thus, not having employees who had achieved such height of performance is seen as the main obstacle to the existence of an organization. PM is a process or a set of processes to establish a shared understanding of the goals that have to be attained both by the individual and the organization itself in order to execute high performance. Armstrong (2006) asserts that performance depends simultaneously upon behaviors of the employees and the results of their attempts.
It is now commonly agreed that PM is a natural process of management which targets contributions to business outcomes such as effectiveness, efficiency, development and partner’s satisfaction applying human, natural, financial and technological resources as well as regulatory measures, markets, motivated behavior, leadership style, teamwork etc. PM’s purpose is to achieve human capital advantage. PM is a difficult task. Since human capital advancement is determined by permanent changes, the people’s capability to deal with changes happens to be the most important means to avoid PM’s failure. 
    2.2 PM and the place of HRM
 The term of HRM implies a comprehensive and coherent approach to the aspects of people`s employment and management in organizations. It is about the effectiveness and efficiency by the use of workforce in order to achieve the organization’s objectives. HRM enables for the development of a high-performance work system to be fulfilled through teaching people how to upgrade existing policies and practices and how to introduce new ones. It is based on different strategies and activities to guarantee business` goals achievement, employees’ well-being and stakeholders` interests. HRM depends not only on strategies but much more on the foundation of rational connections and interconnections between links and levels of management, including its seven basic functions. They are as follow: recruitment and selection; performance management; learning and development; succession planning; compensation and benefits; HR information systems; HR data and analytics. Therefore, the performance management happens to be the second fundament of the HRM. The importance of the PM rises, once the employees are on board. The workforce represents the individuals in any organization who create, retain and apply knowledge and skills. They are named human capital (HC) or human resource (HR) and are recognized as the most significant source of competitive advantage. The human resource (HR) or human capital (HC) is difficult to replicate and extremely valuable for every organization as it opposes to other forms of advantage, originating from improvement in work design or environment. To increase human capital advantage, PM has to be integrated with the key HRM processes. In order to make PM strategic and businesslike, Mitroff &Alpaslan (2003) claim that policies and practices of organizational design and development, involvement, employee recruitment, learning and growth, compensation, motivating and employee relations have to be linked together in a “bundle”. The PM aligns various HRM activities with organization’s business goals. Via generating extra value by constructive and mutual investment of effort, skills, knowledge, time and finances, PM can ensure the best possible performance at all levels within the organization, taking into account the employees’ satisfaction. Hence, PM as an integral part of the HRM approach is of extreme importance.
    2.3 Performance Appraisal and Performance Management
There are different approaches for the organizations and employee’s performance to be managed. The most traditional is the performance appraisal. It is a regular review of the employees’ work performance and their overall contribution to the organization. The documentations and meetings of this approach include information about employee’s growth or lack of skills, achievements and behavior. The performance appraisal juxtaposes the standards of performance with the attained results, assesses the progress towards achieving them and suggests means for performance improvement. The system of the performance appraisal has three basic functions. The first one is to provide adequate feedback to each individual’s performance. The second one is to establish a basis for behavior’s modifying or changing towards better working habits. The third function is via consistent, reliable and valid data to help managers make strategic decisions. These functions contribute for important objectives of the performance appraisal to be achieved in address to employees’ behavior and to the results of their attempts such as determining compensations packages, wage structure, salaries, promotions, training programs, etc. Further, the appraisal helps HR department to place the right man on the right job assessing his/her present strengths, weaknesses and potential for development in the future. Regarding employees’ performance and related status, the performance appraisal serves as a tool for feedback, communication and motivation. Nowadays, the business world becomes more and more dynamic. The external and internal factors which determine the organization’s structure, goals and practices could change unexpectedly and rapidly. Thus, the deficits of the appraisal approach are highlighted. There are some discrepancies that lead to significant inaccuracies and prejudices in the appraisal process and make the managers and employees feel ill-at-ease. That is why the new approach which erases most of those disadvantages is recently preferred as a progressive one by the majority of the HR practitioners. Namely, this is the performance management approach. According to Armstrong (2006), it is focused not so much on organization’s past merits and demerits, but much more on its future demands. This approach stands for improving the conditions, sharing understanding about what is to be achieved, developing people’s capacity to attain it and helping people deliver high performance to the end of their own and the organization’s privilege. While the performance appraisal evaluates the quantified objectives in a fashion of an overall assessment once or twice a year, the performance management assesses values and behaviors through a permanent joint process of discussions between line managers and employees. Armstrong points out some other differences between the both approaches. Of great importance are the ways they function. While the performance appraisal is a static, linear- structured and top-down process, the performance management approach is a comprehensive, continual and flexible one. The performance appraisal approach might lead to unclear expectations, because it does not always set the right goals. Some of its other deficits are the insufficient and infrequent feedback as well as the non-transparent coaching. In result, the performance reviews happen to be inadequate. In reverse, the performance management approach is structured in a different way. It is based on permanent coaching and feedback from the employee, wide-ranged dialogues among all participants, founded on less common ratings and in a less referred to pay manner. It takes into consideration the employee’s contribution as well as his/her individual motivation in order to support employee’s learning and advancement to the benefit of all concerned. In opposite to the performance appraisal, performance management approach is owned and delivered by line managers. It is not that much red-tape bound and needs less paper work.  
  2.4 Planning and Development of Performance Management
PM is a cycle of highly integrated activities which clarifies the purpose of the organizations or the employees, their goals in working towards its achievement and the way of how this process will be fulfilled. It is an integral part of the continuing management. The cycle includes three phases: performance planning, performance appraisal and performance improvement. In each of the three phases, there occur significant organizational activities also highly integrated and depending on internal and external factors. In the phase of the performance planning the purpose, objectives and strategies have to be distinctly defined in order for the goals to be achieved. A necessary organizational structure has to be adopted as a strategy to reach all desired ends. The, by the organization required behaviors, as interactions between individuals with each other or within the whole organization that are linked with their work completion, have to be identified. On base of performance agreements, producing plans and personal development ones have to be created. The producing plans target the meeting of objectives and the performance improvement while the personal development plans aim to enhance knowledge, skills and competence and to reinforce the desired results. At the planning stage, it is necessary to reach an agreement on the criteria that will be applied to assess the extent to which objectives have been achieved. The plans are followed by the implementation of activities needed to attain objectives in reference to the new demands. Key performance indicators for suggesting the results in goal’s achievement should be identified. There have to be invented evaluating standards for each one of them. In the phase of performance appraisal, the progress in achieving objectives and the response to new demands have to be monitored via an ongoing observation and measurements. In determining the measures, it is important for the success, the overall goals, the actions and results to be considered and if necessary, the measure changes to be systematically carried out. The balanced Scorecard (BSC) is a useful management system to measure various performance indicators such as customer perspective, financials, internal business processes, and learning and growth.  The BSC framework is founded in 1992 by Norton and Kaplan as a tool for monitoring the strategic decisions taken by the organization through previously established indicators following the above-mentioned four aspects. According to Norton and Kaplan, instead of backward, BSC helps companies to look and move forward. The proper measures depend on the organization’s size, technology, strategy, industry and environment. To track performance, an ongoing feedback exchange is indispensable. Feedback is one of the most important PM features comprising information that relates to how well results are being attained. It has to address key activities and to be comprehensive, feasible and timely. A feedback should be backed up by evidence and based not on opinions, but on facts. An inadequate feedback can seriously threaten the achievement of organization’s goals. 
The second phase of the PM process is completed by an appraisal. The appraisal /review/ includes a set of documents and dialogues about the expected results, standards of performance, tools to achieve outcomes, extent to which they were attained, examples to indicate this process, tips to improve performance and the way they can be followed. Some appraisal methods are the 360-Degree appraisal, the General Performance appraisal, the Manager Performance appraisal, the Employee Self-Assessment, the Sales Performance appraisal and others. The purpose of the appraisal has two dimensions. On the one hand, it helps the organization to determine the value and productivity that employees contribute. On the other hand, it supports the employees in shaping their own roles in the job. If necessary, the appraisal should also point at the negative features but in a moderate way. However, it is more constructive to start with a highlight of the positives. Appraisals near the end of the year are not always fulfilled accurately as they rush to completion. In the performance management, performance review documentation and meetings would occur more than once a year in order to remain relevant to any changes in the organization. The ultimate phase of the PM is the development or, in other words, the improvement. The progress and the achievements are assessed. Creative processes are optimized and integrated with business objectives. If performance does not meet the desired standards, its plan has to be upgraded or even changed. Either an organizational change will be done in address to the gap or the line manager would try to enhance employee’s performance before his/her ultimate dismissal. The actions required to move the performance to the next planning period have to be identified. 
To sum up, the three general phases (performance planning, performance appraisal and performance improvement) would occur in both the Performance Appraisal and in the Performance Management, but in a different fashion. In the Performance Management those phases and the steps within them would be considered a framework for continuing collaboration and one or a few real-time dialogues.
 2.5 HR and Line managers
Nowadays, performance management is a process of bringing HR policies into life.  The HR department can provide support, advices and guidance, but it is not responsible for the performance management. Those, who are authorized with the implementation of the performance management, are the line managers or the supervisors. They directly rule other employees and activities in a specific functional area and act as mediators between employees and upper management operating in order for the programs towards organization’s business ends to be carried out effectively. Theirs is the final responsibility for meeting those goals. To translate the HR policies addressed to the organization’s performance strategy into actionable objectives, line managers should be entirely committed to their occupation and perceive themselves as an integral part of the organization. They have to be capable to transform corporate goals into individual and team ones in order to attract every employee and the whole staff to the business’ purpose. Some further line managers’ faculties refer to the creation of a shared understanding of the required performance improvement and the way it can be achieved. The line managers have to focus more on the current needs of the organization and of the employees. Since the performance is not only about what people attain but also about the manner, they attain it, the supervisors should be well aware of the employee’s work results as well as of his/her behavior. To support employee’s engagement into organization’s dealings, the line managers have to know the unique motivation for each employee and his/her positive or negative traits. The line managers should take their time and discuss in person the ongoing issues that are associated with the business goals and reach an agreement with the employee. Taking into account the regular monitoring and feedback, line managers are obliged to make up a performance appraisal together with the employee. In order for the negative perceptions of being criticized or blamed to be avoided, appropriate language and behavior should be applied in the process. Aiming to make the discussion about appraisal comfortable for all the participants, managers should not center primarily on rating scales and survey only the performance near the end of the year. Since the appraisal often involves the core organizational competencies and the specific to the employee’s job ones, managers must not oversee the key role of the PM for the employee’s compensations. They should focus more on effective feedback and coaching. The line managers have to customize the employee performance appraisal according to each organization context. Herreid (2006) points out that the management team should consider factors, such as organizational culture, legal framework, the organizational policy, etc. in developing effective employee’s performance appraisal. The whole amount of information on each individual’s contribution, achievements, mishaps and proposals has to be delivered to the upper managers. To act as an integral part of the organization, the employee has to be motivated by recognition of his/her performance and by fair incentives and rewards, which is one of the manager’s most essential tasks. 
 According to Bevan and Thomson (1991), there are two kinds of reward systems at line managers’ disposal - intrinsic and extrinsic. Intrinsic rewards are of psychological nature and relate to some incentives such as positive recognition, fair and considerate treatment and opportunities to use one’s skills and knowledge. The extrinsic reward system includes features external to the job task, such as pay, security, work condition, fringe benefits, promotion, work environment etc.
A successful PM requires line manager’s incessant self-improvement addressed to his trustworthy behavior, fair inter-colleague attitude, unbiased evaluation and flexible collaboration. The line managers have to run the corporate culture policy and the honest communication. They should avoid any kind of discrimination, focus on the individual and respect each employee’s endeavor to contribute to the organization’s progress.
3. Organizational and Employee Concerns
 On the path to reach the greatest possible performance, there occur several challenges. The concerns are of different nature. Some of them are associated with the organizational structure, environment and leadership and the others with the employees. In opposite to the strict top-down hierarchy, a flatter organizational structure should engage employees all across the company in decision making process and thus, lead to better performance. Organizations need a proactive environment, which has to be created of change-oriented goals and appropriate strategies towards their realization. The manager’s leadership style directly influences the employee’s contribution to organizational business advancement. In this aspect, there frequently appear a few concerns. The lack of clear future strategy originates from the leader’s failure to discuss a deliberate direction and to communicate a coherent message about organizational policies and activities within the whole staff. In conclusion, employees are deprived of faculty to understand the way those activities might fit or why they matter. As a result, the individuals become complacent and indifferent. Their commitment to the business future and their personal contribution weakens. Problems connected with the blending of persons with different traits into a cohesive team are another organizational concern. Though it can create numerous positive opportunities, it remains a great challenge for the managers. The wide variety of personalities, the diverse cultural and religious backgrounds, views, opinions, skills and experiences force the leaders to collaborate on among the employees shared tasks and to reconsider in an entrepreneurial way how to avoid an organization’s under-produce and employees’ non-satisfaction. Leaders need to be constantly aware of the importance of a unified and functional team presence. A culture of openness, feedback and coaching is extremely indispensable for the managing manner. Leaders cannot execute on their strategies, lower costs, or successfully launch new activities in case people fear reprimands or revenge. Managers have to avoid preoccupation with many operational distractions otherwise they might fail to recognize people, to celebrate advancement, to create a talent pipeline. Their incapability to develop key competences and behaviors while working across functions might make individuals feel disengaged, lose commitment and focus. Therefore, managers need to be in a permanent state of awareness of their personal opportunities for improvement and to work on it. Performance achievement inevitably requires the implementation of various innovations that relate to employees’ proactive and deliberate participation. Since innovations in their essence mean changes, there occur some other concerns. According to Battistelli et al. (2014), the employees’ concerns are mostly about the content of change (CONT), the benefit of change (BEN) and the mastering of change (MAST). CONT implies worries about the ongoing change consequences on one’s role. BEN expresses the uncertainty about whether the change will bring benefits for the individual or the organization. MAST includes the challenges employees cope with when they manage the change. Prochazka (2001), Levesque (2001) and others claim that tools to cope with employees’ concerns are the proactive learning, the collaborative teamwork and the stress management. To master change, employees need to know where they are currently in the stages of change for proactive learning, teamwork, and stress management, where they need to go next, and the strategies for how best to get there. The management major task is to make the employee feel ready for the change. Employees’ willingness to alter is impossible when they are under any kind of pressure. Change is not perceived as imposed when employees have the adequate skills and the opportunity to participate in solving team problems. According to Shin et al. (2012) it relates to the proactive way of learning and the goal-directed self-regulation as part of the innovative work behavior (IWB). Via increasing employees’ sense of well-being, security and effectiveness in the ever-changing world, the IWB can strengthen employees’ commitment to change. The collaborative team work provides a positive environment for gaining and sharing knowledge, for generating efficient solutions or for supporting team members who encounter difficulties with change. Eshelman, & Mckey (1995) think that when change threatens overwhelmingly, environment can help individuals manage the stress via physical or social activities, talks with others, reasonable self-statements etc.
Nowadays, a great concern under the image of pandemic menaces both the organizations and the individuals all over the world. Due to its uncertain and unpredictable nature, Covid 19 is an extreme challenge for the HRM.
4.  Employee Engagement and Employee Involvement
The employee engagement refers to processes that enable the employees to contribute to the organization’s fulfillment of its mission and influence their own work. It is about the emotional commitment the employee has to the organization and its ends and about his/her systematical participation in the business problem solutions and decision making through applying own ideas, skills, knowledge and efforts. The emotional commitment does not just mean working for the paycheck but taking care of and using discretionary effort on behalf of the organization’s goals. Even when the employee is not watched or asked, he/she keeps on caring about the actual business needs and doing his/her job. Employee’s engagement occurs in varying degrees within the organization and can be divided into representative participation, direct communication and upward problem solving. Researchers have discovered strong links between the employee involvement and the important work outcomes. According to Jones, Kalmi and Kauhauen (2010), even the improvement of low-skilled employees can increase their productivity and capability for decision-making. Apostolou (2000) points out that employees’ engagement reduces product cycle times, eliminates waste and enhances the shareholder returns. It also leads to employees’ empowerment, job satisfaction, creativity, commitment and motivation. In the words of Apostolou and Light (2004), the employees’ involvement can enhance their well-being and their intention to stay. As former Campbell's Soup CEO, Doug Conant, once said, "To win in the marketplace you must first win in the workplace." Employee engagement is the key approach to activate a high performing workforce. In order for the process of the employees’ engagement to be effective, it is important for the drives or the triggers of the involvement to be thoroughly studied and understood. This task is to an equal extent necessary for both, employees and managers. On one hand, it helps employees maximize their own feeling engaged at work and share the benefits, and on the other hand managers are well aware of their style of impact on the others in the team. Communication, growth, recognition and trust belong to the most important drives of involvement. Communication refers to the regular meeting with the manager one-on-one and with the teammates, as well as to the opportunity to ask questions, to speak up and to be heard. It involves also access to reading company-wide reports or newsletters. Growth is connected with the career advancement, the challenges which have to be overcome on this path and the guidance by a mentor towards achievement of the desired advancement in the career. Recognition is about the feeling of being considered seriously. It is more than getting thank you by the manager or some of the staff members. Recognition on the workplace involves, when appropriate, the implementation of employee’s proposals for problem solution at work. Trust refers to the belief that there is a manager who cares about each of the employees. Every employee should be convinced that the senior leaders are as good as their word. Trust is also about the employee’s right perception of the organization’s goals and his/her personal contribution towards their achievement. Triggers that turn up less frequently are teamwork, quality and corporate responsibility. The more the drives are, the more successful the process of employee engagement is. 
4. Short-and-long-term Recommendations
Taking into consideration the current business environment and the SainCo’s goals, the following recommendations happen to be appropriate for enhancing the performance level of the company. Above all, as a long-term one, there has to remain the investment in staff members’ professional development. Employees need to be provided with adequate knowledge and skills. Along with traditional methods such as on-board training, regular sessions and seminars with personal coaching and mentoring in training centers, there have to be applied new ones.  Due to the Covid regulations, the commuting, offices and face-to-face meetings are confined. That is why the virtual opportunities such as digital learning, on-line partnership between the different company’s locations and with other retail organizations gain more and more importance. Q&A webinars give potential for exchange of skills, ideas and solutions among the participants stimulating the proactive learning and the collaborative team work. For any business that relies on direct sales to drive revenue, the Covid time makes the systematic update of the sales organization inevitable. In a tight market, the sales function is how the company’s goals get completed. It is about using selling as a means to increase revenue, margin, or market share. The CEO has to rethink what one should sell and how one should do it. This situation requires a primary application of the PM approach. It is because, to remain relevant to any changes, this approach implies an extensive feedback, an ongoing observation, strict measurements and a frequent performance review. The feedback is extremely important to glean insights about one’s customers’ needs. Namely, the changing customers’ needs via shifts in the lifestyle during the Covid regulations enable the organization to raise the market share and thus to achieve higher performance. Insights, based on wide-ranged feedback, contributes to drive the revenue, to create strategic growth decisions on new product and service combinations and much more to make everyone adaptable to the Covid-related circumstances. The staff members’ adaptation requires a favorable environment. Such an environment includes the employees’ appropriate decision-making expertise and the opportunity to participate in the decision-making process. Of no less importance is the adequate and fair appraisal of every employee’s contribution to the organization’s goals achievement. The performance management appraisal assesses values and behaviors through a permanent joint process of discussions between line managers, customers and employees. While implicit incentives reflect actual and potential permanent increases of merit pay, promotion opportunities, and at a very basic level the small contingency to lose one’s job, explicit incentives are performance-based rewards. To promote a healthy workplace, ensuring of relaxing spaces, on-side gyms or pay free Covid tests is recommended. However, the social aspects of the work environment have the greatest impact on employees’ well-being, collaboration, commitment and work efficiency. The company culture refers to the communication between different levels of staff, its perspectives and goals and the way it and its own employees operate. That is why CEO should encourage goal-oriented environment with a creative leadership style which can foster flexible collaboration, candid communication and helpful stress management focusing on every employee’s concerns as well as on the organization’s goals. Supporting the staff members not only in overcoming problems at the workplace but also in their private life, the managers enhance employees’ motivation to a higher business contribution. As a short-term task, there is the opportunity to shift the sale dealings to phone or videoconference and thus, to adapt the firm to the altered circumstances. The organization’s sale experience becomes more forceful and the firm would be able not just to persevere, but much more to enhance if those platforms are broadly applied. Despite the Covid restrictions, there remains the need of connection in the real physical world. If not possible to meet up with clients or business partners personally, an option to get in contact might be to send a printed copy of a document or a keepsake from the organization’s selection together with a bag of coffee as an invitation for a further online dialogue. Therefore, the desired proactive customer outreach can be achieved by earlier implementation of workforce for customer support and other activities in the sales process. This certainly will be a significant contribution to the creation of entirely new sales experience and a better competitiveness. The organization had better hire people with different perspectives. Needless to say, that the staff has to be adequately prepared to the changes through CONT, BEN and MAST appropriate activities. Above all, it is essential for the employee to be provided with the skills and authority which would allow him/her to participate in finding solutions to overcome the organization’s challenges. Some other short-term helpful devices to increase the performance level via better employee involvement, might be quality control circles; teams for self-planning, coordination, direction and control; systems for a two-way channel communication between employees and managers; temporary structures unifying leaders and team members for solving specific organization’s problems; group incentive programs; groups of people with different functional expertise working toward a mutual task etc.
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