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Performance Management Scenario 
		Always A Positive Image, LLC has been retained by Penelope’s Pie and Pastry Company to create a performance management program.  Initially three teams of consultants will be assigned to the project.  The first team will focus on employee performance management and team building.  The second team will focus on the financial performance which includes sales, marketing and accounting.   The third team will focus on technology performance and tools needed to help the organization manage growth.  Additional teams may be added later if needed; however, these are the primary areas of business at this time.  The focus of this research will be on creating and implementing an Employee Performance Management program.  
 	Prior to starting the project, it is critical to understand what a performance management program is and what are its expectations.  By definition, “Performance management is the continuous process of setting objectives, assessing progress and providing on-going coaching and feedback that employees are meeting their objectives and career goals (Keeping the Right People, n.d., p. 1).  Its purpose is to improve the performance of employees and the entire organization.  Performance management is more extensive than an annual performance evaluation because it is a process that is ongoing throughout the year.  Performance management “ensures that an employee’s activities and outcomes are congruent with the organisation’s objectives and entails specifying those activities and outcomes that will result in the firm successfully implementing the strategy” (Noe, Hollenbeck, Gerhart, & Wright, 2000, p. 55).  Implementing a performance management program consists of three phases: Plan, Monitor and Review/Evaluate (Keeping the Right People, n.d.).  
The planning phase should include input from management, stakeholders and employees.  It is not a one-sided conversation but a collaborative effort.  The first order of business is to review is the organization’s strategy.  The strategy is simply the organization’s plans: what the organization wants, the direction it plans to take and what products and/or services it will provide (Rees & Smith, 2017).  When reviewing the strategy, it is important to focus on the organization’s structure, vision, mission, strategic objectives (which assist and define how the organization will achieve its overall plan) and the organization’s culture (Rees & Smith, 2017).  Once the initial assessment of the company has been completed, one must review the practices and policies/procedures in the Human Resources department.  The role of Human Resources has evolved over the years and is now involved in “crafting strategy, determining priorities in running the business, designing and structuring how work gets done, shaping culture and managing people systems” such as talent acquisition and management, compensation and benefits (Vogelsang, et al., 2013).  One of the key components of a performance management program is to ensure that each employee has a written job description and that it matches the employee’s workload and responsibilities.  Employees must know the organization’s expectations and what measures will be used to evaluate them (Keeping the Right People, n.d.).  The work plan should also be in alignment with the organization’s objectives, strategies and goals and is unique to each employee.  The work plan should include “outlines of the tasks or deliverables to be completed, expected results and measures or standards that will be used to evaluate performance” (Keeping the Right People, n.d., p. 3).  It should also “identify three to five areas that will be key performance objectives for the year, identify training objectives and identify career development objectives that can be part of a longer-term career planning” (Keeping the Right People, n.d., p. 3).  Objectives need to be Specific, Measurable, Attainable, Realistic and Time-bound (Keeping the Right People, n.d., p. 4).
The second phase is Monitoring.  Monitoring is very different from micro-managing.  Monitoring consists of regular meetings between the employee and the manager to assess progress, identify challenges or barriers to performance objectives and obtain and share constructive feedback.  Monitoring should also identify changes that need to be implemented, determine if additional support is required and consist of constant coaching (Noe, Hollenbeck, Gerhart, & Wright, 2000).  During this phase, both parties should be prepared to offer suggestions, agree on the action plan, offer positive reinforcement regarding improvement, offer support and render consequences if/when needed (Keeping the Right People, n.d.).  Follow up and accountability are crucial components of the monitoring phase.  
The third stage is Review/Evaluate.  During this phase, the employee and the manager will have an opportunity to “review, summarize and highlight the employee’s performance over the course of the review period” (Keeping the Right People, n.d., p. 6).  Management or Human Resources should create an assessment form and ensure that all managers are trained and know how to properly complete the form.  Since the performance management program is supposed to be a collaborative effort, it is best to have the employee provide a self-assessment in addition to the manager’s assessment.  This is the time to document any challenges or issues presented, explore training/development or mentoring opportunities and highlight progress or achievements made by the employee (Keeping the Right People, n.d.).  A copy of the signed assessment is kept on file, but a copy of the assessment is also given to the employee.  The employee can agree to the evaluation or they have a right to object if they are not in agreement (Keeping the Right People, n.d.).  Another aspect of the review process is ensuring that an appeals process is in place.  Employees should be notified verbally and in writing of their right to appeal (Keeping the Right People, n.d.).  
Once the program has been created, parameters must be put in place to decide who will be responsible for overseeing and implementing the process, monitoring the process for fairness and consistency, ensuring that employees are given the opportunity to provide open feedback and creating an accountability system that makes certain that both parties take actions to accomplish the set goals and objectives (Keeping the Right People, n.d.).  
In conclusion, Always A Positive Image, LLC will assign consultants to visit and work onsite at store locations for approximately twelve to eighteen months.  This will enable the consultant to learn about the organization’s culture first hand, allow for direct contact and interaction with employees and managers, assess daily behaviors and operations and provide direct support.  The consultants will devise a communication process whereby managers and employees will be informed of the findings and permitted to give feedback and suggestions.  Before implementation begins, training and development sessions will be conducted, and each department will gradually transition into the new program.  Employee, Finance and Technology teams will meet separately on a regular basis to strategize and discuss its progress and challenges.  Consultant team leaders will meet weekly with the CEO, Deidre Gray and a combined team meeting with all consultants will take place monthly to assure the program is a cross functional collaboration.  In addition, the team leaders and CEO will communicate with the Executive council via face to face meetings, conference calls, electronic mail and weekly written reports regarding the project’s status.  
Should the project require additional time, the client will have the option to extend or end the contract.  Always A Positive Image seeks to implement a performance program for Penelope’s Pie and Pastry Company that will provide a more efficient and effective process to manage all aspects of their business, grow profits and motivate employee performance.  In today’s world, the culture and values of an organization and the opportunities that exist there are just as important as the compensation and benefits packages (Dickler, 2017).
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