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Evaluation of Hywel Dda University Health Board approach to performance management
Performance management should be a continuous cycle of planning, implementation, monitoring and reviewing (CIPD, 2018).  Reilly (2016) identifies the importance of reviewing the success of performance management processes. 
Performance management begins at the recruitment and selection stage.  Performance outcomes should be communicated at all stages to ensure all parties understand the expectations of the role (CIPD, 2019).  Within the organisation, there are robust process that encourage self-selection, to match the individual to the job description and skills needed, using the Recruitment Process Flowchart as well as the Organisational Induction Policy. 
Within the Health Board, the main performance management tool used is the annual appraisal, known as the Performance Appraisal Development Review (PADR).  
The Performance Appraisal and Personal Development Plan Policy (PAPDP Policy) outlines that the PADR should be completed annually with all employees (Gostling, 2018).  Currently, the overall compliance of annual PADR completions is at 68% (Business Intellegence, 2019), suggesting that there are inconsistencies in the performance management process within the Health Board.    This is lower than the results identified as part of the 2018 NHS Wales Staff Survey identifying that 83% had a PADR, which was an improvement from previous years.  Without considering the specific Health Board results, it is very difficult to identify if the organisations data is less than the ‘All Wales’ average, or just the data collected was a snapshot of the current position at a different stage within the year, thus making a comparison difficult. 
The PAPDP Policy identifies the PADR process as an ongoing cycle, containing four stages: 
· Review an individual’s ability to apply their knowledge and skills and identify development needs
· Agree a Personal Development Plan for individuals and agree how this learning will be met
· [bookmark: _GoBack]Undertake the learning identified
· Evaluate of the learning and how this has been applied within their role
When appraisals are not consistent, the cycle therefore is incomplete.  From a recent staff survey, it identified that staff did not see the link between their personal development and their annual PADR as these were not used from one appraisal to the next.   Where individuals are involved in defining expectations and reviewing performance, they are likely to respond positively, Developing their performance capabilities (Armstrong, 2016).
The Health Board appraisals is centred around the organisational values, although in the ‘All Wales Staff Survey’ it was identified that only 79% of employees discussed values as part of their appraisal. 
The PADR document is structured, containing fields where specific answers to questions should be recorded.  Although this gives consistency across the Health Board, it does create a process that cannot be tailored to suit an individual.   Within the PAPDP Policy, it identifies a performance measure scale to be used during the PADR process.  This has not been disseminated to line managers and therefore there are inconsistencies within the scoring of employee performance.  Another consideration is appraiser bias, as there may be inconsistencies depending on the relationships between the employer and the employee (Cappelli & Tavis,2016). 
Due to the constraints within the Learning and Development Department, PADR training for managers has been very limited and as a result, only 23% of managers have attended PADR training (Business Intellegence, 2019).  Acas (2018) identify that the performance management process is dependent on the effectiveness of line managers within their role.  If managers do not have the tools to effectively carry out a PADR with confidence, this will impact on the effectiveness of the PADR process and in turn affect the overall quality of performance management within the organisation.   This point is also made by Taylor & Woodhams (2016) suggesting appraiser training is vital as a poor appraisal is more detrimental that no appraisal being done at all. 
Formal performance management systems used within the organisation include implementation under the Managing Attendance at Work Policy and the All Wales Capability Policy.  These systems are robust and often have HR involvement to guide line managers, using a Business Partnering model. 
Armstrong (2016) identified that performance management allows individuals to be recognised, gain feedback, develop their skills and work towards internal progression. The Staff Survey identified that only 54% of employees felt their PADR could be linked with improvements within their role or performance and only 65% felt valued following their appraisal (Quality Health, 2018).   
In conclusion, the PADR process clearly outlines the organisations vision and commitment to patient care and reflects the values of the organisation.  The current process within the organisation reflects a traditional performance management process and consideration should be given to implementing a more regular informal performance review process between the employee and line manager, therefore humanising the system (Gifford, 2019).   In addition, (Cappelli & Tavis, 2016) identify that an appraisal that contains both a review of performance and an identification of development needs can often be conflicting as if an employee is being appraised in relation to what they do well, they are reluctant to identify areas for development.  `
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