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A critical analysis of the effectiveness of the appraisal process in the Hywel Dda University Health Board


Executive summary 
This Research Report provides a critical analysis and evaluation of the current appraisal system within Hywel Dda University Health Board and in particular Bronglais General Hospital.

The methods of analysis were to gather primary and secondary data.  The secondary data is within the literature review, which consisted of various research data of the appraisal process, culture and current thinking.  I was also able to access the most recent NHS Wales Staff Survey (2018) and Electronic Staff Record (2019) for the current compliance appraisals figures.

Primary research consisted of a Questionnaire distributed to staff across all departments at one time only, for their current thoughts and feelings around the appraisal system process within the Health Board.

The sample size consisted of 150 Questionnaire distributed to the workforce which included all staff grades; however, there were only 87 respondents.

The critical analysis of the literature gathered revealed the current appraisal system was outdated, requiring transformation due to themes that emerged from the research carried out.  Some of the themes consisted of the appraisal form being inflexible, rigid and to big.  The secondary research revealed that appraisals should be a continuous process, forward looking and having meaningful conversations at regular intervals.  Primary research revealed that 53.33% of respondents found the appraisal form too difficult to complete and only 12% of employees have regular 1 to 1’s with their managers.   Only 2.66% of managers felt confident in carrying out appraisals and 12.66% of managers would like PADR training. Also, 44.66% of employees also reported that they would like regular PADR’s or performance reviews.   

Therefore, according to the results further research would be necessary by HR Directors within Hywel Dda University Health Board and NHS Wales, to transform the appraisal process system.  I also recommended that Staff Wellbeing which includes harassment and bullying which in 2018 reports 19% of staff feel they are bullied or harassed, which contrasted with the 2016 figure is up from 15% and Work Related Stress in the 2018 survey reports 32% of staff, which has increased from 28% in 2016 within Hywel Dda University Health Board (NHS Wales Staff Survey 2018). 

The finding of the report concludes with the following recommendations listed below:

1. Set up a focus group to redesign the questionnaire and give greater flexibility for managers 
2. Senior managers to identify performance management outcomes to ensure appraisal compliance statistics increase 
3. Introduce a more robust PDR training programme to ensure that all managers feel confident to carry out appraisals
4. Introduce a continuous approach to the performance reviewing cycle and embed it into the organisational culture
5. Stakeholders to look into staff wellbeing and work-related stress of the organisation


Limitations of my report include lack of timescale and therefore limited to Questionnaire Survey; any future research can be done via other data collection tools.
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1.1 Company Background 

I am currently employed by Hywel Dda University Health Board (HDdUHB) as PA to Ceredigion County Director based at Bronglais General Hospital, a Public Sector Organisation.  There are just under 10,000 employees (9,684 headcount that was ran working across the three counties (ESR, 2019)).  Bronglais General Hospital provides services in scheduled/unscheduled care and to the wider community through care in the community and to counties such as Powys and Gwynedd.  

The overall purpose of this Research Report is to assess the performance appraisal system within a public sector organisation, namely HDdUHB, in particular, how employees feel within Bronglais General Hospital.  The subject of this research came about after a conversation with Senior Management, through discussions the area of research was identified as a ‘practical problem strategy’ (Horn 2009); it was felt by all through the same conclusion that our current appraisal system needs to be analysed.  Therefore, an overview of how an improved system could be implemented.  An explanation of the research carried out and concluded recommendations.


1.2 Aims and Objectives 

Aim

To carry out a critical analysis of the effectiveness of the appraisal process in the Hywel Dda University Health Board due to the fact that only 79% of appraisals are in compliance as of the 31st May 2019 ((ESR 2019) compliance figures) and the standard of variance in the completion, the effectiveness needs to be analysed to propose improvements to the appraisal and performance process. 


[image: ]

1.3 Stakeholders Interests

When reviewing the performance appraisal process it is imperative to take into consideration who the stakeholders are and what their levels of interest and needs will be (Anderson, 2013).     

[image: ]
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[bookmark: _Toc19999695]2.1 What is an Appraisal

Aguinis (2005) defines performance management as “a continuous process of identifying, measuring and developing the performance of individuals and teams and aligning performance with strategic goals of the organisation”.

[bookmark: _Toc19999696]Performance Appraisals are essential in measuring an individual’s performance against the framework of the organisation; through organisational goals which measures strengths and weaknesses and opportunity to identify areas to improve and develop.  It is said that individuals need to be continuously appraised in order for an organisation to be efficient and effective (Taylor, 2016).

Many authors including Armstrong and Taylor (2014) dislike the term performance appraisal, due to it being more descriptive of an assessment of traditional merit ratings; with a top down approach and what managers think of subordinates; being a command and control instrument.  The performance review has been a preferred term to use, with which joint discussions are held on performance management with the employee and manager.

Armstrong and Taylor (2014) point out that the most important factor in managing performance is that it should be a continuous process which is naturally carried out by line managers in monitoring, measuring performance and taking action when required.  In contrast, performance appraisal systems are built around an annual process which looks at past performance; these appraisal documents tend to be filed away in an employee’s records and not re-referred to during the year.  The performance management cycle should be utilised, and performance of individuals should look to the future and not in the past; this is felt in many of the research articles that I have read thus far. Traditional appraisals are said to be historical and static; which does not reflect on a forward-looking approach; such as employee development, new challenges, knowledge, skills, ability and what needs to be achieved now and towards the future.
2.2 Culture of the Appraisal
Sloan, Agarwal, Garr and Pastakia (2017) states the traditional 1970’s year-end appraisals are  ineffective and according to the 2015 Global Human Capital Trends,  82% of companies stated performance evaluations were a waste of time and in another research study, it showed that 41% of managers were biased and 45% showed the evaluation did not motivate staff.
Performance management which is linked to pay does not give reliable data; it is felt that appraisals are just a process followed to enable a pay rise and thus is said to damage performance and engagement of employees (Hearn, 2017).
According to Sloan et al (2017) 79% of executives are redesigning their performance management systems and 90% who have redesigned their performance management practices have seen improved employee engagement and 96% confirm the process is now much simpler.
Bloom et al (2012) in their 10-year research found evidence across public and private sector organisations that 23% were more productive if formal performance management practices were in place which met the criteria of Targets, Incentives and monitoring.  This is not a new approach and has been used in Third Century China, the military, Civil Service in many countries and the public sector.   This however is quite a low figure which shows that during a research of 10 years, appraisals need an overhaul to bring them up to modern day working and to look to future strategies of organisations/businesses.
The appraisal process of individuals is intended to be a positive one; raising morale, expectations of the employee and their duties, improved communications, reinforcing management controls and development opportunities and understanding of organisational goals.  This information can be used for promotion, redundancy and pay incentives.  Taylor (2016) stated that researchers have found that performance appraisal systems have outcomes which have a negative effect and evidence suggests the way in which they are carried out, others suggest that it is the appraisal system itself.  Appraisals have also been known to damage the relationship between the manager and the subordinates.  Rice (1985) quoted an acquaintance saying, appraising a work colleague is ‘the equivalent of walking up to a person and saying, “Here’s what I think of you, baby”.    
Moran (2013) points out that a survey by the Society for Human Resource Management resulted in a failure of more than 90% of the performance appraisal system, in which mangers and their subordinates felt they dreaded.  

2.3 Different types of Appraisals -  Current Thinking

Today companies are moving on to new ways of thinking and moving with the times.  From the research in 2018, businesses started to move away from the traditional appraisals and looking towards simpler continuous performance management systems.  In 2019 the trends are focusing on employee wellbeing, coaching, meaningful conversations on performance, development and embedding this into organisational culture, as well as, employee engagement, productivity and individual and team performance.  Gallup states the major factor in employee engagement is to focus on the manager; to empower and support and to make employees more effective.  Artificial intelligence (AI) is turning towards performance management; organisations/companies whom have already moved to continuous feedback can begin to use AI to input data, see themes from data, goals, conversations and even predict future high performers.  HR can utilise this data which is unbiased and continuous real time (Hearn, 2018).
Organisations such as Accenture, Netflix, Microsoft, General Electric and Eli Lily have done away with their appraisal systems and are thinking about different performance management systems.  Gallup’s analysis of high-performing teams mentions three qualities namely; achievement-orientated, fair and accurate and developmental; that makes performance reviews more effective.  They recommend calling them progress reviews which fall in with continuous improvement, development and concentrating on achievements and defining excellence and focussing on strengths and success; thus, makes negative feedback easier.  However, Gallup report that 26% of employees are evaluated less than once a year and 48% have received an annual review.  It is therefore vital that organisations have progress reviews every six months according to Gallup, in order that performance, goals and developments in the organisation can be discussed and objectives amended if required.  In their study of 559 roles and 7,000 employees the research uncovered three core areas which are vital for roles, namely, individual achievement, team collaboration and customer value.  It was also noted that only an average of three in 10 employees agreed that a person in work encouraged their development.  Yet today subordinates need to feel valued and part of the organisation and have that an opportunity of development in order to move up that ladder whilst also keeping up-to-date with developments; otherwise organisations will see their best employee talent leave and seek their careers elsewhere, which would be a major loss to an organisation (Wigert and Mann, 2017).   
2.4. Review of Hywel Dda University Health Board’s Staff Survey 2018
Having reviewed the NHS Wales Staff Survey (2018) for Hywel Dda Local Health Board only 78% of the workforce had completed their performance review/appraisals in the last 12 months, up from 72% in 2016, but 5% below the NHS Wales National Target.  I have listed some results below:
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Further to reviewing the literature of my secondary data; in summary, the key findings revealed appraisals should be staggered throughout the year; forward looking, a continuous cycle of strategic benefit to the organisation with employees achieving maximum outputs.  Also revealing that bullying and harassment had increased significantly in a 2-year period, along with work-related stress.  I feel there are different approaches to the appraisal system within organisations, so I will further explore which could be the preferred option and which should be adopted by NHS Wales and in particular HDdUHB (Horn, 2012).

[bookmark: _Toc19999697]3. Methodology 

3.1 Research Aims and Objectives 
This research report was carried out to critically review and evaluate HDdUHB’s appraisal system.  To achieve this a questionnaire was distributed to the workforce; to obtain a critical understanding of their opinion with regards to the current appraisal process (Bryman and Bell, 2015 and Anderson, 2013).
3.2 Research Methodology
Consideration to the research methodologies, report timescale and number of employees who would participate; as it was not possible to collate feedback from all employees working in HDdUHB; due to the short timescale and authors commitments, the allocation of time was limited.
3.3 Chosen Research Methodology
The selected methodology was questionnaire, conveyed to staff participants remaining anonymous, two specific questions aimed at managers. The survey allowed negative/positive comments, would provide analysis of qualitative and quantitative data.    Different research methods e.g. Case Study, Focus Groups, Observations and Interviews were considered, timescale was an issue (Bryman and Bell, 2015 and Anderson, 2013).  Ethical issues and confidentiality of participants and Data Protection Policy were adhered to (HDdUHB, 2018).
The questionnaire design reflected on information required on appraisals, including free text answers for comment.  No suitable questionnaire on survey monkey, so designed my own.  
3.4 Research Participants and Source of Data
A sample size of 150 questionnaires were distributed out to the workforce; the questionnaire can be seen in Appendix 1 attached hereto in the report.  
A sample method was utilised for data collection purposes and types collected were:
· Primary Data
· Secondary Data
Primary Data: collected via questionnaire (Bryman and Bell, 2015) for my own research purposes, being a positivist approach utilising qualitative and quantitative data and a cross-sectional design (Perkins and Woodhams, 2016) taken at one time only across all services, to give a broader understanding, identifying any trends in services and recommendations to improve the appraisal process.  Primary data was through:
i) Questionnaires:   150 distributed across all departments of which 87 respondents completed and returned back.
Secondary Data: As per Anderson (2013) reviewed secondary data sources firstly to scope what previous research had been captured on workplace appraisal systems.  My secondary research data was gathered from past records of HDdUHB, internet sources, books and journals and referenced within my report, other articles read are documented.
3.5 Reliability, Validity and Research Limitations
The questionnaire was mostly ‘yes’ or ‘no’ responses, reliability was a concern, additional open-ended questions were added to obtain fuller responses (Bryman and Bell, 2015).
Sample size was relatively small 150, in comparison to just under 10,000 employed within HDdUHB.  Timescale and school holidays could have been an issue, only 87 being returned and manually collated.
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4. Findings/Discussion

4.1 Secondary Research
The research collated shows that 79% of appraisals are in compliance as of the 31st May 2019. The table below (figure 4.1) shows that PADR compliance is 78.8%; NHS Wales is 70.0% and the performance target is 85%.  HDdUHB is above NHS Wales’ average in all staff groups including Medical and Dental with a compliance of 95%.  The overall PADR compliance has increased from March 2018 rates (top bar in the chart) and HDdUHB compliance is above NHS Wales average.  For March 2019, all staff groups were above the NHS Wales average.   It shows significant improvement in appraisal completion over the last year; which in my opinion is majorly due to the agreed 3 year pay deal brought in.  The appraisal (PADR) and mandatory training has been linked to the pay deal; in that all appraisals need to be completed in order to gain pay progression and mandatory training is required to be 100% compliant.  The performance target is 85% so there is still a way to go to achieving this (ESR, 2019).





Comparison of NHS Wales and HDdUHB as of end of March 2019
[image: ]
Figure 4.1 (ESR 2019)

Hywel Dda Engagement Index has improved since 2016.  The scores having improved in all three areas.   Engagement Index Score in 2018 was 3.85% compared with 3.68% in 2016, which was the previous survey conducted.  The NHS Wales overall Engagement Index Score in 2018 was 3.82%, thus also being up from 2016 which was 3.65%.  Contrasted, the two scores are of the same improvement, 0.3% over the two years, whilst in one way you can say there is an improvement, but on average is roughly the same (NHS Staff Survey 2018).
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4.4 Summary
In summary I feel there is an opportunity for the stakeholders, namely HR Directors within HDdUHB to develop a steering/focus group to further investigate and transform the appraisal documentation and process.  There are many themes above that require addressing further through a hierarchy group.
[bookmark: _Toc19999699]5. Conclusions 

The aims and objectives of the research report critically evaluated the appraisal process within HDdUHB.  Evidence from the primary and secondary research concluded further investigation was warranted by the stakeholders.  The PADR form were said to be too long and inflexible.  Managers requiring training and boost in their confidence.  The results showed that the appraisal process is rigid and does not allow for fluidity.  I would suggest that stakeholders further investigate staff wellbeing due to a rise in stats over a 2-year period.   

It was reported that a more continuous process was required, thus would link into the CIPD’s current thinking.   

CIPD (2018) can guide organisations with evidence-based thinking, which includes regular monitoring, meaningful conversations and progress towards goals and feedback.  ACAS (n.d) can help guide and work with organisations to review appraisal systems. 
[bookmark: _Toc19999700]6. Recommendations for change
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The limitations encountered were the lack of timescale due to working commitments and the lack of responses.  Other data collection tools could be utilised for future further research.   I was unable to utilise survey monkey, so developed my own questionnaire which included open-ended questions.
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Appendix 1
Bronglais General Hospital
Questionnaire to the Workforce

Service/Department:  ………………………						
Band:   ……………………………………………..									
Do you Line Manage Staff:       Yes/No

1. Have you had a PADR in the last 12 months?

Yes			No
2. Did you carry out any self-evaluation prior to our PADR?

Yes			No

3. Do you think the preparatory forms are simple, relevant to the process and easy to understand/complete?

Yes			No

If no, could you explain why?

………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………

4. Were you set clear objectives of what you need to achieve in the next 12 months?

Yes			No		Not Sure

5. Which best describes how you felt after your PADR?

Motivated and enthused for the year ahead
Positive
Indifferent
Disheartened 

6. Were any Development opportunities discussed as part of your PADR?

Yes			No

7. Does your appraisal give you a better understanding of your development opportunities?
Yes			No
8. Does your appraisal help you identify your strengths and weaknesses?

Yes 			No

9. Do you feel your appraisal is worthwhile?
Yes			No
10. Following your PADR, do you have regular 1 to 1 or performance meetings with your manager?
Yes			No
11. Do you think the PADR process should be completed more frequently (e.g. every 6 months?)?
Yes	Not Sure	No
12. How do you think the appraisal process could be improved?

………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………………

Questions for Senior Managers/Line Managers only

13. Have you received PADR training?

Yes			No

14. Are you confident to carry out the appraisal process?

Yes			No

Clare Louise Berner  CIPD Level 5 Diploma in Applied Human Resources Higher Apprenticeship
ID: 1810268			1
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79% said that the appraisal/review helped them agree on clear objectives for their
work, which resulted in 1% below the NHS Wales Target.

65% thought the review left them feeling their work is valued by the organisation
which is up 4% on the 2016 results.

79% stated that organisational values were discussed as part of the appraisal
process.

96% said they were happy to go the extra mile in work when required, having a
4% rise in the intrinsic factor compared to 2016.

53% said that the review/appraisal helped to ‘improve how you do your job’, which
was 1% below the NHS Wales Target.

The result that stood out the most was Staff Wellbeing; 19% of staff have
experienced harassment, bullying or abuse at work by their Manager/Team Leader
or other colleagues which has risen from 15% in 2016.

Levels of work-related stress resulted in 32% which has increased from 28% in
2016.
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4.2 Primary Research

Figure 4.2 Results

The results of my primary research revealed 80 respondents (53.33%) confirming
the PADR forms were too difficult to complete.

Only 18 respondents (12%) have regular 1 to 1’s out of 87 (58%) that responded.
67 respondents (44.66%) would like PADR’s more regularly e.g. every 6 months.

19 senior/line managers (12.66%) responded to the question saying they would
like PADR training.

Only 4 managers (2.66%) felt confident in the process.
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Questionnaire Results - Bronglais General Hospital HDAUHB
Figure 4.2. No <4)0f Emplog{)ees
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Have you had a PADR in the last 12 months?

Did you carry out any self-evaluation prior to our PADR?

Do you think the preparatory forms are simple, relevant to the process and easy
to understand/complete?

Were you set clear objectives of what you need to achieve in the next 12 months?

Which best described how you felt after your PADR?

Were any development opportunities discussed as part of your PADR?

Does your appraisal give you a better understanding of your development
opportunities?

Does your appraisal help you identify your strengths and weaknesses?

Do you feel your appraisal is worthwhile?

Following your PADR, do you have regular 1 to 1 or performance meetings with
your manager?

w
[H

Do you think the PADR process should be completed more frequently (e.g. every 6
months?)?

Questions for Senior Managers/Line Managers only

Have you received PADR training?

Are you confident to carry ou the appraisal process?

mYes ®mNotSure = No Motivated m Positive #Indifferent mDisheartened
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4.3 Emerged Themes
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Do you think the preparatory forms are simple, relevant to the process and easy to understand/complete?
If no, could you explain why? 80 respondents

Forms are too big and too long

PADR for takes too long to complete

They are not user friendly and would like to see an improved form

The standard questions are repetative each year and | give the same answers but cannot copy
and paste information, the forms is not user friendly

How do you think the appraisal process can be improved? 63 respondents

Simpler PADR form

Shorter PADR form

Performance Reviews carried out more often

Feel PADR's are rushed and last minute towards end of the financial year

Training for managers to feel more confident

Managers feel that they dread completing due to insufficient training

Manager feel the forms are too long and time consuming, they feel they are rushed due to high work pressures of patient care
| don't feel comfortable having a PADR with my manager

| as a manager cannot have a truthful convesation with certain employees due to their character, would like training

| don't trust my manager and feel bullied at times
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Forms are too big and too long

PADR for takes too long to complete

They are not user friendly and would like to see an improved form

The standard questions are repetative each year and I give the same answers but cannot copy 

and paste information, the forms is not user friendly

Simpler PADR form

Shorter PADR form

Performance Reviews carried out more often

Feel PADR's are rushed and last minute towards end of the financial year

Training for managers to feel more confident 

Managers feel that they dread completing due to insufficient training

Manager feel the forms are too long and time consuming,  they feel they are rushed due to high work pressures of patient care

I don't feel comfortable having a PADR with my manager

I as a manager cannot have a truthful convesation with certain employees due to their character, would like training

I don't trust my manager and feel bullied at times

Results of Themes 

How do you think the appraisal process can be improved?  63 respondents
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The finding of the report concludes with the recommendations listed below:

1.

Set up a focus group to redesign the questionnaire and give greater flexibility for
managers

. Senior managers to identify performance management outcomes to ensure

appraisal compliance statistics increase

Introduce a more robust PDR training programme to ensure that all managers feel
confident to carry out appraisals

Introduce a continuous approach to the performance reviewing cycle and embed
it into the organisational culture

Stakeholders to look into staff wellbeing and work-related stress of the organisation
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Objectives

1. To review current literature in relation to workplace performance appraisal
systems.

2. To review current appraisal compliance throughout the Health Board.

3. Proposal of how compliance can be improved.
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Executive Team

PADR Compliance Performance
Targets need to be achieved at
85%. Ensuring that County

Directors PADRs are compliant

County Directors

Ensure Senior Management Team
have completed their PADRs, so
not to jeopardise compliance
targets

Senior
Management

To ensure that Line Managers
complete their PADR to time and E-
learning is 100% compliant

Line Managers

To ensure the workforce/staff have
a completed PADRs and E-learning
is up-to-date to ensure pay is not
affected

Workforce Dept

Ensure that HRM Policies and
Practices are up-to-date forming

part of high-performance working
bundle

Patients

Training and Development in
Practice is up-to-date to ensure
that medical and clinical staff are
aware of new developments in
patient care and safeguarding - all
activities flow into patient care










Stakeholders

Level of 

Interest 

Reason for Interest

Executive Team High 

PADR Compliance Performance 

Targets need to be achieved at 

85%.  Ensuring that County 

Directors PADRs are compliant

County Directors High

Ensure Senior Management Team 

have completed their PADRs, so 

not to jeopardise compliance 

targets

Senior 

Management

High

To ensure that Line Managers 

complete their PADR to time and E-

learning is 100% compliant

Line Managers High

To ensure the workforce/staff have 

a completed PADRs and E-learning 

is up-to-date to ensure pay is not 

affected

Workforce Dept High

Ensure that HRM Policies and 

Practices are up-to-date forming 

part of high-performance working 

bundle

Patients High

Training and Development in 

Practice is up-to-date to ensure 

that medical and clinical staff are 

aware of new developments in 

patient care and safeguarding - all 

activities flow into patient care


