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BMHR7016 - Driving Performance

Task 1 - Lunchtime Learning Session Presenter Notes
South Wales Police (SWP)







	Session Overview – This has been designed as a session which will cover the topic of Performance Management and how this applies to first line managers within SWP.

	Resources and Costings – 
· Classroom with conferencing capability available at SWP Headquarters, a central location within SWP.
· Participants should be informed in advance to bring refreshments, alternatively they have the option to use the onsite canteen, therefore there no catering costs incurred.

	Targeted Audience – First line managers. The reason for this decision is to ensure that line managers understand the impact that they have on the delivery of SWP objectives and what they can do to manage their personal and team performance effectively.

	Method of Delivery – The session has been designed to be delivered face-to-face and/or online. This hybrid approach will allow greater flexibility for participants by reducing time and travel constraints which should attract higher attendance (Gautam, 2020).  However, it is important for the presenter to be aware of online learners, and to engage with them when asking questions. This ensures that online learners can actively participate in the session (Evanick, 2023).
Whilst the session is a formal learning experience with clear learning outcomes, for participants to feel comfortable to engage and learn, the presenter should create a relaxed atmosphere by encouraging the use of first names between participants rather than using rank for example. The session will be guided primarily via the presentation; however, the presenter should allow for opportunities for discussion throughout, and utilise the suggested activities with the lesson plan to make the session more interactive (Regus, 2023).

	Learning Outcomes 
The course content will focus on:
· Impact that line managers and their leadership styles have on performance management, including the importance of psychological safety.
· How to create effective teams, with a critical analysis of team theories and a discussion on how to manage hybrid teams.
· Discussion on how to collect and utilise data to retain employees.
· How to manage capability from both an absence and underperformance perspective.
· The benefits of coaching and mentoring, and the different models which can assist in managing performance.
The aim is to provide line managers with elementary knowledge in areas identified and the expectation will be that participants utilise additional information such as SWP policies and further in house training to consolidate their learning.
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Presentation Notes 
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Introductions of everyone in the class (including online participants) should be done at the start of the session to familiarise everyone with each other with the aim of creating an informal atmosphere (Shankar, 2016). To keep the audience engaged, it is important to provide sufficient breaks, as research suggests that attention and focus is reduced after 15 – 20 minutes (McCabe, 2013; Rehn, 2016).
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Two definitions of Performance Management are provided on Slide 3 as an introduction.
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Activity – To gauge participants’ current awareness, the presenter should pose the following question:
Why is it important for line managers to manage performance?
Once participants have had the chance to respond, the presenter can discuss each of the points raised on the slide and any additional points raised by the group.

Discussion – SWP is a public emergency service funded by the UK Government and is held to account by His Majesty’s Inspectorate of Constabulary and Fire & Rescue Services (HMICFRS) who ensure that all forces within the UK are performing to a standard that the public would expect (HMICFRS, 2023 a). Failure to adequately perform can lead to distrust from the public. A recent example is the Metropolitan Police who have been rated “inadequate” in their ability to respond to the public by HMICFRS (HMICFRS, 2023 b). In addition to this, recent high-profile cases such as the conviction of serving Met officer David Carrick (BBC, 2023) have resulted in a recent survey stating that 51% of London citizens do not trust the police (Smith, 2023). Locally, SWP objectives are set by the Chief Constable in his Delivery Plan (SWP, 2021) which is also aligned to the Police and Crime Commissioner’s Plan who is elected by the public to ensure local priorities are met (PCC, 2022). It is therefore important for our leaders to not only have knowledge of the force objectives, but also to ensure that they are managing their team’s performance effectively to achieve them.
The nature of policing means that there are many policies and procedures in place to effectively deliver the service to the public, and whilst first line managers may not necessarily create them, they are responsible for implementing them within their teams (Quilliam, 2022). Policies and procedures that should be priority for managers are ones that assist with managing the health and wellbeing of their team, supporting their development, and managing individual performance. Research suggests that employees who are healthy and supported with their development are likely to perform better (Gagon, John and Theunissen, 2017; Beaudry, 2021).
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Activity – Ask participants to think of a leader that they admire and the reasons why. The aim of this activity is to introduce participants to leadership styles and how this impacts employees. It will also highlight that the participants will like different approahes which demonstrates that a “one size fits all” approach does not necessarily work when managing people (Gotlan, 2021)
Discussion – Leadership style is the method that line managers use to inspire and guide their team to achieve their goals (CFI, 2022 a). Kurt Lewin (1939) highlights three core leadership styles as shown in the table below: (MindTools, 2023 a)
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	Pros 
	Cons
	Example

	Authoritative 
	Decisive, confident, provides clear direction, (Lindberg, 2022)
	Keeps hold of power, does not allow for group discussion or input which can impact team morale (Cherry, 2023)
	Margaret Thatcher (Davidson, 2015)

	Participative
	Encourages group thinking and decisions, good communication skills, promotes honest and open atmosphere (Myers, 2023)
	Slower to make decisions, not as effective in fast paced crisis situations (Gayan, 2023)
	Angela Merkel (van Esch, 2022)


	Delegative 

	Allows team to make decisions and manage own workloads, inspires innovation (IMD, 2022)
	Can create lack of drive to get tasks done in sufficient time, can create conflict between team members if no one has overall supervision (Lee, 2023)
	Steve Jobs (Isaacson, 2012)





Since Lewin, there have been several developments in leadership theory and further styles have been created such as:




	
	Pros
	Cons 
	Example

	Transactional
	Task focussed, rewards high performers and penalises underperformers. (Cherry, 2022)
	Lack of relationship with team, does not encourage development in others (McCandless, 2022)
	Lord Alan Sugar (Belyth,2020)

	Transformational
	Leads organisations through change, works closely with stakeholders (Lancefield and Rangan, 2021)
	Risk of employee burnout due to constant change, can be too focussed on wider objectives rather than detail (Thompson, 2019)
	Jeff Bezos (Gradinaru et al,  2020) 
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Discussion - Whilst managers may have a preference in terms of style, everyone is different and this is particularly pertinent in the workplace at present, as there are workers in employment from five different generations, all of which have different perspectives and expectations of employment (Kelly, 2023). Therefore, good leaders should be able to adapt their approach to get the best out of their teams (Thakrar, 2020).

The presenter should next introduce the Situational Leadership Model by Hersey and Blanchard (CFI, 2022 b), pictured on slide 6. Whilst the model is useful for focusing on managing individuals, it does not take in to account the specific context of the project or the workplace. An example of this in SWP is when managers are responsible for co-ordinating an ongoing incident. Due to the risks involved there is a requirement for a more authoritative style of management to ensure that everyone is clear on what need to be done and who is responsible for what.
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Activity – Video to demonstrate what can happen when a manager demonstrates negative leadership style.
Discussion – The slide lists some of the primary and secondary consequences of negative leadership.
Psychological contract – whilst this is not a written document, the psychological contract starts the moment that employees begin with any employer and includes expectations such as the opportunity to develop and progress within their career and more importantly this being supported by line management (Wong, 2022). If this is achieved then employees feel psychologically safe, which research suggests can improve performance and staff wellbeing (Jimenez, 2022). Any intentional or perceived breaches of these conditions can cause the further consequences listed on the slide and can be difficult to recover from (Solinger et al, 2015).
Next Steps - For SWP line managers to gain an understanding of their own leadership style so that they can develop the skills needed to become more adaptable to influences from both individuals and workplace (ERMA, 2018). 
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To manage the performance of a team, it is useful to understand the team dynamics and identify things that they do well but also areas which may require focus. To do this, there are several models which can assist that are displayed on the slide:

	Model 
	Advantages 
	Disadvantages 

	GRPI Model 
	Easy to apply and identify strengths and gaps in team performance (Lucas, 2023).
	The model is fixed and does not consider teams that may be newly formed or going through change (Tartell, 2016).

	Tuckman’s Team Theory
	Identifies that teams have a lifecycle and can assist in determining which stage your team may be in and what you can do to move it towards the “Performing Stage” (Boogaard, 2022)
	The model does not consider teams that may have high turnover or are subject to constant change, teams may not always move through the stages in a linear way (Wallbridge, 2021)

	Lencioni Model
	Focuses on traits that contribute to an underperforming team and focuses on what could be causing underperformance (deBara, 2021).
	Model relies on leaders to be able to recognise the level of any disfunctions in the team and does not consider external factors which can also have influence on team performance (Linkedin (2023)



There are several themes throughout all the models which line managers can have an influence on:
Clarity of roles and responsibilities – If employees are clear about their work it can assist in reducing stress and prevent ambiguity between team members (Jena, 2020). Due to SWP having a hierarchical structure, this is beneficial when it comes to having clear roles and responsibilities, however line managers need to be conscious of the hierarchical culture preventing employees from sharing ideas (Clark, 2022).
Team relationships – A current challenge for line managers is that many teams within SWP now have hybrid working arrangements which can impact communication between team members. If this is not managed effectively, there is an increased risk of employees feeling isolated and teams not interacting as they would in an office, preventing social bonds which benefit team performance (Stevens, 2021; Morrison-Smith and Ruiz, 2020). Line managers therefore need to facilitate a balance of interaction with the team both online and face-to-face (CIPD, 2021). They could also conduct a team exercise such as a Belbin questionnaire to understand what type of team role each member undertakes based on personality traits (Belbin, 2023).
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Discussion
Turnover of employees is inevitable however, to maintain performance, all organisations need to have a strategy to retain employees who will have vital knowledge and experience. This slide looks at some of the push and pull factors which can contribute to an employee deciding to leave.
To understand which of these factors are impacting retention in the organisation, it is important to collate and interpret data to identify trends such as turnover of employees of specific age, gender or particular job roles (van Vulpen,2023). If a trend is identified, it is then important to try and understand the reasons why. This information often collected through exit questionnaires or interviews (Stewart, 2021). Although this information can provide some insight into reasons why employees leave, it is important to note that information may not be dependable due to several factors, including those employees who choose not to participate in an exit interview or those who may not provide the real reasons for leaving (Maxwell, 2021).
An alternative approach is to conduct stay interviews rather than trying to establish why people wish to leave once they have already made the decision to resign, something which is a growing trend within the IT sector which is seeing skills shortages across many countries (Singh, 2022; Forbes, 2021). Questions that line managers can raise in a stay interview include: 
· what do employees like/dislike about working for the organisation?
· what could be done to improve job satisfaction (Bergeron, 2022). 
To gain the most out of stay interviews, employees need to feel comfortable with being open and honest in their answers, which further demonstrates the importance of the culture that a line manager influences within their team (Kurter, 2022). Whilst SWP do not have stay interviews currently, there are questions which line managers are required to ask when conducting annual appraisals which asks them to indicate whether they have any intention of changing roles, gaining promotion or leaving SWP which could provide vital information on the intentions of employees and whether there is anything that could be done to support.

[bookmark: _Hlk134455095]Slide 10 
[image: Graphical user interface, text, application, Word

Description automatically generated]
[bookmark: _Hlk134455103]Discussion
In addition to managing employees to perform at their best, line managers are also responsible for addressing unsatisfactory attendance or performance.
Slide 11 demonstrates the cost in terms of hours lost both nationally and within SWP in 2022. In addition to those who are absent from the workplace, there are also other factors that line managers need to be wary of which can impact on the wellbeing of individuals.
Presenteeism is when an employee continues to work even when suffering illness and Leavism is when employees decide to take annual leave or work outside of core hours rather than go off sick (Crush, 2021; Stolk and Whitmore, 2020). Whilst this may not seem entirely negative, research suggests that it can lead to lower performance, productivity and can increase stress, which in turn can lead to a longer-term impact on health (Petty, 2017). Presenteeism can be driven by several factors including strict sickness policies but also by the culture within an organisation. For example, if a line manager and peers are working additional hours and coming in when they do not feel well, this can put pressure on others to do the same, therefore line managers need to be aware of the example that they are setting (Lohaus and Habermann, 2019). 
Tips for looking after the wellbeing of your team can include individual wellbeing action plans, proactive support or implementation of email etiquette. Ensuring emails are only sent during an individual’s working hours may be a challenge for SWP which is a 24/7 service, however this can be counteracted by setting timings for when the message is delivered (Mind, 2020; Mackay, 2020).
When a line manager is required to manage unsatisfactory attendance or performance, it is important that they are familiar with relevant policies that need to be followed. For SWP there are different procedures for officers and staff as demonstrated on the slide. In addition to this, awareness of other factors such as the Equality Act 2010 which describes protected characteristics such as Pregnancy and Disability, something which can be taken as mitigating circumstances for poor attendance or underperformance and is something that line managers should put “Reasonable Adjustments” in place for to prevent any discrimination (ACAS, 2022). 
If line managers fail to apply capability policies effectively, there are risks that an employee can take the organisation to tribunal, which if lost by an organisation can lead to substantial fines and also reputational damage (Morris, 2019; Suff, 2022).
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Coaching and Mentoring are often terms that are used interchangeably, however there are subtle differences as demonstrated by the definitions and table provided on Slide 11. 
Coaching is often offered by organisations in a formal capacity to improve an employee’s skills and abilities, and to help them achieve goals. Coaching can be delivered by line managers or professional coaches who will have received formal training. The key to coaching is to empower an individual to learn skills themselves, with a coach challenging by asking questions rather than providing answers (Hayden,2023).
Mentoring is often not as formal as coaching and involves the direct passing of knowledge and guidance to an individual, often “on the job” rather than in a planned session. Mentorships can often last longer than coaching sessions as they are not directed towards achieving a specific goal. A mentee can also often be an experienced peer rather than a line manager and can often create strong working relationships within teams (Pushfar, 2023; Parsloe et al, 2016).
Coaching and mentoring can have many benefits within the workplace such as enhanced team performance (Traylor, 2020; Yilancioglu, 2021). Many organisations would like to create a coaching “culture” where coaching and mentoring becomes a common practice organically, however this can be challenging as it relies on all leaders having the specific skills to coach and the willingness of employees to be coached. Organisation type can also be a barrier to creating a true coaching culture, for example the nature of work within SWP often requires procedures that are written in law to be followed which often benefits from direct instruction and guidance from leadership. (Hampf, 2023). There are more opportunities for mentoring to take place within SWP, for example constables can currently volunteer to be tutors for new students.
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Executive Summary 
According to Cespedes (2022) performance reviews are no longer an effective way of reviewing employee performance, therefore this report looks to analyse the reasons why and whether this is also impacting on the effectiveness of the South Wales Police (SWP) current perform process. The review will also look to other organisations who have moved away from this approach to a more informal process and whether this would be something that SWP should also be considering whilst also ensuring that they are still able to recognise our employees appropriately. The role of HR is to ensure that strategic objectives are implemented on behalf of the Senior Management team, therefore this report also looks at the role that HR can play in reviewing evidence and making recommendations for change.


Introduction 
The article “How to conduct a Great Performance Reviews” by Frank Cespedes (Cespedes, 2022) analyses traditional performance reviews and claims that both organisation management and employees no longer find them an effective method of assessing performance. Despite this, research suggests that performance reviews are still one of the primary methods used by organisations today (Evans- Reber, 2020). 
South Wales Police (SWP) is considered a large organisation (Indeed, 2023) with over 5000 employees in total including both Police Officers and Police Staff (SWP, 2023 a). To review performance each year, SWP has implemented an electronic system known as “Perform” which is where employees and their line managers conduct an annual performance review resulting in a rating for both performance and potential. Due to SWP being a public service, performance and potential ratings are not linked to financial gain such as a salary bonus, however there are other opportunities such as invitation for promotion process for Police Officers and a high-performance development scheme for Police Staff. 
Even with these initiatives, the initial feedback on completion rates for SWP performance reviews is poor which suggests that employees and or line managers do not feel that the review is a priority (SWP, 2023 b).
Based on the opinion that performance reviews are not an effective way of measuring performance, this report will examine some of the reasons why, what the alternatives are and whether there are recommendations that can be implemented within SWP to improve the process in the future, in addition to this the report will look at how HR can influence change so that employees and line management engage with the performance review process.

Main Findings
Frank Cespedes’ article highlights several reasons why performance reviews are ineffective, and they are, time, employee motivation, bias and fairness (Cespedes, 2022).
Time
Research suggests that one of the biggest complaints regarding performance reviews is the time that it takes both employees and line managers to complete them (Lipman, 2016; Kallidus, 2017). At present SWP employees must document and evidence their performance for the year on the perform system which is then endorsed with line manager comments following a meeting between both parties, if done to a sufficient standard this can take a significant amount of time for both employees and line managers. Demand in policing has increased in recent years therefore it is important that time is being utilised effectively (HMICFRS, 2022).
The frequency of reviews can also be seen as an issue, if there has been an example of good or bad performance since the last review then dealing with this at an annual review will not be as effective (Bika, 2023). To combat this, SWP have implemented quarterly “check ins” so that line managers can catch up with employees and review progress against objectives, whilst this may seem like additional time pressure, the aim of this is to reduce the time needed to take on the annual review but also an opportunity for line managers to use them as general welfare check, something that research suggests is recommended to create a healthy culture (Walter, 2019;Hearn, 2021).
Employee motivation 
Whilst it is acknowledged that SWP cannot offer financial incentives as a reward for high performance, research suggests that even in organisations where financial rewards are offered, it doesn’t always have the desired impact of motivating employees as performance will tend to peak around the time that an assessment is made and drop off once the bonus has been received (Webber, 2022). This can also be evidenced in SWP, officers who want promotion generally put more effort in to their current perform reviews and then subsequently make minimal effort once promotion has been achieved. It is however important to reward and recognise employees and it is suggested that non-financial reward can in some cases be just as effective. The perform system therefore allows formal recognition and reward for SWP employees (Cotton, 2022).


Bias and Fairness
The perception that the review process is unfair or there is bias is another core reason employees feel disengaged with the performance review process, and this can happen due to two factors, the way performance is measured and the impact of line managers (Chowdhury, Hioe and Schainger, 2018)
Measuring performance within an environment such as sales can be straightforward as there is a specific output, however in roles that does not have a specific measurable output, other factors such as objectives are reviewed to assess individual performance. The challenges with objectives are that they can provide too narrow of a focus, and they can either be too easy or too complex which may impact on how achievable they are. (Gifford, 2016). 
SWP have standard objectives set for employees within their perform and they are directly related to priorities set out in the Chief Constables Delivery Plan which helps employees see their contribution to SWP (SWP, 2021; Ryba, 2021).
The application of performance ratings by line managers is the most variable aspect of the process which research suggests can cause bias in up to 10 different ways, examples of this are ratings based on performance that is most recent in memory to those managers who give everyone mid-range ratings to all employees to remain consistent (Menzies, 2021; Symonds, 2022). To reduce these risks, line managers at SWP are provided with written guidance and criteria for each performance rating and there is an independent moderation process which looks for specific patterns which may indicate bias. Despite this process being in place, there will always be the potential for employees to suffer from bias in the process.


Alternatives to Performance Review
Netflix is an example of a well-known organisation that has moved away from the traditional performance review in favour of a 360-feedback online tool which allows all employees to provide feedback to anyone within the company at any time (Jain, 2023). Microsoft have also taken a more informal approach to performance management by allowing employees to create work diaries to log specific work activities and for employees to be able to provide feedback, line managers are encouraged to check in with employees to monitor where they are with their work activities and goals however a formal review is not required (Perform Yard, 2023).
The benefits of taking this is approach is that feedback will often be provided in real time and can provide a boost to employees to continue to perform well or alternatively, if the feedback is negative, if it is delivered appropriately, feedback from peers can often encourage employees to improve where required (Schooley, 2023; Cioca and Gifford, 2022). This approach would also eliminate the time needed to undertake formal reviews and be a more comprehensive approach to feedback which limits the bias of receiving ratings from the line manager only (Tijerino, 2023).
This type of approach does also have its potential challenges and would not work in all organisations, for example in Chinese culture it would not be usual to provide feedback to leaders or peers that are of a higher grade which would mean 360 feedback would not be as effective to implement (Taylor, 2022). SWP also has a hierarchical rank structure therefore this may also create a challenge in terms of providing peer feedback. In addition to this, if there was no formal process in place within SWP, this would mean that there would be difficulty in selecting those suitable for promotion.

Role of HR
The role of HR has evolved in recent years and has for many organisations become a function which works closely with leaders to implement organisational strategy, according to CIPD they key to effective business partnering is being evidence based and is also one of the three values stated on the CIPD Professional Map (George, 2022; CIPD, 2023). When looking at how effective performance reviews are within SWP, it is important to gather information to understand where the issues are and to consult with relevant stakeholders effectively as they will be key to the successful implementation of any changes (Mind Tools, 2023).
A model which can assist with this the Power Interest Grid which assists identifying stakeholders but also maps out which ones have the most influence and which ones will be most effected by any change so that HR Business Partners can tailor their approach (Rashwan, 2017).
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Recommendation 
Taking into consideration the challenges of performance reviews raised in this report and the indication that the current perform system in SWP is not as effective as it could be, a recommendation will be made to undertake a review of data including completion rates and a consultation with key stakeholders including line managers to understand where the gaps are. HR will then need to use this evidence to determine whether improvements can be made to the current process or whether there needs to be a change of approach, however they would need to work closely with Senior Leadership to determine additional considerations such as costs that any changes would incur. 
Conclusion
Whilst there is some evidence traditional performance reviews do present challenges and has prompted some organisations to take a different approach, SWP need to ensure that there remains a mechanism in place to recognise and reward their employees and also achieve organisational objectives. Whilst some elements such as time is a challenge for SWP, it is recognised that the perform system has additional purposes by enabling regular check ins which is important to managing employee welfare, therefore HR should look to see if there is a way to improve the current perform system to make it work for SWP taking into consideration both employee feedback and also operational requirement.
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Why is it important for line managers to manage performance?
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Consequences of negative leadership on performance
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Line managers can be attributed to 70 % of the changes within a team climate (Korry Ferry, 2016).

« Breach of psychological contract

* Unproductive and unmotivated employees (Zambas, 2022)
* Higher staff turnover (Miller — Jones, 2020)

* Risk of increase in grievances (Webber, 2023)

* Increase in staff absence (Whelan, 2019)

Secondary impact to SWP

* Providing a poor service to public which can cause loss of trust.
* Loss of experienced staff and officers through resignations or absence will put pressure on other colleagues.
* Grievances will increase workload of managers
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Section 2 - What makes an effective team
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Section 3 — Retaining employees

Push Factor Pull Factors
Poor management Better
compensation/benefits
Limited development More flexibility
opportunities
Work/life balance Pursuing life long ambition
(orr, 2021)

]

Exit Interviews vs Stay Interviews





image10.png
Section 4 — Managing Capability
Sickness

Record number of days lost to sickness or injury in the UK in 2022 (ONS, 2023)
SWP - 49,301 hours lost to sickness absence. Top reason — Mental Health (SWP,2023)
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Section 5 — Coaching and Mentoring

Coaching enables individuals to enhance their performance and meet their goals through learning and problem
solving (Mind Tools, 2023).

Mentoring is the passing of knowledge and experience from a mentor to a mentee (Surbhi, 2018).
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Any Questions?

For further information, please visit the Development Hub available on SWP Intranet.
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