Personal Statement LO1
Provide information on performance management activity within Hywel Dda University Health Board (HDUHB) 

Performance management policies and processes and those involved
Performance management is a contributing factor throughout the whole of the employee life-cycle, and is critical to organisational success (CIPD, 2019). Effective performance management of individuals contributes to achieving high organisational performance through the effective leading and development of people (Armstrong and Baron, 2004).

Within Hywel Dda University Health Board (HDUHB) performance management starts at the recruitment process, as per the recruitment process flow chart (Evidence 4).  At stage one of the process the job description/personal specification (Evidence 5) and the (KSF) Knowledge and Skills Framework (Evidence 6) must have been signed off.  These documents give all applicants a clear outline of the performance standard expected within the role.  The job description/ person specification and KSF are produced by the line manager, using support from the Job matching service.  Recruitment services approve the role and this is then finally authorised by senior managers.

During the shortlisting process, the shortlisting panel then check that all applications meet the essential criteria, thus ensuring that they have the qualifications and experience needed in order to carry out the role. The job description and main performance standards of the role are then discussed as part of the interview process. This process informs applicants of the role and allows further self selection, which in turn reduces staff turnover (Rees and French 2016).  All short listing is carried out by the line manager, although there must be a minimum of two shortlisters linked to all vacancies to ensure fairness and consistency.  Recruitment then carry out random audits to assess consistency. 

The organisational induction policy (evidence 7) identifies a clear framework for the induction of new staff (HDUHB, 2013).   Following this induction policy ensures that all staff understands their accountability and responsibility for their own competence within the scope of their role.  This policy includes the corporate induction, which is carried out by the Learning and Development Department and the local induction, which is carried out by the employees’ line manager, which will form the basis for effective performance (HDUHB 2013).  At the rear of the organisational induction policy is an example of the workplace induction program, with section B outlining duties, responsibility, accountability and performance standards expected. By doing this, employees know what is required and also after training, they will know how to do the job, which Gillen (2002) identifies that these are the two main reasons for poor performance. This establishes a psychological contract with the new employee (Taylor, 2014).  Section G of the workplace induction program is completed by the line manager, outlining additional training requirements, identifying any learning, setting initial objectives and agreeing development opportunities/needs.  Having this local induction supports on boarding and provides the new employee socialisation into the organisation.  In addition, having a comprehensive induction program supports the employee to become productive within a shorter timescale (Taylor, 2014).  This demonstrates the principles of the People Performance Model, as focus has been given to ensuring that new employees have the ability and skill to perform, have the motivation through goal setting and clear performance management standards, creating an incentive to meet the objectives set as they were able to actively participate in the process (Purcell et al, 2003).  

As part of the induction process, new employees are issued a copy of the values and behaviours framework (Evidence 8) outlining the organisational values and expected behaviour.  By having well-established values, which are communicated and understood by employees, are key drivers to an individual‘s behaviour, this linking to high-performance working practices within organisations (Jamrog et al, 2008).   This document also outlines examples of unacceptable behaviour and how success will be measured. By having a robust induction program, this provides reassurance to new employees that they have made the right decision, therefore improving staff turnover and absenteeism, which eases the burden of further recruitment (Taylor, 2014).           

Once employees completed their induction program, they then operate within the normal performance management guidelines, unless they are bank staff or registered clinicians, as they have their own performance standards written by the GMC, NMC or other professional bodies.

 Performance management should be a key focus throughout the employee life-cycle, with the overall management of performance standards being governed by the All Wales Capability Policy and Procedure (Evidence 9). Included in this policy is a capability hearing flowchart, used to support line managers to ensure that the correct process is adhered to.  Under the capability policy, it identifies that in the first instance, all performance issues should be addressed informally by the line manager as part of day-to-day management activities.  Employees should then receive regular one-to-one meetings, allowing employees the opportunity to gain feedback relating to their performance, any areas for concern, identifying training needs and targets for improvement.  Line managers are expected to comply with the policies and procedures, HR will support line managers with the overall implementation of formal action, updating policies when needed.   HR Specialists are also available to support line managers including Learning and Development organising training and recruitment to support with recruitment processes.


Where employee performance relates to attendance, the ‘Managing Attendance at Work All Wales Policy’ is followed (evidence 10).  This policy supports HR practitioners and line managers to deal with all attendance issues. Where employees have frequent short-term sickness absences, the flowchart (evidence 11) outlines the processes that line managers should follow.  HR offer advice, then getting involved once the formal process has been triggered. 

Where there are specific issues in terms of conduct, there is an All Wales Disciplinary Policy (Evidence 12) and then specific policies depending on the issues raised. An example of this is the alcohol and drug/substance misuse policy (Evidence 13). 

When considering performance management and implementation of policies, it is important to remember that employees may need support it in relation to well-being as there may be mitigating circumstances resulting in their performance issue. To support line managers with the well-being of their staff, the prevention assessment intervention tool (evidence 14) should be considered.  Line managers can also gain support from HR, the well-being team or Occupational Health services, 

The above policies can be accessed as and when needed, however line managers are responsible for carrying out performance appraisals on their team annually as stated in the ‘Performance Appraisal and Personal Development Plan Policy’  (evidence 15).  Hackman and Oldham (1980) identify feedback as one of the five core dimensions of job satisfaction. The Performance Appraisal Development Review (PADR) document (evidence 16) is based around the values of the organisation.   The PADR checklist for managers (evidence 17) provides direction and support. Where a training need has been identified, the learning and development policy (evidence 18) identifies processes to be followed in relation to identifying training needs and applying for study leave.

If the PADR process is used effectively, alongside a robust system of regular one to ones and ongoing feedback, there is evidence of the ACE model being fully implemented, therefore producing high-performance teams (Tyson and Rees 2013).   The appraisal process will allow employees to recognise their abilities discuss the opportunities within their own role and provide value in what they do, with objectives clearly linking to organisational strategy.  By carrying out one-to-one support, it gives line managers the opportunity to understand the motivation of the employee and offer praise, providing a sense of achievement in the work they do (Tyson and Rees, 2013).

Due to the Agenda for Change pay scales within the organisation, it is very hard to offer financial incentives, although there are recognition awards, namely ‘Employee of the month’ and ‘Team of the Month’.  These awards are sought after in the organisation. 

Key sources of information,  including legislative information, which underpin performance management activities
[image: ]There are many sources of information to support managers and HR in relation to performance management, coming from both internal and external sources. These are as follows:

· The People Performance Management Toolkit (evidence 21) provides line management information to support performance management.  This is also used as a training package as part of the performance management training day (NHS Employers, 2019). 
· The Managers Passport Course provides information and training sessions towards change management, managing a team, workforce planning and coaching (HDUHB, 2017).
· NHS Wales set targets including compliance towards mandatory training and appraisals, comparing the data from the Health Boards in Wales.  In many cases, this creates benchmarks that are used to measure performance of services, teams, managers and individuals (NHS Wales, 2018). 
· Learning and Development Prospectus (Evidence 22)  supports managers if a training need has been identified, having access to courses for both managers and staff to correct performance management issues, retrain where needed or continuous professional development (HDUHB, 2019).    The Learning and Development Department can also support with a Training Needs Analysis, supporting both individual and team performance. 
· Annual Statement & Quality report, IMTP providing objectives to support target setting (HDUHB, 2019).

External sources include:
· Acas can provide generic information to support managers and HR practitioners with general queries.  Other documents include the Code of conduct, managing performance, guidance in formal processes and managing attendance.  In addition, Acas also provide information relating to legislation including the Equality Act (ACAS, 2019). 
· Welsh Government provides information performance measurement data in relation to patient waiting times, referrals, error rates and times between referral and treatment.  They also provide benchmarks in relation to staffing levels and competencies of staff (Welsh Government, 2019).
· CIPD can provide information on dealing with performance management issues as well as evidence-based research in how this can be improved.  The CIPD can also provide information for senior managers and HR Practitioners to inform policies, procedures and new initiatives in relation to performance management (CIPD, 2019). 
· Office of National Statistics can provide information on absence, population demographics as well as other local information to benchmark (Office of National Statistics, 2018) 
· Registered body websites  including the NMC and the GMC provide codes of conduct to support employers when dealing with performance management issues.  In addition, they provide information to aid training and development opportunities for their registered workforce (Nursing & Midwifery Council, 2019). 
· Published articles or books relating to performance management provide generic information in relation to performance management.  This also includes articles and reports that provide evidence –based information to support performance management. 

Examples of providing timely and accurate information to colleagues regarding performance management activities

Within my role as senior workforce advisor, I’m responsible for supporting managers in relation to performance management issues. 

Absence management
The email trail (evidence 19) shows an example in relation to when I have supported a line manager with  the day-to-day management of staff absences, guiding her from the  completion of return to work interviews (evidence 20), to then supporting with absence management issues.  In December 2018, I had an email from a line manager who asked me how she records sickness on ESR.  I talked her through the process, then asking if she had completed a return to work interview.  As she hadn’t, I emailed her the form and talked her through completion.  

Several months later, the manager contacted me as the member of staff had hit the absence trigger as this had been identified from the return to work form.  As the line manager was asking for support, I sent her the ‘NHS Wales Managing Attendance at Work’ (evidence 10), asking her for further information in relation to the periods of absence, reasons and the number of occurrences.  I asked her to look for patterns in the absence as well as whether any medical advice was sought. When I received this information, it was clear that the employee was taking the first Monday of every month and has done for the last few months, showing a pattern of absence. Advice was given in relation to conducting a sickness review, which is detailed in the email trail (evidence 19).  Whilst giving advice, I referred to the policy on several occasions as If HR policies are implemented effectively, they achieve Superior organisational performance (Purcell, et al., 2003).

Due to the nature of the outcome, I supported the line manager to carry out a formal meeting, providing the right to be accompanied and also provided notice in line with the ACAS Guidelines (ACAS, 2019).   “Line managers need to be managed within a strong, supportive framework to enable them to develop self-confidence and a robust sense of their own role” (CIPD, 2018) and I feel that I empowered her to achieve this.

Capability and Occupational Health
 Another example of when I have supported a line manager in relation to performance management when I was approached by a manager who explained that she had a member of staff who was making lots of mistakes in her work, which was affecting the performance of the department.  Firstly, I asked the manager if she had spoken to the member of staff in relation to the errors that were being made and at that point, it had not been addressed. I then explained that she needed to carry out one-to-one supervision with the employee, outlining her concerns. I also explained to the manager that where there are issues with performance, it is important to make the individual aware as soon as possible in an appropriate manner.  I also explained to the manager that it was important that the individual was offered training and support in relation to the errors, as she was unable to provide evidence that training had been given.

Following our meeting, I confirmed all information given in an email (evidence 23), providing a copy of the All Wales Capability Policy (evidence 9).  I encouraged the manager to read the policy and highlighted relevant information. Several weeks later I had an email back from the manager stating that she had sat with the manager and highlighted the errors being made. The staff member was unaware of the errors and as a result, was offered training and support as per agreed action.  The manager also informed me that this individual was still making mistakes and it was also taking longer to do tasks than others within the team. After questioning, it became apparent that the individual had a disability and was a wheelchair user.  Once again, I asked the manager if she had discussed this with the employee and explained she needed to take care as her speed may have deteriorated as a result of her disability.  I suggested she have an informal discussion, suggesting she may want to consider an Occupational Health Form, agreeing to send her the documents.  I also asked her to read specific parts of the Referral to Occupational Health guidance (evidence 24), as well as Section 7.1 of the capability policy (evidence 9) as we may be able to make reasonable adjustments to support her within her role.

I supported this manager through the process and Occupational Health provided the individual with a new Mouse, a chair with greater arm/hand support and a computer mouse.  It was the mouse that was causing the staff member to make errors.

I was able to give advice as I was aware of the regulations under disability discrimination, using Acas as a source of information (ACAS, 2019).   


Personal Statement LO2
Supporting line managers to deliver performance management activities within the organisation

The types of support line managers in the organisation need from Human Resources in relation to performance management activities 
Line managers are the link between employees and HR practices (Truss, 2001).  There are many ways that support can be offered to line management in relation to performance management activities.  Support can be given by providing information relating to policies, procedures or legislation, that may affect how they deal with managing performance (CIPD, 2019). 
Support may also be in the form of training, an example being managing conflict, having difficult conversations and generally supporting their development as a line manager in relation to how they performance manage a team or individuals. This could be provided on a one-to-one basis by offering coaching or mentoring. Formal training can also be carried out in a group management training session. As CIPD, (2018) identify “Skilled managers are critical to employee engagement and organisational success”.

Quite often, when managers have to implement performance management activities, they will telephone or email for HR support, this providing reassurance and/or advice.  By providing coaching, this will improve the learning outcomes for the line managers, leading to high-performance working practices (Jamrog at al, 2008). When managers have not completed formal processes in the past, being involved in HR activities will not only give them confidence, but also support their understanding, especially for kinaesthetic learners. 

Within HDUHB, most performance management data is recorded through the Employee Staff Record system, extracting reports from Business Intelligence.  Line managers need to be able to input the data to ensure that reports are accurate, but also to be able to use as a performance management tool. Support can be accessed through ESR training, use of an online learning tool, carrying out one to one training with managers or using the support guides available on the HDUHB intranet site (ESR, 2019). 

Supporting line managers’ capability to deliver performance management activities
 Evidence 25-29 shows several examples of when I have supported line managers in their capability to deliver performance management activities. This includes delivering training on coaching and mentoring, workforce planning, change management, teamwork, building relationships, managing conflict and having difficult conversations.  Evidence 30-31 demonstrates how feedback was collected in order to evaluate the effectiveness of the training. 
By teaching them workforce planning it identifies the need to look at the skills needed to achieve organisations objectives (Taylor and Woodhams, 2016).  This then allows line managers to identify development opportunities within the current workforce, and reduced skills gaps (CIPD, 2019).  
In addition to the above training, managers also need support in the production of job descriptions, personal specification and also the management of the overall employee life-cycle. 
Supporting with the performance appraisal process Training 

In November 2018, I was asked to analyse the PADR Business Intelligence report to identify pockets where there is low compliance and identify ways to improve this data. When analysing the data, I identified that there were many newly appointed managers, who had low compliance and I telephoned them to see if I could help. By the end of the morning, it was evident that there was a need to complete Performance Appraisal Development Review Training as performance appraisals focus an employee’s attention to organisational objectives (Taylor & Woodhams, 2016).
Having spoken to the Head of Learning and Development, it was noted that PADR training was postponed due to no staff to deliver this training.   I offered to support the delivery using pre-designed materials.   Between the line managers that attended, the complaints rate was 57% and within four weeks of the training being carried out, this had increased to 85%, which is above the NHS Wales benchmark target of 79% and above the HDUHB current compliance data (HDUHB, 2018).  By comparing the data.  I evaluated the effectiveness of the training using benchmark 

data.   As a result of my effort to improve the data, the Assistant Director of Workforce sent me a letter to thank me for my effort (evidence 32). 

Working with line managers in the provision of employee performance and development reviews

In March 2019, I received an email from the administrative coordinator for Mental Health Services explaining that she was about to start a round of PADR training for her team and identified that she had not been able to offer any other team training opportunities for the last two years. The manager explained that she had been carrying out the reviews, but did not feel these were effective.
I then met with the manager and chatted through some of the employees.  She felt as they had been with the organisation so long, there was little she could offer. With the implementation of the new ‘Transforming Mental Health Services’ within the organisation, I explained that there was lots of opportunities and that she should speak to the department about wider opportunities. From this conversation, she was informed that the service was looking for change management agents, who would be prepared to support the positive transition of the service.  As a result of this we sat down and looked at the role of the change management agent and the skills required. From this, we were able to identify several training opportunities including change management training and champion training. In addition, I also sent a list of the other work-based learning opportunities available, allowing her access to training and development for employees is also fundamental to staff development and employee engagement (Cappelli & Tavis, 2016).  

As a result of the support given to the manager, she emailed me (evidence 33) to confirm that she felt a lot more confident carrying out their development reviews. Despite not all staff wanting to become change agents, she stated that for those who are motivated by new challenges, this had had a positive impact. Although I had not discussed this with her, she also stated that as she had greater confidence and as a result, suggested to 2 members of the team played an active part in the development of a new employee.



On reflection, whilst my expertise and specialism within HR is in learning and development, I need to ensure that I give managers the information that’s allowing them to make decisions regarding the training of the team in the short term, but also in the long term. Offering the level of support with regards to qualifications to the team is unrealistic as I could not offer this to all departments.                     




Personal Statement LO3
Assessment of the impact of performance management activities on organisational performance and recommendations for enhancement

Evaluation of the organisations approach to performance management, including employee performance and development reviews

Rees and French (2016) identify performance management as lasting the whole employee life-cycle, starting before recruitment and covers ongoing management of people within the business, with the implementation of formal processes as and when needed.  This reflects the performance management processes within HDUHB.   

As can be seen in evidence 4-18, there are many procedures and policies in relation to performance management.  Data is available in relation to performance management compliance, as can be seen by the charts (evidence 34).   Due to the size of the organisation and the performance scrutiny by NHS Wales, the majority of the performance management data relates to benchmarking.  

Compliance towards statutory mandatory training has improved significantly within the last 12 months, with only three staff groups having compliance less than the NHS Wales average.  

There is a great deal of emphasis to support managers at the beginning of the employee life-cycle. This includes management support in relation to production of job descriptions, person specifications, qualifications and skills needed within a role and training offered.  This is provided on an ‘All Wales’ basis, through recruitment and also the Job Matching Service. Managers are supported to ensure that a Knowledge and Skills Framework exists within the role and also the skills and competencies that will be expected. 

The induction process is reviewed on an annual basis using a task and finish group in line with the IRS standards (IRS, 2003).  This focus group consists of staff from Organisational Developement and the Learning and Development function.  These meetings lack input from those who have undergone the training.  

Although corporate induction follows the structured process, there is a great deal of variance in relation to local service inductions.   Despite having an induction period and a probationary period, HDUHB does not have robust processes in place to actively manage performance within the probationary period, unless stated under professional guidelines, with no review at regular periods (e.g. 3 months, 6 months).

In relation to ongoing and annual appraisal process, practices differ within the organisation.  The Health Board are 79% compliant in terms of annual performance appraisals (Rees, 2019), however there is no standardised approach to regular one-to-one meetings, unless there is governance around supervision which has been set out by the regulatory bodies of professional groups. In some cases, the annual performance appraisal is the only opportunity where people can discuss performance, unless they are considered a poor performer.   When considering the AMO model to performance management, this will not be evident as individuals lack direction and motivation and also resulted in feeling unappreciated (Taylor & Woodhams, 2016). 

There is limited qualitative data that considers the quality of these reviews giving qualitative information.  From the All Wales Staff Survey 2018, it shows that despite 70% of the organisation having had an appraisal only 65% stated that they felt valued after this had been carried out (NHS Wales, 2018).

The skill of a line manager is crucial for the success of performance management (CIPD, 2019).  Only 70% of employees felt that they were satisfied with the level of management support in the Staff Survey (NHS Wales, 2018), with only 77% feeling like that line manager makes it clear what is expected.  In terms of training and development, it is clear that this is an area where managers need to be developed as only 62% of staff feel that they are encouraged to develop, with 41% feeling that they’re aren’t development opportunities. In addition only 60% of staff feel that they are supported to keep up-to-date with developments (NHS Wales, 2018).  With line managers needing to provide constant feedback to employees to develop relationships based on honesty, trust and mutual respect, HDUHB need to address this (Cappelli & Tavis, 2016), this is fundamental to the success of performance management.
HDUHB deliver a robust ‘Managers Passport’ programme, which is available for those who are Band 6 and above.  There are line managers who are Band 4 who manage staff, who have been promoted through the organisation and have no management experience.  In terms of role responsibility, examples of a Band 6 role equates to a Senior Workforce Advisor, Senior Nurse or Catering Manager. There is currently waiting list for management passport training of up to two years, resulting in many managers being expected to manage large teams, without the training and support to do so (HDUHB, 2019).  
Assessment the extent to which performance management processes support high-performance working and contribute to sustained organisation of performance 
Taylor & Woodhams (2016) identify that in order to be High performance Working (HPW), organisations need the following systems in place:
· Robust recruitment and selection processes – This is evident through rigorous support offered through Trac, the recruitment team and job evaluation.  This allows applicants to self-select. 
· The Health Board offer competitive pay and job security as well as packages to look after the wellbeing of employees.  
· There are robust procedures in place to deal with grievances, whistle blowing and other formal processes.
· HDUHB have an embedded set of values, which are typically understood by most employees, forming part of the induction and performance appraisal process. 
· Clear vision and strategies are communicated through the IMTP, Annual Plan, and Quality Statement.  Having a clear vision is essential to HPW (Taylor & Woodhams, 2016). 
· Line managers are a critical part of HPW (Purcell, et al., 2003).  The policies and procedures promote HPW as all relevant policies are in place.  If line managers do not embed the organisational HR policies, this can have greater implications than not having the HR policies in the first place (Taylor & Woodhams, 2016). 
· The relationship with the employee and their line manager is fundamental to an individuals performance (ACAS, 2018).  Research conducted by Gallup identified the link between employee engagement and HPW, with data identifying that the highly engaged teams, were highly performing (Gallup, 2002).  Where there is high employee engagement, this shows lower staff turnover rates (Harter et al 2002).  Managers need to set consistent expectations, linked to organisational objectives (Gallup, 2002).   
Recommendations for developing performance management processes to enhance the impact on organisational performance
The induction focus group that assesses the effectiveness of the induction programme consists of practitioners.  This group needs to consist of individuals who have completed the induction within the year, having joined the organisation at different levels, from different stages within the on boarding process (IRS, 2003).  A task and finish group is also needed to agree a standardised local induction process. 
Formal Performance Management needs to be analysed as currently training is needed within the organisation to improve performance management techniques including the setting realistic smart targets, ensuring that goals are not only achievable but the number of goals are realistic. There is also a need for a balance between qualitative and quantitative targets as well as meeting both individual and the team objectives (Rees and French, 2013).  
Within other policies, there is a high level of managers’ discretion that can be used, relating to disciplinary processes, absence and conduct.   Within the appraisal process, the document is very rigid, not allowing managers to create meaningful discussions.
Line managers are crucial in performance management and embedding organisational policies and processes (Taylor & Woodhams, 2016).  With HDUHB being a large organisation employing over 11,000 people, managers could be offered a buddy system, providing support, therefore enhancing their effectiveness within their role (Wolff, 2009).
The organisation should consider a ‘Managing the Team Training Module’ to support new managers.  This would ensure that new managers recognise the value in providing regular feedback and positive reinforcement as well as the need to deal with performance issues on an ongoing basis, correcting poor performance before formal intervention is needed.  This should also provide signposting to different scenarios and contain case studies to allow them to consider performance management issues they may face. 
On reflection, the biggest improvement that can be made to develop performance management is the training and development offered to managers. There is also a need for the learning and development function to provide ways of promoting development opportunities to individuals at all levels. Performance appraisal training should be offered to all line managers on an ongoing basis. 

As well as collecting compliance data in relation to appraisals, random sampling should be carried out to assess the quality, therefore providing some best practice guidance to line managers, outlining the main areas that can impact the effectiveness of the review.

Finally the performance appraisal and development review should be split so that when having their appraisal they focus on achievement of objectives and there development review focuses on opportunities for development both a personal and professional growth.  Employees will be happy to discuss development needs when no assessment is carried out (Armstrong, 2015). 
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