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[bookmark: _Toc166269241]Executive Summary
Purpose of the research
Performance management is a subject of scrutiny in the field of human resources, as it directly influences employee motivation and organisational effectiveness. While there is extensive literature on how evaluators perceive performance management, there has been limited focus on understanding employees' perspectives in this area. This research focuses on the front-line officer's perception regarding the effectiveness of performance reviews, emphasising the fairness of Key Performance Indicators (KPIs). Furthermore, the study investigates the impact of performance reviews on employees’ motivation. 
According to Coleman (2012), the multifaceted nature of police work underscores the complexity involved in measuring police performance, as it spans across multiple dimensions and involves a broad spectrum of responsibilities. Police departments need to establish an efficient performance management framework that not only ensures precise data recording in order to facilitate effective decision-making but also holds police officers accountable. This framework should maintain employees’ focus on serving the public and victims, within an environment that empowers them to do what is right. Ultimately, the primary aim of this research is to identify effective strategies in performance measurement and management within policing. This is to ensure that the public and victims receive the best service and remain central to policing efforts.
Research design and methodology
This research utilised a combination of qualitative and quantitative methods to ensure a thorough understanding of the subject. The integration of both approaches aimed to enhance the validity and credibility of the gathered information.
A descriptive research design was implemented using a survey as the primary method. The survey was distributed, and 138 responses were obtained, allowing for a comprehensive exploration of Gwent Police officers' perspectives on performance reviews. The survey included both, closed and open-ended questions designed to measure perceptions of performance reviews, evaluate the equity of KPIs, and assess their impact on employees' motivation. The qualitative data analysis was conducted using a thematic analysis framework. Several themes emerged that described employees' experiences with performance reviews and the role of KPIs.
Findings
The findings indicated that front-line officers at Gwent Police have voiced criticism regarding the use of statistical measurements to asses their performance, expressing that these metrics fail to accurately capture their contributions within the organisation. They believe that their true value and efforts are not adequately reflected by these quantitative measures, leading to frustration and dissatisfaction with the evaluation process. 
The findings from this research underscore the necessity for revising current performance evaluation processes within Gwent Police, to ensure the organisation fulfils its intended purpose of fostering employee growth and productivity. Moreover, Human Resource Managers can utilise these findings to enhance employee motivation and performance support.
Recommendations for Enhancing Performance Reviews
Following a thorough review of the literature and best practices, coupled with feedback from Gwent Police frontline officers, three key recommendations have been identified for improving performance reviews within the organisation.
Firstly, the implementation of Specialised Performance Review Teams is recommended to address concerns about sergeants lacking adequate skills to effectively analyse performance data. This recommendation involves leveraging accessible training courses, such as the "Understanding Police Performance" masterclass, to equip officers with essential skills for interpreting and utilising performance data.
Secondly, scheduling regular Performance Review Meetings facilitated by the specialised team can enhance consistency and alleviate time constraints faced by sergeants, ensuring dedicated time for comprehensive feedback delivery.
Lastly, providing Training on Constructive Feedback Delivery is essential to address concerns raised about negative feedback during reviews. This training focuses on promoting a culture of positive feedback and recognition, which is crucial for enhancing employee engagement and professional development.
By implementing these recommendations, Gwent Police can optimise performance review processes, fostering a culture of fairness, consistency, and recognition within the organisation.
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1.0 [bookmark: _Toc166269242]Introduction
[bookmark: _Toc166269243]1.1 Background
Performance measurement remains a complex area with no consensus on criteria, methods, and the utilisation of results for organisational improvement (Cespedes, 2022). However, there is an agreement on the essential role of performance measurement in shaping organisational policies and culture. CIPD (2016) has presented evidence indicating that a well-designed performance appraisal system can enhance employees’ performance by aligning their efforts with company goals, promoting resource efficiency (Raziq and Maulabakhsh, 2015), and identifying high-performing individuals (Sriganthan, 2023). The effectiveness and fairness of these processes are crucial for maintaining a motivated and high-performing workforce (Pulakos et al., 2015), ultimately contributing to organisational success (CIPD, 2022). 
In private sector organisations, performance is typically evaluated based on the "bottom line," which often refers to metrics like net profit (Armstrong, 2019). However, implementing these bottom-line metrics poses challenges for service-oriented public sector organisations like the police. Unlike profit-driven private enterprises, public sector organisations must consider a broader range of outcomes and impacts beyond numerical metrics to gauge their effectiveness and impact on the community. However, assessing both the quantity and quality of services provided can be quite complex and nuanced.
This research focuses on a critical examination of the performance appraisal process and the use of Key Performance Indicators at Gwent Police, a law enforcement agency operating in South Wales, United Kingdom.
[bookmark: _Toc166269244]1.2 Description of Gwent Police
[bookmark: _Hlk151303650]Gwent Police (2023) is one of the territorial police forces in Wales, covering diverse communities across the local authority areas of Blaenau Gwent, Caerphilly, Monmouthshire, Newport, and Torfaen. 
As a component of the criminal justice system, Gwent Police (2023) is responsible for ensuring public safety, preventing and investigating crimes, and maintaining order within its jurisdiction. The policing environment is characterised by multifaceted responsibilities, ranging from routine tasks to complex, time-sensitive operations (Maslov, 2015). Given the critical nature of police work, assessing and managing the performance of officers becomes a complex endeavour. Gwent Police (Curtis, 2015), does not establish specific numerical objectives for officers. The performance data is presented in a statistical manner, with the statistics serving as performance indicators. Key Performance Indicators (KPIs) are a crucial tool for assessing and measuring the effectiveness of police operations and guiding officers' efforts towards achieving objectives (Violanti et al., 2018; Boateng, 2016). Additionally, KPIs allow leaders to utilise information to comprehend areas of concern, and make well-informed decisions (Curtis, 2015).
[bookmark: _Toc166269245]1.3 Rationale for the Research.
Despite the recognised importance of performance appraisal systems and KPIs in enhancing organisational efficiency, their application in the context of policing requires careful examination. The wide variety of tasks performed by the police requires a thorough approach to evaluating their performance (Maslov, 2015).
Policing should involve a combination of quantitative and qualitative assessments, with KPIs serving as essential metrics for evaluating service efficiency. The potential impact of these systems on officer job satisfaction, motivation, and overall productivity necessitates an in-depth investigation.
This research aims to address the existing literature gap by focusing on how police officers perceive performance appraisals and the fairness of KPIs in assessing their performance. By choosing Gwent Police as the research site, the study provides insights into the effectiveness of performance management systems in a real-world policing environment. The findings of this research are expected to contribute valuable knowledge that can inform the enhancement of performance evaluation practices within Gwent Police and potentially serve as a model for other law enforcement agencies.
[bookmark: _Toc166269246]1.4 Research Questions.
The research contributes to the literature by addressing three main research questions. 
1) How do front-line officers at Gwent Police perceive performance reviews?
2) Whether KPIs are viewed by police officers as a fair measure for assessing their performance?
3) Whether performance review conversations enhance employees' motivation.
[bookmark: _Toc166269247]1.5 Key Research Objectives.
The primary goal of this research is to explore how Gwent Police officers perceive performance evaluations, with emphasis on the equity of the KPIs. Additionally, it examines the impact of performance reviews on the officers’ motivation. To enable to answer the research questions, several objectives have been set.
Literature review.
To present a comprehensive analysis of performance reviews at Gwent Police and their effect on employees’ motivation, a detailed and methodical examination of published research on police performance measurement was undertaken, covering the literature from both the UK and international sources in this field. This research aims to identify gaps in the literature and areas requiring further exploration. 
Data Collection and Analysis.
In order to assess performance reviews at Gwent Police, the equity of KPIs and their effect on employees' motivation, a survey was conducted. To enhance the credibility of the study, open-ended questions were incorporated to enable police officers to contribute their perspectives, which were not addressed by the closed-ended questions. The analysis of officers' feedback facilitated an answer to the research question regarding the adequacy of the organisation's performance review process or the need for improvement.  
Discussion.
To strengthen the research process the data collected and analysed were compared with findings from existing literature. Drawing insights from both sources enables providing a more comprehensive understanding of the topic, and enhancing the overall integrity of the study. 
[bookmark: _Hlk149339136]Recommendations.
The author provided three recommendations to supply essential information to Gwent Police executives so that they could redefine strategies for performance evaluations.
Recommendations derived from the insights gained through this research and an examination of recent literature encompass potential adjustments to the performance review process or training programs aimed at strengthening organisational success.
[bookmark: _Toc166269248]2.0 Literature Review.
The researcher examined up-to-date secondary resources to address the primary goal of scrutinising the effectiveness of performance reviews, the equity of KPIs, and their influence on motivation in the context of police departments. The literature review comprises three sections: the first section offers an explanation of key terms, the second section discusses the effectiveness and fairness of performance reviews and equity in KPIs, and the third section examines whether performance reviews impact employees’ motivation. 
[bookmark: _Toc166269249]2.1 Key Terms.
[bookmark: _Toc166269250]2.1.1 The Meaning of Performance. 
[image: ]
Brumbach’s (1988) perspective highlights the impact of behaviours in achieving intended results. Armstrong (2019) emphasises that performance is the visible culmination of efforts directed towards established goals, highlighting measurable results and contributions to organisational objectives. When assessing and rewarding individuals, considering both outputs (results) and inputs (behaviour) is essential. The examination of outputs involves a close evaluation of tangible results or accomplishments. On the other hand, examining inputs entails a critical analysis of the behaviours and actions exhibited during the performance period. This involves assessing individuals' qualities, efforts, and approaches to their tasks. Acknowledging the relationship between what individuals produce (outputs) and how they contribute (inputs) allows for a more holistic and equitable evaluation of performance. However, the complexity of evaluating both outputs and inputs might make the process more intricate and potentially subjective.
Roberg et al. (2002, p. 186) simplify this definition and describe performance as a linear combination of ability and motivation, where ability represents an individual’s talent or skills.
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This approach to performance neglects qualitative aspects such as behaviours, interpersonal skills, and adaptability, which are crucial in many professional roles.
[bookmark: _Toc166269251]2.1.2 Performance Management.
The Performance Management (PM) (Eze et al., 2019) has gained significant attention in Human Resources Management. The concept of PM emerged from the roots of merit rating, which had its origins in the early 20th century. Warren (1972) and Beer and Ruh (1976) are recognised with the earliest citation of performance management in the literature. They highlighted that effective performance is cultivated through practical challenges and on-the-job experiences, guided and supplemented by feedback from superiors. 
Kandula (2006) portrays performance management as a catalyst that transforms potential into performance by eliminating obstacles. An effective PM system encompasses activities ensuring the consistent achievement of organisational objectives (Aguinis, 2005; Ojo et al., 2018). This involves establishing clear expectations, understanding essential job functions, defining successful performance, specifying performance measurement criteria, and addressing and removing barriers to performance (Aguinis, 2005). According to Armstrong (2019), performance management serves as the foundation for personal growth, emphasising the accessibility of necessary support and guidance for development. Additionally, it plays a crucial role in recognising and rewarding employees through positive feedback and acknowledgement of their achievements (CIPD, 2022a).
[bookmark: _Toc166269252]2.1.3 Performance Reviews.
Waheed et al. (2018) and Armstrong (2019) emphasise that performance reviews and ratings are vital for effective management, serving as a crucial tool for organisations to evaluate and sustain the capabilities and effectiveness of their workforce. 
Historically, performance appraisal has been linked to hierarchical, top-down management styles prevalent in command and control practices. This perspective raises concerns about fairness, subjectivity, and potential misuse of authority in evaluating employees. 
[bookmark: _Hlk156996229]Banjoko (2002) perceived performance assessments through a conventional lens, describing them as a systematic, structured, and formalised procedure for evaluating an individual employee's strengths and weaknesses in relation to their job over a specific timeframe. Krivoruchka (2016) highlights that the rigid, formalised nature of performance assessments, as described by Banjoko, no longer meets the needs of all generations in the workforce, particularly Millennials, who desire continuous communication about their tasks and areas for improvement. Krivoruchka (2016) and Armstrong (2019) underscored that conventional annual assessments might not sufficiently encompass the diverse aspects of employee contributions, lacking the flexibility to accommodate the dynamic and varied nature of contemporary organisational settings. 
The term "performance review" is favoured as it conveys a collaborative, inclusive, and transparent approach to performance management. The emphasis is on fostering a culture that values continuous feedback, employee development, and shared accountability rather than a one-time, authoritative judgment (Amstrong, 2019).
Therefore, organisations are moving away from annual appraisals, opting for more frequent "development coaching conversations" (Krivoruchka, 2016; Woolston, 2019; Armstrong, 2019). This change emphasises the importance of continuous feedback and ongoing dialogue in the performance management process (Krivoruchka, 2016). 
Performance evaluations, as outlined by Dusterhoff et al. (2014) and CIPD (2022), positively contribute to employee development and goal alignment. However, it is essential to acknowledge the adverse consequences associated with poorly executed evaluations. The accuracy and fairness in performance evaluations are fundamental for assessing employees' skills and responsibilities (Atakpa, et al., 2013). Nevertheless, employees expressed concerns that this principle may not consistently apply. According to Lin and Kellough (2019), performance evaluations are predominantly dependent on managers' judgments. Therefore, Moon (2019) brings attention to potential subjectivity and biases in the evaluation process, raising questions about the reliability of performance assessments. 
Additionally, performance evaluations commonly elicit a spectrum of emotions, such as anxiety, disappointment, and shock (Armstrong, 2019). This emotional response stems from the uncertainty surrounding expectations driven by rating criteria and the often repetitive, clichéd language employed by evaluating managers. The use of standardised phrases and criteria may contribute to a lack of clarity and emotional impact during the evaluation process. Employees may feel uneasy or disheartened when faced with ambiguity in the feedback provided by managers. This underscores the importance of clear communication and personalised feedback in performance evaluations to enhance their effectiveness and mitigate negative emotional reactions (CIPD, 2022a). Improving the perception of performance reviews' accuracy and usefulness can retain valuable personnel.
[bookmark: _Toc166269253]2.1.4 Critical Analysis of Management by Objectives.
Performance measurement is widely recognised as an essential element of effective management. Management by Objectives (MBO) is a management philosophy and approach introduced by Peter Drucker, a recognised management expert, in his 1954 book "The Practice of Management." Peter Drucker (Maslov, 2015) articulated the significance of measurement with his statement,
[image: ]
Drucker's statement underscores a fundamental principle in management theory, emphasising the crucial role of quantifiable metrics in effective management. The concept implies that without a means of measurement, it becomes challenging to assess and regulate organisational processes and outcomes. Measurement provides a tangible basis for evaluating performance, making informed decisions, and implementing targeted improvements. Drucker's perspective aligns with the broader notion that successful management requires a systematic and data-driven approach. Defined measures encourage efficiency and productivity by offering a clear roadmap for tasks. Individuals are more likely to focus on activities that directly contribute to measurable outcomes. Lebowitz in 2010 expanded on this idea by highlighting the importance of setting a clear goal (Maslov, 2015; Jangid, 2019). The idea conveyed is that without a defined destination, any path may seem suitable, but in reality, without a goal, there is no direction. This emphasises the necessity for organisations to establish objectives that provide a clear understanding of what they aim to achieve. This underscores the essential principle “what gets measured gets done”, and underscores the idea that setting specific metrics or measures for tasks or goals increases the likelihood of achieving them. 
Kelvin's perspective "What cannot be counted is not worth knowing", reflects the idea that quantifiable, measurable information is crucial for understanding and gaining knowledge (Edwards, 2005; Fleming and Scott, 2008). Emphasises that quantifiable information is less prone to subjective interpretation, fostering objectivity in decision-making processes. Quantifiable data enhances clarity and precision in communication, reducing ambiguity and facilitating a shared understanding. 
On the other hand, the terms "quantifying" and "metrics" often raise the misconception that performance measurement solely entails numerical counting (Maslov, 2015). Nevertheless, Albert Einstein challenges this assumption, emphasising that measurement goes beyond mere counting, particularly in the context of qualitative objectives. 
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In the context of performance management (Maslov, 2015), this perspective underscores the complexity of evaluating performance, emphasising the need to consider qualitative aspects that may not be easily quantifiable. It suggests that a holistic approach to performance assessment should go beyond numerical metrics, taking into account intangible factors that contribute to overall effectiveness and success within an organisational framework. 
[bookmark: _Toc166269254]2.2 The Critical Evaluation of KPIs in Policing Context
Performance evaluations serve a crucial role in assessing officers' work and ensuring alignment with standards to meet the expectations of external stakeholders, such as the public and government, as emphasised by Paoline and Terrill (2007). That places police services under frequent scrutiny, demanding tangible evidence of their performance, as highlighted by Rollings and Taylor (2008). Performance indicators play a vital role in communicating police productivity and efficiency to stakeholders in a clear, transparent way. Furthermore, police departments need to justify how the allocated budget was utilised to attain overarching goals and objectives. Showcasing positive results can significantly influence government funding. However, it is important to note that while measurement is crucial, the quality and relevance of the metrics used, should be carefully considered to avoid unintended consequences or misrepresentations in performance assessments.
[bookmark: _Toc166269255]2.2.1 Key Performance Indicators Definition
It is crucial to clarify the differentiation between targets and measures. A 'target' refers to a specific performance level that is to be targeted, achieved, or surpassed within a defined timeframe (Curtis, 2015). A measure, also known as an indicator, serves as a source of information that aids users of performance data in making informed decisions. Key Performance Indicators (Chinn, 2019) function as diagnostic tools for assessing operational areas, offering actionable data for management to enhance services, align operations with organisational objectives, and monitor progress toward goals. Chamberlin (2011) highlighted that establishing objectives is to ensure that employees have clear knowledge of their tasks and comprehend the reasons behind the tasks, understand the criteria for completion, possess the ability to accomplish them, acknowledge their significance, and are aware of their progress throughout the process. 
[bookmark: _Toc166269256]2.2.2 Historical Background
Curtis (2015) notes that the adoption of numerical targets in public services originated in the 1980s, with increased utilisation during the 1990s and early 2000s. These targets were primarily perceived as tools for assessing performance to enhance cost-effectiveness and overall efficiency. During this period, technological advancements progressed rapidly, facilitating the collection and analysis of increasingly vast amounts of data for managerial purposes. The application of numerical targets has been widespread in policing for an extended time, forming integral components of both local and national police performance frameworks. During the 1990s, the Public Service Agreements introduced numerous national targets in policing and across the broader public sector. However, over time, issues related to these targets, have been extensively documented. Consequently, many forces have gradually eliminated targets.  In 2010, the Home Secretary announced the removal of all national policing targets.
Senior police officers stated: ‘We don't need statistical tools to assess police officers' competency. Our daily interactions provide us with a thorough understanding of their abilities and performance’ (Jangid, 2019). This viewpoint highlights a conventional method of evaluating performance in law enforcement, relying heavily on personal interactions and subjective judgments. While direct engagement with individuals is valuable, it depends solely on the observations. Therefore, this approach can introduce biases and subjectivity into the evaluation process (Jangid, 2019). Contrary, statistical tools and data-driven insights offer an objective and comprehensive understanding of performance, providing a well-rounded view beyond personal impressions. Striking a balance between experiential knowledge and data-driven analysis can enhance the accuracy and fairness of performance assessments within policing.
[bookmark: _Toc166269257]2.2.3 Evaluation of KPIs Utilised in Performance Management
Key Performance Indicators serve as objective benchmarks against which officer performance is measured. While indicators aim to improve transparency and reduce bias, their vulnerability to measurement errors raises concerns about the precision of performance assessments (Chan et al., 2016). The focus on quantitative targets through KPIs might result in a neglect of qualitative dimensions, potentially hindering a comprehensive evaluation of police work. Police officers may perceive KPIs as unfair when they do not accurately represent the complexities and nuances of their roles. The critique of excessive reliance on metrics highlights the importance of recognising and valuing diverse aspects of employees' contributions beyond numerical achievements, fostering a more holistic approach to performance management (Kaplan and Norton, 2007). 
[bookmark: _Toc166269258]2.2.4 Overview of Current Practice
Setting KPIs is crucial for preventing crime, maintaining public safety, assisting victims, improving crime clearance rates, and shaping positive public perceptions of law enforcement agencies (Curtis, 2015). 
Commonly used indicators include (Sparrow, 2015; Maslov, 2015):
· Measures of enforcement productivity
·  Number of arrests,
· Stop-and-searches, 
· Fines issued, 
· Clearance rates, 
· Response times.
The number of arrests, stops and searches conducted, and fines issued are traditional indicators of police performance (Maslov, 2015). However, Sparrow (2015) perceives the risk associated with prioritising these metrics. The constant pressure to fulfil objectives may lead to a focus on quantity over quality, compromising officers' judgment and using illegitimate means to achieve unrealistic goals. Additionally, it could lead officers to neglect alternative conflict resolution strategies, potentially prompting them to surpass legal and ethical boundaries for additional arrests or fines. This narrow focus on quantitative outputs could strain community-police relations and overlook opportunities for more constructive interventions.
Clearance rates (Maslov, 2015), represent the proportion of crimes solved by a police officer within a specific timeframe and it is another widely used traditional measure of police performance. This metric reflects how efficiently police address crime in their assigned areas. However, using clearance rates as a performance measurement is prone to measurement errors (Maguire, 2003). For instance, smaller communities with lower crime rates may present fewer opportunities for police to solve crimes, resulting in naturally lower clearance rates. Statistical comparisons between officers serving these communities and those in higher-crime areas may be unbalanced. 
Evaluating police officers’ performance involves considering response times to calls (Maslov, 2015). Timely responses to calls are crucial for preventing crime, maintaining public safety and assisting victims. Nevertheless, this metric is also subject to several potential inaccuracies. Variations in response times can result from factors such as the size of the geographic area, the policing resources allocated, the proximity of the dispatching station, and the promptness of the dispatcher. Setting realistic and achievable targets is essential. 
[bookmark: _Hlk157170970]As indicated by Maslov (2015), relying solely on traditional metrics for assessing police performance is exposed to many errors. Colman (2012), followed by Maslov (2015), recognised the complex nature of the police role requires a comprehensive approach to evaluating officers' effectiveness. When establishing Key Performance Indicators, various factors, including societal demographics, geographic locations, and an officer's experience, should be taken into account. 
[bookmark: _Toc166269259]2.2.5 Adverse Consequences Associated with KPIs in the Police Context
Jangid (2019) suggests that by employing thoughtfully designed performance indicators for assessment, organisations can consistently motivate staff to deliver high performance and foster an ongoing pursuit of improvement. Nevertheless, a review of existing literature reveals that incorrectly set KPIs may result in adverse consequences, including instances of employees manipulating the system to achieve performance objectives (Parkinson, 2012). Moreover, police officers may prioritise achieving numerical targets, such as arrest or fine issuance goals, to the detriment of the quality of their work. This focus on meeting specific numerical objectives might lead to a shift in attention away from the nuanced aspects of their duties, potentially neglecting the thoroughness, effectiveness, or community-oriented aspects of their law enforcement responsibilities. This can have implications for overall job performance and the ability to address the diverse needs of the community effectively. Excessive focus on particular metrics can result in a narrow perspective, where individuals or organisations prioritise measurable outcomes at the expense of broader, non-quantifiable aspects that are equally important (Sun and Prybutok, 2007). 
Reflecting on the Albert Einstein quote, the essence lies in the idea that merely measuring the ability of the police to respond promptly to calls or make numerous arrests does not necessarily equate to effectiveness and cost efficiency. While quantitative metrics offer tangible data points, they might not capture the qualitative aspects that contribute to the true effectiveness and efficiency of a police department (Jangid, 2019). Elements such as community engagement, crime prevention, and ethical conduct are important aspects of an effective and cost-effective police role, yet they are difficult to measure quantitatively.
[bookmark: _Hlk155904953]Excessive reliance on metrics in performance management, as highlighted by Kaplan and Norton (2007), may narrow the recognition of broader aspects of employees’ capabilities and efforts, potentially diminishing their motivation (CIPD, 2022). 
[bookmark: _Toc166269260]2.3 Intercorrelations Between Performance Reviews and Motivation
Employee motivation and job satisfaction are integral to organisational success, as suggested by various theories, including Latham’s and Locke’s (1979), Goal Theory and Social Cognitive Theory by Bandura (1986). These theories underscore the significance of motivation and job satisfaction in enhancing employee well-being and performance. 
[bookmark: _Toc166269261]2.3.1 Motivation
Motivation is defined as ‘the direction of behaviour’ and encompasses factors that drive an individual to act in specific ways to achieve their goals (Armstrong, 2012). Additionally, it is characterised as the level of effort an employee invests in an activity (Locke and Latham, 2004). Hence, organisations should create environments that maximise motivation among their workforce.
2.3.1.1 Maslow’s Theory
The impact of performance reviews on employee motivation in the context of police departments can be critically analysed through the lens of Maslow's Hierarchy of Needs Theory. Maslow's Theory (1943) posits a hierarchy of needs influencing behaviour and motivation, with the idea that these needs must be fulfilled in a specific order of importance. The hierarchy consists of physiological needs, safety needs, social needs, esteem needs, and self-actualisation needs (Gupta, 2002)  (Figure 1). 
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Figure 1 Maslow's Hierarchy of Needs Theory (Mcleod, 2023).

Performance reviews, if linked to tangible rewards such as salary increments or bonuses, can address employees' physiological needs for financial security (Mcleod 2023). However, if performance reviews neglect these basic needs, it may lead to demotivation and concerns about job security, hindering officers' focus on their duties. A fair and transparent performance review system can contribute to a sense of job security and meeting safety needs. Conversely, inconsistent or unfair evaluations may create uncertainty, undermining officers' confidence in the reliability of the system and impacting their motivation. Recognition and feedback in performance reviews can fulfil social needs, fostering a sense of belonging within the police department. Ineffective communication or lack of acknowledgement may result in feelings of isolation, negatively impacting officers' motivation and job satisfaction. Performance reviews that recognise achievements and provide opportunities for advancement contribute to officers' esteem needs. Esteem needs can be met through recognition and promotions. On the contrary, a lack of acknowledgement or opportunities for career growth may lead to frustration and decreased motivation. Performance reviews that identify and nurture individual talents and skills align with self-actualisation needs. In contrast, a rigid system that does not allow for personal and professional development may hinder officers' motivation to excel. Inconsistencies, unfairness, or neglect of basic needs may result in demotivation, potentially affecting officers' job performance and overall morale.
2.3.1.2 The Goal Theory
The goal theory, as presented by Latham and Locke (1979), sheds light on the interdependence of goals and performance outcomes. By directing attention, stimulating effort, and fostering a challenge that encourages the application of knowledge and skills, goals become integral motivators in achieving desired outcomes. The theory reinforces the importance of performance management's emphasis on setting measurable objectives, creating a clear correlation between motivation and the achievement of KPIs. The theory suggests that as the goal becomes more demanding, the greater the utilisation of skills, emphasising the role of motivation in surpassing performance expectations. This perspective underscores the significance of aligning individual and organisational goals to drive enhanced performance and achievement of KPIs. On the other hand, according to Armstrong (2019), setting overcomplicated and unachievable goals, particularly in the form of KPIs, can have adverse effects on employees. The analysis of this subject can be approached through the lens of the Social Cognitive Theory by Bandura (1986).
2.3.1.3 The Social Cognitive Theory
According to this theory, self-efficacy is a crucial concept where individuals develop beliefs about their capabilities to execute actions and produce desired outcomes. Setting goals that are excessively complicated or unattainable can erode employees' self-efficacy. Continuous failure to meet goals may lead individuals to doubt their abilities and competence, fostering a negative self-perception. Bandura's theory (Bandura and Cervone, 1983) posits that individuals are motivated to engage in activities where they believe they can succeed. Employees faced with unrealistic KPIs might experience demotivation and reduced effort. The perception that success is unachievable can lead to disengagement, decreased effort, and a negative impact on overall job performance. Social Cognitive Theory (Bandura, 1986) suggests that repeated failures without belief in the potential for improvement can result in learned helplessness. Unattainable goals may foster this mindset, wherein employees perceive their efforts as having little impact on achieving success. This can have detrimental effects on their mental well-being and job satisfaction. 
[bookmark: _Toc166269262]2.3.2 Importance of the Feedback in the Performance Review Process. 
The correlation between motivation and performance management is evident in how feedback acts as a stimulus for individuals to take correct action (Armstrong, 2019). Motivation is intrinsic to the process, as individuals are driven to align their behaviour with expectations, contributing to enhanced performance. This analysis underscores the importance of a well-designed feedback system in fostering motivation and facilitating continuous improvement within performance management frameworks. The significance of feedback in performance management processes is highlighted, aligning with the principles of Control Theory (Armstrong, 2019). This theory emphasises the role of feedback in shaping behaviour by creating awareness of discrepancies between current actions and expected behaviour. 
Moon (2019) underscores the significance of effective feedback mechanisms provided by supervisors and the overall delivery process in ensuring the success of performance reviews. Effective feedback mechanisms are vital for individuals to understand and address performance gaps. Numerous employees, especially millennials, the largest group in the workforce today, eager to improve, actively seek transparent feedback from their leaders. This feedback becomes a catalyst for enhancing their skills, knowledge, and professional development (Krivoruchka, 2016). Additionally, Budworth et al. (2015) and David et al. (2015) followed by CIPD (2022a) assert that employees who receive positive feedback perform better. On the contrary, negative feedback, especially if perceived as unfair or overly critical, can damage relationships between managers and employees (Shields, 2007). 
The correlation between constructive feedback, employees' performance, and motivation becomes evident as feedback contributes to the development of positive self-belief. The Social Cognitive Theory, as presented by Bandura (Armstrong, 2019), underscores the profound impact of self-efficacy on individuals' performance. Believing in one's abilities influences motivation and action. Cultivating positive self-belief is an essential performance management objective. Constructive feedback, when aligned with this objective, plays a pivotal role in building and reinforcing employees' confidence in their capabilities. 
Employees need to understand what is expected of them, and the management should ensure they are motivated and equipped with the necessary skills, resources, and support to excel in their roles (CIPD, 2022; Geys et al, 2020). Performance reviews, as emphasised by Linna et al. (2012) and Khan (2020), are crucial for motivating employees and improving job performance. 
This critical perspective emphasises the role of performance management not only in setting goals and expectations but also in nurturing a positive psychological environment that enhances employees' motivation, job satisfaction, and overall performance.
[bookmark: _Toc166269263]3.0 Research Methodology
[bookmark: _Toc166269264]3.1 Research Philosophy
Research philosophy or paradigm serves as the fundamental philosophical framework for the entire research endeavour. Researchers can draw upon various research paradigms to underpin their research, depending on factors such as the nature of the research, its context, and objectives (Barnham, 2015). According to Creswell (2017), the positivist research paradigm is most suitable when the researcher aims to impartially assess reality based on logical principles. Sekaran and Bougie (2016) support this view, asserting that a positivist research philosophy allows researchers to quantify the strength of relationships between selected research variables and propose insights supported by valid statistical evidence. However, this philosophical approach may limit the researcher's ability to clarify research questions and gather comprehensive insights. 
Embracing an interpretive stance acknowledges that reality is subjective and socially constructed, emphasising the need for interpretation and context in understanding. The focus lies on exploring the meanings and interpretations individuals attribute to their experiences and actions. Interpretive studies, offer the freedom to explore reality without imposing strict methodological constraints but are critiqued for their subjective interpretation and limited generalisability (Creswell, 2017).
Realism philosophy integrates positivist and interpretive elements by allowing researchers to select multiple methods that are best suited to address the research questions (Bryman and Bell, 2015). According to Barnham (2015), the utilisation of multiple research methods, overcoming the methodological constraints imposed by the positivist paradigm, which typically leads to restrictive interpretation and generalisability issues associated with interpretive studies.
[bookmark: _Toc166269265]3.2 Critical Analysis of Methodological Choices
This section provides a detailed overview of the research methodology employed to investigate the effectiveness of performance reviews, equity of KPIs, and their impact on motivation among police officers at Gwent Police.
[bookmark: _Toc166269266]3.2.1 Analysis of Methods Rejected.
Numerous research methods exist for conducting studies. However, the inherent constraints associated with alternative approaches, such as case studies, interviews, focus groups, and observation, led to their exclusion. The rationale behind this decision is outlined below.
The case study method was dismissed primarily due to the challenge of finding relevant subjects suitable for this study. As noted by Collis and Hussey (2009), locating case studies that meet all research criteria is exceedingly difficult, and even if found, controlling variables, particularly in a natural setting, becomes problematic. Additionally, Malina et al, (2011) highlighted, that researchers' interpretations and biases may influence the analysis and findings of case studies, potentially introducing subjectivity into the research. Replicating case studies to validate findings can be challenging due to the uniqueness of each case and the specific context in which it occurs.
The interview method was rejected for several reasons. Firstly, the time required to arrange and conduct interviews presents a significant challenge. Secondly, interviewer bias could influence the process, leading to a preference for one viewpoint over another (Francis et al., 2010). Furthermore, the effectiveness of interviews depends on the professionalism of the interviewer, as an unskilled interviewer may produce inaccurate or misleading results.
Focus groups were also rejected primarily due to time constraints. Unlike interviews, which require coordination between only two individuals' schedules, organising focus groups demands extensive pre-planning, recruitment efforts, and logistical arrangements (Denscombe, 2008). Group discussions may also be challenging to steer, increasing the difficulty of facilitation. Additionally, moderators can significantly influence the direction of discussions, potentially biasing data collection (Bryman and Bell, 2015). Moreover, the dominance of certain individuals within the group can hinder productive discussions.
Although ethnographic investigations and observations have historically been utilised in police research to gain insights into studied societies, this approach introduces subjectivity and is limited to the researcher's perspectives (Fox, 2004; Chowdhury, 2017; Bacon et al, 2020). Furthermore, the inability to quantify social phenomena through observational techniques and the lack of reliable metrics can result in inaccuracies (Denscombe, 2008). Collis and Hussey (2009) added that participant awareness of being observed can alter behaviour. Consequently, the shift in police literature towards quantitative surveys and secondary data analysis has become more prevalent in recent years.
[bookmark: _Toc166269267]3.2.2  Analysis of Method Employed
A descriptive research design was utilised to attain the research objectives. This method involves data collection and analysis to describe characteristics, behaviours, or phenomena (Mathers et al., 2007).
This research utilised a combination of qualitative and quantitative methods to ensure a thorough and nuanced understanding of the subject. Quantitative research seeks to characterise a specific phenomenon by gathering numerical data to answer specific questions, like determining quantities and percentages across various contexts (Taherdoos, 2022).  A quantitative approach offers a broader view of the research process. However, it has limitations, restricting respondents to specific thought patterns, leading to a narrow understanding of the studied concepts and diminishing design validity (Mathers et al., 2007). On the contrary, qualitative research takes a content-oriented approach, focusing on generating data without relying on statistical analysis (Taherdoos, 2022). However, sole reliance on qualitative methodologies may lead to subjective outcomes (Smith, 2018; Hair et al., 2020). This subjectivity introduces bias and restricts applicability, given the interpretive and context-dependent nature of qualitative data (Maxwell, 2013; Jones and Brown, 2016). 
By employing both quantitative and qualitative methods, researchers can cross-verify the results obtained from each approach. If findings from both methods align or converge on similar outcomes, it enhances the reliability and robustness of the conclusions. Triangulation helps mitigate the limitations of individual methods, providing a more comprehensive and nuanced understanding of the research topic (Creswell and Creswell, 2017). It adds depth and richness to the analysis, making the overall research findings more reliable and valuable (Hair et al., 2020).
[bookmark: _Toc166269268]3.3 Data Collection
Qualitative and quantitative data was collected through a structured survey questionnaire. 
[bookmark: _Toc166269269]3.3.1 Questionnaire Structure
The questionnaire was designed to gather information about the perspectives of front-line staff regarding performance reviews, the equity of Key Performance Indicators, and whether these factors influence their motivation.
The questionnaire begins with a brief overview of its intent, followed by a disclaimer stating that responses will be kept confidential and used solely for research purposes. It comprises both closed and open-ended questions. Closed-ended questions focus on specific aspects of performance evaluations and KPIs, allowing respondents to select from predetermined response options. Closed-ended questions were assessed using a Likert scale, with respondents selecting from options such as "strongly agree," "agree," "neutral," "disagree," and "strongly disagree." This structured format minimises data misinterpretation, aiding research objectives (Mathers et al., 2007). Moreover, it ensures standardised data collection for quantitative analysis, identifying trends and patterns. 
Qualitative data was gathered through open-ended questions within the same survey instrument. Open-ended questions enabled participants to articulate their perspectives and experiences concerning performance reviews, any inconsistencies in performance evaluation measures, challenges faced during the evaluation process, the effectiveness of feedback received from supervisors, suggested improvements to the performance evaluation process, and the impact of performance evaluations on their motivation. These responses were instrumental in capturing nuanced insights and understanding the experiences of the officers.
[bookmark: _Toc166269270]3.3.2 Sample Strategy
For this research, a straightforward, random sampling method was selected. According to Saunders et al., (2016), this method involves selecting a subset of individuals from a larger group, where each individual has an equal chance of being chosen. Creswell (2013) indicates that a simple sample approach minimises sampling bias and simplifies data collection and interpretation. 
The intended sample consisted of front-line officers from Gwent Police, including those from units such as the response team, neighbourhood policing, road specialist unit, public protection unit, dog section, and other related units. However, the overwhelming majority of responses, 89%, came from the response unit. Consequently, the research and analysis were based on a final sample size of 138 response police officers. At the time of the survey, Gwent Police had a total of 325 response officers, indicating that approximately 42% of this cohort participated in the questionnaire. The random selection was stratified to ensure representation across different stations and experience levels, providing a diverse and comprehensive dataset.
[bookmark: _Toc166269271]3.3.3 Distribution Strategy
The survey was distributed via work email addresses from February 1 to April 7, 2024, aiming to gather feedback from front-line officers. The questionnaire was created by using Google Forms, and a copy of the survey instrument is included in Appendix 1. This method was selected to provide participants with a convenient and accessible way to engage with the research tool, ultimately maximising response rates. The decision to use this approach was driven by the time limitations faced by police officers. Moreover, the choice offers a practical, efficient, and cost-effective solution compared to arranging interviews or focus groups, which present logistical challenges.
The survey ensured the complete anonymisation of respondents, further promoting open and honest feedback (Brasel et al, 2020; Ryba, 2022). The collected data was securely stored, with access restricted to the researcher to maintain confidentiality. 
[bookmark: _Toc166269272]3.4 Evaluation Strategy
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[bookmark: _Toc166269274]3.4.1 Quantitative Data Analysis
The quantitative data collected through closed-ended questions underwent a statistical examination. 
3.4.1.1 Descriptive Statistics Analysis
Descriptive statistics analysis was employed to present and summarise key characteristics of the numerical data. These statistical measures offered a clear overview of participants' responses, allowing for the identification of central tendencies and variations within the dataset (Mathers et al, 2007). This method guaranteed the accuracy and reliability of the statistical results, establishing a solid basis for deriving evidence-based conclusions (Taherdoost, 2022a).
The critical aspect to consider when employing descriptive statistics is inherent limitations in discerning relationships, causality, or impacts within the data. Descriptive statistics offer a visual representation of data but do not delve into the underlying reasons or significance of observed patterns (Taherdoost, 2022a). For instance, while descriptive statistics can compute metrics like the mean and standard deviation of test scores, they fall short in deducing whether the test difficulty influenced the outcomes or if other factors played a role. To delve into such inquiries, the application of inferential statistics becomes imperative. Inferential analysis was applied to draw broader conclusions from the collected data and to explore potential relationships between variables. 
3.4.1.2 Correlational Research
Correlational strategies serve as exploratory methods aimed at evaluating relationships between two or more variables within a sample or the entire population (Taherdoost, 2014; Queirós et al., 2017). These strategies focus on assessing two key aspects:
Presence or Absence of Connections: Correlational analyses determine whether there are any connections between variables. This involves identifying whether changes in one variable coincide with changes in another, or if there is no discernible relationship.
Extent or Strength of Relationships: Beyond identifying connections, correlational strategies also quantify the strength or degree of association between variables. This helps in understanding how strongly one variable predicts or influences another.
For instance, in this research, Pearson correlation was used to explore relationships between variables like age, experience, and preferred review frequency. This statistical technique provides insights into whether age and experience levels correlate with the frequency at which reviews are preferred, and to what extent these relationships hold true within the sample or population.
Correlational methods are valuable for uncovering patterns and associations between variables, offering a preliminary understanding of potential relationships that can inform further research or decision-making processes.
[bookmark: _Toc166269275]3.4.2 Qualitative Data Analysis
Qualitative data were subjected to descriptive thematic analysis. This method involves identifying, analysing, and reporting patterns (themes) within the data (Patton, 1990; Braun, 2006, Rouder et al., 2021). The thematic analysis framework developed by Braun (2006) was applied to analyse responses to open-ended questions. The process, outlined in Figure 2, began with familiarising with the data through repeated readings of responses to gain a holistic understanding of participants' perspectives on performance appraisals (King, 2020). Following this immersion phase, initial codes were generated to capture key concepts and ideas present in the data (Taherdoost, 2022a). To create initial codes as part of the analysis process, NVivo 12 Plus software was utilised. 
The below paragraphs outline the process used to identify codes and themes from the responses to the open-ended questions. Firstly, in the open coding phase, data is meticulously transformed into descriptive codes, allowing for a structured analysis. This process aligns with Grounded Theory, a straightforward coding technique that organises data into meaningful categories and relationships (Taherdoost, 2022a). Next, axial coding involves exploring the relationships and connections between these initial codes, aiming to condense them into broader categories based on their interconnections (Taherdoost, 2022a). Lastly, selective coding focuses on identifying a central or core category, which may be drawn from previously identified categories or newly generated ones. This core category serves as a focal point, guiding the identification and interpretation of data and codes that relate to it (Taherdoost, 2022a). Codes and categories lacking sufficient supporting data were excluded from consideration.
Subsequently, these initial codes were organised into broader themes, reflecting commonalities and variations across participant responses. Themes were refined and iteratively reviewed to ensure consistency and accuracy in representing the underlying data. 
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Figure 2 Qualitative data evaluation process (self-made, adopted from the content of Braun, 2006).
This qualitative analysis approach aims to uncover nuanced insights, allowing a deeper exploration of participants' experiences and perspectives regarding performance evaluations and KPIs.
[bookmark: _Toc166269276]3.6.3 Ethical Considerations
Ethical considerations were prioritised throughout the research process. The study adhered to ethical guidelines outlined by the University of Wales Trinity Saint David. Informed consent was obtained from all participants, ensuring voluntary participation and confidentiality of responses. 
[bookmark: _Toc166269277]3.6.4 Limitations
This research acknowledges certain limitations, including potential biases in self-reported data and the reliance on participants' perceptions. Additionally, the questions posed in the questionnaire could potentially bias the thoughts of the respondent, thereby impacting their responses to the open-ended questions.
Due to the demanding workload and time constraints faced by police officers, they could feel pressured to rush through answering the questions without adequate consideration or time for reflection. This rushed approach could potentially impact the quality and accuracy of their responses. 
Moreover, it is important to consider the potential for misunderstanding or misinterpretation of participants' responses to open-ended questions. This risk arises because such questions allow for a wide range of answers, and respondents may express themselves in ways that are not always clear or easily understood (Rouder et al., 2021). 
[bookmark: _Toc166269278]4.0 Data Analysis
[bookmark: _Toc166269279]4.1 Introduction to Data Analysis.
Data analysis aims to understand the perceptions of police officers regarding the equity of Key Performance Indicators in performance reviews and the results are summarised below. In this section, the researcher presented findings obtained from both quantitative and qualitative data sources. An analytical discussion of these findings, in conjunction with existing literature, was undertaken in the subsequent section.
[bookmark: _Toc166269280]4.2 Demographic Questions
The initial section of the questionnaire comprises demographic questions, covering areas such as participants' ages, area of deployment and duration of service.
The diagram 3 illustrates the deployment of participants across different areas within Gwent. The largest group of participants serve in the Newport area, 43 %, the next group represents the Caerphilly area, 27%, Monmouthshire represents 17% of individuals, and Torfaen 10%. Only 3% of the front-line officers were from Blaenau Gwent. 
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      Figure 3 Deployment Area.
Information regarding the duration of employment in years was also gathered. Around 43% of employees have served Gwent Police for a period ranging from two to five years. Approximately 30% of employees have served for less than two years. 
Similarly, 10% of respondents have served for 6 to 10 years, which is equivalent to the proportion of employees who have served for longer than 15 years. The smallest portion of respondents, accounting for 7%, have been employed for a duration ranging from 11 to 15 years (Figure 4).
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     Figure 4 Experience in years
 The next demographic aspect considered the age of the participants. The purpose of including this question was to investigate the varying perceptions of performance reviews across different age demographics. Understanding these perspectives can provide insights into potential differences in attitudes and expectations towards performance evaluation processes among various age groups. Participants’ ages were divided into four categories (Kelly, 2023). These age brackets included individuals who were: 
· 18-27, Gen Z, 
· 28-42, Millennials, 
· 43-59, Generation X,
· 60 and older, Baby boomers. 
The majority of individuals in the study fell into the Millennial category, making up 54% of the sample, while Generation Z constituted 34%. Only 10% of participants were from Generation X, with no representation from the age group of 60 and older. Nearly 2% of respondents preferred not to disclose their age.
 Demographic data are summarised below.
[bookmark: _Hlk166253030]Table 1 Distribution of respondents (n=138)
	Demographic profile
	Variables
	Frequency
	Per cent

	
Age
	18-27 years
	47
	34

	
	28-42 years
	75
	54

	
	43-59 years
	14
	10

	
	Prefer not to say
	2
	2

	

Deployment area
	Blaenau Gwent
	4
	3

	
	Caerphilly
	37
	27

	
	Monmouthshire
	24
	17

	
	Newport
	59
	43

	
	Torfaen
	14
	10

	

Length of service (in years)
	Less than 2 years
	41
	30

	
	2-5 years
	59
	43

	
	6-10 years
	14
	10

	
	11-15 years
	10
	7

	
	More than 15 years
	14
	10



[bookmark: _Toc166269281]4.3 Performance Reviews at Gwent Police
[bookmark: _Toc166269282]4.3.1 Frequency of Performance Review
Gwent Police requires mandatory reviews twice a year (Powell, 2024). 77% of respondents indicated that their supervisors organise additional meetings to evaluate their performance beyond the obligatory reviews. 23 % of officers indicated that they meet with the supervisor solely at the mandatory reviews (Figure 5).
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Figure 5 Mandatory revies vs. Informal Meetings
Within the 23% group, whose reviews are conducted twice a year, 5% of officers expressed satisfaction with the frequency of these reviews. 11% of officers disagreed and would prefer more often reviews, while the remaining officers, 7%, neither agreed nor disagreed. 
Regarding the frequency of meetings with their supervisor outside mandatory reviews, 41% of police officers reported having monthly meetings, and 23% mentioned quarterly meetings. 6% meet with a supervisor every two months and 7% responded that meetings occur regularly, as needed (Figure6)
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Figure 6 Frequency of Performance Reviews.
  
Additionally, participants were questioned whether they would prefer more informal meetings with their supervisor. The data includes information on current review frequency, preferred review frequency, age group, and experience level of participants. The Pearson correlation test was conducted to examine the relationship between these variables and identify if age or experience influences preferences for performance review frequency. 
Preferred Review Frequency:
Participants' preferences for review frequency were coded based on their inclination towards less frequent (1 or 2), neutral (3), or more frequent (4 or 5) reviews compared to their current frequency.
Distribution of responses:
· Less frequent: 26%
· Neutral: 31%
· More frequent: 43%
Correlation Analysis
Age vs. Preferred Review Frequency:
Pearson correlation coefficient is 0.28.
There is a moderate positive correlation between age and preference for more frequent performance reviews. Younger officers, from Gen Z and Millenials, tend to prefer more frequent reviews compared to older participants, Gen X.
Experience vs. Preferred Review Frequency:
Pearson correlation coefficient: -0.18
There is a weak negative correlation between experience and preference for more frequent performance reviews. Officers with less experience, less than 2 years, show a slightly higher preference for more frequent reviews compared to those with more experience.

[bookmark: _Toc166269283]4.3.2 Perception of Front-line Officers Regarding the Performance Review – Quantitative Analysis
The below paragraphs introduce police officers’ overall perception of the performance review system used by Gwent Police. Table 2 contains the responses from the survey.
[bookmark: _Hlk166253078]Table 2. Performance Reviews Conversations.
	[bookmark: _Hlk165444359]Statements
	Strongly
Disagree
	Disagree
	Neutral
	Agree
	Strongly
Agree
	Total

	I receive constructive and fair feedback during performance reviews.
	1
1%
	18
13%
	13
9%
	74
54%

	32
23%

	138
(100%)

	During performance reviews, I can express both concerns and objectives.
	6
4.35%
	6
4.35%
	6
4.35%
	72
52.17%

	48
34.78%

	138
(100%)

	My supervisor takes action when I raise concerns or offer suggestions.
	6
4.35%
	8
5.80%
	36
26.09%
	68
49.28%

	20
14.49%

	138
(100%)

	I felt recognised and appreciated for my hard work during my performance review conversation.
	6
4.35%
	22
15.94%
	38
27.54%
	44
31.88%

	28
20.29%

	138
(100%)



A substantial majority, comprising 72% of the respondents, agreed with the statement, that performance reviews help in identifying both strengths and areas for improvement. Conversely, a minority, representing only 16% of the responders, disagreed with this assertion.
According to Curtis (2015), communication during the performance review should promote two-way engagement, giving employees a voice and demonstrating consistency between messages and practice. It is crucial for employees to be empowered with the opportunity to articulate their perspectives and address challenges. At Gwent Police, 87% of officers confirmed their ability to communicate concerns and objectives during performance reviews. However, subtle distinctions arise regarding supervisors' responsiveness to suggestions. Merely 64% of officers affirmed that their line manager takes action when they express concerns or provide suggestions. Additionally, 26% neither agreed nor disagreed, while only 10% of officers expressed disagreement. Data shows that 52% of officers felt recognised and appreciated for their hard work, 28% stayed neutral only 20% of responders disagreed. 
Additionally,  mean values were calculated and visualised in Figure 7 to illustrate the levels of agreement across different statements. The highest mean value 4.087, signifies strong agreement with the statement about expressing concerns and objectives during performance reviews. Conversely, the lowest mean value 3.478, indicates disagreement with feeling recognised and appreciated during performance reviews. These results align with the findings presented in Table 2.
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Figure 7 Performance Meeting – Mean.
[bookmark: _Toc166269284]4.3.3 Qualitative Analysis, General Perception Regarding Performance Reviews.
Following thorough analysis, the responses were categorised based on similarities to gain a more comprehensive understanding. 
A coding framework derived from responses to all four open-ended questions contains ten major codes:
1 - Statistical Metrics in Performance Evaluation.
2 - Challenges in Objective Achievements.
3 - Experiences with supervisors’ feedback.
4 - Goal settings / Clarity of Expectations 
5 - Negative Effects of Emphasising Statistical Metrics.
6 - Frequency of Reviews. 
7 - Disparity in Performance Review Processes.
8 - Objectivity of evaluations.
9 - Performance reviews viewed as bureaucratic processes.
10 - Data collection issues.
Responses to the open-ended question about challenges or issues with the current performance review process elicited various responses. Out of the total of 138 participants, 86 individuals, did not encounter any challenges with the existing review process. 54 respondents, (39%), shared experiences and concerns regarding its effectiveness or suitability. The corresponding data is presented in Table 3. 
	[bookmark: _Hlk166253175]Table 3
	Challenges or issues with the current performance review process.
	

	Code
	Theme
	Count

	1
	Concerns about a statistically driven approach.
	15

	2
	Time constraints and high call demand.
	14

	3
	Leaders’ feedback, support and guidance.
	11

	9
	Perceiving performance reviews as mere formalities
	8

	7
	Supervision discrepancies.
	4

	3
	The objectivity of the performance reviews
	2


Concerns About a Statistically Driven Approach.
The first theme, which emerged from the analysis of the responses to the open-ended question, was an emphasis on a statistical-driven approach and a focus on quantity rather than quality. Participants expressed concerns, that they feel pressure to achieve specific objectives.
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Time Constraints and high call demand.
Eight officers mentioned difficulties in finding time for performance reviews, especially when the call demand is high. Additionally, officers revealed instances when their scheduled reviews were cancelled due to increased call volumes.
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According to 6 officers, supervisors'  heavy workload prevents them from conducting reviews adequately.
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Leaders’ feedback, support and guidance. 
Five officers mentioned an absence of support and clear guidelines from the supervisor, particularly in dealing with complicated tasks. Four officers indicated a lack of positive feedback, observing that the emphasis consistently leans towards the negatives.
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Two respondents highlighted the challenge of maintaining neutrality, citing the potential for unconscious bias based on supervisors' views. 
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Reviews are perceived as a formality. 
Eight officers viewed the performance review system as a formality and merely a checkbox exercise. 
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Supervision Discrepancies:
There is a perception that the quality of performance review varies depending on the sergeant and the area of deployment. This impacts the consistency of development opportunities for officers.
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[bookmark: _Toc166269285]4.4. Key Performance Indicators 
[bookmark: _Toc166269286]4.4.1 Perception in Equity of Key Performance – Quantitative Analysis
This section provides an overview of police officers' viewpoints on the equity of Key Performance Indicators in their performance evaluation process. Table 4 presents a list of statements that aim to investigate this matter.
[bookmark: _Hlk166253318]Table 4 Descriptive statistics: Perceptions of the police officers on KPIs in Gwent Police (n=138).
	[bookmark: _Hlk165446191]Statements
	Strongly
Disagree
	Disagree
	Neutral
	Agree
	Strongly
Agree
	Total

	KPIs assist me in understanding the expectations set for me.
	4
2.90%
	16
11.59%
	57
41.30%
	49
35.51%

	12
8.70%

	138
(100%)


	KPIs accurately capture the complexity of police work.
	28
20.3%
	38
27.5%
	42
30.4%
	26
18.8%

	4
2.9%

	138
(100%)

	KPIs accurately represent the characteristics of the area I serve, including the demographic of the population and the territory.
	13
9.4%
	38
27.5%
	53
38.4%
	26
18.8%

	8
5.8%

	138
(100%)

	KPIs accurately measure my performance.
	28
20.3%
	43
31.2%
	43
31.2%
	20
14.5%
	4
2.9%
	138
(100%)

	KPIs accurately assess my effort and contribution to the organisation.
	26
18.8%
	43
31.2%
	41
29.7%
	24
17.4%

	4
2.9%

	138
(100%)



The data collected on the role of KPIs in establishing clear expectations for police officers is encouraging. A majority of respondents, 44%, either agree or strongly agree that KPIs help them comprehend the goals set for them. Another 41% have neither of the opinions, with only 15% expressing disagreement.
A significant portion of the responders, comprising nearly 48%, acknowledged that the KPIs fail to sufficiently capture the complexity of the role and the extensive range of tasks performed by officers, thereby providing an insufficient measure of overall performance. 
36% disagreed with the statement that KPIs accurately represent the characteristics of the area served. Nearly 25% of respondents agreed with this statement, and 38% had neither of the options.
More than half of responders, 52%,  disagreed or strongly disagreed with the statement: ‘KPIs accurately measure my performance’, while only 17% agreed or strongly agreed. Similarly, on the statement: ‘KPIs accurately assess my effort and contribution to the organisation’, 50% disagree or strongly disagree, and a minority, 20% agree or strongly agree. 
Additionally,  mean values were calculated and visualised in Figure 8 to illustrate the levels of agreement across different statements. The highest mean value 3.363, signifies strong agreement with the statement: ‘KPIs assist me in understanding the expectations set for me.’ Conversely, the lowest mean value, 2.485, indicates disagreement with the statement: ‘KPIs accurately measure my performance.’ These results align with the findings presented in Table 4.
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Figure 8 Perceptions of the police officers on equity of KPIs.
[bookmark: _Toc166269287]4.4.2 Challenges faced by officers to meet KPIs
Gwent Police officers were surveyed about the primary challenges they faced in meeting specific measurement criteria. Some challenges include:
Workload and Time Constraints, Resource Limitations, Unrealistic Targets, Mandatory Training, Community Demographics, An Area with Low Crime Rates, The Size of the Geographic Area of the Community Served (Figure 9).
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Figure 9 Challenges to meet KPIs
Workload and Time Constraints (Figure 9 a): Heavy workloads and time constraints limit the ability of officers to focus on specific performance indicators (Maslov, 2015). 122 officers indicated the heavy workload adversely impacted the achievement of specific targets. Only, 8 officers either did not express an opinion or disagreed with this statement. Among these officers who disagreed with this statement, 5 officers were from Monmouthshire. 
Resource Limitations (Figure 9 b): Inadequate resources, such as staff shortages or insufficient equipment, can hinder officers from meeting performance targets (Maslov, 2015). Once more, a substantial number of officers, totalling 134 out of 138 confirmed that staff shortages hinder their ability to meet all aims established by the management team.
Unrealistic targets (Figure 9 c).
Setting unrealistic or overly ambitious KPIs may demotivate officers, leading to decreased morale and performance (Curtis, 2015; Maslov, 2015). 76 officers stated that unrealistic targets create a barrier to meeting the desired expectations set by the management team. 
[bookmark: _Hlk154071249]Mandatory Training  (Figure 9 d).
Police officers are required to undergo mandatory training, which varies in duration. Training sessions may range from one day to as long as three weeks, as is the case with the blue light course. Among the respondents, 62 officers expressed that their absence from work due to mandatory training or even annual leave decreased their likelihood of meeting specific performance measurement criteria.
External Factors (Figure 9 e, f, g)
The same objectives are established for officers across various areas of Gwent. This standardisation implies uniform expectations regardless of the nature of the community they serve. There is a potential issue with using statistical comparisons between officers serving in different communities or geographic areas (Maslov, 2015). However, those aspects were less likely to create barriers for Gwent Police officers to achieve objectives than the barriers mentioned above. 
Statistical comparisons between areas with varying crime rates may not accurately reflect the effort and effectiveness of officers due to inherent differences in community dynamics (Maslov, 2015). For example, officers who serve in Newport, with a higher crime rate area (Brighton Analytics Limited, 2024), may find achieving performance targets relatively easier compared to other areas of Gwent. However, low crime rates within communities were less likely cited by officers as obstacles to achieving the goal (Figure 9 f). Out of the 14 officers who agreed with this statement, 12 were based in Monmouthshire, and 2 were from the Caerphilly area. 
There is a moderate to strong Pearson correlation (+0.75) between deployment location and perception of achieving KPIs related to the geographical area. The higher percentage of agreements indicates challenges related to meeting emergency response targets in a larger and less condensed area. Monmouthshire stands out with a notably high percentage of 'Strongly Agree' and ‘Agree’ responses, 98%, indicating a clear consensus on the perceived barrier, and only 2% stated neutral. 
Based on the analysis of responses from Newport officers, it is evident that a significant proportion (47%) disagreed or strongly disagreed with the perceived barrier, while 30% agreed or strongly agreed, and 23% expressed a neutral stance. The mean response of 2.2 leans towards disagreement with the perceived barrier. Similarly, officers from Torfaen predominantly disagree with the perceived barrier. Officers from Caerphilly show a mix of agreement, disagreement, and neutrality, suggesting a more nuanced perspective on the perceived barrier. The mean response of 3.0 indicates a neutral stance towards the perceived barrier.
Overall, the data underscores the importance of considering geographical factors in service delivery and resource allocation. Understanding these nuances can inform targeted strategies to optimise emergency response effectiveness based on the unique characteristics of each deployment area. 
[bookmark: _Toc166269288]4.4.3 Challenges in Meeting KPIs. Qualitative Analysis
The open-ended question: "Are there any other challenges or issues you have experienced in meeting specific targets?" revealed that out of the 138 officers surveyed, 80 officers acknowledged encountering several barriers when trying to meet the measurement criteria in achieving their performance goals. 
It is essential to note that some participants shared multiple challenges or concerns. As a result, the total number of issues reported exceeds the number of respondents. The responses obtained from open-ended questions regarding the barriers and challenges officers face in meeting specific targets closely mirrored the responses gathered from closed questions. Nevertheless, some officers raised additional issues that were not addressed in the closed questions. The key themes identified are presented in Table 5.
	Table 5
	[bookmark: _Hlk166253427]Challenges or issues encountered in meeting specific targets (n=80).

	

	Code
	Theme
	Count

	1
	Emphasis on statistical measurement 
	16

	2
	Workload and high call demand
	15

	2
	Resources limitations 
	12

	4
	Inconsistencies in Measurement Criteria
	10

	10
	Faultiness of statistical measurement tool.
	8

	2
	The experience and ability of police officers
	6

	5
	KPIs and their adverse impact on teamwork 
	5

	2
	Absence from work
	4

	2
	Population density
	4

	5
	KPIs and their adverse impact on public trust.
	2



Emphasising statistical measurements leads to an imbalanced assessment that values quantity over the quality of work.
Police officers expressed frustration that performance assessments primarily focus on statistical achievements, such as arrest rates or crime clearance rates while overlooking the qualitative dimensions of their duties. This includes tasks like offering assistance and support to individuals affected by crime, which may not be easily quantifiable but are essential components of effective policing (Curtis, 2015). 
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Workload and high call demand.
In open-ended responses, officers confirmed that heavy workloads and high call demand significantly hinder their ability to focus on meeting specific management objectives.
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Resources limitations
Once again, officers confirmed in the open-ended questions the challenges they face in meeting management's expectations for statistical achievements, especially when there are low numbers of staff.
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Furthermore, three officers noted that during staff shortages in other departments or periods of high call demand, individuals are often diverted to assist, impacting their duties and the workload. 
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Population density.
Officers in low-population density areas may encounter difficulties in meeting specific objectives like stop and search activities, which are more feasible in densely populated urban settings. Monmouthshire officers raised this concern in open-ended questions.
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Unrealistic expectation					
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Inconsistencies in Measurement Criteria.
Participants expressed frustration about frequent shifting priorities that their performance is measured against. Some officers mentioned specific "themes" for reviews, leading to variations in feedback.
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Data collection issues.
Curtis (2015) emphasises the importance of precise data recording for obtaining a realistic performance assessment, with any data limitations being acknowledged and comprehended. Technology allows quick, organised review and analysis with data analysis of the performance. Eight responders raised concerns about the reliance on Qlikview, noting this tool produces inaccurate statistics.
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The experience and ability of police officers.
The length of the service has an impact on the ability to achieve more and be able to meet the objectives.
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Alternatively, individuals with less experience and lacking blue light training, find it challenging to meet the required statistical targets.
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Absence from work. 
Absence from work due to annual leave or mandatory training is not taken under consideration during assessing the performance statistics. Four officers express frustration at being criticised for not meeting metrics during a period of annual leave, feeling a lack of consideration for the time off.
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KPIs and their adverse impact on teamwork. 
The probationary period for police officers involves completing a set of predefined tasks outlined in ‘the Evidence Matrix’(Collage of Policing, 2022). While these tasks are intended to assess officers' competency and performance, feedback suggests that they inadvertently hinder teamwork dynamics, especially when newly recruited officers are simultaneously required to fulfil these objectives. This situation may create a sense of competition or undue pressure among team members, potentially undermining collaboration and mutual support (Curtis, 2015). Respondents noticed:
[image: A close-up of text

Description automatically generated]
KPIs and their adverse impact on public trust.
Two police officers noticed that emphasis on statistical measurement can damage public trust. 
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[bookmark: _Toc166269289]4.5 Impact of Performance Reviews on Employees’ Motivation
[bookmark: _Toc166269290]4.5.1 Quantitative Analysis
This section reflects a diverse range of perspectives among respondents regarding the effectiveness of performance reviews in driving motivation. The corresponding data is presented in Table 6.
[bookmark: _Hlk166253491]Table 6 Impact of the performance reviews on the employees' motivation (n=138). 
	[bookmark: _Hlk165559029]Statements
	Strongly
Disagree
	Disagree
	Neutral
	Agree
	Strongly
Agree
	Total

	Performance reviews enhance my motivation to excel in the role.
	11
7.97%
	40
28.99%
	42
30.43%
	38
27.54%

	7
5.07%

	138
(100%)

	Positive feedback received in performance reviews enhances my motivation.
	3
2.17%
	6
4.35%
	18
13.04%
	86
62.32%

	25
18.12%

	138
(100%)

	I feel motivated after receiving constructive criticism, during the performance review.
	3
2.17%

	10
7.25%
	52
37.68%
	62
44.93%

	11
7.97%

	138
(100%)

	I feel demotivated when unable to meet KPIs.

	7
5.07%
	24
17.39%
	48
34.78%
	42
30.43%
	17
12.32%
	138
(100%)



There is no evidence that performance reviews serve as a motivating factor for excelling in employees’ roles. The majority of participants, 37 % disagreed with this statement. 
Participants respond more positively to the impact of positive feedback on motivation compared to performance reviews alone. The data indicates that a significant majority, 80%, of respondents believe that positive feedback received during performance reviews enhances their motivation. This finding highlights the crucial role of affirming feedback in fostering employee engagement and morale. Constructive criticism is perceived to have a moderately positive impact on motivation, as more than half (53%) of respondents agreed with the statement: ‘I feel motivated after receiving constructive criticism, during the performance review.’ This suggests a positive receptivity towards feedback aimed at improving performance. However, the 43% who feel demotivated by not meeting Key Performance Indicators underscores the potential impact of performance targets on employee morale.
Comparing Variables
Mean scores analysis is conducted to understand how participants perceive different aspects related to performance reviews, feedback, and motivation. Mean values were computed and graphically represented in Figure 10 to depict the extent of agreement among respondents regarding various statements. Participants perceive positive feedback as having the highest impact on motivation (Mean ≈ 3.94), followed by being motivated by constructive criticism (Mean ≈ 3.54). Performance reviews themselves have a moderate impact on motivation (Mean ≈ 3.29), but dissatisfaction with not achieving objectives (KPIs) can lead to demotivation (Mean ≈ 3.26). These findings are consistent with the results outlined in Table 6, providing further support for the trends observed regarding motivational factors and reactions to key performance indicators within the surveyed population.
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Figure 10 Impact of performance reviews on employees' motivation.
[bookmark: _Toc166269291]4.5.2 Quantitative Analysis
In this section, data was gathered to understand how police officers perceive the effects of performance reviews on their motivation. 91 responders did not share any examples. Based on the 47 responses received from the questionnaire, the following themes for qualitative analysis have been identified (Table 7).
	Table 7
	[bookmark: _Hlk166253559]Demotivational factors of performance reviews (n=47).

	

	Code
	Theme
	Count

	3
	Lack of recognition and focus on negatives.
	23

	1
	Emphasis on the statistics.
	10

	2
	Delayed Workload Reviews.
	8

	6
	Disparity in Performance Review Frequency Among Team Members.
	6



Lack of recognition, focus on negatives. 
Officers expressed dissatisfaction with receiving overly critical feedback from their sergeant which had an impact on their motivation. Additionally, officers emphasised a consistent pattern of being immediately criticised for mistakes or underperformance without receiving recognition for excellent work. 
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Performance Assessment Based on Statistics
As highlighted in earlier sections of the data analysis, officers express demotivation when their performance is primarily assessed through quantitative metrics rather than qualitative factors. This emphasis on numbers over quality diminishes their morale and sense of achievement. 
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Delayed Workload Reviews
Officers expressed frustration about waiting a long period for a workload review, which has a direct impact on officers' motivation levels.
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Disparity in Performance Review Frequency Among Team Members.
Officers noticed that some team members receive performance reviews more often than others.
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[bookmark: _Toc166269292]4.6 Suggestions for Improving Performance Reviews at Gwent Police; Quantitative Analysis.
Front-line officers were asked about their suggestions on how to improve the performance review process. 68 officers out of 138 provided recommendations. The feedback from police officers can be grouped into several key themes, reflecting their suggestions for performance reviews (Table 8).
	Table 8
	[bookmark: _Hlk166253671]Performance review improvement suggestions (n=68).

	

	Code
	Theme
	Count

	2
	Request for consideration of challenges 
	16

	3
	Recognition and positive feedback
	14

	1
	Shift in focus from quantity to quality in performance assessments.
	9

	6
	Frequency and promptness in reviewing the workload.
	9

	6
	[bookmark: _Toc166269293]More regular and meaningful reviews
	8

	3
	Prioritising Officers' Well-being.
	5

	2
	Probation Period Consideration.
	5

	3
	Action taken on the concerns and requests.
	2



Request for consideration of challenges police officers face to meet objectives. 
Officers suggest recognising the challenges of under-resourced areas, and heavy workload while assessing the performance (Those responses were mostly from officers deployed in Newport, Caerphilly and Torfean).
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Recognition and positive feedback
14 officers requesting more recognition, positive feedback and incentives for outstanding performance.
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Shift in focus from quantity to quality in performance assessments 
Officers feel that the objectives set are irrelevant and suggest that the focus should be on acknowledging good work, victims helped and progression in the role, rather than the focus being on statistics. That would greatly benefit the motivation and well-being of officers.
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Frequency and promptness in reviewing the workload
Officers request more frequent reviews of workloads. 
More and regular meaningful reviews
Individuals who receive mandatory reviews, every six months express a preference for frequent assessments.
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Prioritising Officers' Well-being.
Supporting the physical and mental health of officers is essential for ensuring their effectiveness in their roles (Maslov, 2015, Curtis, 2015). Additionally, factors such as personal issues can significantly affect an officer's ability to meet performance expectations and should be taken into consideration when evaluating their overall performance. Officers stressed the importance of prioritising officer well-being during performance assessments. 
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Probation Period Consideration
Officers would like to understand the appraisal process and system before being released from probation. Additionally, officers request accessibility to feedback during the probation period.
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Action taken on the concerns and requests
[image: ]
This recommendation underscores the need for performance review processes to be flexible and holistic, taking into account the broader context in which officers operate and prioritising their well-being alongside performance outcomes.
[bookmark: _Toc166269294]5.0 Discussion.
The main objective of this research is to explore the perception of front-line officers on performance reviews and the equity of the KPIs.
[bookmark: _Toc166269295]5.1  General Perception of the Performance Reviews
[bookmark: _Toc166269296]5.1.1 Frequency of Performance Reviews
Bendall et al (2014) and Waheed et al (2018) perceive the quality of the performance reviews when the supervisor regularly holds meetings, clearly communicates the feedback, and openly discusses the problems with the employee. The frequency of ongoing feedback, allows employees to assess their performance regularly and make necessary improvements. According to Krivoruchka (2016) and Perna (2019), younger generations such as Millennials tend to value regular meetings with their supervisors to discuss their professional development and advancement opportunities. This demographic typically seeks more frequent feedback sessions as they prioritise continuous growth and progression in their careers. In contrast, Baby Boomers, particularly those with longer years of service, may not perceive the same need for frequent meetings with supervisors. This discrepancy in preferences is attributed to varying generational attitudes towards feedback and career advancement, with younger generations placing a higher emphasis on ongoing communication and mentorship. Being the second-youngest force in the UK (Richards, 2024), the majority of the Gwent Police workforce comprises millennials and Generation Z. Consequently, employees express satisfaction with the regularity of their performance reviews. Those undergoing mandatory reviews, once on six months, would prefer more frequent, informal meetings. Moreover, discrepancies are evident concerning the length of service. Long-serving staff members exhibit minimal interest in engaging in performance evaluations. Conversely, less experienced officers tend to prefer more frequent reviews.
[bookmark: _Toc166269297]5.2 Equity of KPIs
[bookmark: _Toc166269298]5.2.1 Clear Targets and Expectations
[bookmark: _Hlk160202288]The excessive number of metrics and evaluation criteria create confusion for employees regarding how they are being assessed (HMICFRS, 2022). According to Curtis (2015), the process of selecting measures holds significant importance as it determines what is considered a priority and where attention is directed. As per Waheed et al (2018), clarity refers to the employee's understanding of the performance process, encompassing its purpose, role, and expectations. This clarity guarantees the provision of accurate information about both existing and desired performance levels during feedback sessions. 
The findings regarding the role of KPIs in outlining clear expectations for Gwent Police officers are quite promising. It appears that a significant proportion of respondents, comprising 44% of the total, hold a positive view on how KPIs assist in understanding the expectations set for them. This suggests that KPIs are perceived as effective tools for communicating performance standards and objectives within the police force.
Respondents were invited to share their feedback regarding Key Performance Indicators (KPIs) through open-ended questions. Many expressed concerns about the inconsistent and frequent changes in how performance criteria are applied and evaluated. This inconsistency has created confusion and uncertainty among employees, making it challenging for them to understand exactly what aspects of their work are being evaluated and how they can improve. As a result, employees felt frustrated and demotivated by the ambiguity surrounding performance expectations.
[bookmark: _Toc166269299]5.2.2 Negative Consequences of Statistically Driven Approach
Gwent Police does not set numerical targets for officers, as noted by Curtis (2015) and Powell (2024). However, some officers have expressed concerns that certain supervisors emphasise a statistical-driven approach, evaluating performance based on target achievement. Curtis (2015) highlighted that even though there are no targets at the organisational level, this does not consistently result in changes in management practices across the board. Historically, numerical targets were used as a convenient method for performance management. As a result, entrenched leadership habits continue to prioritise this approach. The research identified instances of practices, characterised by a focus on merely demanding numerical improvements without delving into the underlying causes, and with minimal space for challenges or questions. In these scenarios, Curtis (2015) highlights that the statistical figures themselves are treated as de facto targets. The constant demand for target data is diverting officers' attention from front-line duties, which is a source of objection for many individuals. Curtis (2015) asserts that effective leaders should possess the skills and capabilities to comprehend and interpret performance data, utilising it effectively for decision-making purposes.
Feedback from the survey indicates a prevalent belief that recognition tends to favour quantitative measures, overlooking qualitative aspects such as victims, public protection, or 'untargeted' crime types. Gwent Police officers feel that their positive contributions are sometimes overlooked, with the evaluation primarily based on performance statistics. As highlighted by Curtis (2015), emphasis on quantity may compromise the quality of police work. Neglecting these qualitative aspects in performance evaluations may lead to a skewed understanding of officers' contributions and failure to recognise the full spectrum of their responsibilities. Consequently, there's a risk of undervaluing or underappreciating officers' efforts in areas that are vital for promoting public trust and enhancing community well-being. This highlights the need for a more balanced approach to performance assessment that considers both quantitative and qualitative indicators of success in policing. Simply meeting targets related to arrest numbers and emergency response times does not guarantee that these activities are being carried out most efficiently or cost-effectively. Efficiency and cost-effectiveness involve factors beyond just meeting numerical goals, such as optimising resource allocation, minimising unnecessary costs, and ensuring that the outcomes achieved justify the resources expended. Therefore, while achieving numerical objectives is important, it is equally crucial to evaluate how these activities are performed to ensure they are done as efficiently and cost-effectively as possible.
[bookmark: _Toc166269300]5.2.3 The Negative Impact of Statistical Comparison on Teamwork. 
Feedback in the survey mentioned situations where a statistically driven approach has a detrimental effect on collaboration within Gwent Police’s teams. Curtis (2015) observed that assessing officers based on statistics fosters unhealthy competition, leading to a toxic and competitive workplace atmosphere. Additionally, Bonkiewicz  (2020) highlights, that the number of arrests does not include support from fellow officers, whether it is assisting with the arrest or even helping with paperwork. Additionally, it is not realistic for every police station to attain identical scores across criteria (Jangid, 2019). Officers who serve in Newport may have more opportunities to engage in more arrests and stop-and-search activities. Officers who serve in different areas have fewer opportunities, as per different demographics of the population, placing them at a disadvantage and limiting their ability to compete with other police stations Therefore, the continuous comparison of officers may undermine collaboration and focus on individual achievements rather than overall team effectiveness. 
While rivalry among police officers to achieve targets may have disadvantages such as increased stress, reduced collaboration, and unethical behaviour, there are potential advantages as well. Competition can motivate officers to perform better and strive for excellence in their duties, it is called social motivation (DiMenichi and Tricomi, 2015). When officers see their peers achieving success, it can inspire them to work harder to reach similar levels of performance. Additionally, competition can drive efficiency improvements within the police force. Officers may seek out innovative strategies and solutions to meet targets more effectively, leading to better resource utilisation and optimised processes.
[bookmark: _Toc166269301]5.3 Impact of the Statistical Approach on Motivation
According to Curtis (2015), the reliance on statistics as the primary measure of performance can lead to a disconnect between officers' efforts and the recognition they receive. When qualitative aspects of their work, such as community engagement or problem-solving skills, are overlooked in favour of numerical targets, officers may feel undervalued and disheartened. This approach may also undermine their motivation to go above and beyond in their duties, as they may perceive that only numerical achievements are recognised and rewarded. Therefore, performance evaluations need to consider a balanced approach that acknowledges both quantitative and qualitative contributions to ensure officers feel valued and motivated in their roles. 
Curtis (2015) highlights a critical issue regarding the detrimental effects of targets on morale within organisations. The imposition of targets often leads to heightened stress levels among employees, creating an atmosphere of excessive pressure and fear of potential disciplinary action. The pressure to achieve specific targets may lead to increased stress and burnout among police officers (Violanti et al., 2018). Continuous exposure to increased pressure over a longer period can negatively impact their physical and mental well-being. This observation sheds light on the negative consequences of relying heavily on target-driven approaches to performance management. It suggests that rather than fostering a conducive environment for productivity and growth, such practices can exacerbate anxiety and diminish overall morale among workers. This critique underscores the need for a more holistic and supportive approach to performance evaluation that prioritises employee well-being alongside organisational objectives. 
[bookmark: _Toc166269302]5.4 Importance of Balanced Feedback
Bendall et al (2014) and Waheed et al (2018) recommend organisations to encourage open dialogue in their feedback procedures. This entails promoting transparent communication between employees and supervisors and facilitating the exchange of perspectives during performance reviews. Nevertheless, a significant number of organisations continue to rely on hierarchical communication methods characterised by the one-way transfer of information from superior levels to subordinate levels. This indicates a prevalent trend where decision-making and information dissemination are predominantly centralised and lacking in collaborative or interactive communication approaches. 
The review of existing literature revealed a notable correlation between leadership feedback provided during performance evaluations and employee motivation levels (CIPD, 2022). A critical examination of the findings highlighted a concerning trend, overly critical feedback during performance reviews emerged as a key factor negatively affecting job satisfaction among police officers. Upon further exploration through open-ended questions, officers elucidated that inadequacies in leadership conduct during performance reviews were the primary contributors to diminished motivation. This underscores the critical importance of not only providing feedback but also ensuring that it is delivered constructively and supportively, as this significantly impacts officers' morale and job satisfaction levels (CIPD, 2022a). Generation Z holds specific preferences for receiving feedback. It should be prompt, collaborative, empathetic, and fair (Abril, 2024). However, if issues are left unaddressed for weeks or months, mistakes are corrected without discussion, or emphasis is solely placed on shortcomings, they might choose to leave in pursuit of a workplace that better fits their values or goals.
The analysis of open-ended responses revealed instances of supervisors being overly critical, failing to recognise employees' efforts, and placing excessive emphasis on statistics. Reports from Gwent Police officers indicate that leaders often criticise employees who fail to meet targets without offering guidance for improvement or developing action plans. 
[bookmark: _Toc166269303]6.0 Conclusion
This research has shed light on the perceptions of police officers regarding performance reviews and Key Performance Indicators within Gwent Police. Through a comprehensive analysis of both quantitative and qualitative data, several key findings have emerged. 
[bookmark: _Toc166269304]6.1 Performance Reviews, the General Perception
A significant number of police officers reported having no issues with the current review process. Police officers confirmed the existence of both-way communication during performance reviews, expressing confidence in sharing suggestions with their managers. Despite this generally positive perception, some officers highlighted several challenges. The predominant issues included negative supervisors’ feedback, an emphasis on statistics over the quality of work, and an overwhelming workload that hindered their ability to prioritise objectives set by supervisors. The prevalence of negative feedback may adversely affect officer morale and performance (CIPD, 2022). Moreover, the prioritisation of statistics over the quality of work raises concerns about the organisation's focus on quantitative metrics at the expense of qualitative outcomes (Curtis, 2015). 
Additionally, the identified heavy workload indicates potential inefficiencies in task allocation or resource management, which impede officers' ability to effectively address the priorities outlined by their supervisors. Additionally, a heavy workload stands out as a barrier for supervisors, leading to instances where they lack the necessary time to conduct meaningful reviews. 
[bookmark: _Toc166269305]6.2 Equity of KPIs
Performance metrics have the potential to significantly influence police behaviour, with outcomes ranging from positive to negative. Curtis (2015) emphasises that metrics should serve as tools for organisations to strategically allocate resources and enhance performance. Performance data should be viewed as a foundation for deeper analysis, aiding managers in understanding challenges, making informed decisions, and refining processes. It is crucial to critically analyse the potential drawbacks or unintended consequences associated with the reliance on performance-based indicators. Overemphasis on these measures may lead to unintended outcomes, such as employees focusing solely on quantitative targets and overlooking qualitative aspects of their work. 
The data collected from the frontline officers highlights both the perceived benefits and limitations of KPIs in the context of police work. While a majority of respondents acknowledge the utility of KPIs in understanding expectations and some aspects of performance evaluation, there are notable concerns regarding their ability to capture the complexity of police work, and employees' contribution and efforts; and accurately represent the characteristics of the served area.
These insights could inform discussions around redefining KPI frameworks within police organisations to better align with the realities and needs of frontline officers. The impact of KPIs on job satisfaction and motivation was found to be mixed, with some officers feeling that KPIs provided clarity and direction, while others expressed concerns about their relevance and potential for distorting priorities.
[bookmark: _Toc166269306]6.3 Impact of the Feedback on Employee’s Motivation
The last prevalent theme emerging from the data analysis is the sentiment of overly critical feedback during performance review conversations. Police officers expressed concerns about the nature of feedback received, often perceiving it as excessively negative and demotivating. The feedback provided during performance reviews was described as lacking balance, with a predominant focus on areas needing improvement rather than acknowledging strengths and achievements.


These findings underscore the need for organisational reforms to address these challenges and foster a more supportive and conducive work environment for frontline officers. Addressing these issues could contribute to a more effective and fair performance review process. The paragraphs below introduce the recommendation, which can be used by Gwent Police.  
[bookmark: _Toc166269307]7.0 Recommendations
Chief Inspector Irene Curtis (2015) conducted a review of performance evaluations, incorporating best practices observed in various police forces across the UK. Her report scrutinised how forces approached performance assessment following the removal of policing targets. While some UK forces have demonstrated commendable practices in leveraging performance data for decision-making, there remains a need for more forces to ensure they are accessing relevant information and presenting it effectively to drive improvements, rather than merely monitoring a multitude of indicators (Curtis, 2015). The basic indicators derived from regularly collected administrative data, such as crime rates, clearance rates, number of arrests and response times, are the least informative in terms of performance and are highly susceptible to negative repercussions. 
Bonkiewicz (2020) suggests that law enforcement organisations need to stay vigilant regarding factors that could undermine the accuracy of statistical measurements. These include the risk of metrics becoming targets themselves, a misalignment between the goals of senior management and frontline officers, and a weak correlation between metrics and actual community outcomes. Balancing quantitative metrics with qualitative considerations is crucial for a comprehensive and effective approach to management.
According to Curtis (2015), it is essential for all managers to possess the skills and competencies necessary to comprehend and interpret performance data, and to utilise it proficiently in decision-making processes. To improve the effectiveness of performance reviews, it is crucial for sergeants to possess the necessary skills to read and analyse statistical measurements accurately. 
While some forces opted for comprehensive training on control chart usage, others limited access to a select group of trained managers or performance analysts. Certain forces recognised the necessity of increased involvement from analytical teams to provide contextual and narrative insights. Curtis (2015) and HMICFRS (2022) emphasised the importance of police forces investing in analytical capabilities and ensuring adequate training for non-analysts to facilitate effective performance management.
Considering the feedback from the Gwent Police front-line officers, a thorough review of recent literature and the best practices from other UK forces, the researcher offers three recommendations. The recommendations are set in order of the implementation process. 
Recommendation 1: Specialised Performance Review Teams.
It has been recognised that some Gwent Police Sergeants lack the experience and skills to conduct adequate performance reviews. The Police Foundation (2024) organises one-day courses via Teams, providing accessible and comprehensive training for police officers. These courses are structured to equip participants with practical skills and theoretical knowledge essential for interpreting performance statistics effectively.
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One such course is the "Understanding Police Performance" masterclass 1, scheduled for October 7th, 2024. This course delves deep into differentiating between actual performance and performance indicators, offering a robust framework to interpret data accurately and make sound decisions based on it. Participants will gain confidence in navigating statistical information, avoiding common pitfalls, and maximising the utility of performance metrics.
Furthermore, the "Improving Performance" masterclass 2, taking place on October 8th, offers a practical framework to understand, maintain, and enhance performance. This course is tailored to help management optimise resource allocation and make strategic decisions to enhance overall organisational effectiveness.
The "Analysing Performance" masterclass 3, held on October 9th, provides an informative overview of how statistics can aid in understanding performance. This course equips participants with the skills to be informed readers of reports, recognise potential pitfalls, ask critical questions, and avoid deception in statistical analysis.
The course booking link:
www.tickettailor.com/events/policefoundationcourses?
The cost of each session is 200 plus VAT up to 250 plus VAT.
Given the financial constraints and time limitations associated with sending all sergeants to courses, Gwent Police should explore alternative strategies to enhance their performance review processes. One approach could involve adopting a hybrid model where a smaller group of managers or performance analysts undergo intensive training in data analysis techniques. These trained individuals can then serve as internal experts, responsible for accurately interpreting performance data and providing contextual and narrative insights to support performance reviews. This targeted approach allows for a more focused investment in building analytical capabilities within the organisation. This collaborative approach ensures that performance reviews are conducted with rigour and depth, addressing the critique of rushed and superficial assessments.
Benefits of the recommendation:
· Cost-effective approach in contrast to enrolling all sergeants in external courses.
· Release sergeants from administrative responsibilities burdens, allowing them to concentrate on daily management responsibilities rather than being preoccupied with statistical analysis. 
· Ensures consistency and fairness in performance reviews across the board.
· Addresses the issue of bias by providing standardised feedback based on evidence.
· Enables a culture that values thorough and meaningful performance discussions, rather than viewing them as mere tick-box exercises.
· Provides a safe space for employees to raise any concerns.
Recommendation 2: Scheduled Performance Review Meetings.
To address the time constraints faced by sergeants in conducting efficient performance reviews, Gwent Police should implement scheduled performance review meetings facilitated by the specialised team. These meetings should be held regularly at designated times, to ensure consistency and avoid cancellations (Waheed, et al, 2018). 
Benefits:
· Provides dedicated time for performance reviews, eliminating the need for sergeants to juggle multiple responsibilities.
· Provides consistency in feedback delivery to all police officers, regardless of the station or department.
Recommendation 3: Training on Providing Constructive Feedback 
Responses to the open-ended questions indicated that some supervisors provided negative feedback during the performance review. According to Curtis (2015), professional growth should encompass every aspect of performance management, including comprehensive data analysis to mastering the interpersonal skills crucial for coaching and conducting performance discussions. CIPD (2022a) confirmed that providing positive feedback proves more effective in enhancing performance compared to negative feedback. 
Public organisations must establish fair and consistent evaluation standards while offering ethical and substantive feedback to foster employee development. Fostering open communication and cooperation between supervisors and staff members will not only boost productivity, engagement, and morale but also facilitate the achievement of organisational goals more effectively.
To address the issue of negative feedback and lack of recognition for frontline staff, Gwent Police should provide training to the specialised performance review team on delivering feedback effectively and recognising positive contributions. 
Benefits:
· Improves the overall quality of performance reviews by focusing on constructive feedback and evidence-based assessments (CIPD, 2022a).
· Promotes a culture of positive feedback and recognition within the organisation (CIPD, 2022a).
· Boosts morale and motivation among frontline staff by acknowledging their efforts (Curtis, 2015).
By implementing these recommendations, Gwent Police could address the challenges related to performance reviews effectively while maximising the impact of their resources and fostering a culture of fairness, consistency, and recognition within the organisation, ultimately leading to improved organisational performance and outcomes. However, implementing those recommendations has certain drawbacks. Gwent Police will face additional costs associated with establishing, organising, and training Specialised Performance Review Teams. Currently, the management team is responsible for conducting performance reviews as part of their role.
The costs associated with recommendations include:
Staffing and Recruitment: If the specialised team is formed from new hires or external experts, there would be recruitment costs involved, including advertising, interviewing, and onboarding expenses. To reduce the cost, instead of hiring external experts or investing in costly training programs, Gwent Police could consider promoting or reassigning existing staff members who already have relevant skills or experience in data analysis and performance management, and provide targeted training to enhance their proficiency in conducting performance reviews. This approach leverages existing talent and minimises the need for external resources. Hence, eliminating the need for expensive recruitment processes and reducing salary expenses. 
Providing specialised training for the team members to enhance their skills in data analysis, performance evaluation, and feedback delivery would incur costs. This could involve external training programs, workshops, or hiring consultants to provide expertise. To reduce those internal costs, Gwent Police could collaborate with other organisations to share resources and expertise in conducting performance reviews. This could involve partnering with neighbouring police forces or local government agencies to create a shared pool of specialised staff members who can support each other's performance review processes.
[bookmark: _Toc166269308] 8.0 Opportunities for Future Research
This study indicates the necessity for continued research to explore the influence of performance evaluations on employees' professional development. It also underscores the importance of examining how inconsistencies and the absence of constructive feedback in performance evaluations impact employee job satisfaction, motivation, engagement, and productivity.
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[bookmark: _Toc166269310]10.0 Appendix
Title:  ‘Gwent Police Officers' Perspectives on Quality of Performance Reviews' and Equity in Key Performance Indicators.’
Dear participant, 
Your feedback is important for the research on various aspects related to performance reviews, Key Performance Indicators (KPIs), and their impact on motivation. Your insights are crucial in shaping a more effective and tailored approach to performance assessments at Gwent Police. The findings of the research will be presented in the MA dissertation submitted to the University of Wales Trinity Saint David in May 2024.
Questionnaire Structure:
The questionnaire contains mostly closed questions and should take approximately 5-10 minutes to complete. 
Demographic Information:
To better understand the diverse perspectives within the force, the questionnaire begins with a section focusing on demographic details. This helps ensure a comprehensive representation of experiences and viewpoints.
Performance Review Questions:
This section delves into your preferences and experiences with performance reviews. Your input will shed light on the effectiveness of the current review process, and your preferred frequency.


Key Performance Indicators (KPIs) Questions:
This section explores your views on the existing KPIs and how they align with the daily demands of your role. Your feedback will contribute to the evaluation of the relevance and practicality of current KPIs.
Impact on Motivation:
Understanding the connection between performance reviews, KPIs, and your motivation is vital. This section focuses on how these factors influence your motivation levels and well-being within the force. 

The questionnaire will enable the collection of insights and perceptions from employees regarding performance reviews. The research project will develop recommendations to improve performance review processes at Gwent Police. 
Confidentiality 
All data collected in the study will be used solely for the academic research project and remain strictly confidential. The responses will remain anonymous, and individuals participating in this research will not be identified. You can withdraw your participation in this research at any time. Your data's processing, storage, and destruction will comply with the Data Protection Act 1998. There will be no follow-up once you complete the questionnaire.
Expenses and payments
There will be no expenses covered for taking part in this study. However, I greatly appreciate the time taken, as your answers will assist me in completing my research.
Provide your email address to receive a copy of the final report. If you have any questions or encounter difficulties while filling out this survey, feel free to contact the researcher, Katarzyna Kolowrocka, via email at 1805961@student.uwtsd.ac.uk
1. I confirm that I have read and understood the above information for the research project.  
Yes
No

2. I understand that my participation is voluntary and that I can withdraw anytime.

Yes
No

3. I agree to take part in this academic study.

Yes
No

4. I consent to respond based on my personal views and opinions without influence from others.

Yes
No








Section 1 General Information:
Please select the option that best represents your age range:
· [bookmark: _Hlk165301375]a) 18-27 years (Gen Z) 
· b) 28-42 years (Millennials) 
· c) 43-59 years (Generation X) 
· d) over 60 (Baby Boomers)
· Prefer not to say.
Which part of Gwent do you work?
· Blaenau Gwent, 
· Caerphilly, 
· Monmouthshire, 
· Newport, 
· Torfaen,
· Prefer not to say
How many years have you served in Gwent Police?
· Less than 2 years,
· 2-5 years,
· 6-10 years,
· 11-15 years,
· More than 15 years,
· Prefer not to say





Section 2 Perception of Performance Review Quality.
Performance reviews refer to a systematic process in which an individual's job performance is assessed by their supervisor or manager (CIPD, 2022).
Does your line manager schedule meetings to discuss your performance outside the mandatory mid-year and annual reviews?
· Yes
· No
If yes, how frequently does your line manager meet with you outside the mandatory reviews?
· Monthly
· Quarterly
· Other (please specify)
· Not applicable.
	Section 2 Perception of Performance Review Quality.
	Strongly disagree 
	Disagree
	Neutral
	Agree
	Strongly agree

	The frequency of performance reviews meets my expectations.
	
	
	
	
	

	I would prefer more frequent, informal meetings with my line manager to discuss my performance.
	
	
	
	
	

	I receive constructive and fair feedback during performance reviews.
	
	
	
	
	

	During performance reviews, I can express both concerns and objectives.
	
	
	
	
	

	My line manager takes action when I raise concerns or offer suggestions.
	
	
	
	
	

	I felt recognised and appreciated for my hard work during my performance review conversation
	
	
	
	
	


Are there any other challenges or issues you have experienced with the current performance review process?
[Open-ended response]
	Section 3: Key Performance Indicators (Chinn, 2019) serve as diagnostic tools for assessing operational areas, offering actionable data for management to enhance services, align operations with organisational objectives, and monitor progress toward goals.
	Strongly disagree
	Disagree
	Neutral
	Agree
	Strongly agree

	KPIs assist me in understanding the expectations set for me.
	
	
	
	
	

	KPIs accurately capture the complexity of police work.
	
	
	
	
	

	KPIs accurately represent the characteristics of the area I serve, including the demographic of the population and the territory.
	
	
	
	
	

	KPIs accurately measure my performance. 
	
	
	
	
	

	KPIs accurately assess my effort and contribution to the organisation.
	
	
	
	
	

	
	
	
	
	
	

	Section 4: Challenges to meet objectives. 
What challenges do you face to meet specific targets? 
	Strongly disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	Workload and Time Constraints
	
	
	
	
	

	Resource Limitations
	
	
	
	
	

	Unrealistic Targets
	
	
	
	
	

	[bookmark: _Hlk154071144]External Factor: Community demographics. 
	
	
	
	
	

	External Factor: An area with low crime rates.
	
	
	
	
	

	External Factors: the size of the geographic area of the community served.
	
	
	
	
	


[bookmark: _Hlk151977697]Are there any other challenges or issues you have experienced in meeting specific targets?
[Open-ended response]

	Section 5 Job Satisfaction and Motivation 
	Strongly disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	Performance reviews enhance my motivation to excel in the role.
	
	
	
	
	

	Positive feedback received in performance reviews enhances my motivation.
	
	
	
	
	

	I feel motivated after receiving constructive criticism, during the performance review. 
	
	
	
	
	

	I feel demotivated when unable to meet all set KPIs.
	
	
	
	
	


Additional Feedback: 
Are there any specific instances or experiences related to performance evaluations that you believe have affected your motivation or job satisfaction? 
· [Open-ended response]
Do you have any suggestions to improve the performance review process at Gwent Police?
· [Open-ended response]
Thank you for participating in this survey. Your feedback is invaluable for this research. If you have any further comments or suggestions, please feel free to share them.
[Submit Button]
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"If you cannot measure it, you cannot manage it."
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“Not everything that
counts can be counted,
and not everything that

can be counted counts.”
-Albert Einstein

Toye (2015)]
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‘Data analysis is the process of converting the gathered data to meaningful
information. Different techniques such as modelling to reach trends,
relationships, and therefore conclusions to address the decision-making
process are employed in this process’ (Start, 2006, p.6).
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DOES YOUR SUPERVISOR SCHEDULE MEETINGS TO DISCUSS YOUR
PERFORMANCE OUTSIDE THE MANDATORY MID-YEAR AND ANNUAL
REVIEWS?
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‘| get frustrated that they have recently become statistically focused. How
many arrests | have made, how many community resolutions, how many
TORs | have issued. This adds so much extra pressure to get numbers when
sometimes it is not needed. This role is already incredibly stressful, to add
statistically driven targets to it doesn't help. It feels as though the force
promotes quantity over quality. (TOR- Traffic Offence Report).’
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‘It is hard to have regular 1 to 1's when the call demand is so high.’
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‘(...) sometimes it is difficult to know how you are doing as the sergeant does
not always have time to go through things properly with you.’
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‘SGT often criticises officers who fail to meet targets without offering guidance
for improvement or developing action plans.’

‘overly critical feedback from my SGT.’ (SGT- Sergeant)
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‘Performance reviews are meant to remain neutral although some can deem it
as unconscious bias based on supervisors' views and opinions of the officer

()
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‘Some SGTs are only doing it as a quick aspect to just tick off their list rather
than being present and having a proper discussion.’ (SGTs — Sergeants)

‘They are sterile tick boxing exercises that have to be completed to appease a

Senior management agenda.’
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(...) it depends on the area that you are based in as some sergeants do
performance meetings differently. For instance, if you are based somewhere
quiet you have a better chance of further development and time with your line

manager.’

‘Transition from one supervisor to another. The previous supervisor did not
hold reviews, workload was starting to get on top of me. My new supervisor
regularly holds reviews and my workload and motivation is much stronger.’




image21.png
Perceptions of the police officers on KPIs - Mean

STATEMENT 1 STATEMENT 2 STATEMENT3 STATEMENT 4 STATEMENT5

= Mean




image22.png
80

60

40

20

What challenges do you face to meet specific targets?

I strongly agree Ml Agree I Neutral

I Disagree

a) Workload and Time
Constraints

b) Resource Limitations

c) Unrealistic Targets

I Strongly disagree

d) Mandatory Training




image23.png
80

60

40

20

What challenges do you face to meet specific targets?

e) Community demographics ) An area with low crime

rates

g) The size of geographic
area of the community
served




image24.png
‘Many aspects of our work, like providing victim care, are difficult to quantify.
We handle tasks involving individuals such as the mentally ill, missing
persons, vulnerable individuals, those in fear for their welfare, intoxicated

individuals, and those with suicidal thoughts. My motivation for joining the
police was to assist people in need, yet much of this essential work remains

unquantifiable and therefore isn't recognised.’
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There are targets set to have a certain number of Stop & Searches completed within
X number of weeks. Unfortunately, with the nature of a response officer's duties often
going from one emergency call to the next, it is very difficult to be proactive and
identify someone demonstrating sufficient grounds for a stop & search (...).
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‘KPIs are outdated and do not complement every area of policing. From a response
perspective, the expectations do not meet the reality of how under-sourced this area

1s.

‘We don't have the resources to achieve some of the unobtainable targets the force

requests.’

‘There a times when actions given by a supervisor are not possible due to resourcing
etc. But this is never considered during performance review .’
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‘Supporting other teams/departments when there is a shortage of staff
therefore takes longer to deal with the own workload.’
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‘Unfair targets - Areas of low person density make it more difficult to achieve
positive targets such as stop search than that of a city / dense area.’
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“The targets in my PDR were unattainable/unrealistic — and simply created
huge pressure and provided grounds to regularly criticise my ‘performance’.
(PDR Professional Development Review).
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‘There also seem to be 'themes' to reviews where certain things are assessed
and it's almost like there's a theme for the month. This therefore creates
inconsistencies in feedback (for example, not enough intel logs one month
then the following month when you've submitted lots there isn't praise for it as
there's another focus.’

‘SMT will regularly change their 'priorities' which performance is assessed
against, so you are unable to focus on one performance area. It is often
reflective of what is going on outside of the police, such as media / social
media outlets.” (SMT — Senior Management Team).

‘(...) None of the rank structures above Insp have the same priorities. It would
appear our ‘leaders’ all promote different areas and want us to thrive in ALL of
them, which is simply not possible with the challenges we face.’
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‘(...) Qlikview is used to produce stats knowing it's inaccurate.’

‘Intel logs submitted in the last 28 days on NICHE were around 6, however,
Qlikview said | had submitted none and was told to improve.’
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‘Ability of members of staff. Picking up more work, as is seen as a competent

worker with others not receiving the same amount of work.’
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‘Not being a blue light driver so often not being first on the scene.’
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‘I was told last July that | was the lowest on my shift for arrests. | had 3 weeks of

Annual Leave in July and was expected to still meet the same numbers as my
colleagues. | felt frustrated and demotivated as | still worked as hard as anyone

else on my shift during the time | was off but felt as though that A/L wasn't a
factor within those statistics. | was frustrated that | received criticism for taking

annual leave that | was entitled to (...).
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‘With officers having to complete evidence Matrix's and the need to not be the lowest
in numbers for these targets, It almost turns it into a competition between officers on

the shift, which doesn't promote a healthy working environment.’

‘Objectives foster rivalry among officers, diminish teamwork (...)."




image36.png
(...) 1 think it is dangerous to assess an officer on the number of stop &
searches they complete as if they don't complete enough then there is a risk
of them 'stretching grounds' to complete a search. This can easily lead to an
unlawful search, a complaint and public dissatisfaction all over wanting to
improve the stats for Stop & Searches. There are also expectations on the
number of arrests made. Arresting a person means taking away their liberty
and purposely infringing on their human rights. We should not be subjected to

scrutiny for the number of arrests made.’
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Impact of the performance reviews on the employees' motivation -
Mean
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‘Positive feedback motivates me and strengthens my commitment to work. It
energises and encourages me to perform at a higher level than before.
However, negative feedback is a norm, never recognised for the good
performance’.

‘It is frustrating that as soon as you have done something wrong you find out
about it immediately however rarely get recognised for positive things.’

‘Straight away criticise for mistakes or underperforming, never recognised for
good performance’.
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‘Sometimes overlook the good work I'm doing and base it on my performance
statistics.’
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‘When the workload has risen and waited over a month for a workload review
to then have it halved.”
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‘When | was newly independent there would be more frequent performance
evaluations which would negatively affect me as | felt | was doing things
wrong as other officers had little to no reviews.’

‘(...) | have recently changed shifts and been there for around a month with no
performance review or any kind of review when others on shift have received

them.’
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‘More focus on PC workload demand & welfare. It should be more the
recognition of why we are unable to achieve their unrealistic aims/goals.

‘keep into consideration time constraints and workload, as criteria are often
difficult to meet.’

‘More staff in the response team, as the team is struggling with heavy
workload and time constraints.”

‘Better resource management’
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‘Performance review should simply be about progressing in your role and
acknowledging good work. Bad work and areas for improvement are already
high on the agenda for everyone both from inside the Police and out.”

‘(...) reward colleagues for excellent service.”
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‘Stop assessing officers on the number of stops & searches completed as well
as the number of arrests (...) Focus on the quality of investigations rather than

the quantity (...)

‘Focus on policing instead of pleasing politicians with figures’
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‘More ongoing performance review - feels like a last-minute thought when
PDR comes around like line managers are not thinking about this as we

go.(PDR -performance development review)
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‘More focus on officers' wellbeing. If you have happy frontline staff, the rest of

the organisation will fall into place.’
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‘It would be useful to have access to Kalidus during probation to review
feedback and also understand the appraisal process before being released
from probation.”
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‘Concerns/ requests/ needs be met, as opposed to being noted and forgotten.’
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‘Performance is defined as behaviour that accomplishes results.’
(Brumbach 1988: p 387)




