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Introduction 

Good performance management is crucial for a successful organisation as people are the greatest creators of value. If the people are good at what they do 

and their performance is managed well, the organisation is more likely to be successful. Employers should ensure that employees understand what is 

expected of them and be capable of managing and motivating them to do their best. Employees also need the necessary skills, support, and resources to 

achieve their goals. To maintain and improve employee performance in line with organisations objectives, performance management activities and 

processes should be followed. Performance can be managed through a range of HR activities and processes (Performance Management | Factsheets | CIPD, 

2019). 

 

1.1 Explain performance management policies and processes in the organisation and the roles and responsibilities of those involved in them.  
 

Within Bluestone Resorts we use particular policies in relation to performance management; these are the “Managing Performance: Guidance for 

Managers” (E1) and “Capability and Performance Policy” (E8). E1 covers the basic principles of the Performance Development Framework at Bluestone, and 

gives guidance on how to get the best from all employees, as well as how to tackle poor performance, including a disciplinary route for cases where 

informal management activity is not successful. The probation Policy (E14) regards appointment of all new employees or promotion of existing staff and will 

be based on the demonstration of capability and suitability for the post by means of a competency based interview. The document defines the process and 

procedures of this probationary period and is in the best interests of both the business and the employee. 

 

E8 is Bluestones Capability and Performance Policy designed to be used instead of the Disciplinary Procedure where an employee is believed to be 

genuinely unable, for whatever reason, to perform their duties to the required standard. Initially the line manager will use E1 or E14 in an attempt to 

resolve any performance management issues informally and by themselves. If this fails, the line manager may contact the Learning and Development team 

to assist with creating a performance improvement plan for the employee with specific objectives and a time frame to achieve these objectives. If the 

employee still fails to progress the line manager will normally resort to contacting HR and either go through the capability and performance process, the 

probation review process or disciplinary process, depending on the nature of the employees issues. If the employee is not performing to the required 

standard to, for example, ill health they will use the capability and performance procedure. The line manager and HR will have a formal meeting to obtain 

an understanding of the employees dip in performance and to establish whether there is any reasonable adjustments to be made to their role or if they can 



be re-deployed; if not, the employee may be dismissed due to ill health capability. If the employees’ issues with performance are due to their own conduct 

but they are fully capable of carrying out their role, the line manager and HR will usually progress this issue through the disciplinary process, although this is 

a poor way of motivating employees to progress, sometimes it is needed. A more popular way of managing employee performance is to provide them with 

learning and development opportunities and promoting collaborative behaviour but also setting SMART (Specific, Measureable, Achievable, Relevant, and 

Time-bound) objectives (Performance Management | Factsheets | CIPD, 2019). 

 

1.2 Explain key sources of information, including legislative information, which underpin performance management activities. 
 

Bluestones key sources of information when creating policies that relate to employees need to operate within the law and so we use guidance from ACAS 

(Advisory, Conciliation and Arbitration Service), CIPD and Gov.uk. There are also other sources but these are the main ones we have used. The performance 

management process, probation policy, and capability and performance policy Bluestone has in place follows best practice as they are demonstrated in 

reliable sources such as the CIPD website. Other legislation Bluestone always uses is, The Equality Act 2010, Employment Rights Act 1996, Employment 

Relations Act 2004, GDPR 2020 and The Equality Pay Act 2010. These are in place to assist managers and HR in making fair and lawful decisions in the 

performance management process. Whilst this is ideal, it still requires line managers to keep track of and monitor employee performance and if they don’t, 

these policies aren’t of much use. For example, a manager may suddenly want to address and employees performance but hasn’t addressed it previously 

and has no records of poor performance. If the manager dismissed the employee without proper documentation to support to decision, Bluestone wouldn’t 

be operating within the law and the employee could take us to tribunal through ACAS. As Bluestone has policies in place to stop this, the tribunal would not 

favour the decision knowing that Bluestone is aware of the correct process which would likely result in the ex employee making a successful claim and 

Bluestone having to pay compensation. This doesn’t just affect organisations financially as the organisations reputation is at stake when they act 

unethically; this can be very damaging which is why it is important to follow best practice (Performance management | Acas, n.d.). 

 

1.3 Provide timely and accurate information to colleagues regarding performance management activities. 
 

Evidence 3 (E3) is a screen shot of email correspondence and a personal improvement plan (PIP) for an employee who has been under performing in 

relation to his behaviour and attitude. The employee’s performance is generally good but his behaviour and attitude affects him working in a team, with 



other departments and when dealing with guests. Myself and the manager (Steve), discussed how to implement a PIP and how we could measure his 

behaviour and attitude. We decided on using a 360 degree review as part of the employee’s PIP as this is the most accurate way of measuring this along 

with other suggestions. A 360 degree review is effective in this situation as feedback will be gathered from a wide range of commentators (Performance 

Reviews | Factsheets | CIPD, 2019). Some of the people selected will work closely with the employee and some won’t. We will carry out the 360 degree 

review at the start of the PIP and again near the end to see if the perceptions of the other employees are any different. Carrying out the 30 degree review 

within the PIP should give the employee an idea of how he is currently perceived and how his negative attitude and behaviour affects others and his work. 

My email to the manager explains amendments I’ve made and why, including when the 360 degree feedback will be carried out and that we will need to 

consider some specific questions to be used; this is so others don’t use this opportunity to promote themselves and use it as an opportunity to get back at 

the employee if they are disliked, the aim is to gather a balanced account of the employee’s work and how they come across (Taylor and Woodhams, 2016). 

The employee’s PIP will start on the 9th October and last for a period of 12 weeks to allow time for progress and to measure it effectively.        

 

2.1 Analyse the types of support line managers in the organisation need from HR, in relation to performance management activities.   

Currently most line managers’ work closely with HR in relation to performance management and there are policies and procedures to back up what we do. 

Managers have access to all documents in relation to performance management such as, the “Managing performance, guidance for managers” (E1), 

“Capability and Performance Policy” (E8), “Recognition and reward scheme policy” (E7), and “Bluestones values, culture, vision, and brand values 

document” (E10). Sometimes a performance issue isn’t s black and white or straight forward, and so following the policy so strictly wouldn’t be as 

effective/ethical in some cases; there has been an example previously where an employee was consuming alcohol during work and whilst we do have a 

“Substance and Alcohol Misuse Policy” (E16), it wouldn’t have been ethical to strictly follow this policy due to the circumstances around this incident. If a 

performance management issue is quite straight forward the manager will deal with it in accordance with the policy and inform HR as per procedure, for 

example a time and attendance issue which is detailed in the “Attendance and Time Keeping Policy”, (E15). Time and attendance issues are relatively 

common and managers are used to dealing with and addressing these issues accordingly. HR will then review what the manager has done and either 

edit/discuss a different approach or confirms that the action taken is appropriate and proportionate for the situation; this is where the line managers are 

strong. When a situation occurs that doesn’t fit what the policy/procedure details sometimes the managers become creative in how to tackle the issue. 

Sometimes this means that they don’t inform HR at all and we don’t have an input, this sometimes leads to unethical practice or unfair treatment. In other 

situations the managers will not know what to do at all and either rely heavily on HR to find a solution or ignore the issue altogether until it is 

unmanageable and requires a far more formal and delicate process. In these situations HR try to guide the managers to find a reasonable solution so that it 

is not solely coming from HR. As this is a weak point for some managers, HR may need to intervene and stop something happening that could affect the 



business and individuals involved in a negative way. It is important for HR to focus on and encourage line managers to show positive behaviours when 

dealing with performance issues and to develop their skills as they are the face of the organisation to the employees (Line Managers' Role in Supporting the 

People Profession | Factsheets | CIPD, 2019). 

An example of this is an employee who is currently on a PIP. This employee has a bit of a language barrier issue as she generally speaks German but can 

speak some English. During a conversation about her PIP review where she is likely to fail and thus be dismissed, the manager suggested that we use a 

translator in for this meeting. I objected by stating that it would look unfavourably on us if we are seen to acknowledge that there is an language barrier and 

that we only request a translator when the employee is likely to fail their PIP, not as part of ensuring that she understands what is expected. E21 is an 

example of the email correspondence between me and the managers to explain why we need to ensure we are being fair and consistent.          

 

2.2 Support line managers’ capability to deliver performance management activities. 

The ability of line managers being able to carry out their HR duties is crucial for the effective implementation of HR policies. If line managers don’t have the 

capability to carry out these competencies, the outcome will be poor. HR should guide managers and develop them in order to gain the skills needed to 

implement these policies; whilst this is effective if the line managers understand the importance of the policies, it isn’t when the line managers don’t 

understand the importance or disagree with it. Line managers are often caught in a cross fire between implementing HR policies effectively and focusing on 

strategic business targets and the financial aspects of their operation. It is important that line managers understand and want to implement the HR policies 

as they can often be seen as being an unhelpful bureaucracy and want to ignore them (Trullen, Stirpe, Bonache and Valverde, 2016).    

Managers within Bluestone will often contact HR when delivering performance management activities to ensure they are being carried out correctly but 
there are policies in place which explain how to carry out the particular process and why it is important to carry it out that way. Line managers have access 
to all of the relevant policies on the Bluestone intranet and are encouraged speak with HR in relation to carrying out performance management activities. In 
E14, there is an example of the reason for the process and is explained so line managers understand why this process is being carried out.  
The policy states:  
 
“To ensure that all new employees receive appropriate supervision, guidance and support during this initial period of employment. 
 
To facilitate the understanding of the company’s expectations in conjunction with the job purpose, induction and Employee Handbook. 
 



To ensure that new employees are able to demonstrate their capability within the post they are appointed to, and to provide a mechanism for regular review 
of their capability by their supervisor/line manager. 
 
To provide an opportunity to proactively deal with concerns over a new employees performance, set targets for improvement and provide the most 
appropriate support to enable an employee to improve.” 
 

2.3 Work in conjunction with line managers in the provision of employee performance and development reviews. 

Line managers are responsible for delivering employee performance reviews and there are process in place for them to follow such as the “Appraisal 

scoring criteria” (E18) & “Development opportunities within benefits policy” (E4). The role of HR in this process is to train and develop line managers in 

delivering this process and to support if the delivery doesn’t go as planned. In E18, it details how managers can score their employees and what attributes 

and behaviours they are looking for, and what constitutes particular grades. The policy goes into detail regarding employees’ behaviour and attitudes and 

why having a positive behaviour and attitude towards work is important and necessary. It is important that the performance reviews remain confidential to 

the employee as this is personal to them and something that they may not want to share with others. Managers should be competent in asking the right 

questions, actively listening to take on what is being said by the employee, and giving constructive feedback by focusing on the evidence and examples and 

reinforcing the positives. Line managers should have a health relationship with the employees and also be able to tell when to be directive and when to 

coach their employees as this will be most effective (Performance Reviews | Factsheets | CIPD, 2019).   

 

3.1 Evaluate the organisation’s approach to performance management, including employee performance and development reviews. 

Within Bluestone, we do have robust policies and procedures such as E1, E4, E5, E6, E8, E17, and E18, in place to ensure we are following ethical and best 

practice guidance in relation to performance management. These are linked closely to the organisations vision, values and mission statement shown in E6 

and E10. Whilst the policies are robust, the delivery of them can differ between managers. L&D and HR have an obligation to assist and coach managers 

where possible to deliver these policies and procedures effectively, and provide feedback when necessary. Bluestone has a review process in place and has 

utilised the 360 degree review process previously but it is not currently the one we use for all employees. It would be more beneficial if all Bluestone 

employees underwent the 360 degree review process as its strength is used for development purposes, and requires feedback from others at all levels who 

work with the individual. This type of review will provide the individual with feedback that is not from one person and gives a more rounded view on their 

performance and behaviours (Taylor and Woodhams, 2016). The Bluestone reward system which is carried out annually and depends on employee reviews 



(E7) supports the objectives by revolving around particular categories that support the business strategy, such as “Delivering excellence”, “Trainee of the 

year”, and “Honesty and Respect award”. This is a way that Bluestone can recognise and reward employees that have these particular attributes and 

encourage other employees to do the same by proving them with a monetary reward. As Bluestone policies are generally robust but the implementation of 

them can vary, my recommendations are for Bluestone to use the 360 degree review system for all employees, and to have a six monthly HR workshop 

training for line managers for them to become better at dealing with ER issues and to ask questions in a safe space before putting their new skills to the 

test. Holmes, (2011) states that training line managers in an environment that allows them to use real life examples, have discussions and an opportunity to 

learn from these events in a safe environment will provide them with the confidence they need.     

 

3.2 Assess the extent to which performance management processes support high performance working (HPW) and contribute to sustained 

organisational performance. 

After reviewing Bluestone performance management policies, I have found that within the “Managing performance – guidance for managers” (E1) is the 

process of what to do if someone is usually a HP worker and dips in performance; the policies don’t state what to do to get someone to perform as a high 

performance worker and maintain this. The other policy relating to HPW is the “Recognition and Rewards Policy – Awards” as this policy recognises HPW 

and rewards those who have those attributes with a monetary reward. There is currently no policy in between that provides managers or HR with guidance 

on how to train staff to be HP workers, but even if this existed a part of being a HP worker is also down to AMO (Ability, Motivation, and Opportunity). If we 

look at it this way, then there may be opportunities for employees to be HP workers through their training, understanding their job descriptions (E9), and 

performance reviews which gives them the ability to do the role. The motivation is generally up to the employee but managers can also affect how 

motivated an individual is. With regards to opportunities, there are often internal vacancies for new roles where employees can move into a new 

department or climb the ladder if their supervisor or manager has been promoted, for example. Rees and French, (2016) state that whilst PM may 

contribute to organisational success, the vital issue is how to retain talented employees, and develop and utilise this to add value to the organisation. It is 

most effective for organisations to develop and nurture current employees, this includes providing them with the opportunities to develop and gain skills.       

 

 

 



3.3 Recommend ways for developing performance management processes to enhance their impact on organisational performance. 

If Bluestone can get the basics right through robust policies and practices, and line manager capability, the rest should fall into place. If we look at the 

2employee life cycle and the policies that are used at different stages, this should show us where we are and what we can improve to enhance the impact 

on performance.  

An employee starts their employment at Bluestone and is given and induction specific to their department (E12) is an example of the Blue Lagoon 

induction. This is detail all of the relevant information they need for that role, H&S protocols, SOP’s, EAP and include shadowing another employee in the 

same role. The employee will also read and understand the “Bluestone values, culture, vision and brand values document” (E10) and the “Vision and 

Mission Objectives” (E19) during an induction training session. They will also receive a login to “Flow” which is out online learning hub and complete 

training such as “Health and Safety at work level 2” to ensure they are competent (E13). The line manager will complete an induction checklist (E11) which 

details everything a new employees needs such as a name badge, ID card, and right to work documents, once all are ticked off the employee is ready to go. 

The employee will receive a 2 week, 4 week, 8 week and 12 week review initially to closely monitor their ability to fulfil the role and guide them if they are 

going off track. If they aren’t up to standard the line manager will use the probation policy (E14) to decide what course of action to take; this could be to 

extend the employees probation by one month, for example. If the employee does pass probation, they will then only have reviews once every six months 

with their line manager, an example of the “Appraisal document” layout is E2. However, this may change as Bluestone has just implemented the “Bluestone 

Way” Policy (E6) which is different to the review process we currently use. During the employees employment they will complete a six monthly survey 

regarding their thoughts and feelings about the job, an example is the employee survey results (E22). There are also different initiatives such as the 

wellbeing initiative example (E20) where Bluestone try and engage their staff in different ways such as getting corporate gym memberships for them and 

encouraging employees to do team sports outside of work.  

I carried out a SWOT (Strengths, Weaknesses, Opportunities and Threats) based on the above information. The results are listed below: 

 Strengths: Policies and practices are written well and are robust ; some LM’s understand and carry out the policies well  

 Weaknesses: Delivery of the policies from LM’S can vary and in some extreme cases be delivered unethically or unfairly due to interpretation 

 Opportunities: HR & L&D to coach and develop LM’s in the delivery of the HR policies and practices as they are intended to be 

 Threats: Too many documents for LM’s to be fully aware of; LM’s may still find grey areas that they are not equipped to deal with in relation to PM 
issues; LM’s may not see the importance of delivering these policies even after training and coaching 

 



Bluestone will need to close the gaps to ensure that the whole process from start to finish is delivered and adhered to as intended. This is so that we are 

operating within the law and are being responsible employers. Bluestone would benefit by the types of intervention below 

 Human process interventions – coaching, mentoring, training, group work facilitation, action learning. 

 Human resource interventions for LM’s– performance management of the LM’s, reward and motivation, psychometrics 
 

These are mainly focused on improving line managers’ delivery of the policies as this is the weakest point, and what to do if they still fail to deliver the 

policies to an appropriate standard. Our aim is to get these things right which will ultimately have a positive knock on effect on organisational performance 

(Organisational development, 2020). 
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