


Aim
This series of learning sprints will focus on Employee Performance Management (EPM) and the ways in which this can be made part of everyday functions of the line manager (LM) in the NHS. A learning sprint are a type of professional development that focuses on short, intensive periods of learning and practice. They are designed to help professionals to improve their skills and knowledge in a specific area over a short period of time (Quinn & McEachen, 2019). 
This method of learning has been chosen to enable point of need delivery (Shackleton-Jones, 2019) and accessibility for learning across boundaries and timelines. These sessions can be delivered in person or accessed via the learning hub. It can be presented in person or accessed on any device with the presenter notes available via the learning hub. Sway allows an integrative experience and the user to pause and access videos included for further exploration of the subject topics. No account is needed, and the format can be adapted to any device and allows the use to pause learning and reconnect when convenient.
There are two separate learning sprints that can be run together or on separate occasions in line with today’s busy professional.
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Objectives Learning Sprint 1.
1. What is Employee Performance Management
2. Why it is important to both the individual and the organisation.
3. The important role LMs play in organisational success through driving performance and excellence.
4. [bookmark: _Hlk133399532]Performance Management – Processes and Reviews
5. Moving towards Performance Leadership and Performance Conversations


Objectives Learning Sprint 2.
1. Use of templates to Deliver Effective Feedback
2. Coaching Conversations
3. Use of models in Performance Coaching
4. Team Effectiveness and Development
5. Procedures For Managing Capability and Management of Underperformance.
6. [bookmark: _Hlk133303379]Conclusion, recommendations, further reading and next steps


















Learning Sprint 1. 
Introduction
Due to the pace of change employees need to adapt their capabilities to meet the emerging needs and developments within the organisation (CIPD, 2021a; HBR, 2023).  EPM is a consistent approach that works with the annual appraisal (PADR). Whilst they are related EPM developed as a result of the annual appraisal transforming to a process within a development strategy, rather than a one-off event (Armstrong, 2022). 
[bookmark: _Hlk133303287][bookmark: _Hlk133303330]This learning sprint will take line managers through what performance management (PM) is, why it is important to both the individual and the organisation and the important role LMs play in organisational success through driving performance and excellence. Taking a more focused approach to regular performance conversations over annual focus appraisals, or even scrapping them; greater focus on regular performance reviews (CIPD, 2022b).
PM is used in different contexts, defined many ways and is different from a performance appraisal (PA). For this resource PM will be referred to as employee performance management (EPM) which delivers improvement in EPM, with performance appraisals development review (PADR) which provides the goals to achieve (Armstrong, 2022).




Objective 1. What is Employee Performance Management
Video from CIPD on Performance Management
https://youtu.be/PfX EceZzND0
Performance Management is employee performance and one of the most critical and therefore measured part of people practice (CIPD, 2022a), Cespedes (2022) offers EPM as having two intentions; firstly, an evaluation of performance that is accountable, and secondly development of the employee in order to achieve skills and capabilities of their role. 
EPM is less formal, backed up by formal processes such as the annual appraisal (PADR), and supported by individual  improvement plans that is supportive measure to boost performance (CIPD, 2022a).
During an EPM review there are three main areas of focus, these areas relate to the Integrated Medium-Term Plan, organisational performance measures and Ambulance Quality Indicators (available on Siren).
· Task specific performance, an example of this would be consult and close outcomes per hour /per shift, call times during use of software and additional ‘knowledge work’ through professional competence and proficiencies.
· Organisational behaviours and citizenship, an example of this would be the situational awareness of pressures within health boards and the impact of response times on patient safety. 
· Adaptive performance, an example of this is how you adapt and rotate from home/site-based work, support in organisational resilience when enhanced screening is escalated, switching focus to specific areas, and working to allocated workstreams. 
These three types are outcomes of activities as well as behaviours (CIPD, 2022a) and would be recorded in line with current set objectives and organisational delivery models. 
Objective 2. Why it is important to both the individual and the organisation.
EPM is a continuous process which involves the performance of individuals, teams that contributes to the overall performance of the organisation.
Key points of excellence and consistency in EPM are.
· what the service is trying to achieve – WAG set performance targets
· your role in helping the service achieve its goals. 
· your skills and competencies as a manager and of the individual 
· consistent and clear goals as well as professional standard of proficiency for registered healthcare professionals
· support to improve performance. 
· their role in contributing to the overall development of the organisation (IMTP)
· regular performance conversations, monthly 1:1s to discuss performance and how to support if underperforming. 
(Source: Adapted from ACAS, 2023)
An organisation that has diverse teams such as the NHS, line management of knowledge workers requires a different approach that whilst working within processes and policies that mainly focuses on regular coaching style performance conversations (CIPD, 2022b). 
Buckingham (2013a,b) argued that the use of rating systems and scores in EPM is ineffective and flawed, further adding that  managers are key to changing this approach by adopting a strengths-based approach. 
A more recent approach by Hewitt (2023) argues for fewer targets to boost performance and focus, adding that too many targets result in less effectiveness which is supported by CIPD (2022b,c,e). 
CIPD 2022e) define knowledge workers as those who ‘create value by using knowledge and understanding – they think for a living, rather than carrying out physical labour’.
Performance management for knowledge workers is different from performance management for other types of employees because knowledge workers require a different set of skills and competencies. CIPD (2022e) argue that ‘if work results in innovation, it is clearly genuine knowledge work’.
This group of employees require the complexity of their role with the fact that it also involves greater interpretation, judgement and require more experience and expertise that work withing clear regulatory frameworks such as those described by Davenport (2005), an example being registered healthcare professionals.
A study by CIPD (2022f) found that key factors for employee performance in this group are.
· Vision and goals 
· People management and leadership
· Team dynamics 
· Communications  
· Group goals 
· Support for innovation 
The first three points can align with EPM, with the remaining points covered in a more formal approach. Considering both EPM and annual appraisals (PADR) the comparison table offers comparisons. 
Comparison table reference guide to EPM and PADR.
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Objective 3. Role of Line Managers in Performance Management
Manager roles are centred around how they manage individuals, teams, and their performance in achieving organisational goals. LM have a significant importance in the employee experience which is an enabler of positive performance through employee trust and job value (Ndlovu et al, 2021). Manager capability and confidence in motivating, engaging, and developing people in creating an inclusive performance culture is essential to performance leadership (CIPD, 2017). 
According to Cespedes (2022)  a McKinsey (2018) survey found that over half employees felt that their managers do not get the performance review right. 
MacLeod & Clarke (2009) gave four specific key enablers that challenges this survey. 
1. Create a strategic narrative. 
2. Engaged managers.
3. Give employees a voice.
4. Organisational Integrity
Performance and productivity through employee engagement and motivation is key to job satisfaction based on good quality jobs. (CIPD, 2021b). 
Simha (2015) concluded that EPM is ‘the mechanism that translates business performance objectives into set, focused individual objectives’. The results found 60% improvement in performance: adding an 87% retention rate. Managers convey trust by connecting with empathy through compassionate leadership (West, 2022). Carter & Hougaard (2022) take this further by adding compassionate leaders unite people and groups and it is this unity that creates performance cultures (Fuchs & Shehadeh, 2017).
Considering the previous table and the premise of EPM for individuals as a part of a team, one approach could be to focus on the degree of collaboration required in a job and its impact on performance (CIPD, 2022e) which is discussed later in this presentation. 
Goldberg (2015) offered a further concept around the impact the pace of change has on organisations, the need to constantly adapt and re-prioritise and goals are shifting to meet these changing business needs. These are changes which cannot wait until the next annual review and sit in regular performance review and coaching conversations.
This must not be a set up to fail scenario, according to HBR (2016) this results in a deleterious effect, an almost mechanical and self-reinforcing dynamic that Cespedes (2022) attempts to explore. These scenarios result in knowledge hiding (Nguyen et al, 2022) requiring deliberate action by managers to not only prevent this from happening but similarly to challenge their assumptions and how they may be contributing to it (Nangla & Enderes, 2020). 







Objective 4. Performance Management – Processes and Reviews
Video from Indeed. 
Top 6 Phrases to Use in Performance Evaluations - YouTube
A research report by CIPD (2016a) states there is little if any decent evidence on what actually improves performance. The role of the line manager is to provide consistency and clarity in recognising performance issues within the team and the impact on the trust (CIPD, 2022g). A study by Kovjanic et al (2013) concluded that transformational leadership is ‘one concrete way to foster employee engagement' supporting the later work of  Breevaart & Zacher (2019). 
Liddle (2021) offers transformational leadership as being the best version of us to recognise and amplify the best in others. By using actions, reactions, and interactions such as coaching skills, gratitude, acknowledgement of hard work and the human side of manager that can be fun, collaborative, and fair are what employees value in managers (Liddle, 2021.pp172).
Effective decision-making can be difficult as it requires us to critically question our assumptions, not be biased by anecdote and avoid cherry-picking the evidence that confirms our worldview. CIPD (2022h).

[bookmark: _Hlk133303532]


Objective 5. Moving Towards Performance Leadership and Performance Conversations 
Locke & Latham (2006)  offered the concept of goal setting and subconscious priming, once a goal is set and understood it remains peripheral and a reference point. Performance Leadership  builds on subconscious priming by setting conscious goals, this strengthens goals, conscious goals have more effect than subconscious though both priming and conscious goals had independent effects on task performance (Stajkovic, 2007).
The role of influencing people to achieve objectives (leadership) is also a manager’s role (CIPD, 2022c). Performance Leadership is compassionate leadership where the LM has the ability to engage, understand and motivate utilising these to achieve individual and business goals (CIPD, 2022d). Performance conversations (PC) that take a strengths-based approach focusing on improvement rather than past performance (CIPD, 2017).








Objectives Learning Sprint 2.
[bookmark: _Hlk133303445]Objective 1. Use of templates and Delivering Effective Feedback
Direct observation identifying performance criteria such as competencies, milestones, or standards through direct observation is the first step in delivering feedback (Prayson & Rowe, 2017). Managers must avoid the review as a quick chat, this results in poor employee experiences and lack of trust in managers and poor performance (Cespedes, 2022). 
Evidence based decision making and practice also applies to EPM, using data and evidence removes the possibility of biased and delivers effective feedback that is based on key performance indicators (CIPD, 2022f,h). 
Patterson (2018) found that the use of a behaviourally motivated commitment device was positive, resulting in an in increase in ‘both effort and performance’. Cheese takes the approach in CIPD (2017) that use of templates makes the process less about supporting current and future performance and more about bureaucratic processes. Taking a strengths-based approach focuses on the improvement in performance, capability and more constructive (CIPD, 2017). 
ACAS (2023) provide strengths-based templates that can be used for strength based EPM. The Nine Box Grid can also be used but the criticism of this tool is it can create bias if there are no clear performance metrics or KPI’s to work (Personio, 2023a) with but can be useful for PADR . The most important thing is this is an iterative process that requires frequent follow ups (Cespedes, 2022). 
A study by Breevaart et al (2014) simultaneously examined the unique contribution of transformational and transactional leadership to engagement,  arguing that transactional leadership is the foundation that transformational leadership can build on, supported by CIPD (2022c) that leaders need development based on organisational needs building the transformational culture needed for success (Liddle, 2021). A study sponsored by CIPD (2016) looked at Inclusive Leadership found 15 new emerging competencies further findings include remodelling behaviours from top down to enhance performance. These studies consider leadership styles that influence performance, a further style to adopt is situational leadership (Price-Dowd, 2020: Jordan et al, 2020).
EPM is a process where a change is to happen, evaluating performance in line with business needs. Rotter (1967) calls this a change, a learning event with trust as a critical factor. Psychological safety refers to perceptions of the potential outcome of taking interpersonal risks at work. Edmondson (2012) goes further by postulating as the expert in this field that ‘psychological safety is essential whenever people face uncertainty and interdependence’ (McWilliam & Toner, 2021). 

[bookmark: _Hlk133303773]Objective 2. Coaching Conversations 
McKinsey (2009) postulated that little coaching or organisationally aligned goal setting was happening. Coaching and mentoring are two different approaches to help individuals achieve their goals (Indeed, 2023b).Coaching is a process where a coach helps an individual to improve their performance, is task-oriented and focuses on work-based performance usually a short-term arrangement with a fixed set of goals and objectives (CIPD, 2021b). Using a strength-based approach through appreciative enquiry focuses more on what went well rather than the negative and replicating this (CIPD, 2017). 
The use of contracts similar to coaching relationships to engage in accountability and ownership of performance whilst using appreciative enquiry and a strengths-based focus is a change in behaviour that is more likely to develop, though this would need further research.
A meta-analysis by Jones et al (2016) found that coaching, internal and external had positive effects on organisational outcomes. Coaching delivered individual learning and development with more improvements in performance from internal coaching. This can be further hypothesised to be a key role of a manager in delivering effective coaching feedback through appreciative enquiry methods. 

[bookmark: _Hlk133304308]Objective 3. Use of Models in Performance Coaching.
Appreciative Enquiry through Strengths Based Reviews. 
Part of the EPM experience is their understanding of the link between their performance and that of the organisation. As a manager you will depend on your teams performance. Most people want to know how they are doing and use of models such as GROW (Mindtools, 2023b) in your coaching conversations will have an impact before, during and after each review (Cespedes, 2022). Coaching is a growth mindset, strengths based using appreciative enquiry (Armstrong, 2022). 
Strengths based and a performance leadership approach to EPM turns the focus away from past performance to build on what people are good at, the assets they have, and what they already do that works (Augst, 2019).
The Rashomon effect illustrates perceptions and where feedback on performance can result in negative employee experiences and worsening engagement and productivity. According the Cespedes (2022) the ‘Rashomon effect is alive and well in firms; two people can observe the same event or outcome yet interpret it differently and a two-way transfer of information using a tool such as GROW facilitates more effective review. Recontextualising the Rashomon Effect is evaluated by Seedhouse &Satar (2023) and can be applied when managing performance. But managers must be clear on criteria performance, how it will be evaluated, why these criteria are important and include ethical standards by which we practice (CIPD, 2016). 

[bookmark: _Hlk133404693]Objective 4. Team Effectiveness and Development
Creating and Leading an Effective Team 
An effective team is one that is able to work together towards a common goal, characterised by good communication, trust, mutual respect, a shared sense of purpose and are able to leverage the strengths of each member to achieve their goals (Belbin, 2010). Rock & Grant (2016) offer the DEI perspective  with diverse teams providing the change in behaviours and reduction in group think bias. This requires psychological safety, defined as ‘a shared belief held by members of a team that the team is safe for interpersonal risk-taking (Edmundson, 2012). When considering trust and vulnerability in teams and individuals,  concluded that including a general willingness to risk vulnerability, five faces of trust emerged that are key in high performing teams: 
1. benevolence, 
2. reliability, 
3. competence, 
4. honesty, 
5. openness.
Team Roles
The Belbin team roles framework can help you improve your team’s performance in several ways (LinkedIn, 2023). You can utilise strengths and minimise weaknesses by understanding team members’ roles and appreciating their contributions. You can also communicate and collaborate better by knowing how you divide the roles among team members.
Team roles are a set of nine different roles that individuals can take on within a team and would result in a successful team (Chaudhuri & Chakraborty, 2021). Each role is designed to complement the other roles within the team helping the team function more effectively. 
The nine roles are. 
1. plant, 
2. monitor
3.  evaluator, 
4. coordinator, 
5. resource investigator, 
6. implementer, 
7. completer finisher, 
8. team worker, shaper, and 
9. specialist 

The Belbin Framework can be used by assessing individual preferences within the team, then looking at the flexibility and adaptability within the team by utilising strengths and minimising weaknesses (LinkedIn, 2023). The benefits of this analysis would be increased understanding of communication styles, collaboration, diversity, and conflict resolution you can also switch or share roles based on known strengths and weaknesses.
Critics argue that the model is too rigid not allowing for the fluidity required in modern workplaces. In today’s hybrid working teams Tuckman model of development suits this type of team which suggests that teams go through several stages of development before they become high-performing teams (Tuckman, 1965). 
Some also argue that Belbin’s model is too focused on individual roles and does not consider the importance of team dynamics (Prichard & Stanton, 1999; Meslec & Curşeu, 2015). Though more recent research by Gander et al (2020) challenges this by finding ‘no evidence that having too many members with a particular character strength has detrimental effects on teamwork quality, work satisfaction, or performance’.
Another theory is the Situational Leadership model, which suggests that leaders should adapt their leadership style based on the situation (Ghazzawi et al, 2017). 

[bookmark: _Hlk133307986]Objective 5. Procedures For Retention, Managing Capability and Management of Underperformance.
Businesses refer to employees as their most important asset, CIPD (2022j,k), Deloitte (2020) asserts that in the digital world of work, ‘good leaders are our greatest asset’. In the move towards performance leadership understanding your team, (Cespedes (2022) argues that focusing on the behaviours that can be coached and avoiding cloning bias (people like me) through continuous conversations can be the early warning system for any potential disharmony. 
Retention starts with recruitment of the best people and nurturing them though their development, retaining our people through conscious and compassionate leadership is key, failure to do this will impact on our ability to drive performance and effect change (Tupper & Ellis, 2022). 

Capability, Performance and Underperformance.
Processes such practice-based education and mandatory in-service training (MIST), quality assurances frameworks and capability policies are frameworks of support. When underperformance is identified, the review should consider two key points first. 
· is it the individual performance? 
· or is it a ‘cloning bias?’  (Behavioural Insights Team, 2020) 
Underperformance must be managed compassionately using informal support plans, resorting to formal capability once all options have been explored.
Armstrong (2022) introduces five basic steps.
1. Identify and agree the problem with the employee - explore and analyse. 
2. Substantiate the reasons for underperformance - clear and specific.
3. Collaborate and agree on the actions required - goal setting.
4. Support the steps required for improvement.
5. Continuously monitor the situation and provide feedback through AI and coaching conversations. 

EPM is a business process that directly influences the success of an organisation, working with HRBP in partnership is key to enhance workforce performance and retention strategies, ensuring individual goals are aligned with organisational goals, all have a significant impact on organisational performance (CIPD, 2021; Ranjan, 2021; Wach et al, 2022; CIPD, 2022i; CIPD, 2022j).

6.0 Conclusion and Recommendations - So What Now?
Cespedes (2022) boldly claims that employees dissatisfaction with performance appraisals is pervasive, whilst there is evidence to support this there are contributing factors that managers can learn, understand, and change in order to create a more positive performance culture, deliver effective feedback, and develop high performing teams that are happy, productive in achieving the organisations strategic plans and intent. 
EPM as a people function as well as an organisational focus should be principles led, evidence based, and outcomes driven evaluating whether policies and processes are effective in achieving the personal and organisational outcomes, where they are not and look for improvements (CIPD, 2022a). 
It is important to ink with your HRBP for more support with performance, capability and absence management and OD for team building days and workshops.

1.0 Introduction
The Performance appraisal (PADR) has seen a changing pattern of use and favour amongst organisations seeking to improve performance and organisational success (Di Fiore & Souza, 2021; CIPD, 2022). Gallup (2023) suggest many organisations are finding PADR to be less effective and does not improve performance, adding in many cases to be damaging. Cespedes (2022) argues that the essence of PADR looks at employees contractual elements such as pay and not enough emphasis on important causal relationships of poor performance, often including elements of bias. 
An early review by DeNisi & Pritchard (2016) found that one of the reasons this type of appraisal has fallen out of trend is the lack of focus on improving performance, adding that research into this fails to address the need for performance improving goals. CIPD (2022a) provide a more recent yet different approach to the movement away from the annual sit down, the move towards regular conversions.
A performance appraisal (PADR) should not be a one-off event, as part of a wider set of processes in performance management it is seen as an administrative tool, though they can inform target setting over a longer period (CIPD, 2022a).

2.0 PADR or Continuous Employee Performance Review (EPR)
The role of a PADR can be seen as an organisations biggest challenge for success, Woolston (2019) calls it ‘sorting the good employees from the bad ones’. 
Ranjan (2021) believes it can be a successful if aligned with organisational goals, employee value proposition (EVP) but must be part of a more well-designed overarching system. An employee performance review (EPR) is a more regular and transformative conversation that keeps organisational goals in flow with the aim to follow the pace of change, a PADR measures performance, EPR focuses on improving performance (Armstrong, (2022).
A PADR is different to performance conversations, which are transformative, regularly adopting a coaching style using appreciative enquiry to engage the employee in their performance (CIPD, 2017; CIPD, 2022a). Tyskbo (2020) suggests there is a departure between the aim with the delivery of PADR resulting in complexities.
According to Tyskbo (2020) this is relevant to PADR due to the role of the manager in the implementation of intended HR practice adding there are three complexities involved in its success, dilemmas, understandings, and local adaptations. Whilst the exploration of signalling is outside of this paper, the role of signalling theory can be applied to performance management and PADR as it describes the behaviour of two parties when analysing information. Using signalling one party communicates and the other party, the receiver chooses how to respond to this exchange. Cespedes (2022) describes this as the importance of dialogue in understanding assumptions, bias, and the role of the manager in perceptions of the data exchange. 
Cespedes (2022) supports the PADR adding that this must be an ‘iterative process from which individuals derive value’. 
3.0 Perception of The Value of An Annual Appraisal.
Pulakos et al 2019) suggest there is a paucity of evidence relating to return on investment of PADR adding further support to the growing approach of regular coaching conversations that align with the business goals, set as short-term agile outcomes. 
When counting the emergent Green Human Resource Management (GRHM), PADR is considered part of organisational sustainability and environmental performance (Amjad et al, 2022). This study considers the mediating factors employee performance has on organisational sustainability adding that GHRM contributes to a more satisfied workforce with the PADR a mechanism to integrate environmentally sustainable practices into the appraisal and development process. This promotes environmental awareness among employees, identifying areas for improvement in the organisation's environmental practices (Mahmood, Ahmed, & Philbin,2022). An important development in HR yet its impact on organisational performance requires further research.
According to authors such as Pulakos et al (2019) decades have failed to improve the value of the annual appraisal suggesting that they ‘they continue to generate inaccurate information and do virtually nothing to drive performance’. 
Despite multiple studies that show confliction on the perception of PADR, Capelli & Taylor (2018) argue that their findings do not support the negativity in other studies. An interesting focus in this study was on the relational aspect of ‘bias’ by examining inflated ratings related to social connections. They provide an interesting construct of PADR being ‘the equivalent of a post-contract review’ concluding PADR are informative to management, yet the study did not explore its impact on organisational performance. 
Rubin & Edwards (2020) analyse the perception of fairness and bias in PADR, this study offers a different perspective of PADR, rather than taking a negative view they propose redesign appraisals is not the solution concluding that ‘improving performance-focused interpersonal communication’  which is a key though of CIPD and argues by Armstrong (2022).
A report by CIPD (2016) offer a critical review of PADR and suggest separating the developmental performance conversations from administrative form filling. Faragher (2018) boldly stated that ‘annual appraisals are over’ supported by evidence that regular conversations were happening yet if training hasn’t been offered these can also be detrimental to performance. CIPD (2016) advocate a check in after each conversation to ensure understanding and avoid feelings of unfairness.

4.0 Benefits of Employee Appraisals
Performance appraisals can be beneficial for both employees and organisations when applied correctly with clearly defined goals/targets (CIPD, 2022a), and based on a career conversation (NHS Professionals, 2023) rather than annual post outcome reviews.
Whilst they offer feedback which can help employees understand their strengths and weaknesses and identify areas for improvement (Hirsch, 2020), these aren’t helpful postscript and better sat in regular intervals. 
Hajnal & Staronova (2021) studied the changing patterns of PM, finding that the ‘macro and micro’ levels of organisational and employee performance is linked and by separating the two typologies of ‘incentivising and developmental’. The key point of this study is the conclusion that inclusivity with the appraiser, appraisee and the organisation in deriving value through engagement. Incentivising through targets boosts performance, developmental through individual development, engagement and performance conversations delivers growth (CIPD, 2022b; Indeed, 2023).
Ott, (2017) states this new approach finds employees looking for a manager as a coach, not  a boss. 
PADR can be used to identify training and development needs, recognise and reward achievements, and performance management. However, the value of coaching an employee through performance leadership and development conversations will align with EVP and engagement thus organisational outcomes (Deloitte, 2019; 2023). Rubin & Edwards (2020) further add to this argument by proposing the role of perception of fairness and the removal of bias has on the effectiveness of any appraisal system. 

5.0 Significance in the NHS
Hewitt (2023) argues for removing targets and spending more on preventative care, this opens a further argument in healthy and social care. If there are no targets the challenge would be accountability for public spending. Hewitt proposes by significantly reducing targets trusts become ‘self-improving’ allowing for innovation to flourish, with no more than 10 national priorities. Translating this into EPM, moving towards to continuous reviews of performance, aligned with organisational goals with ‘career conversations’ to support the continuous performance reviews removes the administrative focus of the current system and focuses on organisational success through the success of its people. Cappelli & Travis (2016) summarises this by taking the emphasis of accountability for the previous year away by focusing on improving performance now and in the future, through development focused conversations. 
Welsh Ambulance Service (WAST) have a performance measure on the completion of PADR under the NHS Wales Performance Framework (2022), quadruple aim three, performance measure 71. Current statistics (unreported) show a 53.4% compliance of a target 85%, no evidence to suggest completion of annual performance appraisals improves organisational targets, see tables 1 and 2 for a snapshot of the dashboards for April 2023 compliance.
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Table 1 – April 2023, week 1.
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Table 2 – April 2023, week 2.

A criticism of this ‘headcount’ approach is made by Faragher (2020) who suggest it is better to evaluate the impact of regular conversations between employee and manager than the return rate of paperwork, arguably a criticism that applies to the current performance measurement set in NHS Wales. 


6.0  Annual Appraisal in Private Sector
Deloitte UK has stopped annual appraisals moving to a system called ‘Performance  Snapshot’ (HBR, 2015; CMI, 2016). The team behind this change wanted to focus on developing their people through strengths-based approach, building teams fuelled by clarity of purpose and expectations. 
Accenture also followed the same approach and now conduct more frequent feedback through a digital tool that facilitates ongoing feedback and two-way dialogue, calling it ‘performance achievement’ (Accenture, 2019).  Adobe Systems and American giant Microsoft have also taken the frequent feedback approach (Kidwai, 2022). The relevance to this is the now diverse team the NHS serves, remote and hybrid knowledge workers that contribute greatly and require new ways of accountability and performance leadership (Kline, 2019).

7.0 Options and Considerations
A further tool to consider is 360-degree feedback, viewed as a more holistic tool yet little to evaluate the impact on organisational performance. (JOP, 2021) offer the term ‘agile performance management’, a mixed method approach that focuses on the employee and the organisational, growth in union. methods that focus more on employees’ overall development and organisational growth. 
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Table 3. Comparison table of PADR and EPM. No Source.



8.0 Conclusion and Recommendation. 
By reviewing the effectiveness the PADR plays in organisational performance it highlights the significance of  reinforcing the importance of managers role in PM. This can be achieved through training in compassionate leadership, coaching conversations, it may be time better spent to have iterative performance conversations that focus on improving performance through interpersonal communication rather than just redesigning the PADR (Rubin & Edwards,2020).
Value of PADR has been explored with a positive view of appraisal as part of a wider  management process that delivers EVP, focuses on clarity, and engages the employee in achievable career goals that aligns with organisational goals with an overarching, robust PM system (Ranjan, 2021).

PADR have benefits and significance but must be considered as part of continuous iterations through EPR to maintain momentum of the goals set, and opportunities to review and amend as the pace of change introduces new ideas/focus for organisational growth and success. .
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