






‘Employees are the greatest creators of organisational value, so effectively managing their performance is critical for success’. 
(CIPD, 2022a, https://www.cipd.co.uk/knowledge/fundamentals/people/performance/factsheet#gref). 






Executive Summary
Appraisals allow managers to clarify roles, highlight successes, and identify shortcomings to increase overall effectiveness (Cespedes, 2022). Chiang and Birtch (2010) note that effective appraisals result in crucial outcomes including improved employee productivity, commitment and job satisfaction.
Performance appraisals are usually assessed through standardised metrics and qualitative comments (CIPD, 2022b) and has two main focuses – Providing an accurate evaluation of an employee’s current performance and creating an actionable plan to develop employee’s skills in their role (Cespedes, 2022). 
WCL stopped performance appraisals in 2015 due to the inadequate nature of appraisal delivery content and outcomes (Wall Colmonoy, 2015). WCL’s culture was a major influence on the failure of the traditional appraisal process, with WCL possessing an engrained culture heavily influenced by intertwined relationships. 
WCL is now lacking documented performance evaluations for employees, meaning ‘ghost’ ratings have now been implemented (Cespedes, 2022; Wall Colmonoy, 2023), suggesting a new type of appraisal system is now required.
Performance appraisals are deep rooted in the values, beliefs, and cultural norms of society, they reflect attitudes to motivation and performance (Chiang and Birtch, 2010).  
However, the value of annual/ biennial appraisals has increasingly been challenged in favour of more regular performance reviews and conversations (Faragher, 2018). 
Cespedes (2022) highlights that appraisals are seen as time-consuming, inaccurate, and unfair. Managers are unhappy on how appraisals are set up and HR find the process doesn’t gather useful information (Insights for Professionals, 2022).
Whereas regular follow-up meetings provide managers with the opportunity to monitor performance and reallocate employees based on changing business needs (Cespedes, 2022). This also coincides with thoughts by CIPD (2022a) and Kriegel, (2022) who advocate that regular reviews allow managers to change organisational priorities, resourcing, and review performance in a fast-paced environment.
Whilst regular feedback can enhance the employee experience (Kriegel, 2022), managers need to be skilled at carrying out these conversations (Faragher, 2018). WCL need to upskill supervisors and managers to carry out feedback meetings (Faragher, 2018). 
A performance management cycle is a continuous improvement process (Personio, 2023), which could help align WCL and its employees. WCL could utilise this cycle to implement a new appraisal process within this new regular feedback structure.
WCL implementing a performance management cycle to provide a sustainable framework (Personio, 2023), could lead to sustainable and organic performance appraisals with better outcomes for both employees and WCL.  
The use of the influence model by McKinsey could help WCL adapt and sustain changes (Rai, 2020) and devolve ownership and accountability to managers for lasting change. 
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[bookmark: _Toc134517777][bookmark: _Hlk112267661]1.Introduction
1.1 [bookmark: _Toc134517778]Performance Management

‘Performance management’ aims to maintain, improve, or maximise employees’ performance and value in line with organisational objectives. (CIPD, 2022a). This could include helping employees develop in their role, improve performance, or expand their skillset (Personio, 2023).  
However, not all performance management measures focus on outcomes, performance management can also relate to improving employee behaviours and attitudes and align them against organisational values (CIPD, 2022b). 
Performance management holds people accountable for their performance by either linking to progression and rewards or disciplinaries and terminations of contracts (Armstrong, 2016). 
The CIPD (2022a) notes that employers should develop performance management practices that are relevant to them and their strategic and operational priorities. WCL employees need to understand what is expected of them, managed in a way which motivates them and have the skills, resources, and support to help them succeed. (UC Berkeley, 2023).
Whilst every employee has a responsibility to manage their performance, WCL need to create an environment where it is normal to discuss performance (Armstrong, 2016). 
Performance management is usually back by formal processes, which include policies and procedures, recording of objectives and appraisals (CIPD, 2022a). 	
[bookmark: _Toc134517779]2. Performance Appraisals 

Performance appraisals form part of a holistic approach to managing performance and supporting the achievement of organisational objectives (Chiang and Birtch, 2010; CIPD, 2022b). Effective appraisals provide an opportunity for employees and their managers to have a one-to-one discussion (Cespedes, 2022) and brings together the ability to analyse, persuade, strategize, and communicate (Indeed, 2023).
Performance appraisals are usually assessed through standardised metrics and qualitative comments (CIPD, 2022b) and has two main focuses – Providing an accurate evaluation of an employee’s current performance and creating an actionable plan to develop employee’s skills in their role (Cespedes, 2022). 
Performance appraisals are deep rooted in the values, and cultural norms of society, they reflect attitudes to motivation and performance (Chiang and Birtch, 2010).  Yahiaoui, Nakhle and Farndale (2021) state that to be effective, organisations need to ensure appraisals align to cultural norms and beliefs, this could involve changes to performance criteria, evaluation, and feedback between countries and cultures. 
WCL stopped performance appraisals in 2015 due to the inadequate nature of appraisal delivery content and outcomes (Wall Colmonoy, 2015). WCL’s culture was a major influence on the failure of the traditional appraisal process, with WCL possessing an engrained culture heavily influenced by intertwined relationships. 
[bookmark: _Hlk133072706]WCL is now lacking documented performance evaluations for employees, meaning ‘ghost’ ratings have now been implemented (Cespedes, 2022; Wall Colmonoy, 2023), suggesting a new type of appraisal system is now required.
2.1 [bookmark: _Toc134517780][bookmark: _Hlk133155696]Benefits of Performance Appraisals

Performance appraisals form an important part of an organisation’s performance management system (Bright HR, 2023) and allow organisations to learn more about their employees (Indeed, 2022). Appraisals help gauge if employees are performing to the required standard, highlight high performers or address performance issues if required (Bright HR, 2023). Appraisals also help align individual and organisational business objectives and strategies (Cappelli and Tavin, 2016).
Cespendes (2022) states that employees become high performers when specific improvement areas are identified, and employees are provided with skills and feedback on their development in these areas. 
Appraisals allow managers to clarify roles, highlight successes, and identify shortcomings to increase overall effectiveness (Cespedes, 2022). Chiang and Birtch (2010) note that effective appraisals result in crucial outcomes including improved employee productivity, commitment, and job satisfaction.
Although contentious, performance appraisals also give managers a clear way of linking pay and performance (CIPD, 2022c; Cappelli and Tavin, 2016).  
2.2 [bookmark: _Toc134517781]Criticisms of Performance Appraisals

Annual appraisals have been described as a last-century practice which has negatively impacted collaboration and innovation (Cappelli and Tavin, 2016). 
Cespedes (2022) highlights that appraisals are seen as time-consuming, inaccurate, and unfair. Managers are unhappy on how appraisals are set up and HR find the process doesn’t gather useful information (Insights for Professionals, 2022). 
A key criticism of traditional performance appraisals is the perception they are forced on managers and employees (Armstrong, 2017).  As a result, managers undertake appraisals quickly and inadequately and employees see appraisals as unfair as feedback comes from a single source (Faragher, 2018; Cespedes, 2022). 
Managers note that appraisals do not identify top performers and only one in five employees find that appraisals motivate them (Cespedes, 2022). 
[bookmark: _Hlk133072924]Another criticism is that appraisals aren’t frequent enough and focus on past performance (Faragher, 2018). Setting objectives and providing ongoing feedback is critical - Too often the review is in isolation (Cespedes, 2022).
[bookmark: _Toc134517782]3. Performance Management – Emerging Trends

WCL’s needs are continually changing, with the organisation needing employees to adapt to market shifts, and new business models (Basford and Schaninger, 2016). 
3.1 [bookmark: _Toc134517783]COVID -19 and Hybrid Working 

Performance appraisals in content and delivery cannot be static and evolve with the working environment (Knight, 2020). COVID-19 seen a big change in behaviours which resulted in a shift in the working environment (CIPD, 2020). 
COVID-19 resulted in a 60% increase in homeworking (CIPD, 2021), with this continuing post pandemic. The continuation of hybrid working at WCL has meant changes are needed in performance management, including appraisals (Insights for Professionals, 2022). 

3.2 [bookmark: _Toc134517784]Regular Feedback and Communication 

The value of annual/ biennial appraisals has increasingly been challenged in favour of more regular performance reviews (Faragher, 2018). 
Regular follow-up meetings provide managers with the opportunity to monitor performance and reallocate employees based on changing business needs (Cespedes, 2022). This also coincides with thoughts by CIPD (2022a) and Kriegel, (2022) who advocate that regular reviews allow managers to change priorities, and resourcing, while reviewing performance in a fast-paced environment. 
Research has suggested that 63% of employees prefer to receive feedback throughout the year than one appraisal at year end (Lamture, 2022).
Knight (2020) notes that more regular feedback could provide managers and employees an opportunity to ‘touch base’ and update one another of any issues and developments which could be missed. 
Whilst a more active management style has advantages, regular feedback and check-ins can mean a greater time commitment for managers (Faragher, 2018).
[bookmark: _Hlk133264872]70% of multinational companies are now switching from formal annual appraisals to more frequent informal performance conversations, including Deloitte and Microsoft (Cappelli and Tavin, 2016). 
3.2.1 [bookmark: _Toc134517785][bookmark: _Hlk133876796]Managerial Influence
Whilst regular feedback can enhance the employee experience (Kriegel, 2022), managers need to be skilled at carrying out these conversations (Faragher, 2018). 
Managers are usually unskilled in appraisals as they are promoted on technical capability and not provided with the skills to have coaching conversations (Armstrong, 2017). This is true at WCL, where managers have long service, are highly knowledgeable about a niche industry, but lack credible people management skills. 
If managers aren’t skilled or trained in carrying out annual appraisals, regular unskilled feedback would compound the problem (Faragher, 2018).  WCL managers need to be upskilled and equipped with the skills to carry out feedback meetings (Faragher, 2018)
3.3 [bookmark: _Toc134517786]Technology 

The increasing use of Key Performance Indicators (KPI’s) coincides with the demand for best practice in managing employee performance (HR Zone, 2022). Performance metrics are deemed reliable and relevant for performance appraisals (Faragher, 2018; CIPD, 2022b). Technology has allowed WCL to offer hybrid working to some departments and provide KPI screens in production areas which shows real-time performance data to employees (Faragher, 2018).
[bookmark: _Toc134517787]4.  Performance Management Cycle 
A performance management cycle is a continuous improvement process (Personio, 2023), which could help align WCL and its employees. WCL could utilise this cycle to implement a new appraisal type process within this a regular feedback structure. 
Appendix 1, highlights in detail the four phases of a performance management cycle (Personio, 2023). Ultimately the performance management cycle aims to develop and implement employee performance plans, with this cycle taking place potentially every month instead of once or twice a year (AIHR, 2023). 
WCL’s use of a performance management cycle could lead to sustainable and organic performance appraisals with better outcomes for both employees and WCL.  
5. [bookmark: _Toc134517788]McKinsey Influence Model of Leading Change 
[bookmark: _Hlk112184378]
The influence model by McKinsey highlights elements to take into consideration which can help organisations adapt and sustain changes (Rai, 2020). 
The McKinsey Influence model –Appendix 2, provides a framework for organisations to instigate and sustain change by creating an environment based on mutual trust and respect to influence employee mindsets and behaviour (Rai, 2020). 
Devolvement of a new appraisal process will be a challenge at WCL as implementation of new processes are short-lived, with managers reverting to Balogun and Johnson’s (2004) ‘the way we do things around here’. Waller (2020) understands culture is slow to adapt but advocates McKinsey’s model for cementing workplace changes and ensuring management ownership, responsibility, and accountability at WCL.
[bookmark: _Toc134517789]6. Conclusion
Performance Appraisals allow managers to clarify roles, highlight successes, and identify shortcomings to increase overall effectiveness (Cespedes, 2022). 
However, the value of annual/ biennial appraisals has increasingly been challenged in favour of more regular performance conversations (Faragher, 2018). 
WCL stopped performance appraisals in 2015 due to the inadequate nature of appraisal delivery content and outcomes (Wall Colmonoy, 2015), however, WCL is now lacking documented performance evaluations, meaning a change is needed. 
[bookmark: _Hlk134347729]The upskilling of WCL supervisors and managers to be equipped with the right skills to carry out feedback meetings (Faragher, 2018) alongside implementing a performance management cycle to provide a sustainable framework (Personio, 2023), could lead to regular, sustainable, and organic performance meetings with better outcomes for both employees and WCL.  
The use of the influence model by McKinsey could help WCL adapt and sustain changes (Rai, 2020) and devolve ownership and accountability for lasting change. 
7. [bookmark: _Toc134517790][bookmark: _Hlk134517648]Recommendations
Following a review of Performance Appraisals, two recommendations have been proposed. 
[bookmark: _Toc134517791][bookmark: _Hlk133850122]7.1 Recommendation 1: Coaching for Line Managers 
Line managers to undertake a 2-day training course in coaching to develop their skills, behaviours, and confidence in coaching (The Cast Metals Federation, 2023).
Approximate costs total: £9,450
Breakdown: £450 x 21 - WCL supervisors and managers (Staggered attendance). 
[bookmark: _Toc134517792]7.2 Recommendation 2: Implementation of a Performance Management Cycle
Implementation of a Performance Management cycle, which would provide a framework and structure to monitor performance (HR Tech Blog, 2023). 
Approximate costs total: £5,600
Breakdown: 280 man-hours- Creating templates, internal systems, training, and implementation sessions.
8. Appendices 
[bookmark: _Toc134517793]8.1   Appendix 1: Performance Management Cycle (Personio, 2023)

	The Four Phases of a Performance Management Cycle


	Planning
	· Establish goals and objectives for the period covering a performance management cycle – Usually 6-12 months.
· Employee goal setting. 
· Creating a development plan / improvement plan.


	Monitoring
	· Monthly or Bi-monthly Managerial check-ins to monitor employee. progress. Short, focused meetings on goal progression. 
· Monitoring KPI’s.
· Providing employees with support and resources.
· Employee training (Formal or on the job). 


	Reviewing	

	· Measuring overall progress on a biannually or yearly basis.
· Measures progress on an employee’s overall development plan.
· Reviewing overall performance, learnings, accomplishments, and future development opportunities.


	Rewarding	
	· Recognising good work and positive behaviours. 
· Salary increases/ bonuses and other rewards to retain top talent – Tying rewards to performance. 

· Employee motivation and engagement increases by over 40% when employees are recognised for their work. 
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[bookmark: _Toc134517794]8.2 Appendix 2 - The McKinsey Influence Model for Leading Change
The McKinsey Influence Model for Leading Change
(Basford and Schaninger, 2016; Rai 2020; Waller, 2020)

1: Overview of the four key actions of McKinsey’s Influence Model (Basford and Schaninger, 2016; Waller, 2020; Think Insights, 2022).    
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Fostering Understanding & Conviction


Create understanding for the reason behind change. 


Formal Mechanisms


Organisations often fail to reinforce behaviours through formal mechanisms. 


Developing talent & skills


Role Modelling


Role modelling occurs both unconsciously and consciously.


Higher the understanding the more conviction and support for the change. 


A feedback loop allows a ‘check’ to sense how the change is being received. 


Employees need to understand why a change is needed. 


Formal organisational mechanisms need to reinforce behaviours you need/ want. 


Actions have either positive or negative consequences – formal mechanisms and reinforcements steer individuals. 


Developing skills is critical to motivating people.


To support and help people through change, employers need provide support, training, and opportunities to develop to help people operate in new structures, systems or ways.





Employees often imitate the emotions, behaviour and thoughts of colleagues and managers – Crucial is managers supporting change. 
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