


[bookmark: _Toc134549750]EXECUTIVE SUMMARY 
This report critically evaluates the effectiveness of the performance appraisal process within Gwent Police. Despite criticisms, performance appraisals have value in terms of identifying and rewarding high-performing employees, identifying areas for improvement, and providing employees with feedback and guidance to enhance their skills and capabilities. This results in a more engaged and motivated workforce, ultimately leading to the organisation’s success. Changing management's and employees’ attitude towards the appraisal process should be a first step in improving performance management at Gwent Police. Altering employees' perceptions of appraisals may involve promoting the benefits of the process, such as providing opportunities for personal and professional development to enhance performance.
The recommended "360-degree" appraisal process would help Gwent Police to create a more comprehensive and objective evaluation of an employee's performance.
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Employees underestimate their skills or, worst, overestimate, which can negatively impact the team and organisation (Spector, 2011; INPD, 2021). If employees do not utilise their skills and expertise, the team and organisation do not benefit from their full potential as much as they could. On the other hand, some employees may have an inflated sense of their abilities, leading them to take on tasks they are not fully qualified for, increasing the risk of errors and potentially causing damage to the organisation’s reputation. Therefore, according to CIPD (2021), manager’s role is to develop a realistic view of employees’ abilities through effective performance management processes. 
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[bookmark: _Toc134549753]2.1 Different performance management approaches and their impacts.
Contemporary performance management (CIPD, 2022) is a continuous process of assessing employee performance and providing constructive feedback to help them improve in line with an organisation’s objectives. According to Woolston (2019) organisations rethink their performance management strategies to create more effective and meaningful ways of measuring and evaluating employee performance in today’s fast-paced world. Instead of relying on traditional annual, formal performance review meetings, they shift towards more informal and frequent ‘development conversations' (Armstrong, 2019).
According to Cespedes (2022), performance appraisals are criticised for being time-consuming and failing to provide a clear evaluation. However, CIPD (2016) provides evidence of the effectiveness of performance appraisal on workplace performance. According to the report, organisations could not make strategic decisions regarding employee development without this process. Furthermore, performance appraisals allow managers to determine which employees are performing well. According to Sriganthan (2023), it is important that employees’ hard work is recognised and rewarded. Otherwise, employees will lose motivation and job satisfaction. 
The police force follows a punitive system, where employees are responsible for mistakes and failures. This approach aims to correct their behaviour by giving them reprimands, disciplinary action, or even terminating their employment for severe offences. Employees understand the consequences of their actions, which, in turn, prevent them from engaging in misbehaviour in the future (Armstrong, 2019). A punitive approach have been criticised by the CIPD (2022b) for being demotivating to employees. While holding employees accountable for their actions, adopting a supportive and positive approach that focuses on learning and development is equally important. Collaborative approaches effectively improve employee performance and job satisfaction by addressing the root causes of performance issues, such as skill gaps, rather than punishing employees for their mistakes. Additionally, collaborative approaches are more likely to foster trust and positive relationships between supervisors and employees, leading to better job performance and a more engaged workforce. 
Gwent Police conducts a monthly staff review, focusing on employees’ workload, goals, and well-being. Along with the formal review process, police constables receive ongoing, personalised feedback from their managers. This performance management approach is well-received by employees, because is allowing them to improve their performance continuously (CIPD, 2022b). Addressing minor issues through regular feedback prevents them from escalating into more significant problems, misconduct, and legal cases. Budworth et al (2015) assert that employees who receive positive feedback perform better. Negative feedback can damage relationships between sergeants and police officers, particularly if employees feel they are being evaluated unfairly or if managers are overly critical or punitive. 
Police departments also adopt the Key Performance Indicator (KPI) approach for managing employee performance. This method involves identifying metrics that are relevant to evaluate an employee's performance. KPIs are typically used to track progress towards specific goals or targets and provide a way to measure performance quantitatively. In policing environment is difficult to measure the performance due to the complexity of the role. Some tasks are easier and straightforward, and some are more complicated and require a longer time to complete. One important KPI for police staff is their efficiency in handling workload and time to complete administrative tasks. Response time is also an important KPI that measures how quickly police constables respond to emergencies. CIPD (2022 a) notes that performance management systems that rely on metrics and numerical targets can demotivate employees, who may feel they are being reduced to numbers.
Gwent Police focuses on individual employee performance evaluation rather than team performance. This can lead to a competitive rather than collaborative culture. Organisations, which emphasise team-based performance evaluations, build stronger teams and improve collaboration. By focusing on team-based goals, individuals are encouraged to work as a unit, with a shared sense of responsibility for the team’s success. Procter and Gamble use a system called "The Five Behaviours of a Cohesive Team," which includes assessing how well teams are able to build trust, engage in healthy conflict, commit to a shared goal, hold each other accountable, and focus on achieving collective results. 
Zappos, the online shoe retailer, and Spotify, the music streaming company, use a peer-to-peer evaluation system where employees rate each other and then work together to identify areas for improvement and develop strategies for addressing them. This method provides a more precise evaluation because managers may not always possess enough knowledge to fairly assess an employee’s performance (SHRM, 2010). However, when the performance is strictly based on peer review, it can lead to biases and favouritism, as personal relationships may influence the reviewers. This can result in an inaccurate assessment of an employee's performance and lead to demotivation and lower morale. Therefore, it is necessary to incorporate other forms of evaluation, such as self-assessment and supervisor feedback, to provide a more comprehensive and unbiased evaluation of employee performance.
[bookmark: _Toc134549754]2.2 Influence Model and Stakeholder Theory.
When planning strategies to improve employees’ performance and to make performance appraisals successful, there is a need to identify key stakeholders. Stakeholder theory focuses on the idea that organisations should consider the interests of all stakeholders, including managers, employees, and the wider community. By considering the needs and expectations of all stakeholders, organisations can create more sustainable and successful business strategies. The HR and business partners (CIPD, 2021) work closely with management teams to help build organisational and people capabilities. Managers are the most important stakeholder in driving employees’ performance as attitude, behaviour, and involvement will affect performance appraisals. Armstrong (2019) highlights the crucial role that business partners can play in encouraging management to conduct performance appraisals effectively. The success of this approach depends on business partners first understanding the challenges that managers face and then demonstrating the positive outcomes of this process. One of the main challenges is that managers often view performance management as a time-consuming task and a mere formality that they need to tick off their to-do list (Charman, 2022). Lack of time was repeatedly mentioned as an issue in line managers’ ability to provide as much ongoing support to each individual as they would like (Betts, Farmer, 2019). This leads to a lack of engagement, negatively impacting the organisation's overall performance. Bauer’s et al (2009) highlight that when performance appraisals are conducted effectively, they develop employees' abilities, promote independent thinking and problem-solving, and ultimately benefit the organisation as a whole. Additionally, competent and self-sufficient employees can free up management resources for other important responsibilities.
Employees are a crucial stakeholder group directly impacted by performance management. Betts and Farmer (2019) suggest that organisations should make an effort to demonstrate the value of performance processes to employees, as this would increase their engagement with the process. In order to achieve this, employees need to have confidence in the performance review or appraisal system. One of the ways to demonstrate the value of performance management is to ensure that employees receive adequate training and development opportunities based on the feedback they receive from performance appraisals. Feedback from police officers, who had requested specialist training for four years with no success, highlights the frustration when employees feel their efforts to improve their skills and capabilities are not supported by the organisation.
Therefore, it is essential to ensure that performance management is not just a one-off process but a continuous cycle of feedback, development, and improvement. Cespedes (2022) recommends that managers should follow up on the results of appraisals and take action to address any employee concerns or issues. This approach will help create a continuous improvement culture and motivate employees to engage in the performance management process.
Effective performance appraisals can identify areas where additional training or development may be necessary to improve the performance of police officers, ultimately benefiting external stakeholders such as the public and other emergency services. For instance, if police officers fail to respond to emergency calls promptly, it can create pressure on ambulance or fire services, resulting in negative consequences for the public. 
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Overall, rethinking performance management involves moving from traditional approaches focusing solely on evaluating employee performance to more dynamic and empowering strategies supporting ongoing development and growth. They are designed to help organisations support employees in achieving their full potential while driving overall business success. 
Performance appraisals should be viewed as an opportunity for growth and development rather than just a routine exercise. While performance appraisals can be useful, they must be carefully implemented to avoid demotivating employees, harming relationships, and promoting a culture of competition or unethical behaviour. By adopting a more effective and supportive approach to performance appraisals, police departments can improve employee engagement, performance, and overall job satisfaction.

[bookmark: _Toc134549756]4.0 RECOMMENDATION:
The NHS’s “360-degree” appraisal process (Maddock, 2021) effectively comprehensively evaluates an employee's performance. By gathering feedback from multiple sources, including supervisors, colleagues, and patients, the appraisal process provides a well-rounded perspective on an employee's strengths and weaknesses. This approach enables employees to receive constructive feedback on their performance and areas for improvement, which can help them develop their skills and enhance their performance (Koh, Ng, 2020). By gathering feedback from multiple sources, the appraisal process can provide a more accurate, comprehensive, and objective evaluation of an employee's performance. 
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