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Learning Outcome 1 

Be able to provide information on performance management activity within an organisation. 

1.1 Explain performance management policies and processes in the organisation and the roles and responsibilities of those involved in them (300 words) 

1.2 Explain key sources of information, including legislative information, which underpin performance management activities. (300 words) 

1.3 Provide timely and accurate information to colleagues regarding performance management activities. (300 words) 

There are many definitions of performance management, but the one adopted by CIPD, defines the process as contributing to the effective management 

of individuals and teams for the purposes of achieving high levels of organisational performance (Rees and Tymon, 2016).  According to Rees and Tymon 

(2016), the available research suggests that forward thinking companies utilise a strategic approach to performance management. When linking this 

strategy to the daily operations of the business this translates into an increase in employee performance, engagement and commitment. This demonstrates 

that HR should provide support in implementing processes around performance management to line managers, however measuring the success of these 

activities is wholly dependent on full commitment from senior management. Without the involvement of senior managers, performance management can 

be seen as a tick box exercise. Therefore, the most important role for HR in the performance management process is facilitating senior management 

commitment to model requirements. HR also have a vital part to play in designing, communicating, and training processes around performance 

management, therefore ensuring they are up to take with best practice and evidence-based practice is key. HR also contribute by facilitating communication 

and training both for employees and line managers delivering processes. This allows for an inclusive and positive process, communicating the overarching 

company objectives and aligning individual objectives, allowing for employees to understand how their roles align with the business strategy, building 

commitment and engagement.  

At Bluestone, expectations in performance and behaviours are first introduced with employees within the recruitment process. Upon application, 

candidates will review the job description for the position (EV8), which outlines the generic and specific duties that make up each employees performance 

indicators, and are used in monitoring performance during employment. Job descriptions are created and reviewed by line managers in conjunction with 

HR. Performance and behaviours are also discussed during induction (EV9, EV10), where our company Vision, Mission and Culture is outlined (EV22). In 

order to, meet the performance indicators listed within the job description, mandatory and departmental training is given (EV11), (EV12). Employees are 

subjected to a 12 week probationary period where performance is reviewed and managed in accordance with the Probation Policy (EV27). Performance 

probationary reviews occur at 2, 8 and 12 weeks, with the final review confirming the employee successfully into the position based on the job description 

requirements, behaviour requirements and attendance requirements (EV15). During the probationary period, employees understand the required 

behaviours within behaviour guides (EV7) and for relevant roles (i.e. senior positions) competency framework (EV6), which sets out role dependant 

requirements. Employees will also be familiarised with relevant policies (EV15, EV16). Following probation, Bluestone encourages high performance 

working with an ongoing commitment to individual development and encouraging learning and training opportunities (EV23), (EV4). Each employee has a 

personal development plan and these interventions are captured within it (EV3) as well as informal catch ups with line managers and coaching sessions. 

Line managers will also assess performance within an annual appraisal (EV2), reviewing the performance development plan and how the past year has 

been. Bluestone’s Performance Management Policy (EV1) is designed to be used instead of the disciplinary procedure in managing performance and 

capability where employees are unable to perform their duties. It sets out the process and responsibilities of those involved. Line managers will lead the 

process with support and guidance from the HR team. In instances where there are performance concerns, line managers will meet with their employee 



and initiate a performance improvement plan (EV29), providing an improvement period for reviewing progress and proposed interventions. The policy is 

also used for instances of ill-health capability.  

When creating policy and procedure, and implementing new practices, Bluestone firstly ensures it is following it’s legal obligations and secondly reviewing 

best practice and evidence based practice. We must ensure we are adhering to our responsibilities under the Equality Act 2010, particularly in cases of 

capability performance and reasonable adjustments. In general, we must ensure we are adhering to the Employment Rights Acts 1996, Employment 

Relations Act 2004, GDPR 2020 and The Equality Pay Act 2010. Legislation must be in the forefront of our minds in how we implement performance 

management activities, manage and review them to ensure employees are treated reasonably, fairly and consistently. In relation so performance policies 

and interventions at Bluestone, predominantly ACAS and CIPD (EV18) are utilised to inform our decision making. 

EV28 is an email to a head of department and line manager, advising on progressing a performance matter formally. Further to a meeting earlier that week 

regarding poor behaviours of an employee, the management were seeking advice on how to progress to the next stage. The matter was already being dealt 

with using a performance improvement plan (EV29) however no consistence or sufficient improvement was made. In line with our performance and 

capability performance (EV1). This guidance sets out how to try to get the best from employees and the disciplinary route where informal management 

activity is not successful. In this instance, despite all reasonable development activities this particular employee failed to meet the behaviour standards. 

Using the policy and guidance, I was able to provide next steps to the management team in providing the required evidence and also scheduling a capability 

hearing in line with the capability procedure.  

EV30 is an email to senior management from myself having carried out considerations for reasonable adjustments. The employee had ongoing performance 

issues which we began to address through a performance improvement plan. During the process, the employee explained she had learning difficulties and 

these were the cause of her performance issues. A formal capability hearing was held which I attended as the HR representative and to minute the hearing 

(EV32). As per our obligations under the equality act 2010, and also as a fair and reasonable employer, this was explored with Occupational Health, who 

identified particular reasonable adjustments for the business to consider to allow the employee to remain in work and for performance to improve. The 

considerations of the reasonable adjustments were demonstrated (EV31) and agreed and the employees performance began to improve in the suggested 

role. 

 

 

 

 

 

 

 

 



Learning Outcome 2 

Be able to support line managers to deliver performance management activities within the organisation. 

2.1 Analyse the types of support line managers in the organisation need from HR, in relation to performance management activities. (300 words) 

2.2 Support line managers’ capability to deliver performance management activities. (300 words) 

2.3 Work in conjunction with line managers in the provision of employee performance and development reviews. (300 words) 

According to CIPD (2018), line managers make a significant difference by bringing HR policies and practices to life and collaborating with the people 

profession. Evidence suggests that line managers play a critical role in assessing and recognising performance in effective performance management 

activities. According to CIPD (2018), the role of the line manager includes practices such as setting specific and challenging goals, monitoring progress and 

providing feedback, and assessing performance on a regular basis.  

Line managers require support from HR from the point of recruitment throughout the employee journey with managing the performance of their teams. 

From the point of identifying a vacancy, HR work with line managers to prepare the job description which highlights the performance indicators and job 

responsibilities to which performance will be based (EV8). The people services team are responsible for delivering the company induction which outlines 

the mission, vision and culture of the organisation (EV22) and also the expected behaviours of the bluestone way. Departmental inductions are drafted 

and carried out by line managers, however these are submitted to people services to be sense checked to ensure all the compliance elements are 

covered (EV21). During the probationary period, the line manager will carry out the probationary reviews and should there be any concerns with 

performance during this period, line managers will seek advice from people services. Where necessary, a member of people services will attend the 

reviews to support. People services also support line managers with documentation i.e. letter writing, minute taking (EV14). During the employee 

journey, performance reviews are submitted via our learning and development platform, which is sense checked and audited by the people services 

team. Line managers will own performance management within their teams. The people services team are on hand to offer advice where necessary 

(EV28), particularly in incidents of underperformance. People services are also responsible for providing the frameworks (EV6) (EV7) and ensuring policy 

and procedure (EV1) is kept up to date with the relevant employment law for managers to utilise.  

As part of the people services role in signposting and providing guidance, I set up an intranet page “The HR Hub”, to enable managers to have quick 

access to policies, guidance, and useful sources to support them in managing people. We recently rolled out a new performance management framework 

“the bluestone way” focussing on behaviours in the workplace. I was able to create a page on the intranet for all resources in relation to this (EV36). This 

provides a self service approach ensuring line managers have the tools and templates required to manage performance of their teams. I was also part of 

the working group who put together the relevant resources and templates as part of this, such as the management guidance documents, 121 process, 

the managers monthly prompts guide, an objective setting template a conversation tracker and behaviour guides on what good looks like (EV33).  

I was also able to set up an online form via our intranet page (EV35) for our line managers to create a record of conversation. This enables the line 

manager to document a conversation easily, which is sense checked by HR and saved to the employee file. We are then able to pull a report of 

conversations to enable us to progress matters formally with the relevant evidence where necessary.   

In supporting line managers capability, within my role I coach line managers through performance management activities, particularly newer managers or 

those who are less experienced in dealing with poor performance. EV34 demonstrates an example of advice and guidance provided to an employee who 



had recently been promoted into a senior management position. Following an investigation into a staff incident, the recommendations suggested some 

fault with a member of his management team. The email shows my advice in initiating a performance improvement plan with the manager and particular 

areas which I had identified required some attention, support and additional training. I also suggested a meeting was help with a member of the HR team 

present.   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Learning Outcome 3 

Be able to assess the impact of performance management activities on organisational performance and make recommendations for enhancement. 

3.1 Evaluate the organisation’s approach to performance management, including employee performance and development reviews. (300 words) 

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

performance. (300 words) 

3.3 Recommend ways for developing performance management processes to enhance their impact on organisational performance. (300 words) 

According to O’Connell (2021), companies are moving towards open lines of communication, regular feedback and coaching their teams, in favour of 

annual appraisals, which is now being considered an out dated method of reviewing performance. In line with recent evidence, our performance 

management approach moved from the annual appraisal to a more two way approach. We initially rolled out training in “giving and receiving feedback” 

to all of our heads of department and line managers, giving them the tools to provide instant and quick feedback. Further to this, we wanted to focus on 

the behavioural elements aligning this to our purpose and values. The Bluestone Way was then introduced, highlighting the why, the what and the how. 

Firstly – why we want to perform at our best where three core areas were identified: Genuine Care, True Ownership and Grow as a Team. The Bluestone 

Way proposed to focus on what people do in terms of their job expectations and results, and as part of this all job descriptions were updated. Following 

this, was the focus on how the business will achieve this. A working group was initiated to develop the behaviour guides – which were divided into guest 

facing, operational support, business support and people management guides. The new process was designed to be flexible and less administrative 

requirements, with all resources available on the HR hub.  

The framework divides employees into three populations and provides strategies in dealing with all types of employees: 

• A People – these are our top performances who we would be sad to lose, these individuals tend to go beyond their day job 

• B People – these are the majority of employees, performance is good/mediocre 

• C people – should be a lot better considering salary and experience 

The bluestone way aligns great job results (what we do) with great behaviours (how we do it) and looks at our work place activities achieves results.  

According to Schrage, Kiron, Hancock and Breschi (2019), it is culturally critical to strategic execution to get performance management right in rapidly 

evolving business environments. The research within this report informs us that the future of performance management is more data-driven, flexible, 

continuous and development- oriented. In line with this, the Bluestone Way process identifies having up to 5 private 121 conversations. The first 

conversation is a “how’s it going” conversation which initiatives the process and provides the opportunity to discuss progress, give feedback, discuss 

morale and obstacles, and allow feedback on how they feel they are being managed. The second conversation provides an opportunity to agree new 

objectives. The third conversation is around ideas for improvements, better ways of working and how to utilise strengths. The fourth conversation is 

around learning – what support is required, what training, development or up-skilling could be done. The fifth conversation should be around career – 

whats next and how do we get there. From this stage we should have identified a progression route with the employee, and once successful in that 

progression we start the process over again.  

Whilst there are many benefits associated with a performance management framework that is flexible and continuous, there are also benefits to having 

the traditional scoring system. This scoring system allows understanding from any manager or HR representative who may be dealing with performance 



who perhaps do not know the individual on a personal level. Also, frequent meetings can also feel like micro-managing employees and not providing 

them the room to work under their own initiative or to grow into the role. The rise in informal conversations also means on occasion a lack of 

documentation, meaning if the matter was to progress to a more formal route, there is a lack of evidence to support this.  

According to Taylor and Woodams (2016), high performance work systems are a bundle of human resource management policies and practices which will 

promote employee commitment and involvement. This includes an effective performance management system to ensure that everyone’s goals are 

aligned with the organisations objectives and what they are expected to meet. The right approach to HR policies and practices, inclusive of performance 

management activities, will influence organisational performance and output. The conditions also need to be in place within the business, some refer to 

this as the AMO model: the ability to perform well, the motivation to perform well and the opportunity to perform well. In reviewing Bluestone’s 

approach and the 5 conversations the ability to perform well is discussed within the first two conversations – “how’s it going” and setting objectives. In 

line with the motivation to perform well, this is covered within the third conversation around ideas for improvements, better ways of working, two way 

feedback. Lastly, the opportunity to perform well is covered in the fourth and fifth conversations, around learning and development, up-skilling, what is 

the required support, what’s next for the employee and how do they get there. In theory, the approach and framework is aligned with research into best 

practice. However as mentioned previously, there is full reliance on line managers to achieve this with their teams in practice.  

 

Performance management initiatives could be further developed at Bluestone to ensure retention and engagement of teams. The hospitality industry has 

a reputation for being a “stop-gap” employment option, whereby we promote ourselves on offering long standing careers inclusive of progression and 

development opportunities. In the first instance, I would recommend frameworks could be developed further to demonstrate career pathways by 

department, alongside the skills matrixes to support these career steps. The skills matrix should include training, skills, knowledge, experience and 

behaviours required, for employees to understand how they may progress within the business. Performance management conversations can then be 

positively focussed on development, with clear and transparent opportunities and how to achieve them. In line with this, I would recommend pay 

bandings be introduced alongside the skills matrixes, ensuring further structure and transparency throughout the business.  

According to CIPD (2021), salaries were traditionally used to attract candidates, and employee benefits were used to retain and motivate employees, 

directly impacting on individual performance. I would also recommend that the business develops a reward strategy, which articulates the vision, mission 

and culture alongside the required behaviours to ensure employees understand how, why and when they can be rewarded. I would also recommend 

Bluestone reviews its financial and non-financial rewards, as according to CIPD (2020, individuals are attracted, retained and engaged by varying rewards 

which can change during the life cycle of the employee.  

EV37 is an email of analytics to directors of the company. Within this, explains that since re-opening the resort we have recruited 35 employees however 

we have only retained 29. This suggests that improvements could be made to the onboarding process. I would recommend that the induction process is 

reviewed to really incorporate the bluestone way, the brand values and the culture, to ensure all new starters buy in to Bluestone and feel passionate 

and engaged from their point of onboarding.  
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