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Executive summary 

This review project looks to use literature to help Dyfed-Powys Police improve its performance and the way in which performance is recorded by using a systems approach.  It uses a mixed research approach by using both primary qualitative and quantitative data to analyse how the Development and Assessment Profile (DAP) is being used to manage performance and the changes required to adopt a systems approach to performance management.

It concludes that the DAP has the potential to improve performance as long as objectives are team-based and linked to the overall purpose of the organisation but needs to be simplified with managers focusing on developing their teams whilst managing the organisation to strengthen the motivation of team members. 
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This research topic was considered a viable option given the drive for improving performance within the police service and the pressures being placed upon the service to do more for less. It incorporates a ‘systems approach’ which follows the assumption that people come to work to do a good job but are prohibited from doing so by the systems managers put in place Seddon (2008) whereas conventional management assumes people are lazy and need to be managed because, without effective management, people will not perform Guilfoyle (2013).
The aim of this research does not intend to add to a gap in literature but to use literature to help Dyfed-Powys Police improve its performance and the way in which performance is recorded by using a systems approach, from an HRM perspective.
The objectives which this research aims to deliver are:
Objective 1:	To establish the extent that performance management is effectively embedded into the organisation
Objective 2:	To identify reasons for lack of buy-in from officers and staff and to establish what they like/don’t like about the DAP
Objective 3:	To explore alternative IT systems external to the Force and the impact they have on performance management
This research project is looking to benefit stakeholders by challenging the current way of thinking about performance management in order to change the culture to one based on devolved responsibility, organisational trust and continuous improvement that meets purpose whilst ensuring that the DAP becomes a useful tool for developing and assessing individual performance as opposed to being a mere ‘tick-box exercise.
[bookmark: _Toc78832666]2. Literature Review

[bookmark: _Toc78832667]2.1 Performance Management

Armstrong and Baron (2005) provides one of the best known definitions for performance management - adopted by CIPD:-
‘A process which contributes to the effective management of individuals and teams in order to achieve high levels of organisational performance.  As such, it establishes shared understanding about what is to be achieved and an approach to leading on developing people which will ensure that it is achieved’.				
Armstrong (2016) usefully adds “If carried out properly performance management can reward people by recognition through feedback, the provision of opportunities to achieve, the scope to develop skills and guidance on career paths” .

[bookmark: _Toc78832668]2.2 A Systems Approach to Performance Management

Guilfoyle (2013) describes a systems approach to performance management as:
‘The systems approach fosters clear continuous improvement through a programme of innovation, meaningful performance measurement and worker engagement.  It promotes evidence-based priorities, devolved responsibility, organisational trust and a culture of ongoing learning to engender an organisational climate where energy is focused on achieving overall purpose from the customer’s or service user’s perspective.  In short, the adoption of systems principles results in a superior model of policing that eclipses conventional management in every respect’.
Guilfoyle (2013:p10)
Deming (1982) criticised the present style of management by illustrating how targets and other arbitrary measures sub-optimised systems.   He pointed to the absurdity of failing to understand that employees’ performance was governed by the system.  Targets not only encourage cheating or ‘gaming’ but allows parts to ‘win’ at the expense of the whole Seddon (2008).
It has been identified by Brudan (2010) that through the observation of today’s performance management practice, a number of imbalances and tensions exist.  The first is the fragmented body of knowledge of performance management as a discipline. The second tension rests between the command and control style of thinking and systems thinking.  The suitability of using twentieth century command and control thinking in the interconnected world of the twenty-first century is a much debated subject.  The third area of tension identified is the dominance of the measurement and reward ethos as opposed to learning and improvement. A systems thinking view of performance is that each system needs to fulfil a purpose.  A system that achieves its purpose is considered to have performed as planned.
A good illustration of this can be found in :Appendix A

[bookmark: _Toc78832669]2.3  Theories

The three main theories concerned with performance management are: Goal Theory; Control Theory; Social Cognitive Theory.  Also relevant is the theory of Best Practice.
Goal Theory – Edwin Locke considered that those who set higher objectives for themselves, together with appropriate feedback, are likely to achieve more than settling for easier objectives.
Control Theory – the theory of motivation (Glasser,1990) considers that behaviour is never caused by a response of outside influence but rather inspired by a person’s wants and needs.
Social Cognitive Theory - Bandura (2002) describes the influence of individual experiences, the actions of others and environmental factors on individual behaviours eg. Modelling oneself on another.
Best Practice – this theory determines that a distinctive set of coherent HR practices (Appendix B) can be developed and used by any organisation, irrespective of its setting. This leads to ‘high-performance work systems’ (Appelbaum et al, 2000). In contrast, introducing individual performance related pay whilst focusing on team-work would be a deadly combination (Becker et al, 1997) likely to see a reduction in organisational performance.  
The how and why a mix of HR policies and practices influence theory is not known (Purcell and Kinnie, 2007) and has been described as ‘the black box’ (Purcell et al, 2003).  This can be helped by looking at the HR causal chain which focuses on the effectiveness of HR practices on employee attitudes and behaviours (Purcell and Kinnie, 2007), although Guest (2011) considers it to be by association rather than that of causation. 
[bookmark: _Toc78832670]2.4  Models

Model of the HR Causal Chain 


 Organisational Performance

                                                                                            (Wright and Nishii, 2004)
The AMO model (Boxall and Purcell, 2003: 20) states that performance is a function of Ability + Motivation + Opportunity .This is not just about the question of what sort of policies and practices are required for AMO to be successful, it relies on discretional behaviour.

[bookmark: _Toc78832671]2.5  Frameworks

The Five Conversations Framework (Baker, 2013)
Baker (2013) views the more traditional appraisal to be outdated and considers ‘that new approaches need to be applied……..which are much more flexible, informal, innovative and unpredictable’.  To support this, Baker provides his Five Conversations Framework which is based on five conversations.  Topics suggested:.  
· Job satisfaction and commitment
· Training and Development
· Improving efficiency and effectiveness
· Improving individual performance
· Longer term career aspirations
[bookmark: _Toc78832672]3. Methodology 

It was decided to adopt the interpretivism position for the research philosophy as this was to cover an area that required an empathetic stance to be taken which is a crucial element of the interpretivist epistemology Saunders et al (2007). 
The research strategy was to interview key personnel and to analyse data held within the performance management system – the Development and Assessment Profile (DAP). The main purpose of this was to develop as full an understanding of the issues/solutions as possible Punch (1998).
A mixed research approach was taken which included both primary qualitative research and primary quantitative research.  The primary qualitative research used semi-structured interviews in relation to other performance management systems, for feedback in respect of the DAP and to ascertain how effective the DAP was in terms of managing performance.   The primary quantitative research used data analysis to establish how the DAP is currently being used.
  
[bookmark: _Toc361474041][bookmark: _Toc78832673]3.1 	Interviews
Interviews took a semi structured format so that the author was able to illicit as much information as possible and to probe answers given.  The interviews looked to:
· Explore the options being used external to Dyfed-Powys Police
· Understand the issues experienced by DAP users
There have currently only been 4 interviews conducted to explore other options to the DAP.  One was with Thames Valley Police, a Force that that uses a system considered to be Best Practice by the College of Policing and 3 in relation to development of Trent to manage performance.  This area needs further work.
In addition, 12 interviews were conducted to establish the issues experienced by DAP users, 11 via Skype and 1 face-to-face, with staff/officers at various ranks/grade with the majority from Ceredigion Division.  The rationale for selection was to obtain views from a supervisory aspect at varying levels and as a general user.  The pressures of the pandemic dictated the Division.
[bookmark: _Toc78832674]3.2 	Data Analysis
A report was run within the DAP to provide data which could be analysed to establish the following:
· The stages officers/staff were at for each Police Division and Headquarters
· A breakdown of Headquarters departments
· Key Departments in terms of DAP compliance
· Police officers verses Police staff

The report was run on 28th July 2021 - 11 months into the DAP year.  

The data was exported into Excel and analysed using the filtering function within the programme.

The confidence in accuracy was deemed to be high.
[bookmark: _Toc78832675]3. 1	Ethics
The ethical issues in respect of this research related to anonymity.  This was assured in each interview.  The analysis of data ensured that all names were concealed prior to selection and remained so throughout the analysis.   
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4. Findings/Discussion

Although limited time has been provided to establish alternatives to the DAP, the following has been determined:
· The system in place defined as ‘Best Practice’ within Thames Valley Police is no longer used as it was considered too bureaucratic and consumed too much time with little benefit.  This system has been replaced by a bespoke one page solution.
· The only change to Trent in terms of performance management is a ‘Check-in’ Solution.  This needs to be explored in greater detail but appears to be similar to the 1:1s in the DAP
The feedback from interviews in relation to the DAP is captured in Appendix C.  The main issues identified were:
· There is a lack of training for both the individual and supervisor on how the DAP is to be used
· The DAP needs to be simplified as it takes too long to complete
· The purpose of the DAP is not clear
· The information stored is not easily available
· Nobody looks at it apart from those who need to rate it – no quality assurance

This appears to be supported by the data analysis which looked at the completion of DAPs in the last month prior to closing.


The above chart illustrates the stages each Police Division and Headquarters were at in July 2021.  The expectation would be that all DAPs should be at the End of Year Review stage given that only one month remained before closure.  Both Headquarters and Carmarthenshire had the lowest percentage for this stage.

Due to the numbers employed in Headquarters, it was decided to break this down further to see what impact separating CID and the Specialist Operational Units had.  As can be seen, this made the figures worse (45.57%) and demonstrates that office-based staff were less likely to have completed their DAP by the end of the DAP year.


Even more surprising was when the key departments were reviewed (see above) who would be expected to be involved in compliance.  One of the reasons this could be the case is that newly appointed staff are not expected to complete a DAP as there is a separate probationary process. Another reason could simply be that the DAP process is not valued.


Another comparison was made between Police Officers and Police Staff as it may be thought that Police Staff would have greater opportunity to meet with their supervisors to complete the DAP, however, this is not the case as a greater percentage of Police Officers were at the End-of-Year stage.
Armstrong (2016) questions whether reviews can ever be objective given the relationship between an individual and their supervisor but suggests that effective training and regular evaluation of how the reviews are working in practice could help to improve performance management.
The above focuses purely on quantity rather than quality.  The following results are for the qualitative data analysis which provides greater insight to the value of the DAP.  A total of 60 DAPs were reviewed from the 1356 at the End-of-Year Stage (5.16%).




It is clear that not many 1:1 meetings are taking place.  A focus needs to be placed on continuous feedback to strengthen motivation (Glasser, 1990).



When reviewing the evidence, a determination was made to whether that evidence supported the grading given at the Interim Review Stage.  As can be seen in the chart above, only 59.42% contained sufficient evidence to support the given grading.  No grading was given to 2.9%.




	Objectives and Reflective Journals

	Average Number of Objectives Set
	4.7

	DAPs with Reflective Journals
	39.13%

	Range of Reflective Journals
	0 – 19

	DAPs with 0 Reflective Journals
	43

	DAPs with 1-2 Reflective Journals
	11

	DAPs with 3-9 Reflective Journals
	12

	DAPs in excess of 10 Reflective Journals
	4



The table above outlines the number of objectives set and reflective journals completed.  The minimum number of objectives required is 3 strategic and 1 personal objective.  The average was 4.7.  The objectives were generic and would benefit from being more specific and set at a higher level as set out in Locke’s Goal Theory.
When looking at the reflective journals, the majority (60.87%) did not use Reflective Journals.
The 4 identified as having excess of 10 reflective journals were using these to store evidence and referred to these in the Interim Review.  No other information was provided for the Review.


The evidence was also examined to consider the quality.  Equal numbers were given for both unacceptable and good.  Those deemed unacceptable were either statements rather than evidence or had very little, if any, write up at all.


[bookmark: _Toc78832677]5. Conclusions 

There appears to be little confidence in the DAP process with no clear purpose (Guilfoyle, 2013) and therefore it is unsurprising to find that this is only completed as a ‘tick-box’ exercise.  

The systems approach to performance would ensure that the focus turns to that of development and continuous improvement, aligned to purpose, with managers enabling these changes to occur (Seddon, 2008) and thus help to increase individual motivation (Glasser, 1990) through regular feedback . 

The DAP has the ability to support this but needs to be simplified to ensure the purpose is not one of completing a performance review (2008) but adds real value to the organisation.
[bookmark: _Toc78832678]6. Recommendations for change

· Simplify the DAP process and provide purpose
· Provide training to all staff
· Introduce a quality assurance process
· Change objectives to focus on achieving strategic objectives as a team (Becker et al, 1997) against overall purpose (Guilfoyle, 2013)
· Managers to change focus from managing staff to managing the organisation (Seddon, 2008)

[bookmark: _Toc78832679]7. Limitations

Only a small sample size representing 5.16% was reviewed in terms of quality which has provided some insight into how well the DAPs are being used but does not provide a full picture. 
Time limitations have also applied to this research due to the demand on the HR Team which created a delay for the commencement of some activities.  This resulted in some information being missing from the report and further work required in terms of the alternative systems for recording performance management.   
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[bookmark: _Toc78832682]Appendix A – High Performance Work Systems

	Command and Control Thinking
	
	Systems Thinking

	Top-down hierarchy
	Perspective
	Outside-in, system

	Functional 
	Design
	Demand, value and flow

	Separated from work
	Design-making
	Integrated with work

	Output, targets, standards: related to budget
	Measurement
	Capability, variation: 
related to purpose

	Contractual
	Attitude to customers
	What matters?

	Contractual
	Attitude to suppliers
	Cooperative

	Manage people and budgets
	Role of management
	Act on the system

	Control
	Ethos
	Learning

	Reactive, projects
	Change
	Adaptive, integral

	Extrinsic
	Motivation
	Intrinsic


Seddon (2008)
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· Recruitment and selection process which is both rigorous and sophisticated
· Large investment in training and development
· Relatively high levels of pay or reward
· Fair internal promotion systems based on merit
· Team-based work approaches which empower them to meet their objectives and to identify and implement change
· Grievance procedures that are fair and transparent without fear of repercussion
· High level of employee participation to determine the organisation’s policies and practices
· Transparency in the sharing of information regarding issues experienced by the organisation and of its future plans (required for participation)
· An effective performance review system which identifies the goals set that helps to meet the strategic objectives
· Flexible working practices to allow efficient deployment and rapid adaption to meet new opportunities
· Job security to underpin commitment and engagement, strengthening psychological contract
· A high level of personal wellbeing through provision of a good work-life balance
· A high degree of harmonisation, provided by equitable rules and terms and conditions regardless of status or rank
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[bookmark: _Toc78832685]Feedback Obtained from interviews with Supervisors Across Ceredigion Division:
· Training is not provided to either Supervisors or Individuals in how to complete the DAP
· All supervisors should be given couching/mentoring training 
· Training to help with ‘difficult conversation’ ie performance
· The DAP could be more streamlined
· Too linear – you can’t go beyond the stage your at
· You cannot complete a 1:1 until the objectives are set
· Line Manager cannot see what is in the evidence basket
· Second Line Managers cannot see the DAPs of the individual, yet they are expected to approve the final rating
· There’s no quality assurance – nobody else looks at it
· PRP is expected in April but if you’re at the top of your grade, you are exempt
· Increments in pay is scattered across the year depending on when you started
· There needs to be a link with Payroll
· Objectives need to include actions – how is this to be achieved – feeds into the 1:1s
· 1:1s are not being used as there’s too many places to record things – Supportive Plan, Action Plan, Development Plan – it’s confusing – what goes in/what doesn’t?
· DAP should belong to the individual and not controlled by the Line Manager
· Reports not specific enough for Supervisors – cannot search for one team, can only see what stage individuals are at
· Delays in access to individual records when posting to another role
· Needs to be simple and quick – not overcomplicated
· Greater focus should be placed on 1:1s
· Greater focus on objectives as opposed to core competencies
· Ability to allow others to provide feedback directly to the DAP
· Not used by anyone other than the Line Manager
· Not used for promotion boards
· What is the actual purpose of the DAP – is it just a tick box exercise?
· Needs to be able to record development needs so L&D can provide the courses at the right time (L&D to capture data remotely)
· Focus to be placed on Frontline not HR – if it works for officers on the ground it would work for HR
· An area is needed to record Certificates, Awards and Achievements
· To include an Expression of Interest which can be automatically supported by 1st and 2nd Line Managers
· A Pen Picture to be included



Intended Practices


Actual Practices


Perceived Practices


Employee Attitudes


Employee Behaviour







Stages of the DAP on 28/07/2021
Not Started	Carms	Cered	Pembs	Powys	HQ/Depts	0.14193548387096774	0	1.8957345971563982E-2	3.2258064516129031E-2	7.1889400921658991E-2	Objective Setting	Carms	Cered	Pembs	Powys	HQ/Depts	9.6774193548387101E-3	0	0	0	4.6082949308755762E-2	Interim Review	Carms	Cered	Pembs	Powys	HQ/Depts	0.29677419354838708	6.7669172932330823E-2	0.12322274881516587	5.5299539170506916E-2	0.25345622119815669	End of Year Review	
Carms	Cered	Pembs	Powys	HQ/Depts	0.55161290322580647	0.93233082706766912	0.85781990521327012	0.9124423963133641	0.62857142857142856	



DAP Stages Showing Further Breakdown of HQ 
(Includes CID and Specialist Operational Units
As of 28/07/2021
Not Started	Carms	Cered	Pembs	Powys	HQ/Depts	CID	Specialist Units	0.14193548387096774	0	1.8957345971563982E-2	3.2258064516129031E-2	6.8354430379746839E-2	8.130081300813009E-3	7.407407407407407E-2	Objective Setting	Carms	Cered	Pembs	Powys	HQ/Depts	CID	Specialist Units	9.6774193548387101E-3	0	0	0	3.5443037974683546E-2	0	2.4691358024691357E-2	Interim Review	Carms	Cered	Pembs	Powys	HQ/Depts	CID	Specialist Units	0.29677419354838708	6.7669172932330823E-2	0.12322274881516587	5.5299539170506916E-2	0.44050632911392407	3.6585365853658534E-2	0.24074074074074073	End of Year Review	
Carms	Cered	Pembs	Powys	HQ/Depts	CID	Specialist Units	0.55161290322580647	0.93233082706766912	0.85781990521327012	0.9124423963133641	0.45569620253164556	0.95528455284552849	0.66049382716049387	



DAP Completion for Key Departments in Terms of DAP Compliance as at 28/07/2021
Not Started	Professional Standards	ACPO	OPCC	People Services	0.04	7.1428571428571425E-2	0.34210526315789475	9.8039215686274508E-2	Objective Setting	Professional Standards	ACPO	OPCC	People Services	0.16	7.1428571428571425E-2	0.21052631578947367	5.8823529411764705E-2	Interim Review	Professional Standards	ACPO	OPCC	People Services	0.32	0.5	0.15789473684210525	0.45098039215686275	End of Year Review	
Professional Standards	ACPO	OPCC	People Services	0.48	0.35714285714285715	0.28947368421052633	0.39215686274509803	



Police Officers V Police Staff in respect of DAP Completion as at 28/07/2021
Not Started	Police Officers	Police Staff	6.3229571984435795E-2	7.0346320346320351E-2	Objective Setting	Police Officers	Police Staff	1.264591439688716E-2	4.3290043290043288E-2	Interim Review	Police Officers	Police Staff	0.19066147859922178	0.23593073593073594	End of Year Review	
Police Officers	Police Staff	0.7334630350194552	0.65043290043290047	



1:1 Meetings held With/As Supervisor for those at the End of Year Stage
1 or 2 Meetings	
1:1s With Supervisor	1:1s As Supervisor	0.67567567567567566	0.2	Over 2 meetings	
1:1s With Supervisor	1:1s As Supervisor	0.32432432432432434	0.24	



Evidence to Warrant Grading

Yes	No	Ungraded	0.59420289855072461	0.37681159420289856	2.8985507246376812E-2	

Evidence Provided at Interim Review Stage

Unacceptaable	Acceptable	Good	0.37681159420289856	0.24637681159420291	0.37681159420289856	

