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[bookmark: _Hlk136167946]What kind of a leader are you? On the slide is a Model by Hersey and Blanchard who presented four primary leadership styles:​
Directing: the leader tells employees what to do, how to do it and when.​
Coaching: Involves more back-and-forth between leaders and employees. Leaders "sell" their ideas and message to get employees to buy into the process.​ 
Supporting: The leader offers less direction and allows employees to take a more active role in coming up with ideas and making decisions.​
Delegating: This style is a less involved, hands-off approach to leadership. Employees tend to make most of the decisions and take most of the responsibility for what happens.​ (Hersey et al, 2001 pp182-87)
When a new employee starts or a new project is launched, a more ‘telling’ style may be required, but as the individual/team learn there would be a shift to delegating, therefore this theory offers flexibility to lead according to the situation (Cherry, 2023). If an experienced employee was being ‘told’ what to do constantly their autonomy would be impacted, affecting their psychological contract leading them to possibly leave their role.
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[bookmark: _Hlk136178453]Command and Control usually found in hierarchical organisations e.g., Military, Police, Local Authorities. Glazer (2019) believes that this method of leadership is ‘finished’, as it stifles the flexibility that employees demand in the 21st Century.
Transformational leadership is where ‘leaders create high levels of motivation and commitment by generating and communicating a clear vision, and often, appealing to higher ideas and values amongst followers’ (Rees et al, 2009 p92). What if the vision doesn’t align with values? 
[bookmark: _Hlk136184515]With authentic leadership the leader shows their true self to their subordinates. Highlights all that shimmers is not gold, but that ‘illusions can be powerful’ and can have positive outcomes on followers’ attitudes and behaviours (Rees et al, 2009 p94).
Compassionate leadership – 5 attributes required for compassion in the workplace are being alive to the suffering of others, not judging, tolerating personal distress, being empathetic and taking appropriate action. A compassionate leader must encourage and demonstrate compassion throughout the organisation, beginning with the culture (CIPD, 2020). 
Servant leadership views the leader as ‘a steward rather than a commander’ who puts the needs of the organisation, employees, and the society(ies) they serve foremost (Rees et al, 2009 p95).
Distributive leadership puts leadership as the centre point instead of the leaders themselves and leadership is a group rather than an individual role. The approach has been dubbed ‘consultation and consensus’ and would facilitate leadership development across an organisation. (Business Balls, no date)
Resourceful Manager (no date) highlights characteristics of successful leaders. Martin Luther King was successful in winning public hearts and minds. Which style do you think he had? Mainly servant but utilised transformational and authoritarian when required. Winston Churchill also exhibited more than one style. What do you think they are? They changed dependent on his task, being collaborative when working with his allies but transformational when leading the British public.   
Forbes (2022) examples negative behaviours that today’s leaders show: multi-tasking during meetings as it can demotivate their teams, problem solving instead of empowering teams to solve it themselves, stifling development and perpetuating negativity which can do lasting damage to team morale and company culture. 
[bookmark: _Hlk135908151]Political behaviour is a discretionary influence attempt that is aimed at protecting the self-interests of individuals and units (Bhatnagar, 1992). He surmises practicing political behaviour is favourable otherwise it wouldn’t be done. There is evidence of short-term benefit, further research is required to determine its long-term worth and associated risks (Bhatnagar, 1992). 
CIPD highlights that good management development programmes should include and promote inclusive leadership behaviours. Certain values or traits namely honesty, integrity and strong moral principles are a desired base for leading others therefore individuals with these traits are targeted for development with some approaches. (CIPD, 2022ab) Managers also need to feel comfortable in raising training requirement with their own Managers where necessary.
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Psychological safety is ‘a shared belief by members of a team that the team is safe for interpersonal risk taking’ according to Amy Edmondson (Evans, 2022).  Evans reports that psychologically safe teams take risks, voice opinion, are creative and test theories without fear and are the building blocks of a high performing team.
Employees psychological safety comes from their psychological contract and is a core task of management believes Guest et al (2006). There is no definitive list of what’s covered by the psychological contract, but job security, career prospects, training, development, perceived fairness of pay and benefits are accepted inclusions. An employee must feel psychologically safe to perform and engage at work (CIPD, 2022). 
People professionals need to create and apply the employer brand, effective communication and measuring employee attitudes etc however you as line managers must support these efforts by enabling policies and practices, 'bringing them to life', enabling learning solutions, identifying learning needs, and embedding learning in the workflow, control the workflow by managing workloads and collaborating with people professionals to support change (CIPD, 2022a).
The psychological contract is fluid, and impossible for the employer to know what health it is in (Furnham, 2005 p758) until there is a breach of the contract (Guest et al, 2006) which can lead to negative job satisfaction, less commitment, decreased performance and higher turnover (CIPD, 2022).
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Read slide
Furnham (2005, p502) outlines:
· Each member contributes to achieving objectives by performing a functional role (professional/technical knowledge) and a team role.
· An optimal balance in both functional and team roles is needed, depending on the team’s goals and tasks
· Team effectiveness depends on the extent to which members correctly recognise and adjust to the relative strengths within the team (available expertise and team roles).
· Personality and mental abilities fit members for some team roles and limit their ability to play others.
· A team can deploy its technical resources to best advantage only when it has the range and balance of team roles to ensure sufficient teamwork. 
Wilshere (2023) advises utilising Belbin’s theory will help ‘managers in transitioning from competent process managers to great people managers’. The Manager must be aware of their own flaws before helping others. Wilshere (2023) believes that Belbin’s theory can help Managers with who to recruit, promote, resolve conflicts, and assist with broaching the subject of career development with employees. Wilshere (2023) outlines that 27 studies have tested Belbin’s team role model with five studies presenting ‘negative findings’.
Lewin’s work is integral to effective management practices. Positive dynamic teams trust each other, work towards a collective decision and practice accountability. A group with poor dynamics individuals’ behaviour is disruptive, leading to lack of cohesion and decisions or wrong decisions (MindTools, no date).
Causes of poor group dynamics include weak leadership, if the leader doesn’t lead a dominant team member may take charge leading to loss of direction due to infighting and lack of focus on the priorities. It can go too far the other way too with team members wanting to be seen to agree with the leader and therefore don’t share their own views (Mind Tools, no date). 
Resolution for the above problems comes from knowing your team, understanding the phases it’ll go through by reviewing Tuckman’s model (Emma-Louise, 2022) which will equip you with the ability to foresee the problems. If a problem occurs, a quick resolution is required by the leader (Mind Tools, no date).  
For both Lewin and Belbin’s models to work effectively, employees need psychological safety. Gleeson (2023) outlines that ’leaders who show vulnerability and openness’ will foster the same behaviour within their team and is a key ingredient of a high performing team. 
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Since the COVID pandemic, (bullet points on presentation). Whilst Managers adapted to staff working from home, hybrid working brings further challenges and effective people management will be required including the practical management of hybrid arrangements, e.g., managing hybrid working requests, managing new ways of working, coordinating, and managing hybrid schedules and meetings reports CIPD (2022). 
Hybrid employees who have better contact with their line manager have improved health and wellbeing. Completing Exercise 5 would be useful development for Managers on building and sustaining relationships (CIPD, 2023).
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1st point on slide. 
This formula encapsulates all leavers whatever their reason for leaving. To get greater clarity it’s better to calculate the voluntary turnovers as that tends to have the most negative impact on the business as they were not expected (CIPD, 2021a). 
Costing employee turnover can be seen on the slide. The main costs are administration of the resignation, recruitment, and selection costs, covering the post whilst it is vacant, induction costs (CIPD, 2021a).
Cultivating a culture of psychological safety helps retention with a 27% reduction in turnover by companies who have high psychological safety (Monet, 2021).
CIPD (2021a) advises finding out the answers to the following questions and using the data to develop a costed retention strategy Why are employees leaving? Who is leaving? A particular team or demographic more likely to leave? The impact of employee turnover on the organisation including costs. 
The following can all play a part in improving retention (CIPD, 2021a) Flexibility, fairness, monitoring well-being, succession planning and listening to the employee voice.
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Ongoing challenge of the need to attract and retain talent in the face of limited supply – tight labour market, (ONS, 2023) showing UK employment rate at 75.9% and unemployment at 3.9% for January to March 2023 which makes a difficult employer market.
Cholteeva (2023) outlined research that 1 in 7 UK workers will look to move roles in the next 6 months, with better pay in the cost-of-living crisis being the driving force for 34% of them with 7% looking for a better pension.
Pull indicators derive from the positive attraction of employment elsewhere. Employees are often happy in their current roles and employers will not gain much by attempting to enhance the job satisfaction of the employee. Organisations need to find out what their employees really value and what they want from their careers and then act upon the data that they collect (Taylor p319).
Push factors derive from an employee’s belief that something’s not right with their current employment. The reason for employee’s dissatisfaction needs to be addressed, how it is done will be dependent on the dissatisfaction. If the employee cites supervisor incompetence as the reason for leaving, then perhaps a revision of the supervisory training course is required to resolve the problem (Taylor, p320).
Theory suggests that exit interviews should work well as a diagnostic tool to inform the retention strategy however it’s dependent on the accuracy of the data (Taylor, 2019). Macafee (2007) highlights if organisations approach exit interviews correctly, they’ll be able to retain their most valued employers. CIPD (2021a) suggests that the interviewer shouldn’t be their current line manager or an individual who will write them a reference in future with the assurance of confidentiality being sacrosanct. The timing of the interview is important, Taylor (2021, p328) suggests a week before the employee leaves as an optimum time to interview. Stayer’s interview is an attractive in theory but not widely utilised notes Taylor (2019, p331). Perhaps because they are unlikely to inform why people leave but will give an insight into retention issues. 
Reward can encompass monetary recompense and non-pay benefits, but any strategy needs to reflect the organisation’s values and be based on what attracts and inspires current and future employees ensuring the strategy can be met (CIPD, 2022c). Total reward is the term used to cover the breadth of work that contributes to reward strategy. It has many advantages including helping to attract, retain and motivate employees however research shows that failure of line managers to support the strategy the plan will fail (CIPD, 2022d). 
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The Silent Generation, Baby Boomers, Generation-X, Millennials and Generation-Z are all in the workforce. Managers are facing the challenge of how to balance different demographics who all valued the same benefits, flexibilities, and opportunities (Kelly, 2023). Leaders need to communicate with the employees to discover the tools they require to succeed, what their expectations are to understand their mindsets. By setting cliches aside and having these conversations, you can learn from all generations (Kelly, 2023). 
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Managing unsatisfactory performance is underpinned by section 98 of the Employment Rights Act 1996 which is one of the five potentially fair reasons for dismissal. The act gives a definition that encompasses competence, health, and qualifications.
ACAS (2022) gives an outline of what process should be taken to comply with legal and ethical requirements. 
The employer needs to prove they honestly believed, on reasonable grounds, that the employee was incapable of performing their job and need to provide evidence that the Manager and they as an organisation did all possible to support the employee. (ACAS, 2022) 
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Employers may be required to make reasonable adjustments under the Equality Act 2010 to support employees with disabilities (CIPD, 2022e). This may be physical changes to the workplace, ordering specialist equipment or adjusted hours (CIPD, 2022f). 
CIPD (2022c) found that organisations tended to use a mixture of approaches to manage any absences and increase attendance. 
Trigger points are a popular approach for managing long and short-term absences with 75% of organisations using it for short-term absences and 74% for long term absences. Absence reviews are utilised by 78% of organisations for short-term leave and 83% for long-term absences. Occupational Health referrals are utilised by 69% of organisations as an approach to managing long term absences (CIPD, 2022c).
Most organisation look to line managers to take the lead on managing long and short-term absences however there is a training shortfall as only 60% provide training in handling short-term absences and 65% provide training for managing long-term absences (CIPD, 2022c).
Leaveism is when employees take their annual leave to work if they are unwell or working outside contracted hours (CIPD, 2022c), 67% of organisations reporting instances of leaveism.
Presenteeism is employees working whilst they are unwell to do so. CIPD (2022c) reports 86% of organisations had observed presenteeism within the workforce.
Both need to be taken seriously as they’re underpinned by two pieces of legislation namely the Health and Safety at work Act 1974, the Working time regulations 1998.
The Health and Safety at Work Act denotes that we as an employer have a duty of care to ensure the health, safety, and welfare at work of all out employees and anyone else who may be affected by our employees’ activities. (HSE, 2023)
Lewis et al (2020, p220) advise that regulations 13 and 13 A of the Working Time Regulations Act 1998 states that an employee is entitled to 5.6 weeks paid leave per year pro rata.
ACAS (2023) outlines that in accordance with the working time Regulations 1998, what rights employees and workers have in terms of rest and breaks.
Steps taken by organisations to discourage leaveism and presenteeism include better guidance for employees, fostering a culture based more on outputs than inputs and providing training for Mangers to spot the warning signs. (CIPD, 2022c)
Leaders can role model by not working when ill, asking employees who are unwell to take time off and investigating the potential causes by discussing with employees. (CIPD, 2022c)
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Read slide
Barclays implemented a pilot of software that was aimed at collecting data on computer usage to assist with promoting more productive work practices. A whistle-blower reported that the pilot was causing high levels of stress and anxiety (Silvester, 2020). 
There are both positives and negatives to the practice.
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“Coaching is a development intervention designed specifically to improve a person’s skills and knowledge with the aim of improving their work performance” (Horn, 2009 p465)
“Mentoring is a long-standing form of support and training that helps to develop people in the workplace” (Horn, 2009 p466)
Coaching and mentoring are terms you will have heard before and perhaps you have previous experience in the field. Furnham (2005, p464-465) doesn’t believe that ‘coaching delivers its impressive promises’ however Crowley et al (2021) show that coaching was arranged or funded for the employees in 40% of organisations a fall from 2020 due to COVID but organisations must see a benefit to invest. 
Gleeson (2023) encourages leaders to invest time resources and mentorship into their teams to show them how much you value them and want to see them grow and succeed. 
Mentor and mentoree mutually agree a plan whereas with coaching the more experienced leads and coaches the less experienced employee. Mentoring is for mutual support and guidance based on a personal need while coaching is focused on an aspect of work performance and shouldn’t deal with counselling, health, or wellbeing issues. Coaching is a closely defined process with specific timescales, output measures and a plan to performance whilst mentoring is a more informal arrangement with ad hoc meetings. (Horn, 2009 p 466-467)
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GROW Model – simple, to be used as a framework to support coaching approach – best used to help team members to improve performance (Forbes, 2022a). 
OSKAR Model – solution based and is designed to concentrate on the solution rather than the problems causing it (Forbes, 2022a). 
16.
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The effectiveness of performance appraisals
Executive summary 
This report presents and discusses the effectiveness of performance appraisals by looking at why appraisals are done, some of the different methods of monitoring performance and appraisals. 
The author has collated some differing views regarding the value of appraisals and how their outputs differ within sectors. There are models of influence presented along with views on how to influence, persuade and negotiate with 
Given the restricted wordcount, this report provides a limited overview of the effectiveness of performance appraisals and a more thorough report could be provided were it not for the restriction.
Introduction 
Performance appraisals have been present in one form or another for over a century if the graphic below is to be believed. An important element of the performance management processes, appraisals give the opportunity for Managers to support professional growth and improvement along with possible contribution to pay, bonuses, promotions, and redundancy in some cases (CIPD, 2022a).   
During appraisals there is the opportunity for a manager to discuss the employee’s performance with them after the manager has completed an assessment of the employee’s performance. CIPD (2022c) notes that the wisdom of performance reviews has been questioned lately and the main changes driven from that seem to be minimising focus on what’s gone before, the process and the appraisal and increasing the focus on high quality conversations and focus on the current challenges as opposed to those that have passed. More of a shift from accountability to a more developmental appraisal system perhaps?
[image: ]  (Cappelli et al, 2016)
Main findings
Variety of methods
There are numerous types of appraisals, but they can be split in to two methods, those geared towards measuring the output of the employee and those geared towards measuring the input that the employee provides. There has been a tendency to combine both to attempt to get dual benefits (Rees et al, 2013) however there is little evidence to suggest that this works and CIPD (2016) suggests separating the two to focus on one at a time. 
Ratings are used in some companies to measure performance however the number is reducing. General Electricity moved away from the “rank and yank” system in the 2000’s and by now have moved away from annual performance cycles as well (Nisen, 2016). CIPD (2016) reports that performance ratings can work however there are caveats, including avoiding using forced distributions and opt for scales with more categories. The report goes on to highlight numerous forms of manager bias but highlights that there are methods to solve them but importantly, ensuring manager accountability for the ratings they give will generally reduce the bias. 
Strengths-based concentrates on the output of the employee’s efforts and celebrates the areas where they excel to empower them to continue developing and apply their strengths to other areas of work (CIPD, 2022a). In their journal, (Kluger et al., 2010) have guidance to Managers on how to structure a strengths-based conversation which includes the skills that the manager needs to apply including active listening. A CIPD (2017) report on a trial of strengths-based performance management in the public sector did not produce a ‘statistically significant’ finding of the manager’s views on the impact of the conversations, however 9.7% of employees felt the conversations had a positive impact on their learning and development (up from a baseline of circa 52%). 
360 feedback has been brought to the fore after Netflix decided to use this method instead of appraisals. All employees can provide feedback on all other staff working for the organisation using a test box which is not anonymised and nor does it influence pay in Netflix’s case (McCord, 2014). The 360 method has been popular in Netflix with an overall rating of 4.3 start and 86% of employees would recommend the workplace to a friend (Glassdoor, 2023). 360 has shown to work well in a high-performance culture like Netflix, but would it automatically transfer to other organisations? CIPD (2022a) highlight that the 360 process can be unfairly influenced by colleagues or stakeholders who have a vested interest – positive or negative in the employee. It does suggest methods to try and minimise the occurrence of influence, however given the possible multiple number of respondents, it would only be possible to minimise the influence and not negate it.  
The value of appraisals
Cespedes (2022) notes that performance reviews are seen as time consuming, demotivating, inaccurate, biased, and unfair. If this statement is to be believed, why do we do them? Adams (2021) believes that there are two reasons, namely we can’t imagine an alternative and we do not know what else to do. CIPD (2016) disagrees and says that research demonstrates feedback generally contributes to performance. Armstrong (2016, ch. 9, p. 4) notes that an appraisal in one guise or another is desirable, there have been numerous examples of companies rethinking their performance management operation. 
Baker (2021) outlines that in the next few years, there will be a shift away from annual appraisals to measure performance in a different way which includes incorporating personal goals, that Managers will no longer manage performance and that Team performance will be a separate focus.
More variety?
Variety in the output of performance appraisals can be found not only between the public, private and third sector, but also within the sectors themselves. Public sector varies with the NHS (NHS, 2019) and Local Authorities (LGA, 2013) having Pay Progression as standard and not linked to performance but not performance related pay, but Civil Service staff have access to annual bonuses dependent on performance (Clyne et al 2023).  Taylor et al (2021 p,225-226) views Performance Related Pay (PRP) as ‘one of the most significant developments in the field of reward management in recent times’ and in general views its introduction as a positive in improving performance of individuals and corporately. 
How to use models of influence
The Department of education’s employer skills survey 2017 showed that People and personal skills related to ‘management and leadership’ were commonly reported to be lacking, with 35% of respondents noting their employees had skills gaps with regards to persuading and influencing others (DOE, 2018). The skills gap identified affect processes and services (CIPD, 2019) including appraisals.
Gleeson (2016) has put forward the model ‘Leadership and the 7 I’s for influencing others’. A former US Navy SEAL, he outlines that there must be brutal honesty and to succeed you must identify the results you want, illustrate your credibility, invest the time in getting to know who you need to influence, invite them to share ideas, investigate options that lead to common ground, intend an outcome that meets everyone’s needs and improvise as needed. 
Kambil (2017) have similar themes of planning where to invest your time and persuasion skills but go further by suggesting the RAG rating method as a way of informing what level of persuasion each stakeholder will require. Both approaches therefore apply the same principles as Mitchell et al’s salient model (1997) outlined by Nicolescu (2022 p86-88).
Ways to influence, persuade and negotiate 
Kambil (2017) reports that ‘ongoing investments in relationship building can generate the return of influence later when it is needed. You scratch my back, I’ll scratch yours. Of the three influence strategies Kambil (2017) proposes deal with resistance, gentle persuasion may be applied by ‘being direct, and thoughtful’ whilst communicating simply. Kambil (2017) offers two other influence responses, Trade-Influence without authority and Power play. These principles are transferrable to appraisals and recognising the influence needs early will yield success.
Stothart (2023) uses the motivation equation MC = Purpose + Commitment + Actionable to influence people to change. A leader can work with employees to inspire commitment and set actionable steps once an agreed purpose has been put in place which aligns to several of Cespedes’ (2022) steps, but Stothart (2023) has no mechanism for input from the individual as Cesedes does, only from the leader which implies that Stothart’s strategy is not conducive to effective two-way communication.
The role of people professionals as business partners 
CIPD (2021) highlights that HR and L&D both have a role to play in coaching business leaders to help them with the challenges that they face which includes the appraising of employees. The strategic skills that business partners have could be put into practice to review the organisation’s current appraisal process as per the BBC (CIPD, 2023). Business partners within organisations will need to understand four areas for this to happen, understanding the business model, getting insight from data, asking the right questions to the right people, and having the courage and confidence to challenge when required (CIPD, 2022b).  For that to happen Line Managers must be empowered and have the time to take forward HR processes allowing the Business partners to have the opportunity to act on a strategic level – a challenge that many companies are not meeting (Stevens, 2015). 
Business Partners would need to utilise a variety of problem solving and decision-making tools to establish the effectiveness of appraisals within their organisation. They would look at the academic literature and journals for the latest information on a topic, before utilising organisational data to determine the cause of the problem and offering solutions and their implementation (CIPD, 2022d).
It is imperative for leaders and business partners alike to understand the role emotions play in decision making and be prepared to utilise emotion-laden language when suitable according to West et al (2019, p5). They go on to highlight the importance of differentiation between integral and incidental emotions, and why integral emotions should be used in decision making. Ethically sound decisions can only be made when accepting the biases that we have as individuals (West et al, 2019 p6). 
Recommendations
HR Business Partner to review the current annual appraisal system that is in place. The appraisal model within the organisation has been in place since 2015 and does not include elements of the newly found ‘best practice’ regarding using their strategic thinking and organisational data coupled with the information provided in this report.
Review the use of continuous feedback, based on a series of short conversations around the cases /issues of the day where Managers give positive feedback and encouraging reflective practice like the Signs of safety model of what are we worried about, what’s working well and what needs to happen (Signs of Safety, no date)
Conclusion 
There will always be a need for a way to measure the performance of individuals, teams, and organisations alike so that objectives can be met, performance will improve, and the value of each employee is maximised (CIPD, 2022). Given the options available, the debate will rage on, but organisations need to appraise in the manner which aligns best with their organisational needs. 
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| 1950s Social psychologist Douglas McGregor argued
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goal setting.
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splitting appraisals into separate discussions
about accountability and growth, to give
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] 1970s Inflation rates shot up, and organizations felt
pressure to award merit pay more objectively,
so accountability again became the priority in
the appraisal process.

] 1980s Jack Welch championed forced ranking at GE to
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performance.

] 2000 Organizations got flatter, which dramatically
increased the number of direct reports each
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| 2011 Kelly Services was the first big professional
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informal feedback.
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