[bookmark: _Hlk188895726]
Briefing Paper – Evidence-Based Practice
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Naturally, as humans we are prone to bias. Evidence-based practice is a systematic approach to making practical decisions based on the best available evidence is fundamental for effective outcomes, which helps to avoid such bias (Young, 2024). Decision making can be uncomfortable, therefore approaching it methodically can help ease the personal, unconscious bias. The term evidence-based practice often comes with a stigma of it being a complicated, longwinded box ticking exercise, but if it’s practiced effectively, evidence-based practice will help generate an organisations’ desired outcomes (Young, 2024). In fact, Rob Briner highlighted that after advising organisations or people professionals on evidence-based practice, they’re often surprised at how straightforward the process is (Green, 2024).

Naturally, humans are prone to bias and heuristics. In fact, a report conducted by the CIPD found that humans rely on “automatic intuitive thinking for efficiency” (Gifford, 2014 p.9) which supports Rob Briners argument on solutioneering, whereby humans create a solution before fully understanding the problem (Green, 2024). This is problematic for a multitude of reasons, mainly that the issue can be revealed as more complicated than initially thought, or alternatively not even an issue (Green, 2024). 

The CIPD suggest 4 sources of evidence to help embody evidence-based practice, and Briner highlights the cruciality of this for the purposes of triangulation and contextualisation (Green, 2024):

1. Scientific Literature
2. Organisational Data (External and Internal)
3. Evidence from Professionals
4. Evidence from Stakeholders (External – suppliers, investors, shareholders and Internal – employees, managers, board managers)

According to Young (2024) and Gifford, Barends and Young (2023), these sources aren’t sufficient individually and should instead be used in conjunction. It’s recognised that it may not always be practical to draw on all 4 sources or to cover all thoroughly, however, being mindful of these sources helps assist better intentions and approach to organisational issues (Young, 2024).

Figure 1 - 'The 6 A's' framework developed by CIPD for evidence-based practice (Young, 2024)[image: A diagram of steps to a problem

Description automatically generated with medium confidence]

Once all relevant information has been collected from the respective sources, the evidence should be combined before deciding an outcome. Figure 1 is an infographic from the CIPD highlighting 6 ways of collating evidence, ensuring that the quality of evidence is not ignored (Young, 2024). Step 3, Appraising, varies depending on the source of evidence, however the same analysis is used to assess whether it’s credible, such as asking how it’s been gathered and if it’s biased in any way (Young, 2024).
 
Evidence-based practice ensures that decision making is based on fact which creates a stronger body of knowledge within HR, creating a more trusted function and profession and strengthens the credibility of professionals (Gifford, Barends and Young, 2023). 

A common misconception is that utilising evidence-based practice will force an outcome, instead it assists in making a better informed decision (Gifford, Barends and Young, 2023). Fundamentally, HR exist to safeguard the organisation and assist in solving complex organisational issues when they arise, while being conscientious, explicit, and judicious (Young, 2024 & Green, 2024).

Evidence-based practice is essential for informed decision making as it relies on research, data and professional expertise to address organisational issues, particularly in a HR context. When implemented, organisations use reliable evidence which ensures fairness and improves outcomes, which helps foster a better reputation as an organisation. To achieve optimal results, it’s crucial for HR professionals to understand and facilitate evidence-based practice (Gifford, Barends and Young, 2023).

4 sources of information and the 6 A’s. Leading organisation with its data.
Use Gifford, Barends and Young (2023)

Ultimately, evidence-based practice shouldn’t be limited to a few individuals to focus on but should be embedded into all people-practice professionals as a way of thinking. Briner reiterates that the purpose of Human Resources in any organisation is to help the business achieve their desired outcomes, and evidently, the best approach is through evidence-based practice (Green, 2024).
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Analysis within any organisation is a fundamental process for its successful operation. There are several analysis tools and methods that can be used to obtain accurate internal or external data, however it’s crucial for an organisation to recognise that not all tools will be the best fit for what’s needed.

One of the most popular analysis tools is SWOT (Strengths, Weaknesses, Opportunities and Threats) due to being straightforward, whilst not sacrificing on rich data. SWOT analysis is a planning tool which helps understand key internal factors (strengths and weaknesses) or external environmental factors (opportunities and threats) affecting an organisation within an organisation, (CIPD, 2024b Haan, 2024). Whilst SWOT is often used as part of a strategic or planning process, SWOT can also prove useful to decision-making (CIPD, 2024b).

Advantages – popular for a reason, it can be used as a quick or comprehensive management tool  Flexibility (CIPD, 2024b).

Flexibility is one of the many attributes that makes SWOT popular, as it can be used in many scenarios such as strategic planning or decision making (Haan, 2024). The value of SWOT is noted by Haan (2024) in that it offers self-assessment and management for an organisation. The suggested process for SWOT by CIPD (Haan, 2024) is:

1. Describe how the information is to be collected and by whom.
2. Identify appropriate sources of information.
3. Gather the information.
4. Plot the findings.
5. Identify the most important issues.
6. Identify strategic options.
7. Create a discussion document.
8. Discuss the findings.
9. Decide which activities are a priority in an organisational context.

This process itself is a data capturing exercise, therefore, analysis must follow after. Haan (2024) notes that whilst analysis can be straightforward, the strength of SWOT is exacerbated by experienced application, therefore involving experts such as HR professionals in certain contexts, would prove favourable. 

SWOT analysis could be used by an organisation to help better understand retention issues in a particular department through the method of exit interviews. Research conducted by Gallup (2024), found that higher rates of employee engagement correlates to less turnover in both larger and smaller organisations, therefore monitoring retention rates is imperative.

Interviews are particularly useful when researchers need to investigate a small number of issues in a significant amount of detail (Woodhams and Perkins, 2022a). For example, allowing HR professionals to gain insight into complex issues such as employee engagement or retention. Interviews as a method can be incredibly time consuming, therefore an analysis tool such as SWOT allows the process to be concise (Woodhams and Perkins, 2022a).

It’s argued that SWOT is deceptive in its simplicity (CIPD, 2024b Haan, 2024). To achieve a SWOT that proves beneficial and meaningful to the organisation, time and experience is required due to the possibility of deepened complexity. SWOT analysis can sometimes take an unexpected turn which can lead to an overwhelming amount of information, requiring a significant amount of time and effort to dissect (Haan, 2024). As a result, there’s an increased risk of getting impeded by this information which heightens the risk of improper analysis which leads to incorrect assumptions and/or outcomes. Making decisions based on these results could have severe consequences, this is why the CIPD encourage a collaborative effort with experienced individuals and advise to use SWOT in conjunction with other techniques (Haan, 2024). Nevertheless, the strength of SWOT as an analysis tool has been proven by research and in a suitable context, SWOT analysis can help organisations achieve a competitive advantage (Challinor, 2003 & Gallup, 2024).

Capturing SWOT is just the beginning of the process, data capturing. Strengths & weaknesses internal, opportunities and threats external. A collaborative approach to SWOT is recommended, as it can easily escalate into something much larger. Designating specific areas/information to team members not only captures a more powerful approach but helps to reduce the risk of  an intricate, and possibly endless inquiry. 

Nevertheless, all tools have their strengths and weaknesses, and it’s often recommended for a more complex analysis, such as strategic planning, to use a combination of two tools, such as SWOT and PESTLE.

Talent management is integral to ensuring that the organisation can successfully acquire and retain essential talent and ensuring that these employees are engaged. Ability to effectively address both issues is a fundamental determinant of organisational success (Christensen Hughes and Rog, 2008).
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Critical Thinking (AC1.3)

Critical thinking is a cognitive process which involves analysing and evaluating information objectively, to form a well-reasoned judgement. As a process, critical thinking is vital to HR and should be embedded in professional practice. The main principals are (Lamb, 2019): accuracy, relevance, depth, logic and fairness. 

1. Clarity
2. Accuracy
3. Precision
4. Relevant
5. Depth
6. Breadth
7. Logic
8. Fairness

Inevitably, these principals will help individuals develop a systematic approach to analysing information and making informed decisions. Within HR, critical thinking is crucial to all employee relations. Tim Coburn highlighted in a discussion with Lamb (2019) that critical thinking is a fundamental skill and should be at the forefront of HR professionals mind as it helps identify errors in reasoning, linking to evidence-based practice (Young, 2024). Critical thinking is particularly important when managing employee relations, for example, investigating a grievance.

For example, investigating a grievance or flexible working request.
Recruitment  ensuring decisions are made based on legitimate metrics rather than opinion of the candidate.

Critical thinking is constructive and not negative. Helps manage ambiguity  Facione (2011) critical thinking is being sceptical without being cynical.  it’s ok to be cautious. VUCA World (volatile, uncertain, complex and ambiguous)

Triangulation is a method that can be used to help better understand or embed the principals of critical thinking. Triangulation is a method whereby one uses multiple sources or perspectives to evaluate and validate information and arguments, ensuring the conclusions are well founded, embedding the principals of critical thinking (Lamb, 2019).

During a grievance investigation, the principals of critical thinking and method of triangulation should be used to form the process and ensure a balanced debate, where outcomes and ideas are based on specific merits rather than opinions. When a grievance has been raised, tensions are high, therefore it’s crucial to approach the situation in a timely manner, acknowledging any emotions or feelings that may be involved. HR need to ensure that grievances are approached impartially, ensuring that the grievance itself is clear to understand. During the investigation, information should be noted accurately and precisely, whilst ensuring that it’s relevant to the context. Then, the information should be reviewed with the investigating officer considering the depth and breadth of what’s been collated. When considering an outcome, HR should remind the investigator to focus on facts and consider logic and fairness. 

It's important for people professionals to acknowledge that critical thinking is often perceived as negative, rather than constructive. Being cautious is understandable, however critical thinking helps manage ambiguity often yielding a better outcome for all involved (Facione, 2011).

As humans, we have the tendency to appeal to history or popularity. Practicing critical thinking is the key to making informed decisions and engaging in debates that are free from bias and solely based on evidence. Ultimately, this helps reinforce the role and contribution of HR in an organisation (Lamb, 2019).
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Efficient decision-making is essential for achieving effective outcomes in both professional and personal contexts. Decision-making is crucial within the context of people-practice, considering that people professionals are involved with major organisational decisions such as recruitment and terminating employment. Humans are inherently exposed to heuristics and cognitive biases, therefore being equipped with tools and methods to combat these initial ways of decision-making will help these values become embedded into the professional. 

Heuristics are mental shortcuts, which are acknowledged as common errors within the key elements of critical thinking. Thinking critically and effective, evidence-based decision-making work in tandem to aid the best possible outcome. A common heuristic is the appeal to history, explained by Tim Coburn, (Lamb, 2019), whereby an organisation has always done a process one way, therefore that is involuntarily the solution, without considering if it’s practical or effective for the organisation. Therefore, decision-making models help professionals shape outcomes that are ethical and free from bias. Two widely recognised decision-making processes are the Six Thinking Hats model and the Kepner-Tregoe model.

Edward de Bono’s Six Thinking Hats model encourages a multifaceted thinking approach to decision-making. De Bono (2017) stresses that thinking is the “ultimate human resource”. Ironically, the mind and thinking can be our greatest and weakest asset. Especially within the context of people-practice, trying to think of too many factors at one time can often create a clouded judgement, usually resulting in an undesired outcome. De Bono’s model helps eliminate this by encouraging one to put on different ‘hats’, i.e. perspectives, which results in an all-encompassing understanding of the subject/focus point.

The Six Thinking Hats are broken down as follows:

· Blue Hat  Organisation and Planning.
· Green Hat  Creative Thinking.
· Red Hat  Feelings and Instincts.
· Yellow Hat  Benefits and Values.
· Black Hat  Difficulties and Dangers.
· White Hat  Information and Data.

This model is desirable as it can be used individually or collaboratively whilst both yielding an effective outcome. De Bono’s method helps avoid conflict as every viewpoint and criticism are considered (Stoilkov, 2023). An example of applying this model in a HR context would be implementing a new policy. A new policy that’s applicable to everyone within the organisation needs to be meticulously planned out to ensure its sustainable, effective and aligned with the goals the implementation set to achieve.

The Kepner-Tregoe model is another systematic decision-making methodology which is particularly useful in a situation where various factors need to be considered. Majority of organisations want to know how to be effective, and to be effective, organisations need to adopt thinking processes to avoid bias (Markopoulos et al., 2022). Often, different needs require different approaches to solve them effectively, therefore this model consists of a four stage, holistic process to help solve this:

1. Situation Appraisal.
2. Problem Analysis.
3. Decision Analysis.
4. Potential Problem Analysis.

Explain  context of a grievance.

Asking the right questions in the correct order stimulates the collection of information which is needed to understand the problem and subsequently find a solution (Markopoulos et al., 2022)

The efficacy of Kepner-Tregoe can be dependent on employee engagement and trust, therefore in some circumstances it may not be the best approach as the outcome could be inaccurate (Markopoulos et al., 2022).

Decision-making models such as Edward de Bono’s Six Thinking Hats and Kepner-Tregoe help improve critical, unbiased decision-making from people professionals, ultimately increasing their validity within an organisation. Ensuring that people professionals are equipped with these tools, helps promote self-sufficiency and professional development in stakeholders, particularly within a HR context (Stoilkov, 2023).
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Ethical practice within organisations is crucial, not only from a moral viewpoint but also, it’s what the emerging workforce desire. Minahan (2021) found that 86% of employees want to work within a diverse team and work for an organisation that prioritises outcomes over output. Ethics within people practice include safeguarding the wellbeing of employees and ensuring that values such as transparency, accountability and equity are implemented in all areas of the organisation, especially within processes such as recruitment, performance management and employee relations (CIPD, 2024c).

The CIPD have distinguished Eight Ethical Lenses (2015) to help aid people professionals to assess and navigate ethical dilemmas. Whilst these lenses aren’t created to represent a ‘right’ or ‘wrong’, they are imperative to understand to ensure that when needed, a decision can be made ethically and sensitively (CIPD, 2015).

Different ethical perspectives provide clear frameworks for evaluating and guiding moral decision-making, which dictates how individuals and organisations act in specific scenarios. Adopting an ethical ideology is a conscious process, however it can sometimes develop overtime subconsciously. Although, most organisations wouldn’t explicitly adopt one ideology and rather make decisions based on situational factors. Two largely recognised ethical perspectives are Deontology and Utilitarianism. 

Within Deontology, the ‘right’ supersedes the ‘good’, as there is an emphasis on adhering to moral principles regardless of the consequences (Alexander and Moore, 2020). However, Utilitarianism is a consequentialist theory, focusing on the consequences of actions, prioritising a decision that will maximise the overall happiness or wellbeing of those involved. This indicates that the morally ‘right’ choices are the ones that increase the ‘good’ (Alexander and Moore, 2020). Superficially, both ideologies sound extremist, but applying them in context helps one understand how common they are. 

For example, if an organisation was needing to make savings, a Utilitarian approach may consider redundancies as the first and best option. Despite unsettling some people, a small number of redundancies would mean the organisation could potentially survive, achieving the greatest good for the largest number of people. In contract, a Deontological approach would focus on individual rights rather than consider the organisation as a whole and ensure that everyone was treated with humility and given clear, transparent communication. Within Deontology, philosopher Kant advises that one should never treat people “merely as means”, therefore employees should not be treated as a means to the organisations economic benefit (Kranak, 2019).

Ultimately, both Deontology and Utilitarianism are designed to aid ethical decision-making with objective guidelines and principles, however, their differences outweigh their similarities. Integrating the two is a solution suggested by Alexander and Moore (2020) which can help achieve a balanced approach to aid decision-making. For example, implementing a policy within an organisation is not without its challenges. A combined ethical perspective would help decision-makers consider the outcomes of their actions on happiness and wellbeing, while respecting the moral principles and duties of everyone involved, which yields more thoughtful and comprehensive decision-making (Alexander and Moore, 2020).
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To monitor an organisations success, they must measure their financial and non-financial performance using various indicators. Financial performance can be measured by calculating Return on Investment (ROI), which allows an organisation to compare the financial benefits gained from employee training against the costs that were incurred. ROI is calculated by the following formula:



A good outcome from this calculation varies depending on the industry and specific goals of the organisation, therefore any positive figure would suggest that training investment is yielding benefits (Phillips, 2012). The net profit from training should include measuring increased productivity or revenue that can be attributed to the training. It’s important to recognise that in some organisations an increase in revenue may be indirectly related to training. For example, an increase in stakeholders buying into a Service Level Agreement due to an increased level of service which has been provided as an outcome of the training received. ROI is the most accurate way of proving the impact of training and is therefore a great metric to present to stakeholders and senior leaders to prove that training is an investment, not an expense (Phillips, 2012).

Unfortunately, due to a lack of understanding some organisations are apprehensive to calculate ROI due to fear, as they’re worried it could become a performance evaluation tool rather than a process improvement tool (Phillips, 2012). However, this is easily overcome by providing reassurance and better understanding to stakeholders and employees on what ROI is and how it’s beneficial.  Another common issue with ROI is that most training programs focus on learning outcomes, rather than results, consequentially causing employees to focus on measuring results by measuring learning. According to Phillips (2012), this creates a tremendous barrier in implementing the necessary change for the overall orientation and attitude within the HR department. Nevertheless, these barriers are easy to infiltrate providing the correct approach and education is provided, proving that education is often the answer.

Non-financial performance can be measured through employee engagement surveys. Employee engagement is difficult to define, however, Markos and Sridevi (2010) found that employee engagement is the result of a two-way relationship between employee and employer, pointing out that there are things to be done on both sides.

Employee engagement surveys can assess various aspects of employee satisfaction, commitment, morale and experience. As a result, these surveys can help organisations gauge the overall engagement of a workforce based on their feelings surrounding leadership, environment and opportunities for continued professional development. Research shows a correlation between employee engagement and organisational performance, based on metrics such as retention and customer loyalty (Markos and Sridevi, 2010). 

However, employees may be apprehensive to be honest through these mediums due to anxiety or lack of trust, which causes a risk for inaccurate data (Markopoulos et al., 2022). Due to this, employee engagement surveys should be completed regularly, and assurance should be given to teams and employees regarding anonymity and the reason for obtaining the data (Markos and Sridevi, 2010). Also, processes should be in place to encourage employee engagement and conversations within the organisation to ensure the surveys are capturing live data.

To measure success, organisations should use various metrics to assess their financial and non-financial performance equally, ensuring an accurate understanding of the organisation’s performance as a whole. 

Measuring financial performance can be done through a variety of metrics, but the most common for organisations in the private sector is calculating and analysing gross profit. Gross profit is the difference between revenue and the cost of goods sold (Stripe, 2024). Therefore, gross profit is a key indicator of operational efficiency and when calculated it results in a numerical value which is often converted into a percentage figure known as gross profit margin.

A higher gross profit margin indicates that an organisation is managing costs effectively, whereas a lower margin suggests that an organisation should negotiate better prices with suppliers or review production processes to make them more efficient (Stripe, 2024). 

Gross profit is limited as a measure of performance as it doesn’t account for other expenses such as operating expenses and taxes like net profit does (Stripe, 2024). Therefore, it’s recommended that gross and net profit are calculated in conjunction with each other, as they can give an overall insight to financial performance considering profitability and overheads (Stripe, 2024).

Non-financial performance is measured similarly across both private and public sectors, with one of the most common methods being customer feedback (Agag et al., 2023). Customer feedback can be gathered through various metrics such as Net Promoter Score (NPS). Agag et al (2023) studied the link between different customer feedback metrics and organisational performance and found a positive correlation between the two, noting a significant relationship between gross profit margins and customer satisfaction.

NPS measures customer loyalty by asking how likely they are to recommend the company to others on a scale, usually from 1-10. These customers are then categorised into promoters (9-10), passives (7-8) and detractors (6 or less). To calculate the Net Promoter Score, the number of detractors is subtracted from the number of promoters (Reichheld, Darnell and Burns, 2022). Whilst NPS has been proven to positively influence variables such as gross profit margin (Agag et al., 2023), it has been used as a ‘vanity statistic’ by some organisations which damages the credibility (Reichheld, Darnell and Burns, 2022). Additionally, NPS has limitations due to a lack of understanding why a customer may have had a positive or negative experience. To strengthen integrity, it’s recommended to use NPS in conjunction with other customer feedback metrics, such as a follow up survey with open ended questions (Agag et al., 2023).

Ultimately, both types of metrics are essential for long-term success and are inextricably linked (Agag et al., 2023). Financial metrics are crucial for understanding profitability and operational efficiency, whereas non-financial metrics provide invaluable insight to customer satisfaction which are crucial for long term growth. 
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People practice encompasses the methods used to manage and develop an organisations workforce. It’s been argued that existing literature does not provide a consistent answer to whether people practice as a function is linked to organisational performance. However, research conducted by Jo, Chadwick and Han (2023) rigorously tested this theory, and found that people practice/HR professionals are crucial within an organisation and largely dictate the success through an organisations Human Capital Resources.

People practice professionals oversee the organisation from within and without, an internal and external context. People practice professionals must be aware of external factors such as legal, political and economic factors to ensure the organisation is compliant. The internal context of an organisation is managed by people practice through ensuring employees are compliant, satisfied, engaged, well looked after, all whilst ensuring managers are supporting these factors (Jo, Chadwick and Han, 2023). 

While the value of people practice is often intangible, there are several metrics and methods that can help measure the impact people practice has (CIPD, 2023). A key metric for organisations to monitor which highlights the value of a HR department is calculating Employee Turnover Rate:



Employee Turnover can also be calculated in sub-categories, such as intended (poor performance or retirement) and unintended (resignation and death), which can help provide further insight where greater intervention or support may be needed (CIPD, 2023). If an area of the organisation is experiencing high unintended turnover, further analysis should be carried out to understand why this is happening

Another method proven to measure the value of people practice is calculating Return on Investment from learning and development (Phillips, 2012).

According to Aslam et al (2014), effective HR management is the sole factor that provides an organisation with a competitive advantage. This is supported by evidence stating that 86% of employees and job seekers look at organisation reviews prior to applying for jobs (Glassdoor via Bartram, 2024).

Christensen Hughes and Rog (2008) effective talent management = improved employee recruitment, retention and engagement  greater financial performance.
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[bookmark: _Toc184048350]Figure 2 - Average Performance per Department (Quarter 1)

[bookmark: _Toc184048351]Figure 3 - Average Performance per Department (Quarter 2)

Figures 2 and 3 highlight the average performance per department for Quarters 1 and 2 respectively. Performance in Quarter 1 was varied amongst all departments, except for sales which had 100% of its staff meeting KPIs. 
Significant improvement in most departments is evident within Quarter 2, with a decrease in under performance across all teams. The only department with underperforming staff is administrative at 9%, however this is a substantial improvement from 27%. Staff absence across departments has increased to 29% overall in Quarter 2 compared to 9% in Quarter 1. Although, there’s little substance to this without further information.

The percentage of outstanding employees overall rose by 16% in Quarter 2, however the administrative department dropped quite significantly to 9% in Quarter 2. Interestingly, the ‘not quite there yet’ and underperforming data significantly improved in Quarter 2, possibly suggesting that there was a heavy focus on facilitating those employees. This could’ve caused a decrease in motivation in the outstanding staff.

9% of ‘no performance data’ was recorded in Quarter 2. This is extremely concerning, especially considering the employee it’s applicable to was absent in Quarter 1. This causes doubt as to whether a robust return to work was carried out and if the employee has been checked on since returning. 

· No performance data, concerning. Employee it’s applicable too was absent in the previous quarter, question if a proper/robust return to work was carried out/check in on how they’re doing. Reason for their absence is unclear but additional support potentially should’ve been provided, why has this person slipped under the net?
· Higher percentage of employees absent in this period
· Significant decrease in under performance employees across all teams, Admin team still have 9% of staff underperforming but huge improvement from 27%. Focusing on the admin team across the two quarters, overall improvement in more employees meeting KPIs, seems that those underperforming have potentially moved to not quite there yet, improvement but still not ideal. Number of outstanding employees decreased, possibly due to a heavy focus on the underperforming employees, motivation possibly wasn’t there, or the outstanding staff could’ve been assigned mentoring duties. Could possibly suggest moral issues in the team if not receiving the recognition.

Sales team are the most consistent team, 100% of staff meeting KPIs in both quarters.

Research & Development team have the most diversity/variation amongst the staff. Q1 saw R&D having approximately 60% of their team performing at meeting KPIs/Outstanding level, with 10% not quite there yet and 30% underperforming. This dramatically improved in Q2, 50% outstanding, 10% not quite there yet and no employees underperforming. R&D potentially had an influx of new staff in Q1 which could explain.

Logistics team improved from Q1 to Q2 but also remained the most consistent for the outstanding meeting KPI staff. Logistics seem to be remaining at a good level and improving in the areas needed.

Absence is evident in all teams except for sales, particularly increased during Q2. There isn’t much substance to this without obtaining further data.

[bookmark: _Toc184048352]Figure 4 - Average Company Performance over Two Quarters

Figure 4 highlights the average company performance over two quarters. 69% of the company are performing at an outstanding/meeting KPI standard, 39% of which is outstanding performance. Contrastingly, 25% are described as ‘not quite there yet’ or underperforming. 5% of the data accounts for employees that are absence, and 1% accounts for no performance data recorded. 

When looking at the company across quarter 1 and quarter 2, 69% are performing at an outstanding/Meeting KPI standard, 39% of which is outstanding performance. This is a good starting point, and it seems like they’re in a good position which the staff performing at or above what’s expected. The number of underperforming staff dramatically decreased in Q2, however absence increased in Q2 although there is no correlation between underperforming staff and absence. To generate accurate and meaningful recommendations, seeing the data from Q3 and Q4 would prove useful.

However:

Interested to know what metrics sit within these categories and what scoring matrix they use for employees. What they put in place for underperforming employees.
Very concerned about the lack of performance data for one employee – explore possible reasons.
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[bookmark: _Toc184048320]Table 1 - Bonuses per Employee

[bookmark: _Toc184048353]Figure 5 - Cost of Bonuses per Department, per Quarter


[bookmark: _Toc184048354]Figure 6 - Total Cost of Bonuses

· Q2 higher percentage of outstanding employees, good improvement. This would suggest the incentive of having a bonus works  extrinsic motivation
· Combined approach of intrinsic and extrinsic motivation is best (Hennessey et al., 2015)

Table 1 highlights the breakdown of bonuses per employee, whilst Figure 5 showcases the breakdown per department. Additionally, Figure 6 shows the total cost of bonuses, as well as per Quarter. 

As evidenced by Figures 5 and 6, the number of outstanding employees and therefore bonuses increased in Quarter 2 compared to Quarter 1. Quarter 2 saw an increase in outstanding employees within logistics and research and development, with research and development almost doubling the number of outstanding performers. Contrastingly, the administrative department saw a significant decrease in the number of bonuses in Quarter 2. Notably, the only department not included within the bonuses is the sales team, with 100% of their staff ranked as meeting KPIs.


Survey Data

Survey suggests inconsistences across the company amongst employees and managers.

Within any organisation, there will always be variation between departments. For example, some areas may be able to facilitate more development opportunities than others. Data shows that 66% of employees either strongly agree or agree that they have access to opportunities, whilst 34% strongly disagree or disagree. The key factor is ensuring that if there are discrepancies, that it’s only temporary linked to a genuine business reason, rather than poor management. For example, a department recruiting for a vacancy.

Other standout statistics suggesting discrepancies across the organisation include: 47% of employees agree that their line manager provides clear guidance, 51% disagree. Also, 42% of employees agree that their line managers people management skills are good, 38% disagree and 14% strongly disagree.

From an employee perspective, management skills are inconsistent but mostly poor. The data from managers, seems to provide an explanation for this. 88% of managers disagree that they have had training to undertake appraisals. Additionally, 74% of managers stated that they struggle challenging underperformance. 68% of managers disagree or strongly disagree that they’re good at providing feedback.

This data suggests that little guidance has been given to managers on how to conduct appraisals, let alone how to do it effectively. Interestingly, 68% of managers advised they had no concerns about applying ratings during appraisals, suggesting that they’re assured in understanding their teams, but not the formal process.

Suggests that employees are quite confident to report issues anonymously, difficult to filter down these issues. What now?

different teams have different expectations workloads, inconsistencies in performance management and delivery from line manger which means inconsistencies across company with morale, motivation, and standard of work.

Seems that management is poor from employee perspective,
Managers’ perspective been thrown in with little guidance or training. Is there a HR department? What are they enforcing?

Leadership style is suggested to be the usual/typical organisational hierarchical style. Managers left to get on with it with little support, can negatively infiltrate among staff at the bottom of the structure.





















Recommendations

De bono increases the goal of self-development and trains employees to think creatively. Additionally, using this method helps employees feel certain they’re making the greatest and most ethical decision for themselves and the organisation (Stoilkov, 2023).

Research shows a correlation between employee engagement and organisational performance, based on metrics such as retention and customer loyalty (Markos and Sridevi, 2010). 

Greenwood (2002) explored the concepts of ‘hard’ and ‘soft’ HRM in the context of ethical practice, whereby ‘hard’ HRM means employees are viewed instrumentally as means to achieve the organisations goals.

Line managers are the key to achievement of reward management goals, therefore poor skills may inhibit employees improving (Woodhams and Perkins, 2022b). Therefore, training including skills such as emotional intelligence, conflict resolution and leadership skills would prove beneficial. A blanket approach to all managers is recommended initially due to the lack of training provided. Further targeted training for departments could be provided if requested, or allowing access to a development platform where managers can sign themselves up to training would be useful (Haille, 2022).

Training doesn’t have to be costly, if managers need to be provided with tools and resources to do their job better. For example, internal guidance documents such as an appraisal guide/recommended matrix could be created and shared or internal HR links could be assigned per department for added rapport (CIPD, 2022a). Nevertheless, the cost incurred is easily justified with a low risk due to the significant research suggesting that the implementation of proper HR management improves organisational performance (Markos and Sridevi, 2010).

Performance related pay (PRP) is a common approach within organisations, however extrinsic motivators are not always beneficial if done incorrectly (CIPD, 2024d). PRP has to be devised carefully to be fair, otherwise there’s a risk of incentivising undesirable behaviour, which could lead to burn out (CIPD, 2024e). Hennessey et al (2015) recommend that extrinsic and intrinsic motivators are managed equally, to achieve an optimal result.

Ultimately, investing in these recommendations will yield a great return on investment, creating a domino effect of employee engagement and behaviour, improved organisational performance and sustaining competitive advantage, providing that line managers operationalise it effectively (Purcell et al., 2003).

Line managers’ lack of confidence and training could cause PRP to be ineffective and unfair across departments (Woodhams and Perkins, 2022b). Therefore, reviewing the performance-related pay (PRP) system is recommended to ensure that it’s effective and still aligned with the organisation’s goals.

This could be through analysing employee-engagement surveys correlating engagement with performance (Woodhams and Perkins, 2022b). The financial impact is minimal providing it’s evaluated internally by HR.  Risk is high depending on the outcome as change could require consultation or cause further dissatisfaction (CIPD, 2024e). However, a thorough review will mitigate these risks to ensure the correct/best decision is made for the organisation and employees.


· Relationship between pay and performance is widely debated, can demotivate. Pay is not the only motivator for employees and may not be the most important one (CIPD, 2024d)
· Can motivate high achievers but demotivate core performers  what is needed to achieve outstanding performance? Burn out?
· No single best approach to performance management – integrates various factors and activities (CIPD, 2024e)
· People are the greatest creators of organisation value. Effective management critical (CIPD, 2024e)
· Two-way regular discussion, open supportive feedback. Aims and objectives for employees. Formal processes in place to record objectives and periodic performance reviews/performance plans. 3 types of performance.
· CIPD (2016) need to be clear on reasons for performance review, is it developmental or administrative?
· CIPD (2022) lots of evidence to suggest that performance feedback is positive but can be detrimental when it’s not done correctly.
· Managers need to communicate how information was gathered, highlighting why it’s been done, ensure consistency, accuracy across team.
· Often, it’s not the actions that are incorrect but the quality of these actions
· CIPD (2022) employee performance is one of the most important outcomes  used to set objects for employees to motivate and used to inform decisions
· Gould-Williams (2003) HR shapes employee behaviours and attitudes through systems thar are implemented – psychological links between organisational and employee goals. Implicit commitment? Emotional attachment?
· Lack of trust  detriment caused
· Open communication culture
· Leadership recognition, managerial performance reviews
· “Monitor and adjust”
· Peer learning, more HR input?
· Defining the manager’s role lapse in communicating what’s expected of them
· Targeted manager training  conflict resolution and emotional intelligence seem like key areas
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Quarter 2 Average Performance (Per Department)

Administration	
No Performance Data	Outstanding	Meeting KPIs	Not Quite There Yet	Under Performing	Absent	0.09	9.0909090909090912E-2	0.36363636363636365	0.36363636363636365	9.0909090909090912E-2	9.0909090909090912E-2	Sales 	
No Performance Data	Outstanding	Meeting KPIs	Not Quite There Yet	Under Performing	Absent	0	0	1	0	0	0	Logistics 	
No Performance Data	Outstanding	Meeting KPIs	Not Quite There Yet	Under Performing	Absent	0	0.25	0.45	0.2	0	0.1	Research 	&	 Development	
No Performance Data	Outstanding	Meeting KPIs	Not Quite There Yet	Under Performing	Absent	0	0.5	0.3	0.1	0	0.1	



Average Company Performance over two quarters

Company Average	
No Performance Data	Outstanding	Meeting KPIs	Not Quite There Yet	Under Performing	Absent	1.1363636363636364E-2	0.4	0.3	0.1	0.15	0.05	

Cost of Bonuses per Department, per Quarter

Administration	
Q1	Q2	2220	960	Logistics	
Q1	Q2	3290	4500	Research 	&	 Development	
Q1	Q2	3660	6140	Sales 	
Q1	Q2	0	0	



Quarter 1 Average Performance (Per Department)

Administration	
No Performance Data	Outstanding	Meeting KPIs	Not Quite There Yet	Under Performing	Absent	0	0.18181818181818182	0.18181818181818182	0.27272727272727271	0.27272727272727271	9.0909090909090912E-2	Sales 	
No Performance Data	Outstanding	Meeting KPIs	Not Quite There Yet	Under Performing	Absent	0	0	1	0	0	0	Logistics 	
No Performance Data	Outstanding	Meeting KPIs	Not Quite There Yet	Under Performing	Absent	0	0.2	0.4	0.3	0.1	0	Research 	&	 Development	
No Performance Data	Outstanding	Meeting KPIs	Not Quite There Yet	Under Performing	Absent	0	0.3	0.3	0.1	0.3	0	



image2.emf
Department Employee Q1 Q2 Bonus Total (4% each Q)
Administration Robin Bird Yes £ 1,260.00
Administration Saffron Finch Yes Yes £ 1,920.00
Logistics Ruth Sixsmith Yes £ 950.00
Logistics Wendy Boot Yes £ 950.00
Logistics Sally Rigbye Yes £ 950.00
Logistics Jean Livesey Yes £ 1,040.00
Logistics Julie Chisnall Yes Yes £ 1,560.00
Logistics Rick Lovall Yes £ 780.00
Logistics Gill Jamieson Yes Yes £ 1,560.00
Research & Development Ethan Brar Yes Yes £ 2,600.00
Research & Development Harrison Briggs Yes £ 1,300.00
Research & Development Steve Owens Yes £ 1,180.00
Research & Development Tasha Graham Yes Yes £ 2,360.00
Research & Development Jennifer Frost Yes Yes £ 2,360.00
£20,770.00
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