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Natural Resources Wales (NRW) is Wales’ environmental regulator, focussed on addressing climate, nature and pollution emergencies (NRW, 2024a). NRW is the largest sponsored department of the Welsh Government employing 2,400 employees and a budget of £300 million (NRW, 2024b). 
	NRW’s current performance management process is known as ‘Sgwrs’. Implemented in 2018, Sgwrs is an informal performance management process. Employees set their objectives and training development needs with their manager. The manager oversees the mid and year-end review. At the year end, the manager confirms whether the employee has accomplished their objectives by logging the outcome on the HR system (NRW, 2018). 
	The aim of this report is to critically evaluate NRW’s performance management process. Undertaking this evaluation provides a strategic opportunity for NRW to assess whether the current process is fit for purpose in an ever evolving and volatile public-sector landscape while ensuring that NRW delivers (Markson, 2024). During the previous all-staff survey, 64% employees rated the current performance management process negatively (NRW, 2023). 
Primary research will focus on how the Sgwrs process is perceived by managers and employees. Secondary research will be analysed to assess whether the Sgwrs process supports strategic alignment, motivation, fairness and continuous improvement. This research project has adopted an inductive approach which is underpinned by critical realism to connect the manager and employee’s perception of organisational outcomes (Chapman and McNeil, 2005, p.69). The main method of collecting primary data was facilitated through an all-staff survey. The survey was structured using a likert scale allowing for comparative analysis between the manager and employee groups (Parrish, 2023, p.89). The findings from the primary research will be supported by relevant literature and peered-reviewed papers and journals to provide a series of evidence-based recommendations (Hammond and Wellington, 2020). 
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[bookmark: _Toc207983452]History of Performance Management 

Performance management (PM) has evolved from annual appraisals to more continuous, developmental processes (Hutchinson, 2013, p.49). Early PM models focussed on the evaluation of past performance with little focus on employee development and alignment with the organisational strategy (Armstrong, 2022, p.141). These systems have been increasingly challenged for being backward looking, overly formalised and disconnected from the employee’s day to day work (Armstrong, 2022, p.84). 
	Research has demonstrated an increasing dissatisfaction with annual reviews and greater need to implement a process that promotes continuous dialogue, coaching and development (Gifford, 2016). However, despite this research, modern PM systems retain legacy processes that conflict with these intentions (Pulakos and Battista, 2020, p.7). This exposes a tension between the intended strategic function of PM and the reality of how it operates in a bureaucratic or compliance focussed settings (Armstrong, 2022, p.54). 
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The core purpose of PM is to align the employee priorities with the organisational priorities (Taylor, 2022, p.305). Schuler and Jackson (1987) and Barney (1991) outline the importance of aligning people management practices with organisational strategy as the key to competitiveness. The theory suggests that PM enables this through cascading objectives and tracking employee’s contributions (McRae and Frunham, 2017, p.172). 
	However, empirical evidence outlines a disconnection from achieving alignment in organisational settings (Hatry et al., 2022). Pulakos and Battista (2020, p.223) outline that many systems were built for stable business models and now struggle to support today’s complex and fast-paced work environments (VUCA). Despite objectives being aligned on paper, the power of organisational politics, role ambiguity and shifting priorities weaken this connection (Pettinger, 2010, p.59). The question of whether alignment is experienced by the employees remains unanswered which suggests a significant gap between PM models and how it’s experienced by employees (Armstrong and Brown, 2024, p.15).  
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Locke and Latham (2009) state that goal-setting theory remains central to PM where goals that are specific, challenging and achievable to drive performance. However, Cappelli and Travis (2016) criticise these benefits and states that in unpredictable or collaborative environments rigid goals will fail.  
A critical success factor to maintaining motivation and direction is the delivery and timing of feedback (Pettinger, 2010, p.109). Pettinger points out that prompt and unambiguous feedback might enhance performance; ambiguous or overly critical feedback can have the opposite impact (Pettinger, 2010, p105).  
According to Ryan and Deci (2007, p.121) self-determination theory, fulfilling the psychological needs of the employee is critical at work (Stothart, 2022). This implies that while PM is not intrinsically motivating, its impact is contingent upon the manager’s experience and expertise. A key gap that many organisations fail to bridge is how they train and support their managers to deliver PM in an empathetic and motivational way (Pettinger, 2010, p.238).  
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Line managers are key to the success of any PM system (Taylor, 2022, p.305), yet they are the least supported (Faragher, 2018). Payne (2007) outline that systems are designed without considering the skills, experience and competence of the manager required to deliver the process. Boxall and Purcell’s AMO model (2016) reinforces that unless managers have the ability, motivation and opportunity to apply PM well, outcomes for the organisation will be inconsistent (Armstrong, 2017). 
	While there is literature that promotes good managerial performance, research homes in on PM system structures rather than the impact of behavioural dynamics that influence everyday interactions (Kim and Zitek, 2024). O’Kane et al (2010) demonstrated that when training is provided, it’s more procedural and not developmental. Their perspective suggests that the training equips managers to complete forms rather than providing them with the skills to facilitate honest, coaching led conversations (Waite, 2024). Great effort must be concentrated on closing the gap between design and delivery (Gifford, 2016). 
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Performance measurement is flawed (Sutton, 2016) and while ratings and targets promote responsibility it can also drive prejudice and misrepresentation (Hutchinson, 2013). Woehr and Huffcutt (1994) discovered that performance ratings are prone to biases despite many organisations continuing to rely on them. 	
Kohn (1993, p.97) argues that performance related rewards add further pressure and can harm motivation. While Armstrong (2022, p.218) suggests it can work if applied fairly, studies have found that it encourages staff to focus on metrics resulting in cutting corners or avoiding teamwork. Where rewards rely on managerial judgement or assessment, studies have found that managers apply standards differently which results in unfairness and confusion (Armstrong and Brown, 2024, p.55). 
	The literature review has identified research gaps which suggests potential strategic misalignment of policy and procedural implementation requiring further exploration in the analysis of primary research (CIPD, 2025). 
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[bookmark: _Toc207983458]Aims and objectives

The aims of this study is to critically evaluate NRW’s PM process. Secondary research has been undertaken to assess the different theories on PM, while data from primary research has been collected to interpret how NRW managers and employees experience the current PM process in response the staff survey (NRW, 2023). The analysis of both the primary and secondary research will inform recommendations for the senior management team.  

[bookmark: _Toc207983459]Research Philosophy 

In keeping with Saunder’s research onion, the research methodology follows tradition of critical realism and adopts a deductive method (Hammond and Wellington, 2020, p.43). Critical realism acknowledges that our view of reality is influenced by interpretation and context (Hristov, Camilli and Mechelli, 2022). This methodology acknowledges the impact of organisational and structural factors while investigating how people experience PM (Eaidgah et al., 2016).
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(Figure 1: Saunders Research Onion [Saunders, et al., 2019, p.108])
 	Empirical data collected from the real world is crucial to examine and understand how individuals experience social systems like PM as explored by Chapman and McNeill (2005, p.2). Furthermore, inductive theory enables patterns to arise from the data (Parrish, 2023, p.89). 
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A quantitative method was chosen to collect a wide range of data from the organisation through an online survey given to managers and staff. As the survey was designed on a Likert scale, participants were able to indicate how much they agreed with the different statements about their experience of PM. This approach was adopted as an effective way to collect and analyse large-scale data (Parrish, 2023, p.90). 
	Before releasing the survey, all questions were pre-written and peer-reviewed to ensure clear survey structure and neutrality (Kravariti et al., 2023). According to Champan and McNeill (2005, p.34), structured response alternatives reduce the possibility of bias that open-ended interpretation could entail. The survey design enables direct comparison of similarities and differences when gauging managers’ and employees’ perceptions PM (Parrish, 2023, p.89). 
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The census survey was shared with 2,400 employees. 4% of the organisation responded.  

(Figure 2 – Research population and proportion)
Participants were guaranteed anonymity to encourage honest responses (Peccei and Van De Voorde, 2019). 67% of the participants were non-managerial staff and 33% participants were managerial.  
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The likert-scale survey was designed to be structured and standardised ensuring   data reliability because all participants are responding to the same questions in the same way (Payne, 2007). However, as outlined by Lim (2025), the qualitative method limits the ability to capture the nuanced human experience. While the survey will reveal what people think, it won’t provide an explanation that supports their thinking (Parrish, 2023, p.46). Furthermore, the use of the likert-scale may restrict the rich insight that would require further follow up using qualitative methods such as interviews (Hammond and Wellington, 2020, p.21). Despite the limitations, surveys are a valuable tool to identify organisational trends (Chapman and McNeill, 2005, p.46). 
[bookmark: _Toc207983463]How the research data was analysed

Analysis of the survey was conducted using Excel. An assessment of patterns was undertaken using frequency counts to compare participants responses. Likert scale results were grouped into sentiment categories to visualise the trends. Supporting the graphs aim to illustrate any convergence or divergence across the two groups. 
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The purpose of the primary research was to capture NRW managers and employees’ perceptions of its Sgwrs performance management process. 96 participants responded to the survey equating to 4% of the total employee population. The survey demographic is split as follows: 

(Figure 3 – Survey population) 
The likert survey enables comparative analysis between the managers and employees’ groups, exploring where the groups align and notable perception gaps. 
This section presents the findings under four themes derived from the survey data and literature review. In line with the research aims, results are interpreted considering relevant academic theory to highlight both operational and strategic implications (Hammond and Wellington, 2020, p.36). 
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When analysing the Sgwrs overall effectiveness, the data indicated a clear divergence between the manager and employee’s perception. The data analysed highlights that managers rate the Sgwrs process more positively, with higher proportions of selecting ‘Agree’ or ‘Strongly Agree’. While the employee responses had greater variation, including a higher proportion of both neutral and negative ratings. 

(Figure 4 – Comparison of employee & manager responses to Sgwrs feedback)
	The findings from the survey align with Armstrong’s (2022, p.188) view that PM processes function more effectively in theory when compared to in practice. The data support’s Armstrong view where managers rate the overall effectiveness of the Sgwrs process more positively comparted to the employees group. Faragher (2023) asserts caution that while the process can appear effective for those in control (managers), it can also fail to deliver the meaningful impact for the end user (employees), if the process is seen as bureaucratic and inconsistently applied. 
	The results derived from the survey suggest that while managers see the Sgwrs process as meeting its intended purpose, the employee’s experience is inconsistent which is linked to the capability of their manager where the procedural bureaucracy and reliance on the managers understanding the process were cited as barriers (Payne, 2007). 
[bookmark: _Toc207983466]Manager and employee motivation and engagement

The survey revealed a significant difference between the perceptions of employees and managers on whether the Sgwrs process drives motivation. The data demonstrates that managers believe that their role in the process does drive engagement, however, the employee’s responses remain neutral with a significant minority disagreeing. 
	
	


(Figure 5 – Comparison of the employee and manager responses on how Sgwrs drives engagement and motivates employees). 
This finding resonates with Kohn’s (1993, p.97) criticism of performance management frameworks that are underpinned by formal bureaucratic processes to motivate employees ultimately weakens intrinsic motivation. 
	Expectancy theory suggests that employees believe their efforts will result in valued outcomes (Faragher, 2018). NRW’s Sgwrs process weakens impact on employee’s motivation if they view it as a compliance exercise rather than a meaningful developmental conversation (Cappelli and Travis, 2016). 
	The results from the survey demonstrate a potential mismatch between managers intent and the employee’s experience, indicating a need for management training on how to facilitate and conduct meaningful developmental conversations that not only motivate but inspire and engage (Kim and Zitek, 2024). 
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Both the managers and employee groups differ significantly on the importance of fairness in performance discussions. The data highlights that managers have rated themselves more positively on facilitating a fair process. The employee data is more widely distributed across neutral and disagree. 


(Figure 6 - Comparison of the employee and manager responses on whether the Sgwrs process is managed fairly and consistently).
The data aligns with Gomes and Mendes (2023) findings on procedural justice within performance management, outlining that employees are very sensitive to how their performance evaluations. Even with standardised procedures, subjective factors can result in variations of perceived fairness (O’Kane, McCracken and Brown, 2023). 
As the Sgwrs process depends on the skill and ability of the manager, perception of fairness will differ greatly, particularly in cases where managers have had limited training in conducting performance evaluations (Hristov, Camilli and Mechelli, 2022). To ensure equitable practice and consistent application of performance management reviews, a review of the Sgwrs procedure should be undertaken and training for managers provided (Ehmann et.al, 2024). 
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The most striking result to emerge from the survey is the perception gap between employees and managers on whether the Sgwrs process supports continuous improvement; and whether the employee can see how their role contributes NRW’s corporate plan. While the managers group reported positive responses, employees presented higher level of disagreements with the statements. 

(Figure 7 – Comparison of employees and managers on Sgwrs as a tool to drive continuous improvement and objectives are aligned to NRW’s corporate plan)
	Hutchinson (2013, p.49) explores the importance of strategic alignment in performance management, which highlights the criticality of establishing clear connections between corporate strategy and employees’ individual goals. The Sgwrs process will not enhance organisational performance while employees are unable to see how their work contributes to the broader organisational goals (Faragher, 2018). 
The magnitude of this disparity suggests that employees may not be regularly receiving feedback on how their performance contributes to the corporate plan (Stothard, 2022). While managers believe that the Sgwrs conversations reinforce organisational priorities, the employee data suggest that the link between individual roles and wider objectives is not being made explicit (Gifford, 2016). As a result, this process loses its ability to be a strategic driver and becomes more of a formality for certain workers rather than a motivator for engagement and performance enhancement (Waite, 2024).   
	Throughout the four themes, the data derived from the survey demonstrates that managers have more of a positive view of the Sgwrs process compared to employees. This is notable around the perceptions of efficacy, motivation and strategic alignment. The role of the line manager is critical for employee engagement and trust (McRae and Frunham, 2017, p.161). The data analysed against the secondary research suggest that the issues identified are not unique to NRW but reflect broader challenges in performance management practice (Taylor, 2022, p.305). These underlying structural and behavioural reasons require further investigation (Armstrong, 2022, p.141).  
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The purpose of this study was to evaluate the effectiveness of NRW’s Sgwrs performance management process, focussing on the differences in perception between employees and managers. This study adopted an inductive approach underpinned by critical realism, the research evaluated whether the current process supports strategic alignment, promotes motivation, ensures fairness and facilitates continuous improvement (Parrish, 2023, p.89). 
The data collected from the survey revealed consistent differences between manager and employees’ perceptions. The data highlights that the current process is favoured by managers in relation to its effectiveness, ability to motivate and align with organisational objectives. Employees responses varied but with a greater weighting across neutral and strongly disagree across all surveyed areas. The most noticeable divergence between the two groups is around the perceptions of continuous development and alignment of individual goals with the corporate strategy. 
The discrepancies identified from the primary research is consistent with the secondary research, which promote that the efficacy of performance management relies on more than just following procedures (Hill and Plimmer, 2024). Armstrong (2022, p.141) asserts that strategic alignment can only be achieved when organisational goals are communicated clearly and regularly to the employees during performance review discussions. The survey findings suggest that while managers may think that they are communicating this alignment, employees may not recognise this during the process (Hill and Plimmer, 2024). 
Furthermore, it appears that the motivational benefits of performance management aren’t intrinsic (Cranfield, 2024). The data captured by the employees echoes Kohn’s (1993, p.97) assertion that if appraisal methods are seen to be as administrative task or excessively formal, they run the danger of eroding intrinsic motivation. This aligns with Vroom’s (1964) expectation theory which outlines that motivation depends on the individual believing that their effort will lead to a meaningful outcome (Sutton, 2024). 
Another area of significant difference between the employees and manager was the perception of fairness and consistency with the process. Despite managers rating this aspect more positively, employees were more negative aligning with Cloquitt et al.’s (2001) view that fairness in performance management relies on the manager facilitating fair and meaningful process. Sutton (2018) highlights that performance ratings are subject to bias which becomes more prevalent when employees are being evaluated. 
The findings from this study indicate that NRW’s Sgwrs procedure may not be fulfilling its strategic purpose and intent. The data has highlighted significant procedural and policy gaps in areas including communication, consistency of application and perceived fairness (Hill and Plimmer, 2024). Building on this report, the next section details recommendations that will facilitate an alignment of organisational performance and personal development (Hutchinson, 2013, p.49). 

[bookmark: _Toc207983470]References 

ACAS (2018)  Improvement required? Study of performance management systems. Available at: https://www.acas.org.uk/research-and-commentary/improvement-required-study-of-performance-management-systems/report (Accessed: 15 May 2025). 

Armstrong, M. (2017)  How can we fix performance management? Available at: https://www.peoplemanagement.co.uk/article/1746081/fix-performance-management (Accessed: 15 May 2025). 

Armstrong, M. (2022) Armstrong’s handbook of performance management: an evidence-based guide to performance leadership. 7th edn. London: Kogan Page. 

Armstrong, M., and Brown, D. (2024) Armstrong’s handbook of reward management practice: improving performance through reward. 7th edn. London: Kogan Page. 

Cappelli, P., and Tavis, A. (2016) The Performance Management Revolution.  Available at: https://hbr.org/2016/10/the-performance-management-revolution (Accessed: 15 May 2025).

Chapman, S., and McNeill, P. (2005) Research Methods. 3rd edn. London: Routledge. 

Chartered Institute of Personnel Development. (2025) Strategic human resource management. Available at: https://www.cipd.org/uk/knowledge/factsheets/strategic-hrm-factsheet/ (Accessed: 5 September 2025). 

Colquitt, J. A., Conlon, D. E., Wesson, M. J., Porter, C. O. L. H., & Ng, K. Y. (2001) ‘Justice at the millennium: A meta-analytic review of 25 years of organizational justice research.’ Journal of Applied Psychology, 86(3), pp.425–445. Available at:  https://doi.org/10.1037/0021-9010.86.3.425 (Accessed: 19 May 2025). 

Cranfield, N. (2024) The legal importance of managing employee performance.  Available at: https://www.peoplemanagement.co.uk/article/1873561/legal-importance-managing-employee-performance (Accessed: 15 May 2025). 

Deci, E L and Ryan, R M (2017)  Self Determination Theory: Basic Psychological Needs in Motivation, Development and Wellness. 1st edn. New York: Gilford Publications.

Eaidgah, Y., Maki, A.A., Kurczewski, K, and Abdekhodaee, A. (2016) ‘Visual management, performance management and continuous improvement: A lean manufacturing approach’. International journal of lean six sigma, 7(2), pp.187-210. Available at:  https://www.proquest.com/docview/1828152720?accountid=130472&sourcetype=Scholarly%20Journals (Accessed: 15 May 2025). 

Ehmann, S., Kampkoetter, P., Maier, P, and Yang, P. (2024) ‘Performance management and work engagement – New evidence using longitudinal data’. Management Accounting Research, 64, pp.100867. Available at: https://www-sciencedirect-com.ezproxy.uwtsd.ac.uk/science/article/pii/S1044500523000379 (Accessed: 15 May 2025). 

Faragher, J. (2018)  How to get managers on board with performance management.  Available at: https://www.peoplemanagement.co.uk/article/1744309/annual-appraisals-becoming-thing-past-hr-changes (Accessed: 15 May 2025). 

Faragher, J. (2023) Throw them to the lions? How (not) to do performance management. Available at: https://www.peoplemanagement.co.uk/article/1819046/performance-management-interactive-report-hr-professionals (Accessed: 15 May 2025). 

Gifford, J. (2016) Could do better? Assessing what works in performance management.  Available at: https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/reports/could-do-better_2016-assessing-what-works-in-performance-management_tcm18-16874.pdf (Accessed: 15 May 2025). 

Gomes, P., and Mendes, S.M. (2023) ‘Organizational context, use of performance management practices and their effects on organizational performance: an empirical look at these interrelationships.’ International Journal of Productivity and Performance Management, 72(8), pp.2467-2495. Available at: https://www.proquest.com/docview/2881846407?accountid=130472&parentSessionId=j13iA1I99Xe3dlgKbQesr4cXJHj0iWNRabW49kMiRMo%3D&pq-origsite=primo&sourcetype=Scholarly%20Journals (Accessed: 15 May 2025). 

Hammond, M., and Wellington, J. (2020). Research Methods: The Key Concepts. 2nd edn. London: Routledge. Available at: https://www.taylorfrancis.com/books/mono/10.4324/9780429058165/research-methods-michael-hammond-jerry-wellington (Accessed: 15 May 2025). 

Hatry, H., Barrett, K., Greene, R., Aristigueta, M., Moynihan, D., Newcomer, K., Schwabish, J., and Triplett, T. (2022) Do’s and Don’ts: Tips for Strengthening Your Performance Management Systems. The Urban Institute. Available at: https://www-jstor-org.ezproxy.uwtsd.ac.uk/stable/resrep66684?sid=primo (Accessed: 15 May 2025). 

Hill, K., and Plimmer, G. (2024) ‘Employee Performance Management: The Impact of Competing Goals, Red Tape and PSM.’ Sage Journals., 53(3), pp-458-485. Available at: https://journals-sagepub-com.ezproxy.uwtsd.ac.uk/doi/full/10.1177/00910260241231371 (Accessed: 15 May 2025). 

Hristov, I., Camilli, R., and Mechelli, A. (2022) ‘Cognitive biases in implementing a performance management system: behavioural strategy for supporting managers’ decision-making processes.’ Emerald Publishing Limited; Management Research Review, 45(9), pp-1110-1136. Available at: https://www-proquest-com.ezproxy.uwtsd.ac.uk/intermediateredirectforezproxy (Accessed: 15 May 2025). 

Hutchinson, S. (2013) Performance Management theory and practice. London: Chartered Institute of Personnel and Development. 

Kim, J., and Zitek, E. (2024) Research: Performance Reviews That Actually Motivate Employees. Available at: https://hbr.org/2024/11/research-performance-reviews-that-actually-motivate-employees (Accessed: 15 May 2025). 

Kohn, A. (1993). Punished by rewards: The trouble with gold stars, incentive plans, A's, praise, and other bribes. Houghton, Mifflin and Company.

Kravariti, F, Tasoulis, K., Scullion, H., and Alali, M.K. (2023) ‘Talent management and performance in the public sector, the role of organisational and line managerial support for development’. International journal of human resource management, 34(9), pp.1782-1807. Available at: https://librarysearch.uwtsd.ac.uk/view/action/uresolver.do?operation=resolveService&package_service_id=11789781180002421&institutionId=2421&customerId=2415&VE=true (Accessed: 15 May 2025). 

Lim, M.W. (2024) ‘What is Qualitative Research? An Overview and Guidelines’. Sage Journals, 33(2), pp.119-229. Available at: https://doi.org/10.1177/14413582241264619 (Accessed: 19 May 2025). 

Locke, E.A., and Latham, G.P. (2009) ‘Has Goal Setting Gone Wild, or Have Its Attackers Abandoned Good Scholarship?’. Academy of Management Perspectives, 23(1), pp.17-23. Available at: https://journals.aom.org/doi/10.5465/amp.2009.37008000 (Accessed: 15 May 2025). 

Markson, T. (2024) IfG warns of ‘fragile’ civil service and public sector’ on the brink of collapse. Available at: https://www.civilserviceworld.com/professions/article/report-warns-of-fragile-civil-service-and-public-services-on-the-brink-of-collapse. (Accessed: 31 July 2025). 
McRae, I., and Frunham, A. (2017) Motivation and Performance. A Guide to Motivating a Diverse Workforce. London: Kogan Page.

Natural Resources Wales (2024a) Our roles and responsibilities. Available at: https://naturalresources.wales/about-us/what-we-do/our-roles-and-responsibilities/our-roles-and-responsibilities/?lang=en. (Accessed: 31 July 2025). 

Natural Resources Wales (2024b) Performance report 2023/24. Available at: https://naturalresources.wales/about-us/how-we-are-performing/performance-report-202324/?lang=en (Accessed: 31 July 2025).

Natural Resources Wales. (2018) Sgwrs performance management process. Cardiff: Natural Resources Wales. Unpublished.

Natural Resources Wales. (2023) Ein Llais Staff Survey Results. Cardiff: Natural Resources Wales. Unpublished.

O’Kane, P., McCracken, M., and Brown, T. (2023) ‘Reframing the performance management system: a conversations perspective.’ Personnel Review, 52(5), pp.1579-1596. Available at: https://www.proquest.com/docview/2820830959?accountid=130472&parentSessionId=ZnmF2LUl%2F5wIh14cUUl%2FubCzxw3%2BEm9nr7iMWCeuJNg%3D&pq-origsite=primo&sourcetype=Scholarly%20Journals (Accessed: 15 May 2025).
 
Parrish, A. (2023) A quick guide to Research Methods for Dissertations in Education. 1st edn. London: Bloomsbury Academic.

Payne, V. (2007) ‘Chapter 7: Coaching Teams for High Performance in Coaching for High Performance’. American Management Association, pp.115-133. Available at: https://research-ebsco-com.ezproxy.uwtsd.ac.uk/c/onvpsy/viewer/pdf/hzcttwxbyb (Accessed: 15 May 2025). 

Peccei, R., and Van De Voorde, K. (2019) ‘Human resource management – well-being performance research revisited: Past, present, and future’. Human Resource Management Journal, 29(4), pp.539-563. Available at: https://research-ebsco-com.ezproxy.uwtsd.ac.uk/c/onvpsy/viewer/pdf/eucosxasxz?route=details (Accessed: 15 May 2025). 

Pettinger, R. (2010) Organizational behaviour: performance management in practice. London: Routledge.

Pulakos, E.D., and Battista, M. (2020) Performance Management Transformation: Lessons Learned and Next Steps. Oxford: Oxford University Press.
Saunders, N. K., Lewis, P., and Thornhill, A. (2019) Research Methods for Business Students.  8th Edn. London: Pearson Education.
Stothart, C. (2022) Why we need to go beyond Maslow. Available at: https://www.peoplemanagement.co.uk/article/1796563/why-need-go-beyond-maslow. (Accessed: 31 July 2025). 

Sutton, J. (2024) Victor room’s Expectancy Theory of Motivation. Available at: https://positivepsychology.com/expectancy-theory/. (Accessed: 19 May 2025). 

Sutton, R.L. (2018)  Why Adobe Killed off the annual performance review. Available at: https://www.managers.org.uk/knowledge-and-insights/case-study/why-adobe-killed-off-the-annual-performance-review/ (Accessed: 15 May 2025. 

Taylor, S.  (2022) Resourcing and talent management: the theory and practice of recruiting and developing a workforce. 8th edn. London: Kogan Page.

Waite, M. (2024) How employer commitment to sustainable development can motivate employees to perform at their best. Available at: https://www.peoplemanagement.co.uk/article/1893574/employer-commitment-sustainable-development-motivate-employees-perform-best (Accessed: 15 May 2025). 

Zhang, X., and Qian, J. (2025) ‘A continuous performance management approach: Effects of performance management behaviours on leader-member exchange, next day job attitudes, and job performance.’ Applied Psychology, 74(1). Available at: https://iaap-journals.onlinelibrary.wiley.com/doi/epdf/10.1111/apps.12596 (Accessed: 15 May 2025). 





[bookmark: _Toc207983471]Appendices

[bookmark: _Toc207983472]Appendix A: Email sent to research participants 
Annwyl cydweithwyr, 
Fel rhan o fy nghwrs meistr mewn Rheoli Pobl Strategol ym Mhrifysgol Cymru Y Drindod Dewi Sant, rwyf wrthi'n cynnal ymchwil i broses Sgwrs CNC. 
Rwy'n cysylltu i ofyn am eich cefnogaeth a'ch mewnbwn. Rwyf wedi datblygu holiadur byr wedi'i gynllunio i gasglu barn a phrofiad rheolwyr pobl a gweithwyr ar sut mae proses Sgwrs yn gweithio'n ymarferol. 
Mae'r arolwg yn gwbl ddienw ac nid yw'n casglu unrhyw ddata personol na sensitif (megis enwau, cyfeiriadau e-bost, na graddau). 
Ni ddylai'r arolwg gymryd mwy na 10 munud i'w gwblhau. 
Bydd eich mewnwelediad, a mewnwelediad eich timau, yn amhrisiadwy wrth fy helpu i asesu pa mor dda y mae'r broses bresennol yn perfformio. Bydd y canfyddiadau'n llywio set o argymhellion ystyrlon, sy'n seiliedig ar dystiolaeth, ar gyfer gwelliannau posibl.
Os ydych chi'n hapus i gymryd rhan, byddwn yn ddiolchgar pe gallech chi gwblhau'r arolwg sydd wedi'i gynnwys isod: 
Arolwg Sgwrs: https://forms.office.com/e/gbDpeA7kHJ 
Os oes gennych unrhyw gwestiynau o gwbl neu os hoffech wybod mwy am y prosiect, mae croeso i chi gysylltu â mi yn uniongyrchol drwy e-bost neu drwy Teams.
Diolch ymlaen llaw am eich cefnogaeth.
Joe
Dear colleagues,
I hope you're well.
As part of my master’s in strategic People Management at the University of Wales Trinity Saint David, I’m currently conducting research into NRW’s Sgwrs process. I'm reaching out to ask for your support and input.
I’ve developed short questionnaire designed to capture the views and experience of people managers and employees on how the Sgwrs process is working in practice. 
The survey is completely anonymous and does not collect any personal or sensitive data (such as names, email addresses, or grades). 
The survey should take no more than 10 minutes to complete.
Your insights will be invaluable in helping me assess how well the current process is performing. The findings will inform a set of meaningful, evidence-based recommendations for potential improvements.
If you’re happy to take part, I’d be grateful if you could complete the survey linked below: 
Sgwrs survey: https://forms.office.com/e/gbDpeA7kHJ 
If you have any questions at all or would like to know more about the project, please don’t hesitate to get in touch with me directly by email or via Teams.
Thank you in advance for your support. 
Joe
Joe Smith
Rheolwr Adnoddau Strategol / Strategic Resourcing Manager
Rheoli Pobl / People Management 
Rhif ffôn / Phone number: 07977631073
Ef, fo / He, him
[image: A logo with text on it

AI-generated content may be incorrect.]
Croesewir gohebiaeth yn Gymraeg a byddwn yn ymateb yn Gymraeg, heb i hynny arwain at oedi.  
Correspondence in Welsh is welcomed, and we will respond in Welsh without it leading to a delay.
[image: A blue and white diagonally striped surface

AI-generated content may be incorrect.]
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Employee survey on the effectiveness of NRW’s Sgwrs procedure
[bookmark: _Toc207983474]Croeso / Welcome
Hello, my name is Joe Smith and I’m the Strategic Resourcing Manager at NRW. I’m currently completing a master's in strategic People Management at the University of Wales Trinity Saint David.

As part of my research project, I’m evaluating NRW’s current Sgwrs procedure and would really value your input. This short survey is designed to gather your views and experiences of the Sgwrs process. The survey is fully anonymous. No personal or sensitive information (such as names or email addresses) will be collected.  This survey should only take 10 minutes to complete. 

Your feedback will help me critically assess how well the current approach is working and support the development of meaningful, evidence-based recommendations. If you have any questions about the survey or the research project, feel free to contact me directly at joseph.smith@cyfoethnaturiolcymru.gov.uk. 

Thank you for taking part. Your views genuinely matter.
Agree 
[bookmark: _Toc207983475]About You 

Do you line manage staff? 
Yes 
No

[bookmark: _Toc207983476]Employee Survey 

Performance conversations 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	My manager gives me regular feedback on how I’m doing.
	
	
	
	
	

	Our conversations focus on what I’m doing well, not just what needs to change.
	
	
	
	
	

	I use the mid-year and year-end reflections to document my achievements and developments.
	
	
	
	
	

	I come away from performance conversations feeling more confident.
	
	
	
	
	



Fairness & Consistency 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	I think performance reviews are handled fairly in my team
	
	
	
	
	

	My manager applies a consistent approach when setting expectations.
	
	
	
	
	

	I understand how I’m being assessed.
	
	
	
	
	



Training & Support 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	I know what’s expected of me when it comes to performance
	
	
	
	
	

	If I need help with improving my performance, I know where to go
	
	
	
	
	

	My manager supports me in finding learning or development opportunities
	
	
	
	
	





Goal Clarity & Involvement 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	I help set my own goals at work.
	
	
	
	
	

	I know how my goals link to what the team or organisation is trying to achieve.
	
	
	
	
	

	If priorities shift, my goals are updated.
	
	
	
	
	



Trust & Manager Relationship 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	I feel able to have open conversations with my manager during Sqwrs conversations
	
	
	
	
	

	My manager takes my views seriously during Sgwrs conversations.
	
	
	
	
	

	I feel supported to improve if I’m struggling, not punished.
	
	
	
	
	



Meaning & Purpose 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	I understand how my role supports how the organisation delivers its corporate plan
	
	
	
	
	

	I am motivated and more engaged when my work reflects what I care about.
	
	
	
	
	

	I am motivated and more engaged when my work reflects what I care about.
	
	
	
	
	



Continuous Improvement 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	I would welcome more opportunities for two-way feedback in the process.
	
	
	
	
	

	I believe the current system supports both high performance and wellbeing.
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Performance conversations
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	I have regular conversations with team members about how they’re getting on at work.
	
	
	
	
	

	When we talk about performance, it’s more about helping them improve than judging what they’ve done.
	
	
	
	
	

	I feel confident having open and honest performance discussions with my team.
	
	
	
	
	

	I understand and have the tools and support to manage poor performance.
	
	
	
	
	



Training & Support 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	I’ve had the training I need to handle performance issues well.
	
	
	
	
	

	I use mid-year and year-end reflections to support development and growth, not just to look back at performance.
	
	
	
	
	

	I get the right support from your Leadership or Management Team Member when I need it.
	
	
	
	
	

	I get support from People Management when I need it.
	
	
	
	
	



Fairness & Consistency 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	I’ve had the training I need to handle performance issues well.
	
	
	
	
	

	I use mid-year and year-end reflections to support development and growth, not just to look back at performance.
	
	
	
	
	

	I get the right support from your Leadership or Management Team Member when I need it.
	
	
	
	
	

	I get support from People Management when I need it.
	
	
	
	
	



Goal setting & alignment 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	My team goals clearly link to the organisation’s strategic objectives
	
	
	
	
	

	We update goals when priorities shifts or projects change.
	
	
	
	
	



Values & Motivation 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	I link my team objectives to the organisation’s corporate objectives when setting priorities
	
	
	
	
	

	I’ve noticed that people are more engaged when their work reflects what they care about.
	
	
	
	
	








Meaning & Purpose 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	I understand how my role supports how the organisation delivers its corporate plan
	
	
	
	
	

	I am motivated and more engaged when my work reflects what I care about.
	
	
	
	
	



Continuous Improvement 
	
	Strongly Disagree
	Disagree
	Neutral 
	Agree
	Strongly Agree

	The Sgwrs process encourages learning from mistakes.
	
	
	
	
	

	I would welcome more opportunities for two-way feedback in the process
	
	
	
	
	

	I believe the current system supports both high-performance and wellbeing
	
	
	
	
	



[bookmark: _Toc207983478]Additional feedback 
Are there any improvements to the Sgwrs process that you can suggest?
Total number of responses

Total number of responses	
All staff 	Survey participants	2304	96	

Survey population

Survey responses	
Managers 	Employees 	30	62	

Employee - My manager gives me regular feedback on how I'm doing 
vs
Manager - I have regular conversations with my team members about how they're getting on with work

Managers	Strongly Disagree	Disagree	Neutral 	Agree	Strongly Agree	2	5	12	25	40	Employees	Strongly Disagree	Disagree	Neutral 	Agree	Strongly Agree	10	15	25	20	10	



Sgwrs as a driver to engage and motivate 
(employees responses)

Sgwrs as a driver to engage and motivate (employees)	
Strongly Agree 	&	 Agree	Neutral 	Disagree 	Strongly Disagree	32	22	12	7	

Sgwrs as a driver to engage and motivate employees 
(manager responses)

Sgwrs as a driver to engage and motivate employees (manager responses)	
Strongly Agree 	&	 Agree	Neutral 	Disagree 	Strongly Disagree	54	12	6	2	

Employee - My manager applies a consistent approach when setting expectations.
vs
Manager - I use mid-year and year-end reflections to support development and growth, not just to look back at performance.


Managers	Strongly Disagree	Disagree	Neutral 	Agree	Strongly Agree	2	4	10	30	35	Employees	Strongly Disagree	Disagree	Neutral 	Agree	Strongly Agree	7	14	23	24	13	



Employee - I understand how my role supports how the organisation deliver its corporate plan 
vs
Manager - I link my team objectives to the organisation's corporate objectives when setting priorities.

Managers	Strongly Disagree	Disagree	Neutral 	Agree	Stronlgy Agree	2	4	10	30	35	Employees	Strongly Disagree	Disagree	Neutral 	Agree	Stronlgy Agree	7	14	20	22	16	
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