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LO1 - Be able to provide information on performance management activities within the organisation.

1.1
Performance management as defined by (Armstrong & Baron, 2005) is a process that contributes to the management of individuals to achieve organisational performance.

I have worked for castle leisure for 21 years, 18 years as a club line manager and 3 years as HR manager, so you could say I have experience of the organisation performance management policies. I have been on both sides of the performance management cycle. The Company has improved the process under the watch of the current Director of people. Before the Director joined the organisation, it was a very hit or miss system with no repercussions if the yearly appraisals were not completed. There was no formal policy on performance management and the word coaching was unheard of. There was a formal training policy but only for the legally required training.
Everything changed in 2010 when the director of people joined the organisation from a law firm in London.
Her title was to be Director of people and Organisational change and change the organisation she did.
From not having any formal performance management we started to receive new policies and procedures for performance managed:
· Recruitment and induction policy1
· Probation policy2
· Training and development policy3
· PDR(personal development review) policy4
· Coaching and mentoring policy5
· Poor performance polies including disciplinary6

The process starts with induction we go through the usual process of the company history and of course H&S and other laws that govern the organisation and orientation. Then we go straight into our 3-step simple programme:
1. Talk about their new role and responsibilities in depth, let them know what is expected of them.
2. Introduce them to their mentor or buddy, explain the relationship.
3. Set up dates for their probation check-ins. Encourage honesty in these meetings so that issues can be resolved.7

We have adopted portions of the Google’s on boarding process (Google, 2016) our 3 step process is a condensed version of googles 5 step induction. Of course, we have not taken on Googles chats and beers philosophy, even though it was suggested.
We have 3 monthly probation reviews focusing mainly on internal and external customer service. We also have a checklist to ensure that all induction training programmes have been completed in a timely fashion.
In the last 10 years we have a staff turnover rate of 13% in the first year. When comparing this to before the introduction of our performance management policy there is a stark difference. Before the introduction of the policy we had a turnover of 43% in the first year of employment. 
Once the 3-month probation is complete and signed off. The member of staff is subjected to a massive amount of training to aid their development8. Multi skilled and well-trained employees are better for organisational performance (UK commision for employment and skills, 2009).
Yearly the organisation starts its PDR’s completed by line managers and overseen by the HR department9. These are based on the companies CSTARS ethos. There is also a training plan for the following year. The PDR’s are self-assessment followed by peer assessment. The difficulty with these performance reviews are the line managers bias or personal feelings to the employee. It is human nature to like and dislike people, we have found that this bias does show through. We have educated the line managers with many an appraisal training course. I think it is time for a change. I read an article on LinkedIn that made me suggest the changes to next year. We are removing the formal yearly PDR’s and starting January 2021 we will have short meetings with all employees 10-15 minutes to encourage focus on priorities and regular refinement of objectives. (Grey, 2018) 
“Goals and objectives set once a year and filed away, never to be looked at again until a week before the next annual appraisal.”

Poor performance must not be ignored or discussed during the focus meeting. Poor performance must be coached as per our policy and if there is no improvement this will then need to be handled formally alongside our disciplinary policy. Our disciplinary policy is best practice taken from (ACAS, 2020).

1.2
Within Castle leisure policies and procedures there is guidance on how performance management should be handled from induction and throughout their employment. There are also legislative considerations when looking at performance management: (Gov.UK, 2020)

Recruitment:
· Equality act 2010 
· Rehabilitation of offenders 1974 
· GDPR data protection act 2018)
Pre employment checks:
· Safeguarding vulnerable groups act 2006
· Asylum and Nationality act 2006.
Employment offer:
· Employment rights act 1996
· Fixed term employees’ regulations 2002.
Training and Development:
· Equality act 2010
· Employment rights act 1996
· Education and skill act 2008
· Employee study and training regulations 2010
Change in personal circumstances:
· Employment rights act 1996
· Flexible working regulations 2014
· Employment act 2002
Performance management:
· Equality act 2010
· Employment rights act 1996
Industrial action:
· Trade union and labour relations consolidation act 1992
Mergers and acquisitions:
· The transfer of undertakings regulations 2006 (TUPE)
End of employment:
· Employment rights act 1996
· Equality act 2010
· Trade union and labour relations act 1992
· The collective redundancies and the transfer of undertakings regulations 1999.
When in doubt there are a few government departments that are able to help and offer advice. ACAS (ACAS, 2020) being the first point of contact. They have an extensive website with guidance on all matter’s employee relations. They also have a helpline. As a member of the CIPD (CIPD, 2020)we have access to all their advice from their web page and have a helpline to assist.


1.3
At Castle leisure there are monthly operations meetings where employee relations are discussed. For this meeting I prepare a statistical report detailing,
· Engagement10
· Leavers10
· Terminations
· Absence 11
· Active disciplinaries 
· Grievances 
The report is then edited for the line managers to see.
There is also a training report produced for these meeting12 with any training conducted in the previous month. This is compared to the training needs matrix which is compiled from the PDR’s as well as legislative need.
All line managers have access to their employee’s online files through our IRIS software13. This gives absence statistics for each employee and a prompt to take further action. They can also view annual leave requests, Active disciplinaries, lateness and training records.


 


LO2 - Be able to support line managers to deliver performance management activities within the organisation.

2.1
Firstly, HR offer advice to the line manager15. I am available pretty much 24hrs to offer advice to our line managers via email or phone call. The organisation provides Hr with mobile phones and the instruction is that they are never off. We have a fluid working pattern that can be adjusted to offer support or step in on most issues, whether that is to offer advice or to drop whatever we are doing and drive to the club in question.
HR are in the room taking notes on all disciplinaries and will control the disciplinary if it may lead to termination.
Another large part of our role is to be available to discuss with any employee any work-related issues they have. We offer a mediation service of sorts, to try and deal with issues before they become a grievance. For the smaller issues I host a coffee morning16 at each site on a monthly basis where an employee can just pop in and discuss anything with HR in a private room.
I also manage a HR email address for any queries, this can be accessed by all 911 employees. This was very busy during March-August as all our sites were closed. It has been nicknamed the pay query hotline.
But on a general day to day basis I would offer advice on:


· Discipline 
· Recruitment
· Payroll
· Absence
· Benefits 
· Wellbeing

2.2 
As an organisation all line managers attend a training course giving them the skills to offer a PDR.14
Every other year line managers will attend a role play session with the Director of people and she will coach them through any difficult conversion topics.
2.3  
PDR’s are completed on an annual basis and each line manager will complete the PDR’s of their given departmental staff. A member of the HR team will sit in on a few of the PDR’s to ensure that the line managers complete the review to a standard expected by the company. The PDR is firstly self-assessment. These must be submitted 2 weeks before the PDR, this gives the line manager time to prepare and discuss any issues with HR. Hr will supply them with a training requirement form for each employee as well as active disciplinaries and absence data.
Whilst the PDR’s are being completed at club a member of the HR team will also be present on site for immediate advice for the line manager.


LO3 - Be able to assess the impact of performance management activities on organisational performance and make recommendations for enhancement.

3.1
(Bloom, et al., 2012) undertook a ten-year study that suggested that on average 23% of organisations were more productive when they had a formal performance management practice in place.
(Taylor & Woodhams, 2016) suggest that a formal performance management system normally consists of some sort of meeting with a line manager to discuss performance, the outcome of the meeting is saved to a file, from this review action points from the meeting are drawn up for the employee to work towards.
Castle leisure has this kind of formal performance management system. But is it time for a change in thinking? 
The American private sector has started this process (Cappelli & Tavis, 2016) wrote in the Harvard Business Review that Two-Thirds of American private sector organisations have moved away from the formal performance management thinking and evolved it to frequent informal check ins between line managers and employee. This according to (Cappelli & Tavis, 2016) has given them the ability to give instant feedback tailored to the individual to encourage good performance or to correct poor performance on the spot. Why has this changed, (Cappelli & Tavis, 2016) quoted a Deloitte manager as saying the yearly performance management reviews were an investment of 1.8 million hours across the firm that no longer fitted the needs of the business.
This is a change that would suit the needs of castle leisure’s business17. This has been discussed at board level within the organisation after I emailed the Director of people a quick proposal to save the yearly task that is PDR’s.

3.2
High performance working (Marchington & Wilkinson, 2012) has the following elements:

· Leadership throughout the organisation to create momentum.
· Devolved decision making with an emphasis on self-management, teamwork and project-based activity.
· Support systems and culture of support which builds trust, enthusiasm and commitment to the organisation, even for those that leave the organisation. 
· Rigorous and sophisticated recruitment.
· Investment into CPD.
· Internal promotion.
· Robust communication policies that encourage employee participation.
· Flexible working.
· Job security.
· Work life balance.


If an organisation had all of the above elements then (Huselid, 1995) suggests that the organisation should have 7% less turnover and increased profits from each employee.

(Fleetwood & Hesketh, 2010) suggest it is just the opposite:
· It is not possible to predict in financial terms any impact HR has on performance.
· It is people that deliver performance not HR systems, polices or practices.
· Too much trust is given to studies that suggest HR can cause an effect on performance. HR should be considered as an enabling role.

So which theory is correct?
(Paauwe, et al., 2013) requires more research to address the concerns of the critics like (Fleetwood & Hesketh, 2010).
(Paauwe, et al., 2013) suggests that business performance should be evaluated before HPW is in place and then again afterwards. This would measure the claims that HPW increases business performance.

3.3
With the Corona Pandemic on full swing and still growing I believe HPW will be difficult to implement fully into any organisation. As an organisation we have already made redundancies, varied contracts, and put in place recruitment freezes, with more likely to come, morale is very low throughout the workforce. HPW requires highly motivated employees (UK commision for employment and skills, 2009) I would imagine very few organisations have high levels of morale and motivation. Let’s not forget the workforce is scared of further redundancies in most organisations and we are showing a trend of skilled staff leaving to join organisations outside of the hospitality sector.
As an organisation we need to start internally promoting staff members into senior roles that they are capable of to try to protect the organisation moving forward. This kind of loyalty will benefit the organisation as the staff feel they are being invested in.
As previously stated, I have recommended shifting our approach away from annually PDR’s to a more fluid approach of monthly non formal conversations to celebrate good work or to use the coaching method to steer poor performance in the right direction.

The organisation is in self protect function at present and are only making organisational changes to try and streamline the business efficiency. With line managers leaving for presumably safer sectors, the few remaining are clearly focusing on the day to day business issues. PDR’s have been postponed for this year.
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