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What is performance management?
Performance management is the process of regularly reviewing responsibilities, expectations, performance and development aligning with organisational objectives (AIHR, no date). Effective performance management is important as it communicates the organisations vision, expectations, and removes ambiguity that an employee might have (Armstrong, 2016). Research shows that performance management activities such as appraisals, evaluations and feedback can enhance productivity and identify any learning needs (Dixit and Sharma, 2021). 

Performance management in SWP
South Wales Police (SWP) has a variety of different performance management processes that can be utilised depending on specific situations and the severity of the performance concerns. 
Perform – our annual appraisal system which includes an additional two yearly ‘check-ins’ to help build in regular feedback. This gives employees and line managers the opportunity to discuss objectives, performance and development (SWP, 2025).
Local reflective practice – an informal performance management process to allow employees to reflect on issues and discuss with their line managers how they could improve outcomes in the future (SWP, 2021a). 
Reflective practice – can be assigned by our Professional Standards Department (PSD) in respect of issues that are reported to them but are not considered misconduct or gross misconduct (SWP, 2021b). 
PPR and Capability – the formal performance process comprised of four stages which could result in dismissal (SWP, 2013). 

The barriers:
Employees may view performance management as bureaucratic or a ‘box ticking exercise’ (Armstrong, 2022). The Independent Office for Police Conduct (IOPC) (2022) found that reflective practice is viewed as a sanction, there are missed opportunities to use it, and there is not enough training on it. Research shows that employees view their performance more positively, they can view feedback as unfair or harsh in which case they would be unlikely to accept it (Murphy, 2020). Employees may also view feedback and performance scoring to be based more on their personal characteristics, or the relationship with their line manager rather than their performance, so again it can be viewed as unfair (Majidi et al, 2021). 

Overcoming barriers:
To ensure objective setting is a motivational experience line managers should fully involve employees in the conversation (Gallup, 2024a). Creating an environment and culture of psychological safety is linked to performance on an individual, team, and organisational level. This allows employees to be creative and innovative, and share concerns without fear of repercussions (Mahmoud, Ahmad and Poespowidjojo, 2022).
The main take aways are ensuring there is open communication, encourage creativity and innovation, set out clear expectation, give regular constructive feedback, and reflecting on mistakes (Indeed, 2025).

Intrinsic rewards and employee experience
Perform appraisals do impact on an officers ability to increment to the next salary point, however all that is expected is that the appraisal is completed, quality and scoring are not considered factors. Pay progression can be a motivating reward, however one study found that conversations were more detailed and employees perceived conversations more positively when there was no financial reward involved (Manthei, Silwka and Vogelsang, 2023). In fact, evidence shows that giving an extrinsic reward when an employee already has intrinsic motivation to do an activity can actually reduce their motivation rather than enhance it, this is called the over justification effect (Very Well Mind, 2023). There is a clear link between intrinsic rewards, motivation and performance and intrinsic rewards link to employee experience highlighting the importance of line managers giving feedback, acknowledgment and praise. 

Objective setting:
An important aspect of objective setting is ensuring the employee is included in the conversation, research finds that most employee are not actively involved in the process of goal setting, through this lack of communication performance management activities can be unmotivating (Gallup, 2024a). 
Objectives should follow the SMART acronym where possible as this will ensure the goals are clear, attainable and meaningful:
Specific – set a clear and concise aim.
Measurable – outline how the objective will be measured.
Achievable – the objective should be realistic.
Relevant – the objective should be relevant to the employees role and responsibilities.
Timebound – outline the timescales in which the objective needs to be completed (Mindtools, no date).

Giving feedback:
Regular and constructive feedback is identified as important for employees with an emphasis on the feedback focusing on performance rather than personality (Majidi et al, 2021). Gallup (2024b) suggest ‘fast feedback’ is a way to give feedback quickly and frequently to make the process more commonplace and make everyone involved feel at ease. Following feedback 85% of employees take more initiative, employees who receive recognition are 69% more likely to perform better, and most notable 60% of employees reported wanting feedback on a daily or weekly basis (Build Empire, 2024). There are many feedback models that can be utilised to ensure feedback is constructive:
The feedback sandwich starts with a positive, then a negative, and finishes on another positive.
The Pendleton model is a two-way system of asking and telling, i.e. ask the employee what went well, and then tell them what went well.
The SBI model stands for situation, behaviour, impact which aims to help the employee understand the impact of their actions (Join, 2022).

Leadership styles
Generally, managers adapt their leadership style to suit a situation, understanding leadership styles can help managers navigate certain situations (IMB, 2025). Some common styles are:
· Autocratic leaders follow a hierarchical structure, they are generally the decision maker as they are confident, motivated and dependable.
· Bureaucratic leaders are characterised by hierarchy, following set rules and processes, they are disciplined and passionate. 
· Democratic leaders value team cohesion and shared decision-making. 
· Laissez-faire leaders allow employees to work autonomously, they are good at delegating and trust their teams.
· Pacesetter leaders lead by example, they value results and take initiative, and they thrive under pressure.
· Servant leaders prioritise the well-being of others and harmony in the team, they value listening to others and are empathetic.
· Visionary leaders work towards a long-term goal, they are forward thinking and motivational (Harvard, 2025).

Coaching
Coaching revolves around developing employees and improving performance, while it is usually delivered by trained professionals coaching can be adopted as a leadership style by line managers (CIPD, 2024). Coaching by managers allows employees to widen their perspectives and understanding of their role in the team, it also has been proven to improve team performance (Nyfoudi et al, 2023). A coaching leadership style makes employees feel more valued, happier and committed to the organisation, this in turn increases retention (Romão et al, 2022).

How can HR assist?
While line managers have a lot of responsibility in the performance management processes, HR have processes and support available to assist them. 
HR can assist line managers through performance management processes in a number of ways. The first, and probably most important, is providing support. Support can take a few different forms, line manager training sessions, providing guidance, support to develop skills, and generally providing advice and guidance on a case-by-case basis (CIPD, 2025a). It is strongly encouraged that all line managers in SWP attend the ‘First line leaders’ course completing all modules to gain an understanding in the fundamentals of management. 
People analytics is an important aspect of performance management as it’s gives insight on employee morale and engagement, and can help improve retention (CIPD, 2025b). Analytics can be used to develop more effective teams, support talent management decisions, and monitor performance (Gurusinghe, Arachchige and Dayarathna, 2021). SWP HR can provide managers with some of this information but it is still an area being developed, more effective use of people analytics is key to assisting line managers in performance management.

Conclusion:
Line managers are the front-line of performance management, while this is supported by HR through training, data, advice and guidance, line managers should understand the importance and impact of effective performance management. Regular constructive feedback is a key factor in employee engagement (Majidi et al, 2021). Goal setting is equally an area that employees can feel left out of, open discussions at the point of objective setting are vital to boost engagement and performance (Armstrong, 2016). Together these work as intrinsic rewards for employees which motivates them (Manthei, Silwka and Vogelsang, 2023). Small changes to how line managers communicate and coach employees can have a large impact on the individual, team, and organisation.
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