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Executive summary  
The following report considers approaches to Performance Management (PM), both in general and in relation to Tai Tarian practice. 
The report highlights that the current Performance Management tool at Tai Tarian is not being utilized, with usage primarily in relation to passing probation periods for new starters and internal transfers (Tai Tarian,2023a), which is not a surprise, as this is linked to financial gain. 
This confirms that the tool is not used for its purpose to develop employee skills (Armstrong,2016) and in turn could potentially be causing demotivation and low morale to breed amongst staff (IPA,2019;Rushmore,2017). 








Introduction 
Ulrich(2019) highlights that without Performance Management (PM) in place employees do not know what is expected of them, therefore lack accountability and in such circumstances, are unlikely to change to improve their performance. This suggests that a process should be in place to manage performance, but this process should be adaptable dependent on the employee and job design to really add value with a focus on “conversation more than process”. Cespedes (2022) also considers this the best approach, highlighting that there is a definitive need for performance appraisals within organisations and that if the PM process is developed and importantly, delivered with clear and achievable goals, in line with employee development, it will be a success. 
Main findings  
Traditional PM practice places focus on ratings and yearly appraisals, something which is seen to add little value (Woolston,2019), a waste of time, often unfair (Cespedes,2022)  and deemed “toxic” in some instances, creating unneeded stress for employees (Pulakos,et al,2019).
Organisations such as Intel and Deloitte have both trialled the option of no appraisals/ratings -  both of which returned to some sort of appraisal methods (Cappelli and Tavis,2016). Intel made this decision on the basis that they believed the appraisal “created healthy competition and clear compensation” (Cappelli and Tavis,2016). This highlights that as much as the typical appraisal method is criticised it will still work for some organisations. Deloitte adapted their approach to add quarterly performance reviews which is more in line with newer approaches of PM of having more frequent reviews with an up-to-date feedback approach (ACAS,2021;Cappelli and Tavis,2016;CIPD,2022a).
Whilst many organisations continue to use performance ratings it should be noted that consideration should be made to provide specific manager training in this area (Pulakos,et al,2019). Without this there will be greater bias, standards and expectations will differ between managers, and manager – employee relationships can sway results both positively and negatively (Pulakos,et al,2019), both of which can pose risk to an organisation. If an employee is rated less favourable due to these points, this can negatively affect moral and engagement and cause cynicism and mistrust to breed within an organisation (IPA, 2019). There is also the managers capability, and if they are able to consider mitigating factors which could affect an employee’s performance. For example, if one employee’s sales are lower than another - is this because they work on less busier days? (Woolston,2019), in light of this, ratings can be limited (Pulakos,et al,2019).
To enable managers to deliver successful PM a set structured approach should be taken to ensure fair and consistent delivery (Cespedes,2022). This can be supported through the use of a tools such as a “9 box grid” (Personio,2023), this does require honest and transparent communication and there is still potential of bias (Personio,2023). Again, if an employee is given what is consider a poor label within the box, this will not be good for moral or motivation, potentially causing further (Armstrong,2016). The purpose of the “9 box gird” is more about encouraging conversations derived from using it (Personio,2023), but with the liking to the yearly appraisals ratings and the negatives highlighted from this, it does pose the question if this type of tool is more destructive than not if not used with this intention (Armstrong,2016)
Recent developments highlight the benefit of continuous PM which encompass regular 1-2-1’s which incorporate, goal setting that aligns with strategic aims, recognition, and constructive feedback to enable employee – line manager relationships to develop (Clear Review,2023; Mortell,2023), building this relationship itself can increase employee motivation (Andriotis,2016). 
Providing this continuous feedback can increase an employee’s motivation, in turn increase productivity and potentially decrease attrition and absence rates  (Clear review,2023). With this process in place organisations can use these conversations as a basis for succession planning and retaining talent, and where needed deal with any capability issues timely (Tardi,2022). 
The line manager should also consider in instances of unmet goals if there is a capability issue or even lack of motivation – which will decide the best approach to support the employee (Cespedes,2022) this can be through process such as training, coaching and mentoring (Clear Review,2023), with expectations of managers to take on the role of the coach more than ever before (Banerjee,2023).
This creates a working environment that allows both employees and organisations to excel (Cappelli and Tavis,2016;Valamis,2023). This approach could particularly help a hybrid working team, which is more prevalent in organisations than ever before, frequent catchups can help build relationships and therefore increase morale and engagement, which could be lacking due to less face-to-face interactions associated with a primarily office-based workforce (Mortell,2023). 
An important factor to highlight is that if a PM approach is linked to financial gain, this may diminish the point of the PM system -as employees may not be honest about their true development needs for fear of financial loss (Taylor,2016), again making the process a “tick box” exercise with no real value (Brown et al,2020;Rushmore,2017), which can be considered worse than not having a system at all (Kettner,2017).  
Consideration of the points in relation to the PM approach at Tai Tarian raise some concerns of the organisation current process. The PM system encompasses options to record, 1-2-1’s, goal setting, probation periods and year end appraisals (Tai Tarian, 2021).
Overall usage of the system shows a clear disparity across directorates, and that the tool is, in general, used when completing the Probation periods for new starters and internal transfers to new roles (Tai Tarian,2023a). As completion of the probations period is linked to a pay award, this is no surprise, but does highlight poor utilisation of a tool which has the options to be used to provide positive, motivational benefit to employees through learning and development (Armstrong,2016). 
The Assets directorate is generally made up of trade roles, which managers seem to suggest do not require the provision of regular 1-2-1’s as they are qualified in their trade and need no more ongoing training  (Tai Tarian2023b), this could highlights a lack of knowledge amongst managers about the benefits of PM. Higher absence and attrition rates (Tai Tarian, 2023c) of the Assets directorate in comparison to the others could suggest a link to the lack of PM in this area. 
Models of influence can be used to help to drive change within an organisation, like improvements to PM practice, such as McKinsey’s Change Management Model which focuses on four points: 
1. “Fostering understanding and conviction 
2. Reinforcing changes through formal mechanisms 
3. Developing talent and skills 
4. Role modeling	“
 (Management Consulted,2021). 
If this model of influence is considered in line with a focus on improving PM, the following approach could be used to drive this change in line with the four key points as mentioned.
1. Developing skills and knowledge of line managers to understand the importance and benefits of good PM and gain buy in.
2. Developing set process to follow and allow easy integration of PM in day-to-day duties.
3. Developing employee skills through constructive and clear PM reviews and supportive mechanisms in place to improve skills. 
4. Line managers should approach tasks and role model behaviour for employees through coaching and mentoring.  	 
(Armstrong,2016; Management Consulted,2021).	 
It should be noted that to encourage participation in any change process, involving key stakeholders in developing the change which allows feedback and negotiation of requirements to incorporate the desirable points (where possible) of ends users (Ferree,2021), which can increase future buy-in of the change (Armstrong,2016), this therefore could be seen as influencing behaviour (Ferree,2021).   
The role of the HR professionals as Business Partners can help facilitate change and support senior leaders and managers to deliver appropriate methods to increase employee capability in line with strategic goals (CIPD,2022b). 
The HR Business Partner role was developed by David Ulrich, the idea of this role was to provide strategic support to an organisation’s leaders, but reports suggest that this is often not the case with HR business partners reporting that they are often too consumed with day-to-day operational tasks (Gammal et al,2017). The HR Business Partner approach was implemented at Tai Tarian in Sep 2019, and are often faced with operational rather than strategic influence tasks due to operational demand. This could also be due to the organisation still adapting to the change and approach of working, which is in line with third sector organisations their slow pace to change (Burt,2018), along with the pandemic and changes in working, and the HR team no longer visible in the office for ad hoc conversations and relationship building as before covid (CIPD,2021). 
Conclusion
As mentioned, the importance continuous PM is evident within organisations. As the statistics show usage of the current PM tool at Tai Tarian (Tai Tarian,2023a) shows a stalk reality that a large part of the organisation does not take part in continuous PM. As attrition and absence rates rise this does question if this is affecting moral, demotivating employees, and is encouraging loss of talent. In todays tight labour market and Tai Tarian’s increasing difficulties at recruiting (Tai Tarian,2023d) this should be a key focus going forward to help a support the organisation and its employees going forward.  
Recommendation 
Taking in to account the lack of financial availability to implement a new PM system, the recommendation from consideration of the points mentioned in this report would be to re-launch the current  PM approach at Tai Tarian. 
This would include specific line manager training that encompass using the system, along with the importance of PM, and how it can be linked to strategic goals, retaining talent and succession planning to increase the organisations future success (Cappelli and Tavis,2016). Also, within this clarification on the role of the HR Business Partners and an introduction to managers which might not have had the opportunity to meet the HR team due to its change in staffing throughout the pandemic. 
To drive and achieve this change going forward McKinsey’s Change Management Model, as previously highlighted can be used (Armstrong,2016;Management Consulted,2021). A key point of its success will be ensuring to gain buy in from senior leaders, through highlighting the key enablers of PM in driving strategic goals and organisation ambition for the future (Cappelli and Tavis,2016).
Recommendation costings
	
Initial costing


	HR Team (4 team members, for 4 days over 1 month) developing PM training  package
	£2500 


	1 day line manager training (73 line managers) Over 6 days
	£9000

	Internal HR team to deliver training
	£4200

	Use of Tai Tarian training centre
	£0

	Lunch provision
	£850

	Total:
	£16,550

	

	
Potential savings - Reduction in Absence and Attrition


	Reduction in sickness pay
	£90,000 (Cost of work-related absence 2022)

	Reduction in temporary employee payments to cover sickness

	£65,000 (Cost of sickness cover - 2022) 


	Reduction in recruitment cost
	£13000 (Cost of replacing leavers who identified issues with lack of development opportunities) 
                                (Tai Tarian,2022)


	Total:
	£168,000

	Costings could be offset by above but are not easily quantifiable due to other factors which could impact absence and attrition rates. **All costings are approximate
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