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Purpose of Report 

The purpose of the report is to inform members of a recent training course I attended which 

highlighted and promoted an alternative approach to the traditional staff appraisal process.  The 

course focused on Performance conversations for Managers and was facilitated by Heather 

Ballantyne who is an established trainer in both housing and commercial settings.  Heather based 

her course on the 5 conversations framework which was developed by Dr Tim Baker. 

Traditional Appraisal Methods: 

Traditional appraisal methods are currently being carried out at Yorkhill HA and this normally 

involves a four stage process. This mirrored the process at each of the other Associations 

represented at the training event.  Process involves: 

1. Annual appraisal form completed by staff  
2. Follow up 1-1 discussion with Manager.   
3. Feedback report with action plan following discussion. 
4. Six monthly review. 
 

Feedback from Heather reported in her experience common negativity with this traditional method 

of appraisal. Examples she regularly encountered are: 

 Low levels of engagement, especially where appraisal was not linked to productivity/ 
bonus. 

 Tends to be focussed on targets, values and objectives with no/little human touch. 

 Can be used as a platform to address performance issues which should be tackled earlier. 

 Impact on staff as sometimes can be destructive and stressful. 

 Questions raised at 1-1’s were not always known in advance therefore staff could not 
prepare for it and not always based on information in completed forms.  

 Excessive questions can be seen to put staff off and not much time for their input. 

 Not always based on a short look back and longer look forward approach. 

 1-1’s could over run and the focus could be lost/diluted. 

 Six monthly reviews did not always take place leaving staff feeling "what’s the point”. 
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Alternative Approach - Five Conversations Framework 

The Five Conversations Framework can be used to improve credibility and productivity of your 

appraisal process by encouraging authentic communication throughout an organisation.  It 

involves Managers having conversations with their staff individually for approximately 15-20 

minutes maximum per month over 10 months of the year.  Staff would know the topic being 

discussed from month 1 to month 5 and at the end of month 5 it would start again from month 6 to 

month 10. During month 6-10 the same topics would being covered and updates compared to 

show progress or change from the previous period.   

This method of appraisal replaces the traditional appraisal and 6 month follow up. It has been 

suggested that the 10 months process can be more powerful. There would be a two month break 

after month 10 and the process would start again after the two month break. 

I insert below an extract from Dr. Tim Baker’s framework. 

Advantages: 

Contains no surprises. Motivational experience. 

Ongoing dialogue Covers the organisation’s culture 
Relaxed but structured Feeling of being valued.  

Two way conversation about how we do things. Specific topics known in advance. 

 

Committee are asked to note the contents of this report and discuss if this alternative method 

of continuous appraisal should be considered by Yorkhill Housing Association. 

 


