MODEL POLICY PACK – Document 13

PERFORMANCE MANAGEMENT POLICY

Supervision, appraisal, training and development


(There is no requirement in law to have supervision, appraisal or capability policies or practices. However, it is good practice to have an established and consistent procedure for management to communicate directly with staff, both to support them and to facilitate “quality control” of work. It can also provide compelling evidence of the fairness and objectivity of your actions if you are challenged by employees who feel they have been discriminated against in terms of promotion, access to training or accusations of incapability. Additionally, supervision and appraisal are vital tools in implementing other policies such as absence management and grievance and disciplinary procedures. There could be implications for regrading requests or for redundancy selection. You must ensure that principles of data protection are observed, that meetings are recorded accurately and that there is no cultural or other unfair bias in your evaluation procedures. This is especially important if you have any kind of performance pay system based on the outcome of appraisals.)

[Your organisation] aims to support staff in their work to enable them to deliver the best possible service. [Your organisation] recognises that staff will perform better, be better motivated and be less likely to leave the organisation if the following principles are followed.

Principles of staff support:

· communicating to staff the organisation’s values, needs and expectations;

· being open to suggestions from staff about how the organisation might develop and improve;

· valuing and praising the good work done by staff and encouraging creative innovation;

· assisting staff in their personal and professional development;

· working with staff to respond to and manage organisational change and/or changes in job requirements;

· ensuring that work is of the required standard and quality; 

· where work is not up to the required standard, tackling this promptly and constructively;

· recognising that staff have needs and responsibilities outside of work and that these can affect work performance.

These principles will be achieved by:

· providing staff with clear and unambiguous job descriptions and workplace policies; 

· setting clear targets and standards;

· monitoring work;

· giving regular constructive feedback on performance, both recognising good work and raising concerns;

· giving staff regular opportunities to discuss their own work and the work of the organisation and to consider how these could be developed and improved;

· giving staff regular opportunities to voice concerns in confidence;

· identifying appropriate training opportunities and ensuring that training is adequately resourced;

· exploring with staff opportunities for them to develop new skills and experience;

· following fair, consistent and confidential procedures to tackle under-performance;

· addressing as far as possible the personal needs and home responsibilities of staff by allowing flexible working where this is a realistic alternative.

These procedures will take place primarily in supervision and appraisal meetings between line managers and individual members of staff.

Supervision – ground rules

Ground rules will be established at the beginning of any supervision relationship, for instance at a new employee’s first supervision meeting or whenever a new line manager takes over the supervision of existing employees. The ground rules for any supervisory relationship may vary depending on the nature of the work and the preferred style of the supervisor and the experience of the employee, but might include some or all of the following.

Ground rules will be recorded and will normally cover items such as: 

· Frequency and duration of meetings;

· Purpose of meetings – eg performance management, monitoring performance, personal support, exploring training needs;

· Content/format of meetings – eg review of current workload, work planning, target setting, file/case reviews, review of timekeeping and holidays;

· Use of meetings to implement policies such as sickness management, equality and diversity policy, health and safety policy, flexible working policy, minor/initial disciplinary or grievance issues;

· Relation to staff/team meetings - eg for planning team/individual work;  

· Confidentiality – how confidentiality will be observed by both parties and how to proceed if exceptions to this principle arise; 

· Procedures for making, agreeing and storing notes of meetings;

· Limits of authority of supervisor – ie when they need to refer decisions to the Chief Officer or Board of Trustees;

· How to handle disagreement;

· What to do if there are serious complaints about the conduct of either party during supervision meetings – eg if bullying or insubordination are felt to be happening;

· How to raise informal grievance or disciplinary matters and how these will be progressed through the formal grievance and disciplinary procedures if they are not resolved.

(There are adaptable model supervision recording forms at the end of this pack.)

Probationary reviews

See Section on Probation and Confirmation in Terms and Conditions of Employment.

Supervision meetings will take place at a frequency and for a duration agreed by the new post holder and their line manager but no less frequently than monthly. For instance, in the first week of employment, supervision may take place daily, thereafter weekly for the first month and monthly after that. Supervision meeting should normally last no less than [20 minutes] and no more than [one hour].

A formal review meeting will be held after the first [3] months and, unless probation is extended for any reason, a final review will be held after [6] months. This final review meeting will be followed by a meeting with the Chief Officer to ratify the recommendations of the final review meeting, to allow the new employee to comment on their experience of the induction process and, if necessary, to voice any concerns. 

The review meetings will address specific issues covering 

· the extent to which the new employee is meeting the requirements of the job description

· any training that is needed to improve performance or to gain new skills

· the policies and procedures of [your organisation] and whether these are understood and accepted; special attention will be given to confirming understanding of the Equality and Diversity policy, the health and safety policy and the absence management policy
· workplace relationships and any concerns raised

· where appropriate, efficiency and admin performance

· any other issues raised by supervisor or the new employee

· recommendations for next steps, including targets to achieve, improvements to be addressed, extension of probationary period, confirmation in post.

(There are adaptable model probationary review recording forms at the end of this pack.)

Appraisal

(No one model is offered here because different organisations will have very different approaches to appraisal. Instead, we give some suggestions about the principles and some options for devising your own system. Sample forms for recording appraisals are given at the end of this pack. You can find other examples on the Acas website www.acas.org.uk/index.aspx?articleid=391.

Before devising or agreeing an appraisal system, it is important to be clear about the purpose and use of the outcome. Some appraisals are used simply to review and improve performance for professional satisfaction and personal development; some are used to explore attitudes and perceptions; some are used to consult, plan and fix longer term work timetables and personal training programmes; some are used as the basis for reward systems including pay increments, bonuses or promotion. Different systems are more or less appropriate for different purposes.) 

All appraisals should have the following points in common:

· They should allow for a medium-to-long term [annual or bi-annual] overview of the work – a process of “taking stock”

· They should be based on consideration of the whole period in question, not just the most recent past

· They should be developmental tools – they should be positive and forward looking

· They should deliver a ‘reward’ – this could be motivational and developmental if not financial

· Conclusions and judgments (if any) should be evidence based

· They should be open-ended, involving genuine two-way discussion with no foregone conclusions – both parties should ask and listen
· They should include an opportunity for the employee to include their own perceptions and to note any disagreements or extenuating circumstances.
Appeal

Where there is serious disagreement, there should be opportunity for employees to appeal against an appraisal report, either through a special procedure linked to the appraisal system or through the grievance procedure. Appeals procedures should include the right for an employee to bring a companion/supporter. However the appeals procedure should not be a mechanism for an employee to negotiate better scores or improved performance pay offers, neither should it be used instead of a competency/disciplinary procedure by the employer.

Confidentiality

Appraisal reports will normally fall under the Data Protection Act. This means that any information must be processed fairly, lawfully and for limited purposes; must be adequate, relevant and not excessive; must be accurate; must not be kept for longer than is necessary and must be securely stored. Employees have the right to ask to see their appraisal reports.

Appraisal Process

Appraisals should not be too lengthy, cumbersome or “paper-bound” or they will be crowded out by the pressure of other more immediate work demands. However it is useful to have a process of prior reflection for both parties, a meeting to discuss and compare these opinions, and an opportunity for each party to comment formally on the conclusions. Some models require every member of staff to comment on the work of every other member as part of this process (360° appraisal). This is very rewarding but possibly unduly time-consuming for many organisations. Any targets should be recorded with timescales and any resource implications and personal training programmes outlined. There should be an opportunity for either party to discuss serious disagreements or concerns with a more senior person, either the Chief Officer or a member of the Board of Trustees.

It is a good idea to hold an interim review (after 6 months in an annual cycle) to check that actions decided on at appraisal are progressing.

EXAMPLES OF APPRAISAL SYSTEMS

Example One

NARRATIVE REPORT under general headings, including self appraisal
The appraiser describes the employee’s work performance and behaviour in their own words, maybe under as series of headings or guidelines. This may be supplemented by a similar narrative self-assessment by the employee. 

Advantages: Flexible and responsive to individual circumstance.

Disadvantages: Highly subjective, depends on literary ability of appraiser (and of employee, if self-appraisal is incorporated), may be time-consuming. Inappropriate for use to compare the relative merits of individual employees since different factors may be assessed by different appraisers.

(There is an adaptable model narrative appraisal “prompt” form at the end of this pack.)

Example two

PERFORMANCE RATING on basis of job description

Lists a number of job-related factors to be assessed. These are taken from the job description/person specification for the job, and might include, for instance, quality of work, volume of work, knowledge of the job, communication, team work etc. Each factor is given a rating from, say, one to four where one is outstanding and four is unacceptable:

1= outstanding

2=meets requirements of job

3=shows some weaknesses

4=unacceptable.

Advantages: Easy to construct, understand and use. Can be used as a basis for a form of performance pay evaluation, where thresholds have to be passed to earn extra pay.

Disadvantages: Can be subjective, and a tendency to bunch scores around the mid-point can mean that particular strengths and weaknesses may be hidden in an overall “average” impression. Does not always take full account of actual results or achievements.

(There is an adaptable model appraisal form which includes performance rating at the end of this pack.)

Example three

CRITICAL INCIDENT

The appraiser records incidents of the employee’s positive and negative behaviour over the appraisal period, probably during supervision sessions. As well as being recorded, these incidents are discussed when they occur (either to give appreciation of good performance or to give support and counselling to improve poor performance). The record of incidents throughout the year forms the basis of an appraisal report.

Advantages: Objective judgement made on actual incidents spread across the year, rather than recent subjective impressions.

Disadvantages: May be perceived as burdensome and time-consuming and can result in inhibiting performance by “overactive” supervision. May be inappropriate for routine jobs requiring little initiative.

Example four

COMPARISON WITH OBJECTIVES

The employee and his or her manager agree objectives at the beginning of the appraisal period. These might include, for instance, special tasks, new initiatives, personal training. At the end of the appraisal period a judgement is made as to how far these objectives have been met, what else has been achieved, what obstacles occurred to prevent or hinder objectives being met and possibly rating achievement of each objective set on a scoring system as above. The appraisal meeting would then set new objectives for the next period.

Advantages: Fairly objective because the emphasis is on work achievement. More participative because the employee agrees and helps to devise the objectives. 

Disadvantages: Requires a degree of self-direction which some people dislike. Achievement or not of objectives may be determined by external factors beyond the control of the employee, so objectives may need reviewing before the end of an appraisal period. Can lack analysis of performance.

Related policies:

Individual job descriptions

Terms and Conditions of Employment

Equality and Diversity policy

Health and Safety policy

Sickness absence management

Grievance procedures

Disciplinary rules and procedures

Induction policy

ACAS publications and model forms:

Employee Appraisal: www.acas.org.uk/index.aspx?articleid=651
(or follow links to: Publications, Advisory  Booklets, Employee Appraisal)

Model employee appraisal forms: www.acas.org.uk/index.aspx?articleid=391
(or follow links to: Employment forms, Employee appraisals forms)
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