GUIDANCE NOTE OD3

Managing Performance - Appraisal 

(Sutton General Scheme)

1.
Who is the scheme for?

1.1
The Appraisal Scheme applies to all full and part-time employees and includes all short-term contracts and agency employees employed in Sutton for more than 6 months. 

1.2
The scheme does not include Senior Managers (Senior Managers Grades) Chief Officers and schools-based employees, and those employed on teacher and lecturer conditions of service for whom other arrangements apply. 

2. 
What is appraisal?
2.1
The purpose of appraisal is to define how well the appraisee is performing, agree future targets and define any development needs for improvement or growth.

2.2
The overall aims of the appraisal scheme are to:

· Review performance jointly, openly and productively.

· Ensure everyone has clear work priorities and goals, which are linked  

   by the ‘golden web’ (appendix 1) via Team and unit business 

   plans to the corporate vision, values and goals and the Sutton     strategy.

· Ensure that work targets also take account of national, professional 

   and statutory requirements.

· Support, guide and equip the employee to do their job and meet their

   goals. 

· Recognise and celebrate achievements and value individual 

   contributions.

· Recognise and develop skills and abilities.

· Be fair and consistent, promote equality of opportunity, and value 

   diversity

· Evaluate and review past work-related training and development 

    initiatives.

· Look at future work-related training and development needs.

· Maintain communication between managers and employees.

· Identify and spread good practice.

· Clarify relationships to other policies and procedures such as 

   corporate planning framework, business plans, competencies, 

   capability, etc.

· Contribute to the workforce planning.

· Ensure that monitoring data, qualitative and quantitative, is captured  
   at unit/team and Council-wide levels. 
2.3
The scheme does not link to pay or promotion. It is separate from disciplinary, sickness and related procedures. 

3. 
How does the scheme work?

3.1
The definition of appraisal is important and the following defines the council’s expectations for appraisal. 

3.2
Frequent communication between the appraiser and the appraisee is key to supporting a successful appraisal process. There should be a number of one-to-one discussions throughout the year (OD3a).

3.3
There should be two formal meetings: the appraisal meeting at the beginning of the appropriate business year; and a mid-year review six months later. These should be used to summarise all other one-to-one discussions and should contain no surprises.

3.4
The appraisal cycle should link to the business planning cycle of the unit/team in which the employee works. (e.g.;- financial versus academic year.) 

3.5
Individual appraisals need to be appropriate to the work patterns, hours and job that the appraisee holds. Managers and employees should agree a practical approach depending on the job in question.

3.6
If a team appraisal is used it should not fully replace individual appraisal. It is vital that every employee meets with their manager at least once a year for an agreed period of time and in an agreed location to discuss performance and development.

3.7
The appraisal meeting will cover the following areas:

· A review of the appraisee’s work over the past year - looking at all aspects of performance including which targets have been met, partially met and not met.

· An agreement of the appraisee’s work priorities and key tasks for the next year, the relationship to the business plan, and how success will be measured

· An agreement of the support, tools, and development needed to help the appraisee achieve their targets or to help them develop in other aspects of their job.

· Any other issues to do with the appraisee’s job and may include feedback to the appraiser

3.8
Mid-year reviews should be used to review the decisions and targets set in the appraisal meeting, make any necessary changes and consider any development or support need.
4. 
Who conducts the appraisal?
4.1
The appraiser will normally be the appraisee’s manager.  There may, however, be exceptional circumstances where it is right for someone other than the manager to conduct the appraisal and this may be requested by either the appraisee or the manager. If this is the case a more senior manager may agree to involve such a person.  He or she could be present during the interview as a third-party, or act as appraiser in place of the manager. Eg:- There is conflict situation between manager and appraisee or the manager is on maternity leave. etc.

5. 
Training in using the scheme
5.1
People who are new to appraisal are required to attend the designated Appraiser training course.  

5.2
People who have had previous and relevant appraisal training in other organisations will be required to attend a briefing, which will focus on the Sutton appraisal procedure. (This will be explored on an individual basis) Group Human Resources officers may hold briefing sessions if there is no course available at the time it is required. 

5.4
Refresher training will be available as required.

5.5
Training will also be available for appraisees and will be available throughout the year. 

5.6
Guidance on the Appraisal Scheme will be available for all new employees.

6. 
New employees
6.1
It is important that the manager ensures that a new employee understands the requirements of the job.

6.2
Managers will set early targets for new employees during their induction.  Progress towards these will be reviewed at the three- monthly probation review meeting, and further targets set, if needed for the period until the next appraisal cycle begins.

6.3
If the manager has concerns of less than satisfactory performance then the matter should be dealt with using the probationary procedure (PM1). Training and support needs may be identified and a timescale identified.

7. 
What does an appraisal meeting involve?
7.1
Planning

· An appraisal meeting should be planned for in good time. Good practice would suggest that 10 working days notice of the meeting should be given as a minimum standard.

· Time needs to be allowed not only for the appraisal meeting but also to allow both the appraiser and the appraisee adequate preparation time. 

· The appraisee should be encouraged to complete a self-appraisal prior to the interview. (Optional form available OD3g)

· There will also need to be time allowed for writing up the appraisal afterwards. Good practice suggests that the under normal circumstances completed appraisal record should be with the appraisee for comment within 1 working month of the appraisal meeting.

· A manager may need up to a maximum of 6 hours from preparation to completion of an appraisal and this will need to be multiplied by the number of employees managed. 

· Finding a private space for appraisal may also be an issue if not planned for well in advance.
7.2 
Reviewing performance

· This part of appraisal is important as a way of praising achievement and effort, and of addressing areas of difficulty.  Its main value, however, is using this to affect what the appraisee will do next, building on skills and achievements, and strengthening or developing areas of weakness where identified.  

· Appraisees should be encouraged to review their own work as well as offer views.  (Optional form available OD3g)

· Appraisers should:-

· Look at the whole job and ensure they are able to give a range of examples / evidence to support their views. 

· Look at the work targets and priorities and the success criteria agreed the previous year, and judge how actual performance compares.  

· Evaluate development activities undertaken during the review period and discuss with the employee what has benefited the individual, the service and the council. 

· Try to describe behaviour rather than personality when giving feedback, and be as clear and specific as possible, giving examples to illustrate points made.  Where behavioural issues come into appraisal, issues should focus on examples not opinion. Effective managers would have raised these issues with the appraisee in previous meetings and thus there should be no surprises.

· Where the manager doesn’t see the entire job they should think about 
    what other information exists to help them form a fair picture. This 

    should be done in such a way as not to compromise confidentiality.
7.3
Setting work targets and success criteria

· Appraisals are part of the Council’s wider work on service planning and performance.  The appraiser will be aware of which parts of the Council’s and service area’s business plans that are likely to affect the appraisee’s work. 

· It is important that individual work targets and tasks are in line with service area targets and business plans and linked to the corporate vision, values and goals, and that the appraisee can see their part in the wider picture. 

· The main appraisal meeting will focus on agreeing work targets and tasks that are S.M.A.R.T (Specific, Measurable, Achievable, Realistic, Timebound) for the appraisee to achieve over the next year. There should be at least two targets and no more than eight.  

· Consideration should be given both to the individual and the role to agree suitable work targets. Where appropriate it is acceptable to set developmental (improve and/or change) or maintenance (keep up the good work) targets or a mixture of both.

· Success criteria say how the targets are to be achieved.  They will differ from job to job.  They may be about deadlines, response times, customer-satisfaction or error free work and can be quantitative and/ or qualitative. They should be clear and understandable to both appraiser and appraisee.  

· For some work areas it may be better to agree unit/team targets rather than or as well as individual targets.  Managers can decide what will be most helpful for members of the work group and the service.  If the manager does decide to have unit/team targets, then the unit/team will work together to agree targets and success criteria.   Individuals will have separate meetings to discuss and agree work related training and development needs. 
7.4
Exploring resource needs to achieve targets.

· Part of the meeting is about exploring whether the appraisee has both the necessary tools and skills to enable them to do their job as well as possible. Action may be needed to set people up to succeed in achieving their targets. It may not be possible to include everything in one twelve month period – priority should be given to the things that link with the critical success factors and business plans. 

· It is critical that wherever a development need has been identified and a solution agreed, responsibility for arranging to meet is also agreed.

· It is the appraisers responsibility to collate the development needs of all the people they appraise and pass them to the Group Heads of Human Resources. 

7.5
Work and Performance Standards

· Work and performance standards can be useful tools in appraisal. They can be a useful framework in exploring individual behaviours, skills, knowledge and experience within the appraisal review. 
· If these are being used it is advisable to use both generic and specialist work and performance standards.
7.6
Other issues

· These may include:-

· Changes, which affect the appraisee’s job, or that of the unit/team. 

· A discussion of the appraisee’s longer-term development, career or broadening their experience.  

· Work-life balance and well-being

· The relationship of the appraisee and their manager or about other work relationships, which affect them or that of the unit/team.

· Any other issues affecting the appraisee, their job or the unit/team. 

8. 
The mid-point review
8.1
This should happen halfway through the year from the first meeting when targets were agreed. Progress can be checked towards achieving them, and to pick up any major changes in priorities.  

8.2
It should be recognised that if a target becomes obsolete, it can be removed or changed at any point during the year, as can the associated success criteria.

8.3     The mid-point review may also be the best time to also review development and support needs.     

9. 
Confidentiality
9.1
The content of the appraisal meeting is normally confidential between the appraiser, appraisee and countersigning manager.

9.2
Any notes made in preparing for the meeting or taken during the meeting will not form part of the formal paperwork and should be destroyed when the Appraisal Record Form is complete.  

9.3
The Appraisal Record Form will be the only record of the discussion.  There should only ever be a maximum of three copies made of the form – one for the appraisee, one for the appraiser and one for the countersigning manager (who will have seen it as part of the quality checks, and will return the master form to the appraiser for copying having countersigned it).  

9.4
Appraisal records must be stored in a lockable place. They should not be stored on a shared computer drive as this is not secure. Records should be retained and disposed of taking account of the Data Protection Act and relevant council policy.

9.5
Depersonalised information will be used for planning and monitoring purposes only. 

10. 
Appraisal Records Forms
10.1
The Appraisal Record Form should be completed and returned to the appraisee normally within one working month of the appraisal meeting. It can be completed either during the meeting or afterwards by agreement between appraiser and appraisee.

10.5 The record should only contain what has been discussed in the appraisal meeting. The signature of the appraiser and the appraisee indicates that they agree it is a true record of the appraisal meeting.

10.3
The appraisee should be encouraged to comment in the space provided.

10.4
The countersigning manager should add their comments to the form.

10.5 The appraisal record should contain a clear indication of responsibilities for actions agreed during the appraisal. E.g.: - who is going to organise agreed development activities.

10.6
The form can be completed electronically or manually. The master template is available in the word templates on all London Borough of Sutton PCs.

11. 
Role of the countersigning manager
11.1
The appraisal record is sent to the countersigning manager for a number of reasons:

· To ensure that appraisals and the appraisal record are being done on time and are of a suitable quality.

· To monitor the scheme is working consistently and fairly, in terms of volume, quality and in line with the Equality and Diversity Policy. It is vital to ensure the quality standards have been met, the appraisal is fair, and consistent standards are maintained across the group of appraisers for whom the countersigning manager is responsible. Any outcomes from this monitoring must be addressed maintaining confidentiality of individual issues raised.

· To ensure that all appraisers working for them have a consistent approach within the group and that all new managers are supported in the appraisal process and particularly target setting.

· To check how well the service area is meeting its targets through employee’s personal targets and that targets set are S.M.A.R.T., wherever possible. (See 7.3)

· To ensure that the vision, core values and corporate goals are reflected in all appraisals (for example, in the context of achieving equality objectives, the goal of promoting social inclusion and the core value of promoting diversity.

· There is frequent communication and a number of one-to-one discussions throughout the year between the appraiser and the appraisee as these are key to supporting a successful appraisal process.
· That the employee knows that their manager’s manager is aware of the work they are doing and taking an interest. Also that ‘good work’ is being praised and poor performance addressed. They should read and make appropriate comments (even if only a few words) on all appraisal forms completed by the people who work for them.

· To write summary reports for the service area Management Unit/team. This information will enable the Council as a whole to assess how well it is meeting its targets over the year.  

·   To resolve disagreements and disputes.

12. 
Relationships to other policies
12.1
Corporate Planning Framework 

· The Council has a ‘Performance management Framework in Sutton’ which shows how the different levels of business planning fit together. This makes the link between the organisation’s targets and the targets set for individual employees. 

· Through this framework the Council seeks to ensure that there is a ‘Golden Web’ (appendix 1) running from our Corporate Priorities through each of the planning levels to the targets set for individual employees. 

· In this way we ensure that work carried out by unit/teams and individuals is aligned with our corporate priorities. 

12.2
Equality and Diversity Policy

· Both managers and employees have a responsibility to promote the Council’s Equality and Diversity Policy, treating others with respect and valuing their diversity, as well as avoiding any unintentional unfair discrimination. The achievement of equality and diversity objectives should be incorporated into managers' targets
· During the appraisal process it is important that the appraiser recognises and considers any particular requirements the appraisee may have in relation to, for example: 

· race, 

· gender, 

· disability, 

· caring responsibilities, 

· age, 

· sexual orientation, 

· gender re-assignment, 

· social class and 

· religion or belief 

   when discussing performance and identifying development needs.

· In particular, reasonable adjustments must be made where an appraisee has, or develops, a disability and without that reasonable adjustment they would find it difficult to perform effectively in the job role, or participate fully in a development activity.

· Further guidance is available from the relevant Group Human Resources section on what constitutes a reasonable adjustment.

· All managers have a responsibility to give their employees equal access to training and development. This cannot be achieved without addressing the literacy, language and numeracy needs of employees where necessary.  The development of these skills should form part of your appraisal discussion with your employees.
· Further guidance on this can be obtained by contacting your Group HR/OD    team to arrange a skills check, or you can do look on the following website for an on-line skills check: http://www.move-on.org.uk.

12.3
Capability and Work Performance Procedure

· Where there are issues of underperformance, managers will address these as soon as they arise through one-to-one meetings (supervisions) and day-to-day management and not wait for an appraisal meeting to discuss performance.

· When formal action begins under the Capability procedure –(PM2), the appraisal process is suspended.

· When the employee has achieved and maintained the required standard for 3 months the appraisal process will resume.

12.4
Disciplinary Procedure

· The disciplinary procedure applies to issues of misconduct and not performance; therefore the appraisal cycle need not be affected.

· Where the individual is suspended on full pay as a result of a disciplinary investigation then the appraisal cycle should be suspended until the matter is resolved.

· This may constitute an exceptional circumstance regarding who conducts the appraisal meeting as referred to in paragraph 4.1

12.5
Managing Sickness Absence Effectively

· Attendance will be monitored as part on the ongoing management process.

· The formal appraisal meeting can be used to discuss attendance, but should not be used as the 'attendance review' formal stage of the Managing Sickness Absence Effectively Procedure.

· Where the employee’s attendance is under review, circumstances relating to their health and attendance at work will be considered when reviewing and setting work targets.

13. 
Dispute Resolution
13.1
There may be occasions when the appraiser and the appraisee hold differing views regarding matters discussed during the appraisal meeting.  Where there are disagreements then there should be an attempt to reach a compromise view or find a statement on which both parties can agree. If an understanding cannot be reached:

· A record should be made of the specific area of disagreement in the comments section of the Appraisal Form and this should be signed.

· The countersigning manager should attempt to resolve the disagreement.  

In cases where there is a persisting problem there are up to two further stages:

· The countersigning manager should request the involvement of more senior managers (if this is not the appraiser or countersigning manager)

· If after this there is still a major disagreement the next stage is to refer the matter to the Executive Head of Human Resources.

13.2
For all other disputes such as: -

· Lack of appraisals, mid-point reviews and 1-2-1s, 

· Not receiving a copy of the Appraisal Record Form or not receiving it within a reasonable timeframe.  

· No defined or appropriate work priorities or tasks.

· Agreed resources / development not provided.

Employees should wherever possible try to discuss this with the designated appraiser. If this does not resolve the dispute then employees should then contact the countersigning manager or the Group Personnel Manager to mediate on their behalf.

14. 
Monitoring
14.1
Senior Management Team are responsible for ensuring that they monitor the scheme both qualitatively and quantitatively. 

14.2
Human Resources will check the scheme to assess its effectiveness and make revisions as necessary. There will be a standard monitoring method to capture corporately required information, to which managers will contribute. Human Resources may also ask managers and employees to give feedback on their experience of the scheme through questionnaires, random meetings and group discussions.

14.3
Human Resources will also hold a central database from which management information can be obtained on: -

· Skills Audit / Core Skills

· Educational Attainment

· Development  / Resources Needs

· Equalities monitoring information
human resources
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