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Incremental Progression Policy

1
Introduction

Progression within a salary scale grade will be subject to a satisfactory performance appraisal rating.  This policy has been introduced as a means of positively rewarding those employees with good performance who during the appraisal year have met their appraisal objectives and have adhered to the council’s ways of workings. 

2
Aim of the Policy

· To positively acknowledge and reward good performance

· To ensure fairness and equality

· To improve productivity and performance within the council

· To link performance with the drive for continuous improvement and service excellence.

3
Scope of Policy

This policy applies to all grades from scale 2 to PO11.  Chief officer grade employees have a separate scheme linking appraisal outcomes to incremental progression.  

The policy covers both full time and part time employees and temporary workers including those on fixed term contracts.  The appraisal process is open to those on a contract of three months or more and the incremental progression policy will apply, where appropriate, to all those with contracts for more than six months.
4
How Performance will be Measured 

Performance will be measured using the council’s performance appraisal scheme.  The appraisal process provides an opportunity to review and reflect upon the past year, and to plan for the next in a structured way based upon the council’s corporate and departmental priorities.  Ratings under the appraisal measure past performance and ways of working in the 12 months (or shorter for those employees with less than 12 months in the job role) prior to the review.
5
The Process

In April of each year an employee should have a discussion with their line manager and a number of SMART performance objectives should be set (approximately 6).  The ways of working should also be discussed and included in the objective setting.

In October the appraisal objectives that were set in April can be reviewed and the line manager can check that the employee is still on target to meet the set objectives, or if circumstances have changed to revise or amend the objectives.  Alternatively, managers in their regular one to ones can check progress with their team members.

In March / April of the following year the line manager should meet with the employee to see if the appraisal objectives and ways of working have been met, provide an appraisal rating based on the year’s performance and also by April / May to have set new objectives for the forthcoming year.  (See Appendix 1 attached.)
In addition the employee and line manager should have regular one to one meetings throughout the year to ensure that objectives are being met and revised / amended if necessary in the light of changing circumstances / council priorities.

Appraisal ratings should contain no surprises.  It is expected that appraisers will have regular formal and informal discussions with their team members on an ongoing basis regarding their role, performance and development throughout the year.  Any issues or concerns should be addressed as they arise and not left until a formal appraisal meeting.  
Managers who identify employees whose performance / ways of working on current performance will warrant a rating of did not meet requirements or partially met requirements should where possible advise them by October / November of the possible outcome to give them an opportunity to improve.

All relevant meetings should be documented and the manager and appraisee should agree at the onset the arrangements for this 

See Appendix 1 for the Appraisal flow chart cycle.

6
Appraisal Ratings

There are four appraisal ratings and table 1 below indicates the link with performance and incremental progression.  All incremental progression is subject to the maximum of the grade point.
Table 1
	Appraisal Rating
	Incremental Progression
	Comment


	Outstanding

	One increment will be awarded – salary scale permitting
	Performance consistently above average and all objectives / WOWs have been successfully met.

	Good

	One increment will be awarded - salary scale permitting
	All objectives / WOWs have been successfully met.


	Partially met requirements
	One increment may be awarded - salary scale permitting*
	Not all objectives / WOWs have been successfully met.

	Did not meet requirements
	No increment 
	Less than 50% of objectives have been met.  


If it is likely that a manager will recommend that an employee should not be awarded an increment in April, this must have been previously identified and documented in a one to one to allow the employee an opportunity to improve performance. 
In all cases the line manager’s recommendation on appraisal outcomes and incremental progression will be subject to verification by the service area / corporate director.
7
Deferred Increments

Exceptionally where pay progression has been withheld because of poor performance and appraisal objectives were not met, a line manager has the discretion to recommend to the service area / corporate director that an increment be awarded from 1 October following the appraisal outcome.  This increment can be awarded if, at the October mid-term appraisal review, performance has improved substantially and the required standards met.  There is no backdating of this increment to April.

8
Special Circumstances

Managers should give consideration to special circumstances that may have occurred during the appraisal year affecting performance.  Examples of these include but are not limited to:

	Situation / Event

	Comment / Action

	Unforeseen service demand(s) and /or resource limitations
	Review / revise objectives accordingly.



	Short-term absence (e.g. sickness, special leave, etc)
	Should not adversely affect performance appraisal outcome.



	Longer periods of leave (e.g. maternity / adoption leave, career break, long term authorized sick leave etc) 


	Employees on leave for part of the year should have any appraisal rating / based on performance during their period of attendance.


Special consideration should also be given to any long-term absence due to a disability of the employee or a dependant, and reasonable adjustments must be made.  

Employees who have been promoted during the appraisal year may be eligible, depending upon the appraisal outcome of their past performance during the relevant appraisal year, for a pro rata increment.  If, however, their subsequent promotion has included an increment in recognition of past performance then they will not also be eligible for an appraisal increment.

Part time employees must not be treated less favourably than full time employees when setting appraisal objectives and ways of working and in the award of appraisal ratings.

9
Cost of Living Increment 
All employees, within scope of this policy will be entitled to a cost of living pay increase, when awarded, regardless of appraisal rating.  

10
Links to other Policies 

i
  Disciplinary / competence
The appraisal process is separate from disciplinary / competence and will not be used to initiate these policies/processes.  The disciplinary process is reserved for those instances where the employee wilfully does not uphold the council’s ways of working or perform to the required standards.
Appraisal may inform a need for competency procedures if it identifies concerns regarding an individual’s performance and this should be dealt with outside the appraisal process.  

The competence procedures are intended for those situations where an employee’s failure to meet the required standard of performance is not due to wilful misconduct, but more because they are incapable of performing to the required level.  The competence procedure aims to improve an employee's conduct and performance by identifying issues that are affecting these and developing strategies to improve.

ii
6 month rule 

All incremental progression will be based on performance of the required measurable specifications rather than any time served.  Increments will not be granted automatically after six months service.
iii
Probation
Employees new to Islington Council are subject to the probation scheme.  During this six month probationary period, employees are not normally included in the appraisal process but are instead subject to satisfactory performance under the probation scheme.  Mangers at their discretion and taking into account the appraisal cycle, may link such performance to the appraisal scheme.  

If at the end of the six months’ probationary period performance has been satisfactory an increment will be awarded, if it would otherwise mean an employee would have to wait more than 12 months for consideration for a performance increment.

vii
Linked grades / career grades


Progression through linked or career grades will be subject to the performance criteria established for the job role and increments in the grade will be subject to performance and ways of working.
11
Appeals Process

Employees can appeal against their rating if an increment is withheld by their line manager and this was upheld by the next line manager.  The appeal is to a chief officer in another section / department, identified by the relevant HR Business Partner.  There is no other right of appeal.  See Appendix 2 for the Appeal Process.

In the first instance however, the employee should seek to resolve the matter with their line manager and / or their line manager’s line manager.

12
Payroll Procedure

Where a rating warrants an increment and this is agreed in the appraisal process, the increment will be paid at the next available pay run following the completion of the overall appraisal process.  It is likely that this will be in May / June or possibly later but in any event the increment will be backdated to 1 April of that year.  Line managers should inform employees about the award/non-award of annual increments.  There will be no follow-up correspondence from HR.

13
Training


To ensure that all staff understand the performance appraisal scheme it is important that they have adequate appraisal training.  The appraisal induction course is there to provide support to employees to enable them to get the most out of the appraisal process.  There are also courses for managers to support to them in carrying out appraisals effectively.
Refresher training for all staff will be available as required.
For more details on relevant training that is available see Annex 5.
14
Responsibility 

It is the responsibility of both the manager and the appraisee to be accountable for ensuring the success for the appraisal process.  Sufficient time should be set aside and adequate preparations made by both the manager and the appraisee for all appraisal and one to one meetings.

15
Monitoring

Increments that are being withheld will be reported to CMB on an annual basis and the results shared with the relevant trade unions. 
All appraisal outcomes will be analysed by the relevant equality strands: age, gender, ethnicity, sexuality and disability for both full-time and part-time staff.  The results of the monitoring exercise will be used to ensure best practice is being followed and to evaluate the effectiveness of the system.

16
Review

This policy was drafted with the trade unions and will be reviewed in 12 months time.
17
Further Information on Performance Appraisal


A quick reference guide on performance appraisal for managers and employees is attached.  (See annexes one to five.).  For further information on Performance Appraisal see also the Performance Appraisal Guidelines on izzi at: http://izzi/alfresco/web/izzi/councilwide/policies/hr/a/performanceappraisals/
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Appendix 2

Appeal Process

1
Introduction

Employees can appeal if an increment has been withheld because of the rating they have received by their line manager and this was upheld by the next line manager.  There is no other right of appeal.  
An employee who has a concern that the conduct of the appraisal process and meetings with their line manager did not accord with the provisions of the scheme should advise their line manager’s, line manager (the appraisal counter-signatory) in the first instance.  This manager will decide what action, if any, needs to be taken.
Before the formal appeal process is started the employee should try to resolve the matter with their line manager and / or their line manager’s line manager.

2
Process
The appeal process for those who are appealing against their rating of did not meet requirement and consequently will not receive an increment, is to a chief officer in another section / service area as appropriate, identified by the relevant HR Business Partner.  The appeal process should be completed in normal circumstances, within one month of the case being allocated by the HR Business Partner to a chief officer designated as the Appeal’s Hearing Officer.

Following confirmation by their line manager that the increment has been withheld and that this has been upheld by the next level line manager the following process should be followed:
The employee (appellant) should within ten working days:

· Set out in writing the grounds of their appeal and submit this to their line manager

· Supply documentary evidence of where they feel performance / conduct has consistently met the required standard

· Submit a copy of their job description and any other supporting evidence.

The manager should upon receipt of the written appeal:

· Advise their next level line manger

· Notify the relevant HR Business Partner and submit all the written documentation.

The HR Business Partner should:

· Allocate the case to a chief officer in another section / service area (to be known as the appeal’s hearing officer)

· Advise the appellant and line manager and the next level line manager who the appeal’s hearing officer will be.

The appeal’s hearing officer should:
· Advise the appellant and line manager and the next level line manager of the timetable for the process  

· Review the written documentary evidence submitted

· Ask the appellant and their line manager and the next level line manager to submit any further evidence if required

· Interview, if necessary, the appellant with trade union representation if requested,

· Interview, if necessary, the line manager and the next level line manager

· Review all the evidence submitted (written and oral) and make a decision.

· Write to the appellant and their line manager advising them of their decision.

Once the appeal’s hearing officer has been identified by the HR Business Partner, the appeal’s process normally should be completed within one month.  The hearing officer may request, on an anonymous basis, the appraisal details of other members of the appellant’s team for comparative purposes.  The final decision about a rating that is the subject of an appeal rests with the appeal’s hearing officer.

3
Appeal Outcome

The Appeal’s Hearing Officer should advise all the parties concerned of their decision in writing.  This should normally be within one month of the appeal being allocated by the HR Business Partner.  If the appeal is upheld and an increment is to be awarded it will be backdated to April.

4
Monitoring and Review

The appeals procedure should help ensure consistency of treatment and the maintenance of a credible system for rewarding employees.  
All appeal outcomes will be analysed by the relevant equality strands: age, gender, and disability for both full-time and part-time staff.  The results of the monitoring exercise will be used to ensure best practice is being followed and to evaluate the effectiveness of the system.

Annex 1
1
Background - Performance Appraisal Annexes

The incremental progression policy sets out how progression within a salary scale can be achieved through the performance appraisal rating system.

These annexes are intended to give all employees and their managers a brief introduction to performance appraisal and supporting information to help all employees gain the most from the appraisal system.  Full details of the appraisal scheme can be found on izzi at: http://izzi/alfresco/web/izzi/councilwide/policies/hr/a/performanceappraisals/   or contact HR Express.

1.2
Benefits and Purpose of Performance Appraisal

The following provide a quick checklist of the benefits and purpose of appraisal:

Benefits

· Provides a framework to link individual contribution to organisational objectives

· Clarifies expectations of managers and staff

· Provides an opportunity for regular feedback

· Provides a basis for recognising excellence and dealing with poor performance 

· Gives an overview of staff workload and content

· Provides regular assessment of staff performance

· Ensures development and training is planned, job related and coherent

· Gives employees the opportunity to see how their day to day work links to the council’s corporate priorities 
· Provides time for positive reinforcement so employees know they are doing it right

· Problems highlighted and addressed through joint problem solving approach

· Built in regular review (including six monthly review and one to ones) helps flexibility and responsiveness to change

· Provides a forum for continuous improvement; allowing employees to build on what they have done before so always moving forward

· Provides a clear understanding of what is expected at work, including the importance of maintaining a good record of attendance and acceptable behaviour
· Provides an opportunity for employees to give feedback to their manager about the support they are given

· Encourages self development through regular discussion and feedback

· Increases job satisfaction through recognition of good performance.

Purpose of appraisal is to:

Motivate employees and improve their performance by:

· Agreeing what is expected of them

· Discussing how their work has been going

· Identifying their strengths and weaknesses

· Giving them praise and constructive criticism

· Helping them to sort out their relationships with those whose co-operation they need to do their work
· Providing them with the support they need to be successful in their work.

Annex 2

2
Preparing for Performance Appraisal

2.1
Preparing for your Performance Appraisal – The Employee 

Before you begin preparing for your appraisal, you should make sure you have a copy of your job description, the coming years’ team or service plan and your objectives and ways of working from last year.

Before the meeting you should review your objectives and ways of working and assess your performance against it and note any achievements, challenges or learning.  Your manager will add any comments they may have at the meeting.

You should also draft about six to eight objectives for the coming year, and at least two ways of working, which your manager will review and amend where necessary at the meeting.  These should be related to the objectives in your team or service plan.  You should speak to your manager if you need assistance to link your personal objectives to these plans.

You need to review your learning plan from last year and reflect on how you used your learning in your work.  Remember to keep your learning log on My Learning up to date, as this will assist you at appraisal time.  You also need to consider what is going well and not so well with your job, any improvements you can make and anything else you would like to discuss at your appraisal meeting.

You will need to consider how you have demonstrated behaviours in line with the council’s ways of working 
At the meeting make sure you contribute and that it is a two-way conversation.

As well as the end of year appraisal meeting you should have regular one to one supervision meetings with your line manager so that at the time of the appraisal there are no surprises.

2.2
Preparing for your team’s Performance Appraisal – The Manager

Arrange meetings with all your team members giving them reasonable notice of the time and date of the meeting.  Ensure you are familiar with their job descriptions, objectives and ways of working.
You should consider the employee’s review of their objectives and ways of working from last year and their review of their work generally.  You should also consider the review of their learning and development.

2.3
Quick Guide - How to conduct an appraisal meeting - Environment

The environment should be conducive to conducting a positive and constructive conversation in a confidential environment.  The following should be considered:

	· Phone

· Comfort
	· Interruptions

· Adequate time


Points to consider at the meeting: 

	Opening the meeting

· Informal unhurried atmosphere

· Praise and encourage

· Probe and listen

· Give time to talk


	The meeting

· Structure the interview

· Focus on facts

· Agree measurable objectives

· Set review dates


	Giving feedback

· Performance not personalities

· Use positive language

· Encourage self appraisal

· No surprises


The meeting should be structured to cover the following areas:

	Structure of the meeting

	Opening


	· Rapport building – agenda setting

· Purpose

· What we will cover

· How we will do it

· This is a discussion

	Middle


	· Broad opening question

· Appraisee’s views of performance over previous year 

· Performance areas – one by one

· Themes and conclusions

· Team and department direction/targets for coming year

· Objectives for coming year

· Training and development

· Actions – both parties

· Appraisee satisfied

	Summary and close


	· Recap on purpose – meant to be helpful

· Recap on who is doing what and by when

· Thank them and next steps


2.4
Documentation

· Last year’s appraisal form

· Appraisal guidelines

· Training information / Continual Professional Development (CPD) log

· Job description and work programme 

· Changes to the job?

· Team work plan or business plan

· Your own objectives for cascading

· Any corporate or departmental strategies

· Departmental performance plans

· Resource information  – e.g. budget

· Information about imminent changes in department or council.
Annex 3
3
How to Conduct a Performance Appraisal

3.1
Appraisal Meeting Preparation

In preparation for the appraisal meeting the manager should:

· Give the appraisee sufficient notice of the date, time and location of the meeting
· Ensure that the place chosen for the meeting will be free from interruptions
· Keep to the date and time planned unless there are extreme circumstances which prevent the meeting taking place
· Allow plenty of time for the meeting
· Provide the employee with the opportunity to raise any issues or queries prior to the actual appraisal meeting
· Be fully aware of future departmental and organisational objectives and ways of working
· Be familiar with the appraisee’s duties and responsibilities based on the job description
· Consider objectives and key tasks which are appropriate for the future, for discussion with the appraisee
· Identify possible performance measures for discussion with the appraisee.
For the Review Meeting the manager should also:

· Check what had been agreed as the appraisee’s key tasks, objectives and ways of working at the previous appraisal and the agreed ways of measuring work performance and achievements
· Collect information on the appraisee’s work performance over the appraisal period on the work undertaken, where and how objectives have been met and what enabled or prevented these objectives from being met
· Consider what has been done since the previous appraisal meeting to promote the appraisee’s personal development, such as training or coaching.

3.2
Appraisal and Review Meetings

At the appraisal and the review meetings it is the manager’s role to encourage an open and honest discussion.   

At the end of the meeting both parties should ensure that they understand the decisions which have been made, particularly in relation to key tasks and objectives, future work plans and the performance measures which will be used to assess performance at the next meeting.  The manager should ensure that they follow up any commitment they have made in relation to personal development such as training, coaching or work allocation.

3.3
Setting SMART objectives

Objectives must be SMART so that they are robust enough for the four tier rating system to be applied at the end of the appraisal year.

Simple/Specific
clear and understandable including what, when and how

Measurable

in terms of quality, quantity, time, outputs, standards etc

Agreed

as far as possible between the manager and employee 

Realistic
within the control of the employee, taking account of his/her experience and capability and learning required

Timely


reflecting current priorities, achievable within the annual review cycle.

Annex 4

4
Managing Underperformance

The review process is an appropriate vehicle for tackling the issue of underperformance by individuals.  It should not however be a surprise item on the appraisal agenda.  Underperformance should be reviewed on an ongoing basis at one to one and supervision meetings.  It is good practice to raise issues of concern as they arise: informally at first, and then more formally if there is no improvement.  It helps everyone in the long term if underperformance is raised at the earliest opportunity.

In reviewing the previous year, any concerns about under/poor performance should be discussed with the employee in a positive and supportive way.  Any improvement should be acknowledged and the manager and employee should discuss how any outstanding performance issues might be addressed through training or further support.

In setting the objectives and ways of working for the coming year, the manager and employee should ensure the standard the employee should be working to.  The manager should acknowledge the level of performance the employee is currently working at.

In agreeing an individual development plan, consideration should be given to how any areas of underperformance might be addressed.

Supervision and one to one sessions should be used to monitor progress on performance issues, identifying any additional support/training that might be needed.

If improvements in performance are not sustained, guidance for managers on how to address any outstanding concerns is set out in the Managing Disciplinary and Competency procedures.  Advice can also be sought from HR Express or your HR Business Partner.

Annex 5

5
Performance Appraisal Course Information 

5.1
Performance Appraisal – All Employees

This course provides support to staff to enable them to get the most out of the appraisal process.  The objectives of the course are to help employees: 

· Understand the benefits, drawbacks and purpose of appraisal
· Have clarity about your role in the process

· See where you are now and what preparation is needed

· Be able to set work objectives and discuss Ways of Working

· Have developed techniques for participation in a successful meeting

5.2
Performance Appraisal - Training for Managers

This course aims to provide support to managers to enable them to carry out appraisals effectively.  This course is for all line managers and supervisors who are responsible for appraisal reviews. 

5.3
Further information
For further information on these courses and related courses see My Learning on izzi on line or alternatively contact ashley.roberts@islington.gov.uk
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