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1. Introduction

This document sets out our vision for managing and driving performance improvement across the Council. 

The Organisational Development strategy defined the required culture change to;

“develop the potential and capability of the organisation and the people within it, in order to develop and embed a culture and climate, capabilities and behaviours that will enable Havering to deliver its Vision, Values, Goals and the Havering Transformation agenda.”
Performance management is a process which contributes to the effective management of individuals and teams in order to achieve high levels of organisational performance. It is a holistic process that brings together many of the elements that define effective people management – managing performance, continuous development and managing behaviour. 

Purpose 

We recognise that in order to continue to provide the best service possible to our residents within current resources, we must continuously review and develop current practice to ensure we are delivering the best offerings we can.  

In order to do this, everyone who works for the Council must be committed to driving performance and improving customer service and ultimately recognise the individual role they have in contributing to the Council’s success. 
Effective performance management requires not only good management processes and systems but also an organisational culture that supports these systems and integrates them into the day-to day work of front line staff and managers to encourage them to deliver real service improvements. Instilling this culture throughout the organisation and identifying roles and responsibilities of individuals and groups is a key element of the Organisational Development strategy. 
Responsibility for managing performance must be owned by all leaders and managers. Everyone must accept their role in managing performance and take action to ensure improvement. Staff must understand their contribution to delivering key priorities and feel supported and motivated to manage their own performance effectively. 
Our performance vision 

Our vision is to improve outcomes for residents through continuous development and performance improvement. We will create an environment where all staff understand their contribution to delivering key priorities and feel supported and motivated to manage their own performance effectively”

The PDR Process is instrumental in ensuring that the above vision can be realised. It will ensure staff feel listened to and valued. Setting SMART objectives should enable staff to understand their role and the importance of the work they do in relation to service delivery and corporate performance. They should be empowered to take responsibility for their own performance and development and be able to improve the way they work and improve the quality of the services they are involved with. 

The PDR process provides an opportunity for all staff to reflect on their role, celebrate success and consider areas for development with their manager/supervisor. 

The PDR ensures that clear direction and focus are maintained and objectives set for both professional and personal development.

It enables all staff to:

· Review their performance and development 

· Receive feedback on their performance and development 

· Identify their professional and personal development and training needs

· Understand the objectives of the team/organisation and how their role fits within these

2. Definitions

What is a PDR?

A PDR is an opportunity for members of staff and their line manager to spend some protected time to celebrate a member of staffs/ individuals achievements over the past year, discuss the contribution to the team, identify areas for personal and professional development and for the manager to give feedback on performance.  It facilitates regular and continuous conversations about an individual’s performance over the course of a 12 month period. 
Who is the Appraisee
The Appraisee is the member of staff who’s performance and development is being discussed at the PDR.

Who is the Appraiser
The Appraiser is the line manager undertaking the review of the Appraisee performance and development at the PDR.

Oracle Performance System
The PDR will be supported by the Oracle Performance Management (OPM) functionality within Oracle. This can be accessed by both the manager and the employee. The onus should be on the employee to maintain an accurate record of their performance and provide the manager with up to date information about progress against objectives and provide examples of how they are display the behaviour’s in the core competency framework.  
For the management toolkit on the Oracle System https://intranet.havering.gov.uk/index.aspx?articleid=21270 
What is the Core Competency Framework (CCF)
The Council has developed a Core Competency Framework (CCF), which emphasises and reflects the kind of behaviour we want our employees to exhibit in the course of their duties. The CCF that has been designed for Havering is a set of 7 competencies that provide a framework to facilitate business success through the development of our people.  
Each role in the organisation will be assessed against the competency framework and will be allocated competency areas which are determined core or essential for the post holder to display in the course of their duties. These core competencies will then be assessed as part of the new appraisal process. 

During the appraisal meeting the post holder will be asked to consider how they perform their role in relation to the indicators depicted within the framework as best practice. They will be asked what attributes and personal skills they have or need to develop in order to develop their overall competence and be given an opportunity to reflect on how their behaviour supports the achievements of their own and the Council’s objectives. 

The competency framework will become a common language for Havering, as all areas of the organisation are able to articulate the types of behaviour expected in a consistent manner. 

Positive and negative indicators of behaviour are used within the framework and are intended as practical guidance to make it easier for individuals to understand where they fit in the framework.  They will also assist managers in performance management, appraisals and 1-1’s, when used with specific examples, to articulate where behaviour can be improved or developed.

For each post in the organisation, it is expected that there will be 4 competencies assigned that the employee is expected to demonstrate. We would expect 1 of the 4 competencies will be Respecting Others. 
To access the Core Competency Framework https://intranet.havering.gov.uk/index.aspx?articleid=21270 
For further guidance on how to link competencies to a post https://intranet.havering.gov.uk/index.aspx?articleid=21270 
For the new job profile template that uses competencies https://intranet.havering.gov.uk/index.aspx?articleid=21270 
We will be working with individual service areas to review and implement, where appropriate, professional and technical competencies in the future. 

What is an Objective?

During the appraisal, the manager and member of staff will jointly agree set performance objectives or ‘goals’ to be accomplished by individuals, departments and the organisation over a defined period of time. They may be directly work-related, referring to results to be attained, or personal, taking the form of developmental objectives for individuals.
Whatever their nature, objectives need to be clearly defined and agreed with individuals. They should relate to the overall purpose of the job and defined performance areas (that is all the aspects of the job that contribute to achieving its overall purpose) that may achieve deliverables, where required but should not duplicate tasks that are listed on a job profile. They should be challenging and stretching – not focused on the achievement of the status quo. The focus should be on quality rather than quantity. 

Individual performance should link closely with the Councils goals and objectives. Individuals should be able to easily recognise and articulate how the work they do contributes to the organisation’s goals and vision. Individuals should be empowered by the objectives they are set to define how the outcome will be achieved, rather than stipulate a course of action. This should move us away from a task orientated approach to stretching objectives that add value and deliver real business benefits. You should refer to the Corporate Plan and the Plan on a page to help individuals understand how the role they fulfill supports the Council to achieve its objectives. 
For performance to be managed effectively, individuals must know the basis on which their performance will be measured. Measures should be transparent and applied fairly, expectations should be reasonable. 
SMART
For the reasons set out below, we have introduced SMART objectives to enable managers to clearly define objectives in a consistent manner. SMART is an acronym that can be used to help ensure that effective objectives or goals are set. This format will require both manager and employee to consider the overarching principle of each objective and ensure that the targets set are relevant, achievable and are ultimately designed to ensure effective delivery.  

	Letter
	Major Term
	Minor Terms

	S
	Specific
	Significant, Stretching, Simple

	M
	Measurable
	Meaningful, Motivational, Manageable

	A
	Attainable
	Appropriate, Achievable, Agreed, Assignable, Actionable, Ambitious, Aligned, Aspirational

	R
	Relevant
	Realistic, Resourced, Resonant

	T
	Time-bound
	Time-oriented, Time framed, Timed, Time-based, Time limited, Trackable, Tangible


Specific

Specific objectives are clear and well-defined. This helps both the employee and the manager as the employee knows what is expected of them and the manager is able to monitor and assess actual performance against the specific objectives.

Specific objectives may well include a scope description, which includes details of what is not included.

Measurable

Progress towards objectives often need to be to be monitored whilst work is under way. It is also very useful to know when that work has been done and the objectives are completed. A measurable objective achieves this end.

Achievable

A person may not be able to achieve their objectives for various reasons, including a lack of skill, not having enough resources (computers, tools, etc.), not having access to key people and not having appropriate management support. Ensuring the objectives are achievable by ensuring that everything is in place is important to develop at the time the objective is set, avoiding setting people up to fail. 

Relevant

Objectives should also add useful value within the context where they are being set, being aligned with strategies and corporate visions and values. Ultimately objectives should encourage performance improvement, rather than the delivery of day to day activity and thus add value and deliver real business benefits. A relevant objective should enable individuals to clearly understand how the achievement of their objective links to the organisation’s performance. 

Timely

Descriptions of objectives should also include timescales of what is required by when. This may also include details of delivery, stating (if relevant) where objectives are to be completed.
Further guidance on setting SMART objectives can be found https://intranet.havering.gov.uk/index.aspx?articleid=21270 
All objectives should be jointly agreed however where there is a dispute the manager is untimely responsible and can mandate objectives. This scenario should be avoided as effective communications and reasonable SMART objectives should avoid any employee dispute over the appropriateness of the objectives set. 

As the focus is on quality rather than quantity, there is no limit on how many objectives can be set – however this should be realistic. There is no point giving an individual 30 objectives at the start of the year. It feels like you are setting someone up to fail from the start. You may want to set around 5 at a time. In that scenario, as and when an objective is achieved, you can close it down and add a new one. Remember this is a live document. Similarly, if an objective is no longer relevant, - because the focus changes, the budget to support its delivery is no longer available etc, you should close it down and set a new objective. There is no point leaving objectives that are not relevant on the PDR. 

Remember, SMART objectives should be stretching but achievable. Make sure the person fully understands what you are asking them to do. Just because you know what you mean, doesn’t mean that they do. Do not just lift and shift tasks from the job profile onto the PDR document – objectives should be focused on outcome and delivery, not just list things people should do on a day to day basis. It is not, for example, necessary to tell a manager to manage in an appraisal; it is a core expectation of their job. 
To add a generic objective into the Objectives Library within Oracle please contact Operational HR and provide the details of the objective you would like to add.  Operational HR will assess the details of the objective to determine whether the objective is suitable to be added as all employees will have access to the details listed in the Objective Library.  ISS will update the Objective Library once the generic objective has been agreed.  

3. The Performance Development Review (PDR) Process

A PDR process is an ongoing cycle of review, planning, development and evaluation for an individual against the demands of their post. A manager is expected to “open” the PDR between April and May every year.  A formal review will take place after 6 months in September and October, however as this is a live document and an ongoing process, it should link with the 1-1 meetings and updates should be fed into the system throughout the year.  A manager will “close” the PDR during February and March of the following year.  
Every member of employed by the Council will have an individual and annual PDR. All managers who have the responsibility of appraising others are expected to support their team members through this process every year. 
The Appraisal/PDR process has four stages, however the process is continuous, as described and illustrated below - 

· A joint review (appraisal) of work against the demands of the post

· Competency and Objective setting and an assessment of performance 
· Individual learning and development throughout the year, supported by the Manager
· Evaluation of learning, i.e. how the member of staff is developing and the competencies, objectives and performance achieved over the last year, between the Employee and the Manager
Process Map & Time Line
March

Start to prepare for the new appraisal year. Review your employees’ job profile – is it still fit for purpose? Has anything changed? Are the competencies still appropriate? 

Check Oracle. Is your hierarchy correct? Have you updated the competency profile for all of your posts on the system?

You may want to diarise your PDR meetings for the year now. Schedule regular monthly meetings and invite your employee to these. Outline your expectations, ask them to prepare for all meetings, bring evidence of their performance and consider their development needs. You will also be asking them to maintain the online PDR over the course of the year. 

April – May

Undertake your PDR’s and update the Oracle system accordingly. Plans are made for the next 12-month period by setting Competencies and Objectives.  
Monthly thereafter

Undertake regular reviews, encouraging your employee to keep their PDR updated. 
September – October

Make sure a formal half year review is undertaken

February – March

Close down the appraisal and rate the individual. Consider the learning and development needs for the next year. 

Start the cycle again 
Preparing for a PDR Meeting

Manager
To help you to prepare for the appraisal meeting and think about the discussion you will have, you should consider the following questions:

· Have the jobholder's responsibilities altered since your last appraisal meeting? If so, do changes need to be made in job profile?

· What have been the jobholder's main achievements since the last review? Note examples?

· Where is he/she with their objectives? Have they achieved their agreed objectives/ If not, why not? Are you concerned about progress? Do you need to set more?
· Were there any areas where he/she is/or has performed less well? If so, give specific examples and think about reasons for this?
· Review the relevant competency areas – how has the person displayed these behaviours? Can you think of examples where they have displayed the positive indicators? Can you think of where they need to strengthen their core skills? Are there any examples when they have displayed the negative indicators?

· What can you do to help the jobholder with difficulties and encourage good performance?

· Are their any areas of skill or knowledge which the jobholder needs to develop in order to increase job interest and performance? If so, what action needs to be taken by you and the jobholder to facilitate this?

· What objectives do you wish to agree with the jobholder? (linked to the objectives of the Service Plan / Team Objectives and the jobholder's own development)

Employee 

To help you to prepare for the appraisal meeting and think about the discussion you will have, you should consider the following questions:

· Does your job profile reflect the role you undertake? If this is your first appraisal, are you clear about your main job requirements? 
· What have been your main achievements since the last review? 

· Did you achieve your agreed objectives? If not, why not?

· Have you familiarized yourself with the competencies that apply to your role – how do you think you display these behaviors?
· Were there any areas where you performed less well? If so, what were these and why?

· If you experienced any difficulties, what could have been done to help you overcome them?

· Which areas of skill or knowledge would you like to develop in order to increase or improve your performance?

· What objectives would you wish to achieve during the next year? (linked to the objectives of your Service Plan / Team Objectives or your own development)
The PDR Meeting

At the PDR meeting the Manager must - 

· Encourage the employee to actively participate in the review

· Facilitate a joint discussion between themselves and the individual about the individual’s work 

· Identify achievements against the objectives previously set

· Identify any objectives not achieved and the reasons why. Discuss whether these should be carried forward or amended for the next Appraisal/ PDR. Any specific concerns regarding performance should be already identified prior to the meeting with the member of staff.

· Evaluating the learning and development undertaken and its application on the workplace

· Identifying any learning not undertaken and why, this should be considered for inclusion in the next PDR 

· Identifying the different ways the individual has shown s/he has met the key accountabilities of their role

· Discussing and recording achievements against the objectives

· Celebrating successes of individual's work

· Talking about areas they were unable to achieve and why.  Record responses and what actions need to be taken to address these shortcomings giving a timeframe to achieve

· Offering examples of what the individual has done well and examples of things that have not gone so well

· Not introducing any surprises (issues should be raised throughout the year as they occur)

· Providing feedback in a way that focuses on what the individual has done, not on what they are like
Discuss and agree objectives, performance expectations, competency framework and learning and development for the next year by -

· Working jointly with the individual to identify where the individual needs further development and the areas that are the most important

· Identifying the individual’s role in respect of relevant organisation/team objectives.

· Developing SMART objectives with the individual that are aligned to organisation/team objectives and identify any support required to achieved the objectives agreed

· Prioritising the learning and development that needs to take place through considering:

· specific requirements that affect the work of the individual (e.g.  statutory and regulatory requirements)

· organisational direction, policy and requirements that affect priorities

· any specific objectives that the individual needs to meet in their post

· the individual’s strengths, weaknesses and interests

At the Appraisal/PDR meeting, as well as training and development opportunities, managers should consider other areas to ensure that disabled staff are being given the opportunity to develop and use their full abilities.  Areas to be considered include:

· Is there any new equipment available or can the existing equipment be enhanced so that it can further assist the disabled person?

· Are any aspects of the impairment changing?  If so, do new issues need to be discussed and addressed?

· Are there any better ways of organising the work?

· Managers should revisit these areas at periodic times throughout the Appraisal/PDR cycle.

At the PDR meeting the Employee must - 

· Ensure they say what they want to say and participate fully in the process

· Listen to what is being said

· Be realistic in respect of their training and development expectations

· Take responsibility for their performance and development
· Commit to updating the PDR on Oracle. 
· Raise any issues they may have regarding their ability to undertake the duties of their role
· Present their evidence about how they feel they display the competency behaviours and how they have met or are meeting their objectives. 
· Discuss where they need further development and suggest those areas that seem to be the most important

· Discuss and agree their learning and development needs 

· Discuss and agree their objectives for the coming year, based on the Service objectives.  These will also identify learning or development needs they may have

· Discuss their career aspirations if they wish.  This could help inform any planned learning opportunities they may require

· Receive feedback positively without being defensive

PDR Reviews 
Following the PDR meeting the individual should work towards achieving their agreed objectives and undertake the learning and development as agreed during their PDR. This should be kept under regular review by the Appraiser/Reviewer and where any areas of concern are apparent these should be raised and addressed. Performance should be discussed during every 1-1 meeting as the PDR should be a live document. The employee should be encouraged to keep their PDR up to date as and when they meet their objectives. A formal review meeting should take place after 6 months to ensure that development and objectives are being achieved and any problems can then be identified and addressed.

Close Down
At the end of the year a review will take place to discuss the last 12 months performance and this is reviewed, assessed and a final end of year rating is issued.

In addition to the guidance already provide, during the final review meeting the manager should:

· Rate the individuals performance against the competency framework
· Rate the individuals performance against each objective

· Provide the individual with a final overall performance rating. 
The manager should be able to justify each of the grades and ratings applied and should be able to support their decision using specific examples of past performance and behaviour. 

The rating scales and definitions are as follows:

Competencies Assessment

Excelling

Employee is excelling in their performance and is consistently displaying the positive indicators and none of the negative indicators. The individual should be able to produce specific examples to evidence their behaviour. The individual may also be able to demonstrate evidence of how they met the indicators outlined in the higher levels. 

Performing Well
Employee is performing well and achieving the majority of the positive indicators and none of the negative indicators. The difference between excelling and performing is that the behaviour displayed is not consistent and there are still areas that can be developed. 

Developing
Employee is performing in some of the positive indicators but also has displayed some of the negative indicators and/or there are still some of the positive indicators the individual cannot evidence. This rating should also be used for those who started within the role recently. 

Unsatisfactory

 Employee is not performing to the required standards and requires urgent improvement. 

Objective Assessment 

· Objective Exceeded

· Objective met

· Objective partially met

· Objective Not met

Final Rating 

Excelling

Employee is excelling in their performance and is consistently achieving above the required standards within a majority of their objectives, role requirements and competency defined behaviours. 

Performing Well

Employee is performing well and consistently achieving in all or in the majority of the required standards, role requirements and competency defined behaviours. The employee may also be excelling in some areas. 

Developing

Employee is performing in some of the required standards, role requirements and competency defined behaviours. There is a need to develop in areas that the employee is currently not achieving/performing in. It is likely that this rating will also be used for those who started within the role recently. 

Unsatisfactory

Employee is not performing to the required standards, role requirements and/or competency defined behaviours. Urgent improvement is required.   Continued or protracted unsatisfactory performance may result in the individual being managed through the Improving poor work performance policy. 

Appraisal Not Required
Employee does not require a Final Rating only if the employee is currently off sick or maternity leave.  No other reason should be used within this section.  If you require further advice or have another reason as to why an appraisal is not completed please contact Operational HR for advice. 
Outputs from the PDR Meeting

At the end of the PDR the following will have been achieved -

· A review of the individual’s previous performance and development against the previous year’s PDR.

· A review of the individual’s previous performance against the previous year’s objectives. 

· All competencies and objectives will have been rated and the individual will be aware of their final rating. 

· The grandparent will have reviewed the PDR. 

· An individual’s training needs will be recorded on Oracle.  
The completed PDR will be kept within the Performance Management section on Oracle. 
13. Appeals/Disagreements at the PDR Meeting

Every effort will be made to ensure that Managers and Employees are able to resolve differences of opinion during the review without recourse to formal procedures.  Ultimately the manager is responsible for selecting the objectives that an employee is expected to deliver and therefore reserves the right to select what is appropriate. The manager is also responsible for confirming the ratings although the employee should be given an opportunity to present their challenge and evidence during the meeting, should they disagree with the outcome. 
If there is a disagreement over the PDR in the first instance the Jobholder can request the ‘grandparent’ to act as mediator. The ‘grandparent’ is usually the appraiser/reviewer’s line manager.

There is no right of appeal. If an employee remains aggrieved following the conversation with the Grandparent, they must invoke the Grievance Procedure to formalize their complaint. 

Off Line Process

The offline should be only be used in the scenario where the employee does not have access to self service. 

Manager Responsibilities

The manager will be required to update the competency profile with the relevant competencies.

The manager will meet with the employee in accordance with the PDR process and undertake the appraisal. 

The outcome of the meeting should be recorded directly onto Oracle (OPM) by the manager. They should ensure the date of review is captured and the agreed objectives are uploaded. 

The manager will then “download” the PDR and it will be exported into Excel. Please refer to page 31 in the managers toolkit. 

The PDR can then be printed and a copy provided to the employee. The manager should print two copies. 

The employee will then be required to sign one copy and retain a copy for their own records. 

The manager is required to upload the signed employee copy and attach it to the Oracle PDR - Please refer to page 36 in the managers toolkit.

Managers will be required to complete this for every individual who does not have access to self service. Joint or Team PDR’s do not meet the requirement of the new policy Generic objectives may exist and can be copied from the library - Please refer to page 8 in the managers toolkit.
Updates and feedback or notes from regular review meetings should be updated by the manager through Oracle (OPM). If it is easier you are able to upload an external document - Please refer to page 31 in the managers toolkit.

At PDR close down the manager will meet with the employee in accordance with the PDR process and undertake the appraisal.

The manger will make final notes/update commentary and grade the competencies, the objectives and the overall final rating in accordance with the PDR process. 

The manager will submit to the Grandparent in line with approval process and the manager will then “download” the completed PDR and it will be exported into Excel. Please refer to page 31 in the managers toolkit. 

The PDR can then be printed and a copy provided to the employee. 

The employee should retain a copy for their own records. 

5. Frequently Asked Questions
Do part time staff need an appraisal?

Yes – All staff directly employed by the organisation will have an appraisal.  Only agency and contract workers will be excluded from the PDR process.. 
A cluster of my team work to the same Job Profile, can I do a team appraisal?
It is possible to select generic objectives for employees that carry out the same job.  However each employee will have an individual appraisal.  

My member of staff has been absent since the appraisal started what do I do?

Once the employee returns to work an appraisal meeting will need to be arranged and the competencies and objectives will be set for the remainder of the appraisal cycle. 

My member of staff returned to work from maternity leave after the start of the appraisal cycle – do they need an appraisal?
Yes -  A meeting will be arranged and competencies and objectives will be set for the remainder of the appraisal cycle. 

I have a new starter do they need an appraisal and an induction plan?

Yes – a new employee will have both an induction plan and an appraisal meeting arranged.  

My manager has not yet conducted my own appraisal meeting, however can I meet with my staff and start their PDR?

Speak to your Manager and ask when they expect to be able to open your PDR.  Ideally this should be before you conduct your team’s PDR’s.  Where this is not possible for operational reasons we advise you to conduct your teams appraisals so not to cause unnecessary delay.   

I am a new manager – can I do staff appraisals?

We will be holding regular PDR training courses throughout the year.  You will need to book yourself onto the PDR training course and also undertake the online training for the Oracle system.  Both training courses will need to be completed prior to you conducting an appraisal however it should not delay you starting your teams PDR’s.  

Q.  When should you "change" the main appraiser or add an appraiser as a "participant"?

A change of Main Appraiser should only be used when an Employee's Supervisor changes for an interim period during the appraisal year.  A paricipant should be added as an Appraiser when you require a colleague to make comments into the appraisal document, relating to your employee, this may be as a result of a specific piece of work relating to a set objective.  
If an employee leaves your service or the organisation, you must close their plan in Oracle.  A new plan will be issued to their new manager by Internal Shared Services if they are still employed by the organisation, their existing plan will not transfer with them.

My member of staff has been promoted into another role during the appraisal year – what do I do with the PDR?

You will need to close the employees PDR prior to your employee transferring into their new position.  ISS should be informed as soon as possible so changes can be made to the Hierarchy.
My member of staff is leaving mid way through the year – what do I do with the PDR?

You will need to close the employees PDR on the system before the employee leaves. Contact ISS so the changes can be made to your Hierarchy. 
As a manager, I am leaving the Council, what do I do with my PDR’s?

You will need to contact ISS and arrange for all your direct reports and cascading Hierarchies to be moved to a temporary manager or your permanent replacement. 
I am unhappy with the progress and performance of my staff based on the assessment of the objectives and deadlines agreed.  Do I wait until the end of the year to tell them I am not happy with their performance?
No - the employee should be notified as soon as possible.  Discussions with your staff should continue throughout the year and progress recorded in the appraisal document. 
I am a Manager that has a member of staff that has another job at Havering and the post held within my team is classed as a secondary job, can I still carry out a PDR via Oracle?

There are two options: 

1) Contact primary manager and work with them to add objectives and be added as a participant onto the PDR.
2) Work off line - contact HR OPs and we will print / download a blank excel appraisal document for you to maintain locally. 
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