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Summary:

In June Members of this committee expressed concern about the poor performance in appraisal emerging out of the December 2006 survey report and asked that a special progress report be presented to CROS once the 2007 survey results were known.

The survey reveals that appraisal performance continues to improve but still not to the extent expected by both CROS and senior managers. 

This report contains the response of Senior Management.

Questions for / input required from Scrutiny:

Members recently (following report PPP 81/07) agreed that annual progress reporting on the opinion survey was sufficient but now may wish to consider 

whether a further progress report specifically on appraisal be required from officers in May 2008 (at the close of the annual appraisal round).

Recommendations:

Members to comment upon this report.

Contact Officer:
David Williams
Ext:
 7082
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1.
BACKGROUND

1.1
Corporate Resources Overview and Scrutiny Committee (CROS) has been concerned for some time about appraisal, most particularly the numbers of employees who are not appraised.

1.2 The Council’s performance with this issue is reported to CROS as part of the standard reporting of the outcomes of the annual Employee Opinion Survey.

1.3 At its meeting in June CROS expressed concern once again about the poor performance in appraisal emerging out of the December 2006 survey report and asked that a special progress report be presented once the 2007 survey results were known.

1.4 A (mini) survey was conducted during October 2007 comprising 6 questions that included one on appraisal. See Appendix 1.

1.5 An interim report on this survey for the Senior Management Team (SMT) is attached in Appendix 2.  A full report will be presented to CROS in 2008.

2.
APPRAISAL PERFORMANCE

2.1 87% of employees who should have had an appraisal have indicated that they did indeed have one. This is only a slight improvement upon last year (86%).

2.2 The question asked in the survey is whether staff have had an appraisal during 2007 and so (as there are still 2 months to go before the end of the year) if we include those planned appraisals that are in diaries then the Council’s performance goes up to 89%. 

2.3 However this means that around one in ten of our employees who should be having an appraisal are still not doing so. This is simply unacceptable. SMT has been unequivocal in its requirement that we achieve 100% coverage of those employees who should be having an appraisal. This echoes the position of Members of CROS.

2.4 Details are provided in the table below:


Total responses
Community Services
Corporate Services
Develop. Services
Legal & 

Dem Svs
PPP

Total responses
511
260
95
90
26
40









Yes, had an appraisal
419
210
80
67
26
36









Not due an appraisal as on probation or been here less than 12 months
23
17
2
3
-
1









No, not had an appraisal
58
30
12
13
-
3









No, not had an appraisal but one is arranged
11
3
1
7
-
-









% of those who should have had an appraisal who have had one (by time of survey)
87%
87%
86%
78%
100%
93%









Staffing numbers:       785
    440               120              137           34          54
2.5
There is no significant difference in response by pay scale or gender.

3.
MANAGEMENT RESPONSE

3.1
The excellent outcome achieved at our Investors in People (IiP) assessment this summer was such that this survey result came as a big surprise and disappointment to senior managers.

3.2
Corporate Directors are using this opportunity to identify outstanding appraisals so as to take the necessary actions to ensure these individuals are not overlooked again.

3.3
In doing so it has become clear that a ‘pure’ 100% compliance is unlikely ever to be achievable given the following mitigating factors that have been identified:

· Maternity leave

· Long term sickness of appraiser/appraisees

· ‘Arms-length’ organisations imposing their own constraints on our employees working within them

· Staff turnover.

3.4 The performance within the Development Services Directorate in the current year is partially explained by the difficulty of scheduling appraisals because of the workload arising from the Tesco Inquiry and the Local Plan Inquiry. The figures on the % of appraisals carried out within the Directorate was better in previous years suggesting that the Inquiries in 2007 have had an adverse impact on the Directorate's performance in the current year.

3.5
One really positive outcome from this survey has been the substantial improvements which has been achieved within the Community Services Directorate at Bousteads Grassing.   Whilst there needs to be further improvements there has been a much higher response to the employee survey and take up of appraisals.

3.6
It is the intention of all Corporate Directors that the outstanding appraisals will be undertaken before the end of 2007.

4.
IMPROVEMENT PLAN

4.1
In the June report to CROS (48/07) four actions to address the need for 100% compliance with the appraisal scheme were identified:

· Develop a monitoring system in directorates linked to Trent (the new Personnel/Payroll IT system)

· Consider disciplining managers if not carried out 

· Carry out a formal pilot of Group Appraisals for cleaning staff

· Promote the shortened version of the appraisal documentation where appropriate.

4.2 Whilst these actions were not intended to achieve results in 2007, I can report on them here:

4.2.1 All employees are now being paid through the Trent system but there still remains a great deal of work to do before we can begin to benefit from all its functions, several of whom are yet to be installed.  The Development Module (which is needed in order for there to be a monitoring system for appraisal through Trent) is among these and it will be well into 2008 before we will be able to even consider introducing such a system.

This indeed may be after the annual appraisal round has been completed.

4.2.2 Any defaults found in the holding of appraisals are to be followed up by Directors through the appropriate managerial processes.
4.2.3   Group Appraisals have been undertaken this year in service areas such as waste collection and cleaning.  Feedback from these is being evaluated and used to shape the appraisals in 2008.

4.2.4   A shortened version of the appraisal documentation has been used by some groups and individual employees and this has proved to be extremely beneficial in increasing engagement and participation.

5.
RECOMMENDATIONS

· Members to comment upon this report

· Members to consider what further reporting on this subject they require.

Appendix 1


Carlisle City Council

Employee Opinion Mini-Survey 2007








This questionnaire is anonymous and strictly confidential. Please tick one 

box only for each question. When you have completed the questionnaire please return 

it to PPP in the Civic Centre by the end of October 2007.


If you have any queries please contact David Williams in PPP x7082.




Q1
Have you had an appraisal during 2007?



Yes

 



No

 



Not due an appraisal as on probation or worked here less than 12 months

 



Appraisal arranged

 

Q2
Have you spent at least 5 days undergoing learning and development in the last 12 months (or equivalent pro rata if you work part time)?  This does not just mean training courses (could also include attending conferences, briefings, receiving coaching or instruction, studying for a qualification, undertaking e-learning etc)



Yes

 



No

 

Q3
If it is a requirement of your profession, have you engaged in Continued Professional Development (CPD) in the last 12 months?



Yes

 



No..





Not applicable as do not belong to a professional body……………………………
 

Q4
Are you studying for a qualification at present?



Yes at the same level I am qualified to at present 

 



Yes at a higher level…

 



About to start

 



Would like to

 

Q5
How do you rate the council as an employer?



Very good

 



Fairly good 

 



Poor

 



Very poor

 

Q6
Overall, how satisfied are you with internal communications in the Council?


Very satisfied……………………………………………………………………………
Satisfied...………………………………………………………………………………..
Dissatisfied………………………………………………………………………………
       Very dissatisfied………………………………………………………………………...
Please feel free to add comments regarding any of these questions:






And now a few questions for analysis purposes only:


Are you? 



Male

 



Female

 


What age group are you in? 



16-24

 



25-34

 



35-44

 



45-54

 



55-64

 



65+

 


Do you work?



Part time

 



Job share

 



Full time

 



Temporary contract

 


What is your pay scale?



Scale 1 to Scale 6

 



SO1 to SO2

 



PO and above

 


Do you consider yourself to have a disability?



Yes




No



Which directorate do you work in?



Community Services

 



Corporate Services

 



Development Services

 



Legal & Democratic Services

 



People, Policy & Performance (Inc Chief Executives office)

 


How long have you worked for the Council?



Less than 12 months

 



1-2 years

 



2-5 years

 



5-10 years

 



More than 10 years

 

Do you consider yourself to belong to an ethnic minority group?



Yes




No


Thank you for your help. We do listen to feedback and we try to act upon it.

Appendix 2

2007 Employee Opinion Survey initial report

During October 2007, Carlisle City Council carried out a mini employee survey with staff.  This is the third annual employee survey although the first use of this shortened type.

The survey asked just 6 questions: on appraisals, learning and development, Continuous Professional Development, studying for current qualifications, rating the Council as an employer and views on internal communications in the Council.  All of these areas bar one have been chosen because of the need to gather data in order to report some of our Local Performance Indicators (Learning City). The IiP assessment process, involving the use of Profile, enabled us to limit the number of questions this year.

CN Research was asked to carry out the independent analysis and report of the dataset. The first draft of the report has been received but is the subject of further enquiry. As such I present here just a highlight of the main findings. 

METHODOLOGY

The total number of responses received was 519, which is an overall response rate of 55%. 

This is a big improvement on previous years (34% in 2005 and 36% in 2006) which MORI suggests were typical rates for such surveys - perhaps because this year we only asked a handful of questions but also because we focussed extra effort on ‘harder to reach’ employees.

The questionnaire was sent via Council email to every employee with computer access - 667 email accounts.  All electronic responses sent by staff had the same email name and so anonymity of staff was protected.  395 returns were received from this route, a response rate of 59%.

All staff without computer access were sent a paper version of the questionnaire via line managers and Union Learning Reps in the hope of achieving much better engagement by operational staff in the survey this year.  264 paper versions were circulated using this route with 124 returned – a response rate of 47% which is a huge improvement over previous years and which has fully justified the effort that has gone into reaching those staff without a PC. This is the first time I believe that we have truly ‘heard the voice’ of operational staff in these surveys.
CN says that the response rate gives a confidence interval of + or –2.9% at the 95% confidence level.

Breakdown of returns by Directorate and other factors will be supplied in the full report next month.

OVERVIEW SUMMARY

· Around one in ten of staff who should have an appraisal during 2007 say that they have not had one. LP74. This compares with 14% last year and whilst this is an improvement it is nowhere near the target that SMT had set 

· 55% of staff have spent at least 5 days undergoing learning and development in the last 12 months. LP82. This is an improvement on last year (44%) but still way below the Council’s policy which is that all staff will have 5 days (pro rata for part time staff)

· 54% of those staff that have said that they should be undertaking CPD are actually doing so. LP75. This is an improvement on last year but still worryingly low. It may partly explain the poor performance on LP82?
· 16% are studying for a qualification and a further 15% would like to.  We identified last year (when the figures were 13% and 12% respectively) that we needed to have moved staff from the latter to the former. What we have done is increase both sets of figures and so this is a mixed outcome: it is good that more staff are studying (needed if we are to hit our targets in LP77, 78 and 79) but even more staff want to study but aren’t doing so. As reported recently in the Corporate Performance Report our performance with LP76 (staff without a qualification) is still well below target but I am confident that the plans currently being implemented in Community Services will bear fruit next year. We appear to be stimulating demand for study among staff qualified at higher levels but wanting to achieve even higher. This may be what we want to see in Learning City but perhaps there is a need for SMT to set an indicative figure as to what is a sustainable and affordable proportion of staff who can be studying at any one time?

· 88% of staff rate the Council as a very good or fairly good employer. It has been 91% in each of the previous two years and this is not a statistically significant drop. In the current climate created by a prolonged Job Evaluation exercise this seems to be an excellent result

· 78% of staff are very satisfied or satisfied with internal communications in the Council (73% last year).  LP142. This means however that 22% are still dissatisfied.
