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Background

The Council’s Training and Development Policy reveals why and how it is committed to investing in the knowledge and skills of its employees. For example, this policy provides the right to all employees to undertake learning and development, and for all to have a Personal Development Plan (PDP) for each year. 

See Appendix 1 for an appropriate extract from the Training Policy.

The Council’s formal Appraisal Scheme is key to ensuring and enabling the Council to meet this commitment to its staff. 

This scheme was launched just over three years ago and staff should be currently undertaking their fourth appraisal discussion. 

In keeping with terms agreed with the trade unions when the scheme was negotiated we conducted a formal review of the scheme after two years of operation. The results of this review were reported widely and amendments to the scheme resulted which were implemented during 2006. Other actions were identified in order to address the outcomes of the review, some of which are still on-going. 

See Appendix 2 for a summary of the review’s recommendations.

The Council applies Standards to ensure effective operation of the scheme:

· Participation in annual appraisal is mandatory for all employees unless they are only employed on a short term contract (e.g. over the summer months) or are on probation (when in effect they are already going through an equivalent process).

· All line managers who are to conduct appraisal within the Council’s formal appraisal scheme must be trained for their role

· All employees should be briefed on the appraisal scheme before they participate in it.

My department monitors compliance with these standards.

The Council also sets Targets including:

· 100% of employees (other than short-term temporary and those undergoing probation) will have an appraisal each year. This is reported as a Performance Indicator - LP 74.

This target is currently monitored via the annual Employee Opinion Survey.

The 2005 Survey identified a number of areas of concern including appraisal. In order to address these concerns an Improvement Plan was produced progress with which is reported to CROS. The 2006 survey showed that we still have an issue with appraisal in that although there had been an improved performance over the year still only 77% were found to be undertaking an appraisal against the target of 100%. 

In reality this figure is slightly misleading in that when the figures are adjusted to take into account the ‘status’ of respondents it was found that it is 14% of people who should have had an appraisal that have not had one. This is still an unsatisfactory level of performance.

This report to Members describes the issue in more detail and explains what the authority has been and still is doing to solve the problem. 

Defining the problem

It is vital that the issue is not seen as simply one of compliance with a rule, although that is of course important.  What is crucial is the quality of the appraisal experience as is the benefit accruing to employees, their managers and the authority as a result. 

The more effective the scheme is then the more value there will be that derives from it. The more employees and managers value the scheme then the more likely they are to participate in it. 

The hope is that in time we will have no need to enforce the requirement to undertaken appraisal as employees will do it because they want to benefit from it. 

The appraisal review found that an individual’s view of appraisal seems to be significantly influenced by who does their appraisal (i.e. their manager) and how well it is handled. This is therefore as much about good management practice as it is about appraisal.  Appraisal may be a process and a task but it has a cultural dimension too and this seems not to be understood by all our managers.
Culture change –  for both employees and managers - as is the case with all attempts at change, will take time. In the meantime we will impose a strict compliance with the set standards but in a way that facilitates the longer term objective. 

This issue is therefore best seen from a cultural viewpoint rather than just a statistical one. As such we are therefore attempting a qualitative as well as a quantitative solution to the problem.

An analysis of the problem

Quantitative perspective

14% of employees have not had an appraisal in 2005/6 against a target that 100% would do so. This is an improvement from the year before (25%) but well below expectations. This level of performance is unacceptable and will be addressed in 2007.

We do not monitor appraisal take up corporately. There has been a reluctance to be seen to police the scheme for fear of giving a signal that this is more a quantitative rather than qualitative process. 

There has also not been an IT tool available to us for doing this effectively hitherto.

Qualitative perspective

This can best be presented under six headings – the 6 Ps: 

· Perception

· Participation 

· Paperwork 

· Process

· Performance of appraisers

· Parallel issues.

Perception:

· despite early scepticism, appraisal has been well received by the majority

· it has become embedded in most of the council 

· some staff still find it hard to see relevance to them

· training/briefing was seen as useful, particularly for appraisers, but some appraisees were not put forward (and so tended to be initially confused by/hostile to the scheme)

· time taken up by appraisal is seen as well-spent by most people

· most employees want it and do value being the ‘focus’, but there are a number of individuals apathetic about appraisal

· there are some task-driven appraisers who appear to be going through motions rather than attempting to deliver a quality experience for their appraisees.

Participation:

· this is still too low despite participation being a contractual obligation upon employees and a requirement upon managers 

· the main problem appears to be that some managers find excuses, other priorities, or rationalise it away
· and some employees are only too keen to allow them to do so
· these managers appear not to be held to account.

Paperwork:

· surprisingly most people liked it, but enough disliked it to justify making some changes

· generally there is little consistency as to which parts or aspects of it people thought should be changed - except for former manual staff who just wanted a simpler version 

· the form’s appearance can be off-putting 

· the paperwork is not always finished off by managers - which staff resent 

· overall the documentation is seen as a useful prompt and enabler to the key part of the appraisal process which is the discussion.
Process:
· by and large it is being followed correctly
· the steer provided by senior management to  launch the scheme each year has been weak

· the optional informal review was seen as valuable, but only 50% have one
· confidentiality is not a concern, but there are some areas where there is a climate of mistrust which affects everything
· the PDP can be unrealistic or woolly due to a lack of clarity as to the funding available in a team to support actions

· there are many more actions agreed about training than there are about performance

· process can serve to motivate employees but equally will de-motivate if mismanaged.

Performance of appraisers:

· staff generally think appraisers are ok, but there is room for improvement

· staff generally respect those managers that do hold appraisals, but most view those that do not with disdain

· the vast majority of managers are very keen for scheme to work 

· those that do not seem unaware of the impact upon their staff

· appraisers tend to be usually realistic about their own performance

· some appraisers are not comfortable with appraisal and particularly  find it hard to set objectives

· “workload” is often used as reason for allowing things to slip (e.g. write up of the paperwork or the  follow up of actions agreed) 

· the ‘strategic’ and cultural dimension to appraisal has largely been missed by managers.

Parallel issues:

· Effective appraisals will assist us achieve the aims of theme 4 of Learning City Strategy (leading by example)

· The culture of parts of council is task-centred rather than people-centred

· SMT has not performance managed the appraisal scheme

· Appraisal still mainly seen as being about the individual and the opportunity to improve the planning of training within teams and directorates through appraisal is largely being missed.

New actions to address the problem

These actions will address both the need to comply with the 100% rule in the short term and to bring about the desired culture change in the longer term. Some of the actions identified as a result of the appraisal review will already be impacting on the latter (see also Appendix 2). These include:

Training

No one now participates in appraisal without first becoming familiar with its principles and process. Familiarisation occurs in three ways:

•
An overview provided at induction for all newly appointed staff 

•
details presented in a briefing provided for new appraisees shortly before they begin their involvement in the scheme

•
intensive assistance for new appraisers, in a workshop provided within the Management Development Programme (MDP) 

Also In order to facilitate continuous improvement:

· Appraisers are encouraged to review their performance after a few years, and refresher training is provided within the MDP for this purpose

· Skills development training is also on offer within the MDP and all appraisers are required to enhance their skills in one-to-one interactions with staff, so necessary for a successful appraisal discussion, through participation in a mandatory module on the MDP.

Keeping participants informed

Corporate Directors have receive guidance to this effect:

If appraisers are to do their job properly they need to know what resources are potentially available to support any decisions they may reach during appraisal. Actions agreed with each individual appraisee that will incur costs (e.g. attendance at a conference or study for a qualification) can only meaningfully be reached when resources are confirmed as being available.

Empty promises or at least promises that are made without the means guaranteed to back them up could be damaging to employee relations and to trust in the appraisal process.

Therefore it is crucial that appraisers are given full information as to the funds that exist within their respective Directorate Training Budget. And to the process by which they can access and utilise this money. 

It makes sense to also inform appraisees as to what is available within the directorate at the start of the appraisal process. This simply removes any suspicions that there may be about how the money is being distributed and engenders a sense of equality of access. 

However, care should be taken to ensure that this is not confused with access on the basis of need. Whilst over time we would want all employees to benefit more or less equitably from the resources available it is not the case nor desirable that each year each employee will get the same money invested in them. Resources need to be targeted where they will achieve the most value in return.

Hence the importance of the steer that the Corporate Director gives in the documentation when appraisal is launched within their directorate. Robust evaluation of the use made of training resources will only come about if there is an alignment between locally identified priorities for training and development and expenditure within the directorate training budget. 

Similarly ‘resources’ includes time as well as money. It is entirely conceivable and entirely appropriate for an employee to receive no financial support at all (as none is needed to achieve the actions agreed in their PDP e.g. Corporate Training Programmes are free) and yet they will still have benefited equitably.

Actions to address need for 100% compliance with scheme have been identified:

· Develop a monitoring system in directorates linked to Trent (the new Personnel/payroll IT system that has just been installed)

· 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.

Appendix 1

Extract from Council’s Training Policy

It is through the performance of its employees that the City Council will fulfil its mission, and as such the Council strives to achieve success through the realisation of the potential of all its employees. 

4.
COMMITMENT

As a demonstration of its commitment, the Council will continue to:

4.1
Ascribe between 1 and 1 .5 % of payroll per year for training and development purposes.

4.2
Provide every employee with an appropriate allocation of time to be dedicated to development activity, in order to acquire or update knowledge and skills related to their employment in the Council, to the equivalent of a minimum of five days each per year (pro rata for part-time employees).

4.3
Ensure that each employee discusses and agrees their training and development needs with their line manager and records these needs in the form of a Personal Development Plan.  Progress towards meeting needs will also be monitored and recorded on an ongoing basis, and formally reviewed at least once a year as part of the Council’s Appraisal scheme.  

4.4 Work in partnership with Union Learning Representatives.

4.5
Offer the opportunity wherever practicable for employees to have their knowledge and skill assessed and accredited as a nationally recognised qualification.

4.6 Set and work towards challenging targets of achievement of qualifications by our employees reporting progress in the Best Value Performance Plan.

4.7 Set appropriate standards reporting progress in the Best Value Performance Plan.

4.8
Achieve and maintain high quality in its development of employees and to have this assessed and publicly acknowledged through the Investors in People (IiP) award first achieved in 2000.

Appendix 2

Recommendations from the 2006 Review of Appraisal

Some explanations are made in italics to aid the understanding of members.

1.       Create an appraisal Performance Indicator for the authority


2. Improve the SMT ‘steer’ that launches each Appraisal Round (this  stresses the key issues facing the authority over the coming year)

3. An Informal Review to become a prescribed part of process (i.e. a short    review -after 6 months- of progress with the actions agreed at appraisal)
4. Offer refresher training for appraisers, particularly with reference to  objective setting, and more skills training for supervisors 

5. Develop and agree with the trade unions a simplified version of the paperwork to be provided as an option for certain categories of employee in Community Services

6. Give all staff their own copy of the annual Corporate Training Directory

7. Communicate to staff information about the money available within Directorate Training Budgets

8. Enhance the look of the appraisal document

9. Agree with the trade unions some changes to the documentation to improve understanding

10. Pilot group appraisals as an option for cleaners in Community Services

11. introduce Directorate Training Plans and from these a Corporate Training Plan



12. Review Team Improvement Reviews (TIR)

13. All employees to get a copy of their Part 3 (the final part of the documentation that lists the actions agreed) regardless as to whether or not they have a desk/filing cabinet

14. Set up a Working Group to examine how we can make appraisal more relevant to our ‘contented long-servers’, the ‘nearly-theres’, some professionals, and ‘manual staff’.

All actions except number 10, 11 and 12 have been implemented. A pilot is about to start of Group Appraisals, Training Plans are currently being piloted, and TIR is to be reviewed this year. Action 14 is still current.
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