RBWM APPRAISAL FULL GUIDE
Your guide to performance management at XXXXXXX School
This guide is intended to help you get the most out of appraisal.  It aims to:

· Link what you do everyday to school objectives

· Explain what appraisal is and how it works

· Clarify your role in appraisal and

· Identify and explain the phases of the performance management cycle – planning; tracking; developing; reviewing – and provide guidelines for working through the phases

These guidelines should help you to:

· Write and agree appraisal objectives

· Write and agree a personal development plan

· Get the most out of 1-2-1 tracking and developing meetings; and

· Achieve a surprise-free end-of-year review

Appraisal – Your Contribution to Achieving the Vision
What is appraisal?
Appraisal is a review process.  It is designed to deliver the continuous improvements we need to enable us to deliver customer focused services that offer value for money.  In addition it is the major mechanism we use to manage the contribution of our staff.

The appraisal process helps us to deliver by linking what you deliver to the school’s objectives through clearly understanding:

· What is expected of you 

· How you are doing

· What you can do to improve your performance and the work you do; and

· How well you have done

How Does Appraisal work?
The appraisal process is a four phase continuous cycle of:

· Planning

· Tracking 

· Developing

· Reviewing

Each of these phases are explained in more detail later in the guide but below you will find a short overview:
Planning
Planning and agreeing your objectives with your manager will help you to understand what is required of you and by when in your role. 
Tracking and Reviewing
Regular ‘checking-in’ to monitor progress against expectation will ensure no surprises at your year-end review – it will confirm what is already known and understood.  Your regular 1-2-1’s and team meetings will form the backbone to the tracking and reviewing phases.  However, a half-year review to check that you are on track with your objectives and to amend them if necessary in light of new circumstances is mandatory.

Development
Personal development is a critical aspect of appraisal.  Planning what knowledge, skills and behaviours are needed in your role can help us increase our performance.  Your Personal Development Plan will need to be agreed with your manager and support the attainment of your objectives.
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What is your role in Appraisal?
Each of us is responsible for using appraisal to manage our own performance and development.

Your manager will help you do this.  There is a joint responsibility to ensure objectives are set, tracked and reviewed, and that you have the appropriate knowledge and skills to do your job effectively.  If you believe you are not getting the support you need, you must highlight this early on so that action can be taken to resolve the situation.  You should address any initial concerns you have with your manager.  

If, when you have read this guide, you are uncertain about your role in relation to appraisal, please ask your manager in the first instance.

Your manager is ultimately accountable for your performance management and that of other team members.  As a matter of good practice, your manager should ensure that you:

· Have agreed objectives

· Are supported to meet these objectives through regular 1-2-1’s

· Have a personal development plan linked to competencies and skills required

· Have, at the very minimum, one formal interim review; and

· Know how you are doing at every stage of the process through regular meetings

Phase 1 – Planning
Good planning is essential to effective appraisal.  There are three elements to appraisal planning, which should all be completed by the end of November each year:

1. Team planning

2. Individual objective setting

3. Moderation

We need to ensure individual objectives are aligned to team and school goals to ensure that we can match individual contribution to the school’s overall objectives

The Strategic Planning Framework
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The aim of appraisal target setting is to link your individual contribution to school improvement plans.  You need to understand how your objectives contribute to strategic priorities and how your goals for development and training, will support the delivery of school priorities.

The information you need to set your objectives for the year will be cascaded by your manager.

Appraisal Planning
Planning meetings should take place in XXXXXX each year and your main review will be in XXXXX.  By the end of XXXXX, you should have met with your manager and agreed objectives for the year that will deliver the outcomes required.  You may wish to prepare some draft objectives in advance of your planning meeting.

To help plan your objectives, you might want to consider the following questions:

· What can you do to be more effective in your job?

· What new activity do you envisage coming up in the next 3,6 and 12 months?

· What would you like to improve?

· How would those improvements make you more effective in your job?

· What will be different when you have made those improvements?

· What result will that give you?

· What would be expected for you to ‘exceed’ (for a definition of exceeded please see page 12) against the objective?

Defining Success
You must reach a common understanding with your manager over the specific criteria you will use to judge whether each of your objectives has been met or exceeded (for generic description of the three rating definitions used in the appraisal process please see page 12).  To help you do this, you should define precisely what would be different when you achieve the outcome.

Appraisal performance is measured on an individual basis.  If you have team objectives you must be very clear what specifically you will contribute and how you know when you have succeeded.

Individual Objectives

Appraisal objectives should focus on three key areas:

· Doing new things

· Making improvements

· Self development

(Please see objective definitions below to understand these three key areas in more detail)

You should agree between three to six objectives at any one time, with a minimum of one in each of the three key areas.

Doing New Things
New things are objectives set around different ways of working; starting to do something that will help you do your job more effectively or integrating a new business requirement.  Once implemented, it is likely that the new thing will become part of Business as Usual (BAU) activity over time

Making Improvements
The improvement objective relates to activities you are already doing within your job that would make things even better.  These objectives should relate to things you could be doing that would benefit the team/school or develop your role.

All budget holders should have improvement objectives around value for money and/or budget management.

Self Development
Developing yourself is about:

· Adapting behaviour relating to role-specific requirements; and/or

· Acquiring skills and knowledge relating to technical or functional capability

Personal development is covered in more detail later in the guide.
How Does Business as Usual Activity Fit In?
Business as Usual (BAU) refers to the activities you are expected to perform as part of your job.  The work you do everyday is critical to the success of the School.  As such, it is a prerequisite of the appraisal process that BAU requirements are met.  Setting objectives that are achievable alongside our everyday tasks means each of us can help to drive the school forward.

You will have specific BAU objectives for your area, in the form of service or budget targets for instance.  You should agree how you reflect these individually in your appraisal with your manager.

What Makes A Good objective?
All appraisal objectives should be:

· Outcome focused

· Challenging

· Measurable

· Achievable (within your control to achieve)

· Aligned to what we are trying to achieve as a school
A Formula to Help
Following this formula will help clarify exactly what you need to do to achieve your outcome:



Timescale + Action + Focus = Result

Within this timescale, I will make this improvement/change to this area of work in order to achieve this result.

It is crucial that your objectives are within your control to achieve.  If circumstances change during the year that affect whether you can meet your objective(s), you should talk to your manager immediately.  You must agree what you can do to regain control or alter your objective(s) accordingly.

What Is A Good Timescale?
Objectives should be achievable within the yearly appraisal cycle (XXXXXX - XXXXX) but will not necessarily take a year to achieve.  You should set objectives within a timeframe that recognises when the outcome is required.  As such, each of your objectives may have different timescales.

For example, you may have one overarching objective for the year, broken into a number of shorter-term deliverables, or you may have a number of distinct short-term objectives.  Either way, your objective(s) must be appropriately challenging, represent a significant part of your contribution for the year and be agreed with your line manager.  On the other hand objectives could cover more than one year but need to be broken down into yearly milestones.

You should agree at your planning meeting what you need to do to meet or exceed expectations in relation to your objectives at the end of the appraisal year.  As you complete objectives, it may be appropriate that you set and agree new objectives and timescales within the same appraisal cycle; this is for you to manage, agree and track throughout the year.

You should have between three and six objectives at any one time.

Five Steps to Agreeing Objectives:

1. Work out what outcome you are looking to achieve.  The outcome should be necessary for both you and the school
2. Set timescales that reflect the outcomes you are trying to achieve

3. Identify what will be different when you have achieved your result and know what evidence you will use to determine whether or not you have achieved your outcomes

4. Ensure your objectives are challenging, yet achievable alongside your everyday workload

5. Identify what, if anything might stop you meeting your objectives and what development you will need.

Please note that your manager will always try to agree an objective with you but if there is a failure to agree, an objective may have to be imposed.

Some Example Objectives:

New Thing
I will use the new IT system to automatically generate reminder letters replacing the current manual system by 1/12/16.  This will ensure all letters issued are on time and reduce/eliminate the backlog.

Improvement
I will review and simplify the system user guide by 1/9/17.  The outcome will be increased ability of users to resolve problems and reduce help desk contacts/calls.

Development
I will develop my coaching skills and start 1-2-1 coaching sessions with my peers by 01/03/17.  The outcome will be improved team confidence levels in dealing with customer complaints.  

Where Should I Record my Objectives?
Objectives must be recorded to aid tracking and review.  They should be recorded on your appraisal form.
Objectives should be agreed wherever possible and should be documented and signed by both you and your manager.  Documentation should include timescales and any development required.   
Moderation
What is Moderation?

Moderation is the process we use to ensure that appraisal is fair, consistent and aligned to team and school plans/results

How does it Work?

Moderation is an on-going process, taking place at various points during the appraisal cycle

At Objective-Setting Time
· Agree what is required from individuals to meet organisational goals

· Ensure individual objectives are appropriately challenging, yet realistic and achievable

· Agree what needs to exceed expectations

· Ensure that objectives are fair and consistent across the school
During the Year:
· Check appraisal is working as it should and objectives are on track

· Realign objectives across the team/service following interim (XXXXX) review meetings

At Review Time:
· Ensure consistency after appraisal ratings have been set in XXXX
· Challenge the objectivity of evidence supporting ratings

· Check for consistency and fairness in determining end-of-year ratings

· Challenge the ratings across directorates in light of their performance

[image: image2.wmf] 

REVIEW

 

-

 End of Year Review

 

-

 Input for next year targets

 

-

 Development Planning 

 

        

 

PLAN

 

-

 Individual Targets Agreed

 

 

–

 

-

 Personal Development Planning

 

–

 

  

priorities

 

 

DEVELOP

 

-

 Coaching 

 

 

–

 

 

 

  

-

 

Feedback & Support

 

 

 

–

 

   

 

TRACK

 

-

 Objectives

 

 

–

 

-

 Measures of success

 

–

 

-

 Behaviours expected

 

–

 

 

 

 

c

 


	THE MODERATION PROCESS

Plan – agree standards

· You meet with your line manager to agree objectives and agree what you need to do to meet and exceed expectations

· Your manager meets with their peers to agree what meets, exceeds and below expectation look like and feed back to you

▼

Track – check progress

· You receive continuous feedback on your progress towards your objectives

· Your line manager meets with other managers in the same unit to agree if reportees are on track to meet their goals. They should also check that evidence is objective and robust

▼

Review - ratings

· Your manager gives you a rating for your based on continuous feedback and performance

· Your manager meets with his/her peers to check ratings are internally consistent

· Managers amend the rating accordingly and meets with you to agree your rating

· You, your manager and a counter signing reviewer sign off your appraisal

▼

Support Staff Leadership Team consistency

· The senior management team within your area meet to review ratings to check for consistency across the group




What is my Role in Moderation?
Moderation is the responsibility of line managers, countersigning reviewers and Headteachers.

Planning – Quick Check

· School and team planning sets context for individual objectives

· Interim appraisal meetings during XXXXX
· Objectives written (to formula)

· Criteria for success agreed

· Managers moderate objectives for area

Phase 2 – Tracking
Good working relationships are key to effective appraisals.  The development of a successful and supportive relationship with your manager, through open and honest feedback at your tracking meetings, makes for no surprises at review time.

What is a Tracking Meeting?
Tracking meetings are regular 1-2-1 discussions focused on:

· Feedback around progress made towards objectives

· Evidence checking

· What, if anything, you need to do differently

· Ensuring you have the agreed/reasonable support you need to succeed

1-2-1’s may also be the forum where new or adapted objectives emerge to fit changing circumstances and service priorities.  Any changes you make to your objectives during the year must be agreed with your manager and recorded on your appraisal form.
How do 1-2-1’s Work?
Whatever form they take your tracking meetings should be focused specifically around objectives and performance.

Should I Track Business as Usual Activity?
You are not expected to record everything you do as part of your role within appraisal.  As long as you are meeting Business as Usual expectations, these activities are only specifically measured at appraisal if they relate to one of the three key areas of doing new things; making improvements and self-development.  Such activity would be recorded on the appraisal form.
If for any reason you are struggling to stay on track with the demands of your job, you should talk to your manager.

How often do I have 1-2-1’s?
As a rule of thumb, you should meet for your 1-2-1 as regularly as you would both find useful:  some people like formal monthly meetings; others prefer to meet weekly, quarterly, or on a more ad-hoc basis.  

At the very least, you are required to have one formal tracking meeting with your manager during the appraisal cycle – this is the mid-year review (XXXXX).

Do 1-2-1’s have to be done in Person?
It is advisable that they are done in person however, this is down to what suits you and your manager.  If either of you work remotely, it may be best that you decide to have most of your 1-2-1’s on the phone.

Your formal mid-year and end-of year reviews should all be conducted in person.

What is my role in 1-2-1’s?
You are responsible for making sure that you are on-track and that you have the support you need to meet your objectives.  As such, you should agree with your manager how often you will have a 1-2-1 meeting.

Your manager is accountable for ensuring the nature and frequency of 1-2-1’s meet your needs.

Supporting Evidence
Supporting evidence can take a number of forms, depending on the measures you have agreed as criteria for success.  For example, your evidence might be feedback from peers and colleagues across the school or perhaps a more formalised assessment of skills, knowledge or behaviour.

If you have clearly defined what constitutes meeting and exceeding each of your objectives, it should be evident whether or not you are on track.

Making the most of 1-2-1’s
· Be prepared to be challenged and to challenge – constructively

· Seek agreement on what could be done differently to make peoples lives easier

· Ask open questions using what and how to elicit a response

Tracking – Quick Check
· Regular, open 1-2-1 discussions, frequency to be agreed between you and your manager

· Constructive feedback focused on progress towards objective

· Development of supportive relationship

· Review meetings recorded

Phase 3 – Developing
Personal Development Plans

Everyone at RBWM must have a personal development plan (PDP) 

What is a PDP?
Your personal development plan is your personal plan for the learning and development you need to equip you to do your current role as effectively as possible.  Your development objective will be one of the measurable actions generated by your PDP, which is not formally assessed within appraisal.

How do I write a PDP?
The appraisal form includes a section where you can record your PDP and learning objectives.  Your PDP should help you to clearly understand:

· Your specific outcomes in terms of knowledge, skills or behaviour improvement

· What actions you need to take to meet your outcomes; and

· When you will take these actions

Career development

Career development is broader than personal development planning and does not form part of the appraisal process.
Developing – Quick Check

· PDP for everyone, with at least one measurable development objective

· Ongoing discussions to track progress, coach and support development

· Competency framework to help you define what to develop

· Career development separate from appraisal

Phase 4 – Reviewing   
In addition to ongoing tracking and development meetings, you must have two formally recorded appraisal reviews during the year:

· Formal Review (XXXXX)

· Mid year (XXXXXXX)

Formal Review
The purpose of the formal review meeting is two-fold:

· To agree your final appraisal rating for the year; and

· To discuss what you might do differently to help you plan for next year

There should be no surprises at this meeting.  Careful planning, transparent moderation and regular 1-2-1’s will help achieve this.

Performance against each objective and your overall rating should be recorded. 

Whilst general discussion on performance, attitude, aspirations and progression is likely to form part of the meeting, award of the final rating will depend predominantly on whether or not the individual objectives have been met however the manner in which they have been achieved is also important. Your manager will take into consideration whether you have exhibited the desired behaviours whilst working towards your objectives.
All formal meetings must be complete by the end of XXXX. 
The Mid-Year Review

As well as a formal review of progress, this meeting should be used to reassess objectives and priorities, agree action plans and re-evaluate supporting development plans.

The outcomes from your mid-year review must be recorded.

Preparing Evidence

In preparation for review meetings, you should ensure you know what you have done towards meeting each of your objectives.  Before the review meeting, both you and your manager should:

· Revisit your objectives and assess success

· Consider Business as Usual performance for the year

In addition your manager should:

· Take account of surrounding circumstances that may have impacted on your performance

· Rate you and other team members (see rating definitions below) at your XXXX meeting

· Meet with their peers to ensure consistency

Making the Most of Review Meetings

· You lead the meeting and give your assessment of how you think you have done

· Objectives provide the framework for discussion

· For each objective, present evidence and assess performance

· Discuss what went particularly well against each objective

· Discuss any barriers to the achievement of objectives and how these might be overcome

Performance Ratings

The appraisal framework operates a three box rating scale, which relates to your agreed objectives for the year.  It is a prerequisite for appraisal that you meet Business as Usual expectations for your role

Rating Definitions

Exceeds Expectations =

· Exceeds one or more* objective (including BAU) by doing something over and above what was required within the objective area and delivered specific improvements to the way things are done: Or

· Meets all objectives (including BAU), without exception and demonstrates significant other contribution to the service in non-targeted areas.

Meets Expectations = meets all appraisal objectives (including BAU)

Below Expectations = does not meet one or more appraisal objectives (including BAU)

*  You must agree during the planning phase what you need to do to gain an Exceeds expectation rating so that your manager can moderate upfront.  If this is left until review time you may be disappointed.

What happens if I don’t meet my objectives?

If for some reason you do not meet your objectives, you will receive a ‘below expectation’ rating.  You should discuss and agree an action plan with your manager on what you need to do improve your performance in the following year. Failure to meet expectations for an extended period could lead to the informal stage of the capability procedure being invoked.
What if I disagree with my final rating?

There is no appeals process for appraisal.  Any discrepancies around whether or not you are on track to meet your objectives should be raised at the time to address concerns before the beginning of year review.

If you disagree with your appraisal rating at your final review meeting you should address your concerns with your Countersigning Officer.

While they do not have the authority to change the rating, they will consider the evidence and can request that your line manager carries out a second evidence review.

Reviewing – Quick Check
· Final performance rating based purely on achievement against objectives

· No surprises

· Team and organisational ratings accurately reflect school performance

· Input for next year appraisal process

Appraisal – Quick Check

Have you:
· Agreed and recorded at least one objective for each of the three categories (new things, improvement, development)?

· Checked that your objectives are appropriate and within your control?

· Worked with your manager to agree the format and frequency of your tracking meetings?

· Thought about your personal development plan?

· Defined what constitutes meets, exceeds and below expectations for your objectives?

Do you:
· Understand your criteria for success?

· Get the regular feedback and support you need to achieve your objectives?

· Know how to prepare for the beginning-of-year and mid-year reviews?

Are you:
· Confident you know everything you need to effectively manage your contribution to the School?
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