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Introduction

The Learning and Skills Council (LSC) introduced a new Performance Management
(PM) system on 1 April 2002 that applies to us all. This pack is designed to:

1 give you a summary of the new PM system;

2 describe what happens, particularly at the performance planning stage (there
will be more information and training about other elements of the PM system
later in the year — see the PM Guide or talk to a member of your human
resources (HR) team for more information); and

3 give you basic knowledge for the PM training event. It is important that you
are familiar with the material in this pack before you go to the event.

This system represents a new approach to PM for all of us. However, depending on
your past experience of PM, you might already be familiar with some of the
information in this pack. You can use the aims on the next page to identify the
sections that are new to you.

The PM Guide is a complete guide to all stages of the new PM system, and is
available on the intranet. It is designed to support you and includes things such
as checklists and copies of the PM forms. The Guide is an easy-to-use source of
information that allows you to access the specific elements you need. If you
have any questions after reading this pack, the Guide will probably answer them.
If you still have questions, you should speak to your manager or a member of
your HR team.

The training event that you will attend will be an opportunity to:
e reinforce your understanding of the new PM system; and
e develop the skills and techniques you need for the performance planning stage.
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Section 1
The aim of this pack

After reading this pack, you will be able to:

describe the new PM system;

identify the benefits of PM to you, your team and the organisation;
outline the different roles and responsibilities in the new PM system,
and in the performance planning stage in particular;

describe what the performance planning stage of PM involves;
identify the equality and diversity implications of PM;

explain what is meant by a ‘C-SMART performance objective’ and
‘performance measures’;

describe our ‘Ways of Working’ and how they fit into performance planning; and
outline your role in identifying your own and team members'’
development needs.
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Section 2
The new PM system

This section will look at:

e what PM is;

e why it is important to the organisation; and

e the benefits to you as an individual and a manager.

What is it?

You might have experienced PM before, perhaps by another name such as
‘Appraisal System’. Our new PM system is a simple one that keeps you and
your team focused on what you have to do (your objectives) and how you do
it (our Ways of Working). The PM system encourages regular two-way
communication between you and your team members, and between you and
your manager. It helps to make sure that we all know how we are doing and get
the support and development we need to achieve our objectives.

It is not an extra responsibility — it is an important part of good business and
people management. The ongoing PM process (see the diagram on the next page)
is a way of making sure that we all perform to the best of our ability and are
clear how our contribution is linked to achieving our challenging goals.

PM works on an annual cycle. It means that you and your manager:

e discuss and agree your performance plan at the beginning of the year
(normally 1 April, but this may be different if you start a new role at another
time of year);

e agree the coaching, support and development you need to achieve your plan;

e regularly review your plan, your progress and your achievements during
the year; and

e discuss and agree at the end of the year (normally 31 March) how you have
performed overall, and agree a performance plan for the following year.

(If you leave your role at any other time of year, the timing of the assessment
may be different.)
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Once you have agreed your performance plan with your manager, you can
then discuss and agree your team members’ performance plans, clarifying
their contribution to overall team goals. This is a cycle that applies to everyone
in the organisation.

The diagram below shows how the activities fit together.

Ongoing
Feedback
Coaching

Development activity
Informal one-to-ones
Optional progress discussions

1 Performance planning
What are the goals and objectives of my team?
How do these contribute to the strategic plan?
What is the purpose of my role?
What do | need to do, to what standard and by when?

2 Progress discussion (first six months of the year)
How am | doing against my plan?
What am | doing well?
What do | need to do differently?

3 Progress discussion (second six months of the year)
How am | doing against my plan?
What am | doing well?
What do | need to do differently?

4 Performance assessment
How well have | done?
How can | improve?
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Why is it important?

We have a very challenging mission. If we are to be successful as an organisation,
it is vital that we are focused on doing the ‘right’ things in the ‘right’ way. We also
need to continually develop our skills and find new and better ways of doing
things. The new PM system will help you to be clear about how your role
contributes to organisational goals, and will make sure that your team members

have the same clarity. It will also help to make sure that everyone gets the support

they need to perform effectively.

What are the benefits of PM?

The new PM system has many benefits. The chart below shows just some of them.

Benefits to you as
an individual

Benefits to you as
a manager

Benefits to
the organisation

You are directly involved in
agreeing your performance
plan and can take
responsibility for your

own performance

and development.

You know what's expected
of you and how well you
are doing.

You have the opportunity to
discuss your individual needs

You get support to develop
your skills.

You get recognition for your
achievements and the way
you work.

You get more job satisfaction
and feel better motivated.

and help to develop solutions.

Your team are clear about
their contribution to the
goals of the business area.

Individuals and the team

are clear about their
priorities, and can focus effort
on the right activities.

You can make best use of
individuals’ skills and
experience, and identify
development needs.

You know how your team is
performing and can recognise
their achievements.

You know if an individual is
not achieving what they
should be, and can take
appropriate action.

Resources are focused on
the things that matter.

Everyone knows how
they contribute to the
organisation.

The organisation can
measure progress
towards goals.

The organisation is
constantly learning and
growing, and is better able
to respond to challenges.

The organisation’s ability to
achieve its goals is improved.
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Section 3
Roles and responsibilities

The new PM system involves everyone, not just managers. For it to work
effectively, we all need to be clear about the part we play. This section looks at the
responsibilities of everyone involved — individuals, managers, reviewers, senior
managers and the HR team. It might help to define what the main roles are within
the system.

Individual: The person whose performance is being planned, reviewed
and assessed.

Manager: The person who is responsible for managing other people’s
performance — a team leader.

Reviewer: The manager’'s manager, who probably has more than one manager
reporting directly to them.

The chart on the following page sets out the responsibilities of each of these
groups. There are two other groups — champions (senior leaders) and HR
colleagues — who also have a particular role to play.

As well as fulfilling the normal PM roles, champions (normally directors) have a

responsibility to actively support the new system. This means that they:

e promote PM as an important business ‘tool’ that is vital to good management
and achieving the Investors in People standard; and

e set an example to others by putting PM into practice ‘from the top’, showing
good leadership practice.
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Individual’s
responsibilities

Manager's responsibilities

Reviewer’s responsibilities

Take an active part in
drawing up and agreeing
your performance plan.

Take responsibility for your
performance and
development on a
day-to-day basis.

Take an active part in
reviewing your progress,
including getting feedback,
coaching and support

as necessary.

Make sure your regular
progress discussions with
your manager take place.

Help your individual team
members to be clear about
what is expected of them,
and agree a performance
and development plan.

Make sure you take account
of equality and diversity
issues when managing the
performance of individuals.

Make sure all individuals
have a completed
performance plan.

Support individuals by
providing feedback, coaching
and suitable resources.

Have regular progress
discussions with individuals.

Assess individuals’ overall
performance, based on
evidence of their
performance.

Agree with your managers
the links between
organisational, team and
individual objectives.

Make sure that your
managers apply PM
consistently and fairly,
balancing organisational
and individual needs.

Support your managers in
the PM system throughout
the year.

Comment on the overall
performance assessments at
the end of the year for your
manager’s team members.

Help managers and
individuals reach an
agreement if there is

a disagreement related
to PM.
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The HR team also has a supporting role in PM. Their role is to:

e support you to put PM into practice by providing information about the system
and how to make it work effectively;

e help make sure that people follow equality and diversity principles;

e advise on related procedures where necessary, such as grievance or capability;

e advise senior managers of any quality or consistency issues (for example,
inconsistent standards in agreeing performance objectives or applying the Ways
of Working, or the absence of performance plans); and

e provide advice on learning and development issues arising out of performance
planning, and use individual development plans to create an overall
development plan.

For more details about roles and responsibilities in PM, see section 1
of the PM Guide.
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Section 4
Performance planning

The performance planning meeting is the first step in the PM cycle. It gives you
the opportunity to discuss and agree with your manager:
a what you have to achieve (performance objectives);
b how your performance will be measured;
¢ how you will be expected to work to achieve your objectives
(the Ways of Working — see page 16);
d your development needs; and
e the support you need to achieve your performance or development objectives.

All of these things make up the performance plan. There is a copy of the
performance plan in section 9 of the PM Guide. This section looks at the principles
involved, for example in agreeing good-quality objectives, and then at some of the
issues you need to consider as a manager when performance planning with your
individual team members.

What effect does equality and diversity have on performance planning?
Each member of your team is different — with different strengths, experiences,
background and circumstances. It is important to recognise this individuality when
performance planning, and think carefully about how this diversity will affect the
plan you agree with each person.

We are a very large organisation so we have a very diverse workforce. As a
manager of others, you need to be able to use the diversity within your team to
achieve the best results and accept that individuals will contribute to the team's
goals in different ways.

You may also need to consider specific individual needs. For example, an individual
may work part time and this would need to be taken into account when agreeing

their objectives. A person working for 20 hours a week could not achieve the same
as a person working full time.
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A person may have a disability that means they will have particular needs in the
workplace. They may need adjustments to be made to allow them to make a full
contribution to the role. For example, they may need special equipment or
changes to working arrangements. It is very important that you discuss these
things fully with the person involved and not make assumptions about what they
will or will not be able to do.

Our policy and strategy on Equality and Diversity in Employment are on the
intranet in the Survival Guide under section 5 — Policies and Guidance.

What is a performance objective?

A performance objective defines something that a person has to achieve that
contributes to the overall goals of the team or business area. You should not
confuse it with a task. Tasks are smaller activities that a person needs to do to
achieve their objectives. Objectives describe the end result.

A person’s performance objectives are likely to flow from the main areas of
responsibility within their role. However, performance objectives do not just repeat
the role description. They summarise the priorities within that role for the next
performance period. The following table shows how key responsibilities,
performance objectives and tasks are linked, in the example of someone in a
support role in a marketing team.

Main responsibility Performance objective Tasks

To organise the Agree and book the venue.
To provide administrative administration and facilities
support to the marketing for the marketing team's Identify who will host
team. planning day which will take the day.

place on 31 January.
Find out if the people
coming have any
special needs.

Prepare the agenda.

Issue joining notes.
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A performance objective must state clearly what is to be achieved and by when.

It must be measurable and, even though it is challenging, it should still be within
the control and capability of the individual. It must also be possible to measure
when it has been achieved. The ‘C-SMART' approach is a useful way of making sure
that a combination of the performance objectives and the appropriate measures
(see page 15) meet these conditions.

C  Challenging Objectives should stretch the individual to improve and
go beyond their current level of performance.

S Specific Objectives should be precise and unambiguous so that
everyone understands what the individual is aiming for.

M  Measurable You should be able to tell when the individual has
achieved their objective. (Performance measures, covered
later in this section, are key to this.)

A Achievable Objectives should be realistic — within the capability,
skills, experience and control of the individual. They
should take account of specific needs and circumstances.

R  Relevant Objectives should be in line with team objectives and
relevant to the individual's role.

T  Timebound Objectives should clearly state when they must be
achieved by. (Performance measures, covered later in this
section, can be used for the time element.)
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Agreeing performance objectives

In order for you to be able to agree performance objectives with your team
members, you will first need to be clear about your own role and objectives, and
the overall contribution to organisational goals that your team is expected to
make. It is part of your role as a manager to make sure that your team members'’
objectives are in line with the overall team objectives. You must also make sure
that your team members have a clear understanding of the links between their
objectives, the team'’s objectives and the strategic plan. This is an important part
of the Investors in People standard.

It is logical that performance planning should start at senior levels in the
organisation. This allows the link between organisational, team and individual
objectives to be clear.

When discussing and agreeing performance objectives with an individual, you will

need to think about the following.

e What is their starting point in terms of knowledge, skills, ability and experience?
These factors need to be reflected in how challenging their objectives are and
the measures of performance (see the next page).

e Are there any specific individual needs to take into account?

e How can you encourage the individual to contribute as fully as possible to
performance planning? The plan should not be ‘imposed’ on them. They need to
feel that the plan is their own so they are committed to achieving their
objectives and taking responsibility for their own day-to-day performance.

e Are all the objectives C-SMART?

e Can the individual manage the total number of objectives (probably no more
than five)?
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What is a performance measure?

Performance measures allow you, as a manager, to assess how well a member of
your team is progressing with their objectives throughout the year and when they
have achieved them. Measures will fall into one of the following categories.

e Time (by when).

e Quantity (how many or how much).

e Quality (to what standard).

Thinking back to the example of a performance objective on page 12, possible
measures of performance might be:

e special needs are catered for to the person’s satisfaction (quality);

e all costs must be contained within the budget of £2,000 (quantity); and

e people must receive an agenda and joining notes by 15 January (time).

Agreeing performance measures

Once you have agreed appropriate performance objectives with an individual,

you will need to agree the most appropriate measures of performance. Both the
objectives and the measures should be recorded in the performance plan. You do
not necessarily have to include all three types of measure outlined above for each
objective. It is important to identify those that are the most relevant. However,
you should be aiming to measure more than just whether or not the objective was
achieved on time.

You should think about the following things.

e Will the measure help you to identify in good time any problems that might
affect the individual's success?

e Are there any existing systems or sources of information that could also serve
as measures of performance?

e Are you measuring the right things — should you be measuring quality,
quantity or time? Do the measures provide information on all the important
aspects of the individual's performance?

e Who will take responsibility for collecting different information — what will
you be responsible for and what will the individual be responsible for?

e Are the measures you have identified cost-effective (will you spend more time
gathering the information than it is worth)?
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A sample performance plan with examples of objectives and measures is on page
22. (The sample shows lots of examples of measures. You would not necessarily
expect to use as many as this.)

For more details about performance objectives and measures see section 2 of the
PM Guide.

What are our Ways of Working?

An important feature of the new PM system is that it focuses on, and measures,
what we need to achieve (our performance objectives) and how we will achieve it
(the Ways of Working). The Ways of Working describe how we are all expected to
go about our day-to-day activities, and can make the difference between poor,
good and excellent performance. The summary definitions of the Ways of Working
are shown on page 20. The full descriptions are in section 3 of the PM Guide.

The Ways of Working cover six different areas, shown on the next page, and fall
into three levels — A, G and S. The level at which an individual is expected to work
depends on their role in the organisation, as shown in the following chart.

Level G
Guiding and developing

Level A
Assisting and applying

Level S
Shaping and steering

At this level, you assist others
and apply your knowledge
and skills to:

o take on responsibility for

At this level, you guide and

develop others. You:

e are involved in developing
people through managing,

At this level, you shape and

steer the organisation. You:

e have significant influence
over the future direction

one or more parts of a
process or project;
manage and organise your
own time to make sure
that work gets done;
work on tasks and
activities with some
supervision; and

work effectively as an
individual or as a team
member (or both).

coaching or mentoring;
deal with the outside
environment for the
benefit of others in the
organisation; and

develop your technical and
professional skills, and are
able to provide advice and
guidance to others.

of a major part of the
organisation;

have decision-making
power and authority on
behalf of the organisation;
act as a representative in
wide and varied
interactions, both outside
and inside the organisation;
provide overall leadership;
and

sponsor and develop
future successors.
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The six areas covered by the Ways of Working are:
Working Together;

Focusing on Performance;

Developing Yourself and Others;

Thinking Things Through;

Achieving Results; and

e Working with Change.

All six Ways of Working apply to all roles in the LSC.

Agreeing the Ways of Working

At the individual performance planning meeting, you will need to agree with each
individual their performance objectives and how the Ways of Working apply to
their role. This means agreeing the level — A, G or S — at which they need to
operate. Most roles will probably fall into one of the three levels, as shown by the
example on page 23. The appropriate level for the individual's role needs to be
clearly noted on their performance plan. However, it is possible for some roles to
span two levels. In these cases, you both need to agree an appropriate ‘profile’
against the Ways of Working.

What is development planning?

Development planning is the process that allows you and the individual

to identify, and plan how to deal with, any gaps in their knowledge, skills or
ability so they can achieve their objectives and improve their performance.

You will also need to think about the most appropriate way of meeting identified
development needs, and the support or resources the individual might need.

All of this information is recorded in their performance plan in the development
planning section.

An individual's development activities should clearly relate to them achieving their
performance objectives, and so be linked to business needs. There is more
guidance in the Learning and Development Policy and Guidance on the intranet.
(This is in the Survival Guide, under section 9 — Policies and Guidance. You can
also get advice and guidance on development issues from your HR team.)
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Identifying and agreeing the development plan

When considering an individual's development needs, you might like to think

about the following.

e What did they do well last year? How could they have done better? Does this
highlight a development need?

e Do their performance objectives mean that they need to develop new
knowledge or skills in order to achieve them? This would make the development
activity a high priority.

e Who else could offer feedback on their performance to help identify their
strengths and areas for improvement?

e Do the Ways of Working present the individual with any challenges? Do they
have any development needs here?

e Do their development needs have different levels of priority? Are they
mandatory, core or optional (see the Learning and Development Policy).

When you are identifying development needs, it is important to ask ‘what will the
individual be able to do that they can’t do at the moment?’ This helps you to
make it clear what they need to learn and make sure it is relevant to their
performance. This question is a useful way of identifying the precise development
need. An example of a completed development plan is on page 24.

There are many factors that will affect the choice of development option, and

many ways to develop other than going on formal courses. You and the individual,

possibly with the support of your HR team, will need to think about the following.

e What is their preferred way of learning? Do they prefer to observe and reflect or
just ‘have a go'?

e Do they have any specific needs (for example, access or a specific working
pattern) that will affect their choice of development option? Always talk about
these with the individual.

e Who holds the budget and what resources are available? How does this affect
their choices?

e What is the most appropriate learning or development method to meet their
identified need? For example, reading is probably not the best way of learning
a new skill.

e What support might they need (for example, coaching, feedback, time away
from the desk or access to an ‘expert’)?

e How will you and they know when they have achieved their development
goals? How will you measure success?

You can find a development checklist in section 4 of the PM Guide, and checklists

for performance planning for individuals, managers and reviewers in section 2 of

the PM Guide.
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Section 5
Summary of key points

Here is a brief summary of some of the key points in this pack.

e PMis a simple way to keep you and your team focused on organisational goals.
It is a very important tool for effective management.

e There are clear benefits of PM for individuals, managers and senior managers, and
ultimately the organisation as a whole.

e PM follows a simple cycle of planning, feedback and progress discussions,
development and coaching, and assessment.

e PM involves everyone. It is not enforced by managers and it allows individuals to
take responsibility for their own performance.

e There are distinct responsibilities within the PM system for individuals, managers,
reviewers, senior managers and HR teams.

e As a manager of others, you need to make sure that you consider equality and
diversity issues when managing performance.

e Performance plans are agreed between the individual and the manager.
They include ‘C-SMART’ performance objectives, measures of performance,

a profile against the Ways of Working and a development plan.

e The Ways of Working describe six aspects of performance that apply to all of us.
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Section 6
What to do next

Now that you have had a brief introduction to the new PM system, you may want
to find out more about particular aspects of it by looking in the PM Guide. This
provides much more detail about the new system, and will probably answer any
specific questions you have as a result of reading this pack.

However, you do not have to do any more reading at this point. You will shortly be

attending a one-day training event. This will be an opportunity for you to:

e discuss PM in more detail; and

e develop some of the skills and techniques you will need to effectively complete
the performance planning element of PM.

After the training event, you will have your one-to-one performance planning
meeting with your manager (you may have already started this process). After the
training, you may want to confirm the details of your own performance plan, as
outlined in this pack. This will also allow you to begin, or confirm, the performance
planning process with the individuals you manage. The training event will also
prepare you to pass on the main information about PM to your team members,
and to support them as they work through their PM learning module.

In the meantime, you might want to think about:

e your own performance objectives and measures;
e how the Ways of Working relate to your role; and
e any development needs you might have.
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