SAFFRON WALDEN
"TowN COUNCIL

Performance Management

Adopted date Committee Review date
July 2025 F&E July 2026
July 2026 F&E 123-26 July 2028

Page 1 0of 19




Contents

Introduction to Performance ManagemeENt .........cooi e iieiiiiiiiiie et e e e e e e re e e e e e e e e arnaeees 3
Flow Chart of Performance Management StrUCLUIE .......cccueeiiecieie ettt evree e e 4
Aims and Objectives of Performance ManagemeNnt........cccueeeeiieeieiiiee et e e evee e e 5
Saffron Walden Town Council Core Aims and ODbjJectiVes .........ceeeeeiiiiciiiiieee e 6
Responsibility for Staff Management and AppPraisals..........eeeeeeeiecciiiiiee e 7
Communication and LEAAEIrSNIP ...ceeici et e e e e e e et re e e e e e e e e nrrraeeeeaeeeennes 7
Y1 NS IO oY [Tot 4 =T 8
1600] 1 0 o =1 =] o Lol [=T S 9

BehaVvioUral COMPELENCIES. ...ciii ittt e e e e re e e e e e e e sate e e e e e e e eeesnsraaaeeaeeeensnnns 9

BI=Tel o] 1o ] eloT g 0] oY=l o] ool 1= U PEPPE 9
[ oY aF= | W B 11Y7= o] o5 =T o} FR USRS 10
360 DEEIrEE APPIraiSalS coouvvieeieiiieeeiiiiee ettt ettt e e et e e e et e e e st e e e et e e e ettt e e e eaabae e e e abreeeeaabreeeenareeeeennrees 11
Performance REIGLEM Pay ......ccoociiiiiiiiee ettt e e et e e e et e e e s eata e e e sntae e e sentaeeesntaeeenans 12
Addressing Under or OVer PerformMancCe...... ..o cciiiiieee ettt e et e e e e e e e nrrae e e e e e s e anrraaeeaaeean 13

Employee UNderperforMance ..........uuvieiie oo ecctttee e e cttte e e e e e e e e earaae s e e e e e e s anssnaeeeeeeseennes 13
Dealing With CONFIICE......cii e e e s rata e e e sert e e e e srntaeeesntaeeesans 14

0] o] (o) VT @AV cY g oY (o g s g - o Lol SRR 15
Review of Performance APPraiSals ... ...t e e ee e e e e e e s rarreee e e e e s s e enebreeeeaeeeeennnrnneees 16

Informal, regular review meetings with staff (often known as 1-2-1S) .......cccceeeviieeeeiiieececciiee e, 16

Formal Interim Review (recommended at least 6 monthly)..........cccoeciieiieiiiiiicciiee e, 16

Formal Annual Appraisal (recommended within 1 month of Council setting its annual key aims and

(o] oJT=Tet 1 1VZ=1) F O U UUR OO URUOUUURNt 17
The ANNUAI REVIEW PrOCESS ....eeiuiiiiiiieiiee ettt ettt ettt ettt e st e st e e sateesbe e e snreesareesaneeesaneesanes 18
Rating EMpPloyee PerforManCe .........uuiiiiii ittt e ettt e e e e e e e errae e e e e e e e s artaaeeeaeeeeennes 19
(@oT o [ol (V1] ToT g WX AV o o =Y Y- | PPt 19

Page 2 of 19



Introduction to Performance Management

An effective performance management
policy lies at the very foundation of an
organisation with its roots being an
integral part of the fundamental elements
and policies.

The Chartered Institute of Personnel and
Development (CIPD) (2018 online) defines
Performance Management as:

“the activity and set of
processes that aim to
maintain and improve
employee performance in
line with an organisation's
objectives. It’s strategic as
well as operational, as its
aim is to ensure that
employees contribute
positively to business
objectives. Ideally,
performance should be
managed holistically,
throughout the range of HR
activities and processes.”
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A performance management plan
provides a sense of purpose and
direction which has the commitment of
all, is shared throughout the Council and
is communicated clearly and openly.

A well-structured, clear and easy to
understand Performance Management
Policy will add purpose and direction for
individual employees. Further, it will
support and encourage team work,
leading to a shared understanding of
goals and objectives. A team with
shared vision, purpose and unity will
deliver a more effective, efficient and
professional service.

A sound policy will support and
encourage an employee’s personal
development, ambition and productivity
creating an environment in which they
feel valued, trusted and engaged.

The importance of shared values and
goals is fundamental to the success of
the Council.




Flow Chart of Performance Management Structure

Council (Corporate) Objectives

Likely these will be 5-6 key projects
for delivery or areas which the
Council wants to focus on and will
have due regard to the Council’s
overall strategy, goals and values

¥

Department / Project Objectives

Breaking down the council’s
objectives into tangible, practical
tasks for departments or areas of

work

Individual Performance Plan

A plan for each individual which sets
SMART objectives and has a clear
link and relativity to the Council’s
objectives.

Employees will also be provided
with a Personal Development Plan
incorporating individual training

Annual Appraisal Review
An annual appraisal with the employee to Regular feedback with the employee. This could be
consider performance assessment over the past informal or more formal to review progress to date
year. At this meeting objectives will be measured against set objectives (formal review at 6 monthly
and new objectives set (with reference to the intervals). Where necessary objectives may be
Council’s objectives) for the next year. reviewed / amended or appropriate training provided
enabling objectives to be met.

—_— )
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Aims and Objectives of Performance Management

To inform staff of the Council’s key objectives

e To implement a robust staff appraisal system

e To set staff personal “SMART” goals and objectives which have
a direct relationship to the Council’s key objectives

e To motivate staff, adding a sense of purpose to their aims,
objectives and priorities

e To improve upon Council communications, noting that the
objectives will form a key priority and focus for staff

e To identify staff training needs, enabling them to carry out their
roles with the appropriate skills and competencies

e To identify over and under performance and measures to
address these

e To create a more cohesive Council in which Councillors, staff
and the public are informed of what the Council is trying to
achieve
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Saffron Walden Town Council Core Aims and Objectives

Saffron Walden Town Council will set core principles and objectives for the forthcoming
year, these are known and considered as the Council’s Action Plan or Priority List. The
Priority List will recognise key demands, pressures and needs of the residents and will
further have due regard to the Council’s resourcing and financial limitations in any given
year.

On a regular basis (and as deemed appropriate by Council), the Town Clerk will present
Council with a report detailing progress to date on core priorities.

The Council will set key priorities on an annual basis (ordinarily in June of each year) and
these will form the basis and framework on which individual objectives are based; enabling
employees to play an active role in the delivery of the ultimate goals and objectives of the
Council.

The Council will further adopt governing documents, which will provide structure, definition
and governance to the Council. These governing documents will be reviewed on an annual
basis, ordinarily at the Annual Meeting and will include (but not limited to) the following:

e NALC Model Standing Orders

e NALC Financial Orders

e Council / Committee Terms of Reference

e Councillor Code of Conduct

e The Council’s Core set of aims and objectives for the forthcoming year
e Consideration of the adoption of a 5-year plan
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Responsibility for Staff Management and Appraisals

All staff are managed or report to their line manager as indicated in the Town Council’s
staffing structure. The Clerk is responsible for the day-to-day management and support of
staff. All personnel and HR issues will, in the first instance, be dealt with directly by the
appropriate line manager or supervisor who will take reference and advice from the Town
Clerk as necessary and as appropriate. Council’s standing orders and terms of reference will
further identify the staffing responsibility of the Town Clerk and this performance
management policy will have due regard to and will be operated and managed in
accordance with those governing documents and principles, alongside the Council’s scheme
of delegation policy.

The Town Clerk’s appraisal will be carried out by two nominated Councillors. Members
carrying out the Clerk’s appraisal may not take any action against the Clerk (either positive
or negative) and the Clerk will at all times report directly into and be responsible to the
Council as a body.

The appraisal panel for the Town Clerk will ordinarily consist of the Chair/Mayor of the

Council, Deputy Mayor or Chair of Personnel Committee.

Communication and Leadership

The Council is committed to the delivery of agreed objectives and will ensure that these are
communicated widely to staff, residents and the wider community in a timely manner.

Councillors and the Clerk will lead by example and provide clear leadership and direction to

employees creating an environment of trust, belief and “can-do” attitude. Any issues arising
from the performance management will be dealt with swiftly, efficiently and effectively and

according to prescribed policies and procedures.

The Council will communicate its corporate aims and objectives to both employees and
public alike and will have due consideration to the Council’s communication policy.
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SMART Objectives

Employees will be set clear, defined and purposeful objectives which will assist in the overall
strategy and delivery of the Council’s core aims and objectives. Individual SMART objectives
will be clearly mapped and have relativity to the corporate aims and objectives of Saffron
Walden Town Council

Objectives set for individuals will be SMART, ie

Specific
Measurable
Achievable
Relevant
Time bound

Specific Should be clear and precise on what the employee is expected to achieve

Measurable How will you measure when an objective has been met?

Achievable The employee needs to possess appropriate skills and competencies to
meet the objective. If these are not possessed, consideration must be
given to training or up-skilling the individual.

Relevant The objective must relate and have a correlation to the employees’ role
and purpose of employment

Timebound There needs to be an agreed date by which the objective will be met

Examples of SMART objectives may include objectives such as:

For operational staff: “to undertake training on the use of weed killer and PPE by the end of
the end of November 2022”

For administrative staff: “to write a proposed policy to Council on “The use of mobile phone
and social media at work” for consideration at the HR Committee in November 2022"
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Competencies

Competencies relate to the manner in which people do things, how they deliver the
objectives and the skills used in that delivery. Competencies can be assessed in two
different ways being behavioural or technical.

Behavioural competencies

Cover elements such as knowledge, ability to prioritise, ability to follow procedures or to
work effectively. These are skill sets which may not come naturally to all employees and
training or mentoring can be provided to improve their skills and competencies in these

areas.

Technical competencies

Cover elements such as use of specific tools, equipment, computers and knowledge of the
field of work. Staff may for example require training in use of specific equipment and tools
for the job or training in the use of Microsoft Office packages.

The Council’s training policy should be referred to for further details of training
opportunities and procedures.
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Personal Development

Staff development is key to any performance management plan and is identified by Saffron
Walden Town Council as an important and integral part of continued improvement at the
Council. The Council will provide developmental opportunities to all employees enabling
them to grow, develop and improve upon their skills, competencies and abilities.

Personal development will be recognised both formally and informally and will form an
integral part of the Council’s appraisal process. Opportunities for personal development
may arise from discussions with your line manager, as a direct result of an appraisal or
necessitated through the delivery of the Council’s aims and objectives and continuing
improvement programme.

A personal development plan will be agreed for all employees and training opportunities

offered which may include:

e Coaching / mentoring from a 3" party (which may be a colleague)

e On-line E-learning (such as the ACAS e-learning available at
https://elearning.acas.org.uk/)

e Attendance at formal training courses
e Further education (attendance at a specialised college or on a specialised course)

leading to a recognised, professional qualification

A personal development plan will form an integral part of the Council’s performance
management policy and appraisal process. Reference must also be taken to the Council’s
training policy for further details of training opportunities and procedures.

Refer to the Town Council’s Annual and Interim Appraisal Forms along with the Personal
Development Plan
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https://elearning.acas.org.uk/

360 Degree Appraisals

360-degree appraisals are a means of gathering information and feedback from 3™ parties
about an individual’s performance. 3" parties (often work colleagues, perhaps councillors
and/or agencies or parties which the individual works frequently with) can be requested to
complete a questionnaire about the individual’s performance. 360-degree appraisals can
often be found in large companies / organisations where a manager may not have a direct
relationship or contact with individuals and is an opportunity to therefore receive and
assess information from a wider source.

Saffron Walden Town Council is a small employer and will not implement 360-degree
appraisals.
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Performance Related Pay

A scheme in which pay is rewarded with a direct link or relationship to performance is
known as performance related pay (PRP). Saffron Walden Town Council will not link
employee pay directly to employee performance.

Williams (1998, quoted in Rayner & Adam-Smith, 2009, p118) notes “there is negligible
evidence of a rigorous kind which supports the positive benefits commonly claimed for
merit pay”.

Whilst PRP can create a drive and enthusiasm for high performance, it is anticipated that all
staff should perform to their optimum at all times, regardless of whether performance is
related to pay or not. PRP can add to the credibility of the performance management
process but can be divisive within a small team.

There are numerous other arguments against the use of PRP including:

e Can performance be measured objectively?

e Will interpersonal relationships between managers and employee affect the
performance process?

e PRP fails to account for mitigating circumstances which may quantify an individual’s
under performance

e Does PRP create a divisive environment?

e Could employees fairly claim discrimination?

e May discourage team working, especially pertinent in a small Council with just 3
employees

e Staff may underperform if they are under resourced. If a Council is under resourced,
it is not appropriate to reflect this financially on any current employees; instead
Council needs to review staffing levels

There are measures for addressing under and over performance (other than using a
performance related pay scheme) and these are recognised as part of the appraisal and
personal development plan.

Saffron Walden Town Council will not adopt performance related pay but it notes that it can
be a mechanism for encouraging high performance. SWTC however believes that personal
development, training and appraisal mechanisms are more effective ways of positively
encouraging and motivating staff.
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Addressing Under or Over Performance

Regular, scheduled appraisal meetings should identify any underperformance issues and will
seek to address them with training, coaching and support. A performance management
policy will recognise and address under performance at an early stage, providing
opportunities for early intervention and remedial action.

Employee Underperformance

Where with continued help, support and training an employee persistently fails to meet
expected standards and goals, Council will need to consider the implementation of either
the capability or disciplinary policy. Both policies contain prescribed processes and it is
essential that the processes within these policies are strictly adhered to and evidenced in
case of future need. Council will follow the ACAS Code of Practice 1 Disciplinary and
Grievance Procedures (2009) which are legally considered by any employment tribunal.

Those carrying out appraisals must be able to hold sometimes difficult conversations with
employees. This is particularly pertinent if an employee is persistently under-performing or
is difficult to manage.

Reference policies include:

e Anti-harassment and Bullying Policy
e Capability Policy

e Conflict Management Policy

e Disciplinary Policy

e Grievance Policy

In the event of conflict, reference should be taken to the Council’s conflict management
policy, an extract of which is replicated below as a summary of a process to be used.
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Dealing with Conflict

Step 1
Recognise the problem

What is wrong and where is
the conflict?

Set initial goals to remedy

Step 2
Analyse the problem

What effect is it having on

Step 3
Collect data

Speak with all concerned

Step 6
Analyse Solutions

Arrange informal meetings
with all involved

Check behaviour of all
against Equality Policy /
Dignity at work and respect

those involved as team » .

Review attendance records
members and as
individuals? Review internal polices
Step 5 Step 4
Search for solutions Analyse data
Have informal chats with all Are there patterns in
concerned < information?

Try to resolve original
source of conflict

Is mediation required?

Triggers of behaviour?

Have policies been
breached?

Step 7
Create Action Plan

Note fundamental areas of
agreement

Note willingness to resolve

Create action plan and
ensure that all understand
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Step 8
Evaluate the Plan
Check progress and compliance

Check that all understand and
subscribe to it

Implement for resolution of
conflict




Employee Over Performance

Over-performance can also be recognised and commended with wider opportunities for
personal development and training being offered to the employee, there may also be a
consideration of, and opportunities for, promotion.

Where an individual persistently over-performs or regularly completes tasks over and above
their expectations and perceived competencies, it may be appropriate to undertake a job
evaluation for that individual. Council may further elect to pay a one-off honorarium in
recognition of the over-performance.

Details of job evaluations are not the remit of this policy, but details can be found on the
ACAS website?, it is further noted that the Council subscribes to the “Green Book” by the
National Joint Council for Local Government Services and details of job evaluation
schemes are contained within.?

1 Advisory booklet available on line at: http://m.acas.org.uk/media/pdf/3/d/Job-evaluation-considerations-
and-risks-advisory-booklet.pdf
2 Available from the Local Government Association, at: https://www.local.gov.uk/green-book-fags
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Review of Performance Appraisals

As an integral part of the performance management policy, SWTC will carry out regular
appraisals with staff.

Performance review will be three-fold and will include:

Informal, regular review meetings with staff (often known as 1-2-15s)

The Clerk or line manager will meet with staff members individually to discuss current
projects, initiatives and to address any immediate issues or queries arising. This is an
opportunity for the manager to provide feedback on current performance and to recognise
particular achievements and success. These meetings will be held at least every six weeks
or more frequently if the need arises.

The appraisal panel nominated to manage the appraisal of the Clerk will be responsible for
the regular review meetings with the Clerk, acting only within delegated authority of the
Council according to the prescribed Terms of Reference.

Notes from the informal, regular review meetings may be taken and held in the individual’s
personnel record and used as a means of identifying any training or personal development
needs.

Formal Interim Review (recommended at least 6 monthly)

The manager will meet formally with individuals to discuss and record progress of the
employee against set objectives. There will be further opportunity to recognise any training
or developmental needs and/or to adjust objectives accordingly and where necessary and
appropriate to do so.

The appraisal panel nominated to manage the appraisal of the Clerk will be responsible for
the formal review meetings with the Clerk acting only within delegated authority of the

Council according to the prescribed Terms of Reference.

Notes from these meetings will be taken and held in the individual’s personnel record and
used as a means of identifying any training or personal development needs.
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Formal Annual Appraisal (recommended within 1 month of Council setting its annual
key aims and objectives)

On the basis that regular reviews are carried out with all staff members and that a formal
review has been held at 6-monthly intervals, it is anticipated that any immediate causes for
concern will already have been addressed and that the annual appraisal is a formal means of
capturing and recording progress against set objectives.

In preparation for the annual appraisal, employees will have been provided with advance
notice of the date/time of the meeting and afforded opportunity to consider their own
progress over the past year. Employees may wish to consider and note any aspects which
have gone well, not so well, any missed opportunities, any training needs and chances and
opportunities for improvement. Employees should also importantly focus on achievements
and successes over the past year.

Employees will be provided with a blank copy of the appraisal form and this may be used as

their basis for recording details and preparing for the appraisal meeting. This may form the
basis of any self-assessment which could be compared to any comments from the appraiser.
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The Annual Review Process

The primary purpose of the annual appraisal is to:

e Review the employees’ performance against the agreed, set objectives

e To note achievements of these objectives

e To note competencies needed to meet these objectives

e To note any objectives not met

e To discuss why any objectives have not been met and any remedial action necessary

e To discuss progress in their personal development plan

e To set any further objectives for the forthcoming year

e To discuss any further training needs (to meet outstanding objectives or any new
objectives set from the appraisal)

Whilst the annual appraisal interview is a formal process it must also be conducive to allow
employees (the appraisee) to feel relaxed, unintimidated and able to speak freely about at
their appraisal. Reference may be taken to the self-assessment completed in advance of the
appraisal by the appraisee. It may also be appropriate for the appraiser to have completed
this same form for the individual and the two documents may form the basis of the
appraisal and ensuing meeting.

Discussion at the appraisal meeting must allow the free flow of conversation from both
parties. The appraiser must be prepared to deal with any issues regarding under-
performance or difficult behaviour of the employee and consider ways in which any
problems or issues are identified and remedied. Remedial action may take the form of
training, mentoring, tutoring and further included in the individual’s personal development
plan.

The Chartered Institute for Personnel and Development advises that particular skill sets are
important when conducting appraisals which include:

e Asking good questions —the use of open and closed questions

e Active listening — pay attention to what is being said, body language

e Constructive feedback — focus on evidence and actual examples, avoid subjectivity.
Reinforce positivity and know when to take a lead in the appraisal and when to
coach or mentor

The appraisal must be documented and contain details of the appraisal meeting along with
agreed resolutions to any queries, any updates to the individual’s personal development
plan and agreed objectives.
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Rating Employee Performance

As part of the conclusion of the appraisal, employees should receive feedback regarding
their overall performance over the past year. This performance review should cover a
measure of their performance against the set objectives, a measure of competency levels
and a measure of any achievements against their personal development plan.

Many organisations rate employee performances as:

e Outstanding
e Satisfactory or to required standard
e Poor (below expected standards)

Saffron Walden Town Council will adopt this performance rating but notes that
performance is not related to employee pay.

The conclusion of the appraisal is with an overall summary of the employees’ performance,
noting any particular achievements and agreeing set objectives for the forthcoming year.

Conclusion of Appraisal

On conclusion of the appraisal and within 7 working days of the appraisal, the appraiser will
provide a written record of the appraisal to the employee. This record will be signed by
both the employee (appraise) and the (appraiser). A signed copy of the appraisal will be
provided to the employee and further held on the employee’s personnel file.

For the Clerk, a summary of the annual appraisal will be presented by the appraisal panel to
the committee responsible for HR/personnel matters. This will be presented for
information purposes only; the whole committee or council cannot and should not seek to
conduct an employee’s appraisal.
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