performance management
the people dimension

‘All performance
measurement
processes
should be linked
to the authority’s
aims . . . ‘

‘. . . the golden thread’

foreword
Performance management describes all efforts by
councils to ensure that organisational goals are
delivered to the desired standard. This publication
explains how to create a process which links the
efforts of individual and teams to organisational
outcomes by focussed performance management
of people, essential if councils are to meet the
Government’s agenda of delivering continuous
improvement of services. The Pay and Workforce
Strategy and the Audit Commission’s
Comprehensive Performance Assessment (CPA)
process both highlight performance management
as a key factor in achieving high-quality service
delivery. The Government’s 10-year vision for
local government, launched in July 2004,
emphasises the need for improved performance
management within councils in return for a
regime of fewer national targets and standards.

Local commitment to driving future improvement
will only be achieved if council employees
understand what they should be doing, how they
should be doing it and how what they are doing
contributes to the achievement of corporate
objectives. If employees have a clear idea of what is
expected of them they are also more likely to be
satisfied and motivated in their jobs. Empowerment
at all levels encourages staff to take decisions and
use their initiative in an informed way to help
achieve organisational objectives.

The Gershon Review of efficiency in the public
sector in England and ‘making the connections’
initiative in Wales, are other drivers for change. The
review highlights the need to maximise ‘productive
time’. An emphasis on setting and meeting targets
means that it is easier to measure how services are
performing and to make adjustments as necessary.

Performance management is a key element
of any organisation’s overall human resource
strategy. This guide will provide local councils
with a framework for the performance
management of people.

It is crucial that senior managers are committed
to performance management and are able to
communicate its importance and the reasons for it
across the authority. Councils must demonstrate
their commitment to performance by what they do.
The process must reward employees who perform
well and challenge those who under-perform.
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page 28

managers’ checklist
As part of your people management responsibility
do you:
• set objectives for all staff
• agree targets with all staff
• link personal targets to organisational plans
• ensure that objectives are SMART
• monitor overall performance day-to-day
• formally monitor performance against objectives
• review targets on a regular basis
• recognise good performance
• confront poor performance
• identify development needs
• provide all necessary training
• encourage staff development and sharing of
learning
• set targets to stretch ability
• recognise potential and channel it
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performance management – in context
For the most effective delivery of services to local
communities the councils need to manage
performance at:

management as part of their Performance
Management, Measurement and Information Project
(PMMI).

organisational level

the guide is split into six sections:

through service or business planning,
measurement and evaluation

section 1

individual and team level
through setting performance objectives,
monitoring, review, appraisal and focussed
development
This is a simple concept but performance
management remains a challenge for many
councils. The Audit Commission found in the first
round of Comprehensive Performance Assessment
(CPA) that the councils demonstrated consistent
weaknesses in performance management and the
implementation of improvement plans. Councils also
needed to spread understanding of performance
issues more widely across their organisation1. These
findings have been reaffirmed by district council
CPA results and following Whole Authority
Assessments in Wales. The local government Pay
and Workforce Strategy also emphasises the need
for the councils to achieve excellence in the
management of people and their performance 2.

performance management for people
This guide focuses on how the councils can
performance manage people, as individuals and
teams. The same principles apply as for organisational
performance management. It complements the work
of the Improvement and Development Agency (IDeA)
and Audit Commission, who have produced guidance
for the councils on organisational performance

outlines why managing people’s performance is
important to organisational success

section 2
sets out a framework for the performance
management of people

section 3
provides a plan for the day-to-day management
of performance

section 4
considers the essentials of successful
performance management

section 5
examines embedding and maintaining a
performance culture

appendices
offer resources to develop or improve local
approaches to performance management of people
Further information on managing people’s
performance can be found at www.ideaknowledge.gov.uk
Further information on organisational performance
management can be found at
www.idea-knowledge.gov.uk/performance

1 Managing Performance, Learning from Comprehensive Performance Assessment Briefing 5. Audit Commission (2003)
2 Pay and Workforce Strategy for Local Government. Office of the Deputy Prime Minister and Employers' Organisation (2003 and 2005)
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A well-managed authority
knows what it wants to achieve,
and knows when it is successful.
All performance measurement
processes should be linked to
the authority’s aims and should
show whether, and how, these
aims are being met. Some
councils describe this link
as a ‘golden thread’.
Acting on facts – a joint report by the
Audit Commission and the IDeA. 2002.
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section 1
performance management – what is it about?
This document explains how to measure the
performance of people and links to council aims.

This concept of the golden thread is
emphasised throughout where key
words are highlighted in gold.
Performance management of people is important for:
• achieving results
• linking with organisational performance
management
• improving capacity and capability
• increasing motivation and engagement
• matching need with resources
• facilitating change.
Employees are the major resource for achieving
objectives. Good people management is directly
related to improvements in service delivery, which
will in turn benefit the community that the council
serves.
Effective and integrated performance
management ensures that all staff are focussed
on achieving the aims of the council and embracing
its vision and values.
Good practice shows that individuals and
teams respond positively to recognition of their
contribution to organisational achievements. If
individuals’ agreed objectives are explicitly linked to
council goals and their progress is recognised, they
are more motivated, which leads to an improved
working climate and better service delivery.

The Public Services Productivity Panel3 found that
the common requirements for a highly motivated
and effective workforce are:
• a strategic framework that includes an
inspirational vision, transparent values,
effective performance measures and human
resource (HR) functions central to the business
• a culture that provides for delegation,
recognition and effective communication in a
friendly informal environment in which people
are respected and supported
• a strong emphasis on line managers’
interpersonal skills, their ability to feel connected
to the leadership, values and direction of the
organisation, and their ability to translate and
communicate this to their staff
Research undertaken by MORI for the Improvement
and Development Agency (IDeA) showed that
‘employees working for Excellent and Good
councils are more positive than employees in other
councils’. It also found that what sets Excellent and
Good councils apart from their Fair, Weak and Poor
CPA counterparts is that they ‘value and recognise
their employees by allowing them greater input
into the decision-making processes of the authority,
and perhaps, as a consequence, provide more room
for individual creativity to flourish’. Communication
is also key, with Excellent councils much better at
keeping their employees informed than others.4

3 Making a Difference: Motivating People to Improve Performance. A Foster, G Parston and J Smith. Public Services Productivity Panel (2002)
4CPA and Employee Attitudes: The Impact of Motivation on Organisational Success. Research study conducted for the Improvement and
Development Agency, MORI (2003)
page 7 performance management – the people dimension

The Institute for Employment Studies found
that ‘An engaged employee is aware of business
context and works with colleagues to improve
performance within the job and for the benefit of
the organisation. The organisation must work to
develop and nurture engagement, which requires
a two-way relationship between employer and
employee’.5 Effective performance management
with regular communication between employee
and manager and the use of appraisals can lead to
improved employee engagement and performance.
Performance management techniques can also
help match human resources to organisational
need and assess whether existing structures and
jobs are meeting service objectives and changing
priorities. The relationship between jobs can be
be reviewed, preventing duplication and waste and
allowing resources to be targeted appropriately
thus achieving value for money.

Councils and their workforces have to adapt to
change brought about by customer expectations,
central government requirements and the need to
achieve more with less resources. The performance
management techniques for people described in
this guide can directly assist change processes by
focussing on what needs to be done and who is
accountable.
To see a case study illustrating the practical
operation of the golden thread visit Cornwall
County Council’s experience at
www.idea-knowledge.gov.uk/idk/aio/1215933
and Derbyshire Dales at www.ideaknowledge.gov.uk/idk/aio/1256524

Additionally, the skills, knowledge, experience
and overall capability of the workforce can be
kept under review and capacity gaps highlighted.
When development needs are identified and met
they can improve individual and team performance
which, in turn, advances the organisation’s overall
performance. Data resulting from the performance
management of people can inform a workforce
planning exercise. Analysis of the data can
determine the gaps in the current deployment and
skills of staff to inform decisions about addressing
any shortfalls. The Employers’ Organisation has
developed a toolkit and guidance that the councils
can use to undertake workforce planning (see page
41 for further information).

5 The Drivers of Employee Engagement. D Robinson, S Hayday, S Perryman, Institute for Employment Studies (2004)
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section 2
performance management – a framework

‘

CBS television was interviewing employees at Cape Canaveral. When one
employee – a janitor – was asked what he did at NASA, the response
was, ‘I am putting a man on the moon!’ The janitor's response was filled
with pride and a sense of importance, of PURPOSE. The task may have
been cleaning, but the PURPOSE was clear – putting a man on the moon.

the golden thread
Performance management for people aligns the
strategy and objectives of the council to jobs,
and, therefore, individuals and teams, so that
employees know what they should be doing,
how they should be doing it and how this fits
with the organisation’s overall vision and agenda.
The way that people are managed is then part of
an integrated organisational performance
management approach. This is the so-called
‘golden thread’ of performance management. This
is the principle which CPA/Investors in People (IIP)
and other inspections look for. A model strategy
which emphasises this feature can be found on
page 29.
the performance management framework
An integrated performance management
framework occurs when both organisational
performance management and performance
management of people run in tandem. To achieve a
true performance culture the framework must be
embedded in normal managerial practice and dayto-day activities and reflected in all council
processes and policy such as:

’

• corporate, service and departmental planning
and reporting
• finance, resource allocation and budgetary control
• human resourcing strategy and operations
• organisational development activity
• equalities
If the council has a human resource strategy and
the approach to managing people’s performance
has already been integrated with this, it is likely
that existing policies, procedures and practices will
complement the approach. However, where there
is no human resource strategy in place, the council
will need to review all human resource policies,
procedures and practices to ensure that they
support integrated performance management.
The Employer’s Organisation’s ‘What’s Your People
Strategy?’ guide provides further information on
how to develop and implement an effective people
strategy. (See page 41).
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Integration of organisational and people performance
is a two-way process. While organisational objectives
must inform the setting of personal targets, individuals
and teams also need to be able to feedback issues
from the frontline in order to inform future planning.
This approach gives a wider perspective on service
issues, engages staff in the business of the council,
identifies barriers to implementation and is a
foundation for improving performance.

the performance management cycle

plan

plan:
clearly identify what performance is required and
how it will be measured

do:
do

revise

encourage performance to the required standard
and provide support and development

review:
assess and evaluate performance against a variety
of measures

revise:
review

seek improvements where performance standards
have not been achieved and make adjustments
for the next planning round as necessary
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Any systematic approach to performance
managing people will include setting objectives,
using relevant performance indicators and other
measures, regularly monitoring and appraising
individuals and teams to identify achievements,
teasing out training and development needs and
then using the knowledge gained to modify plans.
This is illustrated by the performance management
cycle. These ‘hard’ elements are vital but they
must be people-centred – allowing for debate,
discussion, innovation, feedback and opportunities
for development – to be really effective.

An improvement culture will occur when
managing performance becomes a normal part of
the organisational environment. These are the
building blocks for performance management.

building blocks of effective performance
management 6

bold aspirations
to stretch and motivate the organisation

a coherent set of performance measures and targets
to translate the aspirations into a set of specific metrics against which
performance and progress can be measured

ownership and accountability

rigorous performance review

to ensure that individuals who are best
placed to deliver targets have real
ownership and accountability

to ensure that continuously improving
performance is being delivered
in line with expectations

reinforcement
to motivate individuals to deliver performance targets

6 IDeA Members’ Guide to Performance Management
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For fully integrated performance management
the performance of people must be managed in
alignment with the council’s overall performance
management cycle and link with other council
activities and policies, such as:
• corporate, service and departmental planning
and reporting strategies
• finance, resource allocation and budgetary
control processes
• human resourcing strategy and
operational policies
• organisational development
strategy and activities
• equalities policies
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section 3
how to performance manage people
This four-stage approach works within the
performance management cycle,
and is normally operated through day-to-day
management practice and appraisals, sometimes
known as performance reviews.

The terminology may vary but the outcome
is the same – a clear set of targets, aligned to
organisational and/or service objectives, that an
individual is expected to undertake to an agreed
standard and is monitored against.

the steps to managing people’s performance

1. plan
what performance is
required and how it
will be measured

4. revise

2. do

seek improvement,
make adjustments

encourage performance
and provide support

3. review
assess performance
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stage 1 – plan
identify what performance is required
People need to understand what is expected of
them and how what they do contributes to the
council’s success. The first step in performance
management is to define performance expectations
– what individuals are required to do, why and
to what standard.
Performance expectations will stem from a
number of different sources, as shown below.

Organisational and service objectives are the
keystone of defining performance and will relate
to accountabilities stated in job descriptions or
role profiles. The council may also set out how
it expects individuals to behave and operate by
using competencies. Competencies set out the
characteristics necessary to undertake a given
job. They incorporate organisational values and
expected behaviour into day-to-day working and
play a useful role in determining performance
criteria.

implicit and
explicit
standards

organisational
objectives

performance

accountabilities /
competencies

service
plans
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Performance will also be founded on implicit
and explicit standards. Some of these standards
may be contractually binding on managers and
employees, such as a code of conduct, or scheme
of delegation. Others will be determined and
communicated locally and may be set out in the
council’s policies and procedures, such as health
and safety, financial regulations and rules on the
use of information technology, information
management and disclosure.

measuring performance
The setting of performance objectives (or targets
or goals) is the cornerstone of the performance
management of people as it gives details of
performance expectation. It forms a critical part
of a formal appraisal or performance review.
Objectives should be explicitly linked to wider
organisational objectives and aligned with council,
service and team objectives. How close the link is will
depend on the job type and level but all staff should
be able to relate their targets to organisational
aims and priorities, even if at a distance.

Objectives need to be agreed between manager
and employee to ensure they are realistic and
achievable.
Objectives should be set when the future year’s
service plans have been determined so that targets
reflect current priorities.
Ideally, objectives for staff should be set in advance
of the performance year, and appraisals should
follow the declaration of the majority of the last
year’s performance results so that past performance
can be fully reviewed. However, if these results are
not available, some objectives may have to be
added or reviewed after the performance year has
started (April 1st in most cases).
Setting specific objectives for a given period is a
performance focussing device and normally reflects
priority areas. However, all managers should be
aware that there will also be a whole range of
accountabilities/tasks which will also need to be set.
They will be monitored as part of a person’s whole
job and it is important that they are not ‘forgotten’
or diminished in favour of priority targets. The
model appraisal documentation in Appendix 4
allows for comment about the ‘whole job’.
Check that performance management is integrated
by ensuring that each target set is aligned to:
• an organisational objective – described in
strategies, policies or service and departmental
plans
• the individual employee’s job accountabilities
or competencies
Performance criteria are useful for target setting
and comprise measures, indicators and standards
which specify the level of performance required in
areas such as: timeliness (deadlines), cost, quality
and quantity. Criteria can be composed of any
appropriate, well defined measure.
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Setting performance objectives is a highly skilled task
that is the foundation of performance management.
It is essential that managers are given training and
support to get it right and that they balance the
monitoring of short and medium term targets
with individuals’ other routine duties.
The performance review or appraisal is
the formal mechanism usually used to agree
performance and employee development needs
and often a framework to help managers to
translate service and team plans into individual
plans and objectives. Individual plans and objectives
are most effective when both manager and
employee agree them. Objectives should be
Specific, Measurable, Agreed, Realistic and
Time-bound [SMART].
As the organisation is always striving to improve
so each target should stretch the individual
employee – the degree of challenge will depend
on circumstances. Agreement is important
because setting unrealistic goals is demotivating.
As a check and balance, the process should be
overseen by the ‘grandparent’ – ie. the reviewing
managers’ line manager.

A simple example of a SMART objective
supported by performance criteria:
Deliver post for XYZ building. All incoming post to
be opened and sorted by 9.30am (11am on Mondays
and following Bank Holidays). Distribution to be made
to Departments A,B,C, & D , in that order, by 12 noon
on Mondays and following Bank Holidays and by 10
am all other days. Wrong deliveries not to exceed
2 per cent.
The link to organisational objectives might be a
corporate priority to improve response times to
customers or otherwise a link to service standards of
the facilities function on the relevant job description.
Breaking down the objective it can be seen that it is:
specific

deliver post for XYZ building

measurable

by 11am on Mondays and
following Bank Holidays,
by 10 am all other days

realistic

wrong deliveries not to
exceed 2 per cent

attainable

11am on Mondays and
following Bank Holidays

time-bound

opened and sorted by 9.30am, by
12 noon, by 10 am all other days

More example objectives are to be found in
Appendix 2.

questions to ask when checking objectives

•
•
•
•

are they consistent with the job description/organisational goals?
are they clearly expressed?
are they supported by measurable performance criteria?
are they challenging?
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stage 2 – do: encourage and support
performance
This stage is about actually working towards the
achievement of performance objectives and ensuring
that any identified development needs are met.

identifying development needs
When performance objectives have been agreed,
the individual and his or her line manager will need
to plan how to achieve that level of performance
and what support he or she may require.

New employees or employees who are taking on
new roles should be introduced to performance
management in comprehensive induction and
probation processes to ensure common expectations.
All employees should be encouraged to take
responsibility for their own development, guided
by managers and mentors.
Once identified, development needs should be met
to ensure full employee capacity. All employees,
even those who have been in the same post for
some time, should be encouraged to consider
how they are performing and what else they could
learn or do differently to deliver better services.

job
requirements

appraisal /
feedback

identifying
development
needs

induction
and probation

future plans
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The essentials for effectively performance managing
people are that all managers and staff:
• appreciate its purpose
• know how the process operates in practice and
what is expected of them as individuals
• recognise the link between organisational, team
and individual objectives and priorities
• use a range of communication skills such as
effective listening, questioning and feedback.
appraisers/reviewers must be able to:

appraisees/reviewees must be able to:
• understand how their individual contribution
supports organisational achievement
• propose objectives for themselves
and define how these could be measured
• identify their own development needs from
performance and career requirements
• consider any constraints on their performance
and how these could be overcome
• evaluate learning and report how it has
contributed to improved performance.

• create team and individual objectives from
corporate and service objectives
• select appropriate performance measures,
standards and indicators to use
• identify individual/ team development needs and
suggest ways of meeting them
• evaluate development activities
• assess performance and recognise good
performance
• consider constraints affecting individual
performance and how to overcome them
• operate agreed approaches for dealing with
good and inadequate performance.
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stage 3 – review: monitor and assess
performance
Monitoring and assessing performance should
be ongoing through general interaction between
managers and staff, one-to-one and team
meetings. Organisations should also use a periodic
performance review or appraisal to formally
assess performance. At an appraisal interview the
appraiser and appraisee discuss what has been
achieved against agreed objectives. The appraiser
can also provide more formal feedback on whether
performance is meeting the required standard
and recognise such achievements, or whether
the individual’s performance needs to improve.
Ongoing monitoring and constructive feedback
helps to avoid assessment leading to surprises or
disagreements.
It is vital that both managers and staff fully
understand the importance of feedback in the
performance management process and are trained
to give and receive feedback constructively. There
are many training resources on this subject – see
page 41.
Feedback should be based on observation
and evidence and should describe facts not
assumptions or generalisations, to ensure equity,
fairness and transparency. It should take place on
an ongoing basis with opportunities for two-way
discussion built into management processes which
should be open, fair and understood by everyone.
It can include routine one-to-one meetings,
feedback from customers, peers and other
appropriate individuals who are present on a dayto-day basis with the employee (360º review).

Consideration should be given to how all staff
can be offered regular and ongoing feedback,
particularly where employees work flexible hours
or are based away from the office.
A summary of issues which emerge during
feedback is normally recorded as part of the
appraisal process and, in part, will inform the
identification of development needs and career
planning. See Appendix 3.
As previously described, a person's performance is
monitored by a variety of means on an ongoing
basis. What makes appraisal sessions special is that
they concentrate on performance measures that
have been agreed between manager and
employee. While this helps both parties to focus on
specifics it is vital that training is given to ensure
that maximum value is squeezed out of the
meetings. This means that both parties should be
encouraged to prepare thoroughly for a candid
discussion. The sessions are “time out” within the
working year to take stock and plan for the future
and may be the only opportunity for staff to talk
about their aspirations
Done properly, each appraisal meeting should
involve both manager and employee in at least half
a day's work - if adequate preparation is
undertaken. When this is put into perspective
across the organisation it highlights the importance
of getting this part of performance management
right.
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stage 4 – revise: seek improvement, make
adjustments
review performance and take action
When managers and staff have put time and effort
into examining performance, exploring what has
gone well and what hasn't and discussing the
reasons why - then it is incumbent on managers to
take action to ensure that improvement is fostered.
This will include delivering any training or
development solutions which have been identified
and taking reasonable steps to rectify any problem
areas the employee has mentioned as being a
barrier to effective performance. Common barriers
are heavy workload, inefficient working practices
(including the poor performance of colleagues or
functions), inappropriate equipment, unrealistic
targets, changing goal posts etc. While not all
these will be within the control of the manager it is
important that, as far as possible, they are tackled
and the employee can see that their comments are
valued.
If assessment shows that an individual or team
is meeting or exceeding performance objectives
then this should be celebrated. However, many
managers take good performance for granted and
focus on those who have not met the standard.
Yet positive recognition of good performance is
an excellent motivator. Reward mechanisms are
described in Appendix 5.

While the overriding aim of performance
management is to achieve continuous
improvement within a supportive framework,
there will be occasions when performance does not
meet the required standard. At both organisational
and individual level, this will mean identifying the
barriers to effective performance and putting in
place a plan to deliver improvement. At team level
the principles are the same, but may be more
difficult to manage due to the interrelationship
of individual performance within teams.
In most cases situations where the person can
perform to the required standard but does not
can be dealt with through normal management
procedures – if these fail then there is recourse to
formal procedures. The same is true of situations
where the person cannot perform to the required
standard. Everyone should be aware that while
appraisal documentation forms a part of an
employee’s record and is vital in pinpointing
below-standard performance it is not, of itself,
a disciplinary tool.
In situations where the employee can perform to
the required standard but will not, then this is a
disciplinary issue and normal management
procedures should be used to deal with the matter
– if these fail then there is recourse to formal
procedure.
A far more common situation is where the
employee cannot perform to the required standard
- this is a capability issue. Performance
management is about improving capacity and
capability cases should be tackled with sensitivity
and all effort concentrated on helping the
employee to perform satisfactorily.
Managers should use all the methods at their
disposal to facilitate improved performance such as
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• change to work practices within the terms of the
employee's job description
• changes to working hours or providing new
patterns of work
• additional training/retraining - either internally
and/or from external sources
• increased supervisory support
• coaching or mentoring by suitably experienced
personnel
• provision of independent occupational advice
and support
If all attempts are unsuccessful then redeployment
may be an option. Dealing with capability issues is
outside the scope of this publication but more
advice can be found ats www.idea.gov.uk
Visit www.idea-knowledge.gov.uk/idk/aio/111635
to learn about Bath and North East Somerset
holistic approach to performance management. To
see how Lancashire County Council approached
performance management visit
www.idea-knowledge.gov.uk/idk/aio/1115740
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section 4
implementing performance management of people
The following are prerequisites for performance
management of people:

strategy
consultation
communication
information requirements
support
timescale
The strategy for performance management for
people will need to have top level commitment, as
it links so closely with other corporate policies and
systems.
Points to include in a performance management
strategy for people
•
•
•
•
•
•
•

why the council is implementing the approach
overarching principles that apply
who is covered by the strategy
what the council expects from its employees
what employees can expect from the council
responsibilities of all involved
records that will be kept and how they will
be used
• what support will be offered to appraisers
and appraisees
• the process for evaluation and review.
A model strategy can be found in Appendix 1.
Widespread and thorough consultation on the
design and implementation of the approach to
managing performance is vital for success. All those

who will be involved in the operation of the
strategy should be approached for their views,
ideas and reactions before final decisions are taken.
Full and early consultations with staff can yield
positive benefits in staff commitment and
motivation plus highlight any potential problems at
the outset.
Consultation should involve members, senior and
middle managers, staff and trade union
representatives. The aim should be to:
• set up agreed consultation arrangements
• involve working groups, between or within
departments, and specialist groups, for collecting
views and putting forward proposals
• prepare proposals, alternatives and guidelines
• keep staff regularly informed
• use participative design processes to adapt
implementation to the needs of particular
departments and groups.
The degree of involvement of staff representatives
and trade unions will depend on current employee
relations practice within the council but the support
of the local trades union helps to encourage all
staff to participate positively and ensures
integration with other local conditions.
All staff will want to know how performance
management will work and how it will affect them.
The council must make absolutely clear the reasons
for introducing performance management for
people, who is leading the project and describe the
plan and timescale for implementation.
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Open communication about the strategy and
developments is essential. All existing channels will
be useful plus it may be necessary to consider
specific methods to herald and positively support
the new approach. Use a variety of communication
methods to promote implementation and involve
managers and staff in the process.

suggested communication methods
• an information pack containing key points
for all staff
• information on the council’s intranet
• departmental meetings, presentations, videos
and question-and-answer sessions
• group/team briefings so that people can ask
questions about how they will be affected
• staff attitude surveys which can be continued
to monitor the scheme
• staff enquiry service to answer questions
Wherever possible the Head of Paid Service/Chief
Executive should introduce the scheme to large
groups. This need not take a great deal of time but
will emphasise the importance and priority of
performance management.
As well as initial communication and consultation
about how the strategy will operate, the council
should also ensure that ongoing communication
mechanisms are established. The performance
management strategy itself may help
communication. For example, it can be designed to
include downward cascading of information about
overall council objectives and priorities as well as
upward communication and feedback from
individuals and teams on operational issues. There
will be a need to collect feedback on whether the
strategy is working effectively. Again, existing
processes may be used, for example by including

a question on the performance appraisal form.
However, other methods, such as focus groups
and employee attitude surveys may also be useful.
Whatever methods are used, it is essential that there
is clarity of purpose at the outset and, where issues
are raised, the decisions made about those issues are
fed back to managers, staff and trade unions.
The council will also need to determine whether
current management information systems and
processes are sufficient to support the proposed
approach. For example, any scheme used for the
performance management of people requires a
recording and collation of training and
development needs. There may also be a need to
report on certain aspects, such as the number of
staff who have attended appraisal interviews or
training activities, to evaluate how well the
approach is working.
Before implementation the council will require
accurate management information on the
workforce and the internal and external factors
that will affect performance and service delivery.
To assess the size of the task, the council will
need information on:
• the number of people (expressed as FTE’s )
working in the council, jobs and reporting
structures
• any service-specific issues that may affect the
achievement of objectives, such as specific
legislation or customer demands
• resources available to manage the performance
and for training purposes, such as the training
budget.
An adequate programme of implementation
support, training and skills development must
ensure that all managers and staff are competent
to deal with and go through the processes
designed to performance manage people.
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The training and support offered needs to develop
individuals’ knowledge, skills and behaviours and is
likely to include individual coaching, staff workshops
and learning programmes, training packs, intranet
resources and other e-learning methods.
As well as involving managers in the design and
implementation of the scheme, it is essential that
their role in its ongoing operation is monitored and
reviewed. Conducting appraisals will require a high
level of support for managers and the development
of new skills for many.
The role of the manager can be re-enforced by
setting corporate objectives and targets for them
that will underpin the operation of performance
management.
The timescale for implementing performance
management for people will vary depending on
the culture in place, top level commitment and
available resources. Timescales will need to be
carefully considered so that they are realistic and
manageable but whatever the project timescale
the overall aim is for the resulting processes to
become part of the organisational culture and
the continuous improvement process.
If implemented effectively there should be
noticeable benefits from the first year onwards as
people become familiar with performance review.

Over time, if performance management remains at
the heart of council operations, the performance
culture will become the norm – ‘the way things are
done here’.
Councils may choose to pilot the approach in a
particular part of the organisation. However, all
the council’s staff should be made aware that
ultimately the scheme will apply across the
organisation.
Care should be taken when deciding upon the
pilot. Selecting an area sympathetic to the concept
makes sense and, ideally, the area chosen should
reflect the issues faced by other parts of the
council, or if this is not possible, the issues of other
service areas should be taken into account as part
of the design of the scheme. The council will also
need to consider the size of the sample used. If too
many staff are involved, then the pilot resource will
be intensive and potentially unwieldy. However,
the sample must not be too small or it will be
unrepresentative and could affect the pilot’s
outcomes.
The performance management for people strategy
must be driven by the Chief Executive or a Chief
Officer and the timescale adhered to or impetus
will be lost.
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section 5
embedding and maintaining a performance culture
Just having a systematic approach to performance
management does not mean that it will work.
Ongoing evaluation and review should be
undertaken regularly and reported back at the
highest levels.
Internal auditing and monitoring are essential. In
particular, it is important to check that the
approach:
• leads to improved performance, both at
individual and organisational level
• enhances staff motivation
• has firm political and senior management
direction and commitment
• operates fairly

• is people-centred
• supports the management of change
• is not too bureaucratic
The objectives of performance management for
people will have been identified in the strategy.
From these objectives, a number of performance
indicators can be identified, which can then be
used to monitor and evaluate progress.
Described below are some of the areas that the
councils may consider when determining whether
the approach is successful. Example objectives and
performance indicators that could be used are
shown below and in Appendix 1 (pages 32 and 33).
Check out how Lewes District Council built a
performance culture by visiting www.ideaknowledge.gov.uk/idk/aio/1055944

evaluating the effectiveness of the council's approach to performance
management of people
• is the strategy operated in line with corporate standards?
• what are the costs of the scheme, including training and development costs?
• do individual and team objectives reflect organisational needs?
• do staff have a clear understanding of what their priorities are?
• has individual, team and organisational performance improved?
• are development needs being identified and met?
• has staff motivation improved as a result of the scheme?
• is improved performance recognised and rewarded?
• is poor performance effectively tackled?
• is the scheme fair?
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Evidence may be gathered from a number of
sources to measure the success of the strategy and
its related performance indicators.

capability and disciplinary records
focus groups

job descriptions/profiles

staff attitude surveys

training and development
records and evaluation forms

team meeting minutes

methods of
checking
effectiveness

service plans and
performance data

appraisal forms/records
exit interview results

customer feedback

trade union meetings

sources of evidence for evaluation
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methods of checking the effectiveness of
performance management for people
Consistency of operation will ensure fairness for all
staff and the councils are advised to support the
system by undertaking regular audit of targets set.
This can be achieved routinely using the
‘grandparent’ method – where targets are reviewed
by the line manager’s manager as well as through
random screening.
The aim is to check how the scheme is working
and to modify it as required, a sample of jobs
can be taken over the course of the year and an
examination made of how objectives were set
and how these linked in with key accountabilities,
departmental objectives and training and
development needs. At the end of the year an
audit can be undertaken of how achievements
were assessed against objectives, and how training
and development needs were identified and met.

Consistency can be checked in other ways:
• the scheme’s co-ordinators (often the human
resources team) could check consistency of
approach across service areas and directorates
• where a numerical ranking scale is used in
appraisals, the council could monitor the
distributions of such scales
• a high-profile review body, consisting of
stakeholders, could look at consistency. The
overview and scrutiny function may also have
a role here which would raise the profile of
performance management and involve elected
members in a central process.

Monitoring processes are not there to supersede
and undermine the agreement of objectives
between managers and staff; but to ensure that in
everyone’s interests common standards apply to
degrees of difficulty and to challenging yet still
achievable objectives.
Every effort should be put into maintaining
consistency, while recognising specific service
needs. Common standards could include:
• standard formats for corporate, service and
departmental plans
• use of meaningful local performance indicators
and measures
• standard formats for appraisals and records
• all managers trained to handle performance
problems
• corporate procedures for identifying and meeting
training and development needs
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appendix 1
a model strategy for performance management of people
statement of intent

how will our objectives be achieved?

All staff have a role in contributing to the
delivery of the council’s corporate objectives and
should have access to support and development
opportunities in order to perform effectively.

Achievement is dependent on staff. We recognise
that they must be provided with the necessary
support and development opportunities to help
them to achieve their objectives.

This strategy sets out the context for the performance
management of people and how it will be achieved.
It also lays down the responsibilities of members,
managers, employees and trade unions in delivering
this strategy and the principles that underpin it.

• performance objectives and expectations, linked
to the council’s overall objectives, will be clearly
defined

This strategy applies to all staff in the council and is
fully supported by trade unions.

our priority objectives
The council has identified five priority corporate
objectives.
•
•
•
•
•

to sustain a prosperous community
to ensure a safe, caring and healthy community
to promote achievement through learning
to protect the local environment
to provide effective and efficient services.

The council’s service planning process translates
these corporate priorities into specific objectives
for each service area accompanied by performance
indicators and other measures of success. They will
be achieved through the efforts of our staff and so
individuals and teams will be set work targets which
compliment them, thus linking the performance
management of people with that of all other of the
Councils resources and assets. Further guidance
on organisational performance management is
available from the Policy and Performance Team.

• employee performance will be monitored on
a regular and ongoing basis and there will be
frequent opportunities to give and receive
feedback
• as part of the process of monitoring,
performance will be assessed to ensure that
employees are meeting their objectives and
where there are difficulties, arrangements
are put in place to support the employee
• performance that has met or exceeded the
standards set will be recognised and where
appropriate, rewarded through a variety of
methods
• where an employee has not achieved the
standards of performance action will be taken
to seek performance improvement
• support and development needs will be
identified and met through a variety of methods
• employees will be encouraged to share learning
gained with others.
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key principles underpinning the
performance management of people
• managers and employees will be expected to
communicate with each other honestly and
openly, so that any issues are highlighted and
where possible addressed early on
• performance management review meetings,
incorporating personal appraisal, will be held at
least twice a year
• feedback given by either the manager or
employee will be constructive and based on
factual evidence
• managers and employees should actively engage
in the process and ensure that they are meeting
their responsibilities
• reasonable time should be set aside for meetings

support
This strategy will be supported by the Human
Resources Service who will develop tools, co-ordinate
learning and development opportunities and
provide guidance to help managers and staff
manages performance and development and
achieve their performance objectives.

monitoring and evaluation
The success of this strategy and the council’s
approach to managing performance and
development will be monitored through the use
of locally agreed performance indicators and the
strategy will be formally reviewed, in consultation
with members, managers, employees and trade
unions every two years.

• managers and employees are expected to spend
time preparing for meetings so that they have all
the relevant information available
• training and support will be provided to
managers and employees as required
• the detail of discussions that take place during
any meetings related to performance and
development are confidential between the
employee and management
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responsibilities
This strategy and the actions within it can only be
achieved if everyone in the council is clear about
and acts upon their responsibilities for performance.
In particular:

members and senior managers
are responsible for:
• endorsing the overall performance management
strategy and where appropriate, taking a lead
role in the strategy’s development and
implementation
• ensuring that resources are targeted
• cascading corporate visions, objectives and plans
down to team and individual performance level

• encouraging staff discussion concerning career
progression and personal development
• ensuring that six-monthly reviews take place for
all staff
• recognising and communicating achievements
• evaluating developmental activity and ensuring
that training evaluation forms are completed

employees are responsible for:
• checking that their individual objectives fit
with council, service and team objectives
• ensuring that their job meets service delivery
needs and that any issues of concern are fed
back to their manager
• regularly communicating with their manager

• linking the management of people’s performance
with service plans

• identifying personal development needs and
how to achieve them

• setting targets and monitoring performance
against the strategy’s objectives

• preparing for meetings and appraisals

• regularly monitoring, reviewing and evaluating
the strategy
• auditing the management processes which
underpin the strategy

• attending any training, development and other
support opportunities that are offered
• reflecting on how development opportunities
have improved the way they work and that this
learning is shared with others

line managers are responsible for:
• translating department and service objectives
into personal targets
• agreeing job descriptions and targets with their
teams
• conducting monthly one-to-one meetings with
each staff member
• undertaking regular discussion and formal
appraisals with individuals on the achievement
of objectives
• identifying training, development and other
support needs and determining priorities for
meeting these
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possible performance indicators for measuring the
effectiveness of performance management
scheme objective

performance indicators

method of measurement

encouraging and supporting
self-improvement and achievement

percentage of employees who agree that
they are encouraged to develop their skills
and potential within the council

employee attitude survey

people understand the council’s service
objectives and the values within which
the council operates and that staff
have the necessary capability to achieve
those objectives

• percentage of staff who understand
the vision and direction of the council
• percentage of staff agreeing that they
know how their work contributes to
organisational objectives
• percentage of staff who believe that they
receive sufficient training to do their job

employee attitude survey

the training and development provided
meets service improvement needs

• the average number of off-the-job
training days per employee per annum
• total gross training expenditure as a
percentage of payroll
• total gross training expenditure per
employee
• average gross training expenditure per
member per year
• percentage of training evaluations
completed
• percentage of staff who believe that they
receive sufficient training to do their job

training records

promoting achievement through learning
by ensuring that:

performance and development
meeting results

performance development evaluation
forms
employee attitude survey
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performance indicators

method of measurement

there is an effective internal
communications strategy

• percentage of staff who say that the
council communicates well

employee attitude survey

the council’s jobs reflect service
delivery requirements

• percentage of jobs with a job profile
• percentage of job descriptions
reviewed annually
• service satisfaction rates

personnel records

• percentage of staff covered by
performance management
• percentage of staff agreeing that they
know how their work contributes to
organisational objectives
• percentage of employees who
satisfactorily complete their
probationary period
• percentage of individual performance
and development meetings undertaken
• percentage of individual performance
and development plans in place
• percentage of individual performance
and development plans that have
been successfully implemented
• percentage of staff undergoing
capability proceedings

forms/performance and development
review forms/training records
employee attitude survey

scheme objective

performance is managed effectively
and all employees have the
knowledge, skills and expertise to
undertake their roles

service plans and performance data

probationary records

performance and development
meeting records

capability procedure records
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appendix 2
setting performance objectives
The setting of clear and measurable objectives is
critical to the success of performance management
but it takes skill and experience and managers must
be sufficiently trained and supported to undertake
the task.
Some example SMART objectives, supported by
performance criteria, are set out below.

example 1
To ensure that performance management was
conducted properly a council might link the
objectives of individual managers to particular
organisational goal.
All team members must have their objectives
in place and review meetings arranged by
31st May. Objectives must be SMART and
supported by performance criteria. Personal
development and review discussions must be
conducted in accordance with corporate standards,
recorded and signed by both manager and
employee within four days of the meeting.

example 2
For customer service/call centre staff where
outcomes may depend on other objectives will
need to be measured on input.
All telephone calls to be answered before three
rings. E-mails and texts to be checked at 15 minute
intervals. Letters to be answered within one day.
Customer’s queries which cannot be fully answered
in that time to be passed to the correct respondent
within two hours.

example 3
For a benefits assistant – where throughput is
important and delays affect team targets.
New claims to be processed within (refer to service
standard) – any which look likely to take longer to
process should be reported on your daily exception
report. Claims with incomplete information should
be placed in your supervisor’s in-tray by the close of
each working day.

The example above also demonstrates use of
qualitative measures.

Employees should be trained to recognise when
an objective is clear and measurable. They can
then assist line management by drafting their own
objectives, with reference to their job description

and the relevant plans. Both managers and
staff need to be confident about the process and
comfortable with the criteria chosen for review
purposes.

For general target setting guidance go to www.idea-knowledge.gov.uk/idk/cor/poage.do?pageid=261470 and
www.idea-knowledge.gov.uk/idk/aio/985668
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the performance management review
Performance expectations will be clearly defined
so that individuals and teams recognise how they
contribute to the achievement of the council’s
overall objectives. Organisational level objectives
stemming from the service planning and teamplanning frameworks are cascaded to individual
employees through the target-setting process,
which is part of the Performance Management
Review Meeting (PMR), held at the beginning of
each performance year (1st April–31st March).
This meeting takes place between the manager and
employee, once service and team objectives and
plans have been set (most will be concluded
in April and by end May at the latest). The PMR
is conducted again at the mid-term. It consists of
two parts:

• a review of previous performance and
development
• agreement about the performance requirements
and development needs for the future period
Discussions about performance will be recorded at
the PMR’s requiring both parties to agree to the
content. If there is a failure to agree then the next
manager in line (the ‘grandparent’) will adjudicate.
Learning and development needs can be met
through a variety of methods including:
• internal training courses and other development
opportunities
• on-the-job and other more informal forms of
learning and development, including undertaking
particular projects, research and shadowing
colleagues
• external training courses and other development
opportunities identified by managers and
employees.
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appendix 3
a model for managing employee performance
and development
The Learning and Development Team can support
managers and employees in identifying potential
external development opportunities, where required.
All learning and development opportunities
should be evaluated using the council’s Learning
and Development Evaluation Form and outcomes
should be regularly discussed between the manager
and employee in one-to-one meetings, at team
meetings and other forums as appropriate. Staff
should be encouraged to share their learning, for
example in team meetings, through presentations
or features in the staff newsletter.

practices which help to identify learning
and development needs
The council has a number of standard practices
which support managers and employees with
managing performance and development.
Managers and staff communicate with each
other on a regular basis during the working week.
Discussions about performance and development
should be an integral part of this so that any issues
can be identified and dealt with as soon as possible
and managers are aware of the workload of
individuals within their teams.
Managers and employees are expected to hold
a one-to-one meeting at least once a month to
discuss performance and development issues and
identify any areas for further action. Team meetings
should be held at least once a month. The agenda
should include:

• how the team is performing
• any achievements of the team or individuals in it
• issues preventing achievement of the team’s plan
and how these can be addressed
• learning undertaken and development needs
The annual and the mid-term performance
management review meetings require the manager
and employee to formally monitor performance,
give each other feedback on progress and record
actions arising.

managing performance
Performance will be assessed as part of general
monitoring. Where there are difficulties,
arrangements should be made to support the
employee. Good or poor performance should be
identified and dealt with as part of ongoing day-today management and during monthly one-to-one
meetings.
Exceptional performance should be recognised by
the manager and shared with others. In particular,
the manager and employee may decide to pursue
the council’s pay and reward policy.
Where an employee has not achieved the required
level of performance then improvement will be
sought. Performance problems should be
highlighted early on and the causes should be
identified. All reasonable steps should be taken to
help the employee to perform to the required
standard, including provision of remedial training. If
the remedial approach fails then poor performance
may be dealt with through the council’s capability
or disciplinary policies.

page 36 performance management – the people dimension

appendix 4
suggested format for performance management records
performance management appraisal

2000x/2000x initial review

staff member
post title

post number

service team
appraiser

post title

reviewing manager

post title

service head
date targets set
review periods end (mid year)

date job description reviewed
30 September

date of reviews
mid year

end of year 31 March
end of year

performance targets
target one (repeat for each target)
* strategic/service objective – from service plan

* job accountability – from job description

* key objective

performance criteria

review of job accountabilities and activities not covered by priority targets

action

timescale

* these three sections are the tests for alignment of individual and corporate/service objectives
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training needs

development actions
development objective one (repeat at necessary)

action

timescale

appraiser’s signature

date

appraisee’s comments

appraisee’s signature

date
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appendix 5
rewarding good performance
Councils will obviously want to recognise
those who achieve excellence, but should also
consider ways to reward the softer skills: positive
attitude, enthusiasm and commitment. These are
harder to measure and identify but competency
frameworks that value these attributes may help
in setting standards and measuring success in this
area. See www.idea-knowledge.gov.uk
competences framework for further information.
The council will need to determine at what
stage performance is recognised and rewarded –
does the basic achievement of work objectives
merit recognition, or does an individual have to
demonstrate exceptional achievement. Different
types of recognition and reward will reflect
the level of achievement.

Recognition of work well done inevitably
leads to an expectation of reward. Rewards
can range from a ‘thank you’ card or mention
in a newsletter to triggered payments. When
determining how to reward staff the council
will need to understand what motivates their
workforce. Financial recognition has its place but
needs to be tightly managed and monitored or it
can cause dissatisfaction. Other powerful rewards
are development opportunities and career
progression. In all cases, reward mechanisms
must be affordable and contribute to service
improvement.
Individuals are all motivated differently and a
diverse set of rewards should reflect this.

career
progression
pay

career
development
opportunities

praise and
thanks for a job
well done

flexible working
arrangements

reward
methods
additional leave
and other nonpay contractual
benefits

setting more
challenging roles

funding
additional
development

recognition and
award schemes

high profile
projects
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A major choice the council has to make is whether
to link pay to managing people’s performance.
Councils can use their pay system to reward
performance in many ways, such as basing
incremental pay progression entirely on the
achievement of work objectives or having a
pay system that includes an element of pay
progression based upon performance.
The decision whether to link pay with performance
will depend on how far performance management
is integrated into the organisational culture.
Recognising performance is also about sharing
success and best practice, highlighting how good
performance helps the organisation as a whole.
For rewards to work effectively:
• all must be clear about the targets and standards
of performance required
• performance must be capable of measurement
and tracked throughout the period over which
the performance is being assessed
• there must be a clear link between effort and
reward
• the reward should be worthwhile and attainable,
(although not too easily achieved)
• the basis for rewards should be simple to
understand, and communicated to all

Managers play a key role in the reward and
recognition process. They must be able to set clear,
measurable, challenging performance standards
and monitor and review employee performance
against those standards. Managers will need
interpersonal skills that enable them to praise
and recognise good performance without being
patronising. A corporate approach to recognition
and reward will aid consistency.
Where exceptional performers are identified it is
likely that the manager will need to adapt his or
her management style so that the high performer
is encouraged and motivated further. For example,
it may be appropriate for the manager to allow
the individual greater freedom to find their own
solutions, provide them with increased
accountability and allow the individual to take
credit for their own attainment7.
Reward management is a complex technical area.
Local Government Consultancy Service can assist,
please contact colin.divens@lge.gov.uk

7 How to support high performers. pp 46–47, People Management 12 August 2004
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further reading and sources of information
IDeA
Employee attitude surveys web pages
info@lga.gov.uk
Leadership web pages
http://www.idea-knowledge.gov.uk/idk/core/
page.do?wax=lh_mn_0_0&pageId=73297
Managing people’s performance web pages
www.lg-employers.gov.uk/improvement/
performance/index.html
Performance Management
http://www.idea-knowledge.gov.uk/idk/core/
page.do?wax=lh_mn_0_0&pageId=1589718
Organisation development web pages
http://www.idea-knowledge.gov.uk/idk/core/
page.do?wax=lh_mn_0_0&pageId=4419494
Pay and Workforce Strategy for Local
Government. Employer’s Organisation
and Office of the Deputy Prime Minister (2005)
http://www.idea-knowledge.gov.uk/idk/core/
page.do?pageId=4465653
Workforce Development Planning guidance
document (2004)
http://www.idea-knowledge.gov.uk/idk/core/
page.do?pageId=4465661
Productivity, Performance and Improvement (2002)
eru@lge.gov.uk
Reviewing and Modernising Pay Frameworks (2004)

Strategic people management web pages
http://www.idea-knowledge.gov.uk/idk/core/
page.do?wax=lh_mn_0_0&pageId=4373049
The chief executive/top team appraisals service
info@lge.gov.uk
Workforce planning
www.lg-employers.gov.uk/
recruit/working_planning/index.html
What’s Your People Strategy? (2004)
Contact: ihelp@idea.gov.uk
In partnership with Audit Commission:
www.improvementnetwork.gov.uk

Audit Commission
Managing performance – learning from
comprehensive performance assessment:
briefing 5 (2003)
Performance Breakthroughs – Improving
performance in public sector organisations (2000)
Contact: www.bestvalueinspections.gov.uk/index.asp

HM Treasury
Choosing the Right FABRIC, A Framework for
Performance Information. HM Treasury, Cabinet
Office, National Audit Office, Audit Commission
and Office for National Statistics (2000)
Making a difference: motivating people to improve
performance. Public Services Productivity Panel
(2002) Contact: www.hm-treasury.gov.uk

Skills and development web pages
http://www.idea-knowledge.gov.uk/idk/core/
page.do?wax=lh_mn_0_0&pageId=4465271
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Improvement and Development Agency
A Glossary of Performance Terms (2003)
All in a day’s work: delivering effective performance
management (2001)
CPA and employee attitudes: the impact of
motivation on organisational success
Making performance management work (2002)
Managers’ guide to performance management
(2004)
Members’ guide to performance management (2004)
Performance monitoring IT systems (2004)
Review of performance management models and
improvement tools (2004)
Service planning guidance (2004)
Contact: www.idea.gov.uk

Chartered Institute of Personnel and
Development
Performance management infosource
www.cipd.co.uk/subjects/perfmangmt/

Investors in People
www.iipuk.co.uk

Other resources
Local Government Consultancy Service can advise
on the performance management of chief
executives and members – contact
colin.divens@lge.gov.uk
The IDeA can advise on all aspects of organisational
and people focuse performance management.
Contact the HR performance and consultancy team,
Sue.Walker@idea.gov.uk

Institute for Employment Studies
Tackling poor performance. Strebler M.
Report 406 (2004)
The drivers of employee engagement. Robinson D,
Hayday S, Perryman S. Report 408 (2004)
The problem of minority performance in
organisations. Tackey ND, Tamkin P, Sheppard E.
Report 375 (2001)
Contact: www.employmentstudies.co.uk/index.html
Income Data Services Ltd
Performance Management. IDS Study 748 (2003)
Contact: www.incomesdata.co.uk
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