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Activity 1
Meet with your line manager or other relevant person to thoroughly understand your organisation’s approach to performance management. If possible, attend an organisational training course on Performance Management.

During a discussion with a Principal HR & OD Business Partner who has taken the lead on reviewing the Performance Management process, I now have a thorough understanding of the approach within Swansea Council.

The current situation regarding the performance management process is that those who have access to the online appraisal system (approximately 4,000 employees) undertake the annual appraisal process.

The current process comprises of two strands being competency framework and objectives settings, in additional to a developmental aspect.
Ultimately, everyone has been discouraged by the competencies, as individuals and managers are required to select the appropriate competency; however, it is difficult to determine what is relevant to both the individual and roles.
List of competencies was not effective or flexible and as such contributed greatly to the poor uptake on completion of appraisals.
Objective setting can be adopted to meet the requirements of the individuals however, the competencies were having a negative impact.

The online system is not an effective tool as it is not user friends and doesn’t get the best out of performance management discussions.  Managers and Employees end up focussing on the system rather than the discussion itself.  Again, contributing to the poor uptake of the appraisal system.

Outside of the on line process, there are different mechanisms of appraisal throughout the organisation ranging from 121 appraisals to group appraisals e.g. corporate building undertake group appraisals which is not something that is encouraged.  Performance Management should be personal to the individual.  There is a high percentage of take up for group appraisals however there is question as to whether there is any benefit to the individuals.  This evidences that there is no consistency across the organisation.

Some areas of work i.e. Social Services undertake regular supervision which is built into their way of working, however, there is a difference between supervision and appraisal and sometimes that shouldn’t get lost in discussion.  If individuals are having regular supervision, they may not have an appraisal.  Supervision is focused on case management rather than individual targets, development and training needs.

If there are regular 121’s or check in’s, which are ongoing throughout the year, anything raised during an annual appraisal should not be a surprise.

Whilst it is recognised that Swansea Council is a diverse organisation and as such difficult to have a one size fits all approach there still needs to be some consistency with the process.

Performance Management is incorporated into the Organisation Development strategy which identified that the process for organisation needed to be reviewed and updated.  A comparison was undertaken to other LA’s which identified national trends around performance management and it was clear that more and more organisations were recognising regular communications and interactions between managers and employees was leading to check in’s and regular 121 meetings.

During conversations with Local Authorities, it seemed that the approach was similar to that of Swansea Council however, Newport purchased a performance management process software tool, ‘clear review’, which was effectively a process that sends automatic notifications in relation to check in’s which encouraged managers.  Newport were looking of ways to adapt the system for their operational workforce which was difficult in itself due to IT accessibility.  Positive feedback in relation to office based staff.

Unfortunately, Swansea Council were unable to consider the purchase of this software due to budget constraints.

A decision was made by Swansea Council to progress with the development of the Oracle Fusion system.  As a result, HR were trying to find a LA who had implemented Oracle Fusion to which they had discussions with a Council in South East England, who provided a  webinar to see what the Oracle system was able to do and how they adapted it.

The next steps were that HR held a workshop with key managers across different directorates within the Council, office based and operational workforce.  Discussions around the current performance management process, obtaining their views in relation to regular reviews and this was practical within the areas of work.  The response was generally positive and felt it would be beneficial.

Ongoing discussions have taken place with CMT and Leadership regarding the developments of the performance management process.  November 2019, report to CMT reminding them of current process, feedback from workshop, reaffirmed the trends previously reported.  Summary/recommendation – CMT agreed to development of process, regular reviews, rolling service specific objectives, behaviours and individual development requirements.

Remove competences and ratings from the system
Pilot the system within key teams and areas, range of services for an initial period of 6 months, some paper based systems.
Pilot areas to develop their own 121 forms with support from HR&OD and test as part of the process.
Provide paper based system, if successful mirror development in the Oracle Cloud system.

Due to the COVID-19 pandemic, build of the system is currently on hold and as such the Authority it continuing with the current process.  The Oracle project is due to recommence in January 2021, with the reintroduction of the process in Autumn 2021.
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