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HEIW approach to Performance Management
Purpose
On Thursday 23rd July 2020 I met with my line manager to discuss HEIW Values Based Performance Appraisal and Development Policy (HEIW, 2019; Kouzes and Posner, 1985; CIPD, 2016) which was established on 5th March 2019 (appendix 1). I also undertook a training session on Thursday 9th July 2020.  

HEIW’s 6 Strategic aims and vision “Transforming the workforce for a healthier Wales” (Welsh Government, 2019) is linked to the Welsh Government Strategy; A Healthier Wales: our Plan for Health and Social Care (appendix 2). 

[bookmark: _Hlk46681011]HEIW’s Values-Based Performance Management (PM) and appraisal (SAGE) has been developed through engagement with employees, stakeholders and partners (Burberry, 2018; WHO, 2018; Sullivan & Harper, 1996).


Values-Based Performance Management (PM) and appraisal

HEIW has a clear set of strategic objectives and values (appendix 3 & 4) that are linked to its business plan. The organisational values form part of all HEIW’s policies and the People & OD plan is built on this foundation. HEIW’s Values-Based Performance Management (PM) and appraisal (SAGE) aims to determine personal and team objectives and encourages honest and constructive feedback in an environment where, two-way discussions between line managers and employee are productive (appendix 5). All colleagues are provided with protected time to prepare and PA meeting are a minimum of one hour to ensure meaningful, constructive conversations take place. 

HEIW PA form starts with a review of the previous objectives where employees are asked to undertake a self-assessment. All new HEIW Employees start the PA process within 30 days of appointment (appendix 6). Employees and casual workers are measured against SMART Objectives (specific, measurable, agreed, attainable and achievable, realistic and resourced, time-bound) objectives that help them prioritise work, monitor progress and celebrate achievements (Professional Academy, Mindtools; Chartered Management Institute; Investors in People) (appendix 7).

The appraisal year runs from 1st April to 31st March. The Values Based 360-degree feedback questionnaire is sent to employees from the People team in March for completion. A timetable will be issued by the People team closer to the time (DeNisi, A. and Kluger, A, 2000; Momtazian, M., 2016; CIPD, 2019; Cardiff and Vale UHB, 2020). 

Each end of year assessment starts with a new form. The form (for initial completion by an employee), helps to set an agenda for the conversation with the line manager. This process requires a formal meeting every six months. April (set objectives), September (to review previous six months). The process also depends on regular one to one meetings to review progress. 

Employee Performance (CIPD, 2019) is assessed and reviewed  against HEIW’s values and behaviours (CIPD, 2019; Cardiff and Vale UHB, 2020) and previous objectives, succession planning (CIPD, 2020; Investors in people) for critical posts are identified and developed, work related objectives are agreed for the following year and are linked to HEIW objectives; regular 1:1 and talent conversations (NHS Leadership Academy, 2014) take place, enabling employees to discuss their future career aspirations and potential development opportunities are identified; employees and line managers are given details of opportunities that are available, to ensure they are developed in a way that brings job satisfaction, but also supports HEIW in meeting its objectives. 
HEIWs has a Values Based Performance and development policy in place to ensure consistency and covers six key principles: Values and behaviours, fundamental rights, Shared responsibility, Meaningful Process, Meaningful objectives and continuous development (EU Parliament, 2009; European Commission 2016; NWSSP 2017; Lencioni., P, M., 2002). It enables managers and employees to participate in and deliver a meaningful effective performance appraisal process and creates and environment for success (Knight, 2011; Vantage circle, 2019; CIPD, 2016). Further policies such as capability, flexible working etc are in place. HEIW involve all employees, trade unions and the NHS staff council within the consultation of all policies and procedures (Unison, Unite, ACAS). 
The people team provide training to line managers and appraisers on the policy. They co-ordinate the annual 360-degree feedback exercise (CIPD, 2019) (appendix 8) for all employees except the executive team (this is commissioned by a separate company). Ensure that all employees responsible for undertaking appraisals have received training; ensure that teams are aware of the Health and wellbeing policy (St John’s Ambulance; ACAS; NHS England, 2019; CIPD, 2020) and its application during appraisal. The development of action plans for the promotion of health and wellbeing at work as a means of improving the wellbeing and work performance of employees (Judge et al 2001, Lyubmirsky et al 2005; Peccei et al, 2013; Van de Voorde et al 2012; Engage for success, 2014; Bailey et al, 2015a, 2015b; Dylag et al 2013; Oswald et al, 2014; Zelenski et al, 2008; Gallup, 2013; Diener and Chan, 2011; Staw et al, 1994; Grey, 2014); ACAS, 2020). 
Learning and Development (HR Zone; CIPD; Glaveski, S, 2019; Mckinsey,2019) is a core feature of the scheme. In view of the annual plan HEIW pledge to develop their leaders and managers to undertake roles with consistency and competence. Using information from the PDPs, HEIW produce an annual learning bid for the Executive team to consider.  

Talent and Succession Planning (Aguinis et al., 2012; CIPD, 2020;Hirsh, 2105; Taylor, 2016) are at the core of HEIW’s PM. Every employer has an opportunity to develop to their full potential and to engage in career conversations to retain talent and mitigate any potential people risks that are identified through workforce planning. Every PA conversation explores career aspirations, interest in future roles and where development opportunities may exist and able to be incorporated into the personal development plan and furthermore explores employee’s aspirations, and whether they have any development can take place to support succession and career planning. 

HEIW are committed to identifying and removing any duplication between systems and processes. An Electronic Staff Record (ESR) system is currently the preferred staff tool however, HEIW also has responsibility for the Medical Appraisal Revalidation System (MARS) for general practitioners and dentists across Wales (appendix 9). HEIW are currently meeting with stakeholders regarding the possible development of a values based 360 process using MARS technology aligning to the ESR system.

A new pay progression (appendix 10) system will come into effect on 1 April 2019 for new starters, or those promoted to a new role on or after 1 April 2019. The new pay progression system is underpinned by the annual appraisal process. The expectation is that all staff will meet the required standards and therefore be able to progress on their pay step date.
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Appendix 2
Appendix 11 - HEIW IMTP Executive Summary
This IMTP is centred around 6 Strategic aims, 4 of which are externally facing and 2 are predominantly internally facing and about how we work with others.  Together they present HEIW with the opportunity to make a real difference to patients, quality of care, trainee and student experience and the wellbeing of the NHS workforce culture.  These are:
· To lead the planning, development and wellbeing of a competent, sustainable and flexible workforce to support the delivery of ‘A Healthier Wales’
· To improve the quality and accessibility of education and training for all healthcare staff ensuring that it meets future needs
· To work with partners to improve collective leadership capacity in the NHS
· To develop the workforce to support the delivery of safety and quality
· To be an exemplar employer and a great place to work
· To be recognised as an excellent partner, influencer and leader.
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Appendix 3
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Our vision is “Transforming the workforce for a healthier Wales” which was developed through engagement with staff, stakeholders and partners. We deliver this vision using our PEOPLE principles:
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Appendix 4
HEIW IMTP - CORE VALUES 
	Respect for all - in every contact we have we have with others.
	Together as a team - we will work with colleagues, across NHS Wales and with partner organisations.
	Ideas that improve – harnessing creativity and continuously innovating, evaluating and improving.

	We Will
	We Will 
	We Will

	· Actively listen – make time to listen, to hear, and respond to everyone’s views;
· Seek to understand alternative viewpoints and see things from others’ perspectives;
· Challenge constructively and objectively and deal with disagreement quickly and respectfully maintaining peoples’ dignity;
· Respect other people’s expertise and trust people to do their jobs;
· Take personal responsibility for our actions and have the confidence to admit mistakes and apologise;
· Treat people fairly and equitably according to their needs;
· Value all differences not just professional backgrounds, experience and skills.
	· Seek out, recognise and value the knowledge skills and experience of others from within HEIW and across our stakeholders;
· Openly receive contributions from colleagues and partners;
· Work hard for each other, contribute our best whether we are leading or supporting work;
· Work collaboratively; 
· Be open and transparent and work towards shared objectives;
· Have fun.
	· Be creative, curious and future thinking;
· Challenge the status quo and suggest constructive solutions; 
· Take a positive approach to challenges and problems;
· Drive informed innovation and improvement for patients, staff and learners;
· Empower staff, teams and partners with skills to improve;
· Seek out and respond to feedback from patients, learners, staff and partners;
· Talk up and celebrate success; 
· Embrace and learn from mistakes;
· Focus on the ‘whys’ - the purpose and the outcome;
· Create and protect time and space for reflection and evaluation.

	We will not
	We will not
	We will not

	· Allow challenges or differences of opinion to become personal; 
· Behave in a way which could be perceived as bullying;
· Exclude others;
· Behave in a way which could be perceived as prejudicial;
· Give preferential treatment;
· Dominate discussions or approaches.
	· Withhold important relevant information;
· Forget to communicate with each other; 
· Lack loyalty towards each other and HEIW;
· Work rigidly to defined boundaries.
	· Behave in a negative or “can’t do” way;
· Be defensive when challenging existing ways of working;
· Think we know best;
· Allow obstacles to stop improvement;
· Blame others for mistakes.



Appendix 5 – Responsibilities 
The People team are responsible for: 
· providing training to line managers and appraisers on the policy; 
· co-ordinating the annual 360-degree feedback exercise for all employees; 
· ensuring that all employees responsible for undertaking appraisals have received training; 
· ensuring that teams are aware of the health and wellbeing policy and its application during appraisal; 
· producing an annual learning bid for consideration by the Executive team, using information from individual personal development plans (PDP’s); 
· the development of action plans for the promotion of health and wellbeing at work as a means of improving the wellbeing and work performance of employees; 
· providing advice and guidance on the application of the scheme where necessary. However, line managers and employees should refer in the first instance to this Policy and the guidance referred to herein. 

The Senior Leadership team is responsible for: 
· setting speciality and departmental objectives in support of HEIW’s strategic aims; 
· applying the policy to all employees and reporting information on completion of the review process as required. 

The Executive Team is responsible for setting the strategic direction within the organisation, developing HEIW’s strategic aims and objectives and ensuring that these are cascaded to the Senior Leadership Team.

Appendix 6
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Appendix 7 - Smart Objectives / Our Scheme
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6-month review is not just a meeting, it is a check-in essentially based on previous 121s
Are objectives still smart, fit for purpose
Are there any training needs?
Reflection of employee
What is happening in reality? 
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Appendix 8
360 Questionnaire 
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Appendix 9
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S What are your objectives are they ongoing. If success, they do not
= today, or over the last six they have been met, always go according to
g months? What have you what has been the plan. What worked
been working on? (Please ‘success (i.e. improved well? What if anything J
consider projects where efficiency, new did not work well?
e— appropriate) processes, satisfied Would you do anything
customers) differently next time?
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Talent Planning

Employee: Current Positon

During the HEIW Conference in December, some.
staff expressed an interest to progress, some were
content with their current role and do not want to
develop further. This self review will help the
‘employee and manager to understand the current
position

Employee: Learning & Development

Eg. on the job training, conferences, shadowing,
coaching, mentoring, webinars, ted talks and
classroom training.

At s G ey
qIG Cymru (A2GI)

[N S

n Talent and career planning

For|

‘completion in April

The focus of this secion showld be on your potental and aspirations for future career development, aong with

Your professionsl registration requirements.

Employee to complee: Thinking about your currentrole, you ife and your caeer are you.
Unsureoftnis [ 171 Comtentwith 71 Contencwith Reacy for more? Ready for
role? You're misrole?You | thisroke? You Youwant tobe more? But
newtothe justwant o wantto chalenged fesithatyou
role orthis Gothis role Gevelop. further or ake cannot due
maynotbe well further witin the nextstepin 02
the ightrole thisrole your career restiction
foryou consiaintor
achallenge:
Wy have you chogan | Gk ot e o enier et

the option you have?.

What do you ke about
the current job you do?

ety | 1k o op ere o enter e

anduny?

‘What suppor 60 you
need from your
manager, the team or
the organisationto
fulfl your potentia?

Clckor tap here to enter text.

Watieamingand | 01k o here o e e

Development have you
undertaken this year:

Manager & Employee :
‘Succession Planning

As a Learning and Development Organisation for NHS Wales, we
are keen to support all collagaues who have aspirations to
progress within the service. This Values Based process will assist
the individual in being able to identify any coaching / shadowing /
secondment needs that may help individuals to acquire the skills
and knowledge that they need.

Following discussion, what was agreed regarding
your readiness to progress?

O Now

Year

O2to3yers
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Personal Development Plan

XN [Fersonsidevsiopment pianning (P0F] I o completon n Agr |
Your Personal Development Plan n

HEIW aspires to be an exemplar employer of The Persona development plan underpins and supports thedeler of bjectives, career aspiation and valuesand bhaviours.
choice, and has an important role both Vol hisbe scheved

externally and internally to develop talent.
Please use this form to identify learning and
development needs both short and long
term. - Whilst this is an opportunity for the
employee to identify potential learing

Managers are asked to consider blended learning opporturitis .. ooching, mentoring, job shadowing, e-learning, os well as
Jormal classroom trining). Interventions that incur cost are subject to 2 learning and development bid being submitted to
Executive in June. Acadeic qualfcations ar subject to aformal business plan being considered and approved in accordance:
with the Access to Learning and Development” policy.

s, B fa Ry o (e Managers arerequired to submitteam learning plans or ahteratively copies of this secton to
R i R T S @ R R HEIW_Organisational Development @wales. s u, o Jeremy.ashdown@wales nhs uk no later than Frday 31 May 2019,
to ensure that all they have the right skils Departmental Learning Profies are also available.
within the team to deliver. In addition, the e D ]
organisation s looking to develop a series of Please refer o information about the training and support availabl from HEIW Pieas also consider shadowing, projecs,
mandatory training for leaders and research, coaching/mentoring, 360 Feedback,as well s formal raning opporturites
managers.

Clckortap here to enter text
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Objectives

Employee: What is expected of you

Together with your manager, please
agree up to five stretching objectives,
‘These should be Specific, Achievable and
Relevant.

L& GIG | st scustarns
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RYT NHS | st cuatonana
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eam Objecives What e the team / deparmentsprimary biecves sy 0 suppor he rganisaions!
steay ] obictves?
Plsseagree SMART cbjecves L. Spetic, Mieaurable, Achievabe, Reievnt and Tme.bound |
ndidust SART bjecives —Specfic, Messurobe, Achevabl, elevant and Time-bound
When s s tobe
Whatis expected of you? Messur o success ey
Specic Achivable, Relevant Measabie S
B
z
B
O Measure of Success
5 How will you know
when the objective is
achieved. What is the
result.  How can you
Eployee comments measure success? What
— does it look ke?
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‘achieved by (Time Bound)

These objectives should be
reviewed as part of normal 1:2:1
meetings. This date should be
the estimated completion date.
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6 Month Review

- For completon i September

in looking back at all of the one to one meetings over the last six months, please outline the mai
achievements and challenges over the previous  month that has been discussed. Please refer to
manager/employee guidance for information.

Employee comments

Click or tap here to enter text.

Manager comments

Click o tap here to enter text.

Do we demonstrate the values in our behaviours

“This does not need to be a specific meeting as such, more of an update of 121 discussions which have taken place during the
interim period to show progress made to date.
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‘Template Record for one to one discussions
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How do you
Demonstrate
Our Values

GIG
NHS

Addysg o Gwel echyd
G (AaGi0)
Improvemen Wais (W)

H Do you demonstrate our values in our behaviour?

Here you need to consider what was done well and what could be done better, providing evidence and

examples for discussion.

Employee comments

Clickor tap
Manager comments

From the review, is there anything that you would like to share across HEIW as a potential case study for
consideration in the next HEIW Employees Awards event?

Employee Signature:

Click or tap to enter a date.

Manager Signature:

Click or tap to enter 3 date.

Manager Checklist

=] Record on ESR *

o Set the dates for one to one meeti

< and the next Performance Apprai

Please refer to the Values an
Behaviours Framework. These values
are more than words, and we each have
responsibility to embed them and t
promote them in everything that we da.

‘The feedback from the 360 degres
process will also help you to look
feedback from others. - How are yol

perceive

In working towards your objectives,
what values has the employee used th
most. What strengths do you have th
perhaps you can share with others;
How did these values help you
deliver success? Are there occasions
where other values could have beef
used to help to achieve a result.
similarly, what values have been use
the least. Is there a reason or training

need for this.





image16.png
360 Questionnaire

* What is working well

¢ ... It would be even better if ?

* Takes place in the third quarter (October to December)

* Respondents agreed between manager and employee

* Feedback delivered by manager in coaching style

* Individual to reflect on comments and to discuss different
approaches with their manager using the Values and
Behaviours Framework
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Revalidation

Medical Appraisal Revali
System (MARs)

HEIW has responsibility for the Medical
Appraisal Revalidation System (MARS)
for all GP's across Wales, as well as with
some staff across HEIW. Whilst there is
a ot of similarity across both systems,
the HEIW schene is values based and
will help us to develop an innovative
culture of choice. We are looking to
integrate both systems together to
remove any duplication (for example,
rotating the 360 element between both
systems, or making them available to
fulfil the needs for both). More
information will be provided as soon s
possible.
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For Nursing and Medical staff only.
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‘THE NHS STAFF COUNCIL

WORKING I PARTNERS P
Pay progression: All staff until 31 March 2021 (during transition)

Example

This example shows the pay progression journey for both new and existing staff during the transitional

arrangements:

+ For all staff who were in post before 1 April 2019, current organisational pay progression procedures will
continue to apply until 31 March 2021
+ New starters or those promoted to a new role on or after 1 April 2019 will be subject to the arrangements
contained within annex 23.
P — Annuat appraisal Annual appraisal

T T Y

‘Apprarsal Appraisal Appraisal
takes place 2018/19. takes placo 2019/20: takes place 2020721
between line Ongoing regular botween line Ongoing regular between line Ongoing regular
‘manager and appraisal manager and appraisal manager and appraisal

staff discussions. staft discussions. stalt discussions.
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