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LO1
1.1, 1.2, 1.3
Andrews Property Group is a trust run property business. The group covers all processes for buying or selling your property including arranging a solicitor, mortgage services to house insurance. Andrews property groups ‘Jewel in the crown’ is their lettings side to the business from managing large blocks of flats to an individual property.
I started with Andrews property group in January 2021, I feel that the COVID-19 pandemic has impacted the progression of the organisation and the focus on the direction the business was going has been lost.
One to one are a key part of everyone understanding the objectives targets of business (EVI).
These are completed as regularly as the employee or line manager requires. The one to one is completed on a form in the same format used across all levels, once completed all have copies and it is stored on their personal file. Annual appraisal is completed by their direct report (EV2). The format used is about the ‘what and the How ‘is the objective/target-the how is the behaviour. This style is good for Andrews as it’s a sales-based business the target objective is heavily focused, this will be where the individual will gain commissions and bonuses. However, if they were to also focus on behaviours heavily and how they build a relationship with the customer, this would increase the bottom line. The review would be kept on their personal file for future reference if required.
Annual reviews would support succession within the business. We can determine from them who is capable of potential promotion or build a robust PDP for future development. They can also give the individual the opportunity for improvement and long with the one to one would be the correct process to lead to performance management if required. Performance improvement process or pip (EV3) is a detailed process to support improvement. These are stages that must be completed in correct way. These are completed by the line manager and a people operations partner for notetaking and support. The outcomes would be improvement, demotion, or dismissal.
The key source of information that underpins performance activities are:
1. More focus on teams, less on individual goals – Performance management must start with the team
2. More joint negotiation of strategy, less rigid on cascaded goals- The strategy process is opened up for employee’s input.
3. A more iterative approach, less waterfall-Goals must be regularly reviewed and if required adjustment.
4. More interdepartmental cooperation, less silos- Incentivising departmental thinking encouraging teamwork.
5. More transparency-Every employee must have the necessary information at their disposal.
6. More regular and multi perspective feedback-Receiving regular honest feedback.
7. More self-directed learning-continuous learning and development must be a priority.
8. Changing roles and promotion-Performance management must actively promote this.
9. Focus on value creation-All activities completed adds value.
(Johannes Muller 2020).
Claims could be made in any stage of performance management process and the most common claim is unfair dismissal. At Andrews to avoid this e need to demonstrate that we have:
· A reason for dismissal falls into a category of potential fair reasons.
· Honest and reasonable belief they are incapable of doing the job to level required.
· Carried out the PIP process in a fair reasonable way.
Other legal risks that we have to consider are the protected characteristics and a potential breach of contract claim.
(Toby Pochron)
(EV4)
Work planning is to take place in the April, quarter one. This is about ensuring all employees are engaged, the plan is to have continual real time check in, one to one reviews and feedback. Monitor and review regularly, adjusting if necessary. These meeting are to discuss performance, solve issues, and deliver training. At all points of continual performance management, development within is key. Recruitment costs are high, by developing leaders from within gives us a cultural fit and training and resources spent on a developing individual is an asset. Through all processes consistent feedback is key, also reviewing and adapting if required.
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LO2
2.1, 2.2, 2.3 
The types of support the line mangers require is very much a coaching style. Andrews has some new to role line managers also some with more experience than others. The performance management process is a communication-based, collaborative process where HR and line managers work closely to plan, monitor, and review objectives, job trajectory, long term goals and contributions to the business (Valamis Group).
This process is continual with sessions between the people team and the line managers with opportunities for regular feedback.
According to the gallop state of the American workplace study, only 22% of employees are engaged and thriving. Employees that are engaged and thriving are more likely to maintain strong work performance even during difficult times.
Some of the feedback received is that people are promoted even if they may not be the right fit, lack of actionable feedback and they are not involved in goal setting. By Hr being involved in the process with line mangers, it’s about setting them up with success in achieving their goals and the companies’ objectives.
The first step of the support process is the planning stage. HR supports setting SMART goals, identifying key objectives and how these will be assessed.
[image: Timeline
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(Doran G, Miller A, Cunningham J Clearview).
The line manager will always be given the opportunity to feedback, they will have the best insight into what skills and goals are required. By making the planning stage collaborative the line manger feels involved.
Coaching is the next stage of the support; coaching is important and must be completed as regular as possible. These are focused on solutions and coaching opportunities. The HR team give honest feedback. The performance review should be revisited to see if any adjustments need to be made. This will involve reviewing the whole process as well as the individual. How well it worked as well as discussing.
(EV5).
The final stage that the HR support is the employee review which happens yearly. This allows us to review how the employee performed. (EV6) However regular one to one’s should take place with HR support on problem solving, goals and future tasks.
A key part of the HR involvement is giving and also receiving feedback. Actionable feedback is given so the line manager is aware of what they need to improve on, whilst also allowing the line manager to give feedback on all the processes and how we can improve.
Reward and recognition are also key this does not have to be monetary it could also be leadership opportunities or new projects. 
I work closely with the regional managers to support with and prepare them for many leadership tasks including performance management. I do this with the support of my team, we do this by holding leadership days or working with an individual. This is done in line with the businesses coaching ethos, giving continual live feedback and how to give an employee a fair unbiased view of their performance. We work together to give a consistent approach (small business).
I am currently introducing a new recruitment process to Andrews Property Group (EV7). This will support with an unbiased view to ensure a fair and consistent approach. I held a meeting with an outside consultant Nick Coburn to deliver this method. We are piloting this within three areas of the business and I believe this will deliver high performance within Andrews. On long with learning and development team we will deliver this to the whole business by holding coaching sessions, with actors to support with role playing the interview process (EV8).










3, 3.1, 3.2, 3.3
When I started with Andrews in January, I evaluated the business performance management. I felt it was very inconsistent. The business would definitely complete a probation review (EV9) however this was predominantly to terminate employment due to failed probation. This is why I have looked at the recruitment process to ensure that we employ and retain the right people.
I and my team are working with the director and the regional team to deliver regular one to one meeting with their direct reports (EV5). This will ensure they are aware and have an input in their objectives and how to achieve them. By ensuring they are aware of the targets and what is expected they will have clear direction of where to go and how to achieve currently I don’t believe that we utilise high performance working processes enough and if we were more consistent, we can improve. This will improve our staff retention the staff will fell more valued.
EV6
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EV7
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What do | need to know

Generally, everyone has a positive intent on doing their best, however there are times when
performance dips. In most cases a conversation may be all that is needed to get things back on track,
but when mistakes are becoming more frequent, or an employee is simply not performing to the
required standard, further action could be required to ensure improvements are made.

Where a performance concern has been identified the employee should be given the opportunity to
improve before starting a formal performance improvement process.

This could include showing all training has been provided, coaching, giving feedback and one to one
conversations.

Managers should discuss any performance issues and confirm what the required standards are for
example KRA's achieved and the HOOW process being followed, and what support the staff member

might need to achieve them. By having regular check-ins the manager can review progress and
ensure any support to help the employee is in place.

Examples of performance capability concerns include (the list is not exhaustive).

* Not meeting/inconsistent delivery against target objectives.

o Slow or unproductive work

«  Unable to manage the performance of their team

o Behaviour does not reflect obligatory ways of working

e |f the reauired improvements have not been achieved following a reasonable amount of
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@ DBehaviour aoes not reriect obligatory ways ot working

e Ifthe required improvements have not been achieved following a reasonable amount of
time and the reason has been identified as capability, the formal performance improvement
process would then be followed

«  HOOW process is not being followed

o Time Management

tage one
\ performance meeting should be arranged between the staff member and their manager to discuss
he performance concerns.

Juring the meeting

o Be clear about what the issues are and the expected standard.
e Make a plan of how the staff member can achieve the standard.
o Set objectives and agree what additional support will be given.
o Agree timescales of improvement.

\ review period will follow the initial meeting, when the manager will ensure the agreed support is
iven, and give feedback on how the staff member is doing through one to one catch ups.

\t the end of the review period a performance meeting will take place between the staff member
nd their manager to review their progress.

f sufficient improvements have been made, the process can end, though it is important that
erformance is sustained.

erformance should be monitored through day to day management and if it dips again within a 6
nonth period, the process can be picked back up.

f the performance doesn’t improve, a First Performance Warning should be issued which will remain
ve in their file for 12 months. They would have the right to appeal the outcome.

he employee would then move to stage 2 of the process.
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Stage 2

At this stage, objectives previously agreed may be amended, or additional points can be added
where further issues have been identified. Please continue to be clear about expectations and
timescales.

Areview period will follow with regular monitoring on progress and at the end of this review period
the colleague will be invited to a performance meeting.

If the required improvements have been made, this is the end of the process, although
improvements need to be sustained and monitored.

If further concerns are identified the process can be picked back up from this stage as long as the
First Performance Warning Is still live.

If there are little or no improvements made, a Final Performance Warning can be issued and the
employee moves to stage 3.

Stage 3

Afinal review period follows, and is the employee’s last opportunity to achieve the required
improvements within the agreed timescale.

Afinal performance meeting between the employee and their manager should be arranged at the
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Afinal review period follows, and is the employee’s last opportunity to achieve the required
improvements within the agreed timescale.

Afinal performance meeting between the employee and their manager should be arranged at the
end of the review period, and the employee should be aware that the potential outcome is
termination of their employment.

al Performance Meeting
As before, employees are entitled to representation and notes will be taken.
The following should be discussed;

o Re-cap of the objectives.
«  Have the objectives been met? If not what are the circumstances.

What actions have been taken by the employee to address their performance concerns?
e Has all the agreed support been given by the manager.

The meeting should be adjourned before a final decision is made and the following outcomes should
be considered.

e Ifthe required standard has been achieved than the process can end, performance will be
monitored and relapses can result in the process being picked up at this stage as long as the
Final Performance Warning is live.

«  The process can be extended — this outcome should be used where there is a realistic chance
of the employee reaching the required standard in the next couple of weeks.

o Ifthe required standard has not been met, where relevant, the employee may be offered an
alternative role where there is a vacancy. This may be at a lower grade and the associated
terms and conditions of the new role will apply. The decision is at the discretion of the
company and may not always be appropriate and it is up to the employee whether they
choose to accept.

o The employee may be dismissed with full notice

Or pay in lieu of notice where appropriate. The employee has the right to appeal.
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Your goal is direct,
S SPECI FIC detailged, and meaningful.

RELEVANT Your goal aligns with your

company mission.

A

TlME—BASED Your goal has a deadline.

_I
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Additional Agenda Points:

1

Key Action Point:

1. All new Starters MUST do their knowledge tests on time — without fail!

2. Ensure all teams MAIN FOCUS is WINNING NEW LISTINGS for both Sales and lettings. Check Diary management and
book in dedicated Power Hours to call out on all Grade 2s, back vals, WDs, touts, Portal leads, etc. Build chains by not
always loading new instructions immediately on web/portals and try to build chains by selling to Grade 2s or APG

vendors first if possible/time permits.

3. Produce a MINI ACTION PLAN by office with numbered bullet points highlighting the key things you/your teams
will be doing to maintain the momentum in the performing offices and to increase performance in the poorer offices.
I don’t need war and peace but do expect a few more points for the offices in more need, including plans to either

improve or replace perpetual underperformers. If you could do this and send to VC by end of June.

4.VC to send Regionals details of the 2021 Manager profit share targets by branch — and then confirm to Managers
that they will get £4k if hit. (VC to also potentially confirm that cluster Managers can get two bonuses if two/both of
their offices hit their targets). VC will refer Managers to Regionals if they need clarity on what their offices profit target
is. Regionals now also have an annual profit share bonus of £5k if Regions annual profit target hit.

5. Please review and action the relevant points from our recent Regionals meeting.

6. Please score Mays KRAs and report back to VC by 10™" June.
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Private and Confidential

Regional Managers Monthly One to One

Date:  02/06/2021 Name: Alexandra Tan
106 71 May 106 Disappointing May as the market appears to have slowed and trying to
Sales Instructions maintain quality fee levels.
89 instructions in April. Alex to investigate Yate reporting as not correct.
£280,000 £243,401 May £240k Excellent results from the team. Very pleased with their efforts. BF - £44k,
Net Sales £ £535,122 QTD Downend £38k, Westbury £37k and LWG £37k
£324,722 in April.
£530,974 £110,374-43 £250k Lowest amount of exchanges YTD — need a big final push in June
Exchanges £ QIncome Target units May £195,927 in April (Income)
£309,425 QTD
AMS sign ups Unknown/TBC | 56 Appointments | Min of 80 Appts | Awaiting Sign Up information from AMS. Have not had targets on Sign-Ups, just
Sign Ups TBC appointments per branch. Need to discuss sign-up figures with Andy Law.
MWV sign ups 120 Instructions | 80 Instructions 100+ Definitely have experienced issues with SLA from MWU. We need a Ben
£30,000 £20,000 replacement quickly as | have definitely seen a drop off since he has left the

role. David Lioyd said they have now job offered someone.
102 Instructions in April

Total new lettings 7 Downend 7 Downend 15 in total Not a bad result consider lack of vals/opportunities.
instructions 10 - Keynsham 3 Keynsham
6 —Bear Flat 4-Bear Flat
8~ Downend TBC 9in total Disappointing level of managed new lets. More training required for all. Alex
No. managed new lets 5 Keynsham 1-Keynsham to arrange via Ellie or Mark.
5 Bear Flat 3 Bear Flat
Total no. of fully. 267 - Downend More than last | Healthy numbers — just need to maintain them!
managed portfolio 116 — Keynsham month
147 - Bear Flat
No. of new RLP policies | 4 Downend TBC 4 per office On-going issue getting accurate reporting. Just zeros on our Weekly Reports
4-Keynsham 2 Keynsham and when running a Power Report on Reapit — again these are not accurate
4—Bear Flat 2 Bear Flat Have to go by BM figures on this.
No. of Zero Deposit 75% conversion | 22 highestsales | 75% conversion. | We have had brilliant success with Zero Deposits; will need to replicate this
Policies required in APG for 2021 with my new branches.

TBC TBC — Awaiting monthly reports from ZD Sandy on annual leave.
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Specify

Specify Job Roles

- Be specific about which
roles we are going after

- Know why, what's the
benefit of getting these
right?

THE PROCESS

Identify great people Build Profiles
- Great people in these roles « Depth interviews with the
are not necessarily just great people we've
those who deliver biggest identified
results
« Interviews are

conversational in nature to
- We're looking for the
people you would ‘clone’ if e Ersam
you could

- Workplace observation of
best performers to aid
profile building

- They will have great
attitudes along with great
performance
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THE INTERVIEW(1) 4

1. Provide candidates with a list of strengths (mix of those we are looking for and some
we are not)

2. Invite them to identify which are
= Very much like them
 Abit like them
* Not like them at all
3. Start with statements marked as very much like the candidate
4. Three simple questions
* Tell me about that
+ Give me an example of when you have been.
* What's that like ?

5. Interviewers gather evidence of whether the candidates have the desired strengths
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Cc  Sarah Mason
Hi Angie
Following on from our conversation, we require two actors for Wednesday 6 October as follows;

Location - Church Lane, Heckfield, Nr. Hook, Hampshire RG27
Time — 9-4.30pm

Lunch will be provided.
The brief - We are changing and trailing a new strength based interview process and we would like the Actors not be given a script or much
prep as we are looking for them to be completely themselves when interviewing. That being said we are looking for two very different
individuals/personalities, one being expressive, confident and outgoing and the other quite quiet and introvert.

The L and D trainers will give them a brief on the day and I am happy to talk to them once you have agreed who to use for this.

T hope this provides sufficient detail, please let me know if you need anything further, and what else you need to move forward with this.

Kindest regards
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Month 3 Probation Review Form

Employee Name

Branch

Manager Name

Date of Review

To be given to the employee in advance of the meeting to complete

What do you wish to discuss in your review?

Manager comments

What are your aspirations for the future?
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Manager comments

What are your aspirations for the future?

Manager comments

For Management Completion

Please comment on the employee’s performance in each of the areas outlined below, giving
examples to support your assessment. The review should be used as an opportunity to provide
feedback, recognise areas where the employee is meeting the required standards and to discuss
areas for development, where standards are not being met.

Date reviewed: 10/02/2020 Owner: HR/th
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To whom it may concern,
I can confirm that Sarah Mason has had numerous meetings and conversations with myself and other Members of Andrews Property Group.
Sarah is continually looking at ways and practises of improving of the organisations coaching and mentoring programme. Working very closely with the learnin

Sarah implemented a coaching session with the Regional Managers. Coaching on personality types. Feedback was gained via face to face conversations and ema
should be rolled out to the branch managers also. Next steps to put further coaching sessions in place.

The team felt they were fully engaged and enthused.
Paul
Paul Bumford

Director of Compliance

‘The Clockhouse, Keynsham, Bristol, BS31 tHL

Tel: 0117 986 0000 | Mobile: 07754 756147 | Email: smason@AndrewsOnline.co.uk
We appreciate your feedback, please email us at wecare@andrewsonline.co.uk

Sell your property the way that's right for you. Find out more at: andrewsonline.co.uk/move
COVID-19, you and Andrews Property Group
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Private and Confidential

Regional Managers Monthly One to One

Date 3" June 2021 Name: Lee Atherton
50 53 50 Bath Central 13, MSN 9 and Southville also 9 all did well.
Sales Instructions LEE to consider how we can get more vals and listings from Long Sutton as they
had a poor month.
£163,000 £200k Clifton had a disappointing month at only £6.6k so LEE to spend 2 days PW in
Net Sales £ branch to sort out team and rive an improved performance!
LEE to email plan re Harbourside/Clifton to VC/DW/PB for consideration.
£70,053 £200k June should be a big month due to the end of the stamp duty holiday.
Exchanges £
AMS sign ups 98 confirmed No data on sign 98 Appts 80 confirmed appointments and 3 of the 4 branches to hit KRA were mine.
appointments ups
MWV sign ups 60% of 59 60 Good month — well done! Just need to do the same again.
opportunity
Total new lettings 30 instructions 30 Great month, so now need to maintain it!
instructions 61 including
relets
TBC
No. managed new lets
Total no. of fully TBC
managed portfolio
No. of new RLP policies No data TBC
No. of Zero Deposit TBC
Policies
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Performance Improvement Process.

Purpose

We want everyone here at Andrews Property Group to have the opportunity to succeed. So ensuring
our staff feel that they have the right help, support and guidance to perform their role to the highest
standard is important. From time to time, additional support might be needed, so this policy sets out
how we manage performance at Andrews and what the performance improvement process
involves.

Key Points

Allmanagers need to ensure staff understand what level of performance is expected and
provide the right training, support and guidance needed to achieve this.

e Allstaff have a personal responsibility to do their job to the required minimum standard.

«  Open and honest performance conversations should take place regularly. Where there are
concerns detailed notes should be made to document any conversations and kept on the
employees file

o Before any formal action takes place it is important that the staff have help and support over
reasonable timescales based on an individual cases, to improve their performance

o Managers should act reasonably and treat all staff fairly.

o Where a performance issue is found due to misconduct then the Disciplinary policy will
normally be appropriate.

o Where their reason could be linked to health then the absence policy should be used.

o Staff are entitled to be accompanied by a staff member, and a note taker should be present
at all formal meetings.

o The Company recognises that poor performance may in some cases be related to a disability.
At all times the Company will comply with its duty to consider reasonable adjustments for
disabled employees, this may include reasonable adjustments to working arrangements,
duties, equipment or this policy itself.

Scope

This policy applies to all employees in all business areas.




