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5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, 1.2, 3.1, 
3.2,  

Screenshot extracts of PCC 
‘Performance Management 
Framework - July 2019’ 

EV1   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.2, 3.1,  Extract detailing measurement 
of performance from ‘Local 
Government (Wales) Measure 
2009’ 
 

EV2   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.2, 3.1, Extracts relating to performance 
measurement from ‘Wales 
Programme for Improvement 
(WPI)’ supporting the ‘Local 
Government (Wales) Measure 
2009’ 

EV3   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.2, 3.1, Extracts from ‘Well being of 
Future Generations (Wales) Act 
2015’ relevant to Performance 
Management 

EV4   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, 3.1, Screenshot extracts from ‘Your 
Behaviour Standard 2019-2021’ 
of expectations in Learning and 
Results for PCC 
 

EV5   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, 3.1, Notes from discussion with HR 
manager on performance 
management at PCC 

EV6   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.2, 1.3, 2.2, 
2.3, 3.1,  

Screenshots from PCC POD E-
Learning portal for Performance 
and Wellbeing training 

EV7   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.2, 1.3, 2.2, 
2.3, 3.1,  

Screenshots from PCC 
Performance and Wellbeing e-
learning – creating a 
performance plan 

EV8   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, 3.1, Notes from discussion with 
Learning and Development 
coordinator on performance 
management at PCC 

EV9   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, 3.1, Emails to and from Learning and 
Development coordinator 
explaining next steps 

EV10   
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5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.2, 1.3, 2.1,  Screenshots from Manager’s 
Platform supporting 
development of managers 

EV11   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, Example of Learning Plan within 
platform while exploring site 

EV12   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, 1.2, 2.1,  Screenshots from PowerPoint 
Manager Performance and 
Wellbeing training session 

EV13   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, 2.1, 2.2,  Screenshot email thread to HR 
Manager informing on value of 
training and go ahead to work 
with finance and building 
maintenance 
 

EV14   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, 2.1, 2.2,  Screenshot email thread to HR 
Manager informing on value of 
training and requesting go ahead 
to work with facilities 
 

EV15   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, 2.1, 2.2, Screenshot email thread to 
colleague, fellow Employee 
Relations Adviser making 
recommendation and sharing 
information for Performance 
and wellbeing programme 
 

EV16   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, 2.1, 2.2, Screenshot email thread to 
colleague, fellow Employee 
Relations Adviser making 
recommendation and arranging 
meeting to go through structure  

EV17   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.1, 2.1, 2.2, Screenshot email thread to 
colleague, fellow Employee 
Relations Adviser following up 
informal training on the new 
performance and wellbeing 
structure 
 

EV18   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.1, 2.2, 2.3,  Outlook meeting invite sent to 
Manager in Building 
Maintenance to promote PM 
training 
 

EV19   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.1, 2.2, 2.3, Outlook meeting invite sent to 
Manager in Facilities to promote 
PM training 

EV20   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.1, 2.2, 2.3, Outlook meeting invite sent to 
Manager in Finance to promote 
PM training 

EV21   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.1, 2.2 Meeting notes from discussion 
with Manager in Building 
Maintenance 

EV22   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 

2.1, 2.2 Meeting notes from discussion 
with Manager in Facilities 

EV23   
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and Organisational 
Performance 

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.1, 2.2 Meeting notes from discussion 
with Manager in Finance 

EV24   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.1, 2.2 Follow up emails with Building 
Maintenance manager after 
training 

EV25   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.1, 2.2 Notes from meeting with 
Building Maintenance manager 
talking about training 

EV26   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.2, 2.3 Screenshot email and response 
to my HR manager following 
Performance concerns raised in 
meeting with a manager 
 

EV27   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.1, 2.2, 2.3 Screenshots setting up meeting 
with managers and follow up 
conversation 

EV28   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.1, 2.2, 2.3 Screenshot of emails following 
up meeting with line manager  
re. capability concerns 

EV29   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.1, 2.2, 2.3 Screenshots email Reporting to 
HR manager following Manager 
catch up and response re. 
capability 
 

EV30   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.1, 2.2, 2.3 Screenshots of email thread 
from manager with probation 
concerns 

EV31   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.2, 2.3, 3.1 Email summarising meeting and 
two probationers – forwarded 
template letters inviting to 
probation review 
 

EV32   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.2, 2.3 Example of letter sent for 
probation review 

EV33   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.2, 2.3, 3.1 Email forwarding outcome from 
probation meeting 

EV34   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.2, 2.3 Probation extension outcome 
letter draft sent to manager to 
sign off 

EV35   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.2, 2.3 Screenshots from email follow 
up from manager following call 
regarding probation review 

EV36   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

1.3, 3.1, 3.2, 
3.3 

Follow up with HR manager on 
probation process and 
recommendations to improve 

EV37   
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5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

2.2, 3.1, 3.2, 
3.3 

Screenshots of emails from 
Building maintenance manager 
requesting feedback session on 
Performance Management plan 
 

EV38   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

3.1, 3.2, 3.3 Screenshots of email thread with 
Finance manager on how 
Performance Management 
sessions have been working 
 

EV39   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

3.1, 3.2, 3.3 Notes from meeting with 
Building Maintenance Manager 
on how Performance 
Management plan is working 
 

EV40   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

3.1, 3.2, 3.3 Setting up meeting with 
Learning and Development 
coordinator to pass on feedback 
and recommendations on PM 
plan so far 
 

EV41   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

3.1, 3.2, 3.3 Meeting notes with Learning and 
Development coordinator to 
pass on feedback and 
recommendations on PM plan so 
far 
 

EV42   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

3.1 Email from Learning and 
Development coordinator 
detailing uptake of new PM plan 

EV43   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 

3.1, 3.2, 3.3 Email to my line managers 
detailing my feedback and 
recommendations on the new 
PM plan 
 

EV44   

5AIOP-
I1A1003 

Contributing to the 
Improvement of Individual 
and Organisational 
Performance 
 

3.1 Email from Learning and 
Development coordinator 
detailing plans created by staff  

EV45   
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LO1: Be able to provide information on performance management activities within PCC 

In mid-2019, Pembrokeshire County Council (PCC) outlined a series of changes to corporate culture 

from which the aim was to improve the experience of employees and managers with the results 

ultimately benefitting the people of the Pembrokeshire community (EV1). These collectively were to 

form a ‘Golden Thread’ of policies and procedures, which would work in conjunction with each other 

for a common goal. The new ‘Performance Management Framework - July 2019’ (EV1) was 

formulated as part of this, with the dual aim of ensuring efficiency and high performance while also 

directly addressing concerns around the psychological wellbeing of our staff which has been 

highlighted as an issue when work takes precedent over employee health (Burt, 2017). 

This plan is in line with two sources of legislation. The first is the ‘Local Government (Wales) 

Measure 2009’ (EV2), which expects constant refinement of services and standards. This they hold 

accountable as a duty to the public (EV2) with the expectation to measure performance and ensure 

that it improves over time. The second influence comes from the ‘Wellbeing of Future Generations 

(Wales) Act 2015’ (EV4) which provides a framework for public organisations to set targets for 

improvements in wellbeing amongst staff and act to meet these targets. This is an aim to create “a 

healthier Wales”, creating common practices that will shape Welsh culture in the future.  

The policy ‘Performance Management Framework - July 2019’ outlines the programme by explaining 

how Performance Management fits within the corporate plan (EV1). There is a four part cycle of 

identifying objectives to improve wellbeing, creating a plan to meet these objectives, monitoring 

performance and then reviewing and devising further objectives. This mirrors Armstrong’s model of 

a performance management cycle (2009, p. 62). The organisational plan aligns to an annual structure 

of reviewing at the end of the financial year to set objectives for the year ahead (EV1). The actual 

implementation of Performance Management with individual staff is much more of a continuous 

process using a smaller cycle allowing managers to continuously connect and work with employees 

to set objectives for their teams and encourage self-evaluation while aligning them with the larger 

corporate plan.  Also relevant in this is delivery of the plan is the ‘Your Behaviour Standard’ (EV5) 

document, which provided a set of behaviours that managers and employees were encouraged to 

exhibit to ensure these plans came to life. These are similar to the buy in required with the “Big 

Idea” concepts uncovered by the ‘Black Box Studies’ (Purcell, et al., 2003, pp. 37-38) where belief 

and adherence to behaviours lead to better organisational results.  

The actual introduction of the new plan did not launch until May 2021, a year later than planned due 

to the disruption from the Covid-19 pandemic (EV9). In recognition of the fact that many teams are 

still remote working away from the office, this was a soft launch with the new framework not due to 

become mandatory until the following April. The rollout began with a mandatory training session 

delivered by Learning and Development in online sessions (EV13), accompanied by an e-learning 

module that is mandatory for all employees to complete (EV7, EV8). This module on PCC’s Pod takes 

the learner through the new online ‘Performance & Wellbeing Plan’, a portal which allows 

employees to document their long term goals, set objectives with their manager and keep a record 

of their development over time (EV12). The benefit of this structure is that it supports teams 

working locally and remotely so will be adaptable for the whole organisation (Schrage, et al., 2019). 

Further customisation of the plan comes in the expectations for contact between managers and 

employees in corporate and vocational roles. In corporate roles such as in Finance, where goals and 

team focus are constantly shifting, it is expected for managers to meet their teams every month 

(Wigert & Barrett, 2020); while vocational roles, such as building maintenance, are more consistent 

so goals tend to be relevant over a longer period and therefore they will meet every 6 months 

(EV13). This also adjusts depending on the NJC grade of the employee where grades of 6 and under 
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will meet in groups while 7 and above will meet on an individual basis (EV13). Despite the changes in 

contact time, it is still expected for staff to continue their own development using the online portal 

(EV8).   

Although they are part of the wider HR department, development and delivery of the ‘Performance 

& Wellbeing Plan’ has been handled solely by the Learning and Development team (EV6, EV9). This 

has been identified as an area for improvement and so there is an opportunity to involve other areas 

of HR in communicating this plan to managers and seeing the benefit of such plans in the wider HRM 

strategy (EEF & CIPD, 2003). I have identified the benefit to Employee Relations in my team’s own 

work to reduce sickness absence which since the pandemic began has been largely impacted by poor 

psychological wellbeing (Taylor, 2016, pp. 198-199). The lack of connection between staff and poor 

communication either over video call or in some cases exclusively over email has led to bad working 

practices and employee burnout. I have started to evangelise the ‘Performance & Wellbeing Plan’ to 

fellow Employee Relations colleagues and my own managers to help ensure that managers are 

comfortable with the process, are aligned with the training and are engaging with their teams (EV16, 

EV17, EV18). 

 

 

 

LO2: Be able to support line managers to deliver performance management activities within PCC  

Before offering any support to managers on their delivery of the new ‘Performance & Wellbeing 

Plan’, I wished to understand how they were currently engaging with the programme (EV14, EV15). I 

met with a Learning and Development Coordinator to get an overview of the project (EV9) and asked 

specifically for service areas that I already work with who had opportunities for improvement with 

their use of the framework. I then met with managers from Building Maintenance, Facilities and 

Finance and had an informal conversation with each about their perspectives on performance 

management (EV22, EV23, EV24).  

All three managers that I spoke with had either recently completed the training or were about to 

attend a session. This was helpful in hearing their fresh take on the programme, which I could 

compare after they had started to engage with it at a later date. It was clear from my conversations 

that all areas had grown used to an informal performance management process over the last two 

years but that they also saw that this had been detrimental in their relationship with staff and in turn 

this had an impact on performance and wellbeing (EV26) (Suff, 2021). Both Facilities and Building 

Maintenance are classed as vocational departments and typically were made up of lower NJC grade 

roles meaning that developmental conversations would take place in a group setting every 6 months 

(EV22, EV23). While they saw this as supportive for the service to ensure it did not affect their busy 

schedule, they felt that every 6 months seemed a long wait for some staff to discuss their 

development so were likely to deviate from the plan when it suited (EV26). To support ongoing 

development of ‘high potential’ staff we discussed the need for performance management to not 

only focus on work achievements but also on promoting existing skills or competencies (CIPD, 2017) 

that would help them grow (EV22). 

The Finance manager had opposing concerns as he felt he would struggle to keep up with monthly 

performance meetings with his team as it is largely made up of higher-grade accountant roles and is 

a corporate function (EV24). This was not just because of the regularity of actual meetings but also 
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because he felt he needed to write a full report in the online portal each time. As part of our 

discussion I talked through the CIPD (Gifford, 2020) vision of performance management and the 

benefit of regular, ongoing development in place of lengthy annual reviews (Wigert & Barrett, 2020). 

We looked at his current method of developmental conversations which were quite directive and 

thorough which it was clear was not sustainable on a monthly basis and not as beneficial to the 

individual (Reilly, 2016). Instead we discussed an employee-led, self-motivated approach in which he 

was there to support and guide rather than direct the individual (EV39); this being more achievable 

for the manager and ultimately more beneficial for the employee (Landsberg, 1996, p. 8). 

In my capacity as Employee Relations Adviser, I have seen the benefits of regular manager contact in 

Social Services, where ‘supervision’ meetings are expected on a monthly basis. These meetings cover 

areas of concern and development for the individual and fulfil the same function for social workers 

as the new ‘Performance & Wellbeing Plan’. This year I have supported two performance related 

issues from an Employee Relations perspective. 

The first is a performance and capability case for a senior social worker who had not been 

completing administration tasks; leaving himself and the service vulnerable (EV27). The approach to 

this was kept informal for the first few months (Taylor & Wilkinson, 2016, p. 42), giving plenty of 

opportunity for clarity on what the concerns were to the employee and why they had an impact on 

the service (EV29). Adjustments were made to his working practice and additional support was 

offered after an Occupational Health referral made recommendations to support his dyslexia. I 

maintained regular contact with the manager to ensure that supervisions were directly tackling the 

issues of concern and to keep up with how the individual in question was meeting the objectives set 

for them (EV30). This process ended in a disciplinary hearing where this record of supervisions 

formed a report to track the support offered, objectives set but not met and the resulting capability 

concerns (Acas, 2021). 

The second case I supported were two extended probation periods. The two individuals had 

commenced employment during the winter 2020 lockdown and were at a potential disadvantage; 

however, the manager had wider concerns regarding their performance and attendance (EV31, 

EV32). I worked with her to ensure clear expectations were set with each employee at a formal 

meeting (EV33, EV34), with areas to improve upon before the end of the extended probation. Again, 

the regular supervisions ensured that the manager could monitor the performance of these 

individuals, offering feedback and support where required (Wigert & Barrett, 2020). 

In both of these cases, regular performance management allowed managers to give their employee 

ample opportunity to improve while also ensuring there was a record of the expectations set with 

the individual (EV36). Both managers involved saw the benefit of this in a social work setting but I 

also could see the benefit of this applying to areas outside of social services to ensure a fair process 

(EV37). My hope is that the new ‘Performance & Wellbeing Plan’ structure of regular developmental 

conversations will offer the same benefits to the Employee Relations work that I am supporting. 
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LO3: Be able to assess the impact of performance management activities on organisational 

performance and make recommendations for enhancement. 

Although individual performance management will be on a much shorter cycle, according the PCC’s 

‘Performance Management Framework - July 2019’ (EV1) the outcome of this work will be reviewed 

on an annual basis at the end of the financial year in line with the ‘Local Government Wales Measure 

2009’ (EV2). Therefore, it is difficult to monitor the impact that this new plan is having on the 

organisation due to the lack of comparative data and its relatively recent introduction. At this early 

stage, I have relied upon the testimonials from managers who have started to use the new structure 

(EV39, EV40). They have largely felt that the cadence of these meetings will help ensure they 

maintain regular contact with their teams and feel that there will be a definite impact on mental 

wellbeing (Winfield, et al., 2020), and reducing sickness absence as a result (EV39) which in turn will 

support performance (Palmer, 2020). This structure also complements the coaching management 

style, which has also been gradually introduced this year with managers taking a guiding role 

(Haden, 2020); listening to the employee and asking questions that will help them develop 

independence and initiative (EV39). Many service areas have been working with very informal and 

inconsistent performance management over the past year and a half (EV25), although the structure 

has been in place in social services for many years in the form of developmental ‘supervision’ 

meetings (EV32). 

I made recommendations to emulate the Social Services ‘supervision’ style of monthly development 

conversation in more areas of the organisation (EV37) as I had seen the benefit of this regular 

contact. This has ensured individuals are aware of their objectives and are receiving feedback to 

improve; in addition to the added wellbeing check-in this provides which has been lacking in the last 

year as people worked from home (Brown, 2021). Coincidentally this is the exact structure of PCC’s 

new corporate performance management plan (EV13). I feel with my experience of seeing the 

benefit that regular performance conversations had on the performance and capability cases that I 

supported this year, I am in a good position to evangelise the benefits of regular contact, review and 

guidance for staff in maintaining standards (EV37). This has been very beneficial in social services 

and so if this can be successfully brought to other areas of the organisation I believe that this will 

support high performance in the organisation.  

The ‘Golden Thread’ of ideas, policies and practices introduced in 2019 form a package of changes  

which seek to improve the organisation’s culture and the experience of employees (EV1). In many 

ways, this emulates the structure of a high performance suite of practices (Campbell & Giles, 2010). 

At PCC, HR practices form part of these changes but they are not instrumental in promoting high 

performance (EV6). HR are in a unique position in that we maintain regular contact with managers in 

every area of the business, and so one of my key recommendations is that HR take a much more 

active role in promoting effective performance management (EV44). Part of this will be in offering 

support and guidance (Rees & Tymon, 2016, pp. 255-256), but also in monitoring how engaged they 

are with the programme as this will impact the effectiveness of performance management on their 

teams (Zhang, et al., 2018). The link to high performance outcomes are in the aims to improve 

attendance by reducing sickness absence caused by burnout or poor mental health; and the 

introduction of a consistent feedback culture (Taylor, 2016, p. 210) ensuring employees are kept on 

track with goals that align with the organisation’s objectives (Gifford, 2020). 

Although participation in the manager training session has been high (EV43), this is not translating 

into team engagement with creating an online performance management plan (EV45). From 

speaking with managers, it seems that this is in part due to the large scale of the organisation, 

involving many varied service areas, which are difficult to unite under one plan. Some are isolated 
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and do not necessarily feel part of a larger organisation (EV6). The current performance 

management process does help with this issue by giving some level of customisation on number of 

sessions or structure of sessions, although I have fed back to Learning and Development that this 

could go further as some managers would like the opportunity to adapt the plan to suit their 

particular team (EV42). I also recommended adjusting the blanket approach to group performance 

sessions for roles Grade 6 and below as I feel this will not support some staff in certain areas who 

are working on individual projects or have certain supervision duties. It also appears that some 

managers do not feel equipped to hold these sessions regularly with their teams (EV39, EV40) and so 

additional training on coaching conversations and delivery of effective feedback (Porter, 2017) 

would be beneficial for them to manage their workload while continuing to offer support. 
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EV6 

Meeting Notes: Performance Management at PCC 

Julia Allen, HR Manager – 03/08/2021 

 New framework was to be introduced from 2020. 

 The aim has been for the ‘Golden Thread’ to run through all areas of the business with a 

revised performance management plan a key part of this. This was the aim with the new 

behaviour standards launched in 2019 – a complete overhaul of our culture with Business 

Plan. 
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 Undoubtedly the covid pandemic has slowed the change.  

 The takeup with training has been slow. The piloting hasn’t been happening with managers.  

 Social Services have the monthly supervision structure and this planned change was an 

attempt to bring that consistency to the whole organisation. Their approach is visible, 

expected by the team because it is so consistent and that’s where we want us all to get to.  

 

 Performance Management sat with policy until a few years ago when it came back to HR – 

specifically Learning and Development. 

 This the time of year would have had Annual Review/Appraisal normally.   

 It is inconsistent currently. I can’t remember the last one I had.  

 We struggle to find the time for reflection as there is a never a time that we’re not busy. It 

should be fluid, something we just do naturally. 

 Any conversation with the manager should count as developmental but in many cases, even 

scheduled development conversations end up getting bogged down by the day to day and 

operational issues.  

 E-Learning on the POD is the first stop for most managers. There have also been 

management training sessions held in the last few months to start the roll out of new 

performance management process.  

 

 Incremental pay hasn’t been dictated by the annual review in a long time. With the NJC, pay 

increments are seen as inevitable and only in a few cases would we withhold an increment 

due to capability. 

 I agree that people don’t feel invested if the pay increase is inevitable but this is a factor in 

public service so this is how it is done. Performance based pay could be impactful but not 

practical for us.  

 The aim has been to have quarterly reviews. Again, not speaking about the role but speaking 

about development. 

 Some services do group performance management – particularly tailored for manual roles 

eg. Cleaners. 

 

 As an HR department and within corporate services we often see a whole organisation 

approach but quite often this isn’t how individual departments see themselves. All the staff 

in an individual school are council employees, staff in a library the same but they tend to 

think of the school or the library as their employer. This is challenging when trying to create 

unified HR systems.  

 There is value in supporting the rollout of the new performance management system. 

Helping get buy in from managers. Looking at wellbeing and capability as opportunities in 

some of the areas you work in – Finance and Building Maintenance 

 Look into the career development programme through Academi Wales – Manager Build 

including managers like Jeremy James  
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EV9 

Meeting Notes: Performance Management at PCC 

Julie Watkins, Learning and Development Coordinator – 12/08/2021 

Potential Questions: 

-What training is provided aside from e-learning on POD? 

-What has the uptake been in the new performance management structure? 

-Opportunities for improvement? 

-Team/Departments who you need support with? 

-How do you see the work in Performance Management enhancing the other work in HR? 

 It would be great if you could take part in a training session coming up. I can send you the slides 

but it would be beneficial for you to see what managers are asking. 

 You have completed the e-learning which is great, uptake is slow currently but certain areas 

have engaged more than others. 

 The manager training session is there to give managers a full understanding of the golden thread 

and how performance management fits alongside all the other changes to improve 

communication, feedback, coaching etc.  

 E-learning is factored into the manager training session so that every manager is shown how to 

create and maintain a plan for their staff. 

 There is an e-learning plan for Managers, Corporate and Vocational staff 

 

 The guidance is for managers to see review staff on an individual basis if they are Grade 7 or 

above while they will see staff in groups for Grades 1-6.  

 Grade 6 may seem quite a high grade to review in groups but this is all geared to making this a 

regular practice, which is less time consuming for everyone and enables those that need support 

the help they need.  

 There is also a slightly different framework for Corporate and Vocational staff. We found that 

priorities are different and focus changes more regularly in Corporate roles while it would be a 

waste of time to review too regularly. 

o Those in vocational roles are reviewed every 6 months 

o Those in corporate roles should be reviewing every month 

 We don’t want to step on the toes of any other processes. The monthly supervisions that social 

workers already do more than accommodate for performance management. We don’t ask them 

to use the new framework as they are already delivering 

 Funding has come from MIND and forms part of the Wellness Action Plan for Pembrokeshire 

 This also fulfils our commitment to the Wellbeing of Future Generations Act 2015 – I 

recommend the video for the act about Megan. 

 

 There are some areas who haven’t met their managers properly or had a single developmental 

conversation since the pandemic started. This is not good enough and we need to do better. 
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 There is a silo mentality. People don’t consider themselves part of the council so it is difficult to 

come up with a unified approach. This is why we have tried to offer flexibility without confusing 

anybody.  

 We want everyone to complete the corporate welcome so they see the bigger picture.  

 We are still in the soft launch period so data is still unreliable. We want to encourage teams to 

engage in this rather than make it mandatory currently. 

 With the previous system, take up was awful at under 25%. I believe this was reflective of 

certain areas who did not enage 

 There hasn’t been much engagement from wider HR and that’s a shame as I think there are 

some real benefits to be had from good performance management and wellbeing. Particularly 

around the absence management which you are involved in as I know poor mental health has 

had a huge impact this year. 

 Spreading the word amongst your colleagues would be very helpful in improving uptake.   

 We have struggled mostly in the vocational areas eg. facilities, building maintenance, the contact 

centre as there is a combination of constant work with them also not seeing the value in these 

conversations. There is also a challenge within HR itself, finance and legal all have opportunities 

for improvement. 

 

 I’d recommend the following sessions also for you to attend: 

o Project Management Training 

o Effective Communication Training 
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Meeting Notes 

Phil Marchant (Building Maintenance) 

18/08/2021 

 

Discussion Points: 

o Awareness of new Performance & Wellbeing Plan 

o Completion of training for P&W plan 

o Attitude towards the new P&W plan 

o Confidence in starting the P&W Appraisal process 

o Any support that I/HR can offer 

 

 Is aware of the new plan and that this is mandatory from next year and has gathered 

from colleagues that it centres around online communication 

 Hasn’t been holding appraisals/reviews for the last year except ad hoc informal meetings 

with certain staff – missing a few people out 

 Has manager training booked in a session next Tuesday 24/08/2021 

 Unsure of the amount of paperwork (computer work needed) as it will add to work load 

 We discussed that mandatory meetings would only be once every 6 months and held in 

a group setting so not necessarily as much work as he was expecting – still some 

pushback due to busy workload of the team 
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 Unsure of how valuable it will be for some people as some like to be left alone. Can’t see 

some of the team wanting to raise development concerns in a group setting 

 Encouraged to raise these concerns during the training as L&D have guidance for this 

(also valuable for them to hear the feedback) 

 Discussed goal setting with the team and whether this is helpful with their jobs. PM feels 

that it could be if they are looking to learn new skills. I suggested that he looks at 

behaviours as well with certain team members – eg. supervisors learning to delegate 

effectively 

 Discussed wellness and the potential to support the team more effectively which hasn’t 

been as easy during the past year. PM’s anxiety around dealing with the mental health of 

his team, not wanting to say the wrong thing 

 Request from PM for me to join a session to support although I acknowledge that the 

team may not be as open with HR present 

 Offer of follow up after the training to discuss action plan 

 Thinks that this training should be offered to high potential “next generation” of 

leadership for their own development 
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Meeting Notes 

Gareth Howells (Facilities) 

18/08/2021 

 

Discussion Points: 

o Awareness of new Performance & Wellbeing Plan 

o Completion of training for P&W plan 

o Attitude towards the new P&W plan 

o Confidence in starting the P&W Appraisal process 

o Any support that I/HR can offer 

 

 Attended training session in July but no opportunity to act on this during summer 

holidays 

 Thinks the structure (every 6 months in groups) is supportive to his team’s workload but 

he will adjust accordingly to support certain people.  

 Informal reviews have been happening with all team members but often more a 

discussion of current work rather than development. Hard in this area as many aren’t 

looking to develop – little incentive to develop 

 Encouraged GH to think about these as opportunities to communicate and encourage 

this within the team – wellbeing a consideration 

 Not keen on the online plan element and he feels it won’t be used by most of his teams  

 Will share feedback over time with HR. 
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EV24 

Meeting Notes 

Dean Philpin (Finance) 

23/08/2021 

 

Discussion Points: 

o Awareness of new Performance & Wellbeing Plan 

o Completion of training for P&W plan 

o Attitude towards the new P&W plan 

o Confidence in starting the P&W Appraisal process 

o Any support that I/HR can offer 

 

 Yes aware of the new plan and completed training at beginning of August.  

 Has held a couple of sessions with accountants and went well although needs to follow 

up with them using the online plan. 

 Happy with delivering on this as it’s quite informal on the whole with the addition of a 

follow up task.  

 Likes the framework as it supports more remote communication. DP admits that this 

hasn’t been consistent over the last 18 months. 

 Meeting every month with each employee is challenging. We discussed that these 

should be quick and more feedback/catch ups but this is still quite frequent for this to 

happen consistently. 

 DP can foresee certain individuals getting more time with him for development while 

others will continue to keep their head down. 

 Busy times of the year (budget closure) will be tricky for him to do this. 

 DP would like some support from HR in the sorts of goals he should be setting with 

employees. We talked about behaviours and competencies and what he is expecting 

from each role. 

 Because they are meeting each month I recommended he listen more than direct as 

objectives should come from the conversation rather than him having to come up with 

something for everyone in his team to achieve each month without their input. 
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Meeting Notes: Phil Marchant 

26/08/2021 

 

-Training was good. Couldn’t fault Ruth who delivered it and the new plan sounds like it will work.  
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-PM referenced that he plans to retire in 18 months (along with other managers in Building 

Maintenance) and so doesn’t want to make long term plans with anyone. He asked whether it would 

be possible for this training could better reflect the succession planning going on within the service 

-I’m not a qualified bricklayer even though that’s what I did but I do have qualifications in 

management so with the high potential staff I want to focus on them and their development. 

-Some of the high potential staff are Grade 6 so wouldn’t qualify for one on one performance 

appraisal but I advised to make exceptions in their case but would need to have the option for 

others at the same grade to have the same 

-PM talked about how informal performance reviews have been very informal in the past but can 

see the value in a consistent system 

-Feedback for L&D to see whether it would be possible for some supervisors to also go through the 

training as they would benefit from it – I pointed out that this would be helpful from an awareness 

standpoint but unlikely to be a priority as they won’t be delivering appraisals in the plan 

-Succession planning is the current priority in BM as the old guard is moving on 

-Also still unsure of how beneficial this will be to lower grade roles – can picture himself sitting in a 

circle with people not talking and him doing all the heavy lifting but he is definitely open to trying it 

-Will plan a session in the next two weeks with a group and let me know how it goes 
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Meeting Notes 

Phil Marchant (Building Maintenance) 

15/09/2021 

 For services who are not working remotely, having groups in one space can be 

logistically challenging during covid – this won’t be an issue in the future 

 For Grade 4 roles this is helpful, good to get everyone in a room and talking openly 

about the challenges they’re having and sharing ideas to improve 
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 A few grumpy faces in the room but to be expected – think they still got something out of 

it even if just social/team building, On the whole the team were open to it 

 Grade 5s and above I feel like the group sessions aren’t appropriate – not an opportunity 

to talk much about career progression so I feel like I will need to follow up with them 

separately 

 Succession planning again needs to be on an individual level and more than every 6 

months so this will require some planning 

 Definite improvement over informal process they had been using before 

 Hasn’t engaged fully with the online component yet – DH advises that the team are 

responsible for their own plan – challenging with lack of IT facilities for the team to use in 

Thornton but definitely possible 

 DH explain that the online component is important in tracking objectives and learning 

without copious additional paperwork – very much team led so he only needs to lend an 

ear and advise when required 

 PM would like more opportunity to customise this for his team – DH recommends that 

PM thinks about specifics and feed back to L&D 

 DH to take feedback so far to L&D 
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EV42 

Meeting Notes - 16/09/2021 

Julie Watkins (Learning and Development) 

Feedback and Recommendations – Performance & Wellbeing Plan 

 

Manager Feedback: 

 Overall positive response for the plan and from the training 

 Managers like having a structure and expectation of what they should be doing as it has 

been ad hoc/informal for a number of years 

 The format of monthly meetings for many roles will create  a lot of work for certain 

managers if they are not approaching this as a ‘little and often’ practice – Finance manager I 

met was initially tryng to pack in an annual review level of detail into each meeting 

 Managers like the customisation for their sector of the authority 

 Succession planning a concern – Building Maintenance would like ‘high potentials’ to have 

an opportunity to complete this training  

 Covid recognised as a challenge for in person group sessions but will hopefully alleviate over 

time 

 See this as a benefit to connecting with the team particularly while working remotely 

 Managers optimistic that this will help with wellbeing concerns and reduce sickness absence 

 It would be interesting to know how take up has been so far and any other stats 

Recommendations:  

 Consider reducing the grade threshold for group sessions. Many of our Grade 5 roles still 

require individuals to engage in project work and use their own initiative so would benefit 

from one on one sessions 

 More flexibility for development plans – perhaps allowing managers or employees to opt 

into a plan that works for them and their role, workload etc. For example, some vocational 

roles suit a 6 month review where others would benefit from quarterly 

 Some additional training required for some managers to understand how to hold these 

appraisal/review sessions – some are trying to do too much per session and not allowing the 

employee to speak for themselves making it more work for the manager and more likely to 

drop off the cycle of holding sessions 
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