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Executive summary 
This research report seeks to provide a critical analysis of the current Performance Appraisal process, whether it is fit for purpose and effective for both the employee and the organisation.
Pembrokeshire County Council has a diverse work force of 6000 FTE. The current mandatory process has been in place since 2014 and during that time employee completion numbers have significantly declined, currently at 13%. This was also raised as a concern by the Welsh Government (W.G.) in their recent audit.
The Transformation and Culture Change Programme that is taking place has highlighted the desire for a more agile workforce and digitally efficient organisation. As part of the culture change work PCC employees have identified the behaviours of Purpose, Learning and Result. 
Research has also highlighted the changing approach and effectiveness of performance appraisals in organisations. 
Methods of analysis include an employee questionnaire, focus groups and other local authorities’ comparable approaches to Performance Appraisals.
The findings highlight the employee’s belief in the need for a performance appraisal but that the current process is not considered effective or meaningful.
Other authorities have made the successful move toward digital/online performance appraisal processes which compliment agile working and a monthly conversation approach.
Conclusions support the Senior Management Team (SMT) to ‘change’ the process and comparative options have been included within the SMT remit for any new process to be compatible with the current HR system iTrent due to cost implications.
Recommendations for change include 
· Overwhelming employee support for change.
· Deliver a six month pilot introducing a monthly conversation approach using the online process.
· Engage with a larger team from the HR generalist and systems team to consider any data transfer and systems implications.
· Seek SMT approval to enquire re access to option 3 via the platform provider and run a small pilot group using the online functionality.
This report also recognises that the review has its limitations. 
These include: - size of focus groups and questionnaire participants in relation to employee numbers within the organisation.
The research suggestion that a move toward monthly conversation is currently trending, however there is limited long term evaluation to conclusively support its effectiveness.
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1. [bookmark: _Toc43818600]Introduction (terms of reference)

This research report is a critical evaluation of the current Performance Appraisal (P.A.) process undertaken by all Pembrokeshire County Council employees. 
This report was undertaken to critically evaluate:-
· The current Performance Appraisal process in light of critical feedback from the Welsh Government audit. 
· To ensure that a process supports the Authorities Transformation agenda.
The CIPD highlight that the purpose of a Performance Appraisal is to;-
· Achieve and maintain productivity
· Individual role objectives linked to organisational goals
· Two way feedback
· Identify employee development
· Employee wellbeing
(CIPD Performance Reviews Factsheets (2020a)
(CIPD Employee Engagement and Motivation factsheet (2019)
(CIPD Report Could do better? What works in performance Management? (2016)
(CIPD Podcast Strength in numbers: What’s new in performance management (2017)

Pembrokeshire County Council support this view.
The current Performance Appraisal process is mandated for all employees to be undertaken on an annual basis with an interim six month review. Exclusions include those on temporary or casual contracts. The current process is paper based.
Drivers behind the Research Report / Current Status.
The current process has been in place since 2014 and as part of the Authorities Transformation objective to create an efficient, cost effective and digitally competent Council, it was deemed essential to review and update our P.A. process. The Senior Management requested the review of the Performance Management modules available via ‘itrent’ or ‘Learning Pool’, both HR management systems that we currently use for other reporting and are contractually bound for a further 5 years.
Recently audited by the Welsh Government, we were criticised for the number of recorded appraisals (13%) along with the ‘disappointing’ quality of those completed.
Reported completion statistics for P.A. shown below, highlights that there has been a consistent decline since 2015.
(Please also refer to Appendix 1,1a&1b)
	2015
	2016
	2017
	2018

	72%
	74%
	30%
	13%




1.1 Research Focus
Seventy five employees including Heads of Service, Line Managers/Team Leaders and team members from across all directorates within the organisation took part in a series of feedback methods. Their differing roles and working patterns reflected the diversity of employees within PCC.



2. [bookmark: _Toc43818601]Literature Review

As part of the review, external research with other local authorities and private sector organisations was also undertaken to ascertain what successful P.A. processes are currently in place. 
In local government pay and performance are not linked but are treated separately and there is no performance or reward related bonus scheme.
2.1 Key terminology
The term Performance Appraisal has recently been updated to be referred to as Performance Management (PM)
The link between people and performance (Purcell at al 2003)
Performance Management is defined by the CIPD as an ongoing process of communication between an employee and their line manager, which takes place throughout the year and thus underpins the achievement of the organisations goals and objectives. The CIPD goes on to state that evidence from managers highlights that the process is disliked by managers and often leads to de-motivation and low morale. This is also supported by the McKinsey report (2019) which highlights that the one size fits all approach is ineffective and that there is a strong shift towards online/digital performance management approaches.
2.2 Key research findings
· Research undertaken by The Chartered Institute of Professional Development (CIPD) reveals that the annual appraisal is being replaced with regular themed performance conversations, proving to be more focused and engaging with day to day challenges.
(Baker 2013)
· A themed conversational approach has been adopted by a number of large private sector organisations including G.E. and Microsoft. In 2012, Microsoft felt that their annual Performance Appraisal approach had a negative effect. In 2014, after using the conversation approach 70% of managers reported a positive impact across the organisation.
(Mind gym Reinventing Performance Management 2016)
(Baker 2013)
· According to Martin et al (2010 pg.173), they list the benefits of the performance appraisal:-

	
For the organisation
	
For the individual

	Improved communication of business goals

Improvements in work performance and therefore overall business performance via, for example increased productivity or customer service

Identification of potential to aid succession planning

Training provision or development activities targeted at identified needs

Evaluation of effectiveness of selection for new or newly promoted employees
Improved retention of employees
	Increased understanding of strategic aims and own role in organisational success

Increased motivation

Increased job satisfaction

Development of potential

Better informed career planning

Increased ability to meet own individual objectives as well as wider dept and organisation objectives

Employability security




· In terms of comparable local authority approaches, Ceredigion County Council rolled out the use of iTrent online appraisals in 2018.
· Vale of Glamorgan County Council and Worcester City Council recently launched an online process using Learning Pool. This online process allows line managers and employees to tailor their own PM to their individual role and tasks at any one time and prioritise them. It is also clearly linked to the personal development of an employee and their health & wellbeing. The employee feedback has been very positive and the increase on completed PM in the first year has risen by 60%.
· Integrating HR systems can provide beneficial data linking personal characteristics with productivity. (Bolton and Payne 2013) (Taylor and Woodhams 2016) (CIPD 2020b).
Torrington, Hall & Taylor ( 2008).

2.3 Current process
The current process consists of a rigid framework. The objectives are organisationally set and generic to everyone to be interpreted individually (Appendix 2).
Monthly one to ones take place randomly on an informal basis but are not formally recorded unless as mandatory supervision required in some roles. 
The Chartered Institute of Professional Development (CIPD 2016) reports Assessing What Works in Performance Appraisals Dec 2016 and Strengths-based Performance Conversations trial (CIPD, 2017) both reveal that the annual appraisal is being replaced with regular performance conversations, proving to be more focused and engaging with day to day challenges. The evidence to support this is still small but it has received a positive response from employees.
[bookmark: _Toc43818602]3. Methodology 

3.1 Research aim and objectives
· Is the current process fit for purpose?
· Does the current process meet the Authorities Transformation agenda?
· How can we improve the number of employees meanfully engaging in an appraisal which is already mandatory?
· What cost effective options can we consider to be able to undertake an appraisal digitally?
3.2 Research methodology
The following methodology approaches were taken:-
· Seventy five employees took part in focus group discussions and a questionnaire, these participants reflected the diversity of the Local Authority.
· The same questionnaire was sent to 25 employees who have joined the organisation in the last 18 months.
· External visits to 2 other local authorities with similar demographics to Pembrokeshire to review their approach to PM.


	Research Methodology
	Reason for choice
	Disadvantage

	Focus group
	Allows for discussion
Uncovers attitudes, beliefs, feelings and reactions. Beneficial when mixing power groups e, g, Line Managers and team members (Morgan & Kreuger 1993) (Taylor & Woodhams)
	Time consuming.
Limited in number of those taking part.

	Questionnaire
	Can reach a mixed sample of participants. Cost efficient Familiar to most respondents. Simple to set up. (Cameron & Price 2009)

	Questions can be misinterpreted.
Unanswered questions.
Dishonest answers



The methodology used with employees was primarily interpretivist. Performance discussions are personal and often emotive.
3.3.1 Qualitative 
Focus groups allowed discussion with different viewpoints and challenge. As Walker (1985) states this is about how a group make sense and gauge a reaction to a new idea or change. As the facilitator I posed questions for discussion without becoming involved. Facilitation also prevented any parties dominating the conversation.
Each Directorate in the authority was asked to request self-nomination to the groups. The request included the desire for a cross section of different levels, roles, working patterns and length of service. 
Four open questions were used to start the conversations but freedom was then given and the groups were allowed to discuss and give their own opinions. Bryman and Bell (2015) refer to this as structured or unstructured. 
Reliability & limitations – 
· Personal experience was valuable but there was a risk of prejudice. 
· Using pre-set questions focussed the discussion. 
· The presence of a formal facilitator did receive some challenge around confidentiality but did not allow the discussion to wander or allow any one individual to dominate.

3.3.2 Quantitative
A questionnaire was sent out to a sample of 25 new employees who had joined the authority in the last 18 months. (Appendix 3). This provided us with comparative information against internal vs external experiences and new employee expectations.
The questionnaire was reviewed by two senior HR generalist advisors to ensure the questions were appropriate and clear.
Reliability & limitations – 
· The questionnaire was focussed on a small number of questions.
· Participants past experience is unknown and this may impact responses. 
In both instances the samples are small in comparison to head count in the organisation but time limitations were an issue, request to report back to the organisation’s Senior Management Team within three months.
Confidentiality was requested and maintained. Information was recorded anonymously. 
The findings analysed manually and anonymous feedback collated.
Taylor & Woodhams (2016)
[bookmark: _Toc43818603]
4. Findings and Analysis

The findings have been broken down in to two areas:-
·  Employee responses relating to the current process used in Pembrokeshire County Council.

·  Results from visits to two other local authorities as agreed by the Senior Management Team, each using the  add on PM tool from the current HR reporting systems that PCC currently buys in to namely iTrent and Learning Pool.

4.1 Employee responses relating to the current process used in Pembrokeshire County Council.
Focus group feedback (Appendix 4)
The following graphs highlight the results from the questionnaires that were sent out to employees. The first graph depicts the results from those 75 employees as per the methodology and reflect the diversity of the organisation.




There is an overwhelming result that there is a need for a P.A. process in the organisation. If you also link this to the findings from the focus group discussions there is a strong belief that the success and effectiveness of the organisation comes from the belief that all employees understand the goals and objectives of their role, how these fit in to their team/directorate and organisational goals. 
This was also reflected when asked about monthly 1-2-1 conversations taking place. Employees again highlight that these consistently take place. Once again, the focus group feedback stated that these were informal and not recorded and yet they related more directly to an individual’s role, development and well-being. Work priorities continually change and monthly 1-2-1 conversations were valuable to ensure that employees were on track, understood priorities and could seek support. There was also the belief that these encouraged a stronger relationship between line manager and team member. One line manager also stated that he was able to develop his team more effectively by understanding strengths and weaknesses within his team.
In analysing the question around the process being meaningful again the response denotes that employees do not consider it to be meaningful. This is evidenced further from the honest focus group feedback which declares the process as meaningless “it is a form that is completed and sits in the drawer for 12 months”.  This outcome is also supported by the decline in completions evidenced earlier and reported as a concern by the W.G. 
The question around agile teams was asked to gain an understanding of the authorities efficiency drive to reduce buildings cost and encourage agile working. In both instances agile working is on the increase. Focus group feedback highlighted that employees valued 1-2-1 conversations more than ever since they may not ‘see’ their line manager week to week. This supports the SMT desire to move to an online process that could be accessed by employees at different locations, without the need to be sat together. 
Once again the focus groups feedback supported this approach, but with the caveat that desire to be face to face with their line manager was important on an occasion even if not every time. It was highlighted that difficult conversations should, as best practice should be physically face to face rather than over skype or online. Mindgym (2020a) Mindgym (2020b).

4.2 Results from visits to two other local authorities as agreed by the Senior Management Team
· Ceredigion County Council – utilising the iTrent system, would offer to duplicate the current process online with a further add on option to include a monthly check in. Access would need to be via a PCC enabled device.

· Worcester City Council – utilising the Learning Pool system that we use for learning and development. Flexibility to meet the needs of a diverse organisation with a range of role functions and the ability to design different appraisals to suit different roles. Access could be via a range of devices Wi-Fi enabled.
The following table lists the each systems functionalities and costs.

	Review functionalities
	Option 1
iTrent
	Option 2
iTrent Check ins’
	Option 3
POD

	Access available to all staff via Employee Self-Serve
	· 
	· 
	· 

	Line Manager control and update of staff Performance Appraisals
	· 
	· 
	· 

	Ability to update iTrent with information
	· 
	· 
	· 

	Ability to audit completions with ease and store information electronically
	· 
	· 
	· 

	Monthly 1-2-1 functionality
	
	· 
	· 

	Ability to electronically link an employee with more than one role
	
	
	· 

	Ability to create and link to an individual development plan
	
	
	· 

	Access via range of mobile devices i.e. iPad, mobile phone
	
	
	· 

	Option to develop system to incorporate sign offs for risk assessments and mandatory safety procedure training
	
	
	· 

	Option to develop system to include further corporate initiatives
	
	
	· 

	Ability to link mandatory training to job role specification which would support induction process and allow for the tracking of completions and the audit of mandatory training
	
	
	· 

	Ability to trigger mandatory learning renewal to Line Manager and employee
	
	
	· 



Full report attached (Appendix 5).
Option 3 would fulfil the functionalities needed to deliver a flexible process within a framework that could be accessed on a range of devices/settings on a system compatible with the internal HR platform.
[bookmark: _Toc43818604]5. Conclusions 

The aim of this report was to critically analyse the current performance appraisal process and consider an online, digital process within the remit requested by SMT.
The current process is not deemed effective as evidenced by both employee feedback, completed P.A. statistics and WG audit.
The results from the questionnaires are fully supported by valuable employee feedback from the focus groups. The need for an effective P.A. process in the organisation was endorsed and served to further highlight the lack of value in the current process. 
The evidence gathered supports the SMT desire to change the process. Employees would welcome this change and would also feel ‘listened to’.
Comparative options have been provided re the desire to move to an online/digital process. The third option meets the authorities’ requirements. Costs have been included for SMT perusal and decision.
[bookmark: _Toc43818605]6. Recommendations for change

· Definitive need for the process to change is clear.
· Seek SMT approval to enquire re access to option 3 via the platform provider and run a small pilot group using the online functionality.
· Deliver a six month pilot introducing a monthly conversation approach using the online process.
· Provide further feedback once completed, one month post the six month pilot.
· Engage with a larger team from the HR generalist and systems team to consider any data transfer and systems implications.
The results from the above recommendations would provide further evidence to support the move to a digital/online approach and the development of an online framework prior to committing to any significant costs.
[bookmark: _Toc43818606]Limitations
The number of employees involved in this research was small. A larger sample would confirm the results.
Limiting research of digital options to only those compatible with current internal systems restricts choice and knowledge of other processes and options.
Time constraints for the research.
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Individual



Grades 1 to 6 – Use if appropriate


	Full name:
	
	Employee No:
	

	Job title:
	

	Division:             
	
	Section:
	

	Manager:  
	

	Date of review: 
	




Please prepare for your Performance Appraisal (PA) meeting by considering:

· Your performance over the last twelve months (section 1)

· Potential objectives for the next 12 months (section 2)

· How your performance measures up against the Pembrokeshire Employee 
Standard (section 3)

· Your learning and development needs over the next 12 months (section 4)

At the Performance Appraisal the objectives you have achieved and how you went about achieving them should be discussed.  Any objectives not achieved should also be discussed, and reasons for this explored.  You will also have the opportunity to talk about your performance and receive feedback from your Manager.



If this document is completed in Welsh it may be seen by a member of the translation services team











	Section 1 – The last 12 months...  



Use the table below to list the objectives agreed during your previous review and comment on how well they were achieved. 
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	Objectives
	Summary of Achievements 

	Objective 1:
	

	Objective 2:
	

	Objective 3:
	

	Objective 4:
	

	Objective 5:
	

	Objective 6:
	




Use this space to record any other aspects of your job where you performed particularly well in the past 12 months.

	





What aspects of your past performance could have been improved upon and how?

	












	Section 2 – The next 12 months...  



Objectives are the specific results that you and your Manager agree should be accomplished in the coming year. When setting objectives it should be agreed what you should achieve, how you will accomplish them and by when. Your objectives should be achievable yet challenging and link to either the Well-being Objectives (Wb) and Transformational Workstream (TW) or Guiding Principe/s. 
	Pembrokeshire Well-being Objectives
	Transformational Workstream

	Wb1
	Raising overall standards of achievement
	TW1
	Income Generation

	Wb2
	Healthy communities. This is supported by two objectives: communities supported by affordable and appropriate housing and improving social care
	TW2
	Establishment Control

	Wb3
	Increase the economy’s productivity and address regeneration issues 
	TW3
	Procurement

	Wb4
	Safeguarding our environment 
	TW4
	Collaboration

	Wb5
	Self sustained and vibrant communities
	TW5
	Locations and Assets

	
	TW6
	Strategic and Support

	
	TW7
	Customer Management, Information Management and Digital by Design




Guiding Principles (GP)

	A
	 Customer focus
	Satisfying customers’ reasonable expectations and deliver services in ways that are convenient for them. Our job is to make life easy for our customers.  

	B
	 Value
	Delivering high quality services through making prudent choices and by living within our means and by stripping out unnecessary process and waste.

	C
	One team

	Working as one organisation; taking collective responsibility for our actions, sharing problems and working across internal boundaries to deliver appropriate solutions



Please indicate how your objectives link to either Well-being objectives or Guiding Principle/s.  You may also find it helpful to link your objectives to your Service Transformation Plan (STP) if applicable.  


	Objective 1
	

	Wb & TW Ref
	
	Or GP Ref
	
	STP Ref (if applicable
	

	How you plan to achieve this objective and by when
	Notes on progress (to be completed during mandatory six month progress review)

	





	



	Objective 2
	

	Wb & TW Ref
	
	Or GP Ref
	
	STP Ref (if applicable
	

	How you plan to achieve this objective and by when
	Notes on progress (to be completed during mandatory six month progress review)

	





	



	Objective 3
	

	Wb & TW Ref
	
	Or GP Ref
	
	STP Ref (if applicable
	

	How you plan to achieve this objective and by when
	Notes on progress (to be completed during mandatory six month progress review)

	





	






	Objective 4
	

	Wb & TW Ref
	
	Or GP Ref
	
	STP Ref (if applicable
	

	How you plan to achieve this objective and by when
	Notes on progress (to be completed during mandatory six month progress review)

	





	



	Objective 5
	

	Wb & TW Ref
	
	Or GP Ref
	
	STP Ref (if applicable
	

	How you plan to achieve this objective and by when
	Notes on progress (to be completed during mandatory six month progress review)

	





	




	Objective 6
	

	Wb & TW Ref
	
	Or GP Ref
	
	STP Ref (if applicable
	

	How you plan to achieve this objective and by when
	Notes on progress (to be completed during mandatory six month progress review)

	





	



Skills requiring development to achieve objectives. 

	









	Section 3 – Behaviours and opportunities for development  



Which of the behaviours from the Pembrokeshire Employee standard do you think you are particularly strong on?

	










Which of the behaviours in the Employee Standard do you think you need to improve on?

	









How do you see yourself developing in your role over the next two to three years?

	





Feedback. This box is for the manager to feedback on the post holder’s strengths and areas for development. 

	










	Section 4 - Individual Training and Development Plan  



Please transfer from sections 1, 2 and 3 of the appraisal form any knowledge/skills requiring development over the next year. 

	Knowledge/skills requiring development
	Wb/TW/
GP STP Ref
	Preferred Training Method (please indicate using key below)
	Training Approved

	
	
	
	Yes
	No

	1.
	
	
	
	

	2.
	
	
	
	

	3.
	
	
	
	



Key for Training Methods
	1 – Departmental
	2 – Shadowing
	3 – Coaching
	4 – Mentoring
	5 – Training Course

	6 – Self Directed Learning e.g. reading, podcasts
	7 - Other
	



Manager
Please provide reasons in the box below if you were not able to approve any or all of the learning opportunities requested above?

	



Post Holder Contact Details

	Full name:
	
	Employee No:
	

	Post title:
	

	Directorate/Service:
	

	Email:
	
	Tel:
	

	Manager:
	
	Date:
	



Please ensure that a copy of section 4 is sent to:

Dean Rowlands, Corporate Learning and Development
Pembrokeshire Archives, Prendergast, Haverfordwest, SA61 2PE
01437 776412  dean.rowlands@pembrokeshire.gov.uk


	Section 5 – Overall Comments



Manager’s Overall Comments

	





A copy of this document should be kept by the Manager and Post Holder. It may also be used for monitoring purposes by the Head of Service, Director or Internal Audit. 

If this document is completed in Welsh it may be seen by a member of the translation services team.


Post Holder:

Please sign to confirm that you agree with the comments made and actions identified in this review.



	Sign:
	
	Date:
	




Manager: 	

	Sign:
	
	Date:
	


Please sign to confirm that you agree with the comments made and actions identified in this review.

Appendix 3

Performance Appraisal Questions
1) Do you take part in regular monthly 1-2-1’s or ‘work conversations’ with your Line Manger/Team Member? YES/NO


2) Have you had a P.A. in the last 12 months? YES/NO

3) Do you find the current P.A. process meaningful? YES/NO

4) Are you part of an agile working team? YES/NO

5) Do you revisit the P.A. document during the year? YES/NO

6) Do you think there is a need for a P.A. process in the organisation? YES/NO


Please comment on why you chose your answer.


7) What are your thoughts on the P.A. process being completed ‘online’?

Positive idea
Would need a framework
Provide flexibility
Loose corporate wording currently on PA process – don’t understand it
Doesn’t match what I do every day in my job

8) What part of the P.A. do you find the most challenging?

Setting objectives






Appendix 4 
Focus Groups 
Set up- Three sessions of 25 in each.
Facilitator to open and set scene and support during session, confidentiality stated
Four tables with one of these following four questions on each
Groups of 6-8 allowed on each table for 20 mins then asked to move to next table
White table cloths on each table to allow for comments to be written and recorded
Open discussion allowed around question
Facilitator to view each table and ask for clarification on any comments if needed
Table cloths gathered and feedback/comments gathered and grouped in themes

Sample of feedback:-
Too corporate wordy
 360 should be included feedback in the past and found this good
Flexibility – need to be more of a discussion, trying to fit things in to boxes
Training for all Managers/supervisors, a bit like Corporate Welcome
Flexibility on form
Timescale window Feb-April is short
Doesn’t affect or improve performance
Have never had one in my ten years in PCC
Talk to my LM regularly which is much better and we have a good relationship
Needs to be a change in focus. There is no monetary incentive and job security doesn’t exist any longer so what is the driver to do or complete them when we are all under pressure with staffing and work load. Becomes a paper/tick box exercise
Would be good to be able to do online in some way, particularly with agile working
Currently have regular 1-2-1/supervisions. These could replace P.A?
Can be a negative experience
Size of teams should be considered – Does everyone need to undertake one? Staff who are school cooks only working 2 days a week, no aspirations and have regular chats catch ups with them. 
Need to be a working ‘document’ and not filed away for 12 months and not revisited otherwise objectives not really considered and doesn’t have any meaning
Experience is all down to the LM who delivers them, a good LM would deliver a good experience no matter what
Team plans and up the triangle need to be better and more visible, better understanding of how individuals fit in to the corporate agenda
What do other authorities do
It would be nice if learning/development was taken more seriously and encouraged – not everything has a cost attached to it
Need to be consistent and regular to work
Stick, no carrot
Current process confusing along with form
Feeling judged not encouraged
Been here 8 months but haven’t heard anything about them
Needs to be a promoted benefit
What does a manger get out of the process
Objectives – very confusing
Form is very repetitive
Who owns objectives and why, measurements always hard to address if not legislative, case study possibly? 
It is a form that sits in the drawer for 12 months and gathers dust
Doesn’t relate to the work that I do
Waste of time, I keep my manager in the loop with what I am doing and we meet every couple of weeks






Appendix 5 
Option 1
Continue the current Performance Appraisal format and process, however undertake it electronically using the iTrent Performance Appraisal Module. This option would mean the current process is simplified, reducing the number of appraisal pages and detail without losing its purpose.

	Advantages 
	Disadvantages
	Costs

	· Move to online process
· Currently use the iTrent system access via Self Service
· Paperless
· Auditable
	· The existing Performance Appraisal process is continued 
· Set up costs
· Manager and employee time needed to complete the appraisal online
· Not viewed positively during consultation 
	5 days consultancy support to develop the module, bespoke to PCC requirements

£1019 per day = £5095 +VAT





Option 2 
An online ‘Check In’ approach using a module available on ‘iTrent’. This option has the flexibility to allow an employee to take part in a Performance Appraisal on a range of devices with access to the internet at any location, however the line manager is restricted to using a PCC device.
One to ones (individual or group) are undertaken on a monthly basis. Employee feedback highlights that these regular conversations are already taking place but are not formally evidenced. Regular monthly 1-2-1 conversations would support staff motivation and provide valuable early insight into problems that may be affecting performance. This process would also help to develop and embed the new culture of Learning, Purpose and Results.  Key points of conversations would be recorded briefly by managers. 
The suggested conversation framework could consist of the following:
1) Initial conversation to include objective setting in line with Service and Corporate Plan (‘Golden Thread’)
2) Climate review – in order to measure morale
3) Strengths and talent –  to identify and develop abilities
4) Opportunities for growth – performance and standards, where am I against my objectives?
5) Learning and Development – to identify future learning opportunities
6) Innovation and Continuous Improvement – to help foster innovation and ideas, what can we do differently to be effective?
7) End of year conversation – to review overall performance and objectives With the exception of conversations 1 and 7 the above suggested themed conversations could be repeated during the year. 


	Advantages 
	Disadvantages
	Costs

	· Move to online process
· Currently use the iTrent system via Self Service
· Paperless
· Auditable
· Manage poor performance and provide an audit trail for tribunals
· Would support a talent pool and the SWITCH approach for those roles as risk

	· Set up costs
· Ongoing license cost
· Manager time needed to record ‘conversation’
· Feedback from Ceredigion suggests that the software is slow and not user friendly

	Purchase of iTrent ‘Check In’ module 

Up to 10 days consultancy support to develop the module, bespoke to PCC requirements
£1019 per day 

Total set up cost £16690



Annual license fee 
	
£6500

£10,190






£16,690


£7800



Option 3
Online ‘Check in’ approach as above, however using Pembrokeshire Online Development (POD) supported by our current e-Learning provider ‘Learning Pool’ as the platform. The module allows online reporting with an option to review past performance along with producing Personal Development Plans to support staff growth moving forward, which would aid the SWITCH (redeployment imitative) approach for those roles at risk along with a talent pool for succession planning. 
This option has the flexibility to allow manager and employee to use via a range of devices with internet access and be at different locations to each other. This supports the agile/smarter working initiative. 
	Advantages 
	Disadvantages
	Costs*

	· Move to online process
· Auditable
· Manage poor performance and provide an audit trail for tribunals
· Online reporting
· Would support a talent pool and the SWITCH approach for those roles as risk
· Electronic reporting
· ‘Looks back’ and allows for reviewing past performance
· Supports Personal Development plan for moving forwards
· Will update iTrent once every 24 hours
· Would support regular conversations
· User friendly and adaptable
  
	· Not designed to do group appraisals but does work with ‘role families’
· Less costly than the iTrent option


	One off set up cost 


Annual maintenance 


Annual license fee 


	£4255


£1500 


       £3000
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Performance Appraisal Questionnaire
75 employees

Answer - Yes	
Do you take part in regular 1-2-1 conversations	Have you had a PA in the last 12 months	Do you find the current process meaningful	Are you part of an agile team	Do you revisit the PA document during the year	Do you think there is a need for a PA process	55	32	10	45	10	70	Answer - No	
Do you take part in regular 1-2-1 conversations	Have you had a PA in the last 12 months	Do you find the current process meaningful	Are you part of an agile team	Do you revisit the PA document during the year	Do you think there is a need for a PA process	20	43	65	30	65	5	



 Performance AppraisalQuestionnaire
25 New Employees 

Answer - Yes	
DO YOU TAKE PART IN REGULAR 1-2-1 CONVERSATIONS	HAVE YOU HAD A P.A. IN THE LAST 12 MONTHS	DO YOU FIND THE CURRENT PROCESS MEANINGFUL	ARE YOU PART OF AN AGILE TEAM	DO YOU REVISIT THE P.A. DOCUMENT DURING THE YEAR	DO YOU THINK THERE IS A NEED FOR A P.A. PROCESS	18	8	6	21	2	23	Answer - No	
DO YOU TAKE PART IN REGULAR 1-2-1 CONVERSATIONS	HAVE YOU HAD A P.A. IN THE LAST 12 MONTHS	DO YOU FIND THE CURRENT PROCESS MEANINGFUL	ARE YOU PART OF AN AGILE TEAM	DO YOU REVISIT THE P.A. DOCUMENT DURING THE YEAR	DO YOU THINK THERE IS A NEED FOR A P.A. PROCESS	7	17	19	4	23	2	
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