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1.1 - Explain performance management policies and processes in the organisation and the roles and responsibilities of those involved in them.
Within Tesco there are many policies and practices implemented in the workplace aimed at improving performance, motivating colleagues, and stretching capability. Tesco’s approach to developing performance is promoted through ‘Inspiring Great Performance Everyday’ (IGPED) policy, whereby managers are encouraged to hold regular coaching conversations, provide clear objectives, and complete ‘End of Year Reviews’ with their colleagues (EV1.1). IGPED enables managers to recognise the contributions and provide value awards to celebrate achievements and successes (EV1.2).
Tesco’s ‘Performance Cycle’ details how performance is continuously managed throughout the year (EV1.3). At the start of the year managers agree 3 SMART objectives with their colleagues which are regularly monitored and measured at End of Year (EOY) Review. Throughout the year, managers hold regular performance and career conversations (EV1.4), discussing progress made on the objectives. At End of Year Review, contributions and objectives are reflected on, achievements are celebrated and rewarded, and managers provide an overall performance rating (Missed, Met or Exceed) (EV1.5) linked to bonus payment rewards, all of which is documented on an EOY Review form (EV 1.6).
Within Tesco, ‘HOW’ you do your job and ‘WHAT’ you do are seen as equally important to high-performance working. Therefore, as well as measuring contributions, colleagues are also measured on ‘how’ they behave and whether they are modelling the behaviours required in line with the company’s values (EV 1.7, EV 1.8, EV 1.9)
Additionally, Tesco recognises the importance of giving open and honest constructive feedback and encourages managers to do so through ‘Everyday Coaching Conversations’. This policy provides managers with 5 different conversation types that increases performance, builds trust, reinforces great achievements and acknowledges areas of improvement. Having short regular authentic conversations improves performance and motivates colleagues to work harder (EV1.10).
To encourage high-performing and continuous development, colleagues are encouraged to gather 360° feedbacks throughout the year and ahead of performance reviews (EV1.11). 360° feedbacks are also encouraged when building a Personal Development Plan (PDP). PDP’s focusses on continuous learning, grows knowledge and skills, and supports career development (EV1.12). 
However, if colleagues are highlighted as underperforming through ‘Everyday Conversations’ and aren’t achieving their objectives they will be placed on a formal performance management process known as ‘Supporting Your Performance’ (SYP). Managers will set short-term goals to help the colleague improve their performance, as well as provide additional coaching, training, or buddying to build capability. Performance is reviewed frequently and documented on an action plan form (EV1.13). 





1.2 Explain key sources of information, including legislative information, which underpin performance management activities.
ACAS ‘7 levers’ guidance outlines ways in which employers can improve productivity and unlock potential through: 
1. Skilled managers
2. Well-designed work
3. Managing conflict effectively
4. Providing clarity about rights and responsibilities
5. Creating high-trust culture 
6. Fairness
7. Strong employee voice 
In organisations where these levers are aligned will encourage a high performing, committed and motivated workplace (ACAS, 2019). 
The ACAS Code of Practice on Disciplinary and Grievances (ACAS CPDG) outlines steps employers should take when dealing with poor performance, misconduct, and dismissals due to some other substantial reason. Under the Code, managers must firstly identify whether poor performance is due to misconduct or capability issues and therefore is vital the correct procedure is followed when dealing such issues to defend against a potential unfair dismissal claim (ACAS, 2020).
If an employee is dismissed for incapability, employers must have a reasonable belief in employee’s incapability to do their job to required standard, and their reasonings must fall into a category of “potentially fair reasons” for dismissal (Daniels, 2019). If a claim for unfair dismissal is brought to Tribunal, the employer must show they complied with the ACAS CPDG (ACAS, 2020). 
Within Tesco, performance management policies support managers by outlining how to identify poor performance due to conduct vs capability and what course of action to take (EV1.14). 
The Equality Act 2010 also outlines steps employers must take to avoid unlawful discrimination claims, for example an employee claims they were only performance managed due to a protected characteristic (sex, age, gender, religion) (GOV.UK, 2013).
To my understanding performance targets within Tesco are benchmarked in line with retail industry performance frameworks including their competitors.  
1.3 Provide timely and accurate information to colleagues regarding performance management activities.
Around September – October, managers are required to complete half year touchpoint reviews with their colleagues to discuss their current performance and review their progress against their objectives.
To support my peers in completing these reviews, I emailed a simple two-page briefing guide that I created, outlining the Performance Cycle, detailing what should be discussed and tips on how to hold a great review, as well as an overview on performance ratings (EV1.15, EV1.16). I received some great feedback on this, mainly detailing how useful it was. 
All information was taken from my organisation’s performance management policies as discussed in AC 1.1. 
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EV 1.1 – Summary - Inspiring Great Performance Every Day Policy 
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EV1.3 – Tesco Performance Cycle
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EV1.11 – 360° feedback form 
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EV1.12 – PDP
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EV 1.13 – SYP Action Plan
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EV1.14 – identifying conduct vs capability
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2.1 Analyse the types of support line managers in the organisation need from HR, in relation to performance management activities.
Organisations have a responsibility to continually support and develop their managers’ learning and development, and ensure they have the support and training needed to effectively do their job (Taylor, 2016). 
HR play an equally important role in performance management processes as managers do. Within Tesco, line managers require the support from HR to keep them up to date on employment law matters, and ensure managers are following a fair and equitable process. 
Line managers require advice, guidance and up to date refresh training relating to performance management processes. They rely on the HR function to help them thoroughly understand Tesco’s performance process and ensure the policy is being followed correctly and the right documentation is being used. 
Within Tesco, HR will also assist line managers during recruiting and induction stages to ensure best behaviours and performance expectations are outlined from the start, and new starters are aware of the companies values and mission. When designed and run effectively, inductions can encourage a high-performing culture (CIPD, 2021a)
Ultimately, successful performance management process requires both line manager and HR participation, and working together to manage performance consistently (Hutchinson, 2013).
Tesco also requires its’ HR function to regularly gather feedback around the effectiveness of performance management processes through anonymous employee voice platforms called ‘Every Voice Matters’ (EV 2.1). 
However, line managers are now becoming more independent as Tesco now focuses on and encourages self-learning and self-help by providing colleagues with an online ‘help centre’. All colleagues have access to all processes and policies, FAQ are listed, and additional queries can be asked via a ‘raise a ticket’ function (EV 2.2).
2.2 Support line managers’ capability to deliver performance management activities. 
Recently, a manager new to role had a colleague who was underperforming and required my support and guidance on how to implement the formal performance management process (Supporting Your Performance). 
I provided them with the SYP checklist documentation and coached them through the process step-by-step, outlining the key factors of each section. I also directed them to the ‘help centre’ whereby they could refer back to the process should they need additional support along the way. 
Through experience-sharing I was able to suggest ways of working that would improve performance, and we discussed how to set achievable and realistic objectives for the colleague to work towards. 
Prior to each meeting, the manager would ask for my advice and soon towards the end of the process they were confident enough to ‘check-in’ rather than ask for further support. 
Feedback from the manager shows their knowledge grew as they implemented the process, and they are now confident in following the process themselves going forward. (EV 2.3). 
Providing managers and colleagues with the necessary knowledge and training allows them to implement and follow processes confidently and competently (Taylor, 2016). 
2.3 Work in conjunction with line managers in the provision of employee performance and development reviews.
My role within the performance management process requires six-monthly to work with line managers and discuss their colleagues’ performance and benchmarking their performance against their peers. Through using the Performance Calibration Matrix (EV2.4) myself and the manager will plot each colleagues predicted grading, i.e., miss, met, exceed. 
To ensure a fair, equitable and consistent process is being followed amongst all colleagues, I challenge and quantify manager’s reasons for each grading. 
Due to the size of the organisation and a large talent pool, my role requires me to work in conjunction with line managers to identify high potential ‘exceed/exceed’ colleagues to develop their career. Each manager and I would complete a JDI (Judgment, Drive, Influence) document with their colleagues to assess their potential for a bigger role (EV 2.5). I’d support the manager and colleague in developing a bespoke training plan (EV 2.6) to improve skill gaps, detailing the ‘what’ (job role and objectives) and the ‘how’ (leadership skills, values and behaviours), this supports building a relevant PDP for each colleague. 
Supporting continuous development and providing effective learning and development programmes through strategic talent planning improves capability and enables individuals to achieve their performance goals (Woodhams, Perkins and Wilkinson, 2016).
Through local cluster, talent-planning meetings myself and the line managers would discuss each colleague’s potential and put forward candidates ready for career development.
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EV 2.1 – Every Voice Matters
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EV 2.5 – JDI
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EV 2.6 – Individual Training plan 
[image: Table

Description automatically generated]
3.1 Evaluate the organisation’s approach to performance management, including employee performance and development reviews.
In theory, Tesco provides a strong and robust approach to managing performance and sets out clear and simple policies for managers to follow to help improve their colleagues’ performance. However, policy doesn’t always reflect practice, as there are a lack of skill and full understanding from managers on how to effectively coach and support their colleagues. Line managers play a vital role in coaching their teams and therefore is crucial they are developed accordingly (CIPD, 2021a).
Tesco’s informal approach to improving performance is encouraged through regular feedback, on the spot coaching, and frequent catchups which is key to improving capability, building commitment, and encouraging best performance (HBR, 2017). Tesco encourages celebrating success and identifying improvements through on-the-spot coaching and training sessions as this improves behaviours, builds morale and creates trust between colleague and managers (Gaskell, 2018).  
Tesco’s Performance Cycle mimics Armstrong’s belief that performance management is a continuous process which involves setting objectives, continuously monitoring performance whilst identifying training needs throughout the year, and holding end of year performance reviews (Armstrong, 2017). 
Performance management can improve morale, create a high-performing environment, and enhance employee engagement when implemented effectively (Ashdown, 2018). However, within Tesco it is argued that annual formal reviews are seen as a ‘tick-box exercise’ and managers lack the enthusiasm and motivation to complete them effectively. This supports McKinsey (2019) research whereby annual reviews are outdated and managers lack the right training to have difficult conversations and conduct useful and thorough reviews. 
Meanwhile, whilst Tesco’s formal performance management process is structured and simple to follow, the consistency when executed varies between each manager, personal opinions can hinder performance and output, and more often that not formal processes are not executed as managers are worried about disrupting already-built relationships. 
3.2 Assess the extent to which performance management processes support high performance working (HPW) and contribute to sustained organisational performance. 
Tesco adopts many High-Performance Working Systems which aims to maximise employee engagement, motivation, and capability, whilst attracting and retaining the best colleagues for the company (Taylor, 2016). 
To recognise contribution and encourage best performance, Tesco provides its’ colleagues of all levels with a one-off bonus reward payment if the company achieve their targets at the end of the financial year. The better the company performs, the bigger the bonus payment will be. Enticing bonus reward payments can influence better behaviours and performances to deliver company objectives (CIPD, 2020a). 
Additionally, Tesco rewards employee contributions with Performance-Related Pay (PRP) which encourages individuals to ‘exceed’ their performance (EV1.5). However, High-Performance Working (HPW) and PRP can encourage bad practices, extreme pressures, and higher stress levels (CIPD, 2021b). 
Tesco also provides its’ colleagues who wish to develop their career with “Opportunities to Get On”, as long as they are ‘exceeding’ within their role (EV 3.1). Companies who provide internal progression opportunities will in return see higher commitment, motivation, and positive behaviours (CIPD, 2020b).
Furthermore, as Tesco implements formal performance management processes, sets objectives and rewards contribution, colleagues are more likely to be more productive which in turn develops a high-performing environment and contributes to the sustainability of organisational performance (Ashdown, 2018).
3.3 Recommend ways for developing performance management processes to enhance their impact on organisational performance.
Overall, Tesco’s performance management processes are fairly robust however, through a phone discussion with my People Partner, we discussed ways in which these could be improved (EV 3.2)
Recommendations included: 
· Review Colleague Bonus Plan so it’s more enticing to perform better
· Currently store colleagues can earn up to 3.5% bonus reward if the business achieves its’ objectives, whereas other areas of the business can earn up to 10%. 
· By reviewing and realigning the bonus so it is fair for colleagues of the same level across the business to achieve the same bonus will encourage a fairer system and motivate colleagues to work harder

· Review and update End of Year Reviews/Appraisals
· Feedback from People Partner found managers found EOY reviews a “waste of time”, whereas majority of managers lacked the skill, time, and motivation to complete
· Focus and re-energise the importance of regular on-the-spot coaching feedback as well as recognising and rewarding achievements
· Introduce more frequent informal touchpoints (quarterly) so colleagues are aware of their ongoing performance, and negative feedback isn’t left until annual review. Frequent feedback is vital to improving performance and capability and should be given on-the-spot to allow time to improve behaviours and performances rather than during annual reviews (Gaskell, 2018).

· Retrain and refocus on Supporting Your Performance process
· Formal management process is underused, and therefore managers lack the knowledge and confidence to implement and execute properly and consistently
· Provide an upskill session and re-emphasise the importance of managing underperformers – HR to support where needed 

· Re-emphasise use of 360° feedbacks to improve performance
· Currently, 360° feedbacks are only used for career development 
· Regular completion of 360° feedbacks (quarterly) can provide an overview of individual performance from various stakeholders and provides a better reflection of performance all year around – highlighting overall performance improvements/regressions. 
· 360° feedbacks are now seen as a better way to gain clarity of an individual’s performance and supports managers with additional insight of the contribution and performance made throughout the year (Taylor, 2016)
Evidence LO3
EV 3.1 – Opportunity to get on diagram
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Inspiring Great Performance Every Day and End of Year reviews

Inspiring Great Performance Every Day is how we help everyone to understand their part, and recognise the contribution each of us makes.

Short, frequent conversations are the heartbeat of the organisation, helping you to feel good and achieve more. You can talk about your performance,
career and learning with your manager.

Each year you agree 3 objectives on top of your job description, which will be reviewed regularly and measured at the end of the year.

How you do things is just as important as what you do:

* “How" consists of our leadership behaviours that bring our values to life
* “What” consists of our job description, 3 SMART objectives and your contribution to the Big 6.
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Values Award

We treat people how
they want to be treated.

No one tries harder for
customers.

Every little help makes
abig difference.

From: Type

Serving Britain’s shoppers a little better every day.
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Career & learning

discussions.

In addition to regular performance
conversations, talking to colleagues about
their career and development is an

important part of Tesco being a

get on. These six things help managers

make the most of them.

Know your team

Knowing a bit about someone, their
history. motivations or their hopes.
allows you to have a more meaningful
discussion about the things that matter.

Know what’s out there

Asamanager. you don't needtobea
career'sadvisor to have great
conversations with your team. And
knowinga bit about Tesco doesn't mean
you have to know the contents of
Wikipedia. It's st worth taking a minute
tofind out a few top-line facts as that
‘could highlight opportunities you didn’t
know existed.

Build trust

Whentalking to someone about their
career and development, you are talking
‘about their hopes and often, their life
goals. all of which can be quite personal.
Being able to put people at ease, create a
safe environment and show your care s
essential.

Throughout the year

Tesco

Performance

Cycle

place to

4. Be honest and realistic

Acareer and development conversation will
only be valuable ifit's honest and grounded
in reality. Honesty takes courage. Whether
it'sthe courage to recognise potentialand
let someone move on or to share some.
developmental feedback that will help
someone improve.

Support them to make a plan
Your conversation should result in a career
or learning plan (PDP) the colleague is happy
with. Some people will want lots of detail,
‘while others will only want the broad
strokes. Either way a great manager will
help the person create something that works
forthem.

Speak up on their behalf
Beyond the conversation itself, there's
one more way in which you can really help
someone. In other meetings, you may
have the opportunity to influence others in
away that can help a colleague reach
their career goals. Help make sure
'someone doesn't get overlooked.
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6.
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Ratings explained.

There are three levels of
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manager will attend a performance
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‘awarded fairly and consistently across the
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not used at Tesco.
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Inspiring Great Performance Every Day.

Creating a great place to work where our colleagues feel happy, valued and rewarded and are inspired to achieve great performance.

How have | done my job What have | done

Performance Rating - How [ECeEuEY Performance Rating - What [JEeSoReEeY Overall Performance Rating
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Beginning of the year

‘How’ you do your job is as
important as ‘what’ you do.

We measure 'how’ we do things through observations and
feedback on how we treat each other. The way that you work
with your colleagues and serve our customers plays a big part in
making Tesco a great place to work and shop.

Embracing our Values and Leadership Behaviours helps us all to achieve our Core
Purpose. They're ‘how’ we go about our work, considering the effect our behaviour
has on others. Becoming more self aware can help you understand your strengths
and areas you want to develop.

Our Values Our Leadership Behaviours
Our universal Tesco Values help guide our Our Leadership Behaviours are for
people and have become a vital part of our  eyeryone, and describe how we work and
culture - an essential underpinning of our behave together to deliver our Core

growth and success. They ensure that every  Purpose and Values.
person at Tesco understands what is
important, about how we work together as a

team and how customers are at the centre +  Empathy
of what we do.
«  Collaboration
« No one tries harder for customers «  Resilience
* We treat people how they want to be + Responsiveness
treated

« Innovation
« Every little help makes a big difference
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Beginning of the year

‘What’ you do.

What you deliver is measured against your job description,
objectives and your overall contribution to our business.

« Job description: the purpose of your role, responsibilities and the skills you need

« Three SMART objectives: set at the beginning of the year or when starting a new
role. They should help you be clear on how you contribute to our business beyond your
day-to-day responsibilties, i.e. how you contribute to our strategy, Core Purpose and
The Big6

Great objectives are SMART

SImpIe - Say exactly what you want to achieve

M easurable - Clearly state how the results will be measured, perhaps
using values, such as percentages, monetary targets or dates*

Achievable - can they be achieved in time, and alongside your day job?
Relevant - Are the objectives a priority for the business?

Tlmely - What is the date by when the objectives need to be achieved?

“Due to the timing of the end of year review, you should avoid using What Matters to You results as an objective
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Role-model HOWyoubehave by:

Livingand breathing our values every day
Putting our behaviours atthe heartof everything youdo
Staying curious and connected to colleagues, customers and
the broaderbusiness

Embracing change and adapting to the opportunities and
challengesitbrings

Being collaborative and finding ways to work better together
acrossTesco onshared priorities

Treating people astheywant to be treated

Beinginclusive and valuing everyone’s individuality and
uniqueness
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1. Introduction

Everyday conversations increase performance and help to build trust so our colleagues can get on. As a
manager it’s important you can have authentic and open discussions so we have outlined five everyday
conversations that will help you achieve and provided some other useful tips to help you along the way.

Checkingin

Short, friendly
and relaxed
‘how’s it going’
conversation

Celebrating Building
success capability
The steering, ‘I

The ‘thank you
for being brilliant’
conversation

know some stuff
that might help
you’ conversation

A Trern
Offering Tough
support conversations
The ‘time for

The ‘they're
having some
trouble and need
afriendly ear'
conversations

honesty’
conversation
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My 360° Questionnaire.
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Personal Development Plan.

Name:

Example
Build great relationships with others
outside my own teom

Development goal 1

Development goal 2

Development goal 3

By achieving this goal, | will
be able to...

(The purpose of setting this goal)

Collaborate in @ more effcient way
Build my credibilty and personal brand. both
Within and outside my own team

How I will go about achieving my goal

(Activities and support needed to work towards this goal)

Hold alunch and learn open to wider business to share insight on a topic
Research self driven development opportunities around building my network. such
s TED Talks.

Use my current network to support me in connecting with others around the
business

Opportunities to Get On.

Performance Car

I know I will have succeeded
when...

(The measurels) of success)

Positive feedback from stakeholders
Able to demonstrate that | have a diverse network and can
‘draw on their knowlede. feedback and opinions.

Learning

I want to achieve
my goal by...

(Deadline)

December2020

Your PDP is an optional document and should be tailored to you so you may prefer to create your own template or use this one. Remember, the goals you set yourself can be professional or personal.
Looking for more tools to support your career development? Check out the Own Your Career Toolkit on Colleague Help.
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SYP Action Plan & Progress Log.

Colleague's name & role

Colleague's manager

Everyday conversations:

Action plan.

Performance Issuefs):

How

Colleague comments
Agreed actions

Agreed support
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1. Understanding performance
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Notall‘missed performance is the same, you need to establish whether poor performance is due to capabty, conduct, or a
combination of both:
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If your view s that the ssue is only conduct, then follow the disciplinary policy and process. Follow supporting your
‘performance for capabilty and both capabilty and conductissues, e.g. a colleague has lots o errors in their work and doesn't
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From: Christian.davies@tesco.com
Sent: 10 september 2021 14:16

To: jade-howen@tesco.com

‘Subject: RE: Help guide - half way touchpoints

Great shout, very useful.. thanks Jade!

From: Jade Bowen
Sent: 10 September 2021 11:33

To: 05 Convenienceg08sm

lelp guide - half way touchpoints

As we're about to complete half year touchpoint reviews, | thought it would be useful to share the process around the Performancy Cycle and how to get the most out of the review.
Fve put together a two-pager, simply describing the review process and how to complete a great review with your colleagues, as well as clarity around performance ratings.
Hopefully this will provide clarity and consistency when we're completing the reviews.

If you need any further info or if I can help in any other way just give me a ring @

Thanks,
Jade
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Half year touchpoints
guide.

© Bl e Seveopmant e earinge nesded 2 achies
i
i pefomanc i tracking o it - conidr formel 7
< s
- e S reon s





image17.png
How to complete a great review..

1. Be inclusive, recognise contributions with
compassion and empathy
* Understand individual circumstance outside of work
€hat colleagues may face
« Listen and understand whilst focussing on
achievements and performance so far

2. Create clarity
« Have open two-way conversation on performance
« Give clear feedback on ‘what’ and how’ and provide
examples to keep the message clear and concise
« Coach to help them understand what they can do
better or differently

3. Encourage 360 feedbacks
« Describe 360 feedbacks and how useful they can be
« Encourage colleague to gather feedback from their

peers and anyone else they've worked with/for

Performance ratings explained

WHAT

g of ‘Met'is reat
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Every Voice Matters — Pulse Survey

We've introduced the next phase of Every Voice Matters, a weekly survey which enables a more frequent way of listening to colleagues.

This article explains how the Pulse Survey works and you can find the high level results from the weekly surveys below.

The purpose of these weekly surveys is to have an ongoing understanding of how colleagues are fecling, while also providing further insight into some of what you told us

‘mattered in January’s survey.




image19.png
O Colleague Help

Browse categories  Contactus  View myqueries  Ordering uniform (UK only)

Do you know any HGV drivers? Find out
I ¢ more on our new referral scheme (U
‘ only)

Browse categories

A-Z list: People Policies Pay and Benefits Work & Pay Help Guides Working Here

Quick links to full policies and All the information you

All the information you
around working at Te:

supporting documents for e: about your reward:
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From: ambarifick@Testo-com
Sent: 16 September 2021 15:47
To: Jade Bowen

subject: RE: SYP support

Hilade
¥'m good thanks, all ok with you? How is your little girl doing?
Yes I feel 1 am quite comfortable with the process now. | haven't had to use it since Liaabut | know if I need to use it again | am confident in doing so but if 1 am stuck 'l give you a ring, haha!

Thanks again for your help with it all @

From: Jade Bowen
Sent: 16 September 2021 11:21
To: amberkiliek@TESo.com

Subject: SYP support
Hi Amber,

Hope you're well

1just wanted to check in and see how you are feeling around the SYP process since we last spent some time together going through it? Do you feel happy enough now implementing it yourself, or is there an
rcthor | o bl o it
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Opportunities to Get On. TESCO
Develop Your Potential: Profile.

The Develop Your Potental Profie s.a
‘questionnaire to help you determine your
potentialfor a bgger or more complex
role. It focuses on your behaviours.

around Judgement.Drve and nfluence. e
Eelps s dentiy potental more

objectiver. , \
Are you nerested n fining out # 3

you have the potential for a bigger or
more complex role? You can choose to

Complete this Profle with your manager H H
and use the results to discuss your ¥ i
strengths and development areas, and

‘explore your opportunitis to grow. S

You canus e DevelopYour S L

Potentia Profile o nform your career =
‘conversations and your Persoral
Development Pan.

Role:

Line manager name:

Date:
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Individual Training Plan
TESCO

Name:

Job title & work level:

Training & development opportunities:
Current behaviouralneed~  What wilbe done to support. | Current behaviouralneed ~  What wilbe done to support —
the WHAT" this need

the HOW" this need
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Performance

Getting the most
from your
Opportunities to
Get On

Careers @mmm_l Learning





image25.jpeg
T D b g‘%&&vﬂ 37 -
P T OWWOIed 5 0idwn

ERegE TUs Hoy oy RICIIFgATTn e
:;J»&&‘Q\i{io%wégj\sfg%

B 00V vimbort—y

- TYPO A o ——— |





