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THE ROYAL VETERINARY COLLEGE

APPRAISAL SCHEME

INTRODUCTION

The College recognises that an annual appraisal system is an important mechanism for ensuring that College objectives are communicated to staff of all types and at all levels and progress against them can be measured.  As a result, an annual appraisal is required of all members of staff in the College as one of the terms and conditions of service.  The appraisal year runs from 1st October – 30th September with objectives being set to cover this period.

UNDERLYING PRINCIPLES AND OBJECTIVES

The College appraisal scheme should:

i) apply to all staff, be as generic and as simple as possible in terms of paperwork, cover both probation and appraisal linked to induction;

ii) provide information to be kept centrally by the HR office which can be used to inform decisions and processes elsewhere in the College (e.g. can provide staff development requirements and can provide information which may be considered by the Annual Review Committee in the case of incremental increases or promotion decisions, but it will not be used for disciplinary purposes or for making decisions concerning Redundancy etc);

iii) involve input from the Vice Principals for Teaching and Research and Director of Clinical Services for Academic staff;

iv) provide an opportunity for staff to provide feedback about their managers;

v) help the College to deliver the strategic, organisational objectives;

vi) be seen as a positive and constructive experience by all those involved;

vii) clarify the roles and responsibilities of both appraiser and appraisee, backed up with extensive training provision;

viii) have an appropriate appeals mechanism;

ix) be as simple as possible to operate;

x) conform to the College equal opportunities policy

xi) identify opportunities for career and personal development

In addition to the above, the scheme should include an element of formal peer review of teaching for Academic staff.

THE CORE SCHEME GUIDELINES FOR IMPLEMENTATION

1) Objective Setting:

Individual objectives must be set annually to reflect the strategic objectives of the organisation.  This will be done via a “cascade” system, such that organisational objectives are translated into departmental objectives and then into sectional and individual objectives.  

At the present time, strategic objectives are set in 5 broad areas:

i) Teaching

ii) Research

iii) Clinical Activity

iv) Organisational Activity

v) Commercial Activity

These 5 broad areas provide a framework for setting both departmental and individual objectives.  However, it is recognised that not all of them will be relevant and many individual objectives would be set in only one or two of these broad areas.

In addition, there must be some emphasis and measurement of the “softer” interpersonal, communication and relationship skills and attitudes of the individual.  This will be achieved by saying how the objective or target that is set is to be achieved.  This is important in helping to reinforce the College “culture” and attitudes amongst staff.

Finally, there is a section devoted to the setting of personal development objectives, but wherever possible these should also be linked to the achievement of the organisational objectives. 

There will inevitably be slightly different paperwork for different staff groups and levels of staff, especially in relation to the split between Academic staff and Support staff of all types, including Academic-Related staff.  However, the Core documentation should at least contain a summary of the relevant departmental and/or sectional objectives, translated into a range of SMART (Specific, Measurable, Achievable, Realistic, Time Limited) individual objectives under one or more of the 5 broad headings noted above to be achieved in the coming year, together with similarly SMART objectives for the personal development section. 

It is good practice that no more than 6 main objectives should be identified in this way for individuals and that each objective should in turn be broken down into tasks to be achieved by specific dates during the course of the year.

2) The “Cascade” Timetable:

Departmental Objectives are set by individual Heads of Department and the College Principal with the aim of helping the organisation to achieve it’s objectives for the year ahead.  These would also form the basis of the individual objectives for Heads of Department.

Departmental objectives would then form the basis of discussions between Heads of Department and section heads in each department, leading to the creation of sectional objectives (e.g. ASD Objectives being translated into objectives for Academic Development, IT, the Graduate School etc).

Sectional objectives would in turn form the basis of discussions between section heads and individual members of staff, leading to the agreement of a set of objectives for the individual for the coming year.

It should be noted that for some grades/types of staff, it is more appropriate for “generic” objectives and targets or “standards” to be set (e.g. targets for maintenance staff to fix certain jobs within an agreed timescale or for cleaning staff to achieve a certain standard of cleanliness within their area of responsibility).

For Academic staff, individual objectives set in the areas of Research, Teaching or Commercial activities should be set with the knowledge and input of the relevant Vice Principal.  For objectives relating to Clinical activity, these should be set with the knowledge and input of the Director of Clinical Services.

This cascade of departmental, sectional and individual objectives for existing members of staff should be agreed by 30th November each year at the latest.  For new starters, joining part-way through the year, objectives should be set in accordance with the relevant procedures for probationary staff.  

For probationary Support staff, this will involve setting objectives that are achievable during a relatively short (6 –12 months) probationary period.  

For probationary Academic staff, it may involve setting objectives at a different time of the year (on the anniversary of their appointment) during their probationary period.

3) Performance Assessment and Review:

In line with ACAS “good practice” a compulsory, formal review meeting should be held at least once per year and it is strongly recommended that an informal review meeting be held after 6 months.  This is to ensure that objectives set 6 months previously are still appropriate and, if necessary, to agree new or revised objectives.  

It is also to allow an opportunity for both parties to raise problems or issues well in advance of the year-end so that there is a chance of resolving them and still achieving the agreed objectives.

At the same meeting at which objectives are being set, a formal review of the previous year’s performance against agreed objectives should also be undertaken.  This should normally be undertaken by the line-manager/supervisor of the staff member or the person responsible for setting their objectives (subject to a limit of a maximum of eight formal performance reviews a year being carried out by the same person).

At the formal review meeting, progress against agreed, individual objectives for the previous year will be assessed.  This will involve the parties discussing each objective in turn, agreeing whether or not they have been achieved, partly achieved or not achieved and the reasons for it.  

Account must be taken of factors outside the control of the individual where objectives have either not been achieved at all or only partially achieved (e.g. objectives dependent upon the actions of others within the College or elsewhere).

At the end of the Review meeting, each objective in turn will have been marked as achieved in full, partially achieved or not achieved and the reasons why noted.  The line-manager/supervisor will then be required to rate the individual’s overall performance using one of the following descriptions:

· Outstanding – proficient in all job requirements and regularly exceeds expectations in all areas            

· Exceeds Expectations – proficient in all job requirements and exceeds expectations in some areas

· Fully Meets Expectations – proficient in all job requirements

· Meets Most Expectations – generally proficient with some improvements needed in some areas

· Needs Improvement – performance in most areas does not meet expected standards

· Needs Major Improvement – performance in most areas is unacceptable
The overall assessment will take account not only of how many of the agreed objectives have been met and (where appropriate) the reasons for not meeting them, but also an assessment of general performance will be included in the overall assessment. 

This, together with an assessment against each objective will be recorded and, where possible, agreed and signed off by both parties at the end of the meeting.

Staff will also be required to provide feedback to their line-managers/supervisors about how they are being managed during the course of their review meeting.  Again, these comments will be recorded, agreed where possible and signed off by both parties at the end of the meeting.   This “upwards appraisal” information may then be used in the appraisal of the manager concerned.

4) “Parent/Grandparent” concept:

In conjunction with ACAS “best practice” guidelines, members of staff should not be responsible for the appraisal of more than 6 – 8 direct reports and that responsibility for further appraisals should be delegated wherever possible.  However, in order to ensure that all appraisals are carried out in each department each year, as well as carrying out formal appraisal reviews for direct reports, line-managers and supervisors will also be required to read and sign-off the appraisal review documentation of the reviews carried out by their direct reports.  In effect, each set of review paperwork will be signed off by the appraiser, the appraisee and the appraiser’s line-manager (i.e. the “Grandparent” would be the appraiser’s line manager/supervisor in most cases).

5) Assessment Disagreements

It is recognised that from time to time it will not be possible for the appraiser and appraisee to agree on a performance assessment.  Where this happens, the parties should meet with the “Grandparent” as soon as practically possible who would then be responsible for making a final decision concerning assessment.

If the appraisee still feels seriously aggrieved about their assessment after discussions with the “Grandparent”, then they would not have to sign off the assessment forms and would be able to appeal in writing, clearly stating the grounds of appeal, to the Head of Human Resources, within 5 working days of receiving a letter from the Grandparent confirming their decision.

6) Training and Development:

Line-managers and supervisors have a responsibility to ensure that their staff are trained and developed in their roles to enable them to perform as effectively as possible.  This is particularly the case in respect of probationary review.

In addition to objectives being set in the 5 areas mentioned above, personal development objectives should be agreed and set at the same time.  These objectives should also be set in a SMART way and reviewed at least annually at the formal performance review meeting.

Development needs will be recorded, agreed and signed off by both parties.  

7) The Link with Other College Processes:

Whilst there is no direct link between this performance appraisal system and reward, information collected during the appraisal review of individuals may be used to help inform other processes within the College, with the consent of the individual.  In particular, agreed appraisal ratings for individuals will be used to feed into the Annual Review process for the awarding of additional (performance related) increments.  

Likewise, information concerning research grants and publications for academics, which is gathered at appraisal, will be used to inform the deliberations of Academic Clinicians Supplement Committee, again with the consent of the individual.  

Finally, training needs will be identified and fed back to the HR Office to help with the planning of training provision for the coming year.

The provision of any such information would be subject to the individual agreeing to the assessment being made and to the information being made available for the particular purpose required.

8) The Link with Probation:

This appraisal scheme documentation should also be used for staff on probation, with an expanded section on personal development.  

For Academic staff, scheme documentation will be used to record progress made against the criteria laid down in the local and national agreements on procedure for probationary lecturers.  This will require the formal annual review meetings to involve both the Head of Department (first adviser) and Mentor (second adviser) during the probationary period.

For Support staff, the Appraisal Scheme documentation will be used to assess progress against agreed objectives within the first year of employment (please see separate documentation concerning probationary procedures for Support staff).

9) Paperwork:

The paperwork for the operation of this new appraisal scheme is as follows:

1) Notes for Guidance for the appraiser and the appraisee (Appendix 1).

2)
Form A for partial completion by the appraisee in advance of the formal review meeting and for completion and signature by all parties following the review meeting (Appendix 2).  This includes:

a) An agreed record of what has been achieved in the last year against each objective and an overall performance rating for the individual.

b) An agreed assessment of the line-manager/supervisor.

c) A personal development plan, including training needs analysis.

d) An agreed record of SMART objectives linked to the achievement of organisational objectives for the coming year.

3)
Form B (Academic Staff only) for completion by the appraisee in advance of the formal review meeting and for completion and signature by all parties following the review meeting (Appendix 2).  This includes:

a) A list of all publications achieved by the individual in the last year.

b) A list of all publications submitted by the individual in the last year.

c) A list of all current grants held by the individual in the last year.

d) A list of all grant applications made by the individual in the last year.

e) A list of outside interests in accordance with the College “Register of Interests”.

In practice, this will mean a fully completed Form A (parts 1,2 and 3) for the year under review, plus a partially completed Form A (parts 1 and 2 only) for the forthcoming year.  For Academic Staff, it would also require a fully completed Form B for the year under review.  This paperwork will be signed off by both parties and copies sent to the “grand-parent” (the appraisers’ line-manager/supervisor) for signature before being sent to Human Resources for keeping on the member of staff’s personnel file.

10) Roles and Responsibilities

Heads of Department are responsible for ensuring that all staff in their departments are appraised against objectives agreed under the College appraisal scheme on at least an annual basis. They are also responsible for ensuring that probationary staff are appraised using the scheme documentation according to the agreed probationary procedures for Academic or Support staff.  

In both cases, Heads of Department are responsible for ensuring that the appropriate documentation is completed, signed and sent to Human Resources for keeping on personnel files.  These responsibilities may in practice be delegated to more junior managers/supervisors and should form a part of the objectives for these individuals where this happens. 

Heads of Department will ensure that Vice Principals and the Director of Clinical Services as appropriate have an opportunity to review the objectives set for Academic staff in their departments.  However, it is the ultimate responsibility of Heads of Department to agree individual objectives with each member of Academic staff.  This may require some negotiation with Vice Principals and/or the Director of Clinical Services to ensure that objectives being set are fair and reasonable taking account of individual’s existing workloads.

Vice Principals are responsible for agreeing and monitoring the appropriateness of objectives set for all Academic Staff under the headings of Research Activity, Teaching Activity and Commercial Activity in conjunction with Heads of Department.  In practice, this means that the Vice Principals should see and agree the set objectives for Academic staff following completion of the Review cycle each year.

The Chair of the Salary Supplements Committee and the Director of Clinical Services are responsible for agreeing and monitoring the appropriateness of objectives set for all Academic Staff under the headings of Clinical Activity in conjunction with Heads of Department.  In practice this means that they should see and agree the set objectives for Academic staff following completion of the Review cycle each year.

Human Resources are responsible for monitoring the process and for reminding Heads of Department that appraisals or probationary reviews are due.  They are also responsible for keeping records of appraisal and probation documentation, noting and implementing action in respect of identified training needs, providing advice, guidance and support to managers and individuals regarding the operation of the scheme and arranging appraisal training for managers and staff.

Appraisers are responsible for ensuring that an appraisal review meeting takes place at least annually with all members of staff to whom they are the assigned appraiser and that the appropriate paperwork is completed and signed by all parties in accordance with the agreed timescales.  This will include sharing with individual members of staff information about organisational and departmental objectives as well as objectives for other members of the work team, including their own, as appropriate.  Appraisers are responsible for ensuring that they attend the compulsory appraisal training provided by the College.

Appraisees are responsible for ensuring that they provide all the necessary information to the appraiser in advance of the appraisal review and that they attend at least one review annually in accordance with the agreed timescales.  

Both appraisers and appraisees are responsible for ensuring that the review meeting is conducted in accordance with the scheme guidelines and that all the paperwork is agreed, completed, signed and returned to the appropriate people.

Revised August 2009





















PAGE  
8
The Royal Veterinary College
Appraisal Scheme


