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One to One/Appraisal Guidance note
Introduction
Tendring District Council requires all staff to receive regular one to ones with their manager. These should take place at least every four months. One of these meetings must be held during the first quarter of the financial year. 
Definitions
Different organisations use a range of different phrase to describe these meetings, most commonly ‘appraisal’ and/or ‘supervision’. 
One to One
For clarity within TDC the term one to one (or 121) refers to a 3 or 4 monthly meeting between the employee and their line manager, this is a slightly more formal meeting in which targets are reviewed and adjusted, work performance, development needs and any other issues can be addressed. A written record of the meeting should be made, signed and dated by both parties. It does not have to be a long document.
Annual review
As the name implies this is an extended 121 session that is held annually in the first quarter of the financial year. It is expected that this meeting will include a review of the achievements of the previous year and agreement of targets for the forthcoming year. Targets that are set should align with team, departmental and organisational aims as stated within the Corporate Plan and Departmental Plans. Other targets as appropriate can also be included. A written record of the annual review should be made, signed and dated by both parties. The annual review record should also be sent to the ‘grandparent’ manager (that is, the manager’s manager) for them to also add their comments and sign and date.
Catch Ups
All staff are expected to have regular catch ups with their manager at other times in between these meetings. The frequency of these may vary dependent upon the circumstances but in general it’s expected that two catch ups would take place in between the 121s. It’s good practice to keep 

notes from these meetings. The level of formality and detail should be agreed between the employee and their manager as appropriate.
In circumstances where remote working is a regular feature of the working relationship it may be that catch up sessions take place via a Skype call or video call. However, 121 sessions should always be held face to face in the same room. One size does not fit all and the following guidance provides suggestions for different approaches and tools that can be used as appropriate.
Be Prepared
Whereas catch up sessions can be more impromptu and informal, 121s should be scheduled in the calendar at a location that is private and free from interruptions. Both parties should agree the items for discussion in advance and how they want to make the best use of the time that has been set aside. This will form the basis of the agenda for the meeting. Of course it’s always wise to allow for AOB too!
If using a specific resource such as those for the universal competency framework, 9 box grid or reviewing targets in line with the relevant Departmental Plan then it is likely that some preparatory work will be needed prior to the meeting. The use of additional resources for the session should be agreed by both parties and not be ‘sprung’ in the meeting. It’s possible too that the decision to use the resources could be an outcome of a 121.
Record keeping
A template for recording 121s is provided in Appendix A and can also be downloaded from Ping (LINK). This template can be amended as appropriate for the service. Boxes marked with a * are mandatory and should not be deleted. Customarily, it is usually the manager who takes notes and writes them up. This does not have to be the case. It can be done by the employee or, ideally, as a joint enterprise as part of the meeting. The important thing is that both parties sign and date the notes as an agreement that it is an accurate record of the meeting and what was discussed.



Different approaches
A developmental model. 
Accountable to line manager

Focus on development. Manager may provide instruction and direction
Managerial focus on meeting agreed targets.


Emphasis on tasks and goals

Emphasis on learning, developmental


Manager acts as coach
Manager acts as a mentor





Personal accountability
It is expected that different one to one and catch up arrangements and sessions will be tailored for each individual dependent upon their personal circumstances and experience in their role.
Managers can adjust their approach according to the role and the individual. 
Resources ‘Tool Box’
To further support this flexible approach, a number of tools and materials can be used. Further guidance and information on the use of all these resources is available from the Acting Head of People
Excellent Goal Setting
When setting goals it is important to ensure that they are meaningful, measurable and jointly agreed. There are no hard and fast rules for goal setting but by following three sets of simple acronyms the risk of errors or misunderstandings is greatly reduced. This is especially important in teams where all the members do not see one another every working day.

Goals need to be SMART, PURE and CLEAR
	SMART
	PURE
	CLEAR

	Specific
	Positively stated*
	Challenging

	Measurable
	Understood
	Legal

	Achievable
	Relevant
	Environmentally sound

	Realistic
	Ethical
	Appropriate

	Timebound
	
	Recorded



*For example, rather than have a negatively stated phrase of ‘don’t be late’, make it positive to ‘be on time’.
Competencies
TDC has adopted the Universal Competency Framework. Competencies from this framework are applied to every post and are shown on every job description. They are also used as part of career grade scheme. 
As part of a 121 or catch up session, a focus could be place on one or two competency areas to identify strengths or development needs and an action plan. Competencies can also be used as part a team development exercise and to identify skill needs for a specific role. 
9 Box Grid
The 9 Box Grid is for use in working with an employee to identify their development needs and in planning future career options and succession planning. This tool is not recommended for use with an employee who is in the developmental phase of their career or post.
There are many versions of this on the internet. The version at the end of this document has been adapted for use in TDC.
Belbin Team Roles
Belbin Team Roles is a simple non-threatening psychometric tools that can be sued with individuals or with teams to identify the different roles that people fulfil within a team in the workplace. More information can be found on the Belbin website https://www.belbin.com.  For more information or 

to request assessments please contact peopledevelopment@tendringdc.gov.uk 
InDependence Workbook
This especially commissioned workbook, circulated across the organisation during 2019 as part of the Transformation Programme, contains a wealth of hints, tips and guidance for setting personal development goals and SMART targets.
Pocket Books
TDC has a licence for number of Pocket Books. These can be accessed via Learning Zone (LINK). The Pocket Book ‘Appraisals’ has lots of practical advice and suggestions.
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	Enigmatic
Individual is not fully known. May be someone who has recently been promoted or even joined the organisation. For some reason this person has yet to show they can perform and fulfil their potential. Coaching/developmental approach may be best
	Room for Growth
This person has shown they have high potential to achieve more but they are not quite there yet. It maybe they can develop further within their existing role and are ready to take on more responsibility and initiative. A developmental approach combined with a wider exposure to more corporate or complex stretching opportunities may be appropriate. A coaching approach to encourage the individual to reflect upon their performance may also be beneficial.
	Future Leader/Ready for the next step
This person is more than fulfilling their current role and is ready and waiting for the next step. Until a suitable vacancy occurs it’s vital to give this person a wider range of opportunity and experience. Look for opportunities to participate in working groups, take on project work, act up, and secondment. This person is also ideally placed now to undertake further training in readiness for promotion.
Encourage the individual to take the lead in planning their goals and development plan. Support them in moving forward in their career.

	Dilemma
Individual shows they have some potential but is failing to perform. Person may be close to falling into more formal performance management processes. Try and focus on any reasons for the low performance and on ways to address issues to enable improvement. A combination of coaching approach with clear goal setting may be best.
	Core Employee
The person is performing steadily and may have further potential for improvement and also for growth. A person in this area could be at risk of being overlooked for future development or they might be ‘coasting’. It could also be that the individual lacks some confidence in their own potential to progress. A coaching/developmental approach may be best coupled with some goals that might provide some ‘stretch’ for improved performance and to assess potential.
	High Impact Performer
This person is performing at a consistently high to excellent level. They might not be showing that they are fully ready for the next level. This could be an issue of confidence, motivation or experience. This is someone you and quite likely the team rely upon and know will do
a good job. Encourage the individual to take the lead in planning their goals and development plan. Work with them to reflect upon any areas of professional development that
they may need to either enhance their role or to prepare them for more or a greater range of responsibility.

	Under performer
This individual is not meeting the expectations for their role and may be failing in it. Clear target setting, monitoring of targets and possible formal performance management with HR support may be the best approach.
	Steady Worker
This person is performing satisfactorily in their role but is showing little or no sign of further potential. This individual may be hard to motivate and engage and/or they may be very happy in their role with no desire for change or development. The best approach may be to focus on tasks and goals with attention paid to ensuring performance is at least maintained. Continue to offer development opportunities as appropriate as motivation is a key area for attention.
	Trusted Professional
This individual performer who is probably experienced in their job, they might be in a specialist or technical role. However, they are not showing any likelihood of moving to a higher-level role. This may be because progression opportunities are very limited or that they have no desire to ‘climb higher’. Continue to offer development opportunities as appropriate as motivation is a key area for attention to ensure retention and that performance levels are maintained.



Performance – based on current job. The extent to which the individual meets targets and goals, demonstrates competencies and acts in accordance with TDC values and vision
Potential
The ability to assume broader or more complex responsi-bilities over the next 12 to 18 months




Tendring District Council
	Employees Name:
	

	Position Title:
	

	Managers Name:
	

	Date of Review:
	


One to One Form

Preparation: 
Think about the past year and consider the questions below before the annual review meeting. You may find it helpful to make notes and take these to the meeting. Also review the job description, person specification and check that they are complete and up to date.
	Employee Preparation
	Manager Preparation

	1. Have I achieved my objectives this year? What have I done 
particularly well? What examples of my work demonstrate this?
	1. Has the reviewee achieved their annual objectives? What have 
they done particularly well? What examples of their work 
demonstrate this?

	2. What have I done that has been less successful or enjoyable this 
year and why? What examples of my work demonstrate this?
	2. What has the reviewee done that has been less successful this 
year and why? What examples of their work demonstrate this?

	3. How am I performing against the most relevant core dimensions of 
the role and other key skill and knowledge requirements? What work examples show progress in my skills and development?
	3. How are they performing against the most relevant core 
dimensions or the role and other key skill and knowledge 
requirements? What work examples show progress in their skills and 
development?

	4. What are likely to be my main personal objectives over the next 
year?
	4. What should be the main personal objectives for them over the 
next year?

	5. What are the main skill and knowledge development needs that I have? How could I fill my development gaps/learning needs?
	5. What significant development needs does the reviewee have? 
How could their development gaps/learning needs best be filled?




Section 1 – Review of past year’s objectives
Before the meeting, please list the objectives agreed last year. During the meeting, discuss the outcomes and levels of achievement since then.
	Objectives over the last year
	Briefly describe how well the objective has been achieved, referring 
to actual examples and actions where possible. If the objective has 
not been achieved, why?

	
	

	
	

	
	



Section 2 – Objectives for next year
This section should be discussed during the appraisal.
What should the person’s objectives be for next year? Take account of the organisation, departmental and the relevant team objectives. Objectives should be SMART, CLEAR AND PURE (see guidance notes for acronym)
	Objectives
	Expected outcome/measure of achievement
	Timescale (by when)
	Any support by manager or others

	
	
	
	

	
	
	
	

	
	
	
	






Section 3 – Personal Development Review and Plan
This section should be discussed during the appraisal. Focus on the key knowledge and skill requirements to achieve the objectives. You should not need to discuss each dimension every year but focus on the most important, where development is required. You may need to refer to other skill and knowledge requirements. Keep a record of examples of application of required skills and knowledge throughout the year and refer to them during the review discussion. Regular discussion should mean that it is no need to provide written evidence against all the knowledge and skill requirements.
	Personal Development Required
	Timescales
	Any other comments

	
	
	

	
	
	

	
	
	



	Examples of Personal Development
	Review of progress during the past year, including 
examples of achievement of required levels of skills 
and knowledge
	Priority * (if any further actions required)

	
	
	

	
	
	

	
	
	



* Mandatory – means that you are required to have this skill/knowledge by law for the job you do. Job requirement means that it is a requirement of 
your role that you have this skill/knowledge. Personal requirement means that you would like to develop this skill/knowledge to aim for a future role or for your personal satisfaction.

	Statutory/Mandatory Training
	Required? Yes/No
	Requirement met? Yes/No
	Plan/actions to address any 
unmet requirement over 
next 12 months

	
	
	
	



Section 4 – Summary of performance and development:
	Reviewer’s summary comments on performance and development over the past year.

	Reviewee’s summary comments on performance and development over the past year.




	Employee Signature:
	
	Date Signed:
	

	Manager Signature:
	
	Date Signed:
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