Performance Management. It’s not just another bit of Oxfam jargon. It is a guiding principle for everyone who works in our organisation to ensure that we’re working together in the fight against poverty. Use it well and not only will Oxfam get the best from you, but you will get the most out of your time at Oxfam. This booklet will help you to understand Performance Management, why it’s important, and how you can make sure you’re putting it into practice.

Performance Management’ describes a range of activities for staff and managers, designed to help us be as effective as possible in our work for Oxfam.

It’s important to understand that these activities are not optional. Whatever your location or division – whether you are permanent, part-time or on a fixed-term contract – they’re a mandatory part of working for Oxfam. The activities can be broken down into three distinct steps:

I. Day-to-day management 
The first step is an open working relationship between you and your manager. This should involve regular communication about day-to-day issues such as priorities, deadlines or specific pieces of work. It should also include regular progress-checks on your objectives.

Day-to-day Performance Management ensures that we’re all working towards Oxfam’s overall mission – to overcome poverty. It deals with practical daily issues such as time-management or becoming more effective at day-to-day tasks. Many of its related activities will take place throughout the year, particularly in regular one-to-one meetings with your manager. (See the one-to-one meeting template form)

Activities include:
•    talking with your manager about your progress in monthly 1:1 meetings

•    discussing the way that you get your job done and whether it is meeting the standard agreed beforehand

•    reviewing your priorities

•    coaching or receiving coaching to develop a particular area of your job

•    where appropriate, identifying any problems and more effective ways of working

•    giving and receiving feedback on both good and not-so-good work

•    identifying poor performance and overcoming any obstacles hindering progress

Some of these items will be more relevant  to you than others but the ‘3 P’s’– progress, priorities and problems – should be high on everyone’s agenda.

Oxfam’s principles for Performance Management
1.   Every Oxfam employee has the right  to have their performance managed as well as a responsibility for ensuring  it is managed

2.   Every manager has the right to manage his/ her employees’ performance as well as accountability for ensuring it is managed

3.   Performance Management should always support Oxfam’s ways of working.

Oxfam’s Ways of Working
Clear communication
All Oxfam Performance Management activities have a common theme – to establish an effective relationship between you and those you work with. In particular, good communication between you and your manager is essential.

Giving and receiving feedback 
Managing poor performance 
Whether you’re the individual concerned or a manager, if you think that you may have a problem with performance the most important thing is that you don’t ignore it. You must act as soon as you realise that something isn’t right – particularly if you think it could be deemed ‘not fully proficient’ at the performance review time.

What can you do about poor performance?
Poor performance can be to do with factors outside of work or different approaches to getting a job done. Simply talking to your manager can help. If you are a manager, you should try and approach the subject informally first. The next step is to speak to your local HR adviser. To find out more you should read ‘Dealing With Problems At Work’.

II  Agreeing Objectives and Performance Development
Setting clear objectives with your manager will ensure that you know what you’re expected to achieve, and where the focus of your activities should be. It may be that your objectives require you to develop your existing skills, knowledge, or ways of working so that you can achieve the right results. Objective setting and personal development go hand-in-hand.

At the start of Oxfam’s financial year* everyone employed by Oxfam must set and agree ‘objectives’ – the key things you must accomplish in your role. They will be very closely related to your job description, which in turn is linked in with your team or department’s annual plan, which in turn will be part of Oxfam’s Strategic Plan. Putting it simply, our objectives make sure that we’re all working for the same goal – to overcome poverty and suffering.  So they’re a vital part of your working life.

*Or at the start of employment for new staff.

Getting started
Responsibility for setting and agreeing objectives is shared between you and your manager. You should start the process by discussing your initial ideas with your manager. As a guide, most employees will have between three and eight objectives – but no more than eight.

When you come to write them down you should use the form entitled ‘Summary of Agreed Objectives’ Make sure that you think about the key things you must do if you’re going to carry out your job to the best possible standard. Ask yourself, ‘what is it that Oxfam employs me to do?’ or ‘what are my key responsibilities?’ If you’ve answered these questions, you’re now well on the way to setting your objectives.

Be SMART
SMART objectives help both you and your manager to see not only exactly what you’ll be doing and by when but also to share an understanding of how you’ll know if you succeed. Try to make your objectives:

Specific. Be clear about the outcome to be achieved and your contribution to it.

Measurable. Know the criteria on which you’ll judge whether you’ve achieved your objectives.

Achievable. Make sure you have the resources, skills, knowledge, and available time.

Relevant. Your objectives must relate to your job and your division’s plan.

Time-related. Set realistic dates to deliver your objectives – whether in full or in part.

Changing your objectives
Objectives are usually set with the next 12 months in mind, but plans and priorities can change. Talk to your manager if you feel it’s appropriate to change your objectives during the year.

Diversity and equality
The diversity of Oxfam’s staff is one of our great assets. So it’s vital that we don’t ignore it or waste it. When it comes to setting objectives, this means having an open-mind. Consider other viewpoints and different perspectives to your own. Be prepared to have your assumptions challenged. For example, if an employee suggests an objective that you initially think is unrealistic, ask yourself ‘why?’ If your reasoning is sound, express your doubts. But make sure that you put into practice our equal opportunities policy by checking that your practices do not contain hidden barriers that disadvantage anyone, particularly those who are different.

For more information see Oxfam’s Diversity Strategy and Oxfam’s Equal Opportunities Policy 
Understanding competencies 
‘Competencies’ is the overarching word for the knowledge, skills, and behaviours we need to do our jobs. If objectives are ‘what’ we do – what we must achieve in order to do our jobs effectively – then competencies are ‘how’ we do it.

Most of us work in a team, so it’s important to achieve our objectives without creating problems in the process. Being difficult to work with, insensitive to other people’s feelings, or withholding information – are all issues that could be costing Oxfam in lost time, demotivated colleagues, or low morale. Oxfam’s competencies are designed to encourage an open dialogue about how we work.

Competencies give us a language we can all use when talking about the behavioural aspects of our work. This should mean that we’re clearer about what’s expected of us and that our performance is managed and developed in a way that supports everyone. See Oxfam's competency model as well as the ‘Competency Behaviours and Indicators’
Performance development
Performance development is great for you and great for Oxfam. It’s that part of performance management which can give you new skills, improve old ones, or even open up new career prospects for you in the future. It does all this while pushing Oxfam forward in the fight against poverty. Performance development can help you to:

· Be more effective in specific aspects of your job

· Achieve better results on time, more frequently, and in the best way possible

· Develop future career opportunities.

Performance enhancing stuff
Learning isn’t confined to training courses and other formal environments. Often on-the-job training that’s linked in with your current work can be the best way to learn.

In addition, it might be that one of these other ways of learning is more suited to you: coaching; mentoring; shadowing others; workshops; reading; visits; job swaps.

Details on all these approaches can be found on Learning through Experience
Talk about it…
Start by talking to your manager. They will need to agree that your ideas match your objectives – as well as those of Oxfam – and that the options identified are appropriate. You will need to record these under ‘Performance Development Needs’ on your objectives form. In agreeing these your manager is committing to provide any necessary resources. And remember, if your manager suggests an area for development that you had not thought about before, it’s not an accusation or a failure on your part – it’s about helping you learn. Performance development is for everyone.

If you want to study for a qualification that will enhance your performance at work, Oxfam may even be able to help you with the finances. See Oxfam’s ‘Funding Personal Development’ policy.

…then just do it
Every Oxfam employee is responsible for their own development. But we don’t expect you to do it on your own. Your manager has a responsibility to support and enable you in your development.

III Your annual Performance Review
Your Performance Review is the formal process by which you and your manager will look back at your progress through your previous year at Oxfam. It should comprise of both an interim and annual meeting. During the annual meeting you and your manager should discuss your final performance rating for the year.

The annual Performance Review of every Oxfam employee takes place in May/June. Your performance against your objectives over the previous 12 months will be reviewed and you will be given an overall performance rating. It’s a compulsory part of working for Oxfam, but it needn’t be daunting.

If you’ve been talking to your manager regularly and openly, there should be no surprises – simply a formal confirmation of previous conversations or comments.

Who does what?
Several people can be involved in your annual review. Usually it will be yourself, your manager, and an overview manager (usually your manager’s manager). Each one has a different role to play before, during, and after your review:

You – the jobholder
· Prepare for the review by looking back at and assessing the work you’ve accomplished during the year

· Consider how you would rate your performance

· Think about the progress made against personal development objectives

· Share your views and evidence during the review conversation

· Ask for feedback and provide upwards feedback on your manager’s performance

· Your manager will give you a performance rating, you can agree, or disagree with this decision.

Your manager
· Set a date, time, and venue for the review

· Prepare for the review by looking back at, and objectively assessing, the jobholder’s work over the year

· Take into account any relevant factors and ensure any decisions are free from bias

· Think about the progress made against personal development objectives

· Consider a performance rating and discuss it with the overview manager prior to the review meeting

· Facilitate the review meeting, encouraging the jobholder to share their views first and fully

· Discuss the proposed rating with the jobholder and recommend a final rating

· If the jobholder disagrees with their performance rating take advice from overview manager and HR.

Overview manager
· Review the jobholder’s performance rating alongside others in her/ his area, checking for consistency and fairness 

· Override the manager’s decision where performance ratings have, in their opinion, been incorrectly recommended 

· Comment on and sign off the review once it has been agreed by all parties.

Other relevant managers
If the jobholder has been involved in a specific project, is ‘matrix-managed’, or has spent part of the year on secondment to a different team, the relevant manager may be asked to give their assessment of the jobholder’s contribution and behaviour/style of working.

The role of Human Resources 
Oxfam’s HR department is responsible for overseeing the review process across the whole of Oxfam and plays a number of important roles:

· Checking performance ratings across the organisation for consistency

· Taking into account any relevant factors to ensure any decisions are free from bias

· Analysing ratings by division, job, level, and diversity factors.

Getting the paperwork right
It’s compulsory that your Performance Review is completed using the official form. You can use this form to help you prepare for the review meeting. Your manager will then complete the final version and you will both sign the form to formally agree the content.

Interim Performance Review
There must be at least one interim performance review, preferably around the six-month mark (November for most). This meeting need not be long or formal, and there is no form to complete at the end of it. But it should include a review of:

· All your objectives

· Your assessment of your performance to date

· Your manager’s assessment including, if helpful, an interim performance rating

· Progress against personal development objectives

· A discussion about the work coming up in the next six months

· Any help needed between now and the end of the review period.

The Performance Review ratings 
What next? 
You will be shown a copy of your final Performance Review form. You, your manager, and the overview manager will sign it. If you don’t think the copy fairly summarises the review meeting, youmay propose changes. If your manager disagrees with your comments, you can still register your concerns by inserting an appropriate comment in the box on the last page of the form – likewise if you disagree with your performance rating. You must still sign the form to indicate that you have seen and read it. You will be given a copy for your own records and a copy will be filed with your local HR team.

A summary of the performance ratings from across the whole organisation will be collected by HR and checked for consistency and fairness. If, for example, one division or team has an abnormally high (or low) number of ‘outstanding’ or ‘not fully proficient’ ratings, HR will follow it up with the managers concerned.

HR will also analyse the ratings by various factors, such as gender, and consider whether the distribution indicates any bias towards or against a particular group of people. This will help us to assess whether managers are taking into account Oxfam’s policies on diversity and equality of opportunity.

Dealing with disagreements 
If, for whatever reason, you disagree with the rating or with specific comments your manager makes on your Performance Review form, there are a number of steps you can take.

Firstly, try to resolve the disagreement. Listen carefully and objectively to your manager’s point of view and make sure you understand how they have reached their conclusion.

Secondly, if you still disagree, explain clearly how you see the situation and try to identify where the difference of opinion lies. Does it involve a specific objective or competency? Is the issue more general than that? If it involves a competency, it might be useful to talk to key people who you’ve worked with. How would they have interpreted your behaviour? What’s your evidence?

If both parties follow this approach, an understanding and resolution should be reached. If you are still not satisfied with your manager’s response, you should talk to your overview manager. You may find that talking to him/ her gives you a wider perspective on the subject.

If, at the end of this process, you still don’t agree with your rating then you should speak to your HR department for advice and assistance. See Oxfam’s ‘Dealing With Problems At Work’.

Upward feedback and your manager’s Performance Review 
As part of their own Performance Review, your manager should have at least one objective related to their management of their staff. So upwards feedback from you is important. Make sure you read ‘Giving and receiving feedback’
Good for you – good for Oxfam
Following these three steps will give you more confidence, pride and satisfaction in your work. it can improve your working relationships with your colleagues, enhance your career prospects, and help you to have a real sense of purpose every day. And if we’re all doing it, Oxfam will continue to be made up of highly motivated, skilled, and passionate people – focused on achieving key goals in the fight to overcome poverty and suffering.

Guidance for undertaking 360° feedback as part of Performance Management
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· Print 

· Email 

360° feedback is a tool that helps you become more effective by understanding how others see you, your performance, your behaviour and your attitude.  It can be used to input into your performance review or to inform your performance development planning for the year ahead.

This is another way of establishing where your strengths lie, and which areas need to be developed further.

Below are answers to some frequently asked questions that arise around this area.  For additional advice and guidance your HR Adviser will be able to help.

How does it work?
You and your manager will work together to identify people who you feel have been your main stakeholders (see below for examples of Stakeholders) over the performance year.  You will be asking for feedback from them to help you and your manager gain a more complete picture of what you have been doing well and what you could do differently in the future.

What is a Stakeholder?
Stakeholders are the people who have an interest / involvement in your work. 

Examples of your stakeholders are:

· Your manager

· Staff you manage

· Colleagues that work with you on a regular basis

· Partners you work with regularly

· Members of the community that you have been working with

· Suppliers that you work with

Is 360° feedback now an essential part of Oxfam’s Performance Management process?
360° feedback is not essential in all divisions but is increasingly being used on the request of both staff and managers because of the advantages it offers.  

3600 feedback will become more widely used over the next couple of years within the international division and senior managers are being asked to model openness to receiving such feedback in the 07/08 performance process.

What are the benefits?
360° feedback is seen by many as a way of providing greater insight into the feedback element of Performance Management. 

There can be a number of benefits to getting feedback from people other than your line manager.  Here are just a few:

· It can help to increase self-awareness (helping you become more familiar with how you and your work is perceived)

· It can help identify development priorities

· It increases communication between you and the people that you work with

· It enables us to get feedback on the areas we want to hear more about

· It increases understanding of both the skills and behaviours required to improve and progress. 

· It promotes an open and honest culture.

What happens if either my manager or me do not want to do it?
360° feedback can be carried out in a variety of ways, and where there are questions or concerns, discussing the approach that is planned together can often resolve these issues.

The final decision about whether or not the 360° feedback approach should be used will ultimately lie with the manager. 

How do we decide who my stakeholders are? 

Before starting the process of asking for feedback, you should agree with your manager which of your stakeholders you intend to ask.

You should keep in mind that this can be a time consuming process for those being asked to provide feedback so the recommendation is to ask between 3 – 5 people. 

Your manager has the final decision on who should be approached.

How do we go about seeking the feedback?
There are a number of approaches you could choose to use.  Whichever you choose, it should be agreed with you and your manager so that you are both clear and comfortable with the choice.

The key is to keep it simple:
· Save any feedback you are sent in email or by letter, or note down and share any verbal feedback you receive throughout the year.  You can share this with your manager in 1:1’s and revisit it at the Performance Review.

· You / your manager could approach the identified stakeholders to get verbal feedback on your performance.  Notes should be taken of these conversations so that they can be shared between you both and reflected on.

· Feedback can be asked for in writing (via email).  This is the most popular approach allowing your stakeholders to consider the points they want to make and put them in writing.

For more advice on different approaches, see the ‘Tools for 360° feedback’
Who sees the feedback written about me?
It is important to be clear with the person being asked to give feedback who they should send it to and who it will be shared with.

Ideally, feedback should be shared with both you and your manager.  This is the most honest and transparent way to provide feedback. 

Remember this may be difficult for the person providing the feedback and so they should be given very clear guidance as to the particular areas of performance you are looking for feedback on. 

For feedback to be open and effective people should be encouraged to give as balanced a response as possible.

Please see the ‘Tools for 360° feedback’ for advice and suggestions on how to achieve this.

How much time does this take?
The thought and consideration that giving open and effective feedback takes can mean that it can be very time consuming.

So it is helpful to be clear about a number of aspects:

· What particular areas of your performance would you and your manager like feedback on?

· When would you like it returned to you by? 

· Who will see the feedback?

· How will it be used?

· Keep it simple.  It is important to get to the core of the issues, but should not require a great amount of written work.   The tools to support 360° feedback (link) provide simple, brief suggestions.

· In order to make the process manageable, you should aim to ask 3 – 5 people to provide feedback to you.

What should I consider if I am asked to provide feedback on a colleague’s performance?
It is your responsibility to be open and honest.  Oxfam aims to encourage a culture that allows you to do this, but if you have concerns or need advice, you should speak to your manager or HR Adviser.

Your colleague has asked you for feedback because they want to learn more about the quality of their work and how they are perceived as a work colleague.  Although this can be difficult, it is important that we do this well in order for us as individuals and Oxfam to continue to develop.

Ensure that the feedback is ‘developmental’ and clearly explains the reasons why you would like the person to do something differently in the future and the impact that this will have.

Give examples to demonstrate the areas of behaviour / work that you are referring to so that their manager and the individual concerned are clear about the situations you are referring to.

This link will take you tips to consider when giving feedback.

If you have additional questions, please speak to your manager, HR Adviser or email the Learning and Development Team at learn@oxfam.org.uk
Competency Scorecard

Achieving Results: Organisation to work effectively

Score how you are currently working

Positive indicator

	Identifies what needs to be done


	1
	2
	3
	4

	Makes sound judgements
over priorities


	1
	2
	3
	4

	Develops a broad plan of action


	1
	2
	3
	4

	Sets clear objectives


	1
	2
	3
	4

	Regularly reviews priorities


	1
	2
	3
	4

	Establishes clear priorities


	1
	2
	3
	4

	Builds controls and milestones into activities / projects


	1
	2
	3
	4

	Plans activities in advance


	1
	2
	3
	4

	Allocates realistic timescales
for activities


	1
	2
	3
	4

	Plans allow for possible
changing circumstances


	1
	2
	3
	4

	Organises others’ time effectively and efficiently


	1
	2
	3
	4

	Effectively deploys people
and resources
	1
	2
	3
	4


Ways of Working

Personal Scorecard

Score yourself against each of the ways of working


	I am able to make decisions and prioritise in line with our beliefs, values and objectives
	1
	2
	3
	4

	I am prepared to take the initiative and be accountable for my actions
	1
	2
	3
	4

	I am able to judge when to debate and when to follow in order to deliver results
	1
	2
	3
	4

	I am consciously looking to simplify our communications and systems
	1
	2
	3
	4

	I am willing to give and receive constructive feedback that will improve performance
	1
	2
	3
	4

	I am ready to change in order to make things happen
	1
	2
	3
	4

	I am committed to the learning and development of staff and volunteers
	1
	2
	3
	4

	I am confident in taking calculated/managed risks - when skilled to do so
	1
	2
	3
	4

	I am accepting of people’s differences and appreciate the creative contribution that diversity brings
	1
	2
	3
	4

	I am respectful and supportive of others
	1
	2
	3
	4


Example email for feedback

Input to <Insert name>’s Performance Review & Development

You have been requested by <insert name> to provide some feedback based on your experiences of working together over the past year. 

The intention is that this feedback will help and support <insert name> in their ongoing performance and development, so please be as open, honest and constructive as possible. 

	Five things that they do well?


	Five things that they should improve upon?




Is there anything else that they could stop, start or continue doing to improve their performance?

	Stop    
	Start
	Continue

	
	
	


Feedback provided by: 

Date:
________________________________________________________________________

Additional option

Please now rate their performance against each of the following headings.

Tick the relevant box against each of the behaviours listed...

	
	Lots
	Some
	Rarely
	Never

	Example: Communication

(how readily do they inform you about what is going on?)
	
	
	
	

	<Insert relevant competencies/descriptors for which you would like to receive feedback>
	
	
	
	

	<Insert relevant competencies/descriptors for which you would like to receive feedback>
	
	
	
	

	<Insert relevant competencies/descriptors for which you would like to receive feedback>
	
	
	
	


Recognised as role model





Don’t do it / find it difficult





Recognised as role model





Don’t do it / find it difficult








