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Introduction
The following guidance has been prepared to support you in getting the most out of the appraisal
process. Please note: it is essential that you read this guidance before completing the appraisal
process.
The purpose of this guidance is:
• To provide an overview of the appraisal process.
• To provide you with information to support your objective setting conversation.

How to use this guide
You must read this document prior to completing your appraisal. This guide is split into six
sections:
•
•
•

Sections One and Two provide general but essential information on completing your
appraisal and must be read prior to looking at the form.
Section Three provides essential information on setting your SMART objectives – this is
the first stage of the process and must be completed as soon as possible.
Section Four provides information regarding HR changes that may affect your appraisal
process.

Why do we have an appraisal?
The performance of every member of staff contributes to the overall success of the
organisation, so it is important that everyone is encouraged to work to the highest standards
and perform to the best of their ability. If we are clear about objectives then we will perform
better.
Appraisals are an effective way of motivating us by recognising and praising achievements,
setting our role in the context of the organisations business strategy and by addressing
problems that prevent us performing to our best ability.

An appraisal aims to:
•
•
•
•
•
•

Assess past performance so that employees are clear about their performance and
contribution to the organisation.
Ensure that staff are clear about their objectives for the coming year and how they will
achieve them.
Give staff an understanding of how their work fits into the objectives of their team and
the organisation as a whole.
Provide an opportunity to recognise achievements, discuss areas of concern and identify
solutions.
Give staff a chance to talk about issues and ask for support.
Encourage staff to take responsibility for their own learning and development.
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Section One: What is objective setting?
Agreeing your SMART Objectives:
The appraisal process involves the reviewee and reviewer agreeing SMART objectives for the
year ahead. It is essential that high quality SMART objectives are set for equity and clarity for
all employees. We know from experience that the quality of these objectives can vary. This
guide aims to help you and your reviewer benefit from the process as much as possible.

What is an objective?
Goals and objectives are often confused. The two are defined below;
Goals establish where you intend to go and tell you when you get there. They help improve your
overall effectiveness as a company — whether you want to increase your share of the market,
for example, or improve your customer service. The more carefully you define your goals, the
more likely you are to do the right things and achieve what you wanted to accomplish in the first
place.
Objectives are the specific steps you and your company need to take in order to reach each of
your goals. They specify what you must do — and when.
Think of goals and objectives this way:
•
•

Goals tell you where you want to go; objectives tell you exactly how to get there.
Goals can increase your effectiveness; objectives back your goals and make you more
efficient.

Goals are typically described in words; objectives often come with numbers and specific
dates.
We are interested in selecting objectives as part of this appraisal process. These are measurable
steps that let you and your organisation understand how you will achieve your goal. Each
objective must be clearly defined and agreed with your reviewer. It is not a list of activities, but
rather focuses on outcomes that allow you to measure your own performance and professional
development success. Keeping objectives SMART supports this process - see below for
explanation.

What are SMART objectives?
SMART is an acronym that stands for:
•
•
•
•
•

Specific: The objective should state exactly what is to be achieved.
Measurable: An objective should be capable of measurement – so that it is possible to
determine whether (or how far) it has been achieved.
Achievable: The objective should be realistic given the circumstances in which it is set and
the resources available to the business.
Relevant/Realistic: Objectives should be relevant to the people responsible for achieving
them.
Time Bound: Objectives should be set with a realistic time-frame in mind.
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Examples of SMART and NON-SMART objectives:
SMART Objectives
Increase uptake of statutory and
mandatory training by 20% for 2015/16

NON-SMART Objective
Increase uptake of statutory and mandatory
training

Generate progress reports against project
plans once a month

To successfully monitor and track progress
against projects

Circulate minutes of Committee meeting
within five working days of meeting

Circulate minutes of Committee Meeting

Maintain website by reviewing and
updating content once a month.

Update content of website on a regular basis

When should my objectives be set?
Objectives should be set in April each year and the reviewee and reviewer should have
continuous conversations throughout the performance year.

Key Facts – Objective Setting
•
•
•
•

Objectives must be SMART.
Objectives must be set at the beginning of the financial year.
These must be agreed with your reviewer.
A review process will take place mid-way through the year and at the end of the financial
year.
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Section Two: Pre-objective setting reading
Evidence
The evidence table provides a list of the types of information/documents that may be used to
support your objectives.
•
•
•

Evidence is used in the appraisal conversation to demonstrate and measure achievement of
objectives.
Evidence is required during the full-year conversation with a small amount of evidence to be
produced at the mid-year conversation.
Evidence must be collected throughout the performance year and may include Hard
Evidence such as, reports, presentations and email; Learning and Development such as
certificates and course materials; Personal Reflections such as job related achievements
and the manner in which they solve a problem; Feedback and Observation such as verbal or
written feedback from managers or customers.

360 degree feedback guide
The purpose of 360 feedback is to support the development of each employee. It is
recommended that staff request 360 feedback from a maximum of three people. ALL feedback
should be made in a constructive manner.

Reviewee
360 feedback allows the reviewee to request feedback from colleagues, managers, and also
from customers. Whilst it is mandatory for all staff to request feedback, it is for the reviewees
own personal development and is optional as to whether the information is then shared with the
reviewer. 360 feedback can be used in mid-year and final year reviews as a form of supporting
evidence against objectives. It provides an opportunity to gain feedback from your colleagues
concerning a piece of work that you have undertaken – feedback should be sought after you
have completed a project/specific piece of work and should be gathered throughout the appraisal
year.

Providing 360 feedback
If a member of staff from the organisation requests 360 feedback then a notification will be sent
via workforce or emailed to the nominated individual required to complete the feedback.
Feedback is given against eight categories (using a three point scoring system) with the option
for providing additional constructive feedback if needed.

Ratings and assessment key
The ratings system provides a consistent method of evaluating your performance. It is designed
to be objective and fair, and to ensure consistency in the appraisal process throughout the
organisation. The ratings system will work in the following way:
• The reviewer should assess the reviewees’ performance based on evidence against their
objectives.
• The reviewer will give the reviewee an overall provisional rating of A, B, C or D, where A
indicates exceptional performance and D unsatisfactory performance. The reviewer should
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discuss the provisional rating with the reviewee but the rating will not become final until it has
been through the moderation process. The reviewee must be made aware that the
provisional rating may change.

Employee recognition
Once the overall rating is finalised, the reviewer should set some time aside with the reviewee to
recognise the efforts that have been made during the performance year. This conversation may
take place during the objective setting conversation in April, but can also be a separate
conversation. Typically, recognition should cover the reviewee’s key achievements and consider
ways in which these can be rewarded during the coming year for example opportunities for
getting involved in projects, sharing good practice; establishing networks; considering career
progression and talent management within the team.

Section Three: Beginning the appraisal cycle
This section outlines what should happen at the objective setting conversation. During this
conversation, employees should come to a clear understanding of what is expected of them and
how they will use training to achieve their objectives.

What must be done prior to the objective setting conversation?
You and your reviewer should:
• Review last year’s objectives.
• Review current roles and responsibilities.
• Make a list of topics for discussion.
• Read Section Two (pre-objective setting reading).
These questions can be helpful for the reviewee to reflect and highlight successes or challenges throughout the
year during their Appraisal conversations. These can be shared with the Reviewer prior to the meeting; or
share on the day of review.
•
•
•
•
•

List key highlights of your successes over the last year –include objectives if you wish
What were the developmental opportunities you felt you gained from your highlights?
What were the challenges you faced during the past year and how did you address them?
overcome them?
What do you see as your development focus for this year moving forward?
List any areas or projects you may have an interest in, within or outside of your team

Objective setting
You and your reviewer should:
• Review the online form and familiarise yourself with the process on workforce.
• Use a laptop to complete the form during the appraisal meeting if possible.
• Discuss how much progress has been made against last year’s objectives.
• Discuss the organisation’s strategic objectives and how they translate into your
team/service objectives.
• Agree and set between three and five objectives.
• Estimate deadlines for each objective to be completed (these can be revised at the midyear stage).

What happens if my reviewer and I disagree?
If you and your reviewer have any disagreements about the objectives being set or the objective
setting process that cannot be resolved, the reviewer’s manager should be consulted in the first
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instance. The reviewer’s manager should be able to resolve disagreements between the
reviewer and reviewee. Any disagreements that cannot be resolved by the reviewer’s manager
should be escalated to HR.
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Key Facts – Beginning the appraisal cycle
•
•
•
•

Review last year’s objectives (if available).
Review current role and responsibilities.
Pre-read Section Two (pre-objective setting reading).
The objective setting conversation is the first conversation in the appraisal cycle.

Don’t forget objectives set must be SMART! See Section One for guidance

Section Four: Changes that may affect my appraisal process
We are aware that changes can happen throughout the year that impact on the appraisal
process. Please read the following scenarios and guidance so you are aware of what to do.

Organisational changes resulting in a change of reviewer
Your current reviewer may either complete the next stage of your appraisal early, prior to
their departure or with agreement from the relevant director, appoint an alternative, senior
member of staff to complete your appraisal cycle (this person must be someone with an
understanding of your work).

My reviewer leaves mid-year
Again as above your current reviewer may complete the next stage of your appraisal early or
appoint a suitable alternative, someone with an understanding of your work.

I join the organisation after the initial objective setting process?
Should you join after the objective setting stage (after April/May) but before the mid-year
review (September/October) you will be required to complete the objective setting and end of
year stages only.
Should you join after the mid-year review (September/October) you will still be required to set
objectives and have a final year review in February/March. However the number of
objectives set may be reduced.

I am returning to work following long term sick / maternity leave / a secondment
Please see answer above as the same timescales will apply.

I am managed by a contractor/someone from another organisation
All staff managed by an interim/contractor staff member will be provided with a named contact
within the organisation. It is this person who will be responsible for undertaking your objective
setting with input from the contactor or CCG staff member.

Workforce appraisal – your guide to the appraisal process

How to complete your appraisal
It is recommended that you have a 1:1 meeting with your manager before starting this process.
The first time you enter appraisal you will be presented with a list of guidance documents (which you’ll also
find within the help menu).
When your ready click “Begin your appraisal to start the appraisal wizard”.

Summary of your details
Your personal details, click the ‘Continue’ button.
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Setting your S.M.A.R.T Objectives
Complete your S.M.A.R.T Objectives ensuring your follow the guidance shown on screen. Please be aware
that if your inactive for a long duration Workforce will log you out as a security precaution – you may end
losing any text which you’ve not saved.
You will have the opportunity to amend the objective text/dates before you submit it to the manager.

Adding PDPs
You can add any PDPs (personal development plans) that can be tracked along side your core objectives.
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Appraisal Dashboard
Task List of outstanding things to do will be shown on the right hand side, guidance links and Organisational
Objectives (if applicable) are shown in the centre.

Submit your Appraisal
Submit your appraisal by clicking the link in the yellow box as shown below.
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360 Feedback
You can request feedback from a minimum of 3 people – simply enter their email address and a feedback
request will be sent.
The request can be sent to anyone inside or outside your organisation – they don’t need to have a Workforce
account to provide feedback.

360 Feedback – Response
The recipient will see a screen similar to the one below when providing feedback.
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Review Objectives & PDPs
Throughout the year (or prior the mid-year, annual appraisal) you can update the status of your objective.
Once you’ve completed it you can then indicate that by selecting an option within the completion status.
Once an objective has been marked as complete, it will be sent to your manager to review. Once reviewed it
will then be archived.

