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GUIDANCE NOTE OD3a

Managing Performance - One-to-one Discussions

1. Policy

1.1
All employees, in any 12-month period, should have a minimum of four, regular, individual, private discussions (one-to-ones or supervisions) with their line manager (supervisor) to discuss their work and any work related issues.

1.2
These discussions will be in addition to the appraisal and mid – point review and are key to supporting a successful appraisal process.

1.3
Management unit / teams will be expected to set standards for the supervision of employees, which incorporate and may exceed these guidelines.

2. Guidance

2.1
The purpose of one-to-one discussions (Supervisions)

· The Purpose of one-to-one discussions (supervisions) is to ensure that appropriate progress is being made towards the employee’s agreed targets and to discuss any issues or difficulties that may have arisen.

2.2
Principles

· One-to-one discussions (supervisions) are one of many processes, which good managers use to manage their employees effectively.

· All employees will have an opportunity to attend unit / team discussions, which are the primary means for communicating and consulting with the employee group.

And will have an annual appraisal and a mid point review, which is the primary means of agreeing long-term targets and taking an overview of performance and resource and development needs in relation to unit / team and organisational goals. Appraisal has a twelve-month cycle

· It also assumes that managers and employees have opportunities to discuss work, or meet on an ad hoc basis in between one-to-one discussions (supervisions).
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· One-to-one discussions (supervisions) are a more detailed examination of work and progress in the achievement of optimum performance and have a short-term cycle. They may include giving praise, constructive feedback, practical support, direction, time for reflection and identifying development needs.

· Development and support needs are reviewed in the light of current work experience, workload, deadlines, and activity.

· For one-to-one discussions (supervisions) to be effective there needs to be an atmosphere of mutual trust and respect between the individual and the manager / supervisor. Both need to be clear that there may be matters discussed in supervision cannot be wholly confidential but may be communicated responsibly, respectfully and accurately, within normal line management, on a need to know basis.

· As one-to-one discussions (supervisions) are a means of managing performance, issues of capability or discipline may arise. If they do they should be dealt with through the appropriate procedure with the individual having the right to representation.

· It is important that the one-to-one discussions (supervisions) continue during any other procedures. If necessary the individual’s manager / supervisor may be temporarily changed where appropriate.

2.3
Supervision Guidance

· This guidance sets down good practice for one-to-one discussions (supervisions)

· The frequency, duration, degree of privacy and amount of notice required for effective one-to-one discussions (supervisions) will vary due to a number of issues.

· The needs of the service are paramount in deciding these issues. It therefore follows that individuals working for the same manager/supervisor may have one-to-one discussions (supervisions) at different intervals or of different duration.

· At different points in time the interval and duration of one-to-one discussions (supervisions) may vary for any individual, according to need and will be influenced by a number of factors which may include;

Nature of the job
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Numbers of employees doing the same work

Level of authority/responsibility

Frequency of contact between formal one-to-one discussions (supervisions)

Length of time in post

Competency in role

Complexity of current workload

· At the very first meeting between the manager (supervisor) and the employee, a discussion should be held which may include:

Frequency of the one-to-one discussions (supervisions)

Location of the one-to-one discussions (supervisions) and degree of privacy

Duration of the one-to-one discussions (supervisions)

Notice of the one-to-one discussions (supervisions

Agenda creation for the one-to-one discussions (supervisions)

What notes are taken in the one-to-one discussions (supervisions), who by, and who keep them.

A model checklist for the agreement can be found at Appendix A.

2.4
Agenda and Preparation – good practice

· Both parties should be able to put items onto the agenda and both parties should prepare for the meeting by drawing up their own list of items for discussion, which may include;

Work (flow, priorities, details, information, projects)

Performance

Development

Information exchange

Summary of Actions and Responsibilities
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Any other business

This list is not exhaustive or exclusive and parties may propose a standard agenda item for all future discussions.

· At the beginning of each one-to-one discussions (supervisions) the two parties should share their prepared agendas and agree a joint agenda and confirm how long they expect the meeting to last; agreeing which items they may need to adjourn and when they will meet again if there is too much to talk about for one session.

2.5
Record Keeping – good practice

· The parties will agree what records will be kept of the meetings.

Good practice is for both parties to have a written or typed record of significant actions / responsibilities agreed in each one-to-one meeting (supervision). (A proforma can be found at Appendix B.)

· Managers / supervisors should keep a confidential file for employees personal records. Within this it may be appropriate to store notes of the one-to-one discussions (supervisions), drafts of agendas, letters of commendation, examples of excellent work, notes of discussions about performance held outside of one-to-one discussions (supervisions) and appraisal record forms. This information will inform and support the appraisal process and will enable the manager / supervisor to prepare for appraisal.

· The employees personal information should be kept by the manager / supervisor in a secure place and be accessible to the employee for viewing at any reasonable time.

· When someone moves to another post within LBS their personal information should accompany them.

· Where an employee has responsibility for sensitive issues, which may later be subject to complaint or litigation and would impact on the work of the council, the file or relevant parts of it should be appropriately archived.

2.6
Multi-disciplinary Working

· In some instances one-to-one discussions (supervisions) may be carried out by an appropriate specialist supervisor who is not the line manager. There may also be circumstances where 3-way discussions between the employee, the line manager and the specialist supervisor are appropriate.
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2.7
If things go wrong

· If an employee feels that the relationship has broken down or they are being treated inappropriately or unfairly they should in the first instance, talk to the manager concerned.

· If resolution cannot be achieved via this route they should talk to line manager’s line manager. (i.e. the appraisal countersigning manager) or the group personnel manager.

· If the issues cannot be resolved the individual may consider firstly the mediation route and then if there are still unresolved issues the grievance or harassment and bullying procedures.

2.8
Monitoring and review

· Human Resources will check the scheme to assess its effectiveness and make revisions as necessary. They may ask managers and employees to give feedback on their experience of the scheme through questionnaires, random interviews and group discussions.

HUMAN RESOURCES 2005/6
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Appendix A

One-to-one Discussions (supervisions) Model Checklist
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This is an agreement between

And
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We plan to meet (frequency) every
weeks
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We plan to meet in (location)
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We plan to meet for (duration)

mins/hours


We will organise our discussions
(Time)

in advance


We will share agendas at the meeting/ x days before the meeting.


Notes will be taken by

Of action points/all conversation/

and will/will not be signed


Targets will be set in an initial meeting on (date)

And reviewed as part of appraisal process on (date)


This agreement will be reviewed on (date)


Signed supervisor


Signed supervisee
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Appendix B

Notes of one-to-one discussions (supervisions) between

_____________________and

____________________ held on ________.


Progress since last meeting


Manager / Supervisor Issues


Employee Issues
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Work Tasks
To be achieved by:


Manager Signature:
Date:

Employee Signature:
Date:

Date of next Supervision Meeting:
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