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and Development Conversations Model Policy
About this document
This policy is directed at employees of the service. It sets out a framework of good practice and principles for regular personal performance and development (PPD) conversations. These are designed to support the management of employee performance and development throughout the year by enabling employees to maximise their performance in the workplace and contribute to the service’s objectives.
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This policy outlines the service’s approach to performance management – one centred on ongoing dialogue between employee and manager, in the form of personal performance and development (PPD) conversations. 
The 2019 State of Fire and Rescue report highlighted the importance of managing performance effectively and promoting cultural change through performance management processes.
Managing performance is a continuous activity that measures how well individuals are performing in relation to the service’s standards, assessments and processes. This approach differs from an annual appraisal as it develops naturally once performance issues are identified and is continuous and agile. 
Whereas an annual appraisal tends to concentrate on an overall result, PPD conversations complement the service’s performance management processes by focusing on continued dialogue.
This policy sets out the best practice approach to achieving effective performance through the use of regular, ongoing manager–employee conversations. PPD conversations encourage instant communication, strengthening relationships through transparent dialogue and giving employees a sense of autonomy. 
Regular conversations about performance, goals, development and well-being are essential to providing our employees with the clarity, support and recognition they need to perform their role with confidence and deliver our services. 
PPD conversations form part of a culture of engagement, recognition and development within the workforce. Both employees and managers are encouraged to seek feedback and discuss performance regularly on both an individual and a group or team basis. 
The PPD process also provides an opportunity to embed Service Values and the National Fire Chiefs Council (NFCC) Leadership Framework behaviours which are required at each level.
The policy sets out a framework of principles rather than detailed procedures, since performance is managed through a service’s existing review and support mechanisms, including PPDs, one-to-one meetings, learning and development opportunities, coaching and mentoring. 
Services will invariably wish to use their in-house performance management processes to support PPD conversations. This can be encouraged through regular one-to-ones, ‘check-ins’ and real-time feedback given with positive and constructive intent.
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EMPLOYEES
The service expects employees to:
Be open to continuous performance conversations, to give, receive and request constructive feedback at any time, and to take ownership of their own performance
Prepare for PPD conversations by reflecting on recent activities and highlighting any achievements as well as areas where support is needed
Consider their role within the team and how the team can be made even better
Seek feedback from colleagues
Prepare initial notes for their line manager ahead of the PPD conversation, including progress on short-term priorities and near- and long-term objectives and goals, any areas of personal development and priorities for the next period
Raise requests for additional conversations with their line manager if they feel this would be beneficial 
Identify and raise with their manager at the earliest opportunity any training or support to assist in developing and improving performance
Check any recorded notes of PPD conversations and raise any discrepancies with their line manager to ensure that discussions are reflected accurately 
Managers 
The service expects leaders and managers to:
Schedule opportunities for PPD conversations with the individuals and teams they manage, whether as one-to-one catch-ups or as part of team meetings but ensuring that every employee has an individual conversation over the year
Encourage ‘in the moment’ conversations, so as to provide transparent, instant feedback with positive and constructive intent, rather than waiting for a scheduled meeting to take place
Record conversations within an existing PPD system, whether simply recording the date that a conversation took place or including notes relating to performance, goals, development and well-being
Identify short-term priorities, near- and long-term objectives and goals, and performance and development focus areas which are relevant to the individual, their role and their contribution to the organisation as a whole
Consider also setting objectives on a team basis, particularly where relevant to a watch or station
· Undertake PPD conversations throughout the year covering the agreed areas, including well-being
· Maintain an active two-way conversation that has a positive impact on future performance
Seek feedback from other sources, including peers, other managers, direct reports, customers and the individuals themselves
Consider the contribution of the employee to the team
Lead by example by providing coaching and support, especially though change
Aim to resolve issues promptly and effectively and seek advice from Human Resources where appropriate
Provide employees with access to any notes of conversations recorded on PPD systems
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The opportunity for continuous dialogue through regular PPD conversations is relevant to all employees.
The following categories of employee are typically found within the fire and rescue service:
Whole-time and control uniformed employees
On-call uniformed employees
Corporate or support employees
Traditionally, on-call employees in many services have not had PPD conversations. Managers should ensure that on-call employees have at least one formal conversation per year. This can be more frequent if required by either party. 
The continuous dialogue approach means that feedback ‘in the moment’ is even more important for these employees as their time is often more limited.
For other employees, conversations should be held at least quarterly – and, if possible, monthly – to maximise engagement levels. Services will have their own procedures and toolkits to assist with these conversations.
Where an employee has more than one job within the service, there should be regular conversations within all roles with the relevant line managers.
Where a service has casual employees, contractors or volunteers, informal regular conversations with them can also be beneficial, provided that this does not impinge on the mutuality of obligation between the parties.
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Holding regular PPD conversations allows tasks to be set within an overall planning framework and cascaded down through the service. This enables individual and team performance to be aligned with organisational plans. 
Through regular conversations, specific actions and development needs can be identified, linking back to the relevant team/watch or group/department and to strategic plans. 
Encouraging regular conversations within the PPD process supports the management of employee performance and development throughout the year. This is a more agile and proactive approach which reflects the fast-paced environment of the fire and rescue service. 
The purpose of this approach is, first, to provide a platform for managers and their direct reports to review aspects of job performance regularly so that each individual is given clear direction and support to perform their job to the best of their ability. This maximises the opportunity for all employees to help the organisation achieve its goals and contribute to its success, achieve their potential and gain job satisfaction.
Secondly, this approach adds value by identifying individual training, development and career needs. 
Discussions should focus on genuinely assisting employees in acquiring the relevant skills, knowledge and behaviours (competencies) to perform well in their current and future roles. 
Consideration should also include if, as part of the PPD, the employee require support or a separate discussion with a manager or member of HR who is the same sex.
When setting objectives, an individual’s aspirations and well-being should be considered and assessed. 
It may be beneficial to link the PPD conversations with the annual appraisal to ensure that all objectives are clear and achievable. 
Objectives should take account of specific technical competencies or national standards required for the role. 
Regular conversations are a key feature of the performance management framework, which takes a more dynamic approach to goal-setting, including short-term priorities and near-term (such as quarterly) and long-term objectives and goals. 
Discussions should include the identification of barriers or obstacles and ways for the manager and employee to overcome them. For example, if the employee identifies as disabled, discuss with them if the level of support from the manager and the service are adequate and if not, provide the employee the chance to advise what future support would help.
The PPD conversation is also an ideal opportunity to incorporate elements of a ‘stay’ interview, for example:
What the employee enjoys most and least about their job 
What they want to achieve over the next 12 months 
Any support they need from their manager or others to achieve their goals
Whether they need their manager to be doing more or less of something
Whether they feel valued 
How they like to be recognised for the work they do
Whether they are satisfied with the learning and development opportunities available to them 
Whether they are able to dedicate sufficient time to personal development
Opportunities for career advancement and personal development should also be covered periodically, along with conversations around personal and team well-being. These conversations will promote performance and positive culture change through the following:
Achieving results and delivering organisational plans 
Linking with organisational performance management 
Increasing capacity and capability and unlocking potential 
Increasing motivation and engagement of all employees
Matching needs with resources 
Facilitating innovation and change
While there is no legal requirement for PPD conversations, it is good practice to have a process in place to regularly discuss performance with an employee as part of a performance management framework. 
This is also something included in the last His Majesty's Inspectorate of Constabulary and Fire & Rescue Services (HMICFRS) inspection under the ‘People’ pillar of ‘How well does the fire and rescue service look after its people?’. 
Under the specific question of ‘How does the fire and rescue service develop leadership and capability?’, the judgement criteria considered how well a fire and rescue service manages and develops the individual performance of its employees. 
As regards statutory requirements, the General Data Protection Regulations (GDPR) are enacted through the Data Protection Act 2018 and require employers to comply with principles for processing personal data, including protection against unauthorised access to personal data.
Equality and Diversity Considerations
A potential equality related risks, considerations and how these could be mitigated should also be considered e.g. by holding virtual PPDs or being assisted by a female member of the HR team.
The Equality Act 2010 will also apply in ensuring that employees are protected against discrimination. 
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An approach involving regular PPD conversations provides a structured framework that: 
Recognises the importance of regular conversations about performance, goals, development and well-being
Ensures conversations are positive and build on the strengths of the employee, focusing on replicating successful actions or behaviours in other areas of work while at the same time providing constructive feedback
Fosters authentic and meaningful dialogue and builds trusted relationships between managers and employees
Promotes two-way conversations, with open exchanges in which the employee is fully involved
Enables employees and line managers to jointly review performance and to identify good performance and achievements, together with any areas for improvement, in a supportive manner
Focuses on building and using an individual’s strengths and natural talents while ensuring that standards of conduct and behaviour continue to be aligned to organisational values and behaviours
Clarifies what employees are expected to achieve by setting, where appropriate, short-term priority areas of work, together with near- and long-term objectives that help individuals contribute to the service’s objectives
Identifies and discusses any development required to enable employees to meet their objectives and maintain competence and support, which in turn improves employee performance and conduct
Provides all employees with an opportunity to discuss their aspirations and identify how they can achieve their career goals through suitable development and support
Gathers an overview of the potential (and current realisation of that potential) within the organisation, contributing to a robust succession plan
Regularly considers the ongoing well-being of employees through open discussions
Allows conversations to be initiated by anyone, not just managers
Ensures all employees are treated fairly and equally through PPD conversations
Improves employees’ sense of engagement and connection with their organisation and, therefore, their desire to go above and beyond to achieve organisational strategic aims and enhance the service provided to communities
Links to the NFCC Leadership Framework, which states that fire and rescue services are committed to supporting the development and progression of all employees and ensuring a fair and consistent approach to performance and promotion
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To ensure a successful move towards PPD conversations, the following considerations should be borne in mind:
Leadership teams should lead by example
Employees and managers both need a clear understanding of the changes involved and the benefits they will bring
A lack of communication may result in resistance, confusion and frustration if the process is not implemented across the board
The process should be linked with existing or newly proposed policies, including Managing 
Performance, Succession Planning, Talent Management and Retention
The possible impact of pregnancy and maternity on performance should be considered in the accordance of the appropriate service policies and procedures
Managers should be given the right training to promote a shift in thinking and behaviour and equip them to conduct PPD conversations
A dynamic goal-setting process should be set within the current performance management process, encouraging employees to work with managers to define their own goals and take ownership of their performance
Development opportunities should be provided and PPD conversations should be linked with the service’s formal development processes
The level to which PPD conversations are adopted should be regularly monitored and, where necessary, any concerns hindering progress investigated and addressed
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CIPD Factsheets:	Comment by Editor: NFCC to add hyperlinks?
Introduction to Performance Management
Performance Reviews 
360 Feedback 
CIPD information on strength based approach 

State of Fire & Rescue – The Annual Assessment of Fire & Rescue Services in England 2019 | HMICFRS
 
The Performance Management Revolution | Harvard Business School

What is Continuous Performance Management? | Clear Review

Why you should have continuous conversations with your employers | Quantum Workplace

How to get performance management right | ACAS

Feedback – The game changer for performance management! | Actus

Service policies including:
· Cumbria County Council

Jobs to be Done: Theory and Performance Management 

Core Code of Ethics for Fire and Rescue Services

NFCC Leadership Fire Standards
· Leading the Service
· Leading and developing people
[bookmark: _Revision_history][bookmark: _Toc21448819][bookmark: _Toc28611990][bookmark: RevisionHistoryContent]

[bookmark: _Revision_history_1]Revision history
Back to table of contents
	Release Number
	Date
	Revision Description
	Owner

	V1.1
	30/06/2023
	Formatting throughout and inclusions of navigation links
	A. Bartley

	V1.2
	10/05/2024
	Inclusion of recommendations from copy editing and equality impact assessment
	A. Bartley

	
	
	
	

	
	
	
	


[bookmark: bmkEndOfDoc]

image1.png
National Fire
Chiefs Councill





image2.JPG
Registered office: National Fire Chiefs Council Limited, West Midlands Fire Service HQ, 99 Vauxhall Road, Nechells, Birmingham B7 4HW
Registered in England as Limited Company No. 03677186. Registered in England as Charity No. 1074071. VAT Registration No. 902 1954 46.




