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Introduction

These toolkits offer basic knowledge and simple-to-
follow guidance on human capital management (HCM)
issues relevant to the finance professional.

Developed by ACCA, each toolkit provides impartial
guidance — specifically designed for employers of
finance professionals — and includes:

* comprehensive knowledge on the subject matter
¢ key learning points

* a brief case study for illustration

¢ a handy troubleshooting section

e suggestions for further reading.

Use the toolkits when developing new or improving
existing HCM practices for finance professionals or
when beginning a process for benchmarking against
best practice. There is no need to read each toolkit
from start to finish — the sections are written to be used
on a stand-alone basis when required.

Each toolkit can be distributed electronically within
your organisation — download them as PDFs at

http://www.accaglobal.com/employers/approved/
services/employer_toolkits

Improve your performance management

This toolkit will assist you in benchmarking your
organisation’s systems, processes and procedures
against recognised good practice and will suggest
recommendations for improvement. It provides all you
need to start developing a performance management
programme, or to evaluate and enhance an existing
one:

e an explanation of benchmarking — why it is useful
and how to do it

¢ performance management processes and activities,
as well as examples of good practice

¢ tools to use when benchmarking against good
practice.

The actions you take as a result of what you learn are
aimed at encouraging the best from your people and
will have a direct impact on your bottom line.
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Benchmarking

What is benchmarking?

Benchmarking is a process that compares your
business activities with those of similar businesses. It
is used to identify improvement opportunities and can
help build the business case for change.

ACCA's Approved Employer programme is an example
of benchmarking. For more information please visit the
employer section of the ACCA website:

http://www.accaglobal.com/employers/approved/

Most benchmarking focuses on comparison of

key performance indicators (KPIs). These may be
quantitative (eg administration costs) or qualitative
(eg effectiveness of training activities, measured by
satisfaction levels). You choose the KPIs that will

be most valued in your team or organisation. Where
indicators highlight underperformance, improvements
may be considered.

You may choose to benchmark your organisation in
three ways:

e internal — comparison within an organisation (such
as finance, HR, IT)

e competitive — comparison against direct competitor
organisations

* generic — comparison against businesses in other
industries or sectors (but often of a similar size or
location).

Why use benchmarking?

Benchmarking involves analysing your organisation’s
business processes and activities and evaluating them
against a standard — often known as good practice.
By making appropriate comparisons, issues can be
identified and strategies and measures developed to
bring improvement.

How do | use benchmarking?

Planning

 |dentify which activities and/or processes you wish
to benchmark (eg current performance management
systems and processes).

¢ Determine key performance measures.

¢ Understand the business environment, management
structure and management style.

* Communicate the benefits of benchmarking to your
organisation.

Conducting the process

* Reinforce the benefits to colleagues.

e Use ACCA's good practice checklist to benchmark
current practice.

* Highlight gaps between current and good practice.
¢ Investigate why gaps exist.

* Make recommendations regarding priority areas for
improvement.

¢ Develop an action plan.

Key learning points

* Benchmarking compares business
activities against similar teams or
businesses.

* Benchmarking allows businesses to
identify areas for improvement to meet
a standard or achieve good practice.

e Benchmarking requires planning
to identify acceptable performance
standards.
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Benchmarking
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Good practice performance management

Definition

Performance management is a complex process that
involves a number of factors — from how employees
are trained in performance of a specific task (or tasks)
to measurement of how successfully those tasks

are performed, and of desired outcomes achieved.
Performance management is an important part of

an HCM strategy, is geared towards achievement of
team or organisational objectives, and can be used
as a tool to maintain a consistent approach to people
management.

Performance management incorporates performance
improvement, development and managing behaviour.

* Performance improvement is typically supported by
monitoring the effectiveness of individuals, teams
and the organisation itself — through the setting of
objectives and standards, as well as regular reviews.

e Development is an essential requirement for
business improvement.

* Managing behaviour includes encouraging individual
and team behaviour that is consistent with
organisational culture.

Why is performance management
important?

Performance management gives managers the ability to
manage effectively — so that they can:

e communicate expectations to employees

¢ understand how their employees contribute to
organisational objectives and which employees
contribute the most (and least)

¢ identify training needs so that employees can
develop the capacity to perform

* set goals for development and give regular feedback

* establish performance-based remuneration and
reward systems.

Why is performance management
important to the finance profession?

Today, accountants are called on to play a far wider
role than simply recording transactions. They work
alongside sales and business development teams, they
undertake reporting of non-finance activities (such as
how organisations meet corporate social responsibility
commitments) and they have to understand and
communicate governance issues. Increasingly, they
are business leaders — increasing numbers of CEOs
have professional accounting qualifications and are
held personally accountable for the performance and
conduct of the organisations they lead.

This means that external stakeholders — such as
shareholders, customers, regulators and the general
public — have increasingly high expectations of the
competencies they expect accountants to demonstrate,
particularly in the light of recent high-profile financial
scandals.

A sound performance management process ensures
that accountants develop and retain the necessary
skills and knowledge, and enables them to understand
how they contribute to the team and to organisational
strategy.

Strengths and weaknesses of
performance management

Performance management is about more than simply
conducting appraisals, and it is not the preserve of HR
departments. Successful performance management
systems place an emphasis on personal development,
without too much bureaucracy.

ACCA provides a range of guidance on performance
management for workplace mentors. Our support
sheets include titles such as ‘Setting performance
objectives’, 'Providing development opportunities’
and 'Appraising performance’ and are available from
the Workplace Mentor Portal, reached via the ACCA
website.
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Good practice performance management

Strengths

Weaknesses

* Popular with individuals and managers

* Emphasises personal development

* Helps individuals understand better their
contribution to business objectives

 Creates shared understanding of goals, objectives,
expectations and results delivered

Can be difficult to implement

Performance-rating can be met with hostility

— especially when linked to pay

Can be over-detailed and bureaucratic

Definitions of performance and how to achieve it
can be weak

Lack of training on performance management will
weaken its effectiveness

Key learning points

* Performance management plays a
crucial role in HCM strategy.

* Performance management incorporates
improvement, development and
behaviour management.

* Performance management allows
managers to manage effectively.

* Within a finance context, performance
management is important for ensuring
accountants live up to the expectations
of external stakeholders.

* Successful performance management
contributes hugely to team and
organisational objectives — but requires
careful planning and execution to avoid
creating inefficiencies and hostility.

Components of performance
management systems

Performance management systems typically consist of
some or all of:

e performance and development reviews
* personal development plans

* objectives and performance standards
* reward and remuneration strategy

¢ performance management training.

Performance management may also be supported by:
e competences and competencies

* |earning and development activities

e coaching and mentoring

e teamworking

e 360-degree feedback.

Performance and development reviews

Most people associate appraisals — which review

and plan performance, potential and development
needs — with performance management. Appraisals
are generally a ‘top-down’ process, often viewed with
scepticism or fear by employees — and as unnecessary
red tape by line managers.
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Good practice performance management

Performance and development reviews, however,
encourage individuals to reflect openly on their
past performance in a more free-flowing and less
interrogative manner, so that they:

¢ have a clear picture of what is expected of them
e can discuss priorities — and be heard and respected
* receive clear feedback on their performance

* be offered constructive guidance on attaining agreed
goals

¢ receive help in planning personal development and
targets.

Reviewers should use the performance and
development meeting as an opportunity to:

¢ |earn first-hand about how the employee works

¢ get a better understanding of the employee’s
potential and needs

* motivate the job-holder

* develop a consistent approach to guidance and
encouragement

» tackle problems more effectively

e improve the communication process.

Personal development plans

In the personal development plan (PDP), employees
agree with the reviewer the actions needed for effective
development. These actions may include a broad range
of learning and development activities in addition to
traditional training methods. PDPs should be reviewed
at least annually.

ACCA's trainee development matrix (TDM) — the
online tool to support trainees in achieving their
practical experience requirement — includes a personal
development plan. Using this, trainees target the
performance objectives they plan to achieve and set a
date for review.

Objectives and performance standards

Objectives — which can be applied to individuals,
teams and organisations — describe what needs to

be achieved within a specific timescale. They are
frequently defined as ‘SMART’ (specific, measurable,
achievable, realistic, time-based), can refer to targets
(eg sales figures) and results achieved (eg successful
implementation of a new process) and must be agreed
between the employee and (typically) his or her line
manager. Developmental objectives follow the same
structure, with overall performance objectives as well
as objectives for individual activities.

Performance standards are used when:

* there is a continuing objective which does not
change significantly from one review period to the
next and is a standing feature of the job, or

¢ when it is not possible to set time-based targets.

Performance standards should be agreed and clearly
understood by employees and managers.

Reward and remuneration strategy

Advocates of performance-related pay say it
motivates people and demonstrates the importance
of performance. Critics describe it as subjective and
say it promotes short-termism and an individualistic
approach that is incompatible in a team environment.

Competence-related pay (CRP) links pay to levels of
competence that can be achieved — however, it can be
difficult to measure these effectively.

Other pay systems include team-based pay and
contribution-based pay, the latter being based on
results plus competence and both past performance
and future success.
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Good practice performance management

Performance management training

For performance management to be successful,
employees — those whose performance and
development is to be reviewed — should be trained in:

¢ the performance management cycle (what happens,
at what time of year)

e completing documents

* objective setting

* writing development plans

* selecting development opportunities

¢ recording achievements.

Reviewing managers should undergo the same training
as employees — but should also be trained in:

¢ holding a performance-review meeting

* maintaining evidence

¢ providing constructive feedback

* giving difficult messages

* managing conflict and disagreement

e coaching and mentoring

* finding sources of development opportunities

e agreeing outcomes.

Competencies

The use of competencies is a vital part of any
organisation’s human capital management strategy. Not
only do they allow you to measure and report on your
people but, when arranged in a structured competency
framework, they also provide the link between business
objectives and your HR policies and practices. They
can even help with employee motivation.

A competency framework is a set of measurable
performance criteria, within which ‘competencies’
describe how employees carry out their work and are

based on behaviours. The framework helps ensure your
people are working with a common purpose and pulling
in the same direction.

For more detailed guidance on competencies download
the ACCA Employer Toolkit: A Guide to Competencies
at:

http://www.accaglobal.com/employers/approved/
services/employer_toolkits

Learning and development activities

Organisations that use people development to improve
their performance must understand how people learn.
A key principle of learning and development is that
specific activities or performance generally must be
reviewed — generating a personal development plan
(discussed earlier).

Ideally, the development meeting should be separate
from discussions about performance and pay issues,
to emphasise the importance of the individual’s
continuing development (regardless of current
performance).

Performance management can contribute significantly
to a talent management system, and is often aligned
to succession planning and leadership programmes.
Nonetheless, those unlikely to be fast-tracked to
leadership should not be sidelined — they must still feel
that their personal development is supported.

Coaching and mentoring

Coaching and mentoring are both rapidly growing
methods of attracting, retaining and developing talent.

Coaching focuses primarily on performance, can be
relatively short-term (sometimes as little as a few
hours, occasionally a few months) and can be carried
out between line manager and direct report.
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Good practice performance management

Mentoring tends to be much more holistic, places
more emphasis on career development, may involve
a longer-term relationship and is often done outside
the reporting line (with the employee’s relationship
with his or her line manager being a common topic of
conversation).

For more detailed guidance on coaching and mentoring
download the ACCA Employer Toolkit: A Guide to
Managing Coaching and Mentoring at:

http://www.accaglobal.com/employers/approved/
services/employer_toolkits

Teamworking

Whether teams are permanent or temporary (eg for
one-off projects), team performance — such as outputs,
productivity, activity, customer service and financial
results — can be effectively measured.

Measures and objectives will be similar to those for
individuals and should be agreed and reviewed in

the same way. Individuals will still need their own
objectives so that their contribution to the team can be
measured. In some cases, peers will contribute to the
feedback in a system called ‘peer review’.

ACCA trainees are required to seek consistently to
improve departmental performance — within their own
team or within their organisation. This can be achieved
by implementing suggested improvements to business
processes or setting and monitoring performance
measures.

360-degree feedback

360-degree feedback consists of performance data
generated from a number of people with whom the
individual interacts in the course of their work, within
and outside the organisation. These might include the
line manager, people who report to the individual and

colleagues, both within the team and in non-finance
departments. External customers may also be asked for
feedback.

When 360-degree feedback is used as part of a
development programme its advocates say it provides
a more rounded (and potentially less biased) view

of employees. Owing to the time and cost involved,
however, it is often reserved for more senior members
of staff.

Key learning points

Performance management systems can
incorporate:

» performance and development reviews
— giving employees the opportunity to
reflect on past performance to plan for
the future

 personal development plans
— containing actions (such as learning
and development activities) agreed
between employee and line manager

* reward and remuneration strategy
— with rewards linked to performance
or competencies

* coaching and mentoring — involving
‘learning conversations’ focused on
performance and development

e teamworking

» 360-degree feedback.
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Does it work?

Example case study: issues and
solutions

The problem

Ewan Calder is the finance director of a website
consultancy; he oversees a team of 25 staff. Recently,
in preparation for the annual report, he was responsible
for reporting on how the company meets its corporate
social responsibility (CSR) commitments, as well as
how these add value. Factors include environmental
sustainability, waste management, community
activities, a volunteer scheme for employees, and
health and safety issues.

Ewan assigned Alain, his management accountant,

and three of his team to the job of collecting data from
around the organisation and putting together the report,
as part of their more mainstream finance activities. The
team tackled the job enthusiastically; Ewan and Alain
were congratulated by the board for overseeing a good
job.

At the annual appraisals, Ewan’s team complete the
company’s standard appraisal forms, which include
a department-specific section, covering duties and
responsibilities and recording successful performance
of various tasks. These include, depending on the
employee’s job:

* reduction of debtor days

e improvements in cash flow

» time taken to process invoices on bought ledger
e payroll accuracy

e payroll timeliness

¢ timeliness of production of monthly management
accounts packs

e accuracy of sales figures reported for commission
calculations

¢ savings on tax liabilities.

Nowhere is attention paid to the activities undertaken
by his four staff responsible for the CSR report,

and Alain reports dismay that their contribution is
apparently going to be overlooked.

The investigation

Ewan consults Keisha, his HR manager, as he has
no defined way to measure how successfully the
team carried out their tasks, other than the general
satisfaction of senior management.

Keisha shares her own performance management
system with Ewan. This takes into account not just
quantitative aspects of the HR team’s work (such as
sick days lost, costs per recruit/hire, training hours,
rates negotiated with temporary agencies) but also

less tangible activities, such as employee satisfaction
and success in working in cross-departmental

projects. Each member of her HR team is tasked with
acquiring and building on certain competencies, and
her two supervisors act as mentors to a number of

the company’s secretaries and administrators. One-off
bonuses are paid on achievement of certain goals (such
as passing CIPD exams), while their annual appraisals
are geared towards individual development and training
plans that encompass stretching each employee’s
potential and measuring this in quarterly stages.

The action

Keisha has spent time with Ewan and Alain, devising
a pilot performance management system for the four
employees — but one that will form the basis of an
overall departmental system for Ewan’s entire staff of
25. The system incorporates the following features.

* Feedback is gathered from non-finance colleagues
on factors contributing to how the team gathered
data, eg communication, clarity, flexibility and
support.
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Does it work?

¢ Areas are identified where Alain argues that
coaching or more formal training may have helped
—and would enhance the process next time — eg
report writing, delivering PowerPoint presentations,
understanding the role of CSR in business, and
measuring actual value of certain sustainability
activities.

e Time is to be set aside over the coming weeks to
train the team on the new system and outline how
it would shape their development over the coming
financial year.

e Ewan allocates a budget to implement and promote
the system, including individual incentives and team
occasions to celebrate significant successes.

* The team agree more specific goals/outcomes on
particular tasks — although the team did well, each
member said there were a number of ‘woolly’ issues
that caused delays and confusion while compiling
the report.

* Numerical/measurable statistics related to existing
accounting tasks are gathered — but these are to be
augmented by new factors such as feedback from
sales managers on the clarity of weekly and monthly
reports.

Despite Keisha's reassurances, Ewan is nervous about
introducing such a system for fear of appearing to
create a ‘Big Brother’ culture. He is concerned that his
numbers-orientated accountants will be less receptive
than Keisha's ‘touchy-feely’ HR team.

The results

There is a mixed response to the announcement of the
new system — but the CSR team with whom the system
was piloted are happy to champion it, as they believe
not just that their efforts have been rewarded but that
they were instrumental in prompting the establishment
of the new system.

Keisha seconds one of her team to act as a dedicated
‘virtual HR manager’ for the finance team for the
first six months of the system, making Ewan and his
team her top priority as review meetings begin and
development activities take place.

Within weeks, most of the finance team have
incorporated awareness of (and adherence to) the
system into their daily and weekly routines, and appear
more motivated and interested in their work.
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Benchmarking tools

The good practice checklist is designed to help you
evaluate your performance management systems
and processes against good practice as defined in
this toolkit. You can use the questions to record your
organisation’s current practice and assess it against
good practice.

If you are unsure whether you have reached good
practice in a particular area, the right-hand column

indicates which of the supplementary checklists to refer

to for help with your analysis.

The supplementary checklists will help you identify
current practice and make recommendations for
achieving good practice.

Not yet an Approved Employer?

As part of the application process to become an
Approved Employer, ACCA will undertake a review
of your organisation’s performance management. For
more information on Approved Employer visit

http://www.accaglobal.com/employers/approved/

or contact your local ACCA office.
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Benchmarking tools
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Benchmarking tools

Supplementary checklists

Item 1 — Good practice features of performance management systems (overview)

Does your performance management system have the following features:

Features

Currently available
(give detail)

Planned for
(give date)

No plans
to deliver

Employee has a clearly defined role with clear expectations

Robust and well developed

Objective and fair

Open and transparent

Employees are committed to its use

Business driven with clear links to business objectives

Measures performance against the job description,
objectives and organisational values
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Benchmarking tools

Item 2 — Performance and development reviews (PDRs)

Use the following checklist to assess current practice against good practice.

Instructions

The following checklist includes the features you might expect to see in a personal development review for either
trainees or qualified professionals. Where applicable, record details of current practice. If features are planned but not
yet implemented try to estimate a date (you can review this after implementation). If there are no plans to include this

feature in the PDP, record this in the final column.

Features

Currently
(give detail)

Planned for
(give date)

No plans
to deliver

The performance and development review meeting is
constructive, free-flowing and honest

The reviewee talks more than the reviewer

The reviewer and reviewee are fully prepared for
the meeting

- have a clear picture of what is expected of them

- be able to discuss priorities

- feel free to discuss issues of workload

X
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- receive feedback on their performance

- be heard and respected

- be offered constructive guidance on attaining
agreed goals

- receive help in constructing personal development
plans and targets

- take ownership of their performance.

- learn at first hand about the way the job-holder
works and performs

- get a better understanding of the job-holder’s
potential and needs

pInoYs Iamalnay

- motivate the job-holder

- develop a consistent approach to guidance and
encouragement

- tackle problems effectively

- improve the communication process

- be aware of discriminatory legislation and have the
skill to be tactful and avoid offence

- be sensitive to, and address, any doubts, fears or
anxieties that the reviewee may have before the full
review discussion is broached
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Benchmarking tools

Item 3 — Personal development plans (PDPs)

Use the following checklist to assess current practice against best practice.

Instructions

The following checklist includes the features you might expect to see in a personal development plan for either trainees
or qualified professionals. Where applicable, record details of current practice. If features are planned but not yet
implemented try to estimate a date (you can review this after implementation). If there are no plans to include this

feature in the PDP, record this in the final column.

Features

Currently available
(give detail)

Planned for
(give date)

No plans
to deliver

Focus on technical skills

saaulel]

Supported by mentor

Incorporates teamworking

Job rotation within finance function

Professional qualification training

Knowledge based training

Shadowing

Technical and soft skills focus

Supported by coach

Leadership training

Cross functional / International job rotation or
secondment
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Further qualification training (e.g. MBA)

Skills based training
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Benchmarking tools

Item 4 — Learning and development activities

Use the following checklist to assess current practice against good practice.

Instructions

The following checklist includes the features you might expect to see in a learning and development programme. Some
features are more suited to qualified professionals than to trainees (please use your discretion). Where these activities
are undertaken, record details of current practice. If features are planned but not yet implemented try to estimate

a date (you can review this after implementation). If there are no plans to include this feature in the learning and
development programme, record this in the final column.

Features Currently Planned for No plans
(give detail) (give date) to deliver

Coaching, and mentoring

Action learning

Project work/job rotation

Spoyjaw paseq-y4o0/

Secondments/developmental assignments

Job shadowing

Performance and development reviews

Development centres

360-degree feedback

Face-to-face formal training courses

E-learning and blended learning

Management education
(professional qualifications, MBA etc.)
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Conferences, workshops and forums

Internal knowledge-sharing events
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Benchmarking tools

Item 5 - Coaching and mentoring

Instructions

The following checklist includes the features you might expect to see in coaching and mentoring programmes for either
trainees or qualified professionals. Where applicable, record details of current practice. If features are planned but not
yet implemented try to estimate a date (you can review this after implementation). If there are no plans to include this

feature in the programme, record this in the final column.

Features

Currently available Planned for No plans
(give detail) (give date) to deliver

Reasons for implementing coaching and mentoring, and
benefits for the business, the employees, the coaches
and mentors are defined.

Employees to be coached and mentored are identified.

Managers are identified to act as coaches and mentors
— (consider whether extra training will be required) and
matched with suitable coachees/mentees.

Aims of the coaching and mentoring programme are
explained. Expectations are in terms of output and results
(these may be more easily measured for coaching; results
of mentoring may be less tangible and rely on informed
judgement and intuition).

Times are designated for coaching and mentoring — and
are adhered to.

Regular feedback collected from all parties, including
coachees and mentees.

Coaching and mentoring coordinator appointed.
Coordinator is familiar with the concepts of coaching and
mentoring and understands the programme’s aims and
ideal outcomes.

NOTE: From 2007, ACCA trainees require a workplace
mentor to support their development and review their
progress and achievements at work. The workplace
mentor, alongside the trainee, is responsible for:

* selecting which performance objectives trainees
should work towards achieving

* setting targets in terms of performance and
timescales

* providing access to appropriate work experience and
supporting trainees’ development

¢ evaluating and reviewing a trainee’s progress on a
regular and continuing basis.

The trainee must advise ACCA, via the Trainee
Development Matrix, who will sign off their PER and
act as their workplace mentor. It could be their line
manager, their mentor or another individual. Wherever
possible their workplace mentor should be a qualified
accountant. Comprehensive online guidance is provided
— free of charge — to workplace mentors to ensure they
feel adequately prepared to support the development of
trainees.
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Benchmarking tools

Item 6 — Performance objectives

Use the following checklist to assess current practice against good practice.

Instructions

The following checklist includes the features you might expect to see in performance objectives for either trainees
or qualified professionals. Where applicable, record details of current practice. If features are planned but not yet

implemented try to estimate a date (you can review this after implementation). If there are no plans to include this

feature in the performance objectives, record this in the final column.

saaulel]

o
c
S
=4
@
o
°
2
S
S
@
[
2,
S
S
3
w

Features

Currently available
(give detail)

Planned for
(give date)

No plans
to deliver

The performance objectives will normally focus on operational
delivery at a departmental level

The performance objectives are focused on acquiring technical
skills and demonstrating them on specific processes
— for example, the performance of a bank reconciliation

Basic soft skill competencies could be demonstrated
— for example, effective teamworking skills

Basic behavioural competencies could be demonstrated
covering areas such as customer service or self-awareness

The performance review should be undertaken by the line
manager and the trainee

Training on the performance review process will be
process-driven, covering document completion, objective
setting and the completion of development plans

The performance objectives should focus primarily on
strategic delivery on a wider business basis

The performance objectives are focused on applying
technical knowledge to wider business issues — for example,
producing business cases for new product development

Higher soft skill competencies could be demonstrated
— for example, leadership or effective presentation skills

Higher behavioural competencies could be demonstrated
covering areas such as entrepreneurship or influencing skills

The performance review may be more sophisticated, such
as 360-degree feedback

Training on the performance review process will also consider
areas such as providing constructive feedback, giving difficult
messages, and managing conflict

PAGE 22




Benchmarking tools

Item 7 — Competences and competencies

Use the following checklist to perform a basic assessment of the organisation’s competency framework.

Instructions

The following checklist includes the features you might expect to see in a competency framework. Where applicable,
record details of current practice. If features are planned but not yet implemented try to estimate a date (you can
review this after implementation). If there are no plans to include this feature in the framework, record this in the final

column.

Features

Currently available
(give detail)

Planned for
(give date)

No plans
to deliver

Framework contains only measurable components

Number and complexity of components is restricted
(eg typically 12 competencies for any particular role)

There is an appropriate level of detail

Definitions and examples of competencies are provided

The framework takes into account relevant legislation
(eg in the UK this includes the Disability Discrimination
Act 1995)

Managers and employees are involved in design and
implementation

Employees are made aware of the competency approach
and the framework (eg via group briefings, information
leaflets, training sessions)

Managers are trained to use the framework

For more guidance on competencies and competency frameworks please refer to the ACCA Employer Toolkit: a guide

to competencies, downloadable from:

http://www.accaglobal.com/employers/approved/services/employer_toolkits
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Benchmarking tools

Item 8 — Reward and remuneration “Total Reward”

Does your organisation use the principle of ‘total reward’ when defining the employee value proposition?

The figure below illustrates the mixture of financial and non-financial rewards included in the concept of ‘total reward’.

Base
pay Recognition
Opportunities
Variable to develop
pay skills
Financial Total - N°"'_ : Total
rewards remuneration nancia reward
rewards
Career
Share opportunities
ownership
uality of
Benefits Quality o
working life

Source: Michael Armstrong and Duncan Brown
New Dimensions in Pay Management, CIPD, 2001
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Benchmarking tools

Item 9 — 360 degree feedback

Use the following checklist to assess current practice against good practice.

Instructions

The following checklist includes the features you might expect to see in a 360-degree feedback programme. Where
these features apply, record details of current practice. If features are planned but not yet implemented try to estimate
a date (you can review this after implementation). If there are no plans to include this feature in the programme,

record this in the final column.

Features

Currently
(give detail)

Planned for
(give date)

No plans
to deliver

Performance data from the people who report to them

Performance data from peers (team colleagues or others in
the organisation)

Performance data from internal and external customers

sajedionied oym

Performance data from the person to whom the individual
being assessed reports

Who will have access to the data and why are clearly stated

Online or offline?

Free text comments can be added

Questionnaire consists of statements rated on a scale,
eg ‘poor’ to ‘excellent’
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Includes self-assessment activities

How feedback will be given is clearly stated

Process for identifying participants is clearly set out and
recipient has opportunity to input

Sufficient time allowed for pilot and feedback on process

Participants adequately briefed

Feedback never attributed to an individual

Feedback and development plans kept secure (data protection)

Concise and simple to understand

s)jlodai yoeqpas4

Visual — using graphics

Self-explanatory

Avoid averages, statistics or factors — provide actual data

Skilled coach helps recipient interpret data and produce
personal development plan

A summary report for a group or team can provide a useful
sense of perspective

Participation is voluntary

Process is constantly monitored and evaluated
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Benchmarking tools

Item 10 - Training on the performance management process

Use the following checklist to assess current practice against good practice.

Instructions

Listed below are training topics suitable for both reviewees and reviewers. Where applicable, record details of
current practice. If training is planned but not yet implemented try to estimate a date (you can review this after
implementation). If there are no plans to deliver training on that topic record this in the final column.

Training topic Currently available Planned for No plans
(give detail) (give date) to deliver

The PM cycle (what happens when in the year)

S99MaINDY

Documentation completion (online and/or offline)

Objective setting

Writing development plans

Selecting development opportunities

Recording achievements

Holding a performance review meeting

Maintaining evidence (online and/or offline)

SI9MaINDY

Providing constructive feedback

Giving difficult messages

Managing conflict and disagreement

Coaching / mentoring

Identifying sources of development opportunities

Agreeing outcomes
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Benchmarking tools

Item 11 — Perceived Potential Matrix

Does your organisation analyse current performance and potential?

The following matrix may help.

Valued

Exceptional Specialist

Highly effective

Strong
Fully effective Contributor

L
o
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<
=
o
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L
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L
o

Improving —_—
evelop

Unacceptable or Exit

Specialist

Definitions:
High potential

¢ These people are excelling in their current roles, and
are ready to move on to their next challenge.

Emerging potential

* These people are achieving in their current roles,
and show promise of adding greater value in their
next roles. Development and inclination are the keys
here to identifying what is the most appropriate next
move.

Develop or exit

* These people are not achieving the standard
expectations placed on them. This could be rectified
through development but failing that exiting may be
the primary option for managing them

Emerging High
Potential Potential

Emerging Emerging
Potential Potential

Develop Develop
or Exit or Exit

Growth

POTENTIAL

Strong contributor

¢ This population is the core of the business
— providing consistent, solid performance.

Valued specialist

* This group are role models in their current positions,
and are motivated by the fact they add significant
value in their current line of work. Their future
progression would be within their own fields, rather
than in developing into other responsibilities, such
as leadership.
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Benchmarking tools

Performance management pro formas

Item 1 — Pre-meeting form

This optional form may be completed, by both reviewer and reviewee, before the PDR meeting.

Review of overall performance
Summarise overall performance since the last review. What has the general contribution been like? (For example, active and
supportive, innovative, comes up with ideas of improvement, delivers on time, good quality of work.)

Performance against agreed objectives
What has been achieved since last review? What obstacles were there? What, if anything, could have been done differently?

Management and supervision, continuing review and support (employees only complete this section)
What do you think about the way you are managed/supervised? What could your manager do to support you better at work?

How much contact do you have with your reviewer between reviews? Is this the right amount for you? What method of contact
works best for you - face to face or other?

Development needs
What development and/or training are needed to do the job, or to do it better?

Personal and career development (employees only complete this section)
What are your personal work goals and aspirations? How would you like your career to develop?

Discussion points
Any other work-related issues you wish to discuss.
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Benchmarking tools

Item 2 - Performance and development review (PDR) form

This form should be completed by the reviewer during the PDR meeting and signed off by the reviewer and reviewee,

ideally at the end of or shortly after the meeting.

Name: Job title:

Department: Business:

Period of assessment (eg 6/12 months) Date of assessment:

Job description reviewed? Yes/No Job description up to date? Yes/No

Review of overall performance since last review (brief summary)

What has been achieved? (For example, objectives, projects, standards, targets)

What has not been achieved and why?

Main priorities and performance objectives for next period Performance indicators and targets for the period

Note any issues for further action arising form the meeting

Note here any changes in the way the reviewer will support the reviewee in the next period

Agreed personal development objectives (taking into account job requirements and career aspirations)

Reviewer overall comments:

Signed: Date:

Reviewee overall comments:

Signed: Date:

Senior manager’'s comments: (optional, may be requested by reviewee)

Signed: Date:
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Benchmarking tools

Item 3 - Personal development plan (PDP) form

Name:

Department:

Date of this review:

Business:

Date next review due:

Development planner/objectives:

This should include all development activity including: formal training courses, coaching and mentoring, action learning, project
working, secondments, development centres, 360-degree feedback, E-learning and blended learning.

Development objective

How does this contribute to work objectives?
Departmental/organisational objectives?

How will the development | Due date
be achieved (eg training,
coaching, shadowing)?

Job-holder signature:

Date:

Reviewer signature:

Date:
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Benchmarking tools

Report template
Organisation: Agreed output: e.g. report and/or
presentation
Date: Date for delivery of output:
Name of primary reviewer: Interviewees: Person to whom you spoke

Introduction:

For example, how the review came about, who "sponsored’ it, etc.

Objectives/goals of the review: (success criteria)

Record here the objectives of undertaking this review.

Current position:

Record here your assessment of your organisation’s current performance management practices.

Note also the organisation’s attitude to PM and its understanding of what PM is / involves.

Goal position:

Record here the position that you would like to achieve once your recommendations have been implemented (eg to have a fully
operational PM process for all staff in the finance function).

Recommendations:

Here is where you make your recommendations to achieve the goal position stated above. These will be as narrow or broad
ranging as you feel comfortable making and as the organisation requires.

Action list:

List here the specific actions that need to be undertaken to implement the recommendations. These might range from
investigating suppliers of 360 degree feedback services; to performing an employee satisfaction survey; to developing a
competence framework, etc).

Try to make recommendations that you have a realistic chance of achieving.

Checklist to review success:

List here the success indicators that your organisation should look for to demonstrate the implementation has been a success
(eg improved performance in specific areas) and how they will be measured.

Date for review: If you believe it would be valuable to review the project,
suggest a date here
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Next Steps

ACCA services

ACCA offers a range of resources for finance
professionals and managers of finance professionals.
For more information, please visit the Employer section
of the ACCA website.

http://www.accaglobal.com/employers/approved/
services/employer_toolkits

Suggested further reading and websites

Further guidance for ACCA workplace mentors is
available from the Workplace Mentor Portal, reached
via the ACCA website.

Journal articles:

(2003), ‘Performance Management: Policy and
Practice’ IRS Employment Review, 781, 1 August,
12-19.

Incomes Data Services (2005) Performance
management, HR Studies, London: IDS.

Risher, H. (2005), ‘Getting Serious about Performance
Management’, Compensation and Benefits Review, 37/
6, November/December, 18-26.

A good starting point for generic guidance and
examples of benchmarking can be found at the sites
listed below.

The Benchmark Index — www.benchmarkindex.com/bi

Businesslink — www.businesslink.gov.uk/bdotg/action/
home

The Institute of Directors — www.iod.com

Sources

Armstrong, M. and Baron, A. (2004), Managing
Performance: Performance Management in Action
(London: Chartered Institute of Personnel and
Development).

CIPD (2004/2006) ‘Performance Management: An
Overview'. Originally issued August 2004; revised
February 2006.

‘Conducting a Performance Appraisal’, CMI| website
(Accessed May 2007) http://www.managers.org.uk/
content_1.aspx?id=3:1883&id=3:431&id=3:44

‘PMMI: Improvement through Performance
Management, Measurement and Information. Review of
Performance Improvement Models and Tools’

January 2006 (Accessed May 2007)
http://www.idea-knowledge.gov.uk/idk/aio/1551334
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