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Community Living supports people with disabilities to have greater choice, control and connection in
their everyday life. The organisation is driven by its purpose “Disabled people thriving as part of the
community”. As a Community Living staff member, your day-to-day work contributes towards this
purpose.

The organisation’s leaders understand that every person has needs and goals, including staff members.
Just as our support for people enables a plan to be created and goals to be achieved, the Performance
Appraisal process provides a professional framework to do this for staff.

The actions of each staff member contributes to the overall success of the organisation. The impact of
one person’s actions has a ripple effect, and it is important for time and effort to be utilised
appropriately to support the inspirational dream to become a reality.

The desired result is a skilled and competent workforce working together to translate the organisation’s
purpose into our day-to-day work.

This involves each staff member:

0 Understanding their goals for the coming year

0 Discussing their goals, along with learning and development needs, with their line manager
0 Reviewing performance against set goals throughout the year and at year’s end.

This enables the staff member to have an understanding of what performance is expected of them and
how their role impacts the people being supported and contributes to Community Living’s success.

For Specialist Support Staff (SSS) there is a competency framework included in this document which

outlines performance expectations and a process for setting goals and discussing performance on a
regular basis.
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1. Specialist Support Staff are expected to continue to show performance aligned with the pay /
qualification level you currently hold

Once a pay level has been achieved, Specialist Support Staff are expected to continue to show the
skills, knowledge and practice associated with that level. Pay level is achieved either by completing
a Health and Wellbeing (H&W) qualification or an equivalent qualification, or alternatively by
length of service (for people employed prior to 1 July 2017).

E.g. If on Level 3, whether gained by completing the Level 3 H&W
qualification, or an equivalent qualification or by the length of service for
support staff employed prior to 1 July 2017, the expectation is that support
staff have and continue to demonstrate the skills, knowledge and practice
associated with Level 3 on the Community Living Competency Framework.

Community Living has competencies for Specialist Support Staff to describe the performance
expected at each level, alongside the Health and Wellbeing qualification. These are outlined on the
following pages. For Specialist Support Staff there is a competency framework that outlines the
eight competency areas and examples of the evidence or standard needed to demonstrate
competency. There are three levels of competence for Specialist Support Staff, these are known as
Level 2, Level 3 and Level 4.

Historically

In 2012 staff and managers developed the eight competency areas and descriptors as a framework
to describe the performance expected of Specialist Support Staff. These were used in two stages,
firstly being ‘Essential’ and then secondly ‘Practitioner’.

Current Process

In 2017 the Specialist Support Staff positions became covered by the Care and Support Workers
(Pay Equity) Settlement Act 2017. Following this Community Living updated the competency
framework. The Essential stage translated to Level 2, the Practitioner stage to Level 3 and new
competencies were developed for Level 4. With each level the expectation is that Specialist Support
Staff continue to demonstrate the competencies of the previous levels, plus the current level - i.e.
if you are on Level 4 then you must show competency in Levels 2, 3 and 4.

2. Specialist Support Staff are expected to work towards achieving the next level qualification until
Level 4 has been achieved

Community Living expects Specialist Support Staff to achieve the next level of Health and
Wellbeing qualification and will support them in partnership. Completion of the next level of
Health and Wellbeing qualification is required for the next level pay progression for all Specialist
Support Staff employed after 1 July 2017.
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Coaching meetings are a time to discuss a staff member’s progress.

They involve:

e Reviewing how the staff member has been performing

e Reviewing actions required to achieve goals

e Providing feedback on what is going well, what is not, and working on solutions
e |dentifying any new learning needs or support requirements

e Amending goals if required

What happens between the annual Performance Appraisal meetings is very important. This is when
most of the coaching occurs, including regular feedback and monitoring of progress.

There should be no surprises at the annual Performance Appraisal meeting. Any performance problems
or concerns should have been tackled as they arise, and not ‘saved up’ for the meeting. Likewise,
positive feedback and encouragement should occur regularly during the period, not just at the annual
meeting.

The responsibility for making the coaching meetings work, rests equally with the manager and the staff
member.

Written notes of these formal coaching conversations are made by the manager and kept on file with a
copy given to the staff member.

Template location:
Clive > Libraries and Resources > Organisational Documentation > Coaching Conversations template

Coaching meetings are held at least twice a year. Informal feedback can occur in between these times.
The detail discussed during coaching depends on:

e The nature of the goals
e How long the staff member has been in their current position (e.g. a new staff member may find
it useful to have monthly coaching in their first three months).

Coaching is supportive and encouraging, maximising the extent to which the staff member achieves
their goals. Self-assessment is encouraged throughout the year.

Community Living supports all staff with an Employee Assistance programme provided through EAP
services. Confidential counselling services are available for work and non-work issues affecting your
wellbeing. The programme provides up to three free sessions, with occasional extra sessions as
recommended by the counsellor. To access these services, please phone 0800 327 669.

The Performance Appraisal process has been designed so that it is simple to use and transparent.
Each year goals are set to focus on performance and development, these goals are reviewed during
the year. The person completing your Performance Appraisal will be your manager. Your manager
should be the person you report to for the most hours in any given fortnight.

For Specialist Support Staff there is a competency framework that outlines the eight competency areas
and examples of the evidence or standard needed to demonstrate the competency. There are three
levels of competence - Level 2, Level 3 and Level 4. With each level the expectation is that Specialist
Support Staff continue to demonstrate the competencies of the previous levels, plus the current level -
i.e. if you are on Level 4 then you must show competency in Levels 2, 3 and 4.
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In the first year

Within three months of starting in a Specialist Support Staff role, the manager and the staff member
meet to discuss the Performance Appraisal process. The staff member is given clear goals for their first
12 months and a copy of the Performance Appraisal template and this guide. The manager and staff
member will also discuss the expectation for Specialist Support Staff to study for Health and Wellbeing
Qualifications, up to and including Level 4 (if they don’t already hold a qualification or its equivalent).
This ensures the staff member is aware of what is expected of them and what process will occur at year
end.

Close to the staff member’s anniversary date

The manager will schedule a date for the Performance Appraisal meeting. At least four weeks before
the Performance Appraisal meeting, the manager will ensure the staff member has a copy of the
Performance Appraisal template, in a format they are able to access and use.

Template location:
Clive > Libraries and Resources > Organisational Documentation > SSS Performance Appraisal
Coaching and Feedback > Performance Appraisal Form for Specialist Support Staff June 2019

The staff member adds their comments and sends the form back to their manager at least two weeks
before the Performance Appraisal meeting.

The actual annual Performance Appraisal meeting will review achievements and development over the
previous 12 months and will cover at least the following areas:

1. Progress towards achievement of Health and Wellbeing Qualifications
2. Performance against competencies for Levels 2, 3 and 4
3. Individual goals

The meeting will also plan goals for the coming year, along with identifying specific learning and
development needs.

After the meeting the Performance Appraisal document is written up within one month, by the manager
with their overall comments and signature. It is given to the staff member to sign and then a copy made
for the staff member with the original held on the staff member’s personal file.

All Specialist Support Staff who are contracted for 20 hours or more per fortnight:

- Will receive at least two formal coaching conversations per year
- Plus an annual Performance Appraisal.

If you are contracted for less than 20 hours per fortnight:

- Will receive at least two formal coaching conversations a year
- Plus a Performance Appraisal is in addition and will be completed if either the manager or
the staff member requests it.

September 2022 5



Goals for the next year
The goals for the next year can be set as part of the Performance Appraisal meeting or can be set at a
separate time soon after the Performance Appraisal.

Sometimes goals may need to be updated, changed or replaced during the year so will need to be
amended. Best practice is to record these changes in the Performance Appraisal document with
signatures and dates of both parties.

Staff members and managers will find it very useful to keep a record of information about progress of
competencies and goals during the year, rather than trying to recall them before the Performance
Appraisal meeting.

What examples should be kept?
e Informal or formal feedback (e.g. e-mail messages, thank you notes, etc.)
e Any feedback on progress from peers or clients
e [ssues which may have affected ability to meet the goals or competency level

Why note down achievements and issues?
e To keep information and examples that demonstrate achievement of goals and competencies
as they occur
e To identify the gap between actual and planned results — note actions taken to get back on
target

Staff members are encouraged to keep copies in a folder, diary, online or in your email inbox. Bring this
information along to the coaching meetings and to the annual Performance Appraisal meeting.

All Specialist Support Staff are encouraged to gain Health and Wellbeing Qualifications. These are
available at Levels 2, 3 and 4. Progression up the pay scale is dependent on achievement of each Level
of the Health and Wellbeing Qualification. Note length of service with Community Living can be used to
progress, only if employed by Community Living prior to 1 July 2017).

In CLIVE, under Libraries and Resources, you can find the Careerforce Button. Here is all the detail about
the Unit Standards of the Health and Wellbeing Qualifications offered through Careerforce.

Coaching conversations during the year and the annual Performance Appraisal meeting are an
opportunity to review how your study is going and what support your manager can provide to assist
completion of the qualification. On the next page is a list of the unit standards that Community Living
has chosen to fulfil the Health and Wellbeing qualification requirements.
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e Collect and store examples to demonstrate performance and achievement of goals as they
happen throughout the year

e Complete the Performance Appraisal Template document including:

0 Adding comments and examples to the template
0 Taking a copy of the document to keep as a personal record
O Returning this to their manager on time (two weeks before meeting date)

e Be proactive regarding your Performance Appraisal - if you have not received notification of
the date of meeting by your anniversary date, you are encouraged to request a meeting date
from your manager by email

e |If you do not receive a meeting date, you are encouraged to contact your manager’s
manager

e Prepare for the Performance Appraisal meeting by refreshing yourself about the comments
you have written and be ready to discuss each area and your comments

e Plan for and conduct at least two Coaching sessions with each staff member throughout the
year

e Schedule the date, time and venue of the Performance Appraisal meeting to be within four
weeks of anniversary date (either side)

e Ensure the staff member receives the form at least four weeks prior to the meeting

e Coach about the purpose and the process of the meeting

e Prepare for the Performance Appraisal meeting and bring draft comments on the form to
the meeting, together with any examples to support comments

e Manager finishes writing/typing the form within two weeks of the meeting and arranges for
signatures, copies and filing

o |f staff member has not completed their parts then meeting can go ahead with only the
manager comments

e Ifthe manager has changed during the year then the current manager does the Performance
Appraisal, using whatever material is available from the previous manager plus coaching
notes, review of iplanit entries, etc. In these circumstances a Performance Appraisal meeting
can be delayed by a maximum of two months

e If the staff member refuses to sign the Performance Appraisal form then discuss reason/s
with them and if unable to resolve, involve 1-up manager to assist to a solution

e Managers have as part of the measures of their own performance (a key performance
indicator -KPI) that their staff have an annual Performance Appraisal and additionally at least
two documented Coaching Conversations per year
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If the manager and staff member cannot agree about the view of performance during an Appraisal
meeting, use the following process:

e Discuss further to clarify the specific source of disagreement and identify ways to resolve.

e Invite an agreed third party to facilitate/mediate, if appropriate.

If there is still no agreement:

e The manager must complete the Performance Appraisal document and the staff member
has the right to note if they disagree

e Send both the Performance Appraisal document and areas of disagreement to the 1-up
Manager for review

e The 1-up manager, the manager and the staff member to meet together to assist the 1-up
manager to understand the issue/s of concern and come to a final decision

e Action any decisions

e Place all papers, including those recording any areas of disagreement by the staff member,
on the staff member’s personal file.

The Performance Appraisal process is separate to a disciplinary process.

Any performance problems that may result in disciplinary action need to be actioned in a timely
manner as soon as they arise. Performance problems must be addressed prior to the Performance
Appraisal. They should only feature in this discussion if both parties are already aware prior.
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PERFORMANCE APPRAISAL PROCESS

Manager sets date, time and venue for
Performance Appraisal meeting

v

At least one month before staff
member’s anniversary.

Responsibility: Manager

Manager provides the staff member with the
Performance Appraisal template document.

'

The staff member gives Performance Appraisal
document with their comments back to manager.

Two weeks from the date of receiving
the Performance Appraisal template

Responsibility: Staff member has two
weeks to complete.

v

Manager prepares for Performance Appraisal
meeting by drafting their comments.

L

Two weeks from the date of
receiving completed document
back from the staff member.

Responsibility: Manager

The Performance Appraisal meeting is conducted
on or close to the staff member’s anniversary
date. Both manager and staff member can bring

any relevant materials / examples to the meeting.

v

Manager writes / types up Performance Appraisal
then meets with the staff member to sign-off
completed Performance Appraisal document and
gives the staff member a copy of their completed
Performance Appraisal.

Within two weeks of the Performance
Appraisal meeting.

Responsibility: Manager

v

The signed original of the Performance Appraisal
is sent to Organisational Capability &
Development Team (OCD) for filing on
the staff member’s file.

To be sent to OCD within one week of
Performance Appraisal sign-off.

Responsibility: Manager
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The Performance Appraisal process involves completing a plan that documents progress against key
competencies and goals that support your work and Community Living’s strategic goals. It is
important to focus on not only what is to be achieved but also how it will be achieved over the
assessment period.

Goals should be S.M.A.R.T, so that they set out clear and unambiguous expectations that allow both
the staff member and manager to know what is to be achieved.

S.M.A.R.T. is an anagram to help you remember the key elements:

= SPECIFIC: Avoid unclear or vague wording. Aim for goal rather than subjective measures and
keep them simple. Where subjectivity cannot be avoided, manage this in a fair and unbiased
way. Incorporate both timeliness and specifics such as numerical quantity, quality (e.g.
meeting a specific person’s requirements), matching customer needs.

= MEASURABLE: Identify and agree ways to measure whether the goal has been met or not
and/or what progress has been made.

= ACHIEVABLE: Focus on achievements that are within the control of the staff member and
directly related to the work they perform.

Make the goals challenging, requiring sustained application of effort over a period of time,
and encouraging the staff member to stretch a bit but without being unrealistic.

Identify what support the staff member needs (e.g. training, mentoring, job relief), and
include in the document and list any constraints.

= REALISTIC: Goals should be challenging and provide growth opportunities for the staff
member. They should push/ stretch the skills and knowledge of the staff member, but not
break them.

Consideration should also be given to whether the staff member needs additional support
to help them achieve the goals.

= TIME BOUND: Include progress or completion date(s). Where the completion date is
outside the Performance Appraisal period, establish timeframes for key milestones.
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Try not to underestimate the time it will take to achieve a goal.

A goal may need to be broken into two to three steps. If this is the case then it may be useful to
develop a separate plan that lists the key tasks needed and estimate the time to complete each
step. Use this plan to assist monitoring progress towards completing the goal.

Complete quarterly reviews of Sections W, X, Y and Z in iplanit
Keep iplanit up to date for at least two people you support before your next
performance appraisal (approximately 12 months’ time).

Represent the team for 12 months as H&S delegate, bringing
issues and concerns to regular delegate meetings and reporting
back, at the following team meeting.

Be the Health & Safety
(H&S) delegate this year

Organise an ABC meeting to occur before Easter, depending on
the availability of staffing, according to meeting guidelines to

Set up the ABC meeting achieve outcome ‘H’ and to the satisfaction of your manager.
The plan for the meeting to be ready for approval by your
manager at least two months before Easter.

A person being supported would like to have a holiday with at
Take a person being least one overnight stay this year. Develop a plan to accompany
supported on holiday the person on a holiday that shows excellent management of
money, risk, safety and relationships.

Support a person to achieve their outcome of improved health
Support a person to by X date, by preparation of an appropriate plan with steps that
improve health cover equipment, H&S, community access, natural supports, diet
and nutrition.

Support a person to run the Taupo marathon on 12 August by
developing a weekly training plan including advice and support
on nutrition, equipment, budget, accommodation and transport.

Support a person to run a
marathon
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RESOURCES FOR MANAGERS

The below listed resources can be found on the following pages:

1. Hints and Tips for managers for the annual Performance Appraisal

2. Areas to cover in the Performance Appraisal conversation
3. Feedback
4. GROW model

5. Organisational Plan 2021 - 2025
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For the Annual Performance Appraisal Meeting

These meetings:
e Provide an opportunity for the staff member and manager to review achievements and
development during the year
e Plan for the year ahead.

A successful meeting needs:

1. A safe environment
People’s roles (and their performance of them) are important to their sense of self-worth.
The possibility of criticism can be threatening and lead to defensiveness. Create a safe
environment for the meeting, encouraging honest discussion of performance in a positive,
problem-solving way, rather than in a critical, blaming style.

To create a safe environment:
0 Organise date, time and place for the appraisal meeting at least four weeks in
advance, to allow adequate preparation
Have a comfortable environment
Prevent interruptions (e.g. phone, visitors)
Focus on behaviour or performance, not personality
Allow enough time for the meeting. Allow more time than you think rather than cram
or cut the time short.

O O 0O

2. A fair approach
Start with the assumption that people are keen to do the best they can. It is unproductive to
blame performance problems on ‘poor motivation’.

Consider other reasons, such as:
0 Do you both have the same understanding of what is to be achieved and how?
O Are/were the required resources available?
0 Can/did other staff (including yourself) give appropriate support?
0 Did the staff member receive appropriate training or coaching?

Look at ways the staff member can develop in a more satisfying direction.

There may be personal issues contributing to low energy or interest in the role. Explore this
possibility sensitively and refer the staff member for professional help e.g. EAP, where
appropriate. Encourage the staff member to resolve or manage the issue.

3. Thorough preparation
O Review notes, emails and other data that will help you develop a full picture of the
staff member’s performance from the previous year
0 Draft comments, looking for clarity and balance
0 Make a note of concrete examples to support your comments regarding the staff
member’s performance
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Anticipate your staff member’s reaction and think through your responses,
particularly in cases where you will be delivering difficult messages

Prepare a checklist of the important points to discuss

Take all relevant supporting documents to the meeting e.g. coaching notes and/or
any examples on performance.

4. Careful listening

0]

O O oo

o

(0]

Be an active listener

Allow each other time to think about questions or reflect on any comments.

Listen with an open mind to suggestions and comments

Check for understanding

If you lose the thread of the conversation or don’t understand what is being said, say
o)

Ask open questions when you want more information on an issue

Look for non-verbal signs that suggest unspoken concerns.

5. Shared outcomes

o
o

Both participants in the meeting are responsible for its success
The aim is for both to feel they have contributed and gained value from the meeting.

6. Equitable outcomes

0]

(0]

Challenge any ‘halo’ effect. This is where someone may be good at one part of their
job and therefore it is assumed they are good at all of it. Also look for the reverse, if
poor at one aspect then do not assume poor at all of it

Be aware of differences in the way in which men and women, people of different
cultures, younger and older people approach the appraisal process. Some people are
less confident than others. This should not affect how they are assessed.

Difficult Meetings

Think ahead about dealing constructively with difficult issues. You can prepare by making notes
considering different outcomes, discussion of any concerns with your manager, and/or seek advice
from Organisational Capability & Development Team (OCD).

If a Performance Appraisal meeting unexpectedly becomes difficult, you can agree to adjourn and
resume the meeting at a later date. Make sure you agree to a new date before the meeting adjourns
that allows a break but does not delay too long (postpone by a few days rather than weeks). This
can give both parties a chance to consider matters more objectively.
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Feedback is

Encouragement for the person to learn, develop or
change their behaviour

Intended to help

A description of observed behaviours and impacts
Used to reinforce positive behaviour

A critical part of managing people

Benefits of feedback

Positive feedback reinforces behaviours when it is
timely, specific and frequent

Increases an employee’s self-awareness

Changes and/or improves behaviour

Feedback is not

A one-way monologue

Necessarily negative

An opportunity for personal attack

Used to control or manipulate
Representative of only one point of view
A judgment

Redirects behaviour or points out a more
effective way of working/path of action
Increases employee engagement
Enhances performance

Aids new ways of working
Encourages constant learning
Improves retention

Stops 'mountains being made out of
molehills'

Ensures employees are aware of how their
behaviour or actions impact others

The conversation around performance

All conversations around performance should be constructive. This can be achieved by preparing a core
message to help the employee focus on the most critical aspects or their performance. A core message
consists of two or three points that sum up a manager’s assessment of the employee’s performance over
the year and provides the employee with a focus going forward.

It is based on the future organisation needs and the staff member’s:
Demonstrated strengths Interests and competencies
Fundamental performance issues Development needs

As managers develop the core message, they should think through how the employee will react to the
overall feedback and consider the potential areas of agreement and disagreement.

Managers should prepare for the feedback conversation using the following outline:
Gather information and facts for an Describe the behaviour /actions and their impact (using
objective view of the situation examples)
Be specific Anticipate responses
Consider the ‘current state’ and the Adapt their communication style if necessary and think
‘preferred state’ of performance about the language, words and tone that will be used.

Things to note during performance feedback conversations

Be mindful of your body language - it is nearly 60% of all communication

Be mindful of the tone and pace of your voice

Ensure you LISTEN - active listening is not an easy skill. It involves being attentive through the whole
conversation, asking questions when you are not sure of something being said

Ask questions to clarify your understanding. Open questions using 'What' and 'How' are great ones to
get people to reflect on their behaviour and actions

Make sure that you both agree on the way forward — buy-in is essential for a change in behaviour.
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G.R.0.W MODEL

Using the GROW model for giving feedback enables the manager to
have a structured feedback conversation and deliver a meaningful result

GOAL »> OPTIONS >
Objective of session What is possible?
Outline the objective for Enter into a discussion Ask the employee to Summarise the feedback
the conversation. around the current reflect on what they have conversation, commit to
Examples could be: reality: learned and what they the desired change and
To give feedback on a Identify what was could have done better.  the steps to achieve it.
job done well done
To help the employee Describe what was Cover a range of options  Ask the employee if they
identify what or observed. and invite suggestions. need help and support.
where they could
improve. The key is to be SPECIFIC
and offer feedback with Typical questions used to Ensure that you
In doing this, it is useful ~examples. establish options are: understand what the

to ask questions like: What else could you individual’s definition of

How will you know do? support is - it could be
that you have What if this or that different from yours.
achieved that goal? constraint were

removed?

How will you know Where applicable,

that the problem is What are the benefits provide encouragement
and downsides of

solved? . to the employee to keep
each option?
up the good work.
Tips for conversations Good feedback statements and questions
Use 'l' or 'we' statements Tell me how you think it went?
Use 'could' not 'should' What did you notice about.....?
Use 'and' instead of 'but' How does that affect ......?
Use 'l will' instead of 'I'll try' What is one thing that you could do differently?

Managing negative responses to feedback

Giving feedback can be an emotionally charged situation. Consider using the following remedies to deal
with employees if they react negatively to feedback:

Stop - take a break. Come back later and focus on the problem not the person

Listen and reflect back what you are hearing to clarify your understanding (e.g. ‘you are telling me...")
Restate your observations - try using different language (e.g., ‘what | observed was..., ‘The impact that
behaviour had on me was...")

Try using examples or stories to illustrate feedback

Review your state of mind - are you defensive or have you pre-judged the situation?
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COMMUNITY LIVING - ORGANISATIONAL PLAN (2021 - 2025)
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