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SUPERINTENDENTS COMMITTEE AGREEMENT 
1. Agreement has been reached between the constituent bodies of the PNB Superintendents’ committee on revised Joint guidance on linking pay to PDRs and operation of performance bonus procedure. This circular replaces PNB circular 04/07 (Addendum).

2. The constituent bodies of the Superintendents’ committee have produced this guidance to ensure the 2003 pay agreement is effectively implemented by all forces and authorities, in light of concerns expressed by members of both sides of the committee about the operation of this system.

3. Any inquiries should be addressed to the Independent Secretariat at the Office of Manpower Economics ( 020 7467 7218 or to the Official Side Secretary ( 020 7296 6746 or to the Staff Side Secretary ( 0118 984 4005.  Enquiries to the Independent Secretariat relating to the interpretation of this circular should, where possible, be sent in writing.

9 March 2006

 PNB Circulars form a single numerical series.  Those which in themselves provide authority to implement an agreement carry the serial number alone, while those which are purely advisory are designated as such after the serial number.

MEMORANDUM

The agreed Joint revised guidance document on linking pay and PDRs and for the operation of the performance bonus procedure for superintendents is attached.


SUPERINTENDENTS’ PAY

REVISED PNB GUIDANCE ON LINKING PAY TO PDRs

Preamble

1.
PNB Circular 03/18 contains new pay arrangements for Superintendents and Chief Superintendents. These arrangements include progression through the pay scales and the payment of a performance related bonus on the basis of a Performance and Development Review overall rating. This revised guidance explains how this arrangement should operate. The need to produce this revised Guidance has been recognised by the Official Side and the Staff Side of PNB to ensure that the 2003 pay agreement is effectively implemented across all forces in accordance with the previous Guidance. This revised Guidance sets the jointly agreed way that the pay agreement must be implemented and draws upon the experiences of both sides following the publication of the original Guidance in April 2004 (PNB Circular 04/7). 
Introduction

2.
This guidance sets out how the pay of officers in the superintending ranks in England and Wales should be linked to their PDR rating. It applies both to progression through the superintending rank pay scales and to the payment of performance related bonuses to those who have been at the top of their scales for at least 12 months. The principles outlined in this guidance will also apply to Scotland and Northern Ireland (see paragraphs 22 and 23).

3.
The guidance therefore covers:

· PDR requirements

· Superintendent rank pay requirements including

-Action at the beginning of the reporting period

-Action during the reporting period

-Action at the end of the reporting period

· Pay action

· Roles and responsibilities

· Action if an officer is not satisfied with their PDR

· Monitoring and quality assurance

· The PDR forms

The requirements of PDR

4.
From 1 April 2004 all officers in England and Wales must have a PDR based on Home Office Circular 14/2003. This means that once a year officers must be assessed against the activities and behaviours for their roles using a 3 score rating system: Exceptional, Competent and Not yet Competent. These ratings are applied to each of the individual activities and behaviours.

Superintending ranks' pay requirements

5.
The new arrangements for the superintending ranks’ pay mean that each officer in the ranks of superintendent and chief superintendent must have an assessment from the PDR that results in an overall rating of either Exceptional, Competent or Not yet Competent. The following guidance therefore shows how an overall rating should be decided.

At the beginning of the reporting period

6.
Home Office Circular 14/2003 requires chief officers to put in place mechanisms to ensure that the quality of PDRs in England and Wales is consistent across the force. This is particularly important when pay is to be linked to this process. At the beginning of the reporting period chief officers must ensure that appropriate standards for the work of the superintending ranks are set. These standards must be clear and understood by all involved in the PDR process.

7.
HOC 14/2003 is clear that the PDR is not a one-off event and that it should be a continuous process throughout the year. The officer and their line manager should meet regularly to discuss performance and identify development opportunities. At the beginning of the reporting period it is important that officers have the opportunity to participate in the identifying and agreeing of the personal objectives upon which decisions about their pay will be based.
8.
When the PDR is opened up all officers in the superintending ranks must have:

· At least 4 work related personal objectives. These are to be decided by the line manager in consultation with the officer concerned. It is considered that four is a suitable number to enable proper assessment to take place. However if it is decided that an officer should have more than four, the line manager shall in consultation with the officer, decide at the beginning of the reporting period, which four are to be assessed for the purpose of pay. The principle of SMARTness (see below) must apply to all personal objectives that it is agreed should be used for pay purposes; that is the scope of the personal objectives must be achievable and realistic.
· The work related personal objectives must be S.M.A.R.T. That is they must be Specific, Measurable, Achievable, Realistic and Time bound. This is extremely important to ensure that there is no doubt at the end of the reporting period whether or not the objective has been achieved or exceeded and is particularly so as decisions on pay are to be based on this assessment. Objectives must be expressed clearly so that it is apparent from the outset what level of performance will constitute achievement. The objectives must be personal to the officer concerned, achievable and relevant for the individual officer to deliver in their role, and as set out in HO circular 14/2003 must be specific and contribute to the force/service strategic or local policing plans. It is essential that the work related objectives should be S.M.A.R.T based. Where a target for example relates to the incidence of a type of crime, the target must be agreed by both parties, at the beginning of the reporting year, (subject to paragraph 10 below) as being achievable and realistic.
· Activities and behaviours relevant to their role as set out in the guidance on PDR (or rank/role profile in Northern Ireland). There should be sufficient to ensure that the key elements of the role are properly reflected.

9.
These must be recorded on the PDR form

During the reporting period

10.
Progress against objectives, activities and behaviours must be regularly discussed and reviewed with the officer to ensure that a) they are still appropriate and b) decisions at the end of the year are based on proper consideration and appropriate evidence.

At the end of the reporting period

11.
At the end of the reporting period the following actions must take place:

· The officer and their line manager must discuss progress against the objectives, activities and behaviours

· The line manager will, in consultation with the officer decide individual ratings for them

· Each of the 4 objectives must be assessed as either: Exceeded, Achieved or Not Achieved

· If objectives have been properly drawn up at the beginning of the reporting period and are S.M.A.R.T then it should be clear which assessment is appropriate

· If an objective has not been achieved and the reasons for this are out of the officer's control, then this objective shall not count towards the overall rating. 

· Each activity and behaviour must be rated as either: Exceptional, Competent or Not Yet Competent

· An overall rating must then be decided based on the individual assessments and ratings as follows:

Exceptional – 

· at least 3 out of the 4 objectives must be assessed as Exceeded and if only 3 are so assessed the 4th objective must be assessed as Achieved,

· and a significant number of both the activities and behaviours must be rated as Exceptional and any that are not so rated must be rated as Competent,

· and the officer’s attendance is satisfactory. 

Competent – 

· all 4 of the objectives must be assessed as Achieved,

· and a significant number of both the activities and behaviours must be assessed as competent,

· and the officer’s attendance is satisfactory

NB line managers must ensure that objectives are S.M.A.R.T. and regularly reviewed and amended as necessary throughout the reporting period to ensure that if an objective is not achieved this assessment is fair and reasonable. It is possible that during the reporting period priorities may change and the officer has had to concentrate on another or new priority which has meant that an objective set at the beginning of the reporting period is no longer considered key. In these circumstances if an objective was not achieved, if this change has been agreed by the line manager the officer may still be assessed as Competent or Exceptional overall, if the other criteria are met.

Not yet competent– does not meet either of the Exceptional or Competent requirements above

It is recognised that in order to decide what is "a significant number" of activities and behaviours, it is not appropriate to apply a precise numerical or mathematical formula, as the number of these will vary between roles.  It is therefore important that when the subject officer and the line manager meet at the beginning of the reporting year to identify and agree the activities and behaviours appropriate for a role, care is taken to ensure that they are necessary and relevant for the role.  

· Where more than one role has been undertaken during the reporting period and more than one PDR has been drawn up, the line manager must ensure that sufficient information is available to decide the overall PDR rating for the reporting period. 

· The overall rating must be recorded on the PDR form together with the reasons for it which must be based on the requirements above i.e. “Competent as all 4 objectives have been achieved and 7 out of 8 of both the activities and behaviours have been assessed as competent”.

Pay action

12.
From 1 September 2004  (when these arrangements come into effect) a PDR must cover a period of at least 6 months to inform either an increment or bonus payment.

13.
Increment/s/bonuses will not be paid until the overall PDR rating has been decided.

14.
The overall PDR rating will inform the next increment due for the relevant reporting period. 

15.
In forces which operate to a PDR year running from 1 April – 31 March a slightly different approach will be required.  On promotion to the rank, if the first PDR due covers a period less than 6 months, i.e. where promotion to the rank occurs on or after 1 October, either one increment or a pensionable allowance equivalent to one increment will be paid from the next increment due date (on anniversary of promotion). At the next PDR review the increment or the allowance will be:

· if the overall rating is Exceptional: replaced with a double increment backdated to the date of the due increment (less the increment or allowance already paid).

· if the overall rating is Competent: if an increment, confirmed as an increment, or if an allowance replaced with one increment backdated to the date of the due increment (less the increment or allowance already paid).

· if the overall rating Not Yet Competent: stopped with effect from when this rating was given.

It should be noted that, if at the time of the due increment the officer is subject to formal UPP procedures and therefore likely to receive an overall rating of Not Yet Competent, the payment of the increment or allowance may be deferred until the PDR rating is given. 

Similar action as described in paragraph 14 will need to be taken in following years for these officers. 

16.
Where a member of staff has been absent though sickness for the whole of the reporting period they are not eligible for performance related pay. However where chief officers have decided (under Regulation 28) that an officer may receive full pay, they can also decide that in exceptional circumstances one increment may be awarded for that reporting period. In exercising this discretion chief officers will want to refer to PNB guidance on Regulation 28 contained in PNB circular 03/2.

Roles

17.
All those involved in the PDR process for the superintending ranks will follow HO circulars 14/2003 and 11/2004 in England and Wales and this guidance. In particular; 

Superintendents and chief superintendents

Will

· Contribute to discussions with their line manager on their PDR objectives, activities and behaviours.
· Be prepared to provide evidence for the assessment of their performance over the reporting year
Line managers

Will

· Ensure PDR discussions are conducted and decisions taken on time.
· Consult the jobholder on the setting and assessment of objectives, activities and behaviours and when deciding on the overall rating.
Chief officers 

Will 

· Ensure that line managers who work for them undertake their responsibilities for PDR and pay.

· Ensure that consistent standards are applied.

· As a second line manager/countersigning manager in the PDR process, agree, change or amend the rating decision as necessary NB It is only the line manager or countersigning officer who can amend the rating decision. The decision of the countersigning officer must not be “indicative only” or subject to later ratification or revision. (The action which an officer who is not satisfied with his/her PDR can take is set out at paragraph 18 below.)
Chief constables and police authorities

Will

· Ensure that the requirements for PDR and pay for the superintending ranks are followed in their force.

· Ensure that standards for the performance of superintendents and chief superintendents are clear and understood.

· Ensure that these arrangements are monitored and evaluated and action taken where necessary. 

Action if officer is not satisfied with their PDR 

18.
The officer may raise their concerns with their countersigning officer who can decide to either confirm, change or amend the line manager's decision. It is understood that any concerns raised during this process will not be taken further than the Chief Constable.  

Monitoring and quality assurance

19.
Second line managers have a responsibility to ensure that the PDR is properly drawn up and that the assessment of the manager is appropriate.

20.
It is the responsibility of the Chief Constable (or MPS equivalent) to ensure that arrangements are in place in their force to monitor the operation of this system and to take action if these requirements are not being followed. Forces must keep sufficient management information to enable monitoring to take place and to provide information to the PNB who will review the operation of these arrangements. In monitoring arrangements forces and the PNB will be aware that it is expected that across the Service as a whole, around 80% of officers would be assessed as Competent.

PDR forms

21.
The PDR forms will need to be amended for the superintending ranks to enable

· a three box rating to be entered alongside objectives,

· an additional box to be inserted between the current sections H and I in England and Wales to record the overall rating and reasons for it.  

Scotland

22.
It has been agreed that appropriate arrangements derived from this agreement will apply in Scotland, subject to discussions between the Scottish Executive, Convention of Scottish Local Authorities, ACPO (S), and the Association Scottish Police Superintendents.

Northern Ireland 

23.
It has been agreed that appropriate arrangements derived from this agreement will apply in Northern Ireland, subject to discussions between the Northern Ireland Office, Northern Ireland Policing Board, the Police Service for Northern Ireland, and the Superintendents’ Association of Northern Ireland.

Guidance and Advice

24.
Advice on this PNB guidance circular will be provided by the PNB Independent Secretary (contact details are on the front cover of this circular) who will coordinate an agreed Joint response with the Official Side Secretary and Staff Side Secretary of the PNB Superintendents Committee. 

PNB March 2006

