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This guide is designed to help our valued staff 
have great conversations about talent and 
potential, so that we have the right people in the 
right roles, at the right time and can offer the right 
opportunities and support. 
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What is Values Based Appraisal? 

Cardiff & Vale UHB is a values-based organisation and as such has developed staff appraisal 
and support around these values, recognising the importance of the behaviour of staff 
demonstrating the values that have been set. 

Our staff are our most important asset, and as an organisation we want to develop and 
nurture you to have the skills and confidence to live up to our values every day. 

Supporting and encouraging our staff to also explore their career potential is important to 
allow us to develop a workforce that is sustainable and fit for the future as the way we deliver 
care develops and changes. 

It’s all about the right people, in the right roles, with the right values. 

Values Based Appraisal (Appraisal) is for everyone and is a focussed conversation around 
development and recordable outcomes for staff. Your appraisal should cover the 
development you need, the value you bring, and the position(s) that best suit your skills now 
and into the future. 

Conversations about values, behaviours and performance are an important means of 
communication and should happen at every meeting between managers and staff. The annual 
Appraisal is designed to reflect on progress over a longer period and map out the future.  
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Why should I take part? 

Appraisals are there to make your work life better. Without a clear 
understanding of what you are expected to achieve and where you 
fit into your team and the whole organisation, you will not know if 
you are doing a good job or doing it in the right way.  

The key to a successful Appraisal is when you are able to have open 
and constructive conversation with your manager to discuss; where 
you are now, where you want to be, and how to be supported to get 
there. 

Values-Based Appraisal is one part of Cardiff & Vale’s Succession 
Planning Strategy and as such links directly to the organisations 
vision and strategic objectives.  

The outcome will be work related objectives that are set for the 
period of one year and reviewed during your regular one to one 
meetings.  The process seeks to ensure that all staff uphold the 
Cardiff & Vale UHB values by working and behaving in a way that 
reflects the values. 

The best practice principles are: 

 We will agree and understand what’s expected of us in terms of what we should be doing and how we should be doing it 

 We will all receive constructive and timely feedback on how we have done 

 We will all ensure that we actively seek to develop and improve what we are doing for the benefit of patients.  
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Key principles 

Cardiff & Vale UHB is committed to the personal and professional 
development of all staff. Making sure that you receive a Values Based 
Appraisal annually and regular one to one’s in-between is a vital part of this. 
Taking part in the Appraisal process is compulsory and will normally be 
conducted between you and your line manager. 

The formal Appraisal is not ‘in addition’ to management responsibilities – it is 
a fundamental part of every manager’s responsibility and every staff member 
is entitled to an annual review. Appraisal is part of ‘how we do things around 
here’ with everyone taking personal responsibility for the success of the 
organisation as a whole, not just individual jobs or areas. 

Appraisal outcomes will be recorded on ESR to allow any development to be 
incorporated in the Cardiff & Vale UHB Organisational Development and 
Training Plan.  The Appraisal is one stage of the Cardiff and Vale UHB Talent 
Management and Succession planning process.  There will be equity of access 
to agreed learning and development regardless of grade, full or part time 
status, gender, ethnicity, disability and age. 

Having a valid appraisal and confirmation that you are meeting your 
objectives recorded on ESR are some of the requirements for Pay Progression 
within NHS Wales. 
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What to Expect 

The appraisal is an important first step in discussing your potential with 
your manager; it will guide your conversation about your continuing 
career journey. 

There shouldn’t be anything discussed in an appraisal that you weren’t 
expecting and you will have a chance to discuss how to make any 
changes that are needed. 

Spend some time preparing in advance so that you come away from it 
with a clear sense of direction and the support that you need from your 
manager.  Your manager will also prepare for the meeting. 

Here are the steps: 

 



7 

 

Cardiff & Vale UHB Values & Behaviours Framework 
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Where are you right now? 

Preparing for my Appraisal 

Before the meeting 

We all need to feel that we are listened to, understood and valued in our roles to achieve our maximum potential. Whether you are a key 
contributor, someone who needs support to be able to reach your potential or someone exceeding expectations who is ready for a change, 
Values Based Appraisal is about considering everyone as an individual and the development that is right for them.  We want you to feel 
rewarded and able to do a good job within the NHS.  The following preparation is best practice and will enable both you and your manager to 
get the most out of your conversation. 

1) Complete the self-assessment tool and print out the results page.  Your self-assessment will help you get an idea of where you are now. 
Consider what it tells you and what you would like to change. (Further details can be found on Page 9 of this document) 

2) Complete the Values Based Appraisal document and return it to your line manager at least one week before the appraisal meeting. 

3) Seek feedback from a range of people you work with about how they see you and how what you do and say impacts them.  People you might 
ask could include your team, patients, or other people you have contact with in work. (Further details can be found on Page 11 of this 
document).  This feedback can also be used for your clinical revalidation. 

4) Read through these guidelines and think about examples of your work that you can discuss.  It might be a good idea to write these down. 

5) Find and bring any other documentation that may be useful; previous objectives, KSF outline, job description and person specification.  Ask 
your manager if you haven’t got copies. 

Sitting down with your manager and using your self-assessment and the feedback you have gathered to focus your conversation is an important 
step in a continuing journey to discover and maximise your potential.  It’s worth taking the time to prepare for the conversation so that you 
come away with a clear sense of direction and your manager is able to give you the right support over time.  
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Employee Self-Assessment Tool 

This is a simple tool that will allow you to consider the questions that 
might be discussed during your Appraisal.  If you are not able to access 
or complete this electronically, contact LED@wales.nhs.uk who can 
arrange support for you. 

You should consider each statement in the self-assessment in relation to 
how you feel and how you are currently acting in work.  Answer as 
honestly and objectively as possible – consider how you really feel and 
act now rather than how you would like to. 

The self-assessment explores how you are feeling against eight areas; 

 Desire or ambition 

 Current performance. 

 Readiness to develop 

 Skills into practice 

 Teamwork. 

 Relationship building.  

 Drive to change. 

 Self-belief  

mailto:LED@wales.nhs.uk
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Employee Self-Assessment Tool (continued) 

This self-assessment can be used at any time but the results should be the 
starting point for your conversation with your manager during your Values 
Based Appraisal (Appraisal).  You should print out the results page and take it 
with you to your appraisal.  You may also want to use it to ask for feedback 
from your team or other people. 

There are no right or wrong scores, this is just a starting point for a 
conversation with your manager about how they can support you to get to 
where you want and need to be. 

If you are particularly low in one or more area you will want to discuss this.  
You may be new to the role or post, comfortable about not making a change, 
not quite getting the support you need, or it may be that the role isn't quite 
right for you. 

 

Scoring above the yellow line in all areas could show that you need to discuss where 
you go next and how to get there, whether that's to excel further in your current field 
or move on to a new chapter. 

In either case, you and your manager will talk about what you can do together to make 
your role work better for you. 
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Getting Feedback from others 

Getting feedback isn’t always easy but it is worthwhile.  Clearly, the thought of requesting feedback on your work can be scary. After all, 
constructive criticism can be hard to accept, especially when you’ve done your best. Just remember, good feedback is what will help you 
improve your performance and enhance your skills.  

 Ask colleagues 

Asking colleagues for feedback means you get a wider picture of yourself – not just what your manager sees. Asking each person for constructive 
criticism on specific things will allow you to form a good overview of your behaviours and performance. Be brave and don’t just ask those who 
you know will say nice things. Compare your self-assessment with their comments. 

 Ask straight away 

It’s good to speak to people about your work while it’s still fresh in their minds, not just when your appraisal is due. That way, they’ll be in a 
better position to remember what you’re talking about without having to go back and review it again. The easier you make it for them to help 
you, the more useful the feedback will be. 

 Consider what’s been said 

Think about the feedback you’ve received and ask yourself if there is any truth in it. Even if you were amazing, you will want to think about how 
you can repeat that.  While it’s great to receive positive feedback, you’re more likely to learn from feedback that shows you where you can 
improve. Concentrate on the message, not the way it’s being said or who’s saying it. Some people have a more tactful way of expressing 
themselves than others, but they’re not the only ones with useful feedback. Always thank the person and say you’ll take his or her feedback 
under consideration. 

 Take what you need to your appraisal 

The more feedback you get, the more useful it will be. Start with one or two people and get more as you gain confidence. Your manager will be 
eager to hear about how you’ve used your feedback to improve through the year.  Even if it’s negative, they are there to support you and help 
you discover how to improve.  Ask them for help during the discussion.  
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Career Conversation Framework 

This is a great chance to share with your manager your thoughts about the difference 
you’re making now, what you do best, what’s holding you back, where you want to be 
and what can help you get there. 

As you talk about where you are now, the self-assessment results, your feedback from 
colleagues and examples you write down will help to evidence this support that 
conversation. You will be using the Career Conversation Framework to bring that 
information together. There are no right or wrong places to be, the most important 
thing is the quality of the conversation and the insights that you gain. 

Your manager will be coming to the conversation with information they have gained 
from discussing expectations and performance of all staff at your level with their peers. 

This framework is designed to enable a conversation about your role in the NHS and 
plot your position and direction.  You will begin by answering the first question… 

 Where are you right now? 

 Where do you need to be? 

 What will it take to get there? 

During your Appraisal you and your manager will decide together where you’re placed on the framework by agreeing a score on the horizontal 
scale for performance (towards better results) and the vertical scale for behaviour (towards better ways of working). 

We all naturally move around on this framework during our careers. Many of the staff in our organisation will find themselves at the centre 
meeting performance outcomes using the right values and behaviours.  When you start to move away from the centre, it may mean you need a 
new challenge or you’re ready for a new stage in your career. See Page 16 for further details.  
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Using evidence to rate your values and behaviours / performance 

You will need to use the Cardiff and Vale Values and Behaviours 
framework for this section (see page 7 of this document). Consider how 
you act both on a day-to-day basis and when under stress. Your feedback 
will have given you some information to use and your manager will help by 
sharing their observations.  Be prepared to discuss examples of how you 
used the values to meet your objectives.  

As part of your appraisal you will be asked to complete a number of 
questions.  The answers you record will help you to discuss and show what 
you’ve done to your manager.  

As you write and talk about where you are now, there are a number of 
different things that can help you evidence your values and behaviours / 
performance; 

 Your answers to the questions below 

 Feedback from others 

 your self-assessment results 

 Reviewing previous objectives and how you completed them 

 Looking at your KSF outline, job description and person specification and checking what you do. 

 Examples of projects or work you may have completed.   
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Using evidence to rate your values and behaviours / performance (continued) 

Not all the questions will be relevant to you and your manager might want to change them or add more to make them more suitable for you.  
You don’t have to answer everything but the more information you include, the better the discussion will be. As you answer the questions 
consider how you would rate yourself using the scale on page 15 - this will help you find your position on the Career Conversation Framework. 

 What do you consider to be the most important aspects of your present job? 

 What do you believe you have accomplished in the past year? 

 How do you feel about your performance & behaviours over the last 12 months?  

 What do other people say about you, your performance, and your behaviour, what you bring? 

 What motivates you and makes you feel valued at work? 

 What do you find most interesting in your job? 

 How do you motivate or pass your expertise on to others? 

 What have you done to motivate your team / colleagues / networks? 

 What do you consider your strengths to be?  How do you use them in your work? 

 What gets in the way of you doing a good job? 

 What, in your opinion, have been the real difficulties you have had to overcome in the past year? 

 What changes should be made so that you can achieve your objectives in the year ahead? 

 What ambitions do you have for the future? What do you see as your next move? Or are you happy what you are doing? 

 How do you feel about your development so far? Do you wish to develop further? 

 What do you suggest you need to learn or have experience of in the year ahead? 
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How to rate your values and behaviours / performance 

Rating Values and behaviours Performance 

Partially meets 
expectations 

You can show evidence that you sometimes use the 
values and behaviours in your work but there are times, 
such when you are stressed, when you sometimes 
behave in ways that aren’t ideal.  Discuss what that 
looks like and what support you need to develop. 

You can show evidence that you’ve met some, but not all of 
the objectives, tasks or responsibilities you’ve been set.  If you 
have not completed your objectives you can talk about how 
that happened – has the direction of your work changed or 
were you having difficulty? 

Meets 
expectations 

You can give clear evidence of how you are using the 
values and behaviours in your work to meet your 
objectives.  You’re able to deliver tasks using the best 
practice behaviours with little, if any support. You are 
recognised among your colleagues as someone who 
demonstrates the values and behaviours of the 
organisation. 

You can give clear evidence of how you are meeting the 
objectives, tasks and responsibilities set for your role — for 
example, completing a project or providing a service. You’re 
able to deliver tasks and meet objectives and responsibilities 
with little, if any supervision. You are recognised among your 
colleagues as a reliable person who will get things done. 

Exceeds 
Expectations 

You can give clear evidence of how you are modelling 
the organisational values and behaviours and going 
further, working with others, and spreading the 
behaviours. You only need to be given the vision or 
expectations of what needs to be achieved, and you do 
the rest. You’re one of the high-impact people that 
others go to when they need something achieved with 
creative flare and added value. 

You can give clear evidence of how you are not only meeting 
the objectives, tasks and responsibilities set for your role, but 
going further, achieving more and adding your own individual 
touch. You only need to be given the vision or expectations of 
what needs to be achieved, and you do the rest. You’re one of 
the high-impact people that others go to when they need 
something achieved with creative flare and added value. 
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Finding your place on the Career Conversation Framework 

 

“There are no right or wrong 
places to be – the most 
important thing is the quality 
of the conversation, in helping 
you understand and maximise 
your potential.” 
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Documenting and Following Up 

Following your Appraisal, your manager will record the outcome on ESR based on your ratings for behaviours and performance and the outcome 
of your discussions. This information focuses on developing you, whether maintaining your development to continue doing the good job you are 
currently doing, addressing specific development needs identified within your current role, or tapping into potential strengths and talents to 
prepare you for your next role. 

Purple:  
Staff who fall into the purple areas should be exposed to leadership development 
opportunities to reach their next goal / potential.  You may be offered additional 
projects or stretch goals to allow a greater challenge and will need to consider your 
specific development gaps to allow further progression. 

Blue:  
Staff who fall into the blue areas are doing a good job and have potential to do more. 
They may be clearly meeting both behaviour and performance and behaviour 
objectives or be focussing too much on one or the other.  Either way, it’s important to 
remember without you the NHS would not continue to deliver and remind you how to 
turn your energy into great results. 

Green:  
For staff in green areas, it’s about acknowledging that you need targeted development 
to reach your potential in your current role, whether you are new to post and need 
development or you just need support to utilise your skills and reach your potential 

Disagree 

If you and your manager aren’t able to agree about how well you have met your objectives and your place on the framework, you will want to 
discuss why your expectations aren’t the same.  What did your feedback tell you?  Is your manager expecting something that you didn’t know 
about?  If you really can’t reach an agreement you can ask their manager for a further review and final decision.   
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Where do you need to be? 

Setting future objectives 

Once you have agreed where you are right now, you are now ready to plan for the next 12 months.  Your objectives should clearly set out what 
is to be done, and how well. You should be clear how you will know if you are doing a good job.   

You may need to develop your objectives completely from scratch or you may want to use 
previous ones as a starting point. 

You will also discuss what support you need to meet those objectives and agree all of this in 
your development action plan (see page 21 of this booklet). 

The framework is a map to plot your position and direction.  You are now considering the 
second question… 

 Where are you right now? 

 Where do you need to be? 

 What will it take to get there? 

 

Now you will need to discuss where you want and need to be in 12 months time. Both you 
and your manager will need to be comfortable with your plans.  Where on the grid would you like (or need) to be? When do you need to get 
there?  How often are you and your manager going to meet to discuss your progress??   

Setting future objectives at this point will make sure the expectations of both you and your manager for the coming year are clear and provide 
the basis for next year’s appraisal. 

It is important for you to understand how your personal objectives fit into your team objectives, departmental objectives and the overall 
organisational objectives.  Your manager will have information about these if you don’t.  
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How to set your own objectives 

Your objectives should reflect, in a way you can measure, the results expected, not just the actions to be performed.  This will be the same 
whether your work is routine or different every day.  When you’re writing objectives with your manager, consider how you will know if you have 
achieved them, and how will you know if you have done a good job?   

Your objectives need to say exactly what you are expected to do and by when.  Then you can consider what knowledge you need to complete 
them.  A good work objective has two parts: a verb, indicating what is to be done, and a standard, indicating how well. 

Checklist for objectives – do you know; 

 What is expected 

 What it will look like if it is complete 

 When it should be complete 

 What the end results should be 

 If you have the skills to do it well 

 How you will know if you have done it well 

One of the main goals of writing objectives for people is to motivate them to succeed. 
Objectives that include outcomes that you can't directly influence or change will have the 
opposite effect. Aim for objectives that will challenge you in a reasonable way.  
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Linking your objectives to others 

Every one of us contributes to the outcomes of the overall 
organisation.  It is important you understand how your personal 
objectives support the organisation to reach its goals. 

To help us give the best possible care and services, whatever our 
role, it is important that we understand what is expected of us, 
how our contribution helps the organisation achieve its aims and 
that we are rewarded for doing the right things well. 

Speak to your manager about how you support them with their 
objectives and the team objectives / department, etc so that you 
can see the importance of your place in the organisation. 

   

http://www.cardiffandvaleuhb.wales.nhs.uk/sitesplus/documents/1143/10 - UHB Shaping Our Future Wellbeing Strategy Final.pdf
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What will it take to get there? 

Development and training 

You are now at the final of the three questions; 

 Where are you right now? 

 Where do you need to be? 

 What will it take to get there? 
 

When you consider what it will take to allow you to meet your new objectives, you can gain support, learning and development in a number of 
ways; 

 70% job-related experiences 

 20% interactions with others 

 10% formal educational events 
 

Job related Experiences 
Hands-on experience is the most beneficial for staff because it enables them to discover and refine their job-related skills, make decisions, 
address challenges and interact with influential people such as managers and mentors within work settings. They also learn from their mistakes 
and receive immediate feedback on their performance.  You might want to consider new projects or stretch goals to learn more in this way. 
 
Learning from others 
This includes a variety of activities such as social learning, coaching, mentoring, collaborative learning and other methods of interaction with 
peers. Encouragement and feedback are prime benefits of this valuable learning approach. 
 
Formal Training 
Skills development programmes are available.  If you require access to these documents from home or do not have access to a computer please 
contact the LED Department for more information LED@wales.nhs.uk or Telephone: 02921 847834.   
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How to complete the Development Action Plan 

When you have considered what support you need to meet your objectives you can start to complete the Development Action Plan which will 
record the support, learning and development you need to be able to do your job well.  Each development opportunity should be clearly linked 
with a specific objective. Your Manager will be able to direct you towards some suggestions, but you have to take personal responsibility to 
develop to meet both your objectives and any future plans.  Your personal development will be very personal to you but some options might 
include; 

 

Further information about both classroom training and other development opportunities can be found on the LED website.  

Green

Clear objectives

Regular meetings

Targetted support and development

Skills development

Opportunities to learn from others

Blue

Additional projects

New challenges in their current workplace

Training others

Targeted skills development modules

Shadowing

Becoming a mentor or Workplace Coach

Purple

Stretch goals 

Additional projects

Specific development gaps

Leadership development

One to one Coaching / Mentoring

Shadowing
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Recording on ESR 

There are some core pieces of information that your manager must record on ESR. 

1) Date of your Appraisal 

2) Placement of the Career Conversation Matrix 

3) Development Action Plan 

4) Pay progression 

The Pay Progression policy applies to all members of staff on NHS Terms and Conditions of Service must be used in conjunction with local 
Appraisal policies and principles. Your pay step submissions will only take place after two, three or five years depending on your pay band. Your 
appraisals will continue to take place annually.  As part of your Appraisal documentation, you will have included on the front page the next date 
that you are due a pay step.  If this date is within 12 weeks of your Appraisal, your manager will be able to include this discussion in your 
appraisal meeting. 

If not, you will have to have another Pay Progression discussion closer to your Pay Step date. 

Your manager MUST make and record a decision about your Pay Progression no later than 8 weeks before it is due. 

To meet the requirements to receive your Pay Progression you will have to meet five specific pay progression standards: 

i. The appraisal process has been completed within the last 12 months and outcomes are in line with the organisation’s standards. 

ii. There is no formal capability process in place. 

iii. There is no formal disciplinary sanction live on your record. 

iv. Statutory and/or mandatory training has been completed. 

v. For line managers only – appraisals have been competed for all your staff as required. 
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Flowchart: Appraisal & annual staff review process 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Values based Appraisal 

Behaviour and 
performance 

objectives are met 
(or exceeded) 

 

Manager - Succession 
Planning meetings with peer 

groups 

Manager and staff member AGREE 
behaviours and performance and 

placement on Career Conversation 
Framework 

Manager and staff member 
DISAGREE on placement 
on Career Conversation 

Framework 

 

Performance and 
behaviour 

objectives are 
not met 

Support and development action plan 
developed together and reviewed in 
regular one to one meetings over the 

next 12 months 

Manager to provide 
support, clarify objectives 

and review progress 

ESR Record Updated 

Previous Values based Appraisal or PADR 

W
h

a
t 

w
il

l 
it

 

ta
k

e
 t

o
 g

e
t 

th
e

re
?

 

W
h

e
re

 d
o

 y
o

u
 n

e
e

d
 t

o
 b

e
?

 
W

h
e

re
 a

re
 y

o
u

 r
ig

h
t 

n
o

w
?

 

Collect Feedback 
Staff Self-

Assessment 

Refer to Manager’s 
Manager for 
discussion / final 
decision within 7 
days 

Objectives set for next 12 months  


