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Summary 

1. The Senior Civil Service (“SCS”) performance management framework provides the parameters within 

which departments should formulate their performance management arrangements. If there is an area 

of the policy that the framework is not prescriptive on, departments should use their discretion to tailor 

their arrangements to suit their workforce context. 

2. Departments should ensure that their performance management process includes and allows for: 

a. a start-year performance expectation setting meeting 

b. quarterly performance conversations 

c. the ability to recognise high performance in the moment through in-year reward 

d. end-year moderation meetings (both at the localised level by business unit and an overall 

moderation meeting) 

 

3. The performance management process is made up of a number of stages which are explored in more 

detail throughout this guidance. The main features include: 

a. setting performance expectations: a performance expectation setting meeting should take 

place at the beginning of the annual performance year to make clear performance expectations 

for members of the SCS. 

b. agreeing stretching objectives: these should be agreed between members of the SCS and 

their line managers and must focus on both the what and the how. 

c. regular performance conversations: these should be conducted on at least a quarterly basis 

between line managers and members of the SCS to ensure objectives remain relevant and that 

performance progress can be informally assessed on a continuous basis. Indicative box 

markings should be agreed on a quarterly basis to demonstrate progress of objectives. 

d. consistency check: a mid-year consistency check is recommended to evaluate the 

distribution of indicative markings across protected characteristics. 

e. in-year recognition: line managers are encouraged to use in-year awards to reward members 

of the SCS for real-time performance. 

f. performance assessment: a formal box marking recommendation should be agreed between 

the individual and their line manager in the final quarterly conversation. 
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g. moderation: following end-year performance conversations, departments will need to conduct 

both localised moderation panels by business unit and an overall moderation meeting to 

moderate SCS performance markings as a whole.  
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How to use this Guidance 

4. Departments must ensure that this framework forms the basis of their performance management 

policy and process for the Senior Civil Service (SCS). Within the limits set by this guidance, 

departments are expected to then tailor their own policies to suit their workforce context. Should a 

department wish to deviate from any of the content included in this document, they must first seek 

Cabinet Office permission to do so by contacting the Civil Service pay mailbox. 

5. This document provides: 

a. a common framework for the SCS to facilitate the cascade of organisational priorities into 

individual objectives; 

b. a minimum expected process and timeline for the management of performance in the SCS 

c. guidance on a number of matters that stem from this framework including dealing with dips in 

performance and appropriate interventions to gain improvements for those who have 

only ‘Partially Met’ their objectives. 

6. This framework applies to all departments, agencies and non-departmental public bodies that employ 

members of the SCS who are subject to the SCS pay rules. Separate performance management 

guidance applies for Permanent Secretaries. 

7. This guidance does not cover the formal process for managing poor performance. This is set out in a 

separate guide, ‘Managing Poor Performance Policy Procedures for the Senior Civil Service’. 

Principles 

8. There are a number of general principles that underpin this framework, and to which all departments 

should adhere to when tailoring their SCS performance management arrangements to suit their 

workforce context. They are as follows: 

a. greater flexibility to allow for closer alignment between performance arrangements for the 

SCS and delegated grades; 

b. a clearer link between individual objectives and organisational priorities ensuring 

measurable lines of accountability to members of the SCS when it comes to the performance of 

the department as a whole; 

c. simplicity in the objective setting process to allow for a balanced focus on ‘what’ and ‘how’, 

with performance standards and expectations clearly articulated at the beginning of the 

performance year; 

d. an all year-round focus on performance; 

e. improved emphasis on monitoring and tackling detrimental Diversity and Inclusion (D&I) 

outcomes; 

f. greater emphasis on reward for high performance in the moment, and; 

g. prompt identification, monitoring and tackling of underperformance. 

mailto:civilservicepay@cabinetoffice.gov.uk
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/888432/Managing-Poor-Performance-Policy-Procedures-for-SCS-2020.pdf
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9. The performance management framework is not intended to be wholly prescriptive. It encourages 

departments to tailor their performance approaches to ensure greater alignment with their processes 

for delegated grades and improve line manager capability. As such, departments have discretion to 

modify elements of the performance management process where the framework is not specific to fit 

their workplace context. However, to maintain a level of coherence across the SCS cadre, this 

framework outlines key elements of the performance management lifecycle and process that 

departments should adhere to. 

Timelines 

10. The timeline below outlines key elements of the annual performance management lifecycle. These 

dates are indicative but departments must ensure, where possible, that the end-year moderation 

meeting takes place before the start-year performance expectation setting meeting. 

 

11. Departments should ensure that their performance management process includes and allows for: 

a. a start-year performance expectation setting meeting 

b. quarterly performance conversations 

c. end-year performance moderation meetings (both localised moderation panels and an 

overall moderation meeting) 

Process 

12. The performance management process is made up of a number of stages which are explored in more 

detail throughout this guidance. The main features include: 

a. setting performance expectations: this takes place at the beginning of the annual 

performance year and is designed to make clear performance expectations and directorate 

priorities for members of the SCS. 
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b. agreeing stretching objectives: these should be agreed between members of the SCS and 

their line managers once they understand the performance expectations for their directorate. 

These must focus on both the what and the how. 

c. regular performance conversations: these should be conducted quarterly between line 

managers and members of the SCS to ensure objectives remain relevant and stretching and 

that performance progress can be informally assessed on a continuous basis. Indicative box 

markings should be agreed and recorded to demonstrate progress of objectives. 

d. consistency check: a mid-year consistency check is recommended to evaluate the 

distribution of indicative markings across protected characteristics. 

e. in-year recognition: line managers are encouraged to use in-year awards to recognise and 

reward members of the SCS for real-time performance. 

f. performance assessment: a formal box marking recommendation should be agreed between 

the individual and their line manager in the final quarterly conversation. 

g. Moderation: following end-year performance conversations, departments will meet to 

moderate SCS performance markings as a whole in both localised panels by business unit and 

an overall moderation meeting by evaluating the distribution curve. 

13. Each element of the performance management process is discussed in greater detail below.  
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Setting performance expectations 

14. Each performance year should begin with a performance expectation setting meeting. Performance 

expectation setting meetings are intended to both ensure: 

a. consistency across the department in how they approach the upcoming performance year by 

agreeing expected standards for delivery and behaviour for each grade of the SCS, and; 

b. that members of the SCS at all grades understand what the box markings they will be 

assessed against at the conclusion of the performance year mean in practice. 

15. A key component of this expectation setting meeting will be to agree and develop business unit 

objectives that align with the Priority Outcomes and/or Strategic Enablers as set out in the 

organisation's Outcome Delivery Plan. At least one of the organisation’s Priority outcomes and/or 

Strategic Enablers must be reflected in each business unit’s objectives for the year. These Priority 

Outcomes can include any cross-cutting outcomes that the department is contributing towards. 

Members of the SCS should then look to cascade this down further into individual objectives. As 

Outcomes are often broad and can only be progressed in the longer term, it must be possible for 

business units to achieve positive impacts, without necessarily succeeding (alone) in progressing a 

Priority Outcome. 

16. These meetings should also look to agree expectations for how members of the SCS should focus 

their leadership or diversity and inclusion objectives. 

17. Departments should use these planning meetings to ensure that all members of the SCS understand 

what the four box markings they will be assessed against mean and the expected standards of 

delivery and behaviour of each marking. It is important for effective performance management that 

those being assessed fully understand what is expected of them from the beginning of the 

performance year and that these expectations are not shifted throughout the period they are being 

assessed on. 

18. Below we have provided a table summary of what the four box ratings mean, but departments must 

build on these and apply the context they are operating within to the guidance they issue for their SCS. 

Performance 
Rating 

Descriptors Additional Guidance 

Exceeding Exceeding outcomes, 
exceeding expected 
competency and 
behavioural standards 

This is likely to be appropriate where the member of the SCS consistently 
performed above and beyond all of their agreed stretching objectives, 
throughout the performance year. It is absolutely vital for those who 
receive this box marking to have also embodied the expected behaviours of 
their role throughout the performance year in all aspects of their work. 
Examples 

● A member of the SCS who delivered exactly what was agreed in 
their objectives should not be placed in this box. 

● A member of the SCS who went above what was expected of them 
in the delivery of their objectives, but who did so while not 
demonstrating reasonable behaviours such as delivering at the 
expense of others or without showing the level of leadership 
required of their grade, should not be placed in this box. 
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Performance 
Rating 

Descriptors Additional Guidance 

● A member of the SCS who went above what was expected of them 
in the delivery of all of their objectives, but who also did so while 
demonstrating and even surpassing the relevant behavioural and 
leadership expectations for their role should be placed in this box. 
In particular, to be placed in ‘Exceeding’ requires a significant 
corporate contribution which extends beyond the business unit 
itself. 

High performing Meeting requirement 
expected in role and 
exceeding in some 
deliverables and/or 
behaviours 

This is likely to be appropriate where the member of the SCS consistently 
performed above and beyond some of their agreed stretching objectives 
throughout the performance year, or where the individual delivered more 
than was expected as part of their deliverable objectives but who only 
achieved their leadership, finance or diversity and inclusion objective. 
To be given this marking, you would expect the individual to have 
consistently demonstrated most of the expected behaviours of their role 
throughout the performance year in all aspects of their work. This is more 
of a subjective test however as the complete absence of certain behaviours 
or demonstration of other more extreme negative behaviours could also 
mean that it is not appropriate for the individual to be given this box 
marking. 
Examples 

● A member of the SCS who delivered exactly what was agreed in 
their objectives should not be placed in this box. 

● A member of the SCS who went above what was expected of them 
in the delivery of their objectives, but who was not consistent in 
the behaviours demonstrated in the way they went about 
delivering these objectives may be placed in this box, but thought 
will need to be given to the severity of the behaviour failings and 
the impact on others as part of the end of year conversation. 

● A member of the SCS who went above what was expected of them 
in most of their objectives and did so while demonstrating the 
relevant behavioural and leadership expectations for their role 
should be placed in this box. 

Achieving Meeting requirements 
expected in role in terms 
of both deliverables and 
behaviours 

This is likely to be appropriate where the member of the SCS has delivered 
exactly what they agreed to deliver in their performance objectives. 
To be given this marking, you would expect the individual to have 
demonstrated the behaviours they agreed were relevant for the successful 
delivery of their objectives. 
Examples 

● A member of the SCS who delivered exactly what was agreed in 
their objectives should be placed in this box. 

● A member of the SCS who went above what was expected of them 
in a few of their objectives while meeting the behaviours they 
agreed they would demonstrate to help them meet their 
objectives may be placed in this box. This is a subjective test that 
may result in the individual being placed in the achieving box or 
the high performing box. Weight will need to be given to what 
objectives went beyond what was expected and which did not as 
well as how the behaviours were demonstrated and whether this 
was throughout the year. 
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Performance 
Rating 

Descriptors Additional Guidance 

Partially met Meeting some but not all 
of the requirements 
expected in role, in terms 
of deliverables and 
behaviours 

This is likely to be appropriate where the member of the SCS has delivered 
some but not all of what they agreed to deliver in their performance 
objectives, as a result of factors either within or outside of their control. 
To be given this marking, you would expect the member of the SCS to not 
have demonstrated all the behaviours required for the successful delivery 
of their objectives. 
Examples 

● A member of the SCS who did not deliver exactly what was agreed 
in their objectives, and these objectives remained reflective, or 
were updated to be reflective, of the expectations of them for the 
performance year, should be placed in this box. 

● A member of the SCS who did not demonstrate the behaviours 
required of them to fulfil their objectives should be placed in this 
box. Members of the SCS who delivered against their objectives 
but consistently failed to demonstrate the required behaviours 
must be placed within this box. 

19. As with any normal large organisation, performance differentiation is expected to take the shape of a 

curve, with the highest proportion of SCS falling in the Achieving box and roughly 5% of the SCS cadre 

within each department falling in the Partially Met box. Where departments find at the end of the 

performance year that they have not met these distribution expectations they should ensure they 

consider why and make necessary changes to their performance process for the following 

performance year to help bring them up to the expected distribution levels. 

20. An individual failing to meet any of the requirements expected in the role, both in their 

deliverables and behaviours, over a sustained period of time, should be moved onto formal poor 

performance measures as set out in the poor performance guidance. 

Setting performance expectations - departmental guidance 

21. Departments may want to use the following guidance to help them tailor the requirement to conduct a 

performance expectation setting meeting before the start of the performance year to their 

specific departmental needs. The below is not mandatory, but is intended to help departments 

implement the framework effectively. 

22. Departments are free to handle these meetings as they see fit, but we believe these meetings would 

be best handled by Directors General (DGs), Heads of Professions and Permanent Secretaries. This 

will help members of the SCS understand what they are working towards at the outset of the 

performance year. It will also enable departments to cascade organisational priorities as outlined in 

Outcome Delivery Plans (ODPs) and organisational business plans down to individual objectives. 
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23. The following resources are available and recommended to departments to agree expected standards 

of delivery and behaviour for each box marking. 

a. Success Profiles - Business objectives identified at the beginning of the year will set out 

“what” an individual needs to achieve over the year. It is also important to understand “how” the 

individual will need to work to achieve those objectives. Equal weight should be given to both 

the ‘what’ and the ‘how’ when assessing individual performance and the delivery of objectives. 

Departments will be required to use the Civil Service Behaviours element of Success Profiles in 

order to understand “how” we want people in the Civil Service to work. The full scope of Civil 

Service Behaviours is available in the Success Profiles. Civil Service Behaviours have been 

designed to complement professional competency frameworks that have been developed by 

the Civil Service professions/functions, so should be used in conjunction with these. 

b. Leadership in action - Leadership in Action, published in March 2020, is rooted in leadership 

practice. It sets out eight attributes of leadership seen in action every day across the Civil 

Service when leaders are at their very best. It is complemented by Leaders in Action, a 

repository of stories that help bring the leadership attributes to life. The aim is to help 

individuals to actively consider their own leadership behaviours and experiences and 

purposefully identify the experiences that they might need to take on to further their leadership. 

c. Functional standards - Functions such as Human Resources, Commercial and Finance form 

a framework for collaboration across organisational boundaries. Those doing functional work 

should meet the Functional Standards detailed on GOV.UK, which set expectations for what 

needs to be done, and why. The functional standards have been mandated for use across 

government and define the most important functional roles and accountabilities, most of which 

are likely to be done by members of the SCS, and which should be reflected in personal 

objectives. Performance in meeting the relevant functional standards should be reviewed with 

line managers as part of in-year and end of year discussions (including, where relevant, the 

application of Cabinet Office spending controls). As well as helping individuals ensure they are 

covering the right work, use of the standards across different organisations should help drive 

more consistency and coherence in functional ways of working, including how personal 

performance is assessed. 

d. Diversity and Inclusion - With the merit principle front and centre, the Civil Service Diversity 

and Inclusion Strategy 2022-25 sets out a series of practical ways in which members of the 

SCS can deliver against the commitments made in the Declaration on Government Reform. 

Drawing on the talents of the widest possible range of geographical, social and career 

backgrounds and ensuring that people from minority ethnic backgrounds, those living with 

disabilities and those who have experienced disadvantage in their early lives can flourish in 

public service. Guarantee fairness at work, take a zero-tolerance approach to bullying, 

harassment and discrimination, and grow a culture that welcomes challenge and demands 

rigour in how we assess delivery for citizens, with civil servants managed against how they 

perform not how they look, who they are or where they work. These considerations should 

underpin all objectives set out by all SCS. All SCS are required to make a commitment to 

delivering an element of the Civil Service Diversity and Inclusion Strategy set out by their 

department, profession or function, as part of their mandatory People and Capability objective. 

They should lead on embedding the consideration of D&I in business-as-usual decision making 

and through actions including: outreach, recruitment, talent, learning and development, tackling 

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/717275/CS_Behaviours_2018.pdf
https://civilservice.blog.gov.uk/2020/04/01/leadership-in-action/
https://www.gov.uk/government/collections/functional-standards
https://www.gov.uk/government/publications/dao-0521-mandating-functional-standards-from-end-september-2021
https://www.gov.uk/government/publications/dao-0521-mandating-functional-standards-from-end-september-2021
https://www.gov.uk/government/publications/civil-service-diversity-and-inclusion-strategy-2022-to-2025
https://www.gov.uk/government/publications/civil-service-diversity-and-inclusion-strategy-2022-to-2025
https://www.gov.uk/government/publications/declaration-on-government-reform/declaration-on-government-reform
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BHD, creating an inclusive culture and developing management capabilities. Showing 

leadership in creating an inclusive workplace also includes being cognisant of causes for, and 

ensuring measures are in place to deliver performance management outcomes which are 

based on performance and merit.  
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Agreeing stretching objectives 

24. Once expectations for the performance year have been agreed, each member of the SCS should set 

stretching objectives in agreement with their line manager under each of the following headings: 

a. Business delivery 

b. Finance/efficiency 

c. People/capability, including a mandatory Diversity and Inclusion objective; and 

d. Corporate contribution 

25. Business delivery objective: this objective must directly relate to the delivery of the business unit 

goals which in turn, support delivery of the ODP or respective organisational business plan. This can 

include being the Senior Responsible Owner (“SRO”) for a project/programme in the organisational 

ODP or wider contributions to the Priority Outcomes and/or Strategic Enablers. 

26. This objective should cascade down from the respective ODP or organisational business plan itself 

through SCS 3 to SCS 1 and responsibility for delivery should be distinguished between each grade 

and the impact of each individual’s work in achieving them clearly articulated. For example, we 

envisage that DG outcomes will be mainly focused on Outcomes and Strategic Enablers, whilst DD 

objectives will focus predominantly on specific deliverables that support these outcomes. 

27. In defining and reporting business unit objectives, each business unit must also: 

a. Extract the relevant metrics/trajectories that they will use to assess delivery against the 

outcome or enabler (as outlined within the ODP); 

b. Identify which key projects and programmes critical to the delivery of each Outcome and/or 

Enabler the business unit is responsible for, allocating these to an SRO; 

c. Identify any additional metrics/trajectories that can be used to gauge delivery of the Priority 

Outcome and/or Strategic Enabler. 

28. When agreeing business unit objectives, it will be important to test: 

a. How do the business unit objectives align to any of the priorities identified in the ODP? 

b. Do the objectives make it more likely that the department will successfully deliver its ODP? 

c. How can the business unit manage the risks associated with successful delivery of Priority 

Outcomes and/or Strategic Enabler in the ODP? 

d. Are there any activities missing that the business units should be working on to enable delivery 

of the ODP? 

29. For Senior Sponsors of Priority Outcomes and Strategic Enablers, the production of a strategy, plan 

and the delivery of that plan must be one of their objectives. 

30. Example: 
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1. Priority Outcome: Modernise and integrate defence capabilities by taking a whole force 

approach to our people and increasing the use of technology and innovation 

2. Relevant metrics: Percentage of Defence projects in the Government Major Projects Portfolio 

that are on course for delivery, based on Infrastructure and Projects Authority assessment 

criteria: 70% in FY 21/22. 

3. Business Unit / Directorate Objective: Deliver the MOD Digital program to meet 90% of the 

milestone commitments. 

4. Individual objective: Set and maintain the MOD GMPP Digital programme on course to meet 

its objectives, deliver the projected outcomes and realise the required benefits (directly 

supports PO above). 

31. To create alignment between business units and departmental priorities and to ensure transparency, 

business unit objectives should be shared and available to all employees. 

32. Finance/efficiency objective: All SCS must ensure public money and other resources are used 

properly and efficiently, in accordance with the Managing Public Money guidance. Where, 

exceptionally, an SCS job holder has no individual budgetary responsibilities, this should be set at a 

wider corporate level. This should capture what they, as a leader of the department or agency, will do 

in this area to help others save money or maximise efficiency. It is imperative that any responsibility for 

compliance with HM Treasury or Cabinet Office finance controls are captured by this objective. 

33. People/capability, including a mandatory Diversity & Inclusion objective: This should show 

clearly what the job holder will do in terms of creating an inclusive workplace culture, leading and 

increasing the capability of their teams and supporting their departmental/profession’s D&I objectives. 

This should clearly map onto the Leadership in Action attributes. In addition, an objective under this 

heading must capture the core leadership role the SCS play in creating an inclusive culture and 

delivering organisational diversity and inclusion goals, through the following or similar wording: I will 

support and embed the Civil Service Diversity and Inclusion Strategy 2022-25, promoting fairness and 

performance, as one of the Government’s key ‘people’ commitments. I will take accountability for the 

mainstreaming of Diversity and Inclusion in the Civil Service.” Individuals should consider the specific 

needs of their profession, directorate and team to supplement this broad wording with more specific 

individual objectives. To define these objectives, individuals should consider the exemplar D&I 

objectives found at Annex A, and ensure they: 

a. Take a data-driven, evidence-led, and delivery-focused approach with structured 

evaluation to ensure we are learning from and promulgating what works. Place departmental 

data in the context of Civil Service-wide statistics or People Survey responses. Use this data to 

evaluate the variance of experiences of diverse groups (protected and wider diversity, such as 

socioeconomic, career and geographic diversity), to identify areas of good practice as well as 

to highlight any disproportionality, barriers or cumulative disadvantage e.g., variance in 

patterns of BHD. 

b. Reflect a wider understanding of diversity (for example social, career and geographical 

background) and champion a diversity of backgrounds and opinions, with the merit principle 

front and centre. 

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/994901/MPM_Spring_21__without_annexes_180621.pdf
https://www.gov.uk/government/publications/civil-service-diversity-and-inclusion-strategy-2022-to-2025
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c. Embed and mainstream D&I activity across all workforce activities and processes. This can 

be achieved by cross-referencing diversity and inclusion objectives against the Civil Service 

Diversity and Inclusion Strategy 2022-25 themes and 31 actions. 

d. Set success measures up front and ensure evidence is, or will be, available to monitor, 

measure and report on, to evaluate the outcomes and impact of their action more effectively. 

34. Corporate contribution: This mandatory objective expects all members of the SCS to make a 

contribution to the running, performance and reputation of the Civil Service, over and above their day 

job. It encourages staff to work in a joined-up way outside their teams, improves knowledge sharing 

across teams and enhances the effectiveness of the Civil Service as a whole. To be eligible for an 

Exceeding box marking, members of the SCS must demonstrate that they have made a significant 

corporate contribution which extends beyond the business unit itself. This includes work at the cross-

government functional level, for example involving leadership of functional initiative on capability-

building or diversity and inclusion. It can also include activities supporting other business units, 

including regularly sitting on appointment panels and serving as an appeal manager or investigator. 

35. Individuals are encouraged to set additional objectives if they see fit. An example of this would be an 

SCS Development objective, which focuses on professional capability. Where the SCS member is a 

clear member of a Function or Profession, this should be clearly recorded and any developmental 

objectives connected to this recorded. 

36. Objectives must focus not only on what the individual is aiming to achieve over the performance year, 

but how they will go about meeting those commitments. Both elements of the objective should be 

seen to have equal weighting when it comes to assessing which box marking the individual falls into. 

37. All objectives, including those linked to the ODPs, will then be monitored throughout the performance 

year. At the end of the year, the individual receives a rating based on how they have done against 

agreed objectives. This would also include an assessment of how their business unit / directorate as a 

whole met their goals, as aligned with their department’s ODP. 

Agreeing stretching objectives - departmental guidance 

38. Departments may want to use the following guidance to help them tailor the above requirement, for 

each member of the SCS to set stretching objectives with their line manager for each 

performance year, to their specific departmental needs. The below is not mandatory, but is intended 

to help departments implement the framework effectively. 

39. A stretching objective is a target that is intentionally designed to be challenging, but ultimately possible 

and necessary for an SCS to achieve. Stretching objectives should be tailored to the intricacies of 

each individual SCS role. An example of a stretching objective within MOD would be to ‘set and 

maintain the MOD GMPP Digital programme on course to meet its objectives, deliver the projected 

outcomes and realise the required benefits (directly supports PO above)’. 

40. To be accomplished, stretching objectives should be SMART: 

a. Specific: Be clear about what the objective should achieve, who should achieve it and when it 

should be achieved by.  To modernise and integrate defence capabilities by increasing the use 

of technology and innovation, the MOD Digital team would be responsible for this objective, 

https://www.gov.uk/government/publications/civil-service-diversity-and-inclusion-strategy-2022-to-2025
https://www.gov.uk/government/publications/civil-service-diversity-and-inclusion-strategy-2022-to-2025
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which would cascade down to the members of the SCS responsible for that directorate. A clear 

time frame is given for the completion of this task. 

b. Measurable: Define which metrics should be used to determine if the goal has been met. If this 

objective will take a few months to complete, then set some key milestones by considering 

specific tasks to accomplish. Internal metrics would be used to evaluate the percentage of 

defence projects in the Government Major Projects Portfolio that are on course for delivery and 

key monthly milestones should be set to determine whether this objective is on track. 

c. Achievable: Ensure that the objective can be accomplished and consider the necessary 

tools/skills required to do so. For this digital innovation example, extensive knowledge and 

reporting standards are required to fulfil this objective. 

d. Relevant: Consider how the objective contributes to the performance of the department and 

how it aligns to overall business priorities. Delivering the MOD Digital programme would 

contribute to MOD’s strategic objective to ‘modernise and integrate defence capabilities by 

taking a whole force approach to our people and increasing the use of technology and 

innovation’ as outlined in their Outcome Delivery Plan. 

e. Timed: Provide a target date to demonstrate the delivery of key objectives. The delivery of the 

MOD Digital programme should meet 90% of the milestone commitments within a defined 

timeframe. 

41. For each objective, job holders should record the main actions to be carried out with deadlines 

wherever possible, and the measures or targets which will be used to assess whether the objective 

has been successfully delivered. 

42. The onus is on the job holder to take responsibility for drafting their objectives, which should then be 

agreed with their manager. We recommend that departments provide members of the SCS with a 

toolkit to formulate their objectives, which can be based on the information outlined in this guidance 

and tailored to suit their workforce context. 

43. Should they wish, departments can also take teams-based approaches to objectives, providing they 

fulfil the mandatory criteria set out in this framework. 

44. Objectives should be recorded in an objective setting form. An example objective setting form can be 

found in Annex A; however, departments have the flexibility to use their own form if they wish. 

45. Once finalised and agreed, it is good practice to cascade objectives to members of staff in the 

responsibility chain below the relevant member of the SCS. This helps ensure a chain of accountability 

from the ODP down throughout the whole organisation. 

46. Objectives should be reviewed regularly (at least at each quarterly conversation) by job holders with 

their managers, to ensure continuing relevance and stretch. The objective form should be updated as 

necessary. 

47. People/capability including a mandatory Diversity & Inclusion objective: It is recommended that 

specific action plans underpinning this commitment are agreed by the SCS and their line managers, 

with appropriate input from Heads of Diversity and other departmental or professional leads. 
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48. Corporate contribution: Fulfilment of this objective entails the member of the SCS going above and 

beyond the remit of their day-to-day job to contribute to the success of their organisation and produce 

tangible outcomes. Some of the ways in which the objective could be fulfilled include: 

● Contributing to learning and development and raising the capability of staff in their wider 

department/agency, and the Civil Service as a whole. For example, 70% of their time may be 

devoted to their role; 20% devoted to raising the capability of the department; and 10% devoted 

to the capability of the wider Civil Service; 

● Fostering an ethos of volunteering across their team, unit or department/agency; 

● Championing corporate initiatives like Civil Service Reform, Smarter Working, Digital Skills etc. 

● This list is not intended to be exhaustive and job holders are encouraged to set out, in their 

context, how they would contribute to and support programmes in the wider Civil Service.  
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Regular performance conversations 

49. Members of the SCS and their line managers must hold regular performance conversations throughout 

the performance year. As a minimum, the frequency of these must be quarterly. 

50. As part of these quarterly conversations, line managers should evaluate whether the member of the 

SCS they manage, is on track, based on the work they have completed that quarter, to be marked as 

‘Exceeding’, ‘High Performing’, ‘Achieving’ or ‘Partially Met’ for their end of year discussion. 

The marking should reflect the performance as a whole based on the objectives, rather than on each 

objective individually. This provisional marking can be recorded following each quarterly performance 

conversation, but a formal write-up of these discussions is only required at the mid- and end-year 

points. 

51. All members of the SCS are eligible for in-year non-consolidated performance-related payments 

provided they are not on formal poor performance measures. We encourage departments to make 

greater use of their non-consolidated pay pots to recognise and reward SCS in-year for real-time 

performance. 

Regular performance conversations - departmental guidance 

52. Departments may want to use the following guidance to help them tailor the above requirement, for 

line managers and the members of the SCS they manage to hold at a minimum quarterly 

performance conversation, to their specific departmental needs. The below is not mandatory, but is 

intended to help departments implement the framework effectively. 

53. Performance conversations should form part of any on-going performance process and provide an 

opportunity to discuss the continued relevance of the job-holder’s objectives, how the job holder is 

doing and any short-term or long-term development needs. It is imperative to the success of any 

organisation's performance management policy that these take place frequently. 

54. As part of performance conversations, managers should take account of how the job holder is 

progressing, and the degree to which individuals are demonstrating the standards of behaviour set out 

in the Success Profiles, the Civil Service Code and Leadership in Action attributes. During these 

conversations, it is recommended that the assignment duration length and expectations of the 

outcomes of the role are clearly communicated on a regular basis. 

55. During performance conversations: 

a. managers and job holders should discuss objectives originally agreed and whether they 

should be revised in light of changing priorities. Objectives should be revised to ensure an 

individual has an appropriate level of stretch and to reflect any amendments to the Outcome 

Delivery Plan or organisational business plan. If this is the case, the original objectives should 

not be changed; the revised objectives should be recorded alongside them. This ensures that 

end-year performance assessment (in Quarter 4) can take matters fully into account; 

b. managers may want to give and record feedback and follow-up action by both parties may 

be agreed as a result; 
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c. Managers and job holders should make time to discuss development needs, longer-term 

career aspirations and options. This discussion may require more time to be available and 

so could take place outside of the performance review discussions. 

56. Within the parameters set out by this framework, departments are encouraged to tailor the frequency 

and recording of performance conversations, in addition to rewarding performance, to suit their 

departmental context. A good example of this would be: 

a. monthly performance check-ins accompanied by more formal quarterly conversations; 

b. regular collection of performance markings on a central database which can be tracked across 

the department; and, 

c. all SCS are eligible for an in-year award up to £5000, with the decision-making process for this 

delegated to Directors General.  
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Underperformance 

57. It is important that underperformance is dealt with as soon as it arises. Although the “Managing Poor 

Performance Policy Procedures for the Senior Civil Service” should be treated as a separate policy to 

this, an effective performance management process should identify those who are performing to the 

expected level in the SCS and include provisions that act as a bridge to poor performance procedures. 

58. Where the performance of the job holder is not up to the standards of the role, in terms of either the 

achievement of objectives, or the behaviours being demonstrated, this should be brought to the 

attention of the job holder immediately. A single ‘Partially Met’ marking should not be a trigger for 

formal poor performance procedures, but rather for intensive support, training and coaching. This 

might include: 

a. coaching to enhance performance further; 

b. setting more stretching goals; 

c. tailoring development to build confidence and experience; 

d. plugging competency gaps; and 

e. looking at ways to re-energise in the current role, considering whether they have been in the 

role too long. 

59. If a member of the SCS is marked as ‘Partially Met’ for two consecutive quarters, their line 

manager should draw up a performance development plan, provide the individual with the 

necessary support to improve their performance and schedule a review meeting to evaluate 

improvement. If the SCS continues to be marked as ‘Partially Met’ after this, including as part of 

their end of year discussion, there will be an expectation that they are placed on formal poor 

performance measures as part of the SCS poor performance policy. However, managers should 

consider the impact of exceptional circumstances that could affect individual performance before they 

operate the poor performance policy. 

Underperformance - departmental guidance 

60. It is important to recognise that many things, inside and outside of the work environment, can affect an 

individual’s performance. A good manager will identify underperformance and work with the 

individual to understand what is happening and what can be done to resolve it. 

61. It is important to understand whether the issue is a one-off dip in performance (maybe at a particular 

time or in a particular discipline) or an on-going performance problem where the individual is clearly 

not operating at the required level. A one-off dip in performance may be caused by a particular event 

or situation, such as bereavement, ill-health, relationship problems and financial worries, or other 

workforce barriers. Whilst the manager cannot always resolve these issues, support to bring 

performance back to an acceptable level should be given. This may include helping the job holder 

access support services such as Employee Assistance Programmes or allowing time off/adjusting 

working patterns to assist the individual to resolve the issue. A good practice guide to improving 

performance and handling difficult conversations is at Annex C. 
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62. There are a variety of reasons for an ongoing dip in performance. A selection of these are listed below, 

alongside suggestions for improving these. 

Reasons for ongoing dips in performance Suggestions for addressing these 

Skills or knowledge gaps Training, coaching or mentoring 

Misunderstanding of performance expectations 
between the job holder and their manager 

Clarify expectations 

Impact of management style Consider how you will communicate, set directions and 
clarify expectations 

Workplace relationships, including manager/job 
holder 

Consider mediation 

Will or motivation of the job holder Explore career aspirations 

 

63. The longer that poor performance is allowed to linger, the greater the problem for the individual and 

organisation when it is finally tackled. The impact of on-going poor performance is high. Poor 

performers: 

a. do not deliver required business outcomes or value for money; 

b. impair the standard, reputation and professionalism of the Civil Service; 

c. disrupt the flow of work and increase the workloads of their colleagues; 

d. cause resentment and lower morale; and 

e. set a bad example to those they manage 

64. It is particularly important that members of the Senior Civil Service tackle poor performance to 

demonstrate the expected behaviours and to help promote a rigorous performance management 

culture within the Civil Service. When dips in performance have been identified, managers should 

talk to the job holder as soon as possible to explore the reasons for this and discuss how best to 

restore performance to the required level. 

65. If performance continues to remain below the required standard, then managers must move to formal 

poor performance procedures set out in Managing Poor Performance Policy Procedures for the Senior 

Civil Service. 

66. Sometimes, the root cause of performance problems is ineffective recruitment. Managers should 

therefore recruit with care, being clear about why recruitment is taking place, what is sought, and 

searching for this from a wide, diverse pool of talent, with selection on merit as the core principle.  

https://www.gov.uk/government/publications/senior-civil-service-performance-management/performance-management-arrangements-for-the-senior-civil-service-2022-to-2023-performance-year#handling-dips-in-performance:~:text=set%20out%20in%20%E2%80%98-,Managing%20Poor%20Performance%20Policy%20Procedures%20for%20the%20Senior%20Civil%20Service,-(April%202020)%E2%80%99.
https://www.gov.uk/government/publications/senior-civil-service-performance-management/performance-management-arrangements-for-the-senior-civil-service-2022-to-2023-performance-year#handling-dips-in-performance:~:text=set%20out%20in%20%E2%80%98-,Managing%20Poor%20Performance%20Policy%20Procedures%20for%20the%20Senior%20Civil%20Service,-(April%202020)%E2%80%99.
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Performance assessment 

67. The final quarterly conversation in March should be used to carry out the end of year performance 

assessment for members of the SCS and is the point where a formal box marking recommendation 

(Exceeding, High Performing, Achieving, Partially Met) should be agreed between the individual and 

their line manager. 

68. Job holders and managers must agree a written record of the discussion and this should be recorded 

on the Performance Agreement form. A copy of the Performance Agreement form can be found at 

Annex B, however departments are free to use another form to align with their delegated grades 

should they wish. 

69. Job holders must have been employed by the Civil Service since before the 1st January to be eligible 

for moderation in that particular performance year. 

70. If a job holder leaves their post after 1st January, then they are still eligible for moderation in their old 

department. If they move to a new department prior to 1st January then they should be moderated in 

their new department. 

71. The performance of job holders must be assessed by taking account of both ‘what’ they have 

achieved and ‘how’ they have achieved it. Managers should make a judgement over to what extent 

objectives have been fulfilled using the following criteria: 

a. ‘What’ they have achieved - whether business delivery, finance/efficiency and 

people/capability (including diversity and inclusion) objectives have been met or not, and to 

what degree; 

b. ‘How’ they achieved it - the degree to which they have demonstrated the behaviours in the 

Leadership in Action attributes, Success Profiles and their departmental or profession’s 

diversity and inclusion strategy, including how they have managed the resources for which they 

are responsible (people and financial);  

c. Demonstration of Civil Service values - individuals have a contractual duty to observe the 

Civil Service Code, and leaders are expected to exemplify these values; and 

d. Additional consideration should also be given to the degree of difficulty or ease of meeting 

the objectives in light of actual events. 

72. When assessing these objectives, equal weight will be given both to what and how these objectives 

were achieved to ensure a balanced focus on delivery and behaviours. Rather than assigning a rating 

to each individual objective, managers will instead evaluate performance as a whole. 

73. Those SCS who receive an Exceeding box marking are eligible to receive an end-year non-

consolidated performance-related payment, although departments have the flexibility to also 

award ‘High Performing’ individuals if they see fit. The pay practitioner’s guidance sets out that an 

“An element of the reward system must be tied to long term performance in some way". It is expected 

that all those in the 'Exceeding' box are awarded with a non-consolidated performance-related bonus 

as a priority, but this principle gives departments the flexibility to choose to award some 'High 

Performing' individuals, if they decide this is appropriate. Departments also have discretion to decide 
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how any award is distributed between these boxes, if they do decide to pay beyond the ‘Exceeding’ 

box. 

Performance assessment - departmental guidance 

74. Departments may want to use the following guidance to help them tailor the above requirement, for 

the final quarterly conversation to include the formal end of year performance assessment, to 

their specific departmental needs. The below is not mandatory, but is intended to help departments 

implement the framework effectively. 

75. This assessment will reflect individual performance throughout the year and can be supported by the 

360-feedback tool, annual People Survey results and successful delivery against the ODP. 

76. Feedback on the job holder should be collected as part of the end-year appraisal process. 

Departments are able to use the centrally procured Government Skills & curriculum Unit (GSCU) Civil 

Service Learning 360 feedback tool, but can also choose to develop their own, so long as there is a 

mechanism to allow the acquisition of stakeholder feedback to help inform performance conversations. 

77. Regardless of how collected, 360-degree feedback should cover a variety of relevant stakeholders, 

including staff, peers, customers, and Ministers, where staff frequently work with them. Staff feedback 

is particularly important for measuring leadership, performance management and capability building 

skills. Peers in other business units and departments are also in a position to give useful feedback on 

leadership, particularly corporate leadership. Where SCS have objectives linked to delivering a cross-

cutting Priority Outcome, as set out in the organisation’s ODP, and/or a joint project or programme, 

SCS should seek feedback from peers in relevant partner organisations. Other stakeholders should 

also be involved where possible, and could provide insight about the individual’s customer service 

skills. SCS have to take a proportionate approach to requesting feedback by carefully considering how 

many respondents they will approach. The job holder must agree who the respondents they will seek 

feedback from with their line manager. The feedback should be collected throughout the year so that it 

can be discussed with the job holder at quarterly performance conversations. 

78. A great deal of effective work is already being done in departments to ensure that the performance 

management system is operated in an equitable and consistent manner. As a key part of this, SCS are 

responsible for focussing on improving the quality of performance management overall by 

strengthening the capability of managers. 

79. When completing the Performance Agreement Form, it is important to be aware of the need to set 

aside any personal bias, conscious or unconscious, to ensure an objective appraisal of the person you 

are reporting on.  
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Performance differentiation and moderation 

80. Departments should assess SCS’ members performance absolutely against their objectives, assigning 

individuals to one of the four performance groups: Exceeding, High Performing, Achieving and Partially 

Met. Since 2018/19, forced distribution has been removed for the SCS. However, as with any normal 

large organisation, we continue to recommend to departments that performance differentiation is 

expected to take the shape of a curve, with the highest proportion of SCS falling in Achieving and 

roughly 5%in the bottom box (Partially Met). When adjudicating performance markings, managers 

must refer to the criteria in the table on pp.8-10 to assign an accurate performance marking. 

81. End-year performance markings must first be moderated at the local level in each business unit. 

Moderation is a checkpoint to appropriately evaluate the given performance markings and ensure 

consistency across a cohort of staff, not to meet any particular performance distribution across the 

department. Therefore, if managers share their recommendations with individuals, they should make 

clear that it is an initial recommendation and could be subject to change at moderation. However, 

managerial recommendations are based on a thorough and holistic assessment of an individual’s 

performance so should be considered as the best indicator of an individual’s actual performance, and 

should not be unduly changed to fit departmental expectations of what performance is expected to 

look like. 

82. Following the final quarterly performance conversation and localised moderation panels, departments 

must also conduct overall moderation meetings. In these overall moderation meetings, DGs, 

Permanent Secretaries and Heads of Profession who participated in the start-year performance 

expectation setting meeting should reconvene to moderate the scores of the SCS in their 

department as a whole by evaluating the distribution curve. 

83. The overall moderation meeting should also evaluate whether the performance standards set at 

the beginning of the year were robust enough in light of their distribution curve and whether their 

departmental performance management system is having a detrimental impact on a particular group of 

individuals. 

84. If the overall moderation meeting shows that the curve is disproportionate or that there is an 

adverse impact for a particular group, then these issues should be addressed in the performance 

expectation setting meeting for the next performance year (as outlined in the objective setting 

process). Departments should consider the expectation that 5% SCS would be in the ‘partially met’ 

box, and are free to adopt further guided distribution, but it is important to assess performance 

absolutely against the criteria set out for box markings at the start of the performance year. 

85. To enhance the effectiveness of moderation and to reduce the impact of bias, at least one ‘consistency 

check’ mid-year is recommended to evaluate the distribution of indicative markings across protected 

characteristics, but is not mandated as this is contingent on departmental capacity. 

Performance Differentiation and Moderation - departmental guidance 

86. Localised moderation arrangements will vary according to the circumstances of particular 

departments/agencies and the number of SCS. Where feasible, moderation should be done grade by 

grade. Small departments/agencies that do not have sufficient numbers of SCS to moderate effectively 
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should make arrangements with others to moderate across departments. Guidance on how to conduct 

localised moderation panels can be found at Annex D. 

87. Departments are free to hold overall moderation meetings as they see fit, but we recommend that 

those who participated in the performance expectation setting meeting at the start of the year 

reconvene to moderate the scores of the SCS in their department as a whole by evaluating the 

distribution curve. 

88. Following the removal of forced distribution, we continue to recommend to departments that 

performance differentiation is expected to take the shape of a curve, with the highest proportion of 

SCS falling into achieving. However, it is important that departments ensure that their processes 

properly identify those who are not performing at the expected standard and as such we have made it 

clear in this document that departments would expect to see around 5% of their overall SCS rated as 

‘Partially Met’ at the end of year assessment process. Departments are able to build on this if they 

wish, and we will continue to encourage the use of appropriate methods (e.g., objective identification 

and discussion of ‘borderline’ cases) to support a reliable and evidence-based process. 

89. The setting of robust performance standards at the outset of the performance year should mitigate the 

need to alter the curve at the end of the performance year, and department finds they have fallen well 

short of these expectations following the conclusion of their annual performance management cycle, 

then they should take action at the beginning of the next performance year to ensure that their 

processes are as robust as possible. 

90. A mid-year consistency check is recommended to evaluate the distribution of indicative markings 

across the SCS cadre within a department and particularly to evaluate its impact across protected 

characteristics. Departments are free to conduct these meetings as they see fit, but we recommend 

that some, if not all, of the participants from the performance expectation setting meeting reconvene to 

discuss the distribution of indicative markings as a result of the performance standards set at the 

outset of the performance year. It is recommended that a record is kept of this meeting so that 

comparisons can be made between the distribution of indicative markings during, and at the end, of 

the performance year.  
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SCS Performance Management Reporting Requirements 

91. In order to ensure that the SCS performance management system meets the vision of a high-

performing senior Civil Service, and that there is appropriate central oversight of performance across 

departments, the Cabinet Office conducts an annual data collection exercise in the autumn. 

92. This exercise requires data on: 

a. number and percentage of performers marked ‘Exceeding’ & ‘High Performing’ in the 

department. 

b. number and percentage of SCS marked ‘Partially Met’ in the department (will likely be 5% SCS 

population). 

c. The number of non-consolidated performance related payments paid out, both in year and at 

end of year. 

93. For any queries relating to this data collection, please contact scsdatabase@cabinetoffice.gov.uk. 

94. In addition to the above, as a result of the launch of the new framework, we are also intending to 

capture departmental feedback on how the new framework is working to help us iterate if necessary. 

As such we will be in touch with departments through the SCS Performance Management Network 

Group on a regular basis to seek relevant feedback. This will also include collecting information on the 

number of SCS subject to poor performance measures.  

mailto:scsdatabase@cabinetoffice.gov.uk
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SCS Performance Management Frequently Asked Questions 

Frequently asked questions for the SCS performance management policy are outlined below. If your 

question is not covered and it is not included elsewhere in the framework, this is an area that the policy is 

not prescriptive on and departments should use their discretion to formulate their own arrangements. For 

localised queries, including those regarding long-term absence, unpaid leave, and job share 

arrangements, please refer to your internal departmental policies or consult your legal team. 

For further information on the framework, please contact the Cabinet Office Reward, TUPE and 

Employment Framework team through the Civil Service Pay mailbox. 

If a member of the Civil Service has left the department during the 

performance year, do they still need to be assessed? 

If a job holder moves to another government department during the performance year, then they should 

still be subject to performance assessment and moderation. Job holders who move departments before 

the 1st January each year should be moderated in their new department. If the individual has left the Civil 

Service entirely they will not be entitled to any bonus or performance reward if they were eligible for one. 

If an individual is on a temporary promotion to SCS, how should their 

performance be assessed? 

Departments have discretion to determine how an individual’s performance should be assessed in this 

scenario. However, our recommended approach would be that the individual is assessed at the grade they 

have spent the majority of their performance year at. A consistent approach must be taken within the 

department. If an individual is assessed against the criteria for SCS, even if they are not substantive in 

that grade and they meet the criteria for an in-year award, our recommendation is that they should receive 

an SCS level award. 

Which department should assess the performance and undertake 

moderation for a member of the SCS who moved to a new department at 

the same grade? 

If an individual has joined a new department on or after the 1st January, they should be moderated in their 

old department as this considers a larger proportion of the performance year. The new department is 

encouraged to feed into this process to ensure a more holistic appraisal of an individual’s performance, 

but the final performance assessment and moderation process should remain with the old department. 

How is non-consolidated award distributed? 

Funding for all awards will come from the 3.3% non-consolidated pay pot. All members of the SCS are 

eligible for in-year non-consolidated awards, up to the value of £5,000 per award, provided they are not on 

formal poor performance measures. Individuals can receive multiple in-year awards provided the 

maximum value of award received in one performance year does not exceed £17,500 (which would 

mailto:civilservicepay@cabinetoffice.gov.uk
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require approval from the Chief Secretary to the Treasury). Only those individuals marked as ‘Exceeding’ 

and ‘High Performing’ are eligible for end-year performance bonuses. 

How does an SCS job holder appeal the decision on their end-year 

performance marking? 

If a job holder wishes to appeal their performance marking following the end-year conversation, then they 

will need to follow their departmental grievance procedures or any other measures in place in their 

department to allow for the review of a management decision regarding performance markings. 

How should performance be managed when an individual is on 

secondment? 

For inward and outward secondments individuals remain subject to their employers (home) performance 

management processes. The host should be encouraged to input into this process, and may choose to 

include them within their own processes if they see fit. Therefore, it is important for policies and processes 

to be communicated between employer and host, as per the arrangements set out in the individuals’ 

secondment agreement. 
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Annex A: SCS Objective Setting 

As a member of the SCS it is essential to have agreed objectives in place, so you can be clear about what 

you are expected to achieve, and what you are accountable for, by when. You should record these in the 

form of a performance agreement to help you track and measure your progress. The number of objectives 

you have will depend on your role but these should cover your main responsibilities and, where possible, 

be restricted to no more than 8 key live objectives at any one time. 

Performance objectives identified at the beginning of the year will set out “what” you need to achieve over 

the year, while Civil Service Behaviours and Leadership Statement will set out “how” these will be 

achieved. The Leadership Statement describes the behaviours that the Civil Service can expect of their 

leaders at all grades, and was launched with its own set of implementation resources including a 360-

feedback tool. 

How to write your objectives: 

You are responsible for drafting your objectives, and agreeing them with your manager. Objectives should 

be SMART, and cover: 

● Business delivery:  These should directly reflect commitments made in Outcome Delivery Plans, 

including where you are responsible for your department’s contribution to a cross-cutting outcome 

led by another department; 

● Finance / efficiency: objectives should cover what you will do to control costs or drive efficiencies. 

You should also record budgets for which you are responsible on the form. Again, these should 

directly reflect commitments made in the Single Departmental Plan; 

● People/capability: Objectives should reflect the principles set out in the Leadership Statement, with 

the emphasis on inspiring, confident and empowering leadership behaviours. In addition, this 

objective must include a commitment to delivering an element of your department or profession’s 

diversity and inclusion goals; and 

● Corporate contribution: As a member of the SCS your objectives should reflect your wider 

corporate role. Describe what significant personal impact/influence you have had on wider 

performance and/or Civil Service success and how this has created/added value.  

Objectives should be reviewed at least every quarter to ensure continued relevance. 

How you will be assessed: 

● At all times you have a contractual duty to observe the Civil Service Code and its values. 

● Your performance will be formally assessed by both “what” you achieve (whether your objectives 

are met/not met/exceeded) and “how” you achieved it, by demonstrating the leadership behaviours 

expected of the SCS (the Leadership Statement and CS Behaviours). 

● You should seek informal feedback on your performance on a continuous basis. If this isn’t 

forthcoming, tell your countersigning officer. 

● At the mid-year point you should have a more structured conversation and record the main points. 

● At the end of year your performance will be measured by a number of key stakeholders as part of a 

robust 360-degree feedback process. 
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● Your manager will formally assess your performance absolutely against your objectives, and 

assign a box marking, which a moderation panel will discuss and challenge appropriately, if 

necessary. 

● You are responsible for building up a portfolio of evidence during the year on how you have 

performed against objectives and behaviours. 

What a good objective looks like – an example: 

Objective Type 
(What you are 
accountable to 
deliver) - eg. 
Business delivery 
etc. 

Include how you will achieve it and by when, what good looks like and how 
you’ll know you’ve been successful. This includes ‘what’ (expectations, 
measures, outcomes/deliverables, timeframes and ‘how’, achieved by 
skills, knowledge, competencies, behaviours, values applied, measured 
against feedback from stakeholders. 

Business delivery: 

To publish a White 

Paper on the future of 

widgets by November 

2024. 

● Agree terms of reference with Ministers (May) – White paper delivered on 

time and within budget 

● Ensure resource arrangements for project team are signed off (June) – 

Positive feedback from staff and stakeholders on demonstration of 

leadership behaviours 

● Meet with key stakeholders (July) – Examples of issues resolved due to 

my intervention. 

● Provide my team with clear strategic direction and support through 

fortnightly programme meetings – Findings of peer review of project. 

● Agree approach on shared priorities within the White Paper with relevant 

other government departments, including strategic direction, roles and 

responsibilities, a delivery plan and performance metrics – Feedback 

from OGD stakeholders, delivery against performance metrics. 

Specific Supplementary examples for Diversity and Inclusion objectives 
These are intended as a guide for SCS to develop their own objectives tailored to delivering outcomes for 

diversity and inclusion in relation to their own organisations and their own roles. Some examples of SMART 

objectives, aligned with the D&I strategy, are included below. For further information or support, please 

contact inclusion@cabinetoffice.gov.uk. 

Objective Type: 
Diversity and Inclusion 

How you will achieve it and by when, include what good looks like and how you’ll know you’ve 
been successful? - includes ‘what’ (expectations, measures, outcomes/deliverables, time frames 
etc. are required) and ‘how’ (achieved by skills, knowledge, competencies, behaviours, values 
applied, measured against feedback from stakeholders etc.) 

Lead an 
organisation/unit/divisi
on which seeks to 
recruit, retain and 
develop talent though 
the widest possible 
range of geographical, 

I will: 
● Be a role model and sponsor role models from a diverse range of backgrounds to 

increase the visibility of the broad range of experiences and opportunities available 
across the Civil Service. For example, showcasing the variety of roles and career paths 
open to people from diverse backgrounds, such as apprenticeships, which can support 
progression in the Civil Service. Participate in outreach activity to attract external talent 
and enhance porosity, by working with local schools and Further Education colleges. 

mailto:inclusion@cabinetoffice.gov.uk
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Objective Type: 
Diversity and Inclusion 

How you will achieve it and by when, include what good looks like and how you’ll know you’ve 
been successful? - includes ‘what’ (expectations, measures, outcomes/deliverables, time frames 
etc. are required) and ‘how’ (achieved by skills, knowledge, competencies, behaviours, values 
applied, measured against feedback from stakeholders etc.) 

social and career 
backgrounds. Aligned 
with:  A18 Establish 
external engagement to 
attract diverse skill sets 
and individuals from a 
range of backgrounds 
and broaden the 
experience of our own 
people, A21 Monitor our 
approach on equality of 
opportunity to ensure 
that all our people have 
the same opportunities 
to progress. 

● Promote new opportunities across the UK, demographics, skills shortages, groups under-
represented in the workforce (e.g. prison leavers, carers, disabled people), 
geographic/local community and skills/employment challenges. 

● Use Positive Action interventions where needed in relation to training, support, 
recruitment and promotion to ensure the broadest range of diversity is achieved and 
there is an equality of opportunity for all. 

● Promote the use of diverse recruitment panels as a route to welcome talent from all 
backgrounds and to support more inclusive selection decisions. 

● Enable teams to provide a clear and accessible induction for all, to overcome the sense 
of 'navigating a labyrinth', and provide the knowledge, skills and networks that are 
necessary to thrive in government for everyone throughout their Civil Service careers. 

● Encourage rigorous professional development for every employee with a consistent 
training offering across departments and transparent metrics against which delivery will 
be measured so that we are at the forefront of best practice. For example, ensure that 
all employees have the opportunity to devote at least 5 days a year to their L&D. 

● Support talented people regardless of background to develop their skills and build their 
career by building on their strengths and accessing qualifications to support their chosen 
career path. For example through mentoring; mock interviews; CV advice and careers 
guidance; learning and development; shadowing and sponsorship; 

● Develop Performance Management systems which, in line with our values, fairly 
measure both the what and the how of people's delivery. 

Measurement of outcomes could include: 
● Evidence of: 

○ Increased applicants from diverse groups noted via Government Recruitment 
Information Database, or increased success of applicants through shortlisting, 
interview and success. 

○ Effective use of reserve lists to drive diverse outcomes. 
○ Increased use of apprenticeships at all grades and across all 

professions/functions/locations. 
○ Increased use of Civil Service Commission’s Going forward into Employment 

schemes as a source for entry level talent. 
○ No. of Summer Diversity Internship Programme (SDIP) and Early Diversity 

Internship Programme (EDIP) placements and how many of those achieved 
their pass marks. 

○ No of people in units acting as mentors for mentoring/sponsorship schemes 
such as META, DELTA and Catapult. 

○ For retention - Increased engagement/reduction in gap with target groups. 
● Sponsor/mentor a member of staff belonging to an underrepresented group. Evidence 

that the person/s being sponsored has gained valuable additional experience within 
their current role to support future progression; progressed on the talent grid (if 
applicable); been accepted onto a talent scheme; or moved sideways into an area where 
they can eventually progress their career, or gained a promotion. 

● Implement measures to ensure equality and accessibility to employment and workforce 
related opportunities and promote them so as to be fully accessible. 

● Prompt action/intervention of any disparities in performance outcomes/reward & 
recognition. 

Continue to take a zero 
tolerance approach to 
bullying, harassment 

I will: 

https://www.faststream.gov.uk/summer-diversity-internship-programme/index.html
https://www.faststream.gov.uk/early-diversity-internship-programme/index.html
https://www.faststream.gov.uk/early-diversity-internship-programme/index.html
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Objective Type: 
Diversity and Inclusion 

How you will achieve it and by when, include what good looks like and how you’ll know you’ve 
been successful? - includes ‘what’ (expectations, measures, outcomes/deliverables, time frames 
etc. are required) and ‘how’ (achieved by skills, knowledge, competencies, behaviours, values 
applied, measured against feedback from stakeholders etc.) 

and discrimination 
within my 
organisation/unit/divisi
on. Aligned with A23 in 
the strategy to deliver a 
Civil Service wide review 
into the practices to 
tackle bullying, 
harassment and 
discrimination focussing 
on data, reporting and 
processes across the 
entirety of bullying, 
harassment and 
discrimination 
incidences. 

● Monitor progress on tackling bullying, harassment and discrimination in my department. 
Evaluate Civil Service People Survey data for evidence and implement robust 
interventions where appropriate. 

● Create and maintain an open and transparent culture, through standards for annual 
‘Speak Up’ campaigns across government, encouraging reporting of issues where they 
arise while providing case studies highlighting actions taken as a result. 

● Provide a clear, precise, and rigorous new standard of knowledge and skills for managers 
and leaders to ensure a zero-tolerance approach to bullying, harassment and 
discrimination. 

● Contribute to development of new policies around Sexual harassment, Safeguarding and 
Domestic violence, whilst implementing and championing those already in place, along 
with providing clear employee assistance routes to support victims. 

● Be a champion for mediation within my organisation, encouraging more individuals to 
be trained as mediators, releasing mediators within my team swiftly to carry out 
mediations and raising awareness within my part of the business and beyond on the 
importance of mediation, how it works and the positive impact it can have. 

Measurement of outcomes could include: 
● Evidence based change in the reporting rates of BHD: 

○ Reporting of BHD which could in turn link with ET outcomes (reduction in cases 
going to ET); 

○ Experiences of BHD as reported in CSPS results; or, 
○ Implement alternative routes to report BHD and raise concerns publicised 

clearly across the organisation. 
● Increase in the number of BHD support roles (e.g. Fair Treatment Ambassadors). 
● Increase in the number of mediators/investigators within the organisation. 
● Listening circles with key groups tell you that their lived experience has improved in your 

area. 
● Decreased time for investigations and mediations to reach completion. 

Create an inclusive 
culture across my 
organisation/unit/divisi
on. 

I will: 
● Create workspaces that enable collaborative and flexible working taking into account the 

needs of all colleagues. 
● Establish collaborative working environments by supporting inclusivity, health and 

wellbeing in the way we work, ensuring that all civil servants have the support and 
workplace adjustments they need to carry out their role. 

● Ensure that hybrid working arrangements are used effectively, inclusive of all individuals 
wherever they work - for example by using technology appropriately and ensuring that 
colleagues working away from the office are not excluded from developmental 
opportunities. 

● Initiate a Culture Enquiry in my area, and drive action on feedback. 
Measurement of outcomes could include: 

● Achieve and maintain Disability Confident accreditation encouraging individuals to 
create inclusive workspaces for disabled employees and take appropriate action to 
improve how I recruit, retain and develop disabled people in my organisation. 

● Complete Carer Confident accreditation up to and including level 3 across departments. 
● Better engagement scores on CSPS. 
● Number of people-hours spent supporting local communities, such as volunteering and 

other community-led initiatives. 
● Methods to measure staff hybrid working conditions over time and adapt to any changes 

in the results, with clear processes for acting on issues identified. 
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Annex B - SCS Performance Agreement Form 

Name: 

Job title: 

Line Manager: 

Period of Report: 

Relevant context about the role: 
Please include: Budgetary responsibilities: type (e.g. admin/capital/programme), value and description 

(what the budget is for), staffing responsibilities: number of staff and grade distribution, last People 

Engagement score, any additional relevant context 

Development and career planning: 
Record of development activity in the reporting period, including utilisation of 5 days learning 
and development. 

Mid-year performance: 

Job holder assessment of performance: 

Record performance to date, citing evidence against the ‘what’ and ‘how’ from objectives set. 

Include strategies to meet agreed objectives by year-end. 

Reporting manager assessment of performance: 

Discuss performance to date, citing evidence against the ‘what’ and ‘how’ from objectives 
set. Include progress against development. 

Mid-year rating: Exceeding, High Performing, Achieving, Partially Met 

Agreed by:  Job holder | Line manager 

End-of-year performance: 

Job holder assessment of performance: 

Record performance for reporting year citing evidence against the ‘what’ and ‘how’ from objectives 

set, measured against stakeholder and 360° feedback. 

Have you undertaken 360° feedback? Yes / No 

Reporting manager assessment of performance: 

In making this end of year assessment, it is important to acknowledge and set aside any personal 

bias, conscious or unconscious, to ensure an objective appraisal of the person you are reporting 

on. By checking this box I confirm acknowledgement of this statement. 

End-of-year rating: Exceeding, High Performing, Achieving, Partially Met 

Agreed by:  Job holder | Line manager | Countersigning Officer
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Annex C - Good Practice Guides: 

Improving Performance 

1. Tackle performance every day – on the day 

You should make time to address performance every day – good and bad. Hold regular and 

constructive discussions and coaching conversations. Make sure you tackle poor performance on 

the day it occurs and in more detail in the first one to one that follows – do not wait for a six monthly or 

annual review. Talking to people about issues when they occur is vital, backing this up when needed 

with a file note you share with them enables and supports any formal process. Filing a note you haven’t 

shared with the person undermines any formal process rather than assisting it. 

2.  In tackling extremes don’t miss the majority 

While you can sometimes find you concentrate your time and effort on the excellent and problem 

performers, the majority are usually in between. There is real performance improvement here which 

is within your grasp. Identifying those whose performance is improving or declining and managing 

accordingly can make a real difference to individual and team performance. Most people genuinely 

welcome feedback that helps them to improve and want to do well. 

3. How people get things done is important as well as getting them done 

Attitude and behaviour are part of performance – you can and should manage them. As 

communicators how we present ourselves, handle situations and market our profession are part of getting 

the job done well. You need to address attitude and behavioural problems even if ‘technical’ performance 

or delivery is good. This isn’t about deeming a specific leadership style better or worse than any other, 

but about demonstrating both the corporate and organisational behavioural expectations. Corporate 

expectations are set out in frameworks like the Leadership Model. They also form part of our Civil Service 

values set out in the Civil Service Code. Departments should set out clearly any organisational 

expectations so that objectives can be linked to the business aims. In both cases job holders and 

managers need to be clear about what is expected of them and how this will be measured. 

4. You need a different approach to managing behaviour and attitudes 

than managing capability 

Capability problems are best tackled by clear task based objectives; behavioural and attitude problems 

by being very clear with people on the behaviour you want and don’t want. For capability issues a 

reasonable timeframe for improvement can be put in place to take account of any training/coaching 

requirements. Behaviour and attitude can be transformed very quickly if you actually tackle it with 

people and then keep tackling it. 
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5. What individuals can do to engender good performance management 

● Set clear objectives - It may be self-evident but the start of good performance management is 

clarity about the objectives that are expected to be achieved, both in business outputs and the way 

business is conducted. The need for specific performance measures and criteria will vary from 

circumstance to circumstance but the key requirement is that both parties are clear about what has 

to be done and how they will assess how well it has been done. 

● Establish the right relationship – It is very important to establish and maintain the 

authority to engage in performance management. That comes from being very clear from the start 

about the standards that matter to your business and the organisation. It is also helpful to 

separate the individual from their performance. You are not reviewing the individual’s intrinsic 

worth. You are reviewing what they have done. This is particularly important when challenging 

poor performance. 

● Be generous – Good performance managers are generous with their time, with their support 

and coaching and, above all, with their aspiration that the individuals they manage should have the 

opportunity and support to grow and improve. They do not separate development from performance 

management. Their goal is for performance to improve and their skill is in helping their people to do 

that. This is nearly always accompanied by a style of leadership and management which is 

empowering – by being clear about outputs and helping their staff to learn and grow as they 

discover the best ways to deliver them – rather than specific and detailed checking and intervention. 

● Be tough when necessary – These characteristics enable good performance managers 

to be extremely tough when they need to be. They have established the moral authority to be as 

robust and vigorous as necessary. 

Handling Difficult Conversations 

Preparing 

● What is the issue? Is this a one-off situation and what impact has it had, for example on achievement 

of objectives or on others? 

● Identify a specific example that illustrates the behaviour or situation that must change. 

● What is your contribution to the problem? Should you recognise shared responsibility? 

● Consider your emotional response to the situation and be aware of any unconscious bias. 

● Consider if there is anything you could do differently to help resolve the issue. 

● Prepare the points to cover and be clear about the outcome you wish to achieve. 

● Arrange a suitable time for the discussion and think about the location. 

During the Conversation 

● Be clear about why the conversation is necessary. Be specific and give examples. 
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● Clarify why it is important. 

● Be mindful of your body language and tone of voice. 

● Let them know that you want to resolve the problem. 

● Use open questioning and ask the other person’s perspective, for example: 

○ How do you feel things have been going? / How do you see the job developing 

○ How do you feel about that? 

○ Tell me, why do you think that happened? 

○ What do you think you could do differently next time? 

● Check your understanding and paraphrase: 

○ Have I got the right impression? 

○ Do you mean that...? 

● Invite the other person to respond and do not interrupt them. 

● Ensure the other person knows you understand their views, feelings, position etc. 

● Be ready for reactions – these could be any number of emotions from upset to anger or the individual 

may become quiet and withdrawn. It may be useful to take a break in the conversation to give 

individuals time to calm down or reflect. 

● Keep it professional – don’t let the conversation become like one between a parent and a child. 

Moving On 

● Where are we now? 

● What do we need to do to resolve this? 

● What is our new understanding and how do we go forward from here? 

● What happens next? 

Reviewing 

● Set a SMART target for change in behaviour or situation. 

● Review regularly until there is evidence of change in performance and/or behaviour. 
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Annex D – Guidance for conducting a localised moderation panel 

Once a performance mark has been provisionally agreed by the job holder and the line manager, it is then 

taken to moderation. The objective of the localised moderation panel is to discuss and appropriately 

challenge the job holder’s performance marking and ensure consistency across a cohort of staff. 

This guidance note outlines the key principles and best practices recommended to deliver the moderation 

process effectively and consistently. 

Performance Differentiation 

1. Departments should assess the performance of their SCS absolutely against their own objectives, and 

assign each individual an ’Exceeding’, ‘High Performing’, ‘Achieving’ or ‘Partially Met’ mark. 

2. There is no forced distribution but as with any normal large organisation, we would expect there to be 

al curve of performance differentiation, with the largest proportion of SCS in each department falling in 

the middle box (‘achieving’) and roughly 5% in the bottom box (‘Partially Met’). 

Performance Assessment 

1. It is recommended best practice that: 

a. an employee’s performance assessment is entirely evidence based; and 

b. this evidence base is the sole determinant of the individual’s assigned performance marking. 

2. The purpose of the localised moderation panel is to allow managers to review performance evidence, 

check for consistency across the peer group, and challenge performance markings where necessary. 

3. Moderation panels must use the following criteria to come to judgements on performance groups: 

a. Assessment of performance against objectives, including: 

i. the leadership behaviours exhibited in the achievement of objectives, reference to the 

Leadership in Action Attributes to support evidence will be key; 

ii. an assessment of the management of resources. Wherever possible finance 

professionals should attend moderation panels to provide professional insight on the 

degree to which job holders have demonstrated sound financial management; 

iii. job weight. All other things being equal, individuals who perform well in bigger jobs 

should be ranked ahead of individuals who perform well in smaller jobs; and 

b. the degree to which the job holder has contributed to the Civil Service as part of the wider 

corporate community, including contributing to the running, performance and reputation of the 

Civil Service, leadership communication and fostering an ethos of volunteering. 

4. In addition, the following conditions will apply for performance group distributions: 

a. if an individual does not meet their finance/efficiency objective then they cannot be ranked 

higher than in the ‘achieving’ performance group. 
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5. The importance of procedural justice should be considered for those subject to the process. This 

includes respecting distributive justice (considering the equity of contribution), equality (same 

treatment for same circumstances) and interpersonal considerations of respect and propriety of 

treatment, in addition to how adequate information is conveyed on the decision; particularly timely, 

truthful, specific explanations. 

Further Guidance 

6. Guidance on how to conduct localised moderation panels for SCS is very similar to that provided for 

the delegated grades. For further information you may wish to approach your HR Director or HR 

Business Partner who will be supporting you with your senior performance discussions. 


