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Interview with Matthew Cooper – 
Project Manager for Building Schools for the Future

Bradford Metropolitan District Council uses a Performance and Development Scheme (PADS) for the process of planning in the Finance Department.

Background

Matthew went to the University of Leeds where he studied Economics and Politics with North American Studies, graduating in 1995. He took six months out due to illness then worked for a friend to ease himself back into the workplace. Matthew saw an opportunity to join Bradford Metropolitan District Council on the Graduate Trainee Accountant Scheme. He joined in 1996 and studied for 3 ½ years for his Chartered Institute of Public Finance and Accountancy (CIPFA) and qualified in 2000. 

After a few months he was promoted to a Senior Accountant Auditor role. He was promoted again in 2002 to Financial Consultant and again in 2004 to become Project Manager under the Building Schools for the Future Programme. 

Q  Can you tell me about the Performance and Development Scheme (PADS) system?

A  It is an overall framework, it’s not a one size fits all solution – we use the parts of the process that work well for you as an individual and for the manager you are working with.

Q   Can you describe the process?

A  We have an annual meeting to set objectives with six monthly reviews. We have a review of where you have got to with meeting those objectives on a half-yearly basis. We usually set four or five personal objectives plus eight generic corporate objectives (in common with senior management)

The meeting is called by your Line Manager and a management team meets to set the end date for process, taking into account key work outputs at the end of the year. The line managers have their own performance reviews first with the Heads of Service, then do the reviews with their own staff. The Finance Management team monitor their progress to make sure all reviews are done.

The meeting takes two formats; general discussion about work, how it’s going etc, and then the formal record part. In some ways the informal chat with your manager about how work is going is actually more useful than the formal part. It does give you a structured opportunity to raise issues in a formal or informal way about your workplace experience and you don’t necessarily have to document everything that’s an issue. It is also a good opportunity for managers to get some honest two-way dialogue in a private environment.

Q  Can we look at this now – (The PADS form A)

	Agreed Objective
	Target & Success 

Criteria Incl. Method 

Of assessment
	Resources 

Required
	Training

Need

	To implement a training

records database for the x

team
	By January 2003 – fully

functioning system with 

complete set of records
	New computer
	How to use 

Access


           Figure 1  Extract from PADS form
So for example at my half-yearly review, in October 2004, we set up a new centralised finance team looking specifically at education finance. My first objective was to bed down some regular routine monitoring arrangements, then to fully establish the team and to share knowledge with them because I was the only one with experience in the particular service area. 

An individual takes responsibility for the final PADS document, the manager moderates the comments then they sign it off. The form , see extracts below sets up the structure for asking yourself questions that helps you to set targets. 
	Key work Objectives

SOME QUESTIONS TO ASK YOURSELF

	1 REVIEW OF OBJECTIVES/ACHIEVEMENTS SINCE LAST MEETING


	For each achievement consider: 

What was the achievement?

How did you achieve it?

What skills did you use?


Figure 2  Extract from PADS 
My objective was to establish and maintain financial systems. This is what I am doing now but it is not just financial support, it is running the whole project. I was involved in providing financial support in my previous role and that is something that led to this new opportunity. Setting this objective allowed me to pursue that.

Q  How do you establish your Personal Training and Development Plan?
2 REVIEW OF YOUR PERSONAL AND TRAINING PLAN

	(a) Agreed training provided

Have you had all the training, development and support agreed with your manager at the last review?
	If not, what has not happened?

	(b) Extra training

Have you had any extra training, development or support which was not planned at your last review?
	If yes, what was this?



	(c) Training helped

Has the training, development and support you have had helped with your work and/or personal development?


	If yes, in what ways?


Figure 3

A   This matrix (Figure 3) identifies what you need to do.  This is not a static form but you do need to justify a need to go on a course. You must complete an application form that needs to be signed off by a line manager. People do say no to training requests sometimes. For example I wanted to go on  a presentations course, they basically said to me I don’t think that this course is suitable for you, you’ve already done a substantial amount of presentations and I think you might find this a bit basic. So we’re not going to send you on that course. 

There are forms to complete associated with each training course. Before you go on a course, you have to identify the business benefits and after the training course, you’ve got to evaluate whether those perceived benefits are being realised and achieved.

Q   Is there a looking forward process after a training course?
A  Yes there is another section to the form which says how will you apply what you have learnt to your day to day job?  These forms go to the training manager. 

Q  How useful is the PADS process?

A  I’ll start with the negative then go onto the positive. One aspect that has been quite difficult for me was the line manager who I had the interview with didn’t actually line manage me. Basically, I reported direct to my Head of Service but they had 12 actual line reports. So what happened in practise was that the performance reviews got delegated down to the next level of management. They weren’t people who had a day-to-day overview of my work. Our structure’s quite strange in that. So there was a difficulty there in the ability of that individual to give me objective feedback on my performance. What I will say is that it still provided a formal discussion, a forum for me which was useful. Obviously I have regular meetings with my Line Manager on day to day issues so I don’t think that there was anything that I logged in my PADS which was a surprise to her. So I don’t think that the process is a replacement for day-to-day working relationships or management, I think it is a supplement to try and formalise the procedures. 

The other thing about the Bradford scheme is that there is no link to pay. That's a good thing and a bad thing. It’s a good thing in terms of it basically takes away the emotiveness of what people are paid, one of the main issues in the way that people perceive performance reviews and their working relationship. So I think it’s quite good from that perspective, but there isn’t really a formal opportunity to discuss pay or promotion. Obviously you can discuss it informally, where your aspirations may be, but basically the culture of the organisation is very much that you are appointed at a certain grade in the structure. That grade might have a band of salaries and you progress incrementally along that band regardless of how good or bad your performance is. Unless your performance is such that you are not perceived to be doing your job. 

But there is no reward for good performance. Local Government does have much less discretion about how people get paid within the grades. I was one of the most junior people on my level and at the very bottom of the pay band and there were other people who had either more experience and had risen through the Grade or there’s people who have come in more recently and from outside and able to negotiate themselves a better starting deal. So obviously, there is frustration there from an employee’s perspective but I understand that you can’t always reflect what you would like in a system.

What’s good is that it gives everyone an opportunity to have a discussion with someone and feed into the overall strategy of the department and the department training plan, concerns or suggestions. It is a good process in that it guarantees people that opportunity on a biannual basis and I think that is important. Sometimes in line management things can get a bit lost in amongst the day jobs. Our scheme creates management time to spend with the staff. I have always approached it as a constructive process: What could be done better? How could you work together better?

It is also an open process – you won’t be penalised for speaking out of line. It also allows an individual to understand a bit more about the strategic thinking process of management and matters of policy.
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