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QUALITY STANDARDS (Select relevant standard/s) 

ISO 20000 X ISO 27001 X ISO 9001 X ISO 14001  

BS 76000:2015 X BS 76005 X BS 10008  ISO 13485  
SDI (Service Desk Institute) Standard X 

 
 

HEALTH CARE STANDARD (Select relevant standard/s) 

Staying Healthy  X Safe Care   Effective Care   Dignified Care   

Timely Care  Individual Care  X Staff & Resources  X 

 
 

EQIA STATEMENT (Select as appropriate)  
Applicable 

June 2018 Outcome - Approved 

Statement:  
The assessment found that there was no impact to the equality groups mentioned and this will 

policy have a positive impact on all of the ‘protected characteristic’ groups. Where appropriate, 
the organisation will make plans for the necessary actions required to minimise any stated 

impact to ensure that it meets its responsibilities under the equalities and human rights 
legislation. 
 

 

 

 WELL-BEING OF FUTURE GENERATIONS ACT (Select relevant theme/s)  

A Prosperous Wales X A Resilient Wales X A More Equal Wales X A Healthier Wales X 

A Wales of Cohesive Communities X A Globally Responsible Wales X 

A Wales of Vibrant Culture and Thriving Welsh Language X 

 

 
 

STRATEGIC OBJECTIVE (Please place a ‘x’ next to relevant objective/s) 

Mobilising digital transformation and ensuring high quality health and care data  

Expanding the content, availability and functionality of the Digital Health and Care Record  

Delivering High Quality Digital Services X 

Driving value from data for better outcomes  

APPROVAL/SCRUTINY ROUTE: Person/Committee/Group who have received or considered this    
Local Partnership Forum 23/03/2021 Approved 
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Date Version Name Position 

31/03/2022 1 All NHS Wales All NHS Wales 

1.3 AUTHORISATION 
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2 INTRODUCTION  

 

This NHS Wales policy applies to all members of staff on NHS Terms and Conditions of Service, and 

has been developed in line with Annex W of the NHS Terms and Conditions Handbook and must be 
used in conjunction with local PADR and KSF policies and with the PADR/Appraisal principles.  

 
This policy sets out the reasons for pay progression and the procedure to be followed to deal with 

annual incremental reviews. It clarifies the performance ratings to be used and includes a description 
of each rating. The policy also covers issues arising relating to incremental progression and deferment 

and the process for handling any disagreement and it aims to ensure consistency of approach and 
application. 
 

The Minister for Health and Social Services set out the intention to introduce pay progression linked 
to performance. The aim is to improve performance and productivity as well as support the 

implementation of change by helping staff to understand more clearly what is expected of them in 
terms of behaviours and new ways of working. It is important to note that this is not a cost saving 

measure aimed to limit progression but a policy that seeks to get value for money by linking pay 
progression with performance rather than time served in role. 

 
The Pay Progression Policy needs to work closely with the Appraisal Process and therefore sets out 

some best practice principles for appraisal that all Health Boards and Trusts should embed in their 
local processes. These principles are: 

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

how we should be doing it 
• We will all receive constructive and timely feedback on how we have done 

• We will all ensure that we actively seek to develop and improve what we are doing for the 

benefit of patients 
 
The Pay Progression Policy together with local Appraisal Policies will encourage and reward all staff 
to give their best contribution whatever their job is, be it in delivering care, services, advice or support 
functions and that increments are awarded as a reward for performance not because of time in 
employment.  
 
The Chief Executive of NHS Wales will ensure that the policy is implemented fairly. 
 
This policy will be reviewed 6 months and 12 months after implementation and then in response to 
new evidence, legislation or guidance, or every three years, whichever is sooner. 
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3 EQUALITY IMPACT ASSESSMENT  

1. General 

Title of document Pay Progression Policy (non-medical 
staff) 

Purpose of document To set out the procedure to be followed 
for linking pay progression to 
performance, to describe the process for 
handling annual incremental reviews, 
addressing issues arising relating to 

incremental progression and deferment 
and to ensure consistency of approach 

and application. The document shows 
how pay progression and appraisal 

processes align and reiterated the need 
for all staff to have a clear understanding 
of their expected role and function and 
have the opportunity to receive feedback 
about their performance in order that 
they may develop to their maximum 
potential.   

Intended scope All non-medical and dental staff 
employed by NHS Wales 

 

 
2. Consultation 

Which groups/associations/bodies or 
individuals were consulted in the 

formulation of this document? 

NHS Wales Partnership Forum (including 
all unions recognised by NHS Wales); 

Strategic Pay Taskforce Implementation 
Group; NHS organisations; Line 

Managers 

What was the impact of any feedback on the 
document? 

 

Who was involved in the approval of the final 

document? 

NHS Wales Partnership Forum & 

Strategic Pay Taskforce Implementation 
Group 

Any other comments to record?  

 
 

3. Equality Impact Assessment 
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Does the document unfairly affect certain 
staff or groups of staff?  If so, please state 
how this is justified. 

No.   

What measures are proposed to address any 

inequity? 

None 

Can the document be made available in 
alternative format or in translation? 

Yes, on request to Workforce & 
Organisational Development Directors 

 
 

4. Compliance Assessment 

Does the document comply with relevant 
employment legislation? 
Please specify. 

None applies 

  

 

 
5. Document assessed by: 

Name  

Post Title/Position  

Date  
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4 PAY PROGRESSION SUMMARY  

 
To help us give the best possible care and services, whatever our role, it is important that we 
understand what is expected of us, how our contribution helps the organisation achieve its aims and 
that we are rewarded for doing the right things well and not because of another year in post. 
Therefore, increments will only be given after we’ve achieved what’s expected of us in 3 areas: 
 

Doing the right things Doing them the right way Doing things better 
 
The reason for introducing pay progression linked to performance is to help improve your 
performance and productivity and that of the organisation. It will better support the implementation 
of change by helping you and your manager agree what is expected of you in terms of your behaviours 
and new ways of working. It is important to understand that this has been introduced to increase 
value for money and to promote fairness by linking pay progression with performance rather than 
basing incremental progression simply on time served in the role.   

   
Each year before your increment date, you and your manager will review how well you have met 
your objectives and agree whether your performance is satisfactory or unsatisfactory. If it is 
satisfactory, you will receive your annual increment. If it is unsatisfactory you will not receive your 

increment and you will work with your manager to agree a plan to help you improve in order that 
you receive your increment at the next opportunity. 
 
Importantly, there will be checks in place to make sure that if you have not been able to meet what 
was expected of you, through no fault of your own, then you should receive the next increment. 

 
Pay progression works in parallel with appraisal however they remain as two separate processes. The 

flow diagram below shows how the two work together. 

5 THE APPRAISAL PROCESS  

 
This Pay Progression Policy does not replace or change Appraisal policies but does set out three 
principles that will be embedded into local appraisal processes. They are:    

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

• We will all receive constructive and timely feedback on how we have done 
• We will all ensure that we actively seek to develop and improve what we are doing for the 

benefit of patients 

 
The details of best practice appraisal techniques which will support performance linked pay 

progression are included in appendix A and should be embedded in your local appraisal processes. 

6 THE PAY PROGRESSION PROCESS  

 
 

Pay Progression Process                                   Appraisal Process 
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7 WHO DOES WHAT AND WHEN? 

 

Agreeing Objectives 

 

Make sure your appraisal objectives cover these 
three areas 

• What am I expected to deliver 

• How should I do things (organisational 

values) 
• How can I develop/do things better  
 

End of year review/appraisal with manager 
Builds on in year conversations and feedback 
Agreed what needs to be built into the next year’s 

objectives. Recorded on ESR 

At the start of the year, you and your manager 
should agree your objectives and identify the 

people who you will seek feedback from 
 

Ongoing conversations 
Seek regular feedback on how you are doing  
Include feedback from a range of people (where 
appropriate build in feedback from patients, 

clients, partners, project managers and 
colleagues) 
 

If you are failing to meet objectives, agree an 

improvement plan with your manager 

Manager determines whether satisfactory or 

unsatisfactory 

Two- three months prior to increment date, 

review with manager and use third party 
feedback. Agree if you have met the objectives in 
all three areas 
 

(Depending on increment date, this review may 

be conducted as part of the end of year appraisal 
review) 

Manager communicates outcome to individual and 
seeks agreement 

If individual content, increment 
will either be paid or not paid 
depending on the outcome of the 

review. 

If individual is not content i.e. the 

increment is to be withheld, ask for 
the manager’s manager to review 
(within 7 days). Their decision is 
final. 

There is no further appeal process 
regarding the rating decision. If the 
individual feels the process has not been 
followed correctly they can consider the 

grievance process. 
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As part of the annual appraisal process, you and your manager will agree a set of objectives which 
cover: 

• what you need to do i.e. the things you need to deliver; 

• how you need to do things, i.e. your behaviours, and the way you demonstrate the values; 

• ways in which you can seek to develop and improve what you are doing. 

 
You should play an active role in setting the objectives and checking that you understand what your 

manager expects of you as the extent to which you meet these objectives will determine whether 
you receive your annual increment or not. 

 
Feedback 

 
Both you and your manager should actively seek feedback and information from different people 

(e.g. patients, colleagues, partners), any relevant results/data, project/improvement work you have 
been involved in. This feedback will help you and your manager prepare for your pay progression 
review and support the rating you are given. 

 
Increment Review  

 
You should have a review 8-12 weeks before your increment is due which will be arranged by your 

manager. Both you and your manager should prepare in advance.  At the meeting you should discuss 
examples of how you have met your objectives, where appropriate using feedback from other 

people. Depending on your increment date, this meeting may also be your end of year 
appraisal/PADR review. 

 
It is good practice to have regular conversations and feedback throughout the year so there should 

be no surprises. If you have been struggling to meet your objectives, this should have been discussed 
earlier in the year and an improvement plan agreed.    

 
Agreeing the rating  

 
At the end of your increment review, your manager will tell you your rating i.e. whether you are 
satisfactory or unsatisfactory and their reasons for the decision. If you both agree the rating, your 
manager will inform the Workforce & Organisational Development department and payroll. If the 
rating is satisfactory your increment will be paid if the rating is unsatisfactory you will not receive an 

increment. 
 

 
Satisfactory Has successfully met core objectives and demonstrated satisfactory progress 

in achieving other objectives. 

Unsatisfactory Has been unsuccessful in meeting core objectives and/or has not 
demonstrated satisfactory progress in achieving other objectives 

 

Individual organisations will need to determine what will constitute a satisfactory or unsatisfactory 
performance on a departmental, team or individual basis.  It will depend on the type and nature of 

the role but should be based on clear, reasonable, agreed objectives.  Managers should agree a core 
set of achievable objectives on which pay progression is assessed but also include further more 
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ambitious objectives as part of a wider performance review process.  It must, however, be made clear 
what level of performance would amount to satisfactory and therefore what would be an 
unsatisfactory level of performance.  

Importantly, if you have not been able to meet what was expected of you, through no fault of your 
own, then you should receive the next increment.  

 
Integrating outcomes into next year’s appraisal 
 
The increment review should be part of your ongoing performance management discussions with 
your manager and will provide a useful source of feedback to take into account in the end of year 
appraisal review and future objective setting. If you are rated satisfactory then you and your manager 
can discuss whether you require further development opportunities etc. If you are rated 
unsatisfactory you and your manager should agree a plan to help you improve and get your 
performance back on track. These objectives should be included and reviewed in your next appraisal.  
 
If your manager identifies that you  have been unable to meet your objectives through no fault of 
your own, then you and your manager will need to work together to reset your objectives or remove 
the barriers to their achievement 
 
Dealing with disagreement 
 
Very occasionally, you and your manager may disagree on how well you have met your objectives 

and therefore on the rating you are given. Wherever possible, you should try to resolve issues with 
your manager. If your manager rates you unsatisfactory and you can’t resolve this directly with 

them, then you can ask your manager’s manager to review the decision. This should be done within 
7 calendar days of being told your rating. Your manager’s manager will want to understand both 
you and your manager’s points of view. They will then make a decision on the rating and will 
communicate their reasons to both you and your manager within 7 calendar days of receiving the 
appeal letter. This decision is final and your manager will then inform the Workforce & 
Organisational Development department and payroll. There is no further appeal against the rating 
decision.  If the individual feels the process has not been followed correctly they can consider the 
grievance process. 
 

Band 8c and d/9 Roles 

 
We recognise that rewarding good performance with increments is a significant and positive change. 

We also recognise that senior leaders are in the main already expected to be setting and reviewing 

objectives in this way. They are also more likely to be used to asking for and receiving feedback from 
a number of people. Additionally, we know it’s important for leaders to model the behaviours we 
want from others. 
 
Therefore, for Band 8c and d/9 roles, there are the following differences: 
 

• The top two incremental points are earned each year following the demonstration of good 

performance and so the individual will not automatically stay on top of the scale. 
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• Managers and individuals must get a range of feedback from patients/clients, colleagues, and 

partners 

 

Appendix 1: Legal issues  
 
Maternity / Adoption Leave 

 
During Maternity, Paternity and Adoption leave service is considered to be continuous. Therefore, if 

you take Maternity, Paternity or Adoption Leave which coincide with incremental dates, you should 
not be penalised.   

 
Should your leave coincide with review/incremental date; pay progression will not be affected and 

an assessment will take place upon your return. This assessment will form part of your return to work, 
ensuring that essential skills are updated and objectives revised. 
 
If you are in the formal stages of the capability policy at the time of commencing of your 
maternity/adoption leave, and there is evidence to show that you would be unlikely to have met your 

pay progression criteria, it may be possible to withhold your pay increment. However, advice must 
be sought from a relevant member of the Workforce & Organisational Development department. 

 
Paternity Leave/Parental Leave/Carers Leave/Shared Parental Leave 

 
As this period of leave is relatively short, managers are encouraged to ascertain whether an 

incremental date may occur during your absence and plan ahead to undertake the assessment before 
the leave of absence occurs.  If this is not possible, it would be expected that, unless it is clear that 

you are unlikely to meet all of the progression criteria that you will receive your incremental rise and 
an assessment will take place on your return.  

 

Sabbaticals/Career Breaks 

 

Sabbaticals/career breaks are by definition your choice, therefore if you choose to take a 
sabbatical/career break at any stage during your career your pay progression will be ‘frozen’ at the 

incremental point you have achieved at your last working day. You, therefore, will return to work at 
the same incremental point you left on.  An assessment will need to be undertaken within a few 
weeks of returning to identify your training and development needs.  

 
Long Term Sickness 

 
Where a period of long term sickness coincides with your review/ 
incremental date, pay progression will not be affected and an assessment will take place upon your 
return. This will not form part of normal return to work assessments and will be dealt with as part of 
a separate discussion. 
 
If you are in the formal stages of the capability policy at the beginning of your sick leave, and there is 
evidence to show that you would be unlikely to have met your pay progression criteria, it may be 
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possible to withhold your pay increment. However, advice must be sought from a relevant member 
of the Workforce & Organisational Development department. 
 
Formal Processes 

 
The NHS Organisation reserves the right to defer pay progression should you be absent from work 
due to formal processes or where concerns with regard to performance would have been raised with 
us should they have been at work. The NHS Organisation will formally notify you accordingly, 
including your right to appeal and right to representation; it is anticipated this would only be in 
exceptional circumstances.  

 
Equality Monitoring 
 
The NHS Organisation will monitor the application of the policy against the protected characteristics 
in line with the Equality Act 2010.  This may be done a sample basis.  A report will then be provided 

to the Board or appropriate sub-committee on an annual basis. 
 

Other Extenuating Circumstances 
 

The NHS Organisation recognises that there may be other extenuating circumstances that have not 
already been covered in this section. In cases where it is believed there are extenuating circumstances 
for not achieving the progression criteria, advice should be sought from your line manager and a 
relevant member of the Workforce & Organisational Development department. 
 

Appendix 2 – Principles and Best Practice to be integrated in to Local Appraisal 
processes  

 

To help us give the best possible care and services, whatever our role, it is important that we 

understand what is expected of us and how our personal contribution helps our teams and the 

organisation achieve its aims. 

 Appraisal discussions should be ongoing and:  

• Provide feedback on how we have done - feedback should be honest, constructive and timely 

and where possible we should seek feedback from a range of people we work with (e.g. 
colleagues, stakeholders, patients, project managers)   

• Ensure each of us agree and understand what’s expected of us and how we should be doing 

things i.e. what we need to deliver and the behaviours and ways of working that are expected 
of us 

• Ensure that we develop ourselves to do things better and/or move to another role and have 
a plan of what learning we are going to do 

 
Managers involved in reviewing, assessing, agreeing objectives and supporting personal 
development plans, must ensure that they are competent and confident to do this role. Learning and 
development teams can help support managers where this is needed. 

 

Agreeing Objectives 
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It is vital that we know what is expected of us. Importantly, we should agree our specific objectives 
so that we own them. Objective setting should always be a two way conversation.  
 
For objectives to be meaningful, they must be SMART: specific, measurable, realistic, time-based 
and achievable; they must particularly be “within our circle of control”. You should not agree 
objectives on things you can do nothing about. Good objectives are ones where the outcomes are 
as a result of what we do and how we behave, i.e. they are things we can control.   
 
Agreeing Development needs 
 
As part of the review or setting of objectives, it is likely that you will have identified things and/or 
ways you can do better. These are likely to need us to spend time developing ourselves and you 
should agree the best way to do this with your manager. Often a formal training course may not be 
the only or the best solution and you should think about the time you need to spend on your 

development, not just the budget you may need. 
 

Keeping Records 
 

Keeping accurate records is important and any records that you and your manager keep should be 
within the Data Protection requirements. Managers must ensure that all details of appraisal meetings 
are recorded on ESR. 

 


