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1.1 Background  

An audit of Staff Development and Performance Management was undertaken as part of the approved internal audit 

periodic plan for 2015/16. 

The review included assessing the processes operated to manage the following risk:  

 Staff are not appraised in a consistent manner in line with policy, and progression is not based on performance 

and recorded within appraisal documentation. 

The review focused on the Trust-wide policies and procedures in place in relation to staff development with focus on 

non-teaching staff only.   

1.2 Conclusion 

Overall our review identified that the system and controls in place required improvements in order for the Trust to 

ensure that there are adequate procedures in place for appraising staff. We have noted weaknesses within the control 

framework and non-compliance which has led to eight management actions, six 'medium' and two 'low'.  

The medium findings relate to the lack of staff development guidelines, objectives were not always specific, 

measurable, achievable, realistic and timely (SMART) and not linked to the strategic objectives of the Academy or 

Trust. Mid-year reviews had not been formally completed and outstanding appraisals had not been formally followed 

up at Samuel Lister Academy, staff training had not been centrally logged and monitored for completion at each 

Academy and the Trust, nor had it been evaluated for effectiveness. 

Internal Audit Opinion: 

Taking account of the issues identified, the Board can take partial 

assurance that the controls to manage this risk are suitably designed and 

consistently applied. 

Action is needed to strengthen the control framework to manage the 

identified risk. 
 

1.3 Key findings 

The key findings from this review are as follows: 

A sample of appraisals were tested from Appleton Academy, Samuel Lister Academy and the Trust, with the following 

key findings being noted: 

 Testing confirmed that staff appraisals had been completed by the Line Manager on an annual basis at Appleton 

Academy and the Trust; any incomplete appraisals had been followed up and a copy held centrally. 

 Mid-year development reviews had been undertaken in order to monitor progress made towards objectives and the 

training plan at Appleton Academy. 

 Training had been identified at the annual appraisal and updated onto the appraisal documentation.  

1 EXECUTIVE SUMMARY 
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 Individual training records had been maintained for support staff at Samuel Lister Academy using the BlueSky 

system. 

However, the following weaknesses in the systems were identified which have led to six 'medium' and two 'low' 

management actions: 

 A Support Staff Appraisal Policy was in place and had been rolled out across each Academy; however it was not fit 

for purpose as it did not reflect the current process for the staff development and performance management at the 

Trust. 

 Draft appraisal guidelines were not in place and rolled out across the Trust. An appraisal pro-forma was in place 

however it did not link to the Trust's strategic objectives nor was there any guidance on how to set objectives and to 

ensure they were SMART (Specific, Measurable, Attainable, Relevant and Time-Bound). 

 Objectives set in the staff appraisals where not SMART in every case nor had they been set in line with strategic 

objectives.  

 Mid-year development reviews had not formally been recorded at Samuel Lister Academy in order to monitor 

progress made towards objectives and the training plan.  

 Testing identified that only nine out of 10 appraisals sampled had been completed at Samuel Lister Academy; staff 

appraisals had also not been formally monitored for completion.  

  Training needs identified at staff appraisals had not been monitored for completion and delivery. 

  Individual training records had not been maintained for support staff at the Trust and Appleton Academy. 

 Evaluations forms for training courses had not been completed at Appleton Academy and the Trust. They had 

however been completed at Samuel Lister Academy but had not been reviewed to confirm that planned objectives 

and value for money for the training and development events had been achieved. 

1.4 Additional information to support our conclusion 

Risk Control 

design* 

Non-

Compliance 

with 

controls* 

Agreed actions 

   Low Medium High 

Staff are not appraised in a consistent manner in 

line with policy, and progression is not based on 

performance and recorded within appraisal 

documentation. 

4 (9) 4 (9) 2 6 0 

Total   2 6 0 

* Shows the number of controls not adequately designed or not complied with. The number in brackets represents the total number of controls 

reviewed in this area. 

 



 

  Bradford College Education Trust Staff Development and Performance Management 2.15/16 | 4 

1.5 Additional feedback  

We have also identified innovation or good practice at similar organisations that Bradford College Education Trust may 

wish to consider: 

Good practice for further consideration 

Consideration should be given to developing a training catalogue which will provide staff with a guide on staff 

development and training options available in order for them to achieve their development objectives.  

The introduction of a training catalogue would help achieve a standard and consistent approach to selecting and 

booking training courses and help achieve value for money. 
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2 ACTION PLAN 

Categorisation of internal audit findings 

Priority Definition 

Low  There is scope for enhancing control or improving efficiency and quality. 

Medium Timely management attention is necessary.  This is an internal control risk management issue that could 

lead to: Financial losses which could affect the effective function of a department, loss of controls or 

process being audited or possible reputational damage, negative publicity in local or regional media. 

High Immediate management attention is necessary.  This is a serious internal control or risk management 

issue that may, with a high degree of certainty, lead to: Substantial losses, violation of corporate 

strategies, policies or values, reputational damage, negative publicity in national or international media 

or adverse regulatory impact, such as loss of operating licences or material fines. 

 

The table below sets out the actions agreed by management to address the findings: 

Ref Findings summary Priority Actions for management Implementation 

date 

Responsible 

owner 

Risk: Staff are not appraised in a consistent manner in line with policy, and progression is not based on 

performance and recorded within appraisal documentation. 

1.1 The Staff Appraisal Policy 

was not comprehensive 

and did not outline the 

process in place. 

Low The Support Staff 

Appraisal Policy will be 

updated to reflect the staff 

development and 

performance management 

processes in place at the 

Trust. 

 

July 2016 Senior HR 

Advisor 

1.2 Appraisal guidelines 

outlining the processes in 

place for undertaking 

effective staff 

development had not 

been rolled out across 

the Academies. 

Medium Appraisal documentation 

and guidelines will be 

updated to reflect how 

objectives will be set; 

ensuring that they are 

SMART and in line with the 

Academy/Trust's 

objectives. 

These will then be finalised 

and rolled out across the 

Trust and each Academy. 

 

July 2016 Senior HR 

Advisor 
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Ref Findings summary Priority Actions for management Implementation 

date 

Responsible 

owner 

1.3 Staff appraisal objectives 

were not always SMART 

nor had they been linked 

to the strategic 

objectives. 

Medium Support staff objectives 

cannot always be directly 

linked to strategic 

objectives. All objectives 

will be SMART and in line 

with the needs of the 

Academy/Trust. 

Objectives will be reviewed 

at the next appraisal cycle 

and training will be 

provided to staff to ensure 

objectives are SMART. 

Any new objectives set 

from now on will be 

SMART.   

July 2016 Senior HR 

Advisor (training) 

and line 

managers 

(setting 

objectives) 

1.4 Mid-year reviews had not 

formally taken place at 

Samuel Lister Academy.  

Medium Mid-year reviews will be 

documented on the 

appraisal pro-forma or on 

the electronic appraisal 

system (BlueSky) to show 

progress. 

July 2016 Senior HR 

Advisor (pro--

forma and 

guidance) and 

line managers 

1.5 Outstanding appraisals 

had not been formally 

followed up at Samuel 

Lister Academy. 

Medium HR staff will continue to 

monitor completion of 

support staff appraisals. 

Immediate Senior HR 

Advisor 

1.6 Staff training had not 

been centrally logged to 

enable the monitoring of 

completion at each 

Academy and the Trust.  

Medium  A meeting will be held to 

consider the logging and 

monitoring of support staff 

training. 

March 2016 Senior HR 

Advisor 

1.7 Individual training logs 

had not been kept at the 

Trust and Appleton 

Academy. 

Low Training records will be 

maintained on individual 

Academy systems and 

Trust central systems.  

Immediate All 

1.8 Staff training had not 

been evaluated for 

effectiveness at each 

Academy and the Trust. 

Medium Evaluation forms will be 

developed and issued for 

completion after each 

training course.  

July 2016 Senior HR 

Advisor 



 

  Bradford College Education Trust Staff Development and Performance Management 2.15/16 | 7 

3 DETAILED FINDINGS 

This report has been prepared by exception. Therefore, we have included in this section, only those risks of weakness in control or examples of lapses in control identified 

from our testing and not the outcome of all internal audit testing undertaken. 

Ref Control Adequate 

control 

design 

(yes/no) 

Controls 

complied 

with 

(yes/no)  

Audit findings and implications Priority Actions for management 

Risk 1: Staff are not appraised in a consistent manner in line with policy, and progression is not based on performance and recorded within appraisal 

documentation. 

1.1 A Support Staff Appraisal Policy is in 

place which was developed by the 

Trust and has been rolled out across 

each Academy. 

Yes No Our review of the policy identified that it was 

last reviewed and updated in 2013. The 

policy itself was very brief, a half page 

document which detailed an outline of the 

purpose of the policy and the review of it. 

 

There were no other details surrounding staff 

development and performance management.   

 

The Trust and each Academy had access to 

the Policy via the portal on the Bradford 

College Education Trust website.   

 

Without the availability of a comprehensive 

policy there is a risk that staff are not aware 

of their roles and responsibilities in relation to 

staff development and therefore staff are not 

appraised in a consistent manner. 

Low 

 

The Support Staff Appraisal Policy will 

be updated to reflect the staff 

development and performance 

management processes in place at 

the Trust. 
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Ref Control Adequate 

control 

design 

(yes/no) 

Controls 

complied 

with 

(yes/no)  

Audit findings and implications Priority Actions for management 

1.2 Missing Control 

 

Appraisal documentation and 

guidelines have been provided to 

Line Managers with help on how to 

set objectives, link to the strategic 

objectives, key skills and 

competencies. 

No  Discussions held with the Trust's Senior HR 

Advisor confirmed that a Support staff 

appraisal pro-forma had been developed, 

however it was still in draft and had not been 

rolled out across each Academy. There were 

no guidelines in place which documented the 

appraisal process.  

 

The pro-forma provided was based upon five 

staff standards; however these did not link to 

the Academy or Trust's strategic objectives 

nor was there any guidance on how to set 

objectives and to ensure they were SMART.   

 

Without the availability of standard appraisal 

documentation and guidelines there is a risk 

that staff are not aware of the processes in 

place and therefore staff are not appraised in 

a consistent manner. 

Medium Appraisal documentation and 

guidelines will be updated to reflect 

how objectives will be set ensuring 

that they are SMART and in line with 

the Academy/Trust's objectives. 

These will then be finalised and rolled 

out across the Trust and each 

Academy. 

 

1.3 Support staff appraisals are 

completed by the Line Manager on 

an annual basis where SMART 

(Specific, Measurable, Attainable, 

Relevant and Time-Bound) 

objectives are set for staff in line with 

strategic objectives.   

 

Appraisals are signed off by the 

reviewer and reviewee then a copy 

held centrally. 

Yes No Appleton  Academy 

 

Testing of a sample of ten support staff 

confirmed that an appraisal form had been 

completed and signed off appropriately; the 

objectives set had followed the SMART 

method; however they had not been linked to 

the strategic objectives.    

 

A copy of the appraisal had been scanned 

onto the HR shared drive and a copy held on 

the personal file.   

 

Samuel Lister Academy 

 

Testing for a sample of ten support staff 

confirmed that an appraisal had been 

Medium Support staff objectives cannot always 

be directly linked to strategic 

objectives. All objectives will be 

SMART and in line with the needs of 

the Academy/Trust. 

Objectives will be reviewed at the next 

appraisal cycle and training will be 

provided to staff to ensure objectives 

are SMART. Any new objectives set 

from now on will be SMART.   
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Ref Control Adequate 

control 

design 

(yes/no) 

Controls 

complied 

with 

(yes/no)  

Audit findings and implications Priority Actions for management 

completed for nine out of ten support staff 

within the last 12 months using the BlueSky 

online appraisal system, which is accessible 

by all staff.  

 

However the objectives had not followed the 

SMART method, nor were they linked to the 

strategic objectives.   

 

Trust   

 

Testing of the two members of support staff 

confirmed that appraisals had been 

completed and signed off using the SMART 

method.  However, the objectives had not 

been explicitly linked to the strategic 

objectives.   

 

There is a risk that if support staff objectives 

are not in line with the Academy and/or Trust 

objectives support staff may not be working 

towards achievement of the same goals, 

increasing the risk that objectives will not be 

delivered or that resources are wasted if staff 

are working on activities which are not 

considered key.  

1.4 Mid-year development reviews are 

undertaken in order to monitor 

progress made towards objectives 

and the training plan. 

Yes No Appleton Academy  

 

Mid-year reviews were formally completed for 

support staff where objectives were revisited 

and training requirements reviewed. For a 

sample of ten support staff testing confirmed 

that a mid-year review form had been 

completed and signed for each.   

 

Samuel Lister Academy 

Medium Mid-year reviews will be documented 

on the appraisal pro-forma or on the 

electronic appraisal system (BlueSky) 

to show progress. 
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Ref Control Adequate 

control 

design 

(yes/no) 

Controls 

complied 

with 

(yes/no)  

Audit findings and implications Priority Actions for management 

 

Testing of a sample of ten support staff 

confirmed that mid-year reviews had been 

completed on an informal basis. The 

appraisal system, BlueSky, had been 

updated only where an additional objective or 

a training need had been identified and did 

not confirm the date for when the mid-year 

review took place.   

 

Trust   

 

The appraisal process was re-launched and 

formalised in September 2015; therefore the 

mid-year reviews were not due to be 

undertaken.   

 

Without the formal completion and recording 

of mid-year reviews, there is a risk that staff 

are not being provided with the support 

required to fulfil their personal development 

needs or contribute to the achievement of the 

Trust’s objectives. 

 

1.5 Support staff appraisals are 

completed and sent onto the Human 

Resources Team in line with the 

annual deadlines to review and log 

in order to monitor the completion of 

them. 

Yes No Appleton  Academy 

 

The HR Manager had logged staff appraisals 

as they had been completed and submitted. 

Any outstanding had been followed up with 

the appropriate Line Manager.   

 

Samuel Lister Academy 

 

There was no formal monitoring of the 

completion of staff appraisals in place at the 

Academy; however staff were reminded to 

Medium HR staff will continue to monitor 

completion of support staff appraisals. 
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Ref Control Adequate 

control 

design 

(yes/no) 

Controls 

complied 

with 

(yes/no)  

Audit findings and implications Priority Actions for management 

complete staff appraisals throughout the year 

by the HR and Facilities Manager and their 

Line Managers.   

 

Trust   

 

The completion of support staff appraisals 

had been monitored by the Senior HR 

Advisor.   

 

Without monitoring the completion of staff 

appraisals there is a risk that all staff are not 

appraised which could lead to ineffective staff 

development. 

1.6 Missing Control 

 

Training needs identified at annual 

appraisals are sent to the Human 

Resources Team/ Workforce 

Development Director to log onto a 

training plan and monitor the delivery 

of the training. 

No  Appleton Academy 

 

The Director of Business and Finance logged 

all external training courses onto a 

Continuous Professional Development plan 

with the associated costs, in order to monitor 

the training costs.   

 

However there is no log of any other training 

identified at the appraisal stage; therefore we 

were unable to confirm that training identified 

at staff appraisal had been monitored for 

delivery/attendance.   

 

Samuel Lister Academy  

 

Training needs identified at the appraisal had 

been recorded onto the staff appraisal 

objectives section on BlueSky however they 

had not been logged onto the Training 

section of BlueSky to confirm that they had 

planned/completed the training.  

Medium A meeting will be held to consider the 

logging and monitoring of support staff 

training. 
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Ref Control Adequate 

control 

design 

(yes/no) 

Controls 

complied 

with 

(yes/no)  

Audit findings and implications Priority Actions for management 

 

Trust   

 

Training had been identified on the appraisal 

forms, however not logged onto a training 

plan and monitored for completion.   

 

Testing confirmed that the training had been 

delivered and attended by the staff at the 

Trust.   

 

Without the formal logging and monitoring of 

staff training then there is a risk that staff are 

not undertaking training required for their 

development, which could lead to lack of 

motivation from staff and staff who do not 

have up to date skills for their role. 

1.7 Missing Control 

 

Individual training records are 

maintained for support staff 

recording the training that had been 

received by staff and planned for the 

coming year. 

No  A central record of statutory and mandatory 

training had been kept at each Academy and 

the Trust.   

 

Appleton  Academy 

 

Testing of a sample of ten support staff 

identified that the staff record system (SIMS) 

had not been updated with the training 

courses that staff had identified/attend.   

 

Samuel Lister Academy  

 

Testing confirmed that BlueSky had been 

updated to reflect training that had been 

attended in the past, however did not reflect 

the training planned as a result of the staff 

appraisal.   

 

Low Training records will be maintained on 

individual Academy systems and Trust 

central systems. 
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Ref Control Adequate 

control 

design 

(yes/no) 

Controls 

complied 

with 

(yes/no)  

Audit findings and implications Priority Actions for management 

Trust   

 

Individual training records had not been 

maintained.    

 

Without the recording of training attended by 

staff there is a risk that the training needs 

identified are not addressed leading to 

ineffective staff development. 

1.8 Missing Control 

 

Evaluations forms are completed by 

all staff attending a training and 

development event to monitor the 

outcome of the event.   

 

The Trust assesses and monitors 

the impact of staff training and 

development and confirms that 

planned objectives and value for 

money for the training and 

development events have been 

achieved. 

No  Appleton  Academy 

 

Testing confirmed that evaluation forms had 

not been completed for training attended by 

support staff.   

 

Samuel Lister  Academy 

 

Testing confirmed that the BlueSky system 

had automatically been set to send out 

reminders to staff to complete the evaluation 

forms for the training attended.  

 

However discussions with a sample of Line 

Managers and the HR and Facilities Manager 

confirmed that the evaluation forms had not 

been reviewed anyone.   

 

Trust   

 

There was no formal process in place for the 

evaluation of training courses attended by 

staff, 

feedback had been provided to colleagues 

following training courses attended, for 

example the Head of Finance had provided 

feedback to the Board following Risk 

Medium Evaluation forms will be developed 

and issued for completion after each 

training course. 
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Ref Control Adequate 

control 

design 

(yes/no) 

Controls 

complied 

with 

(yes/no)  

Audit findings and implications Priority Actions for management 

Management training.    

 

Without monitoring the impact of staff training 

and development there is a risk training is 

ineffective, does not meet planned objectives 

and value for money is not achieved. 
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APPENDIX A: SCOPE 

Scope of the review 

To evaluate the adequacy of risk management and control within the system and the extent to which controls have 

been applied, with a view to providing an opinion. The scope was planned to provide assurance on the controls and 

mitigations in place relating to the following risks: 

Objective of the risk under review Risks relevant to the scope of the review Risk source 

To ensure that the Trust has adequate 

procedures in place for appraising all staff and 

ensuring appropriate development plans are in 

place. 

Staff are not appraised in a consistent manner 

in line with policy, and progression is not based 

on performance and recorded within appraisal 

documentation. 

Internal Audit 

 

When planning the audit, the following areas for consideration and limitations were agreed: 

Areas for consideration: 

A review of Trust-wide policies and procedures in relation to staff development with focus on non-teaching staff only.    

The review considered: 

 Completion of appraisals in line with BCET process including how objectives were set and linked to the  

Trust’s/Academies’ objectives.  

  The setting of staff targets/training needs and how they linked to the performance of the Academy.              

  The approval of internal and external training and how benefits were documented. 

Limitations to the scope of the audit assignment:  

   Testing was undertaken on a sample basis.  

   We did not comment on the quality or reasonableness of objectives set with appraisals.  

   We did not comment on whether we agreed with any scoring or evaluation methods of an individual’s appraisal.  

   We did not comment on the content of appraisals.  

   We did not review any aspects of training as part of this review only that training needs had been identified. 

   Our work does not provide absolute assurance that material errors, loss or fraud do not exist. 
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APPENDIX B: FURTHER INFORMATION 

Persons interviewed during the audit:  

Appleton Academy 

 Jacqueline Waters - Director of Business and Finance 

 Laura Smith - HR Mananger 

 Anne Broadhurst - Workforce Development Director 

 JohnWavell - Estates Manager 

 Julie Horrobin - Admin Manager 

Samuel Lister Academy 

 Rachael James - HR and Facilities Manager 

 Ruth Pollock - SLT Administrator 

 Helen Kempster - Finance Manager 

 Andy Briggs - Site Manager 

Trust 

 Marita Sorial - Senior HR Advisor 

 

Documentation reviewed during the audit:  

 Support Staff Appraisal Pro-forma 

 Support Staff Appraisal Policy 

 Sample of appraisals 

 

 



 

rsmuk.com 

The UK group of companies and LLPs trading as RSM is a member of the RSM network. RSM is the trading name used by the members of the RSM network. Each member of the RSM network is 
an independent accounting and consulting firm each of which practises in its own right. The RSM network is not itself a separate legal entity of any description in any jurisdiction. The RSM network is 

administered by RSM International Limited, a company registered in England and Wales (company number 4040598) whose registered office is at 11 Old Jewry, London EC2R 8DU. The brand and 
trademark RSM and other intellectual property rights used by members of the network are owned by RSM International Association, an association governed by article 60 et seq of the Civil Code of 
Switzerland whose seat is in Zug. 

RSM UK Consulting LLP, RSM Corporate Finance LLP, RSM Restructuring Advisory LLP, RSM Risk Assurance Services LLP, RSM Tax and Advisory Services LLP, RSM UK Audit LLP, RSM 
Employer Services Limited and RSM UK Tax and Accounting Limited are not authorised under the Financial Services and Markets Act 2000 but we are able in certain circumstances to offer a limited 

range of investment services because we are members of the Institute of Chartered Accountants in England and Wales. We can provide these investment services if they are an incidental part of the 
professional services we have been engaged to provide. Baker Tilly Creditor Services LLP is authorised and regulated by the Financial Conduct Authority for credit-related regulated activities. RSM 
& Co (UK) Limited is authorised and regulated by the Financial Conduct Authority to conduct a range of investment business activities. Whilst every effort has been made to ensure accuracy, 

information contained in this communication may not be comprehensive and recipients should not act upon it without seeking professional advice. 

© 2015 RSM UK Group LLP, all rights reserved 

 

 

Robert Barnett 

robert.barnett@rsmuk.com 

Tel: 07791 237658 

 

Amjad Ali 

Amjad.ali@rsmuk.com 

Tel: 07800 617139 

FOR FURTHER INFORMATION CONTACT 


