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A guide to the planning process for the coming cycle
It’s that time again!
…Time to do Annual Performance Plans with our classified employees.

This is important!  Employees want to do a good job, but they have to know what we expect in order to satisfactorily meet those expectations.  

Let your employees know that what they do matters to you.  

Plan the Coming Year

This document is designed to aid supervisors in the thought process of employee performance planning, coaching and measurement.  For details of completing the performance program forms, refer to the “purple” quick view summary and “W3P” documents.

This is the opportunity to spend a little time in planning, in anticipation that once we communicate what is most important in their jobs and what outstanding performance “looks like” then we’ll be more likely to get high quality results, better productivity and truly outstanding performance from our employees.

Communicate Expectations

On any given performance factor, employees must know what is expected of them for “GOOD” performance, for “VERY GOOD” performance and for “OUTSTANDING” performance.  Defining the levels makes later assessment clearer for both the supervisor and the employee.  If we don’t communicate what constitutes “GOOD” performance (or any other level), how will an employee know?  

Is it necessary to write narratives for every factor to describe performance at the “good” and “very good” level?  No.  Individuals assimilate information in different ways.  Writing expectations may be the clearest way to communicate to some employees.  But, there are other ways to communicate performance expectations.

· Talk to each employee about job standards
· Review the job description with the employee
· Discuss the performance evaluation rating scale and relate it to the job duties
· Demonstrate expected performance
· Post general expectations in the work area, if appropriate
· “Coach” – clarify your expectations throughout the performance period through providing feedback 

Although we may use various means to communicate standards of job performance, supervisors will work with individual employees to create goals for the coming year.

Clearly, if we want “OUTSTANDING” performance, we must define it.  Write “Outstanding Goals” in the performance plan.  Keep in mind that the Mid-Year review allows flexibility for re-examination and modification of the “Outstanding Goals” should circumstances change.  Every employee should know what it takes to excel in their job.

Creating Goals

Start by thinking about the department (or work unit); consider the different jobs and the individual contributors.  Below are some straightforward steps.

· List the goals the department is aiming to accomplish this year.
· Confirm that the department’s goals support the College’s overall goals.
· List the ways the JOB in question can contribute to the department goals.
· Consider EACH INDIVIDUAL in this job, how can they improve this year?
· What does he need to do this year for the department to be successful?
· If this individual was a “role model”, what would his work behavior look like?

Next, work with the employee using what you know about the department, the job and the individual to develop performance goals.

Goals should be SMART:

	SPECIFIC		detailed, clear, task or behavior focused, results oriented
	MEASURABLE	quantity, quality, timeliness, project results, cost savings
	ACHEIVABLE	able to complete with effort, within skill level
	REASONABLE	logical for the job, resources available, practical
	TRACKABLE	able to monitor progress, observe increments over time

The following are examples of performance goals which incorporate SMART characteristics.

	Department Goal
	Goal for Employee
	“Expected”
Good Rating
	Very Good Rating
	Outstanding
Rating

	Safe work environment, educated workforce and fewer accidents at work.
	John’s goal is to increase awareness and improve safety for department.  John will conduct documented safety training for co-workers.  John will formally, inspect work areas using safety checklist.  
	Train  employees once a quarter.  Conduct Inspections once a quarter.
	Conduct training and inspections every six weeks.
	Conduct training and inspections monthly.
By the end of the period there were fewer reportable conditions on inspection.

	Provide customers with useful, accurate and timely information about department’s status and offerings.
	Pat’s goal is to improve the quality and quantity of department information provided to customers.
Pat will update the information on the department’s voice mail and website with department’s status and current offerings and helpful customer information.
	Update Voice mail message weekly; pleasant greeting and accurate information.  Update Website by the 7th of each month.
	Update V.M. daily with department’s status.  Update website every two weeks.  Make and implemented 3 suggestions for improvement to website info.
	Update V.M. daily, greeting varied and contains additional info.  Update website weekly.  Make and implement 6 suggestions for improvement to website.  Place info. In Western Watch on 3 occasions.

	Increase customer satisfaction on cleanliness of buildings.  Improve speed and efficiency of cleaning.
	Sal’s goal is to improve both the cleanliness level and the speed of his cleaning this year.  Sal must also show increased initiative to help other workers on his team.
	Upon daily inspection, assigned rooms will have no more than 10% deficiencies to correct.  Sal can complete XX rooms/floors per shift.  Sal helps other teams when asked.
	Upon daily inspection, Sal’s areas will have no more than 5% deficiencies to correct.  Sal can complete XX + 2 rooms/floors per shift.  When finished, without being asked Sal helps other teams.
	Upon daily inspection it is rare to find more than 3 things Sal needs to correct.  Sal can complete XX+3 rooms/floors per shift.  Sal is able to start less regular, seasonal cleaning duties.  Sal regularly helps his team with cleaning.



Performance Management

Measure – “You Get What You Measure”

Although formal performance evaluations occur once a year, supervisors should be “coaching” throughout the year.  Supervisors are coaches because they know what great performance “looks like” and they know what EACH employee needs to do to improve their individual performance and approach greatness.  

· Talk to each employee regularly about your standards & their performance
· Keep daily notes (or create another method to document performance events)
· Establish time lines for tasks and communicate progress
· Make checklists to measure performance 
· Give the employee regular feedback – verbal or written

It takes time and effort to provide useful feedback.  If an employee is “coached” throughout the year, the formal narrative and the scores in the performance evaluation won’t come as a surprise at the end of the year.  Good coaching or informal feedback helps employees achieve their goals.

Tips for Effective Feedback:
· Reinforce POSITIVE aspects of performance
· Timely – give feedback soon after observing the work behavior or product
· Factual – give clear descriptions of observable facts and work behavior 
· Be specific and use examples
· Avoid subjective phrases; “good” or “bad”
· Compare work behavior to the standard you’ve communicated
· Talk about probable outcomes / results of the employee’s actions
· Ask the employee for ideas on possible ways he can improve
· Consider the employee’s needs as well as the department’s needs
· Ask the employee if they understand – can she repeat it back to you?
· Celebrate successes along the way

It takes effort and courage to differentiate between good, very good and outstanding performance.  Each person is unique and some employees perform better than others.  Some do a good solid job.  Some do a good solid job and contribute extra.  Some are super stars.  And some just aren’t pulling their weight.

Preparing for Performance Evaluations:

As supervisors prepare to do formal annual performance evaluations, it is a good idea to review the potential areas for “rater error” or “rater bias”.  It is also important to review the definitions of the four levels of performance again.
Avoid “Rater” Bias

Be conscious of these common errors when evaluating performance:

· Great Past Record 	          Perceived Performance Today
Employee has done good work in the distant past and is assumed to be OK in the recent past too.  Efforts long past create an impression that may not be deserved in the present.

· Great Personality 		Better Rating than Performance Deserves
Sometimes we rate people we find pleasing in manner higher than their actual performance warrants.  The employee is agreeable, takes notes, nods their head and flatters supervisor.

· “Santa Claus” Effect
The good impression made by the employee’s very recent performance overshadows the total performance for the 12 month rating period.  A sustained strong effort just before the evaluation can be similar to the behavior of a child the week before Christmas.

· One Strong Asset		     Upward Rating Bias
The employee has one asset that creates an upward rating bias, overshadowing all other areas of performance.  (E.g. a glib talker, from supervisor’s home state or alma mater, a professional appearance, an organized desk, a strong technical skill)

· Like Me / Not Like Me		           “Blind Spot” Effect
Supervisor rates employees with traits similar to their own high.  Supervisor does not see defects in employee performance that are similar to their own.  Supervisor does not value the employee with different skills or values.  (e.g.  A supervisor who thinks “big” may not appreciate a detailed person.)

· High Potential is Over-rated
Supervisor bases evaluation on a person’s credentials, or what they envision the employee to be capable of doing, rather than on what she has actually done.

· No Complaints is Good News
The supervisor has received no complaints about the employee, or the employee is not himself a complainer, therefore performance is assumed to be good.  The employee who pesters a supervisor, but gets the job done, may be rated lower than a silent non-performer.

· The Boss as “Perfectionist”		           Lower Rating than Deserved
The supervisor’s expectations are too high and he rates all employees lower than their performance would dictate.

· The Contrary Person		    Downward Rating Bias
The supervisor has difficulty being objective and ignoring private irritations with a person that disagrees too often on too many things, but still has strong job performance.

· The Oddball Effect
We say we value “nonconformity”, but the oddball or maverick gets rated lower because they are simply so different.

· Weak Team 		 All Weak Players
A strong player on a weak team may get a lower rating than deserved because the team as a whole is not strong. 

· Good Player on a Weak Team 		Too High a Rating by Contrast
A good player on a weak team, when compared to the weaker team members, receives a higher rating than deserved.  Looks like a “super star” in contrast to those below the norm.


Performance Measures

Below are the descriptions for each level of performance.  Keep in mind “Good” performance describes a successful contributor who meets all expectations and is higher than average in some areas.  “Good” is not a low rating.  “Outstanding” should be difficult to achieve and reserved for only the very best performers in order for the distinction to hold meaning.

NEEDS IMPROVEMENT:
· Fails to meet standards
· Only partly meets expectations
· Weak skills
· Does less work than peers in similar job
· Trouble carrying out critical job tasks
· Result = Corrective Action or Performance Improvement Plan

GOOD:
· MEETS ALL expectations in a proficient manner
· Higher than average quality performance in most areas – 
Offsets a few areas where expectations not met
· Demonstrates required skills and knowledge
· Sometimes EXCEEDS expectations
· Successful contributor

VERY GOOD:
· EXCEEDS ALL standards
· Commendable
· Above Average
· Consistently meets expectations, requirements & objectives
· Regularly exhibits high level of performance in most areas 

OUTSTANDING:
· Role model
· Pace setter
· Difficult to achieve
· Consistently EXCEPTIONAL (beyond the regular assignments)
· Uses valuable experience, abilities and energies effectively
· Substantial contributions
· ALL Areas, TOP Performance
· Performance has significant impact on the organization

The Heart of the Matter…

What is the importance of making accurate performance assessments when pay for performance wage increases may be small?  Consider that if a supervisor rates all of her employees – weak and strong – about the same, she will create a situation where individual employees don’t think performance matters.  Such an environment yields mediocrity.  Our objective is to reward those who perform at the highest levels in order to drive great institutional performance.  At times, we may not be able to reward high performers with large pay increases, but we can show the employee we care by documenting their performance for future reference.  Beyond that, try to find out what is important to each individual and provide non-monetary rewards that will be meaningful to them.
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