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	Introduction


Performance Management
Performance management aligns the organization’s mission, vision and values with individual performance. 

In an effective performance management system, the overall strategic plan is cascaded down so that, ultimately, there is a clear path connecting each employee’s job to that plan. Thus it links the organization’s objectives with employee goals and achievements. As such, performance management is and must be a shared responsibility of employees and managers.

The Performance and Development Plan (PDP) is an important part of a positive, performance-based culture.  It fosters employee competence and productivity, supports achievement of organizational goals and objectives, and provides documentation of the employee’s strengths and areas in need of improvement.
GOAL:  Successful, productive employees!

2007 Employee Survey Results
	My performance evaluation provides me with meaningful information about my performance.
	3.2

	I receive recognition for a job well done.
	3.2

	My supervisor gives me ongoing feedback that helps me improve my performance.
	3.5


Note:  3.2 was the lowest score in our 2007 survey.  All 2007 scores are lower than 2006.  All scores are lower than the statewide averages.
Performance Audit
The recent performance audit found that, “the agency does not consistently complete employee evaluations that identify job responsibilities and link expectations to strategic plan goals.” 
Effects:

· Employees do not have a clear understanding of how their work contributes to Agency goals and citizen expectations – this can result in goals that are not met.

· Employees may not know what they are expected to accomplish.

· Supervisors do not have specific performance criteria to measure quality of work and productivity or to hold employees accountable for accomplishing agency goals. 
Recommendation:

The Agency should develop written, Agency-specific policies and procedures for employee evaluations.  This process should:

a. 
Ensure evaluations link employee responsibilities to the mission and goals of the

Commission.

b. 
Provide sufficient guidelines and standards for setting expectations and performance goals.

c. 
Ensure supervisors perform timely, consistent evaluations that comply with State law and regulations.

d. 
Ensure that Agency staff receive adequate training through either the Department of Personnel and/or internally developed training to ensure evaluations provide relevant, clear performance expectations and quantifiable measures.

e. 
Communicate to Agency employees how each of their functions and services factor into the successful achievement of the vision.

f. 
Ensure that discussions between the employee and supervisor regarding performance expectations are held and documented.

Were being measured
Twice a year (in April and October), we’re required to report our percentages of completion to the Department of Personnel (DOP).  DOP then provides information on a statewide basis to the Governor.

	Technical Issues


Per WAC and the CBA, we are required to evaluate employees during the probationary and trial service periods and at least annually thereafter.  Note:  There are cases where the performance period is less than 12 months.  It cannot be more than 12 months.
Performance Periods
· Employees who report directly to the Director or Deputy Director:  1/1 – 12/31 each year
· Probationary/Trial Service Employees:  Refer to the employee’s appointment letter

· Career Seasonal Employees:  Consistent with the employee’s season
· All other employees:  2/1 - 1/31 each year

Due Dates for Probationary/Trial Service Employees
· Initial Expectations for new employees (includes promotions and transfers):  Due to HR within the employee’s first week of employment.  This includes career seasonal employees upon return each season.
· Interim Review (Part 4):  Refer to the employee’s appointment letter.

Annual Due Date
Expectations and Evaluations are due to HR by March 31 each year.  Evaluations for career seasonal employees shall be submitted within one month of the end of the employee’s season.
Forms
You must use the PDP Expectations and PDP Feedback forms.  Do not use the old form that included both expectations and feedback.

Top 8 Issues
1.
Missing or incorrect performance period dates
2.
PDP is not signed
3.
Only one form is received - You must complete feedback and new expectations
4.
Expectations are not established for a new employee

5.
An evaluation is not completed during the Probationary/Trial Service period
6.
Feedback is not adequate

7.
Inappropriate competencies (i.e., job duties)
8.
Not written by supervisor

	Expectations


Position Linkage
Indicate the agency’s mission and how the duties and responsibilities of the position link or contribute to the achievement of the mission, goals, and objectives of the agency.
The linkage is based on the position (not the employee).
	Example:  Engineering Aide 4

	The Washington State Parks and Recreation Commission acquires, operates, enhances and protects a diverse system of recreational, cultural, historical and natural sites.  The Commission fosters outdoor recreation and education statewide to provide enjoyment and enrichment for all, and a valued legacy to future generations.

The role of the EA4 is to provide professional, technical support critical to designing and constructing the recreational facilities built and maintained within the state park system.  The EA4 combines technology and creativity in providing design-level drawings and specifications to more senior engineers with all efforts geared towards providing those facilities required by the public to more fully enjoy our state park system.



Part 1:  Performance Expectations

Key Results Expected  (the “what”)
Write the key results with input and participation by the employee.
Include the most important outcomes expected during the performance period (generally between three and seven).  Do not cut and paste general job duties from the CQ.

The key results expected should be the same regardless of who is in the position.
· Special assignments or goals to achieve.

· Performance standards for the position’s key responsibilities (appropriate for jobs that stay the same from year to year).

· A combination.

Expectations should be linked to agency goals:

   
Strategic plan

   
Centennial 2013 goals

    
Director’s performance agreement



Employee’s 
    
Balanced Scorecard





Expectations

    
Your PDP Expectations 

    
Position Description/CQ

Be SMART!
Specific - state expectations simply with clear, everyday language (avoid subjective terms such as, “effective,” “thorough,” and “excellent.”)

Measurable or observable


Action-oriented


Realistic - within the employee’s authority and resources


Time-Oriented - include a realistic deadline when appropriate
Best Practice
What is important to get done?  

How will we know when the employee gets there?

	What action…
	Improve the utility of the web site…

	…within what constraints…
	…budget limitations…

	…by when…
	…the end of the year…

	…so that…
	…customers can find the information they need quickly and easily…

	Assessed by…
	…customer feedback…

	…measuring…
	…the ease of finding information…

	Successful performance is…
	…customer ratings of 4 out of 5…

	Ultimate outcome desired…
	…staff spends less time helping customers navigate the web site…


	Example

	Poor Example:  “Make improvements to the website.”

Better Example:  “Improve the utility of the website, within budget limitations, by December 31, 2009 so that customers can find the information they need quickly and easily.  This will be assessed by obtaining customer feedback measuring the ease of finding information.  Successful performance is customer ratings of 4 out of 5.  The ultimate desired outcome is that staff spends less time helping customers navigate the website.” 




	Example:  Project that includes multiple deliverable due dates

	Poor Example:  “Make improvements to the website.”

Better Example:  “Improve the utility of the website by identifying additional resources we can provide to our customers.  Research other assessment sites to determine basic items to include, and then enhance our site with additional offerings.  Goal:  Develop a draft list of improvements by March 1, and conduct focus group reviews to finalize list by April 1.  Co-author development of all guidance materials by September 1, and coordinate with the Communications Unit to update the website by October 1.”



Key Competencies Expected (the “how”)
What are competencies?

Knowledge (Information)
Skills and Abilities (cognitive and physical aptitudes)

Behaviors (work habits, other characteristics)

Agency Core Competencies

The following must be used for all employees:
· Accountability - Accepts personal responsibility for the quality and timeliness of his/her work.  Can be relied upon to achieve excellent results. 
· Communication Effectiveness - Conveys clear, timely and persuasive messages that positively influence the thoughts and actions of others. 
· Customer Focus - Builds and maintains internal and external customer satisfaction with the services offered by the organization. 
· Ethics and Integrity - Earns the trust, respect and confidence of coworkers and customers through consistent honesty, forthrightness and professionalism in all interactions. 
· Inclusiveness - Actively contributes to a work environment that embraces building relationships and partnerships with key stakeholders, recognizing the value of cultural, ethnic, gender and other individual differences, to enhance the attainment of organizational goals.    

Job Specific Competencies
Positions in the same job classification will generally have very similar competencies, but may also have unique needs depending on the work being performed.
→
Keep the number small (typically 3-5).
→
Refer to the Job Analysis if one has been completed.

→
Describe in behaviorally specific ways what the competency would look like when demonstrated by someone who has mastered it in that job.

→
Look at the evaluation for the last performance period to identify knowledge and skills to build on.

→
Be clear and use everyday language.

Part 2:  Training & Development Needs/Opportunities
In this section, you should outline improvements the employee should make to achieve or sustain fully successful performance.
· Include training and development opportunities for the present job and for career advancement.
· Give the employee an opportunity to state their needs and desires for development.
Steps
1. Review the performance expectations and identify the knowledge, skills and behaviors most critical to helping the employee:

· Effectively carry out the day-to-day duties.

· Prepare to assume further responsibilities and perform new tasks.

· Develop career enhancement potential.
2. Assess the employee’s present level of competence in these areas.  Identify knowledge or skill areas that need further enhancement for employee success.

3. Review and set priorities for developmental needs and goals.
4. Determine training and developmental strategies that will help fulfill those goals.
Training and Development Activities

Workshops, seminars, conferences, training and education courses

Reading books and articles

Rotational assignments

Shadowing

E-Learning

Coaching, mentoring

Special assignments

Video and audio tapes
	Example:  Office Assistant

	“Attend Beginning and Intermediate Access training before July 15, and be able to demonstrate electronic audit file inventory skills on your next assignment.

Shadow an auditor 75% of time from beginning to completion of an 80-hour audit.

Participate in the planning, entrance conference, on-site audit work, exit conference, etc.

Prior to the end of this planning period be prepared to demonstrate your comprehensive understanding of the entire audit process by making a brief presentation to both your mentor and supervisor.

Become the team leave rules expert through in-depth review of the rules, tools, and forms, and meetings with agency HR staff.  Provide a presentation to the team at our fall retreat.”



Part 3:  Organizational Support
Gives the employee a voice and a place on the permanent record to state their needs and expectations (how the supervisor, co-workers, and/or agency management can support the employee with present job and future career goals).
The employee’s comments should appear unchanged in the final, signed PDP.

You should take these requests seriously and provide the requested resources whenever possible and appropriate.  Note:  If the employee suggests something that is not feasible, you should let the employee know.
Acknowledgement of Performance Plan

You and the employee must sign the expectations to indicate that you have discussed the performance expectations and training and development needs at the beginning of the performance period.
The reviewer (your second line supervisor) should initial the expectations.

Once signed, give the employee a copy and send the original to HR for inclusion in the employee’s personnel file.

	Evaluation


Part 4:  Interim Reviews

You should provide ongoing feedback to your employee (this includes recognizing employees for good work and discussing performance issues).  Document performance (positive and negative) and accomplishments throughout the performance period.

The interim review is the place to: 

· Give performance feedback updates (avoids surprises in the annual evaluation).
Note:  Per the CBA, performance problems must be brought to the employee’s attention to give the employee the opportunity to receive any needed additional training and to correct the problem before it is mentioned in an evaluation.

· Modify performance expectations due to changing agency priorities.
· Clarify any ambiguities in the key expectations and developmental needs.
Permanent Employees:  You must provide ongoing feedback, however, use of the interim review section of the PDP Evaluation from is optional.  If used, retain the form in your supervisory file for use in the employee’s annual evaluation.  
Probationary and Trial Service Employees:  An interim review is required by WAC and the CBA (refer to the employee’s appointment letter for the performance period and due dates).  This form must be submitted to HR for inclusion in the employee’s personnel file.

Part 5:  Performance Feedback

Key Results / Key Competencies Expected
Process
· Draft the assessment and review it with your manager.  
· Schedule a meeting with the employee and give a draft to the employee at least one day before the meeting.

· Meet with the employee to discuss the evaluation.  The aim of the feedback session is to have an open constructive discussion with the employee that leads to an understanding of how well the employee did in meeting the expectations.

· Give the employee the opportunity to provide feedback on the evaluation.

· Finalize the assessment.
Writing the Assessment

· Review the performance expectations, interim reviews, and other documentation in your supervisory file.

· The evaluation must be based on observed or verified performance.

· No surprises!  Per the CBA, performance problems must be brought to the employee’s attention to give the employee the opportunity to receive any needed additional training and to correct the problem before it is mentioned in an evaluation.

· Acknowledge and reinforce where things are going well.

· Identify where change is needed.

· Limit feedback to the performance period (cannot be more than 12 months).  Provide feedback for the entire performance period (not just where there was an improvement or decline in work performance).
· Be objective and specific (don’t use generalities).
· Document past corrective action/disciplinary action.
· Do not include negative information about other employees.

· DO NOT include any medical information (i.e., “The employee was off work due to an injury.”).  DO NOT make any references to age, gender, ethnicity, etc.
	Example:  Key Results 

	Expectation:  Complete PDPs (evaluations and expectations) for your staff by March 31, 2008.

Poor Example:   “Not completed.”

Better Example:  “Sally did not submit any of her staff’s PDPs by the deadline even after region sent two reminders (one on March 1 and one on March 15).  One PDP was not received until July 1, 2008 and it was returned by HR because it was not signed.  She needs to ensure that paperwork is submitted on time and that it is filled out completely.”



	Example:  Key Competencies

	Competency:  Customer Focus - Builds and maintains internal and external customer satisfaction with the services offered by the organization. 
Poor Example:  “Sally consistently demonstrated this competency.”
Better Example:  “I’ve observed Sally’s interactions with both internal and external customers.  She consistently shows a positive, upbeat and friendly attitude.  She received a gold star from Ranger Smith when she went the extra mile and assisted him with finding an old incident report.  If she receives a call from a customer and she doesn’t know the answer, she takes down their contact information and ensures that either she or another employee gets back to them (even if they don’t have the answer).  She responds to emails and voice messages within one business day.”



Other Relevant Information
This section can be used to document accomplishments/special projects that were not included on the employee’s expectations, recognition (i.e., gold stars, kudos), or other information.
Comments and Signatures

Evaluator – Must be signed by the supervisor (evaluator).
Employee – The employee signs indicating that the evaluation was discussed with him/her, not that they agree with the assessment.  The employee can include comments directly on the PDP.  Note:  The employee can write a rebuttal at any time to be included with the PDP in his/her personnel file.
Reviewer - The reviewer is typically your second line supervisor.

Responsibilities:
· Ensure that the process was followed.

· Review the PDP for appropriateness (i.e., no medical information, adequate feedback, etc.).
· Provide additional comments (optional).

Note:  The employee must be provided a copy of the PDP after it is signed by the reviewer. 

Once signed, send the original to HR for inclusion in the personnel file.
Retention - Once you have completed the annual PDP, you must purge your supervisory file of the previous year’s job performance information, unless circumstances warrant otherwise (consult with HR to make this determination).
	Additional Resources


You can find the following documents in the HR folder on the N Drive:
· PDP Expectations Form
· PDP Evaluation Form
· PDP Instructions
· State of Washington PDP Guide 
· Competency Examples  

· CBA Article 5:  Performance Evaluation
· WAC 357:  Performance Management
Still have questions?  Call HR at (360) 902-8565















