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WHAT IS PERFORMANCE MANAGEMENT? 

Performance management is really about good people management. Technically it is defined as a systematic 

and ongoing process of communication and collaboration between a supervisor and an employee that occurs 

throughout the year, in support of accomplishing strategic goals and objectives of the unit, division, 

department, ŀƴŘ ǘƘŜ /ƻǳƴǘȅΦ  Lǘ ōŜƎƛƴǎ ƻƴ ŀƴ ŜƳǇƭƻȅŜŜΩǎ ŦƛǊǎǘ Řŀȅ ƻƴ ǘƘŜ ƧƻōΦ ¢ƘŜ ŎƻƳƳǳƴƛŎŀǘƛƻƴ ǇǊƻŎŜǎǎ 

involves the supervisor and employee working together to clarify expectations, set objectives, identify goals, 

provide feedback and coaching, and evaluate results. Performance management helps to focus employees on 

contributing directly to the strategic priorities of the County as well as to their personal growth and 

development. When it is effective it is a key process to regularly let employees know that their contributions 

are recognized and appreciated. 

An effective performance management process also ensures that both the County and its employees are 

protected against illegal discrimination through proper notification, documentation, and supportive 

communication if/when problems arise. 
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Progressive 

Discipline 

Performance 
Planning & 
Goal Setting

Performance 
Feedback & 
Coaching

Performance 
Review & 
Evaluation

PERFORMANCE MANAGEMENT CYCLE 

Managing performance and providing feedback and coaching is not an isolated event that takes place just 

during an annual performance evaluation. The performance management process is an annual cycle with 

informal and formal one-on-one discussions held throughout the year to provide feedback, work through 

issues, and modify goals if needed. Receiving ongoing feedback and coaching is how employees understand 

how they contribute to the organization and how they can learn to continuously increase the value of that 

contribution.  Providing ongoing, value-added feedback, and coaching is a key part of performance 

management. 

 

Ongoing: 
Coaching & Mentoring 
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PERFORMANCE MANAGEMENT ROLES AND RESPONSIBILITIES 

The successful performance of the County of San Mateo as an organization is made possible by organizational 

alignment. When employees are clear about the direction and priorities of their units and departments they 

can see how their efforts contribute to the achievement of the overall County goals. As a result, the County 

organization can move more quickly and effectively toward successful achievement of its top priorities. All 

employees need concrete goals to focus on along with an understanding of what is expected of them. When 

managers and supervisors communicate clear expectations to their employees, and provide on-going feedback 

and coaching, it helps to ensure employeŜǎΩ ǎǳŎŎŜǎǎΦ 

Effective performance management involves the alignment of the following roles: 

The 
County

ωThe County, under the leadership of the Board of Supervisors and the County Manager, sets the 
Mission, Vision, and Strategic Priorities for departments to follow in order to support a 
sustainable San Mateo County.

Departments

ωDepartments use the Outcome-Based Management (OBM) process to set goals, outcomes and 
ǎǘǊŀǘŜƎƛŜǎ ǘƻ ǎǳǇǇƻǊǘ ŀƴŘ ŀƭƛƎƴ ǿƛǘƘ ǘƘŜ /ƻǳƴǘȅΩǎ {ǘǊŀǘŜƎƛŎ tǊƛƻǊƛǘƛŜǎΦ aŀƴȅ ƻŦ ǘƘŜ ŘŜǇŀǊǘƳŜƴǘŀƭ 
priorities also incorporate community goals. Departments establish performance standards and 
expectations for their respective divisions, programs, functions and job classifications. 

The 
Supervisor 

ω¢ƘŜ {ǳǇŜǊǾƛǎƻǊ ǎŜǘǎ ǳƴƛǘ Ǝƻŀƭǎ ŀƴŘ ƻōƧŜŎǘƛǾŜǎ ǘƻ ǎǳǇǇƻǊǘ ǘƘŜ ŘŜǇŀǊǘƳŜƴǘκŘƛǾƛǎƛƻƴΩǎ ǇǊƛƻǊƛǘƛŜǎΦ 
Supervisors also establish specific performance standards and expectations for the job 
classifications assigned to their unit. They then work with the employees who report to them to 
ǳƴŘŜǊǎǘŀƴŘ Ƙƻǿ ǘƘŜ /ƻǳƴǘȅΩǎ tŜǊŦƻǊƳŀƴŎŜ CŀŎǘƻǊǎ ǊŜƭŀǘŜ ǘƻ ǘƘŜƛǊ Ƨƻōǎ ŀƴŘ ǘƻ ǎŜǘ ǘƘŜƛǊ ǎǇŜŎƛŦƛŎ 
performance and development goals and objectives.

Employee

ωEach County employee works with his or her supervisor to understand the performance 
expectations for his or her position and to set specific performance and development goals. 
Employees are empowered to manage their action plans to accomplish their goals and to 
monitor and communicate the results. Employees will receive ongoing feedback and coaching in 
order to let them know how they're doing, and to ensure they are working as effectively as 
possible.
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PERFORMANCE PLANNING AND GOAL SETTING 

Performance Planning and Goal Setting occurs at the beginning of the Performance Management Cycle, which 

is the beginning of the fiscal year (July 1). Performance Planning serves as the foundation for the Performance 

Management Cycle and includes setting clear goals to be accomplished during the year along with clarifying 

the performance factors that are most important for job success. Discussing and agreeing to priorities and 

expectations at the beginning of the evaluation period provides a clear, consistent structure and plan for 

monitoring and evaluating performance. This plan serve as a point of reference throughout the process, and 

may be modified as needed. The plan can be documented and monitered in the /ƻǳƴǘȅΩǎ [ŜŀǊƴƛƴƎ 

Management System (LMS) Performance Management Module. The time spent clarifying priorities and 

expectations at the outset of the process ensures an understanding that allows both supervisor and employee 

to move forward with confidence and clarity. 
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PREPARATION - DOCUMENTS TO REVIEW 

The following should be reviewed prior to conducting the Performance Planning and Goal Setting meeting:

 

ωwŜǾƛŜǿ Ǉŀǎǘ Ǝƻŀƭǎ ŀƴŘκƻǊ ƻōƧŜŎǘƛǾŜǎ ŀƴŘ ŜƳǇƭƻȅŜŜΩǎ ǇŜǊŦƻǊƳŀƴŎŜΦ 5ƛŘ ƘŜ ƻǊ ǎƘŜ 
accomplish them successfully? If not, why?

ωAre the performance goals and/or objectives and expectations still meaningful? Are 
they related to the position description, work plan, department priorities, or the 
ŘŜǇŀǊǘƳŜƴǘΩǎ ƛǎǎǳŜǎΚ

ωAre they ongoing or have they been completed?

tǊŜǾƛƻǳǎ ȅŜŀǊΩǎ 
Performance 

Plan

ωIŀǎ ǘƘŜ ŜƳǇƭƻȅŜŜΩǎ Ƨƻō ŎƘŀƴƎŜŘΚ !ǊŜ ǘƘŜǊŜ Ƨƻō ŦǳƴŎǘƛƻƴǎ ƻǊ ǊŜǎǇƻƴǎƛōƛƭƛǘƛŜǎ ǘƘŀǘ ŎƻǳƭŘ 
or should be added or eliminated? 

ωShould an updated classification specification be developed? (If so, contact the Human 
Resources Department.)

9ƳǇƭƻȅŜŜΩǎ 
Classification 
Specification

ω²Ƙŀǘ ŀǊŜ ǘƘŜ ŘŜǇŀǊǘƳŜƴǘΩǎ Ǝƻŀƭǎ ŀƴŘ ǇǊƛƻǊƛǘƛŜǎ ŀƴŘ Ƙƻǿ ŘƻŜǎ ǘƘŜ ŜƳǇƭƻȅŜŜ ǎǳǇǇƻǊǘ 
them?

Departmental 
outcomes for 

the upcoming FY

ωWhat are the program and/or unit goals and priorities and how does the employee 
support them?

ωConsider the contributions the work unit and the employee are expected to make.

Unit or group 
level goals

ωHow does each of the Performance Factors apply to the individual expectations for the 
employee?

ωWhich areas should be emphasized and clarified? 

Performance 
Factors
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CONDUCTING THE PERFORMANCE PLANNING SESSION 

Establishing performance goals and expectations is a collaborative process between the supervisor and the 

employee. Schedule sufficient time; along with a location that is convenient for both of you and conducive to 

dialog.  (See the άtŜǊŦƻǊƳŀƴŎŜ tƭŀƴƴƛƴƎ Iƻǿ-¢ƻ DǳƛŘŜΦέ) 

PERFORMANCE FACTORS AND CLASSIFICATION SPECIFICATION 

At the planning session, the specific role that the individual employee plays within his or her functional area 

and job classification should be discussed. The supervisor and employee should work together to determine 

what competencies and levels of proficiency and performance are essential for success. The job description 

along with each performance factor and the specific standards, expectations and competencies associated 

with each one, should be reviewed with the employee so that he or she understands how they apply in 

achieving successful performance in his or her position.  (See the Performance Factor Decscriptions and 

άtŜǊŦƻǊƳŀƴŎŜ CŀŎǘƻǊ Iƻǿ-To Guide.έύ 

Consider the following: 

ω What function does the position need to 

perform and why? 

ω What tasks and results is the employee 

accountable for? 

ω How can you help the employee 

accomplish these tasks and results? 

ω How will you and the employee work to 

overcome any barriers? 

ω How will you and the employee 

communicate during the year about job 

tasks to prevent problems and keep 

current? 

ω What level of authority or discretion 

does the employee have with respect to 

job tasks? 

 

  

ωIndividual Contribution

ωProfessionalism

ωProblem Solving and Judgment

ωInterpersonal Skills

ωJob Specific Contribution

ωManaging Employee Performance (for Managers and Supervisors

The Performance Factors include:
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GOAL SETTING 

There are two categories of goals that should be established for every employee during the Performance 

Planning and Goal Setting phase ς Performance Goals and Development Goals. Each year the County and the 

various departments set strategic goals that are meant to cascade to all parts of the organization. Cascading 

goals means breaking down the higher-level organizational goals into a series of smaller goals that describe 

what each department, program or unit needs to achieve. These goals are then broken down further so each 

individual in the unit has his or her own performance goals. In this way, progress throughout the organization 

is aligned and measurable. The LMS performance management module enables managers and supervisors to 

specify the relevant higher-level goals to which individual goals are to be aligned.  

Successful goal-setting entails everyone knowing what they need to do, understanding why it is important, 

and being clear about what results are expected. 

 

  

Performance Goals

ωPerformance Goals are appropriate to the level 
of position and are directly related to the major 
components, key job responsibilities, tasks, 
deliverables and associated activities. 
Individual performance goals should be linked 
to unit, program, department and County goals 
where possible. Some goals may be ongoing 
and reflect expectations that are important for 
this position year after year. Other goals may 
be time-limited, such as special projects 
occurring in a given year. 

ωIn setting Performance Goals, consider the 
following:

ω²Ƙŀǘ ŀǊŜ ǘƘŜ ŜƳǇƭƻȅŜŜΩǎ ƳŀƧƻǊ 
responsibilities for the year?

ωWhat result and/or accomplishment do you 
want the employee to attain? 

ωHow will you know whether the employee is 
succeeding?

Development Goals

ωDevelopment Goals are training, professional 
growth or other learning-oriented goals that 
ǎǳǇǇƻǊǘ ŀƴ ƛƴŎǊŜŀǎŜ ƛƴ ŀƴ ŜƳǇƭƻȅŜŜΩǎ 
knowledge, skill and/or ability to excel in their 
current job performance and improve their 
career prospects. 

ωIn setting Development Goals, consider the 
following:

ωWhich skill areas will most impact the 
ŜƳǇƭƻȅŜŜΩǎ ŀōƛƭƛǘȅ ǘƻ ƘŜƭǇ ǘƘŜ ǳƴƛǘΣ ǇǊƻƎǊŀƳΣ 
department or County succeed?

ωWhat does the employee need to develop 
(i.e. new skills/abilities) to achieve their 
results?

ωWhat areas could the employee develop in 
order to grow and be better prepared to 
accept new and/or expanded 
responsibilities?
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PERFORMANCE IMPROVEMENT GOALS 

There is another category of goals that ǎǳǇǇƻǊǘ ǘƘŜ ƛƳǇǊƻǾŜƳŜƴǘ ƻŦ ŀƴ ŜƳǇƭƻȅŜŜΩǎ ǇŜǊŦƻǊƳŀƴŎŜ ǳǇ ǘƻ ŀƴ 

acceptable or competent level. These goals are Performance Improvement Goals and would be part of a 

άǎǇŜŎƛŀƭ ǊŜǾƛŜǿέ ŀƴŘ ƛƴŎƻǊǇƻǊŀǘŜŘ ƛƴ ŀ tŜǊŦƻǊƳŀƴŎŜ LƳǇǊƻǾŜƳŜƴǘ tlan that is consistent with current 

Employee Relations policy. 

SMART GOALS 

All goals, whether performance or development goals, should be set using the SMART method. The objective 

is to create clear goals that are measurable, easy to understand, and linked to specific observable behaviors, 

actions and results. When a goal is clear, specific, and results-oriented with a definite time set for completion, 

employees and supervisors can more easily agree on what successful performance looks like, thus reducing 

misunderstandings or surprises during the performance management cycle. This also makes it easier to 

monitor and support progress along the way. Both the supervisor and the employee know what's expected, 

and the specific results can be a source of future motivation.  (See a άDǳƛŘŜ ǘƻ {ŜǘǘƛƴƎ {a!w¢ DƻŀƭǎΦέ) 

 

ωSpecificS

ωMeasurableM

ωAchievableA

ωRelevantR

ωTime-SensitiveT
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Here are some questions to consider in following the SMART Goal Setting method: 

 

ωWhat will be accomplished?

ωWhat are you going to do? What action(s) will you take?

Specific

ωHow will the goal be measured?

ωHow much? How many? How well?

ωHow will you gather and track the information (evidence) to measure progress and 
achievement? 

ωWhat will be the result when this goal is achieved?

Measurable

ωIs this goal do-able? What tools/resources are needed?

ωDo you have all the necessary skills and capabilities or do you need training or other 
assistance?

ωHow much of a stretch is this goal? 

Achievable

ωWhy have you selected the goal? What is the purpose? Why is it important?

ωIs this goal relevant to the job/unit/department/County mission and goals?

ωWill the results of achieving this goal help the organization and/or residents?

ωDoes the goal support professional growth and development?

Relevant

ωWhen are you going to take action?

ωWhat is the time frame or deadline for achieving this goal?

Time-Sensitive




































