A OF Sy

§—#—=mv Collaborative Perform ance




TABLE OF CONTENTS

WHAT IS PERFORMANCE MANAGEMENT 2 oo eeme ettt rnes s e e e e e e aa s 3
PERFORMANCE MANAGEME NT CYCLE ...ttt eeeee et e et e e e ean e e e eannn 4
PERFORMANCE MANAGEME NT ROLES AND RESPONSBILITIES ....ccocoiii e, 5
PERFORMANCE PLANNING AN D GOAL SETTING ...iiiiiiiiieei ittt e e emme e siieee e e ssnemea e e 6
PREPARATION- DOCUMENTS TOREVIEW .....uuiiiiiiiiiiiie ettt aeaee ettt e e et e e et s e e e mmme s e e e e e e e e e e e eea s emmneeeenneas 7
CONDUCTING THEPERFORMANCEPLANNING SESSION....uuuiiiiititiieeeeeeettmmmeesiseeeeesssnnnseseeessammmesssnneeeseessnnns 8
PERFORMANCEFACTORS ANDCLASSIFICATION SPECIFICATION ....uuuuututrrrrrreeerreresssmanssesesrereesaaeaeeaaasssssmnmeeseens 8
GOAL SETTING 1. iutttttitteeeesttteeeessaameeessssttaeeeeee e e astee e amnmeeeeeeeasssbeeeeeeeeaasssbmnnssseeeeeeaanssbneeaeee s e smnnnsssneeeeensane 9
PERFORMANCEIMPROVEMENT GOALS......eeiiuttttitteeesasttteinneseseseaaasssseessesssssssnnasssssesesssssssseseessssssnnnsssssssees 10
1 T Y PRSPPI 10
PERFORMANCE FEEDBACK AND COACHING ....couiiiiii et e e e mmme e e e e anans 13
OBSERVATION ..ttt eetettti e e e e eeeimmmeestt e e e e e ettt s e e e e et emmmeeests e e e eees s aa e e e e e amnneeeessaa e eeeeeesaan e eesamnneeeeesnnnnaeaas 14
DOCUMENTATION. 11ttt ettt ettt ettt s eaeee e et e e e et e e e et e e e e s s e e e e e e e e e b e e e et e s emmme et e e e eea e e een e e eenn smmn e e eennas 14
PROVIDING FEEDBACK ...ttt eittts e ettt e et s e et s e ettt e e ettt e e e enmmeea s e e e st e e e e et e e e e e smmns e e e ea e e e eea s eeennneeesmmmenns 14
V ALUE -ADDED FEEDBACK ...ctttuittttieettteeeetmmmts e eestseaesa s e eeea e e amnneessa s e e essnseeessneeees s ammas e e eean e e eenneeeesnnnesenn 15
MODEL FORGIVING VALUE-ADDED FEEDBACK ........uuviiiiteesiistieeesseaaseeesssnsssseessessanssssemansesesesssssssssessesssnsens 16
WV ALUE =ADDED FEEDBACK ... .tttttteetsiititietteeesammaesasstseesaeaaaassteseessaamsaeeesasstseeeeeeaaasssssannnseeeeeeaansssseeeeeessansnns 18
DEALING WITH PUSHBACK .....cttii e ettt ettt e et e e e smmme e e et e e e e e e e nst e s smme e e e e e snnnaeeaaeeeannnrees 18
COACHING APPROACH. ...ttt ettt e e ettt ettt e e e e ettt aa e e e et e e ammmteetsaa e e e et eeaaa e e e et emnneeeessaa e eeeeeessnneeeeannneens 19
PERFORMANGCEISSUES......cetttiieeieieii et e e eemee e e et eeet e e et ettt s e e eamea e e e e ees e s e e e eeetba e s emam e eeeeeesann s eeeeensnnn s amennnns 20
PERFORMANCE REVIEW A ND EVALUATION ...ooiiiiiiiiiiee et ceeeieee et seensssnee e e e 21
TIMING ettt ettt ettt ettt oottt e eamee e et a oo e et a e e e eea e et e s Aot e e R et e e a e e een e e emnneeea e e eeen e e eean e eenan 21
WHATGE INVOLVED IN THIS PROCESS . ... ittt ittt et ettt eeee e e e e e e e et e e et mmme e e e e eeesassns e n e e e e emmssnnnnns 22
RATING LEVELS .t ittti ettt ettt e et e et e ettt e e ettt s emme e e et b e e e e eb e e e e et e e e et mms e e et e b e e e e ea e e e eea s e emnneeenneeeennns 25
OVERALL RATING i iiiitttiitte e e s ettt teeet e e e e e e sttt e e e e e ans bt nnnss e e e e e e e anste e e eeeeeeesmnessssseeeeeeeanstbeeaeeesammneennnseees 26
TOOLS AND RESOURCES..... .ottt ceeee et e e e e e ettt e e e et e e e e e e e e eaan e e amnmeeesn e eeennaeeennnaaeees 28
LMS PERFORMANCEMANAGEMENT MODULE. .....ccutuiiieiiiiiti e e e aeeeeeeeeeiir e e e eeessi e e e eamnaaeeeeensn e e aeeenennn e enan 28



WHAT IS PERFORMANKENAGEMENT?

Performance management is really about good people management. Technically it is defined as a systeme
and ongoing process of communication and collaboration between a supervisor and an employee thst occu
throughout the year, in support of accomplishing strategic goals and objectives of the unit, division
department YR G KS / 2dzyie o LG o0S3aAaya 2y |y SYLi2eSS¢
involves the supervisor and employee workingéether to clarify expectations, set objectives, identify goals,
provide feedback and coaching, and evaluate results. Performance management helps to focus employees
contributing directly to the strategic priorities of the County as well as to theisqeal 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 em@oyees
protected against illegal discrimination through proper notification, documentatiand supportive
communication if/when problems arise

San Mateo Countgollaborative Performance Management System Glidéhat is Performane Management?



PERFORMANCE MANAGEWECYCLE

Managing performance and providing feedback and coaching is not an isolated eaetakifs place just
during an annual performance evaluation. The performance management process is an annual cycle with
informal and formal onen-one discussions held throughout the year to provide feedback, work through
issues, and modjfgoals if neededReceiving ogoing feedback and coaching is how employees understand
how they contribute to theorganizatiorand how they can learn to continuously increase the value of that
contribution. Providing ongoing, vakaglded feedbackand coaching is a key ppaf performance
management.
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PERFORMANCE MANAGHEWEROLES AND RESPM®ISTIES

The successful performance of the County of San Mateo as an organization is made possible by organizatic
alignment. When employees are clear about the direction andripies of their units and departments they
can see how their efforts contribute to the achievement of the overall County goals. As a result, the Count
organization can move more quickly and effectively toward successful achievement of its top priéities
employees need concrete goals to focus on along with an understanding of what is expected of them. Whe
managers and supervisors communicate clear expectations to their employees, and progdmgiieedback

and coaching, it helps to ensure empl&& Q & dz0O0S & & @

Effective performance management involves the alignment of the following roles:

wrhe 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.

uDepartments use the Outcoridased Management (OBM) process to set goals, outcomes and
A0NF GS3IASa (2 &dzZLlJR2NIL yR FftAIYy gAGK GKS [/ 2¢
priorities also incorporate community goals. Departments establish performance standards and
expectations for their respective divisions, programs, functions and job classifications.

o KS { dzLISNIBA&a2N) aSda dzyAd 3F2+ta FyR 202SQiA0
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

The dzy RSNR Ul YR K2g¢g U0UKS [/ 2dzyueQa t SNF2NXI YOS [Cl Oi
. erformance and development goals and objectives.
Supervisor [ Rl ’

wEach 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
Employee order_glo let them know how they're doing, and to ensure they are working as effectively as
possible.

San Mateo Countgollaborative Performance Management System GhiBerformance Management Roles and Responsibiliti



PERFORMANCE PLANNIAKD GOAL SETTING

Performance Planning and Goal Setting occurs at the beginning of the Performance Managememth@ytle,
isthe beginningof the fiscal yeatJuly 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 clarifyi
the performance factors that are most important forbjesuccess. Discussing and agreeing to priorities and
expectations at the beginning of the evaluation period provides a clear, consistent structurplamtbr
monitoring and evaluating performanc&his planserve as a point of reference throughout theopess, and

may be modified as neededThe plan can be documented and monitered in the2 dzy (1 @ Q& [ !
Management SystemLMS Performance Management Modulélhe time spent clarifying priorities and
expectatiors at the outset of the procesnsures an unerstanding that allows both supervisor and employee

to move forward with confidence and clarity.
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PREPARATIONDOCUMENTS TO REVIEW

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

- wS@ASg LI ad A2 ta& FYyRk2NI 20628S00GA0Sa yR SY
NNl acconiplisin them sacsessfully? If not, why?

oAre the performance goals and/or objectives and expectations still meaningful? Are
Performance they related to the position description, work plan, department priorities, or the
Plan RSLI NIYSyidQa AaadzsSak

oAre they ongoing or have they been completed?

N WdFa 0KS SYLX 28SSQa 220 OKIFYy3aISRK ! NB GKSNEB
Classification or should be added or eliminated?

oShould an updated classification specification be developed? (If so, contact the Human

Specification Resources Department.)

N\

Departmental -
outcomes for FNB GKS
the upcoming F
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Unit or group wNhat are the program and/or unit goals and priorities and how does the employee
| | | support them?
evel goals wConsider the contributions the work unit and the employee are expected to make.

uHow does each of the Performance Factors apply to the individual expectations for the
employee?
wWhich areas should be emphasized and clarified?
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CONDUCTING THE PERMANCE PLANNING SEXN

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. Geehedt SNF 2 NI VOS¢ Rf DU REDE| 2 &

PERFORMANCE FACT@ARDB CLASSIFICATICNESIFICATION

At the planning session, the specific role that the individual employee plays within his or her functional area
and job classification should be discussed. Tipersasor 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 competssuemted

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 positi@eethe Performance Factor Decscriptioréd

Gt SNF2NYVI VOSoGH®O O 2N | 24

Congdiler the following:

W What function does the position need to w How will you and the employee
perform and why? communicateduring the year about job
() What tasks and resulisthe employee tasksto prevent problems and keep
accountable for? current?
W How can you help the employee w What level of authority or discretion
accomplish these tasks and results? does the employee have with respect to
w How will you andhe employee work to job tasks?

overcome any barris?

The Performance Factors include:

wlindividual Contribution

wProfessionalism

wProblem Solving and Judgment

wlnterpersonal Skills

wJob Specific Contribution

wManaging Employee Performance (for Managers and Supervisors
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GOAL SETTING

There are two categories of goalsat should be established for every employee during the Performance
Planning and Goal Setting phasBerformance Goals and Development Goals. Each year the County and the
various departments set strategic goals that are meant to cascade to all pahs ofganization. Cascading

goals means breaking down the higHevel 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 he unit has his or her own performance goals. In this way, progress throughout the organization
is aligned and measurable. Th®ISperformance management module enables managers and supervisors to
specify the relevant highdevel goals to which individugbals are to be aligned.

Successful goaetting entails everyone knowing what they need to do, understanding why it is important,

and being clear about what results are expected
Performance Goals Development Goals
wDevelopment Goalsire training, professional

wPerformance Goalare 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 possibleSome goals may be ongoing
and reflect expectations that are important for
this position year after year. Other goals may
be timelimited, such as special projects
occurring in a given year.

w In setting Performance Goals, consider the
following:

o KIFd INB GKS SYL)X 2&S8S Q.

responsibilities for the year?

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

wHow will you know whether the employee is
succeeding?

growth or other learningpriented goals that
adzLILI2 NI Yy AYONBIFAS Ay
knowledge, skill and/or ability to excel in their
current job performance and improve their
career prospects.

wln setting Development Goals, consider the

following:

wWhich skill areas will most impact the
SYLX 28SSQa lFoAfAGe G2
department or County succeed?

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

wWhat areas could the employee develop in
order to grow and be better prepared to
accept new and/or expanded
responsibilities?
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PERFORMANCHPROVEMENGOALS

There is another category of goals tadzLJLJ2 NI G KS AYLINRGSYSyid 2F |y SY
acceptable or competent level. These goals are Performance Improvement Goals and would be part of a
GaLINBMAISs¢ | YyR Ay O2NLI2 NI (SR laa tifat is consiStéhfFnatiNaehty OS L YL
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 observablafiehavi
actions and results. When a goal is clear, specific, and resigtsted with a definite time set for completion,
employees and supervisors can more easily agree on what successful performance looks like, thus reducing
misunderstandings or surprisesiring 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 motivati@eegd DdzA R& (% 3{ $ a)we¢ D2

wSpecific
wMeasurable
wAchievable
wRelevant

wTimeSensitive
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Here are some questions to consider in following the SMART Goal Setting method:

Soecific

wWhat will be accomplished?
wWhat are you going to do? What action(s) will you take?

Measurable

wHow will the goal be measured?
wHow much? How many? How well?

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

wWhat will be the result when this goal is achieved?

Achievable

wls this goal deable? What tools/resources are needed?

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

wHow much of a stretch is this goal?

wWhy have you selected the goal? What is the purpose? Why is it important?
wls this goal relevant to the job/unit/department/County mission and goals?
wWill the results of achieving this goal help the organization and/or residents?
wDoes the goal support professional growth and development?

wWhen are you going to take action?
wWhat is the time frame or deadline for achieving this goal?
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