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Introduction to the Performance Management Process

Performance Management is a process for establishing a shared understanding about what is to
be achieved and how it is to be achieved. The Performance management process is designed to
be a year-round partnership between employees and supervisors that takes into consideration
the employee’s job duties, goals, and core competencies. The process should be an interactive
and ongoing dialog, including planning, coaching, , monitoring, assessing and
providing feedback and recognition related to an employees job performance.
During the process, employees and supervisors should work together to define goals and key
result areas, define and reinforce good performance, and identify and reshape performance in
order to meet the goals and mission of UC Merced.

Performance Management Process Overview
1. Phasel: Planning

This section will describe the most challenging part of the process: reviewing the job description,
writing the goals, identifying key responsibilities, defining the performance standards and
discussing the core competencies — all of which are tasks to be shared between supervisor
and employees. When the work in this phase is done well, the rest of the process is much
easier because there is a mutual understanding of what is expected. This guide will
provide direction on writing goals.

2. Phasell: Coaching

This section will provide recommendations for supervisors to provide productive coaching
sessions.

3. Phase/lll: Performance Appraisal

The Year-End Performance Appraisal involves reviewing, documenting and rating the
employee’s performance for the pertinent performance review period. The supervisor and
employee again discuss expectations in terms of job duties, goals, core competencies, and
compare those expectations with the results that were observed and documented. These
guidelines provide suggestions for the Performance Appraisal process, as well as information
regarding how the Performance Appraisal leads into the Planning of the next performance
review period.



Who is responsible for Performance Management?

Employees at all levels are responsible for actively communicating with their supervisors about
their performance. Employees should take an active role in planning their career development
activities, be accountable for their actions, and continually strive for excellence in their
performance in support of departmental and organizational goals.

Supervisors are responsible for developing performance goals and objectives along with input
from employees; communicating throughout the performance review cycle about employees’
performance related to goals, responsibilities, competencies and career development activities;
recognizing and rewarding excellent performance and providing coaching and feedback where
needed to improve performance deficiencies; and ensuring that employees have the tools,
resources, training, and development needed to carry out their responsibilities successfully.

The University is responsible for providing an effective and fair performance management
system that encourages communication between employees and supervisors and ensures that
supervisors have the skills to carry out performance management successfully.

The Planning Phase
Performance planning is a critical component of the performance management process, since
it establishes the foundation for individual career success as well as organizational success.

“Planning" refers to setting performance expectations and goals for individuals to channel
their efforts toward achieving departmental and/or organizational objectives. It also includes
the measures, or “metrics,” that will be used to determine whether expectations and goals are
met. Effective performance planning requires clear communication of job duties, performance
standards, goals and objectives. Involving employees in the planning process helps them to better
understand their goals and responsibilities as they relate to the success of the organization.
Performance planning is fundamental to effective management.

The planning phase is an opportunity for the supervisor to explain what the performance
management process is, define roles, discuss job requirements, answer the employee’s questions
about performance management, and work with the employee to reach a consensus on, and
commitment to, performance standards.

1. Update/Review Job Description
Job descriptions should clearly describe the employee's current duties. Position descriptions
should be specific, clearly defining the job function and required skills, and should delineate
expectations for the employee's relations with peers and customers.

The job description specifies:



Functions and tasks considered to be essential

Percentage of time typically spent performing each function

Skills, knowledge and abilities required to perform the job successfully
Education requirements or field specific certification

Physical and mental requirements of the position

Special conditions of employment, where applicable
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Level of supervision received and exercised.

Strategic Plan/Goals

A strategic plan is composed of a mission statement, identified goals related to the
organization’s mission, and strategic initiatives necessary to accomplish each goal. The mission
statement describes the fundamental reason that your organization or department exists.
The goals identify the results that will further that mission, and strategic initiatives set out
specific steps that must be taken to achieve those results. The employees’ individual goals
should be linked to the overall organizational goals and objectives.

Individual employees will each make a contribution to the realization of goals and may
be responsible for accomplishment of specific strategic initiatives in support of those goals.
To ensure that initiatives are completed, those responsible for particular strategic initiatives
are usually named, with deadlines and/or target dates specified.

Goals must be S.M.A.R.T:

Specific: Targeted and understandable. Goals must communicate the activity exactly and
clearly. They should specify clearly what is to be done, when it is to be
done, who is to accomplish it, and how much is to be accomplished.
Words that are open to a range of interpretation should be avoided, for
example: to know, to appreciate, to participate.

Measurable:  Behavioral and objective. Objectives and standards are based on
qguantitative or qualitative measures. Quantitative measures include
direct counts, percentages, ratios, etc.. Qualitative measures are by manager’s
observation of the University’s Core Competencies.

Qualitative goals are often focused on core competencies, like communicating
effectively, learning to better adapt, i.e., innovation and change management,
working collaboratively with you team, and so on. Thus, it’s important for
managers to set expectations with employees so they understand how work
will be measured.

Achievable: Given current skill and resources. Objective must be attainable, match the
level of complexity and difficulty with the employee’s experience and



Realistic:

Time-bound:

capability. If they are too easy, the employee will be bored, if they are too
difficult, the employee can lose confidence and not succeed.

Balanced against other priorities and timelines

Clear “due” target. Performance Objectives should be clear about the time
frame in which they are to be achieved.



The Coaching Phase

Coaching takes place throughout the year. The amount of time that elapses between Coaching sessions
can vary, but these sessions should be frequent enough to ensure the supervisor and employee are
exchanging regular feedback. Sessions may last only five or ten minutes, but they are important for the
supervisor and employee. Employees need to hear from their supervisor about whether they are doing
their job according to departmental standards. It’s also important for the supervisor to have many
opportunities to observe, encourage and direct the employee.

During the Planning phase, the supervisor and employee came to an understanding of what was expected
in terms of the responsibilities, objectives and goals. Coaching reinforces what was discussed,
helps everyone make sure the job is being carried out, and allows the supervisor the chance to
encourage the employee’s development.

Coaching sessions are not formal appraisals of performance. Coaching sessions are:

v' Opportunities for the supervisor and employee to make sure performance is on track with the
objectives and goals,

v" Achance to identify problems early, so that they can be corrected as soon as possible,

v' Atime for the supervisor to praise the employee verbally or commend them in writing, and

v" A good time for the employee to point out accomplishments or problems that have

been resolved, which otherwise might not have come to the supervisor’s attention.

A supervisor who knows about specific accomplishments and problems during the year will be better
prepared to judge progress and evaluate performance at the end of the year. The employee who has
participated in several Coaching sessions should have no major surprises during Review sessions.

As part of the coaching phase, it is strongly recommended the supervisor schedule quarterly or a
mid-year review(s).

The purpose of the review(s) is to:

v" Provide feedback related to assigned goals and objectives

Modify goals, if necessary

Share feedback in both directions

Document quarterly/mid-year check-in with employee using the Halogen system
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1. Collecting Performance Information

Coaching involves more than reviewing finished products. The first part of Coaching is
observation. The supervisor must set aside time to see how close the actual performance is to the
standards discussed during Planning. If you are a supervisor and know you will have trouble keeping
track of your Coaching duties, you may want to schedule these sessions or put small reminders on
your calendar.



On the other hand, Coaching sessions can be spontaneous. The supervisor may be called into a
discussion of some problem, and as a solution is discussed and chosen, the supervisor may take
the time to explain why some options would be better than others. If the discussion relates to a
person’s Problem-Solving Initiative, which is a core competency, the supervisor may want to refresh
the employee’s memory by discussing what is expected and how the current situation relates to
the Behaviors.

Not only does Coaching allow for problems to be caught early, but it also allows the supervisor to
collect information that can be helpful when completing the appraisal form at the end of the year.
Here are some ways of collecting information:

v'  Direct Observation - Observing the employee while they perform day-to-day activities.

v" Written Material - Any form of written material that the employee creates, generates or
reviews, such as letters, reports or forms that are used as part of the job.

v" Notes from Customers - The supervisor should keep a copy of any notes that customers have
written about the employee. These notes may be part of a system of monitoring the services
being provided, or they may be specific to a situation.

v"  Notes from the Employee - The employee is supposed to keep the supervisor informed of
their progress and any problems that might be keeping them from doing their job as well as
they would like. At the end of the year, these notes can help a supervisor remember a
specific situation where the job performance was excellent or unacceptable.

v" Supervisor’s own notes - If the supervisor notices an accomplishment or a problem, but
doesn’t have the time at the moment to have a brief Coaching session, the supervisor may
write a note and put it in a file to refer to later.

VL. The Review Phase

1.

Gather all notes - By the time the Year-End Review occurs, the supervisor and employee should
have several notes about Coaching sessions, accomplishments, progress or lack of progress. All
notes should be reviewed.

Encourage active involvement - The supervisor and employee should have a strong understanding
that both parties must take an active role in performance management. Employees may come to the
Review with notes/documents related to their performance, for example:

v" A copy of their Summary of Accomplishments with examples of achievements,
accomplishments or projects;

v ldeas for improvement or development that could help job efficiency;

<\

Ideas and questions about career development, and
v" Any situation beyond the employee’s control that affected job performance, so that the
supervisor will consider this information when finalizing the appraisal.
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