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M E M O R A N D U M

TO:


Cabinet Secretaries, Division Directors, and Agency Heads


CC:


Secretariat HR Council, Human Resources Directors, ACES Coordinators, and ACES Trainers
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FROM:

Paul Dietl, Chief Human Resources Officer  
DATE:

March 29, 2010
RE:


Achievement and Competency Enhancement System (ACES) 2010 Planning Process

I am pleased to announce the commencement of the 2010 ACES Evaluation Process.  The Human Resources Division (HRD) recognizes this is going to be another challenging year in terms of goal setting and evaluation of our managers.  An ACES Focus Group made up of mostly agency heads have been meeting to identify ways to streamline the evaluation process and offer a more flexible approach to performance evaluation.  While we are trying to simplify the process, we want agencies to recognize the importance of regular communication with employees and ensure that employees are receiving timely, fair and accurate feedback.

HRD in partnership with the ACES Focus Group will be implementing the following flex-plan for the administration of the ACES 2010 process.  Features of this process include:
1. Two or Three-Stage Model with Timeline Flexibility.  Each Secretariat can choose for each of their agencies to implement a two-stage or compressed three-stage evaluation process, which includes:
· Two-Stage Model.  Managers set at least two goals and define at least one career growth objective focusing on developing his/her skills.  After goals are entered, ACES Coordinators and/or HRD manually moves the forms to final review stage, where the forms remain until the Fall of 2010 when final ratings are entered onto the forms.  In this scenario, the progress review stage is skipped.
OR

· Three Stage Model.  In this model, the three stages of planning, progress review and final review remain in tact and each Secretariat determines their own dates for each stage.
In both models all forms need to have final ratings entered into the ACES system by Monday, October 18, 2010.  Please see Attachment 1 for suggested timelines for two and three-stage models.
2. Two Goals and One Career Growth Objective. For 2010 ACES, managers will only be required to enter two manager objectives onto his/her form, along with at least one career growth objective.  This will allow for less manual entry onto the form and encourage more discussion between the appraising manager and reporting manager.  The form will accommodate more than two objectives if a manager chooses to enter additional goals.
3. Rating Consolidation. In order to give agencies additional flexibility in each rating category, HRD will be dividing ratings into the following three categories:

· Below (FAIL)

· Satisfactory, Successful Performer, Highly Effective (PASS)

· Exceptional (TRUE EXCEPTIONALS)

I would encourage agencies to make the effort to recognize those managers falling into the exceptional category.  This high level of achievement could be acknowledged by Secretariats and/or HRD publishing their names on websites, in agency publications, etc. or any other feasible means of recognition.
4. Best Practices. As part of this process, HRD will be working with the Advisory Council to recognize best practices and how we can get managers to become more actively engaged in the performance evaluation process.
All ACES materials pertaining to the planning phase should be distributed to your agency managers as soon as possible.
Training tools have been developed for the Planning Phase.  The tools are specifically designed for two skill levels: beginner/intermediate and advanced users to best meet the training needs of ACES users (please see Attachment 2 for a list of tools available).

Information pertaining to the 2010 ACES Evaluation Cycle is now available on the HRD website. Please note, this ACES 2010 Planning Process memo is also available on the Human Resources Division (HRD) website.
Attachment 1
ACES 2010 Suggested Two and Three-Stage Model Timeframes

The following charts summarize suggested implementation timeframes for a two-stage and three-stage evaluation process:
TWO-STAGED PROCESS
	Activity
	DateS – 2010

	Planning Phase

· Reporting Managers enter Manager Objectives and Career Growth Objectives on their 2010 ACES form.
· ACES Coordinators and HRD manually route forms to Final Review Stage.
	March 25, 2010 – April 9, 2010

	Final Review Phase

· Appraising Managers enter final performance reviews by rating Manager Objectives, Career Growth Objectives, and Core Managerial Competencies, and provides an Overall Final Review rating.

· All final ratings are entered and sent to the ACES Coordinator.

	September 7, 2010 – October 15, 2010

October 18, 2010


THREE-STAGED PROCESS
	Activity
	DateS – 2010

	Planning Phase

· Reporting Managers enter Manager Objectives and Career Growth Objectives on their 2010 ACES form.
	March 25, 2010 – April 9, 2010

	Progress Review Phase
· Appraising Managers conduct Progress Review sessions with their Reporting Managers, and provide overall progress review ratings
	May 3, 2010 – June 4, 2010

	Final Review Phase

· Appraising Managers enter final performance reviews by rating Manager Objectives, Career Growth Objectives, and Core Managerial Competencies, and provides an Overall Final Review rating.

· All final ratings are entered and sent to the ACES Coordinator.

	September 7, 2010 – October 15, 2010

October 18, 2010


Attachment 2

ACES Online Planning Training

These training tools have been developed for the Planning Phase.  The tools are specifically designed for three skill levels: beginner, intermediate and advanced users to best meet the training needs of ACES Online users.

	Training Tool
	Description
	Target Users

	Quick Reference Guide
	High-level guide of the ACES Online Planning Process
	Advanced

	Job Aid
	Step by step, detailed instruction of the ACES Online Planning Process
	Beginner, Intermediate

	Writing Manager Objectives Overview
	Guide for Writing Manager Objectives
	All users

	Career Growth Objectives Ideas
	Suggestions for Career Growth Objectives
	All users
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