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Chapter 1

Stage A: Performance Planning
Purpose

In the Performance Planning Stage you and the employee jointly define successful job performance for the employee.  In this way, the employee knows what he or she must do to be successful on the job.

Summary
There are five steps in Performance Planning.  They are:

      
1.
Review the three stages, which make up EPRS so that the employee understands exactly what will happen during the year.

      
2.
Discuss the role of the employee in the unit, so that the employee knows how his or her job fits into making the unit run well.  Review with the employee the agency's mission, goals and objectives and let the employee know how the employee and his or her it contributes toward the agency's success in accomplishing its mission, goals and objectives.           

      
3.
Discuss and write down job duties so that you and the employee understand what the employee should be doing on the job.

      
4.
Discuss and write down performance criteria for each duty so that you and the employee understands what it means to do the work right.

      
5.
Sign the form and get signatures to show that you and the employee and the reviewer all understand the job duties and performance criteria.

Chapter Outline
This chapter describes each of the steps in Performance Planning in detail.  It covers:

o
How to prepare for the Stage A meeting

o
The five steps of Stage A

o
Ending Stage A and preparing for Stage B

o
Stage A check list

______________________________________________________________________________

Notes

How to Prepare for the Stage A Meeting
Before you hold the Stage A meeting with the employee, you need to get ready.

1.
Review the EPRS manual so that you will be able to answer any questions an employee may have.

2.
You may ask your supervisor for a copy of the agency mission, goals and objectives.  Go over these so you understand them.

3.
You may ask your supervisor if there are any new objectives for your area, so you can include them in your planning.

4.
Review the list of duties in Section 6 of the employee's Position Description (HRD Form 30).  Think about which of these duties are most frequently done and most important for the year. 

5.
Discuss with the reviewer the job duties you expect an employee to perform.  If the Position Description is not up to date or does not reflect the duties, which you will be asking the employee to perform, discuss with the reviewer and the agency personnel officer the need to update the Form 30.

6.
Discuss with the reviewer the performance criteria, which will show that the work is being done successfully.  You may also discuss the performance criteria with other supervisors who have employees doing the same work.

7.
Fill in the blanks at the top of a fresh EPRS form (starting with the employee's name).

8.
Make copies of these to give to the employee:

o
The EPRS Form

o
The Employee's Form 30 (available in your personnel office)

o
Agency mission, goals and objectives (if available)

o
Rating scale

Usually you will give these to the employee before the Stage A meeting so he or she can read them over and think about them.

         Now you are ready to begin the Stage A meeting.

______________________________________________________________________________

Notes
The 5 Steps of Stage A: Performance Planning
Step 1.  Review the three stages, which make up EPRS
You should introduce the employee to the Employee Performance Review System (EPRS) and the EPRS form.  This helps the employee to understand and to feel comfortable with the whole evaluation system.

Here is what you might say to the employee.

o
EPRS stands for Employee Performance Review System.  It is used to plan and to evaluate job performance.
            o
EPRS has three stages:
Stage A is called Performance Planning.  We are starting performance planning now.  We will discuss and write down your job duties, and what it means to do these duties successfully.
Stage B is called Progress Review.  We will do this during the year.  This Stage has several informal and one formal chance for us to talk about how things are going so far. The reason for these meetings is to point out and talk about good work and to solve problems.  At the formal meeting in the middle of the year, I will make ''advisory ratings'' of your performance in the first half of the year on each job duty, as well as overall.  After the formal meeting, we will continue to meet informally to review your progress.
Stage C is called Annual Review.  At the end of the year, we will talk about your performance over the whole year.  Then I will rate your performance on each duty as well as your overall performance.  The reviewer will make the final rating.  Attendance and employee development will both be discussed.  After our annual review meeting we will meet again to plan for next year, and start EPRS again.
o
Here is the EPRS form.  Do you have any questions about it? You will get a copy of your EPRS form when it is signed in each stage.
o
Here is a copy of the rating scale I will use to rate your performance.  The rating scale is simple.  Job performance is rated as “exceeds/excels/meets/below”.  I will rate your job performance by comparing it with the criteria for success, which we discuss and write down on the EPRS form today.

o
The ratings may be used when we make personnel decisions in the agency.  They may be used for decisions on transfers, reassignments and promotions as covered in the       applicable articles in CBA as well as for salary and step raises. 

o There are two ways to appeal the evaluation, through the appeal process outlined in         your Collective Bargaining Agreement or through the Civil Service Commission.

Step 2.  Discuss the role of the employee in the it
After you make sure the employee understands EPRS, you should help the employee see how his or her job helps the agency get its work done.

1.
Be sure the employee has a copy of the agency mission, goals and objectives, if available.

2.
Talk about how the employee fits into the "big picture".

o
Describe the mission, goals and objectives of the agency.

o
Discuss the objectives of your unit.  Let the employee know what your unit has to do to help reach the agency's objectives.

o
Explain how the employee's job duties help the unit reach its objectives.

Here are examples of recent mission statements for two agencies, which were developed as part of the managerial planning and performance evaluation system:

	Department of Youth Services

Mission Statement

February, 19xx

The mission of the Department of Youth Services is to promote law abiding, productive behavior in the juvenile offenders who are sent to the Department by the Courts.  To achieve this....
	Department of Revenue

Mission

Fiscal Year 'XX

To professionally and equitably administer the tax laws of the Commonwealth.


Your agency's statement of mission, goals and objectives may be several pages long.  If so, look for the parts that are most important overall and for your work it.  Circle these before you give the statement to the employee.

Now go on to Step 3, where you discuss and write down the main job duties for the employee's Job.

______________________________________________________________________________

Notes
Step 3.  Discuss and write down job duties.
In this step you and the employee discuss the employee's job, and write down the main job duties on the EPRS form.  In this way you are sure you both understand what duties are required on the job.

1.
Be sure the employee has a copy of the front of his or her Position Description (HRD Form 30).  Section 6 should list the most frequent and important work duties for the job.

2.
If the employee's duties have changed from what is on the Form 30, you should write a new duty statement.  Speak to the reviewer or agency personnel officer before you change any duties.

3.
Go over the Form 30 with the employee and together choose the duties, which are most frequently done and most important for this year.

4.
Write these main job duties on the back of the EPRS form, one duty in each box.  If the employee has more than 4 main duties, make a copy of the back page and staple it to the EPRS form.

(Tips on writing a good duty statement can be found at the end of this Chapter.)

5.
Remind the employee that he or she is responsible for all the job duties assigned, even if they are not written on the EPRS form.  Point out that all duties will be taken into consideration in the overall evaluation.  Of course, the duties assigned should agree with the employee's job title.

Once you have finished the list of main job duties, go on to the next step, writing the performance criteria.

______________________________________________________________________________

Notes
EXAMPLE OF FORM WITH JOB DUTIES LISTED

PRIMARY JOB DUTIES/PERFORMANCE CRITERIA
PAGE 1 OF 1

	Duty __1__:  Types material from rough draft or straight copy according to standard agency format, making minor corrections in grammar/pctuation/spelling, in order to produce finished work in final form

Performance Criteria:  (Performance is successful if:)

Actual Performance:
Progress Review:  Meets  Exceeds/Excels  Below                                  Annual Review:  Meets  Exceeds/Excels  Below           

Progress Review Comments:                                                                    Annual Review Comments



	Duty __2__:  Covers telephone for Langley Office by transferring calls, taking messages, providing information, maintaining lists of calls to that each staff member promptly receives telephone calls/messages

Performance Criteria:  (Performance is successful if:)

Actual Performance:
Progress Review:  Meets  Exceeds/Excels  Below                                   Annual Review:  Meets  Exceeds/Excels  Below               

Progress Review Comments:                                                                    Annual Review Comments



	Duty __3__:  Telephones information into central office/other field offices on a routing basis to provide daily/weekly updates on activities/assignments.

Performance Criteria:  (Performance is successful if:)

Actual Performance:
Progress Review:  Meets  Exceeds/Excels  Below                                  Annual Review:  Meets  Exceeds/Excels  Below               

Progress Review Comments:                                                                    Annual Review Comments



	Duty __4__:  Process incoming mail, memoranda, packages, etc. by receiving/sorting/stamping/routing/distributing materials received to ensure prompt receipt by addressee.

Performance Criteria:  (Performance is successful if:)

Actual Performance:
Progress Review:  Meets  Exceeds/Excels  Below                                    Annual Review:  Meets  Exceeds/Excels  Below               

Progress Review Comments:                                                                     Annual Review Comments




Step 4.  Discuss and Write Down Performance Criteria for Each Duty
In this step you discuss with the employee what you both mean when you say that the job is being done right.  For each duty listed on the EPRS form, decide what the criteria are.  Then write the criteria under the job duty.

1.
Take each duty, and think about what you mean by doing it right.  Are you most interested in a physical work product, or in the actions of the employee? How will you describe what you expect?

the quality of the work performed

The work product could

the amount of work to be performed

         

be described by:


the time frame in which the work is done

the cost of the work

The work actions could

the way the employee works with others
be described by:


the procedures used to do the job

For example:

There usually are 2‑4 criteria for each job duty.  The criteria should be:

o
Observable

o
Clear and specific

o
Realistic

o
Easy to follow over the year

o
Similar to that of other employees who are doing the same work

(This will help the employees feel that they are being treated fairly, and avoid conflict later.)

2.
Discuss these criteria with the employee.  Try to reach agreement on the criteria .  If you cannot reach agreement, at least reach understanding.

3.
Write the criteria for the job duty in the box under the duty on the back of the EPRS form.

4.
You and the employee may agree to look at these criteria again in a month or so, to see if they are workable, or if they need to be revised.  This may be helpful while you and the employee are getting used to EPRS.

When you have listed criteria for each job duty on the EPRS form, it is time for you to go to the last step of Stage A.

______________________________________________________________________________

Notes

Examples of Criteria
A Cook might have this job duty:

"Cooks lunch for residents each day following menu provided by dietitian so that clients have a tasty diet."

The criteria might be:

1.
Food tastes good.




(quality)

2.
Hot food is hot and cold food is cold. 

(quality)

3.
Enough food is prepared for all residents.

(amount)

         
4.
Meals are ready by mealtime.


(time frame)

5.
Food is not wasted during preparation.

(cost)

         
6.
Answers complaints courteously.


(works with others)

7.
Directions from dietitian are followed.

(works with others)

8.
All health regulations are followed.

(procedures)

9.
Food is cooked at the right temperature.

(procedures)

______________________________________________________________________________

Notes
Example of Performance Criteria Listed on Form
PRIMARY JOB DUTIES/PERFORMANCE CRITERIA
                                                                                                                                                                                                             PAGE  1 OF  1

	Duty __1__:  Types material from rough draft or straight copy according to standard agency format, making minor corrections in grammar/punctuation/spelling, in order to produce finished work in final form.

Performance Criteria:  (Performance is successful if:)     a.  typed copy is neat, accurate and in appropriate format.

                                                                                             b.  minor corrections in grammar/punctuation/spelling are made.

                                                                                             c.  typed copy is completed within prescribed deadlines.
Actual Performance:
Progress Review:  Meets  Exceeds/Excels  Below                       Annual Review:  Meets  Exceeds/Excels  Below  

Progress Review Comments:                                                         Annual Review Comments



	Duty __2__:  Covers telephone for Langley Office by transferring calls, taking messages, providing information, maintaining lists of calls to that each staff member promptly receives telephone calls/messages

Performance Criteria:  (Performance is successful if:)     a.  messages taken are accurate, clear and referred to the appropriate                                                                                                    person

                                                                                             b.  manner on telephone is courteous and helpful.

                                                                                             c.  telephone is answered promptly at all times.

                                                                                             d.  information provided is accurate and clear.  
Actual Performance:
Progress Review:  Meets  Exceeds/Excels  Below                      Annual Review:  Meets  Exceeds/Excels  Below       

Progress Review Comments:                                                        Annual Review Comments



	Duty __3__:  Telephones information into central office/other field offices on a routing basis to provide daily/weekly updates on activities/assignments.

Performance Criteria:  (Performance is successful if:)     a.  information is provided accurately.  

                                                                                             b.  information is telephoned promptly or on schedule.
Actual Performance:
Progress Review:  Meets  Exceeds/Excels  Below                        Annual Review:  Meets  Exceeds/Excels  Below              

Progress Review Comments:                                                         Annual Review Comments



	Duty __4__:  Process incoming mail, memoranda, packages, etc. by receiving/sorting/stamping/routing/distributing materials received to ensure prompt receipt by addressee.

Performance Criteria:  (Performance is successful if:)    a.  mail is properly processed and distributed.

                                                                                            b.  mail is processed and distributed within prescribed deadlines.

Actual Performance:
Progress Review:  Meets  Exceeds/Excels  Below                       Annual Review:  Meets  Exceeds/Excels  Below     

Progress Review Comments:                                                         Annual Review Comments




Step 5.  Sign the form and get signatures
At the end of the meeting, you should look at Section A on the front of the EPRS form.

1.
There is a checklist in Section A (it has 2 small boxes).  Check off each box to show you finished that part.

2.
Explain to the employee what signing this section means.

o
Your signature means that what is written on the back of the EPRS form is what you will use to judge performance for the employee for the year.

o
The employee's signature means the employee understands the job duties and performance criteria for each duty, even if he or she does not agree to them.
o
The reviewer's signature means the reviewer (your supervisor) accepts the job duties and performance criteria that you and the employee have developed.

3.
Get the required signatures in Section A.

4.
Let the employee know that any of the three people who sign the form may write and attach a comment to the EPRS form at this point.

5.
After the form is signed, give a copy to the employee, the reviewer and your personnel office.  You keep the original.         

______________________________________________________________________________

Notes
Example of Signatures on Front of EPRS Form

	THE COMMONWEALTH OF MASSACHUSETTS

EMPLOYEE PERFORMANCE REVIEW FORM

NAME:            NATALIE M. MONROE                         
EVALUATION YEAR:  JULY 1, 1995-JE 30, 1996           
AGENCY: DIVISION OF OCCUPATIONAL SAFETY
LOCATION/IT:  FIELD OPERATIONS/LANGLEY OFFICE
JOB TITLE:     TYPIST III                                              
FCTIONAL TITLE:  RECEPTIONIST                                
SUPERVISOR:  BERNICE HT                                 
REVIEWER:   DENISE TOOMEY                                           
The employee and supervisor should consult their EPRS Guide for a full explanation of the purpose and the process of employee

performance review.  Detailed instructions for completing this form are presented in the EPRS Supervisor's Guide.

	A  Performance Review: Employee and supervisor meet to plan the work for the year.

        Discuss contributing role of employee in it      Discuss and finalize the duties and criteria

Primary Job Duties and Performance Criteria:  On the reverse side list the employee's primary job duties from the most current position description and the performance criteria which will be used to evaluate the employee's performance of these duties during the performance period.  Copies of the reverse may be used if more space is needed.

Signatures:_______________________   ___________________    _______________________

                             Employee/Date                        Supervisor/Date                  Reviewer/Date

Comments Attached:     yes       no                      yes       no                      yes        no   

	B   Progress Review:  Meets  Exceeds/Excels  Below  Employee and Supervisor meet to help the employee meet criteria

          Discuss progress for each duty                                  Assign Advisory rating for each duty

          Assign advisory rating for overall performance

Progress Review Summary Rating:     /         Below/Meets/Exceeds/Excels

Supervisor's Comments:  Natalie is adapting well to our procedures here at the Langley Office.
Signatures:_____________________    ___________________   ________________________

                       Employee/Date                       Supervisor/Date                    Reviewer/Date

Comments Attached:   yes   no                      yes     no                         yes       no




Before you end your meeting, you should prepare the employee for Stage B, Progress Review.  

This is described next.

______________________________________________________________________________

Notes
Ending Stage A and Preparing for Stage B
You should let the employee know that you will talk about the work often during the year in informal progress review meetings.  Let the employee know that the informal progress reviews will start soon.  Also, let the employee know that he or she may ask you for an informal review session any time they feel there is a problem.

You should set up a regular schedule of short informal sessions, perhaps every other week, or once a month.  It is important to have at least two informal sessions before the formal mid‑year review.

You should use these sessions to help the employee:

-
know how he or she is doing

-
know what he or she is doing well

-
talk about any problems in job performance, and ways to solve them before small problems become big problems

In Stage B you may need to change the duties or criteria on the EPRS form.  This may be needed because of changes in personnel or changes in it activities.  Any time you make changes to the form, do it only after you meet with the employee.  If this is a new duty, make sure it is included on the employee's Form 30 as well. Be sure to give a copy of the revised form to your supervisor for review and then to the employee.  Also send a copy to your personnel office.

This finishes Stage A.

Here is a checklist of the steps in Stage A.  Use it to be sure you have done all of them.

Check List for Stage A
1.
Prepare for the planning meeting..............................................................
                    
2.
Review the three stages of EPRS with the employee................................ 
                     
3.
Discuss the role of the employee in the it and the role of the it in the

department................................................................................................
                      

        
4.
Discuss and write down the job duties.......................................................
                     
5.
Discuss and write down performance criteria for each duty...................... 
                    
6.
Sign the form and get signatures...............................................................
                    
7.
Set up a schedule for informal progress review sessions........................... 
                     
Role of the Reviewer for Stage A
The reviewer has an important role in Stage A.  First, the reviewer helps the supervisor get ready for Stage A.  Second, the reviewer makes sure that the results of the EPRS make sense.

Help the supervisor prepare for EPRS
The reviewer should help the supervisor get ready for EPRS.

1.
The reviewer should go over EPRS with the supervisors to be sure they understand what they have to do.  A good way to do this is to go over the checklist for Stage A on the previous page.

2.
The reviewer should give the supervisor a copy of the agency mission, goal and objectives, and review these with the supervisor.

3.
The reviewer should give the supervisor a copy of the management objectives for the work unit, and review these with the supervisor.

4.
The reviewer and supervisor should go over the major duties of the employee's job using the position description (HRD Form 30) and the type of criteria which would show that the job is being done right.

Review the results of Stage A
When the EPRS form is given to the reviewer for approval, he or she should answer these questions about Stage A.

1.
Does the material on the EPRS form make sense?

o
Do the job duties cover all major parts of the job?

o
Do the performance criteria describe successful job performance?

o
Are the criteria generally consistent for those employees with similar jobs?

o
Are the criteria consistent with those established under the Union contract?

2.
Did the supervisor and employee do all the things on the checklist?

o
Did the supervisor and employee meet to discuss job duties and criteria, and fill out the EPRS form?

3.
Was the EPRS form filled out correctly?

o
Are the major duties and criteria filled in on the form?

o
Is the form signed by the employee and supervisor?

4.
Is there anything the reviewer needs to do to allow the employee to get the work done?

o
Is any further coordination between employees or work its needed?

o
Will the employee have the resources needed to do the work?

o
Will the work be ready on time for any additional steps in the work process?

Prepare for Stage B

The reviewer and supervisor should meet regularly to see if there are any problems with EPRS, and to discuss the performance of the work it.  This is especially important before the formal mid‑year progress review.  This will help the reviewer and supervisor prepare for the mid‑year meetings.

______________________________________________________________________________

Notes

Further Guidelines for Writing Job Duty Statements
A duty statement has the ''what'', ''how'' and ''why'' of the work activity.  It should start with an action verb.

The word ''Cooks", by itself,  is not very useful as a job duty statement since it doesn't tell us enough about the nature of the work activity involved.  A much more useful statement is:

"Cooks lunch for residents each day following menu provided by dietitian so that clients have a tasty diet."

Now let's take a step‑by‑step look at this duty statement to see how it meets the four requirements of a good job duty statement.

Start with an action verb ("Cooks...")

Begin each duty with an action verb.  Other examples are:         

"Codes" or, "Assesses".

Avoid using such vague terms as "handles", "administers", "assists in" or "is responsible for".

Say WHAT the employee does ("Cooks lunch for residents each day...")

Make the action specific.  Other examples are:

"Codes......forms from field offices......."

"Assesses ......the qualifications of applicants for contracted positions......."

Say HOW the work is done ("...following menu provided by dietitian...").

Briefly describe the main methods, procedures or equipment used so it becomes clear HOW the action is carried out.  Other examples are:

''...using office coding guide..."

"...by reviewing resumes, interviewing applicants and asking questions related to the work to be performed..."

Say WHY work is done ("...so that clients have a tasty diet.")

End each duty with a short explanation of WHY the action is performed.  Other examples are:

"...to prepare forms for filing."

"...so that qualified applicants are hired."

So, the three complete examples of job duties are:
"Cooks lunch for residents each day following menu provided by dietitian so that clients have a tasty diet."

"Codes forms from field offices using office coding guide to prepare forms for filing."

"Assesses the qualifications of applicants for contracted positions by reviewing resumes, interviewing applicants and asking questions related to the work to be performed so that qualified applicants are hired."

______________________________________________________________________________

Notes

