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Training Objectives:

Following this training, participants will be able to:

•
Align the work of individuals with the work unit and Bureau goals

•
Set clear work expectations for individuals

•
Identify and prioritize desired outcomes

•
Develop performance measurement criteria and effectively measure individual performance

•
Provide ongoing informal and formal feedback to employees

•
Determine and implement corrective action to improve performance

•
Recognize and reward good performance

Performance Management
What does the term mean?
There are many definitions for the term “Performance Management”.  Often when people use the term they are referring to only a portion of the performance management cycle such as the performance evaluation, or progressive discipline.  For our purposes today, we are defining “Performance Management” as:
A process for maximizing organizational performance through people, by letting employees know what is important and what is expected.  

The goal is to create a performance partnership between employees and their supervisors in which:
· There is shared understanding and commitment to achieving the organization’s goals

· Performance goals and standards are set

· Employees actions to meet those goals and standards are evaluated

· The evaluation data is used to support employee development

The key phrase is “performance partnership”.  Performance management is not one-way communication of you telling an employee what to do and how to do it.  It is a partnership and dialogue where you work together to define job assignments, determine what good performance looks like, what the employee needs to do to achieve good performance and what support the employee needs in order to be successful.

There are three key elements to a performance management system.  It is not a single event, but rather a dynamic cycle.
1. Performance planning involving both the employee and the manager resulting in clear objectives for performance and growth for the coming year that are aligned with the strategic plan of the organization.  It includes agreement on objective job-related criteria to determine successful achievement of the performance plan.

2. Ongoing coaching and feedback sessions designed to check progress and help employees continuously improve their performance.

3. Performance assessment and evaluation based on the objective, job-related criteria, linked to organizational goals, that was developed and understood in advance by both the manager and the employee and compared to observable behaviors and accomplishments, rather than personality or attitudinal factors

As a new supervisor or manager, you are likely inheriting an established workgroup.  Your predecessor likely had a different management style and may have had different standards for measuring success.  It is important that you have conversations with your employees shortly after you start your new role to share your expectations and management style and to learn from each of them under what type of management they do their best work.  You may need to remind them of your expectations from time to time until they get used to your style of management.   It is still important to engage them in the Performance planning process, as your priorities and goals may be different from those of their previous supervisor/manager.
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Creating a Performance Plan

The foundation for a performance management system is the individual performance plan.  It is a recipe for success, developed by you and your employee.  The intent is to create a clear set of expectations, success indicators and a development plan that helps the employee understand what is expected of them and helps them see how their work contributes to achieving the goals of the organization. (See Appendix 1 for sample Performance Plan forms)
There are three key elements of an effective performance plan:  

· Aligning individual work assignments with the Strategic Direction of the organization

· Identifying and prioritizing desired results

· Establishing means to measure progress toward results

In addition to these three key elements, two other important elements to include are:

· Identifying training and development needs and opportunities; and

· Establishing challenge or stretch goals.  

Aligning individual work assignments with the Strategic Direction of the Organization

In order for employees to be engaged and perform at their best, they need to know that their work is meaningful and important to the success of the larger organization.  There needs to be a visible alignment between the strategic plan of the organization, the goals of the work unit and the individual performance plan.  Each work unit should have a mission statement and a set of goals that contribute to the accomplishment of the Bureau Strategic plan.  Employees should be able to see how the work they perform helps the work unit accomplish its goals, which in turn supports the Bureau’s strategic plan.
Following is an example of a template that can be used to make this alignment visible to employees.  It shows the employee’s classification, work unit, mission of the organization (Bureau, Division or work unit) and how the duties of the employee’s position are aligned with that mission.  

Example

	Job Classification
	Customer Accounts Specialist I

	Bureau
	Water Bureau

	Division/Unit
	Customer Service

	Mission
	• To provide reliable water service to customers in the quantities they desire and at a quality level that meets or exceeds both customer and regulatory standards. 
• To provide the highest value to customers through excellent business, management, and operational practices, and appropriate application of innovation and technology. 
• To be responsible stewards of the public's water infrastructure, fiscal and natural 
resources 
• To provide the citizens and the City Council with a water system that supports their community objectives and overall vision for the City of Portland. 

	Position Links
	This position answers customer inquiries and complaints related to rates, bills, service and accounts and facilitates problem resolution.  They use effective customer service skills to provide explanation, information and interpretation of the Bureau’s procedures, codes, laws, and regulations.  They make service requests and referrals as appropriate.


Exercise:
Use your work unit’s or bureau’s mission statement for this exercise.  See Appendix 2 for a list of Bureau Mission Statements. The purpose is to describe how a particular job is aligned with the mission of the work unit or bureau.  This alignment answers the question, “Why does this job matter?”  When writing the explanation, don’t make something up or overstate.  Be honest and direct about why the position is important.  Following the example provided, explain the alignment for either your position or for a position you supervise.  
	Job Classification
	

	Bureau
	

	Division/Unit
	

	Mission
	

	Position Links
	


Identify and Prioritize Desired Results

When seeking to improve the performance of a work group or individual, it's very helpful to regularly conduct assessments of the current priorities and desired results. Assessments might be planned, systematic and explicit or unplanned and implicit. Well-done assessments identify performance management criteria that place the focus on what you really want to create in your organization. To this end, you may find the following tool useful.

Covey Quadrants of Work
Covey's Quadrants system is based on the idea that most people are driven by an overwhelming sense of urgency and he advises us to divide our priorities into the four quadrants.

“The key is not to prioritize what's on your schedule, but to schedule your priorities.”  

-  Stephen R. Covey 
	Quadrant 3

	Quadrant 4

	Quadrant 1

	Quadrant 2




          

Quadrant 1: Not Important and Not Urgent – Items in this category are not integral to your success and don’t need to happen at any particular time (or sometimes at all, for that matter), yet doing them can consume your time and energy. They include: routines, distractions and diversions, time-wasters, and other things you can generally do well without, although sometimes they include things we just like doing that aren’t necessary or important. 
Quadrant 2: Not Important but Urgent – Items in this category are not integral to your success, but they do demand your immediate attention. They include things that appear pressing on the surface (such as answering an insistent ringing phone or email), but probably don’t have any drastic consequences or repercussions for your success, or that may be able to be done by others or in a different way (someone could take a phone message for example). 

Quadrant 3: Important but Not Urgent – Items in this category are integral to your success but don’t require your immediate attention right now. They include: leadership activities like planning and preparing, preventing future problems, coaching and mentoring staff, building and developing relationships with others, considering new possibilities and opportunities, and balancing activities such as spending time with loved ones, or having fun and creative pursuits.

Quadrant 4: Important and Urgent – Items in this category are integral to your success and require your immediate attention. They include: situations such as crises, emergencies, appointments, projects that have deadlines, and other pressing problems.

What Covey says next about these Quadrants may surprise you.
He warns that the common tendency is for people to get wrapped up in Quadrant 2 & 4 tasks because of their sense of urgency. This typically happens at the expense of the much more important Quadrant 3, which contains many life-enriching and important tasks. 

The focus on tasks in Quadrants 2 and 4 is bolstered by the influence of other people’s demands and forces outside of you, including the impetus of time. Accomplishing urgent tasks in Quadrants 2 & 4 gives us a comforting sense of progress. At least we have achieved something (even if it wasn’t particularly important).

Tasks in Quadrant 1 are what we do to anesthetize ourselves to the stressful effects of an imbalanced concentration of our energy on urgent matters. We often hide in Quadrant 1 tasks, and use them to procrastinate about doing something else, like the more important (and sometimes more difficult) Quadrant 3 tasks. 

The paradox is that by spending more time deliberately doing Quadrant 3 tasks, we can avoid many of the crises that fall into the important and urgent tasks of Quadrant 4 and delegate many of the Quadrant 1 and 2 tasks that still need to be done. This frees our time up to focus even more on the leadership tasks in Quadrant 3. 
Quadrant 3 is where our true and lasting happiness and our most productive effectiveness resides. 

The sorts of tasks that fall into Quadrant 3 are often the ones that we are most likely to procrastinate about or just feel we don’t have time for. But they can be the most important in the longer-term to get your creative juices flowing and achieve significant success. 

In addition to the possibilities listed above, Quadrant 3 tasks also include: reading and expanding your mind, developing new skills and abilities, getting physical exercise, engaging in recreation and leisurely activities, devising and implementing systems, preventative activities, and envisioning and shaping your future.

Giving more attention to Quadrant 3 activities will make us more readily able to tackle Quadrant 2 and 4 tasks with ease and efficiency. 
“Basing our happiness on our ability to control everything is futile.”  

-  Stephen R. Covey 
	#3
Important but not Urgent

• Prevention, capability improvement

• Relationship building

• Recognizing new opportunities

• Planning, recreation

	#4
Important and Urgent

• Crises

• Pressing problems

• Deadline-driven projects



	#1
Not Important and Not Urgent

• Trivia, busy work

• Some mail

• Some phone calls

• Time wasters

• Pleasant activities

	#2
Not Important but Urgent

• Interruptions, some callers

• Some mail, some reports

• Some meetings

• Proximate, pressing matters

• Popular activities


Exercise

Evaluate your day and, using the blank forms on the next page, place your daily activities into the four quadrants. Now evaluate the day of someone you supervise. What does their day look like? 
	#3

Important but not Urgent


	#4

Important and Urgent



	#1

Not Important and Not Urgent


	#2

Not Important but Urgent




	#3

Important but not Urgent


	#4

Important and Urgent



	#1

Not Important and Not Urgent


	#2

Not Important but Urgent




Establish Means to Measure Progress Towards Results

“Coming together is a beginning. Keeping together is progress. Working together is success.” 
Goal setting is a powerful way of motivating people. The value of goal setting is so well recognized that entire management systems have goal setting basics incorporated within them. 

In fact, goal setting theory is generally accepted as among the most valid and useful motivation theories in industrial and organizational psychology, human resource management, and organizational behavior. 

 A good rule to follow when you develop goals is to make sure they are SMART Goals. One of the key advantages in using the SMART model when setting and agreeing on personal development goals is that it engages the employee and gives them ownership of the goals.  
What are SMART goals?
SMART Goals – A comprehensive definition for goal setting
Specific - set clear, concrete goals. Some examples might be implementing a project plan, working toward a certification, or improving relationships with coworkers.

Measurable - identify markers that will indicate when you have reached your goals. If your goal is implementing a project plan, a marker may be to develop a Gantt chart (a type of bar chart that illustrates a project schedule) by week two. Or, if you want to have a better relationship with your coworkers a marker might be checking in with him/her for at least 5 minutes per day.

Achievable - ensure that your goals are realistic. Ask yourself the question of whether your goal is actually achievable or not, and be honest! For example, setting the goal of achieving a difficult certification in a week is not realistic.

Relevant - choose goals that are applicable to your personal or professional development. Make sure that these goals are something you are truly invested in, because you will be focusing a great deal of time and energy on them.

Time-Related - set a timeline that will guide your progress. Specifying a goal for two years down the road is not as powerful a motivator as one that you set for the next six months.
Exercise

Take a minute to think about a work product that you have coming up. This can be for you or for someone you supervise.  Now as a group let’s take the next 15 minutes, using the SMART tool, to develop a plan to measure progress.
___________________________________________________________________________
___________________________________________________________________________
___________________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________
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Exchange Ongoing Feedback
 “If you don't get feedback from your performers and your audience, you're going to be working in a vacuum”   - Peter Maxwell Davies
While it may seem like an added responsibility to a managers’ already "full plate," managers who provide ongoing feedback and coaching against established goals are actually making their job easier. Also, your work group will have a greater likelihood of meeting and exceeding identified goals.

Performance feedback should be an ongoing habit and should be provided on an ongoing, year round basis, not just during the annual performance appraisal. Remember, it is important to address strengths and successes as well as deficiencies and failures. If a manager has a good history of providing ongoing feedback, preparation is easy.  The following are tools that may help you establish a strong system for providing feedback.
Feedback Tools

· Effective feedback is specific, not general. (Say, "The report you turned in yesterday was well-written, understandable, and very effectively made your points about the budget." Don't say, "Good report.") 

· Effective feedback always focuses on a specific behavior, not on a person or their intentions. (When you held competing conversations during the meeting, while Mary had the floor, you distracted the people in attendance.) 

· The best feedback is sincerely and honestly provided to help. People will know if they are receiving it for any other reason. 

· Successful feedback describes actions or behavior that the individual can do something about. 

· Feedback that is requested can be very powerful. Whenever possible you should ask permission to provide feedback. For example, say "I'd like to give you some feedback about the presentation, are you okay with that?" 

· Effective feedback involves the sharing of information and observations. It does not include advice unless it was requested. 

· Effective feedback is well timed. Whether the feedback is positive or constructive, provide the information as close to the event as possible. 

· Effective feedback involves what or how something was done, not why. Asking why can provoke defensiveness which may impact the individual’s ability to hear the feedback.

· Check to make sure the other person understood what you communicated by using a feedback loop, such as asking a question or observing changed behavior. 

· Effective feedback is as consistent as possible. If the actions are great today, they're great tomorrow. If the policy violation merits discipline, it should always merit discipline.

Exercise:

Pair up with someone in the room.  Your facilitator will provide you with a real life scenario.  Using that scenario, one person will be the receiver of the feedback and the other person will provide the feedback.  After 5 minutes each team will be presented with new scenarios and you will switch roles.

Debrief:

As the receiver of feedback, what did you find most helpful about the feedback you received?  What did you find least helpful?
____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

As the giver of the feedback, what, if anything, was challenging or difficult about giving feedback? 

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
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Performance Assessment and Evaluation
“Review your goals twice every day in order to be focused on achieving them.” – Les Brown
Probationary Evaluation

The probationary period is the opportunity for both you and the employee to evaluate whether the job is a good fit for the employee.  It is an extension of the selection process.  
In order to ensure that the employee has the training and tools they need to be successful, it is important to monitor and evaluate their performance during the probationary period.  This will allow you to make adjustments and provide additional training as necessary.  
The probationary period is different for employees based on specific language in the relevant collective bargaining agreement and HR Administrative Rules.   You want to be sure to give probationary employees every opportunity to be successful.  However, if it isn’t a good fit, it is better to end employment during the probationary period, rather than through the progressive discipline process after they have achieved status as a regular employee.

Traditional Evaluation
In addition to providing ongoing, timely feedback, you should also conduct an annual performance evaluation.  This annual evaluation is an opportunity for you to gather information from your employee on what they accomplished over the year, and to set goals for the upcoming year.  It is also an opportunity for you to gather objective information from your employee’s customers and co-workers, and share that feedback with your employee.  It is also a good time to identify any training your employee may need in order to more effectively perform his or her assigned duties. 
Employees need and deserve formal feedback in order to either reinforce their good performance or get them back on track.  All employees should be given a formal annual written performance evaluation.  Non-represented employees cannot receive a merit increase without a formal written evaluation. 
The annual performance evaluation is also a good time for you, as supervisor or manager, to seek feedback from your employee on what you might do differently to support them in their success.  See Appendix 3 for a sample completed performance evaluation.  Appendix 4 contains some sample performance evaluation forms for your reference.
Employee Review

Some elements to include in the review are:

Employee's Effectiveness in Performing Job – This is a two-way discussion regarding the employee's effectiveness in achieving their goals during the past year. 

Employee's Strengths and Areas for Improvement – This discussion focuses on how the employee does the job and includes factors such as behaviors, skills, and knowledge.  The discussion should identify what the employee does well and where they need to focus for improvement.

Identify Barriers/Obstacles -- The people closest to the work know their jobs better than anyone and are, as a result, in the best position to identify barriers which impact work performance and job satisfaction and to offer possible solutions.

Employee Development Goals -- Discuss whether the established development or improvement goals for the year in review were met.  

Planning for the upcoming year is also part of the annual review process.  This includes:
Employee Performance Goals -- Establish goals and objectives for the upcoming review period using the Annual Performance Planning Tool.
Employee Development Goals -- Changing trends and evolving technology require an ongoing commitment to enhance current skills, develop new skills and broaden knowledge.  Additionally, areas requiring improvement need to be proactively addressed.  Development goals work best when they are jointly arrived at by the employee and the manager/supervisor.
Some additional factors that can be discussed during the annual review process include:
Employee Feedback for Manager/Supervisor -- It is important for an employee to have the opportunity and important for the managers/supervisors to hear how their employee views the guidance and support they receive from their manager in performing their job.  The Keep, Start, Stop format provides for an easy and constructive manner in which to provide this feedback.  

Process Improvement Opportunities -- Again, the people closest to the work know their jobs better than anyone and are as a result in the best position to identify better ways of accomplishing the task.  
Tips for preparing and conducting annual performance evaluation:


Be prepared for the meeting.  Have your evaluation document completed and your thoughts together.


Have a room that is comfortable and free from distractions.  Move to a conference room away from your computer and phone if you can’t ignore them.


Be on time for the meeting.


Actively participate in the discussion.


Practice active listening.  Paraphrase and ask questions for understanding.


Be open, honest and constructive in feedback.


Be open-minded and receptive to constructive feedback.


Confirm understanding and agreements
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Reinforce Activities that Achieve Results

“Treat people as if they were what they ought to be and you help them to become what they are capable of being.” -- Johann Wolfgang von Goethe
It is important to reinforce those activities that achieve results.  You can do that through feedback and performance review as we previously mentioned, and there are other ways to provide reinforcement.  For employees who are performing well, but just need some additional reinforcement, coaching and mentoring are two tools that can help reinforce and build on good performance.  

Coaching
One of the most effective skills you can develop as a leader is that of coaching.

The purpose of coaching is to help employees achieve their potential and to improve employee performance.

A coach, however, is not a therapist, a teacher or advisor.
Exercise:
Think of a time that you were the recipient of an effective coaching experience.  Share your experience with a partner.  What was it about that coaching experience that made it effective?

___________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Do’s and Don’ts of Coaching
When you are coaching your employees, there are some rules of thumb to keep in mind:
Do
·  Be a good role model.  Your employees look to you to set an example.
·  Be open-minded and open to new/different ways of doing things.
·  Let employees share their views and opinions before offering your own.
·  Be a sounding board for ideas or concerns.
·  Create a positive and relaxed atmosphere so employees can talk openly, without fear of retribution.
·  Watch an employee’s body language as well as listen to their words.
·  Get buy in.  Employees are more likely to follow through if they agree with the goal       or task.
·  Reinforce the positive.  You will get more of what you recognize and reward.
Don’t
·   
Avoid being a mind reader; don’t assume there are hidden meanings behind the words.
·   
Avoid getting defensive or angry.
·   
Avoid interrupting or finishing sentences.
·   
Avoid jumping into a conversation to take control.
·   
Avoid the assumption that silence implies agreement or consent
·   
Avoid “why” questions – they are often perceived as a criticism and put people on the defensive.  Example – “Why didn’t you meet the deadline?” or “Why did you use the wrong format?”  
Mentoring

Another tool to help a good performer improve and grow is mentoring.  Mentoring is a personal developmental relationship in which a more experienced or more knowledgeable person helps a less experienced or less knowledgeable person.  While a supervisor or manager can mentor an employee, the most effective mentoring relationships are when the mentor is someone other than the employee’s supervisor or manager.  The employee may be more willing to try new things when they know their mentor is not evaluating their performance.  They may also be more comfortable expressing any insecurity or self doubt to their mentor, who can help them improve their confidence, rather than to their supervisor who may interpret this expression as a weakness or limitation. Formal mentoring arrangements, with an action plan developed by the mentor and protégé, specific learning objectives and a timeframe are more effective than informal mentoring arrangements.   

Recognition and Reward

It is important to reinforce good performance through recognition and reward.  Because we are a public sector employer, it is difficult to provide rewards such as bonuses or gifts, but there are other no and low-cost methods to recognize and reward your employees – you just need to be a bit creative.  And remember – a simple, sincere “Thank you” goes a long way.

Lifelong Learning/Development Opportunities

As indicated in Section 1, there are two additional elements that are important to performance planning. They are:
· Identifying training and development needs and opportunities; and

· Establishing challenge or stretch goals

These can also be elements of recognition and reward, and can be documented in the performance planning document as well as the annual performance evaluation.  

· Identifying training and development needs/opportunities.  

Training and development opportunities can be used as a method to recognize and reward your employees.  If an employee is performing well, you may choose to reward them by sending them to a job-related seminar or conference.  You can ask the employee to bring back information he or she has learned to share with co-workers, providing the employee with additional recognition, and stretching your training dollars.

· Establishing challenge or stretch goals

Employees can be motivated by challenge or stretch goals – tasks that will take them outside of their comfort zone, while at the same time, providing them with an opportunity to learn and grow.   For those employees who are high performers, a challenge/stretch goal can be high profile assignment which will earn them additional recognition for their accomplishments.
Exercise:

Identify some other low/no-cost ways to recognize excellent performance and motivate employees to continue excellent performance.  What have you observed supervisors and managers do, and/or what type of recognition motivates you?  

___________________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________
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Intervene to Improve Progress where needed
“Don’t find fault, find a remedy.” – Henry Ford
It is important to address performance issues promptly.  Early intervention is the key to turning an employee’s performance around.  As soon as you notice an employee’s performance slipping or notice behaviors that do not meet expectations, you should bring these things to the employee’s attention and begin working with them to turn things around.  You should also begin documenting your conversations related to performance improvement, in case the behavior/performance does not improve. 
What do you do when employees aren’t meeting performance expectations and coaching and training haven’t helped?  

Counseling an employee on performance deficiencies is a tool to help an employee improve their performance.  

The distinctions between coaching, counseling and discipline can be summarized as follows:

Coaching: This intervention is most effective when the development or performance issue is manageable and the employee is ready, willing and able to work with you to resolve it.

Counseling:  This intervention works best when the situation is such that the person needs additional support in order to become coachable, or needs a more directive approach to get to the place where they are ready, willing and able to resolve the issue.  Counseling can include a written supervisory directive, which provides clear written direction on expected behavior and/or performance.
Discipline:  This intervention is a final resort when the person has been unable or unwilling to work with you to resolve the issue.  

It is important to understand the source of the performance issue in order to identify the appropriate intervention to achieve the desired results.  For example, if it is a systems problem, the appropriate initial intervention may be to provide appropriate tools or training, rather than coaching or discipline.   You have to determine whether the performance issue is a systems problem, a development problem, or a performance problem.
A systems problem is when the employee is not performing well due to lack of appropriate tools or training necessary to achieve the performance goal.  An example of a systems problem is an employee who can’t process payroll transactions because they haven’t been given access to the appropriate software applications.  No amount of coaching, counseling or discipline will improve this employee’s performance if they don’t have access to the applications they need to do the job.  
A development problem is when the employee is not meeting performance expectations due to a deficiency in a particular skill or ability that can be improved through coaching or training.  An example of a development problem is an employee who performs their tasks well, but who is abrasive and abrupt with teammates.  This employee may need some coaching or some training to become a better team player.
A performance problem is when the employee has the knowledge, skills, abilities and tools to perform the job, but they are not meeting performance expectations.  An example of a performance problem is an employee who submits work that is not timely and contains errors.   
Once you have determined that what you are dealing with is a performance problem, you can take appropriate corrective steps to help the employee improve

Steps to improving performance:

a. Describe the performance problem.  Clearly explain the employee’s current performance level, using documented examples.  Help them understand the gap between their current level of performance and the expected level of performance.

b. Reinforce performance standards.  Remind the employee what the performance standards are and the importance of meeting those standards.  Describe the impact to the organizational goals and to co-workers for failure to achieve the performance standards. 

c. Remind them of the consequences of failing to meet the performance standards.  If the employee is unable, or chooses not to improve their performance, regardless of coaching or counseling, progressive discipline, up to and including termination, is a likely consequence.
d. Develop a plan for improvement.  Ask the employee what they will do to improve their performance and meet the performance standards.  Be ready to offer suggestions if they offer no ideas.

e. Offer your help.  Remind them that part of your job is to support them so they can be successful.  Ask them what assistance they need from you.

f. Alternate negative and positive comments.  Be sure to tell them about their successes – what they are doing well.

g. Emphasize potential.  Express your belief in the fact that they do have the potential to be successful in this job.

Exercise

Choose a scenario from a list provided by the facilitator, or think of an actual situation you may be currently working on with a member of your staff.  Work with a partner, using the steps on the previous page, to practice having a performance conversation with a staff member.  
	Section
	

	6
	


If Performance doesn’t Improve
“The best performance improvement is the transition from the non-working state to the working state.” -- unknown
Progressive Discipline
What do you do if, after coaching and counseling, the employee’s performance doesn’t improve?  Unfortunately, if you have given an employee every opportunity to be successful, and they are still not meeting performance expectations, progressive discipline is another tool you can use to help them change their performance.  

Progressive Discipline is another form of corrective intervention.  The goal is to provide clear notice about:

· What is wrong and why it is an issue

· What needs to be done to correct what is wrong

· The consequences of failing to make the correction

Along with your coaching and counseling documentation, progressive discipline also provides a record of your efforts to help the employee improve their performance and/or behavior.

While the word “discipline” implies punishment, and it may feel punitive, it is intended to be corrective intervention.  Remember, as you’ve been coaching and counseling the employee, you’ve been reminding them of the consequences of failing to improve their performance.  They have made choices that are now resulting in disciplinary levels of corrective action.  

Disciplinary action will normally begin at the lowest step in the progressive discipline process, but may be advanced dependent upon the seriousness of the performance issue or offense.  Prior to discipline, expectations for the staff member should be clearly identified in writing.  Before proceeding with any disciplinary action toward your employee, please contact a Human Resources Business Partner to provide you with guidance.  
Generally, the steps in progressive discipline include:
· Oral reprimand (or Oral Warning for DCTU) - Meet with the staff member and affirm expectations regarding performance.  Discuss the performance deficit or behavioral concern. Provide a timeline and resources for improvement. Indicate the consequences for inadequate improvement. Document the conversation with a written memo.  Send copies of the signed memo to the Official personnel file, Bureau personnel file and the respective Union representative (not steward), if applicable. 

· Written reprimand - After conducting an investigation, follow the procedure outlined above for the oral reprimand process, with the exception of providing documentation to the employee in the form of a letter of reprimand. The letter should outline the current problem and previous informal efforts to correct the problem, as well as indicating the consequences for not correcting the problem. Send copies of the signed letter to the Official personnel file, Bureau personnel file and the respective Union representative (not steward), if applicable. 

· Unpaid suspension – (various periods of time, i.e. 1 day, 3 days, 5 days, etc.)  Fully investigate the concern, followed by discussion with the employee. Prepare a letter summarizing the performance issue and any previous informal efforts and progressive discipline imposed to correct the problem.   Include a proposed specific timeframe for the suspension (e.g. 1 day, 3 days, 5 days, etc.). Indicate that further discipline and possible termination is a potential consequence for not meeting and maintaining standards for improvement. Before the proposed suspension can be imposed, a Due Process meeting must be offered to allow the employee an opportunity to provide additional information or mitigating circumstances.  Following the Due Process meeting, a decision whether to impose the proposed discipline, impose a lesser discipline or no discipline can be made and provided to the employee in a written letter.  Provide copies as for the written reprimand. 

· Demotion - Fully investigate the concern, followed by discussion with the employee. Prepare a letter summarizing the performance issue, any previous informal efforts and progressive discipline imposed to correct the performance issue, and proposing a demotion.  The letter should specify the parameters of the new assignment.  Indicate that further discipline and possible termination are potential consequences for not meeting and maintaining standards for improvement. Following a Due Process meeting, a decision can be made whether or not to impose the proposed demotion and the decision shall be provided to the employee in a written letter.  Provide copies as for the written reprimand. 
· Discharge - Discharge may be necessary when discipline is not successful in improving performance. Fully investigate the concern, followed by discussion with the employee Review the work history and record of progressive discipline with your manager, HR Business Partner, City Attorney’s office, and, if the employee is represented by a union, with Labor Relations.  Prepare a proposed discharge letter, summarizing the current issue and previous informal efforts and progressive discipline imposed to correct the problem. Following the Due Process meeting, a decision whether to discharge the employee or impose some lesser discipline can be made and provided to the employee in a written letter.  Provide copies as with all previous disciplinary actions.
A Performance Improvement Plan (PIP) is an additional step in the disciplinary process that can be used to clearly identify the performance deficiency and specific actions both the employee and the supervisor will undertake to help the employee improve the area(s) of deficiency.  This plan includes a timeframe and clearly indicates the consequences of failure to successfully complete the plan within the specified timeframe.  A sample PIP template can be found in Appendix 5.
The appropriate level of discipline is dependent on the facts of the specific situation and the egregiousness of the performance deficiency or rule violation.

Before you can decide whether discipline is warranted and if it is, what level is appropriate, you need to be sure you gather the facts.  This involves interviewing the employee as well as any witnesses who may have additional relevant information.  
Please be sure to consult with your HR Business Partner before proceeding with fact-finding interviews, and determining the appropriate level of corrective action.  

Fact-finding interviews should be tape-recorded. If the employee is represented by a union, they have Weingarten rights, allowing them to have a Union representative present during the fact-finding interview.  The role of the Union Representative is to ask clarifying questions to help the employee provide factual information about the situation, if necessary.  

It is important to begin the fact-finding process promptly while information is fresh in everyone’s mind, and, if discipline is warranted, it can be issued in a timely manner.

Just Cause

For represented employees, discipline must meet a “Just Cause” standard.  Over the years, the opinions of arbitrators in discipline cases have established a set of guidelines or criteria to be applied to the facts of each case, commonly known as the Seven Tests of Just Cause:

1 - Reasonable Rule or Work Order – Is the rule or order reasonably related to the orderly, efficient, and safe operation of the business?

2 -   Notice – Did the employee receive adequate notice of the work rule or performance standard and the possible consequences of failure to comply?

3 – Sufficient Investigation – Did you conduct an investigation (fact-finding) before making a decision about taking disciplinary action?

4– Fair Investigation – Was your investigation fair and objective?

5 – Proof – During your investigation, did you find substantial evidence of misconduct or of a performance discrepancy?

6 – Equal Treatment – Have you dealt with similarly situated employees in a similar manner, without discrimination?

7 – Appropriate Discipline – Does the discipline fit the circumstances?  
As you work through any step in the disciplinary process, review these steps of just cause to be sure your discipline meets these tests.
Please consider the “reasonable person” standard when addressing the steps of just cause. The reasonable person standard holds: each person owes a duty to behave as a reasonable person would under the same or similar circumstances. 

If discipline is warranted, your HR Business Partner can help you determine the appropriate level, based on how we’ve treated other similar situations throughout the City.  The HR Business Partner can also help you with the proper letter format and appropriate levels of review.

Public Employees are protected by the Fifth and Fourteenth Amendments, which prohibit the government from depriving any person of "life, liberty or property" without due process of law.  Therefore, public employees are considered to have a property interest in their jobs.  If a suspension, demotion or termination is determined to be appropriate, the employee is allowed due process – an opportunity to provide you with any additional information or mitigating circumstances that you should consider before imposing the discipline.   You will need to propose the suspension or discharge, identifying the charges and inviting the employee to attend a due process meeting where they have an opportunity to provide the appropriate decision maker with any additional information to be considered before making a decision whether to impose the proposed discipline.  Again, please contact your HR Business Partner to assist you with this process. 
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Summary of Performance Management
· The three (3) elements of an effective Performance Management System are a Performance Plan, ongoing coaching and feedback, and performance evaluation.

· A performance plan should align an individual’s work assignments with the Strategic Direction of the organization, identify and prioritize desired results, and establish a means to measure progress toward results.

· Performance Management is a process for managing organizational performance, through people, by letting employees know what is important and what is expected.

· An effective annual evaluation should include the following components:  Employee’s effectiveness; Employee’s strengths and areas for improvement; Barriers and Obstacles; Employee Development Goals; and Goals and Objectives for the upcoming review period.
· Coaching, Mentoring, Recognition and Rewards and Learning/Development Opportunities are tools to reinforce good performance.
· There are three (3) types of Performance Problems:  Development Problems, Performance Problems and Systems Problems.  It is important to understand the type of problem you are dealing with in order to choose an effective intervention.

· Counseling and Progressive Discipline are tools to use to help employees improve their performance.

· Discipline for represented employees must meet a “just cause” standard.  Be familiar with the Seven Tests of Just Cause.

Appendix 1

Performance Plan Planning Questions:

· What are the employee’s major responsibilities for the year?

· How will we know whether the employee is successful?

· If appropriate, are there timelines associated with when these responsibilities are to be completed?

· What level of authority does the employee have with respect to job tasks?

· Which job responsibilities are of most importance and which are of least importance?

· How do the employee’s responsibilities contribute to the agency?

· Why is the employee doing what he or she is doing?

· How can the manager help the employee accomplish the tasks?

· How will the manager and the employee work to overcome any barriers?

· Does the employee need to develop new skills/abilities to accomplish the tasks?

· How will the manager and the employee communicate during the year about job tasks, to prevent problems and keep current?

SAMPLE PERFORMANCE PLAN
Employee _______________________________________


Effective Dates: __________________________________

Position Number:    _______________________________


Classification:  ___________________________________

Overall Position Goal:  _____________________________________________________________________________________________
	Priority
	Task
	Timeframe
	Success Indicators (Quality and Quantity)
	Decision Authority**

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


* 1 = High Priority, 2 = Medium Priority, 3 = Low Priority
**Complete Authority = No permission, No report; Act, then Report = No permission, Report after; Ask = Get decision or permission
__________________________________________________
______________________________________________________

Employee Signature




Date

Manager Signature



Date
SAMPLE PERFORMANCE PLAN

	WORK AGREEMENT
	

	NAME:     _______________________

POS. NO.: _______________________

DATE:       ______________________


	 OVERALL POSITION GOAL ____________________________________________________

___________________________________________________________________________

___________________________________________________________________________



	OBJECTIVES
	TASKS
	SUCCESS INDICATORS

	1.  _____________________________

     _____________________________

     _____________________________
	· 
	· 

	2.  _____________________________

     _____________________________

     _____________________________


	· 
	· 

	3.  _____________________________

     _____________________________

     _____________________________


	· 
	· 

	4.  _____________________________

     _____________________________

     _____________________________


	· 
	· 


APPENDIX 2
City of Portland Bureau Mission Statements

BOEC:
The mission of BOEC is to serve the public by providing the vital link between citizens in need with the proper emergency service responder by means of the most efficient operating systems available.

Office of Cable Communications and Franchise Management:

The mission of the Office of Cable Communications and Franchise Management is:

· To ensure the City of Portland and its citizens are fairly compensated for private use of the public rights of way; 

· To defend the City’s role and the public interest in rapidly changing telecommunications and utility markets; 

· To regulate and advocate on matters related to cable communications for the Mt. Hood Cable Regulatory Commission (Commission), its jurisdictions and the citizens of Fairview, Gresham, Multnomah County, Portland, Troutdale and Wood Village. 

City Attorney’s Office:

The mission of the City Attorney's office is to help the City achieve its policy goals in the public interest by providing excellent, objective, timely, and economical legal advice and advocacy unaffected by politics, personalities, or self-interest.

Portland Development Commission:

Our Mission is to bring together resources to achieve Portland’s vision of a diverse, sustainable community with healthy neighborhoods, a vibrant central city, a strong regional economy, and quality jobs and housing for all.

Bureau of Development Services:

The Bureau of Development Services promotes safety, livability and economic vitality through efficient and collaborative application of building and development codes.

Portland Office of Emergency Management:

Coordinate emergency preparedness, response and recovery to protect lives, property and the environment.

Bureau of Environmental Services:

The Bureau of Environmental Services serves the Portland community by protecting public health, water quality and the environment.  We provide sewage and stormwater collection and treatment services to accommodate Portland’s current and future needs.

We protect the quality of surface and ground waters and conduct activities that plan and promote healthy ecosystems in our watersheds.

Office of Management and Finance:

Supporting the administrative and operational needs of the city to enhance quality service delivery to the public.

Bureau of Fire and Police Disability and Retirement:

The Bureau of Fire and Police Disability and Retirement administers disability, death and retirement benefits to Portland firefighters, police officers and their survivors.

Portland Fire and Rescue:

The mission of Portland Fire & Rescue is to aggressively and safely protect life, property, and the environment.
Portland Housing Bureau:

The mission of the Portland Housing Bureau is to focus community resources on the unmet housing needs of the people of Portland.

We accomplish our mission by:

· Stimulating and investing in the development and preservation of affordable housing; 

· Supporting programs that help low‐income Portlanders access, retain and repair their homes; 
· Convening and leading the agencies and partners that comprise the local housing system to develop resources, assess and meet local needs, adopt best practices and increase efficiency and collaboration. 

Office of Human Relations:

The Office of Human Relations (OHR) works to:

· Eliminate discrimination and bigotry, 

· Strengthen inter-group relationships, and 

· Foster greater understanding, inclusion, and justice in Portland. 

Office of Neighborhood Involvement:

Promote a culture of civic engagement by connecting and supporting all Portlanders working together and with government to build inclusive, safe and livable neighborhoods and communities.

Portland Parks & Recreation:

Portland Parks & Recreation contributes to the city's vitality by:

· Establishing and safeguarding the parks, natural resources, and urban forest that are the soul of the city, ensuring that green spaces are accessible to all; 

· Developing and maintaining excellent facilities and places for public recreation, building community through play and relaxation, gathering and solitude; and 

· Providing and coordinating recreation services and programs that contribute to the health and well being of residents of all ages and abilities. 

Bureau of Planning & Sustainability:

Create a prosperous, equitable and healthy city. To do this, we:

·  Build partnerships.

·  Engage, inspire and educate residents and businesses.

·  Advance policy, programs, plans, regulations and urban design that foster both innovation and practical solutions.
Portland Police Bureau:

The mission of the Portland Police Bureau is to reduce crime and the fear of crime by working with all citizens to preserve life, maintain human rights, protect property and promote individual responsibility and community commitment.

Portland Bureau of Transportation:

The Portland Bureau of Transportation is the steward of the City’s transportation system, and a community partner in shaping a livable city.  We plan, build, manage, maintain, and advocate for an effective and safe transportation system that provides access and mobility. 

Portland Water Bureau:

· To provide reliable water service to customers in the quantities they desire and at a quality level that meets or exceeds both customer and regulatory standards

· To provide the highest value to customers through excellent business, management, and operational practices, and appropriate application of innovation and technology

· To be responsible stewards of the public’s water infrastructure, fiscal and natural resources

· To provide the citizens and the City Council with a water system that supports their community objectives and overall vision for the City of Portland
APPENDIX 3
Sample Performance Appraisal

Employee Name: Joanne Jergens
Date: 4/1/11
Position: Sr. Administrative Specialist                          Appraiser: Sally Supervisor
Review Period: 3/24/10 – 3/23/11
Trainer(s):

Hire Date: 3/24/08
Scale: 1 = Very Good    2 = Good    3 = Satisfactory    4 = Needs Improvement    5 = Poor
Overall Rating: ____2___ 

Merit Increase:  _3.5%__
Joanne is a full time, Sr. Administrative Specialist (SAS), and is eligible for overtime. She works in the Land Use (LNDU) work unit. She is the work team’s Records Management lead on the City's LNDU review processes. She is responsible to strictly adhere to LNDU paperwork-related deadlines; such deadlines are governed by State Law and the City's Zoning Code. She is responsible for processing all hearing requests received by the work unit. The work is specialized, involving familiarity with the LNDU planning systems in Oregon.

During this review period, Joanne continued to demonstrate her ability to complete her assigned tasks on time and/or under deadline, and with limited errors or omissions. On the few occasions that I need to ask Joanne to make corrections to her work products, she is receptive to such feedback and seldom repeats mistakes. Joanne produces reliable work products and follows established work procedures and protocols. Joanne keeps current on the ever-changing legalities involved in her work and I really appreciate the time she commits to revising the work unit’s procedures manual. She has impressive attention to detail.

Joanne was coached once during this review period that all overtime hours must be pre-authorized by me or the division manager. This coaching came in response to Joanne working on a weekend day to finish an assigned project without requesting to work overtime in advance. Joanne was responsive to this feedback and there has not been a repeat event with regards to unauthorized overtime.

Joanne has also been verbally coached two times during this review period about her late arrivals to work (of which there were 19 events). While I appreciate that Joanne consistently calls in to me at least 15 minutes before her shift when she is going to be late to work, I issued her a supervisory directive in October to reduce her late arrivals to no more than one per month. Joanne has responded well to this directive, arriving late to work only once to date. Arriving to work on time will continue to be an expectation for Joanne in the coming review period.

Joanne, in general, has good professional rapport with her colleagues. She has a tendency to engage in conversations with co-workers that sometimes escalate to arguments that are unproductive and disruptive. At my direction, she attended a “How to Deal with Difficult People” training in June and I have seen improvement in her ability to effectively communicate her point of view with colleagues without appearing to be fixated on “winning an argument” or speaking with what sounds to others like an abrasive tone. I expect Joanne to continue to work to strengthen her professional verbal communications with colleagues in the coming review period. Despite this area of challenge, Joanne is regarded as a value-added team member by others. She works with a high degree of independence yet demonstrates a capacity to work effectively in a team setting. This was readily apparent when she asked to become a member of the Bureau’s “Green Team” (a new sustainability-focused group of 7 employees). Feedback from members indicates Joanne is enthusiastic about the team’s mission and often has original ideas and suggestions.

Overall, Joanne is a productive and appreciated member in the work unit.  She has expressed an interest in learning more about LNDU hearings processes in adjacent jurisdictions with whom she regularly interacts. I believe this is a worthwhile request and demonstrates her interest in growing and learning in her work role. I have asked her to develop a written proposal on how she might achieve this goal for her performance plan for the next 12- month review period.
Appendix 4

	City of Portland Staff Development and Performance Review

Overall Evaluation Form

	Employee Name: 
	Manager/Supervisor Name: 

	Bureau: 
	Classification: 

	Review Period: 
	Anniversary Date: 

	Received by Employee Signature/Date:


	Manager/Supervisor Signature/Date:


Certification of Performance Assessment:  The signatures below indicate that both the employee and the Manager have discussed the key results and performance measures for this review period as well as the goals for the next review period.


Please check the appropriate box:

· Superior


____________________________________________________________

· Commendable

____________________________________________________________

· Effective

____________________________________________________________

· Needs Improvement
____________________________________________________________

· Unsatisfactory

____________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

______________________________________________________________________________________________________________________

_______________________________________________________________________________________

Merit Increase Recommendation:  ________

Signatures











 
Manager:





Director:

____________________________________

______________________________________

Signature/Date




Signature/Date

	City of Portland Staff Development and Performance Review
Evaluation Sections

	Employee Name: 
	Manager/Supervisor Name:


Please Complete Each Section

I. Objectives for Current Review Period (when applicable) - these include the primary objectives the employee worked on over the performance year.  These are generally non-recurring projects, personal objectives or program developments assigned by the supervisor and discussed with the employee.

	


II. Duties/ Responsibilities - these include the ongoing, key or major functions of the job as defined by the manager/supervisor and provided to the employee.  (Resources:  job description, classification specification)

	


III. Competencies (Enter general comments here and/or use the optional Competencies Worksheet) - these include such areas as job knowledge, initiative, customer service skills, planning and organization for meeting goals and deadlines, cooperation and teamwork, communication, problem analysis, decision-making, quality of work, quantity of work, learning capability, managing change and innovation, attendance and reliability, supervising and motivating employees.  

	


IV. Employee’s Self-Evaluation/ Review - Incorporate employee comments into prior sections as appropriate. Attach the form employee completed. 

V. Summary - an overall assessment of the employee’s work performance and accomplishments.

	


VI. Recommendations (See attached optional Employee Development Action Plan particularly if “Improvement Needed” is checked above as the employee’s overall evaluation) - suggested changes/ improvements in knowledge, skills, work performance or competencies.  

	


VII. Objectives for Coming Review Period – these include the primary objectives for the coming review period, and may be revised as the period progresses.  These are generally non-recurring projects, personal objectives or program developments assigned by the supervisor and discussed with the employee.

	


VIII.   Employee’s Comments (optional) - allows the employee being appraised to comment on either the process or content of the appraisal.

	


	City of Portland Staff Development and Performance Review

Employee Self-Evaluation Form – Page 1 of 2

	Employee Name/Date:
	Supervisor Name:

	Bureau:  
	Classification: 


This is your opportunity to review the objectives for your job and to let your supervisor or manager know: what you accomplished during the review period; what challenges you had; what support you may need; and in what areas you would like further training or development. 

What do you understand your objectives to be for this review period? 
(Resource: last evaluation form)

	


Job Responsibilities

· What projects did you work on during this evaluation period?

	


· What major or key tasks did you perform during this evaluation period?

	


· What accomplishments are you most proud of for this evaluation period?

	


· In which areas would you have liked more support?

	


· What projects, tasks or events did not go as planned during this evaluation period and why?

	


	City of Portland Staff Development and Performance Review

Employee Self-Evaluation Form – Page 2 of 2


What do you believe are the key or major competencies for your job? (Check those that apply)


(  )
Job Knowledge/Skills


(  )
Quality of Work


(  )
Initiative




(  )
Quantity of Work


(  )
Customer Service


(  )
Learning Capability


(  )
Planning and Organization

(  )
Managing Change


(  )
Cooperation and Teamwork

(  )
Communication


(  )
Cross-Cultural Communication

(  )
Creativity and Innovation


(  )
Problem Analysis


(  )
Attendance and Reliability


(  )
Decision Making



(  )
Loss Prevention


(  )
Other:  _________________                           

Additional Supervisory/Manager Competencies

(  )
Directing Employees


(  )
Resource Management

(  )
Motivating Employees


(  )
Managing Diverse Workgroups

(  )
Culturally Competent Recruitment and Selection

(  )
Other:  ____________                                      
Future aspirations/ goals 

· What learning or training opportunities do you think would enhance your current job performance? 

	


· What career development opportunities do you think would be helpful to you?

	


Additional comments:

	


	City of Portland Staff Development and Performance Review

Competencies Worksheet

	Employee Name: 
	Manager/Supervisor Name: 


Needs 

Meets 

Exceeds

Not







Improvement
Expectations
Expectations
Applicable

Job Knowledge/Skills



    (  )

    (  )

    (  )

    (  )


Initiative




    (  )

    (  )

    (  )

    (  )


Customer Service



    (  )

    (  )

    (  )

    (  )


Planning and Organization 


    (  )

    (  )

    (  )

    (  )


Cooperation and Teamwork


    (  )

    (  )

    (  )

    (  )


Communication




    (  )

    (  )

    (  )

    (  )


Cross-Cultural Communication


    (  )

    (  )

    (  )

    (  )


Problem Analysis



    (  )

    (  )

    (  )

    (  )


Decision Making



    (  )

    (  )

    (  )

    (  )


Quality of Work




    (  )

    (  )

    (  )

    (  )


Quantity of Work



    (  )

    (  )

    (  )

    (  )


Learning Capability



    (  )

    (  )

    (  )

    (  )


Managing Change



    (  )

    (  )

    (  )

    (  )


Creativity and Innovation


    (  )

    (  )

    (  )

    (  )


Attendance and Reliability
   

    (  )

    (  )

    (  )

    (  )


Loss Prevention



    (  )

    (  )

    (  )

    (  )


Other: _________________________

    (  )

    (  )

    (  )

    (  )


Additional Supervisor/Manager Competencies

Directing Employees


   
    (  )

    (  )

    (  )

    (  )


Motivating Employees


    (  )

    (  )

    (  )

    (  )


Resource Management


    (  )

    (  )

    (  )

    (  )


Managing Diverse Workgroups

    (  )

    (  )

    (  )

    (  )


Culturally Competent Recruitment and Selection  (  )

    (  )

    (  )

    (  )


Other: 




    (  )

    (  )

    (  )

    (  )


	City of Portland Staff Development and Performance Review

Employee Development Action Plan

	Employee Name: 
	Manager/Supervisor Name: 


Supervisors and employees should develop the action plan together, for all job skills or requirements which the employee is expected to develop or improve.  Each action plan item should encompass the following: 

· What skill, knowledge or work behavior is the employee going to work on improving or developing?

· How will the employee improve the knowledge, skill or work behavior?  What training or actions will be taken?  

· When will that be done?  What resources or assistance may be needed? 

· What is the desired outcome?  When will it be achieved?  How/when will supervisor follow-up/assess progress? 

Action Item: 

	


Action Item: 

	


Action Item: 

	


Sample Annual Review for Represented Employees

Name:  ______________________________________________________

Position Number:  ___________
Classification:  _________________

For period ending:  ____________________________________________

Date of last review:  ___________________________________________

1. Highlight the most noteworthy achievements related to the goals for the year.

2. Identify lessons learned/areas of improvement.

3. List work goals for the next year.

4. List professional growth goals (training, developmental assignments, etc.) for the next year.

__________________________________

______________________________

Employee Signature


Date

Supervisor Signature

Date

_________________________________

Manager  Review


Date

Cc:  Personnel File

Appendix 5

Sample Performance Improvement Plan Template

Date: 

To:



From:



Subject:
Performance Improvement Plan
On (date) you, (manager’s name), and I and met to discuss your performance as an (job classification name) in the (unit name) unit of the (Bureau name). At that meeting, it was agreed that a Performance Improvement Plan (PIP) would be developed. This plan is laid out below.

Performance Improvement Plan

My expectation is that you will manage your assignments in an efficient, timely and professional manner. At the meeting, concern was expressed about several problems with how you manage your assignments and perform other duties required by your job. This PIP is effective immediately and will cover the next (#) months of your work at the (Bureau name). During this period, your performance will be evaluated against the standards set out below. If you cannot meet these performance standards, the resulting action may be in the form of a Disciplinary Action up to and including termination, per the HR Administrative Rules.  

(Unit Manager name) and I will meet with you (how often) to assess your work against the standards set out below. To provide further context in which the standards are measured and to let you know how you are doing, we will give you specific examples of how your performance meets, or does not meet, these standards. These meetings should also provide you an opportunity to inform us of any ways in which we can provide more training or information to you to help you successfully perform your job.

As an (job classification name), you are expected to have the knowledge and skills to independently manage a specific body of work in order to meet our expectations. The duties associated with this body of work include, but are not limited to:

· (Insert bulleted list of key duties assigned).

The Knowledge, Skills and Abilities required to perform these duties include, but are not limited to:

·  (Insert bulleted list of key KSAs from class specs)
Specifically, these are my expectations of you:
A.
(State Expectation)

1)
(Success Indicator, or task to support expectation)

2)
 (Success Indicator, or task to support expectation)

3)
(Success Indicator, or task to support expectation)

4)
(Success Indicator, or task to support expectation)

B.     (State Expectation)

1)
(Success Indicator, or task to support expectation)

2)
(Success Indicator, or task to support expectation).

3)
(Success Indicator, or task to support expectation)

4)
    (Success Indicator, or task to support expectation).

C.      (State Expectation)

1) (Success Indicator, or task to support expectation)

2) (Success Indicator, or task to support expectation).

ETC…
Consequences:

At the end of the evaluation period, I will make a final evaluation to determine whether or not you have successfully completed the Performance Improvement Plan and met the performance standards I have established for you. If you have not improved your performance to the point that I believe you meet the standards and expectations of your position, I will recommend your demotion, suspension or discharge.

(Employee name), you are a valued member of this organization. It is not my goal to terminate you. My goal in adopting this Performance Improvement Plan is to assist you in receiving the help necessary for you to be a productive member of (this bureau) and to enable you to meet the performance standards I have established for an employee in your position. This will require hard work and energy on your part and may not be easy, but I believe that you are capable of achieving the performance standards I have set.

If there are resources at my disposal to assist you in meeting the standards of performance that I have described above, I will make them available to you. If you would like to suggest or request resources that might assist you, please let me know immediately so that I may explore them.

If, at the end of the review period outlined above, you are not able to meet the performance standards I have established for you and described above, your future employment, as an (job classification name) will be in jeopardy. As a result, I will expect you to make every effort to meet or exceed the standards I have set. 
The following signatures indicate mutual agreement on your part and on the part of management to proceed with the above-mentioned Performance Improvement Plan.

(Employee Name)
Date

(Manager Name)
Date

________________________________________________________________________________________

  (Group Manager Name)
Date
Urgent





Important











2
3

