Minnesota Counties Intergovernmental Trust

Resource Briefing

Performance Management (a.k.a.) Talent
Management: Making the Most of Your
Human Resources

Introduction

Employee performance management is a systematic process by which an employer develops and

communicates job responsibilities, priorities and performance expectations to its employees. The goal of

employee performance management is to improve the organization’s efficiency and effectiveness.

Organizations implement performance management systems because:

e They need accurate, current, specific information about employee performance that can be used in
personnel and strategic decision making.

e They want to identify what is expected of an employee, communicate expectations to the employee and
hold the employee accountable.

e They know that employees can improve their performance and thus, their contribution to the
organization when they are given feedback and are coached, counseled, trained and offered development
opportunities.

An effective performance management system will help ensure equitable and fair treatment to employees
based on performance. Performance management also provides a system in which to address deficiencies in
an employee’s performance.

Components of Effective Performance Management

Effective performance management has three basic components:

e Plan
e Manage
e Evaluate
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Plan

Planning, for the purpose of employee performance management, refers to setting performance expectations
and goals for employees to channel their efforts toward achieving organizational objectives. Getting
employees involved in the planning process will help them understand the goals of the organization, what
needs to be done, why it needs to be done and how well it should be done.

Performance planning is the process of identifying the desired performance and gaining the employee’s
commitment to perform those expectations.

Performance planning should clearly identify the expected result, as well as the behavior and skills the
individual is expected to demonstrate. It also provides a specific action plan aimed at a clear target.

Planning activities include:

e Job analysis

e Job descriptions

e Evaluation forms/system

Job Analysis

A job analysis is a systematic process for gathering, documenting and analyzing objective information about a
job’s content, requirements and context. It describes and records the purpose, task characteristics and duties,
behavior, required skills and ability for a job.

A job analysis should answer the following questions:

e What is the purpose of the job?

¢ What does the employee do?

e What tasks are involved in the job?

e What methods, techniques and tools are used in the job?

¢ What knowledge, skill and abilities are needed to perform the work?

A job analysis will focus on three basic aspects of a position:

Job content: The duties, responsibilities and functions of the job which can be described generally or in detail.
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Job requirements: The knowledge, skills, abilities and personal attributes employees will need to perform the
specified tasks and procedures for the job.

Job context: The information about the work setting, working conditions, physical demands, amount of
supervision received or provided, the job’s purpose and how the job fits into the organization. Reference to
the financial, human or material resources that are managed by the employee may also be included.

The job analysis is the foundation of developing an effective employee evaluation system. The job analysis can
be used to prepare a precise position description that can be used to:
¢ Identify job requirements that applicants must meet to perform the job

e Recruit new staff
e Develop screening criteria (written tests, interview guidelines, Veterans' Preference)
e Evaluate the performance of incumbents performing the job and identify deficiencies

e Establish development programs (skills and training needs)

Jobs are dynamic and change over time. Data regarding jobs need to be current and accurate.

Position Description

Using the information gathered from the job analysis, a position description can be written for each position
in the organization. The position description is critical to an effective performance management system since
it represents an understanding between the employer and employee as to what is expected of them. At
performance review time, the position description provides the supervisor and the employee a tangible way
to evaluate and benchmark performance. A position description:

e Helps to organize work functions

o Defines relationships between jobs

o Defines job duties and responsibilities

¢ Documents essential job functions for ADA/MHRA/Section 504 compliance
e Serves as a recruiting tool

e Provides an outline to orient and train a new employee

e Assists supervisors and employees to evaluate performance

e Serves as a career planning and promotion tool

e Helps managers adapt to organizational changes

e Helps managers administer the compensation program

e Serves as a basis for planning needs such as staffing and budgeting

Position descriptions typically include several components:

Position title should capture what is most important about a position by indicating the basic field of work
(such as accounting, engineering, typing) and the primary role of the incumbent (such as supervisor, manager,
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technician). Generally, position titles should communicate a proper impression of the work performed.
Position titles should be:
e Descriptive

e Brief
e Consistent with existing title structure

e Gender neutral

Examples:
Billing Clerk; Parks Worker; Building Maintenance Worker

Position titles may be mandated by a collective bargaining agreement for some government entities. Some
position titles may necessarily contain terms specific to a particular field or discipline.

Purpose and nature of the position is a description, about two or three statements in length, which
summarizes the functions of the position and its place in the organization.

Level of supervision provides the level of supervision or control over the work of the position.

Examples:

“Under direct supervision, performs routine account maintenance work. Employees in this position function in
an entry-level capacity and are responsible for maintaining routine department records and updating
assigned accounts.”

“Under administrative direction, supervises subordinates who plan, deliver and monitor income maintenance
programs and establishes goals, policies and timetables so that program execution is coordinated and in
compliance with state and federal laws and rules; performs related work as required.”

Essential functions are the fundamental job duties of a position that the individual who holds the position
must be able to perform unaided or with a reasonable accommodation. The employment provisions of the
Americans with Disabilities Act (ADA), Section 504 of the Rehabilitation Act of 1973 and the Minnesota Human
Rights Act (MHRA) prohibit employers from discriminating against qualified individuals with disabilities with
regard to any employment practices, terms, conditions and privileges of employment.

The determination of whether an individual with a documented disability is qualified is a two step process:

1. Determine whether the individual satisfies the prerequisites for the position such as possessing the
appropriate educational background, employment experience, skills, licenses, etc.

2. Determine whether or not the individual can perform the essential functions of the position held or
desired with or without reasonable accommodation.

Note: For current employees with a disability, the first step is generally presumed to have been met due to the
fact that the employer hired the individual for the position.

What are essential functions?
EEOC regulations offer some guidance on why a function could be considered essential, including:

e The job exists to perform the function.
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Example:
When the individual holding the position of Floating Supervisor in a 24 hour operation is expected to fill in
for supervisors for any shift, the ability to work any time of day or night may be an essential function.

e There are a limited number of employees available to perform the function or there are only a few workers
among whom the function can be distributed.

Example:
It may be an essential function of an administrative assistant to answer the telephone in a small, busy
office where he or she is the only person to consistently be in the office.

e The function is highly specialized and the individual in the position is hired for his/her expertise or ability
to perform the particular function.

Example:
When an organization is developing an outreach program to a Hispanic community, fluency in Spanish
may be an essential function of an Outreach Worker position.

In a disability discrimination claim, factors that may be considered in determining whether a particular
function is essential include:

¢ employer’s judgment as to which functions are essential;

e contents of a written job description prepared before advertising or interviewing applicants for the job;
e amount of time spent on the job performing the function;

e consequences of not requiring the incumbent to perform the function;

e terms of a collective bargaining agreement;

e work experience of past individuals in the job; and

e current work experience of individuals in similar jobs.

Similarly, the way or ways in which a job is currently being performed may provide helpful information when
identifying essential functions, as long as care is taken not to conclude that the ability to perform a job in a
certain way is an essential function, unless there is no other way to perform the function without causing
undue hardship.

Strategies for Drafting Essential Functions:
e List the essential functions starting with the most important.

e Be concise and specific.

e Begin each sentence with an action verb, preferably one that describes a physical action. (e.g., operates,
cleans, inspects, interprets, analyzes, writes, etc.).

e Try to incorporate the purpose of performing the job task (e.g., “Reviews assigned accounts on a routine
basis for the purpose of updating information and ensuring accuracy in data entry.”).
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e Combine essential functions that are closely related (e.g., “Responds to customer inquiries and concerns,
personally resolves issues or directs them to the appropriate individual or entity.”).

¢ When the individual holding a position is expected to routinely perform physical activities, such as lifting
or carrying equipment or repetitive actions, as part of an essential job function, it is a good idea to include
this in the position description along with an estimated weight or percentage of time involved.

e Review any physical requirements listed for the job carefully. For example, if lifting 20 to 50 pounds is
listed, ensure that it is an essential function and could not be reassigned or managed in another way.

¢ Include a statement such as, “Other duties may be required and assigned.”

Essential functions should reflect the actual requirements imposed upon applicants and employees. If there is
an allegation that the employer intentionally selected a particular essential function to exclude individuals
with disabilities, the employer may have to offer a legitimate business reason for its selection and proof that
the essential function is actually necessary and required.

Marginal functions are those functions which are not an essential part of the purpose of the job and although
usually necessary to the work of the organization, can easily be done by someone else. A marginal function
statement will be important if faced with evaluating a candidate who has a disability for a position.

Minimum training and experience should state the experience, training and/or education that the applicant
or employee must possess to competently perform or learn to perform the essential functions of the position.

e Minimum qualifications are used to assess job candidates. They can be a classification (e.g., licensure or
educational degree) or a specific measurable amount of an attribute (e.g., typing 50 words per minute).

¢ Inreviewing the minimum training and experience section, ask yourself “If the person holding the position
resigned tomorrow, how much experience and education would their replacement need to meet
expectations after a reasonable orientation period?”

o If the employee is required to operate a motor vehicle, include this in the position description. If you are
unsure whether this is a minimum requirement, ask yourself “If the employee had his/her driver's license
revoked, would the employee lose his/her job because he/she could not perform the job?”

¢  MCIT recommends that the phrase “or an equivalent combination of education, training and experience”
be inserted at the end of the minimum training and experience statement to indicate to potential
candidates that the employer can and will consider alternative ways people may be qualified for a
position.

e Anti-discrimination laws generally prohibit employers from using qualification standards that screen out
individuals with disabilities unless those standards are job-related and reasonably necessary for business
operations.

Knowledge, skills and abilities (a.k.a. mental and physical skills) are used to list important knowledge, skills
and abilities required to successfully perform the essential functions of the job. This section may also denote
the attributes that an employee will need to possess or acquire to be successful in the job.

When developing knowledge statements, it is helpful to consider the following questions:
¢ What subject matter areas are covered by the essential job functions?

e What facts or principles must the incumbent know or understand in these specific matter areas?
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e What level, degree and breadth of knowledge are required in these areas?

All knowledge statements should be operationally defined, meaning that they should start with the phrase
“Knowledge of sufficient to g

Example:
Poor: “Some knowledge of accounting.”
Better: “Knowledge of accounting sufficient to post routine journal entries into an accounts receivable book.”

When developing ability statements, it is helpful to consider the following questions:
e Whatis the nature and level of language ability, written and/or oral, required to do the job?

¢ What mathematical abilities must the incumbent have? Will he/she use simple arithmetic, algebra,
geometry, and/or descriptive statistics?

e What reasoning or problem solving abilities must the incumbent have?

¢ What instructions must the employee follow? Are they simple, detailed, involved or abstract?
o What interpersonal abilities are required?

e What supervisory or managerial abilities are required?

o What physical abilities such as strength, coordination, and visual accuracy must the incumbent have?

Ability statements should be as specific to the essential function statements as possible. The ability should be
mentioned and described in terms of how it is applied.

Example :

Poor: “Ability to write reports.”

Better: “Writing ability sufficient to write narrative sections of a job analysis report and behavior descriptions
of work activities.”

A skill statement differs from a knowledge or ability because it involves a “psychomotor” ability that is an
ability to undertake or complete a multipart physical activity without conscious thought regarding the
individual steps (e.g., riding a bicycle, tying a knot, touch typing).

When developing skill statements, it is helpful to consider following questions:
¢ What physical activities must the employee perform with ease and precision?
o What manual skills are required to operate machines, vehicles, and equipment or to use tools?

o What is the level of skill or precision involved in performing each physical activity or manual skill?

Example:
Poor: “Considerable skill in typing.”
Better: “Typing skills sufficient to complete 60 words per minute without error.”
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Special work conditions are included in the description when there is a need to communicate certain
conditions of the work in a position. The condition generally will be a factor used in determining
compensation. The categories in which a response may be needed are:

e Environmental conditions such as extreme temperatures, noise or hazards;

e Amount of travel required, particularly if it constitutes a majority of the work week or involves extensive
overnight travel.

ADA/MHRA/Section 504 considerations: For entities covered by the ADA, MHRA and/or Section 504, it is
advisable to include the following language at the end of every description:

The [Entity Name] is an equal opportunity employer. In compliance with the Americans with Disability Act,
the Minnesota Human Rights Act and/or Section 504 of the Rehabilitation Act of 1973, the [Entity Name]
will provide reasonable accommodations to qualified individuals with disabilities and encourages both
prospective and current employees to discuss potential accommodations with the employer.

This language clearly states the employer’s intent to comply with the requirements of the anti-discrimination
laws. It also opens the door for applicants with a disability to come forward so discussions of essential
functions and reasonable accommodations can occur.

Other

e FLSA status (exempt/non-exempt status)
e Job code/pay equity classification

e Department/division

e Reporting structure/supervisor

An effective position description will be:
e Factual: Gather all the known facts about the position before attempting to describe it.

e Objective: Prepare a concise, concrete word picture of the work performed.

e Direct and specific: Write in simple and definite terms. Avoid acronyms, industry jargon or specific
industry terms.

e Concise: Limit the description to 2 to 4 pages.

Manage

Managing performance is the daily process of working toward the performance expectations established in
the planning phase. Together the supervisor and employee review the employee’s performance on a period
basis. If performance is on track or exceeding expectations, the manager provides positive reinforcement to
keep performance at a high level. If performance is lacking, the manager identifies the deficiencies, articulates
expectations and coaches the employee on how to improve.
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Managing activities include:
e Observing

e Coaching

Observe Performance

Observation is critical to the performance management process. Absent the ability and time to personally
observe what is being done by an employee, it is incumbent upon the supervisor to either directly or
indirectly observe an employee by tracking results and asking questions.

The supervisor's observations may be direct or indirect. Direct observations are having first hand knowledge
of an employee’s performance in a specific area. Indirect observations are learning about an employee’s
performance by reviewing the employee’s work (e.g., memos, reports, evaluating the result of a project).

In an effective organization, assignments and projects are monitored. Five general knowledge and skill areas

to monitor employees include:

e Conceptual: The ability to see the big picture and take the larger perspective and issue into account. It is
the ability to set priorities.

e Perceptual: Understanding the organization’s strategies, goals, policies, structure, political and operational
environment.

e Interpersonal: Ability to work with people, develop and maintain work relationships, communicating and
managing conflict.

e Technical: Ability to use the tools and concepts of the technical or specialty area in which the employee
works.

e Personal: Ability to initiate action, take appropriate risks and to manage one’s own behavior and activities.

Consider the following tips to help observations be more focused and objective:

Tip#1: Look for Accomplishments, Skills and Style
The observation of accomplishment and skills can occur through many kinds of observation. Style is more
difficult.

How an employee works with others (e.g., their style) can effect:
o  Work quality

e Team spirit or work climate (culture)

e Long term trust within and between groups

e Supervisor's willingness to delegate work or to select an individual for key tasks.

The key is not so much what the employee’s style is, but rather whether the style has a positive or negative
effect on the overall productivity, trust level or climate of a work group.
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Tip #2: Manage Your Biases

Your personal point of view, values and preference can distort what you see and believe to be true. There is no
such thing as totally objective observation.

Supervisors must recognize and control their biases to make their observations as objective as possible. For
example, you may like some people more than others. Being aware of this preference may help minimize any
tendencies to have these feelings affect performance rating.

Tip #3: Observe Specifics

Guard against generalizations and superlatives which can take the form of:
e Exaggerated words and descriptions (e.g., fantastic, terrible, great)

e Personal generalizations (e.g., you're a superstar, he’s a total loser)

e Global performance rating (e.g., you're a 10 ora 2 on a scale of 1 to 10)

Performance feedback must be specific. Generalizations are only appropriate when supported with specific
examples.

Tip #4: Maintain a Big Picture View

“No person is an island” can be applied to everyone in an organization. A variety of factors can impact an
employee’s ability to get the job done; staff changes, new projects, budget cuts and constituent issues. It is
important to remember:

e Individuals must be recognized for their accomplishments (goals) and held accountable for their
deficiencies

e The organization must provide the employee appropriate support and resources

Accountability and support happens when individuals are held accountable for recognizing and resolving
problems as they occur. Employees are expected to recognize system problems before they become crises. If
the problem exceeds their authority, they should bring it to their supervisors for job problem resolution and
support.

Supervisors must recognize the “big picture”; namely, the conditions which will affect the employee’s ability
to meet his/her goals and objectives. When outside influences adversely impact the employee’s performance,
either the obstacles must be removed or the expectation/goal must be modified.

Coaching

An important part of managing performance is using the tool of “coaching.” Coaching on a timely basis
eliminates the often unpleasant discussion that typically occurs at the annual evaluation. Problems are
handled when action is needed which eliminates the “gotcha” element of the evaluation.

Coaching is the act of providing immediate positive reinforcement when an employee’s performance is on
track or exceeding expectation and handling problems or deficiencies when they occur. One goal of coaching
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is to eliminate any surprises during the performance evaluation. Coaching can also put the employee on
notice so as not to continue to act in a fashion that has an adverse impact on the organization.

Ongoing monitoring provides the opportunity to check how well employees are meeting predetermined
standards and to make changes to unrealistic or problematic standards. By continuous monitoring,
unacceptable performance can be identified at any time during the appraisal period and assistance can be
provided to address performance rather than waiting until the end of the performance evaluation period
when summary rating levels are assigned.

Evaluate

The performance evaluation is the final step in the system and provides the opportunity to step back from
day-to-day activities, assess performance and plan for the future. The evaluation is the beginning and the end
of the system. The analysis of the employee’s past performance provides the basis for planning next year’s
action plan while closing the loop on the past year’s plan.

Performance evaluations are a positive activity that should allow for a dialogue between the parties. In a
performance management system both parties (employer and employee) have responsibilities. Evaluation
activities include:

e Performance factors

e Performance goals
e Meetings

e Development

Employees need to:
e Analyze their performance to look for ways to improve and not just wait for the supervisor to say
something.

e Develop their communication skills, advocate, solicit feedback and act on the information.

e Find role models from whom they can observe and learn.

Supervisors and managers need to:
e Coach; help employees identify their strengths and areas needing improvement.

e Provide feedback on an ongoing basis.

e Advise employees about opportunities and alternatives within the organization.

Benefits of performance evaluations
o Clarify roles, responsibilities and working relationships of each employee in the organization.

Assist the supervisor in learning more about staff in order to better use their knowledge and skills.

¢ Improve the employee’s performance by pointing out areas that need improvement and working out
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