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Since the early days of the colonial army, managers have been search-
ing for a better way to evaluate employes. This goal has been an
elusive one as countless rating systems have been introduced, tried
and discarded. No one nethod has been universally accepted for any
great length of time.

Today, managers want an employe appraisal system that is objective,

9 motivates employes, contributes to getting results on the job. . .

and is defensible!

For these reasons the State of Oregon has converted to a new per-
formance appraisal system. It suggests four steps:

Preliminary work planning

Establishing a commitment as to what is to be
accomplished

Periodic work progress reviews

A formal evaluation of the results obtained
compared with the original target goals

This new system utilizes the concept of "management by objectives."
It integrates employe appraisals into everyday management of an
organization., It incorporates the latest research findings on mo-
tivating employes. . . anc incidentally, is patterned after similar
appraisal systems now being used successfully in business and in-
dustry.

This handbook was prepared to guide state managers as they implement
the new appraisal system. It contains step-by-step procedures for

’!D developing work plans, conducting progress reviews, recycling work

schedules, and discussing performance with employes. It also suggests
appropriate answers for frequently asked questions.
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The appendix of this handbook contains a variety of sample work plans
drawn from current experiences in several state agencies. These
samples demonstrate that there is no one correct or perfect way to
record work plans; rather, the work planning process can be written in
a variety of formats depending upon the preference of the individual
agency or manager. Supervisors should feel free to develop their own
work plan formats to fit their own particular situation.

Although comprehensive in content, this handbook is not a replacement
for the ongoing training in the agencies on the new system. We do
feel however, that you will find the handbook a useful supplement to
agency procedures. In addition, the staff of the Personnel Division
are available for consultation on specific problem situations.

Employe appraisals are taking place continuously both formally and
informally. Evaluation of emploves is the direct responsibility of
managers. Under the new system managers are charged with making
objective appraisals that are focused on job performance which will
contribute to thz betterment of state service and the development of
individual employe potential. We hope this handbook will help in
doing that job.

Sincerely,

W, o g ¢

Wm. G. Hughes
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OF THE MANAGER UNDERLYING ASSUMPTIONS OF THE WORK PLANNING AND PERFORMANCE APPRAISAL SYSTEM
SECTION FIVE: THE JOB AEf

Establishing the Right Climate . . . . . . . . - 21
cna the Work 29 Changing Patterns in Management

Coordinating the Work., . .« « o o v v v oo e v e e e
Ethical Considerations . . . . . . . . R 23 ! It has become increasingly evident to both management practitioners and

i e 24 5 behavioral scientists that managers cannot simply order or compel their
Other Managerial Responsibilities . . . .. Coert 1 employes to perform in a desired manner; e.g., report to work on time,

o5 . be attentive to their duties, maintain good housekeeping habits, follow

SUMMAry o o o o o o e w e e e e e Bt e safety and health rules, produce high quantity and quality output, etc.

In the past, perhaps, managers could utilize traditional, authoritarian
57 means (threaten disciplinary action, demotion, wage reduction, job loss)
SECTION SIX: COMMON QUESTIONS AND ANSWERS + v v v v v v s in order to attain these ends. Today, however, the use of negative mo-
tivation rarely improves employe performance or increases production,
especially over long veriods of time.

APPENDIX: PERFORMANCE APPRAISAL, POSITION DESCRIPTION

AND WORK PLAN EXAMPLES - » = « » 35

The reason for this is fairly clear. Up until about 30 years ago people
worked primarily to feed themselves and their families. Loss of work
could mean severe hardship or even starvation. However, the success of
BIBLIOGRAPHY: LIST OF RECOMMENDED READING - American economics has made jobs more plentiful than in the past and thus
generally changed the relative pressure of many employe's needs.

As a result, many employes are turning to their work organizations for
fulfillment of higher-level needs. These include important personal
needs for such things as achievement, recognition, respect, and self-
fulfillment. Since basic needs can be filled on most any job in any
organization, employes are more 1ikely to work and work productively
where they can satisfy some of their higher-Tevel needs,

@,

Managers who are able to meet these higher-level needs and thus increase
‘ the productivity and efficiency of their organizations have a different
| attitude toward their employes than do managers who predominately use
f negative motivational techniques. The differences in these attitudes
‘ and the corresponding managerial behavior have been well described in
theory and supported in research studies.

Douglas McGregor (1) defined these differences very clearly in his writ-
ings. According to McGregor, the traditional manager believes that:

@ Management is responsible for organizing the elements of produc-
tion--money, materials, equipment, people--in the interest of eco-
nomic ends.

@ Vith respect to employes, this is a process of directing their
efforts, controlling their actions, and modifying their behavior
to fit the needs of organization.

(1) McGregor, Douglas, The Human Side of Enterprise, McGraw-Hill,
New York, 1960,
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@& Uithout this active intervention by management, people would be
passive--even resistant--to working toward organizational needs:
They must therefore be persuaded, punished, controlled, and their
activities directed. This is management's task in managing em-
ployes.

Behind this traditional theory of management there are several ad-
ditional beliefs--less explicit, but widespread:

@® The average employe is by nature lazy--he/she works as little as
possible

® Enployes lack ambition, dislike responsibility, and prefer to be
led.

@ ctmployes are inherently self-centered and indifferent to oraan-
izational needs.

@ Ctmployes are by nature resistant to change.

Contrast this attitude toward human behavior with the assumptions ap-
plied by the modern manager. This manager believes that:

@ Management is responsible for organizing the e1emeqts of produc-
tion--money, materials, equipment, people--in the interest of
economic ends.

@ Employes are not by nature passive or resistant to organizatiqna?
needs, They may become so as a result of experience in organiza-
tions.

@ The motivation, the potentijal for development, the capacity of
-assuming responsibility, the readiness to direct behavior toward
organizational goals are all present in employes. Management
does not put these things into peopie. It is the responsibility
of management to make it possible for people to recognize and
develop these human characteristics for themselves.

@ The essential task of management is to arrange organizational
conditions and methods of operation so that peopie can achieve
their goals best by directing their own efforts toward the or-
ganization’s objectives.

The traditional manager has an easy rationalization for ineffactive
organizational performance; it is due to the nature and shortcomings
of the human resources with which we must work. The modern manager,
on the other hand, generally sees problems of motivation and perform-
ance as a managerial responsipility. It employes are lazy, indiffer-
ent, unwilling to take responsibility, uncreative, uncooperative, the
modern manager believes the causes 1ie in management's methods of or-
ganization, motivation, and control,

-2-

Many of McGre%or's cencepts have been supported through research by
Rensis Likert(2) at the University of Michigan. Likert divided managers
into two categories, low-producing and high-producing. Here is a sum-
mary of some of his findings:

® The common assumption that non-supervisory employes, given in-
creased freedom, will loaf and fail to produce does not seem to
be borne out by the evidence. The fact *s, their behavior de-
pends on conditions accompanying the freedom. Managers who
achieve high performance in their work units set general qgoals
and provide less specific direction than do the managers of low-
producing units.

@ High-producing managers encourage more employe participation
and acnhieve higher employe involvement, greater interest in the
work, and more responsibility for Jt than do low-producing
managers.

@ Low-producing managers, in keeping with traditional practice,
feel that the way to motivate and direct behavior is to ex-
ercise contrgl through power and authority. Jobs are minutely
organized, methods are exactly prescribed, standards are rigidly
set, and compliance is sought through the use of threats and
other means of negative motivation.

In essence, to maintain high productivity and meet the interests and
needs of the modern worker, jobs should be substantial, challenging,
encourage growth and development, and allow for some self-expression
and decision-making on the part of the individual worker. To accom-
plish this, managers will need to involve employes more in setting
goals, planning work, and developing alternatives for getting results.
This also means the manager will frequently need to give the employe
feedback; let him/her know when things are done well, when there have
been changes in agency goals or plans etc. so the employe can adjust
to the changing conditions quickly. In-other-words, managers will
want to give their employes "a bigger piece of the action™ if they
want to achieve increased performance. However, this does not mean
that managers will be giving up their authority and allowing employes
to do whatever they please. The modern manager sets goals and com-
municates the results expected, then holds the employe accountable
for achieving those results. If the employe falls short, the manager
takes whatever action is necessary to correct the probjem.

Management by Objectives

The recent shift of overall state management philosophy to a system
of management by objectives has had a strong influence on the de-
velopment of Oregon's performance appraisal system.

(2) Likert, Rensis, New Patterns of Management, McGraw-Hill, 1961
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The main thrust of management by objectives is to build into management GE
systems an unremitting attention to purpose, Typically, the broad over-

all objectives of the agency are broken down into smaller, more manage-

able objectives with responsibility for carrying out these various ob-
jectives assigned to the various managers, department heads, and super-
visors. In order for the numerous "departmental objectives" to success-

fully add up to the agency's overall objective, a great deal of commu-
nication and coordination are necessary.

With the early concepts of management by objectives no particular manage-
ment style or theory was emphasized. It was assumed that management by
objectives could be used as successfully by traditional managers as by
modern types who encourage employe participation. Thus it was believed
that goals could successfully be established solely by the manager i.e.,
"your sales quota for the next month, is 50 new policies", or they could
be jointly developed between employe and manager working together as a
team,

When management by objectives has failed in orqanizstions it is usually
because of the assumption that managers have all the necessary informa-
tion to set objectives for their employes. In these situations the man-

ager would rarely take time to communicate with empioyes about special

conditions the employes might be facing or special resources they may

need to carry out the objectives. Even more rarely would the manager

ask the employes what they thought about the objectives or what other ‘F‘
Vy

objectives might contribute to increased agency effectiveness.

To combat this failure George 0diorne(3) developed the concept that
management by objectives, to be effective, should be a total system of
management rather than just another management tool. The main emphasis
of Odiorne's approach is that agreement on objectives between the man-
ager and employe is more important in getting an agency's objectives
achieved than any other single ingredient in management practice. He
“proposes that all objectives, whether set from top down or bottom up

in an organization, must be clearly understood and agreed uoon by both
manager and employe.

Probably the best way to assure that the objectives are clearly under-
stood and agreed upon is to subject them to a process of negotiation
between manager and employe. This negotiation process requires that

the manager move away from the traditional style of management and move
toward one of more involvement of the employe in a joint effort to solve
problems, set objectives, and get more accomplished.

(3) Odiorne, George, Management by Objectives, Pittman Press, 1965,

Overview of Oregon's Work Planning and Performance Appraisal System

The fact that merit system law and state personnel rules require tha
state agencies appra?se the performance of their employes dges no% ’
quarantee the.effectlveness of the appraisal process. However, modern
managers realize performance appraisal can be a very powerful tool to
improve the performance of employes.

In addition, performance appraisal can provide some of the info
rmation
an agency needs to make decisions on such things as:

@ Uho should be placed on special job or work assignments

® Who needs special training

® Who does and does not get a pay raise

@ Uho should be disciplined or discharged

@ Who will be layed off during a cutback in staff
Based on management by objectives and the concepts of em i

anac i ploye involve-

ment described by McGregor, Likert, and other authorities o% modern
management practices, the heaft of Oregon's performance appraisal system
is work planning. Work planning requires that the employe and manager

sit down and develop together, in advance, what is to be accomplishad
and how they will both know when it has béen accomplished. >

One of the most important aspects of work planning is that it i

Jjoint ac?ivi;x between employe and manager? It dgesn‘t rea?1y1;a2ter
whefhgr 1t is the gmp]oye or the manager who initiates the work plan.
What is important is that thay reach an agreement and commitment on
the work to be accomplished within a given time period. It is this

commitment that serves to motivate them both to accomplish the agreed
upon goals.

Work planning and periodic reviews of progress should be qoi

going on
throughout the year. The manager then draws upon the resu]tsgof this
effort as well as results of the employe's day-to-day work to use as

Egigc information in completing the annual appraisal report or merit
ngl '

This new performance gpprai§a1 system calls for a new reporting format
for the emp]oye s merit rating. Instead of a numerical scale, as has
been used in the past, the manager concludes either that the employe:

@ Makes a superior contribution in nearly all areas
® Meet: requirements for all areas, oerhans exceeding some

@ Meets most requirements, but does need improvement in some areas

@O Meets few requirements and needs improvement in many areas
wBe




i isal.
is 1ights Oregon's system of work planning and performance apnra1§a
¥21coglg?nsgsome cogcepts that are new to state governmen?. As suca,w1uu :
will probably go through some stages of evolution and refinement. How m gce

change will take place will not be known until agencies gain some $xp$r1e

in the system. However, one thing is certain. The new system wil 1ghvg
managers fewer crisis situations to contend with becguse.the work w 1 2
well planned in advance, there will be better communication wi?? gmp‘§¥§ R
and through the use of progress review sessions the manager wi ] ﬁ .

to stay on top of probiems and thus have better‘contro1 over the W?? k1n
his/her unit. Employes tco will be more satisfied because they wi ngw
what is expected of them, will be getting.feedback from @he manage¥ as1 geeds
how well they are doing, and wili be meeting some qf their hwgher hevgl ce
by gaining a greater sense of achievement through involvement in the larg

purposes of the agency.

SECTION v

WORK PLANNING

What's new about work planning? Not too much, really, Anyone who has
planned a trip or a vacation can be successful at work planning. People
plan their work everyday on the Jjob; except under work planning the nlans
are (1) developed jointly between manager and employe, (2) the necessary
steps of each plan are spelled out more clearly, (3) strong emphasis is
placed on the results of the vork, and (4) the plans are committed to
writing to avoid misunderstanding.

Work Planning Sten-By-Step

Here are six steps the manager should take to develop sound work plans.

Step One: Review the Job

How well do you know the employe's job? You may know it very well, but

be careful about your assumptions. The employe may see the job differently.

You should check your knowledge of the job on two counts:
@ The job content

® How closely you and the employe agree on what s expected,

One way to do this ig for you and the employe to jointly review the most
recent position description for the job. Pay particular attention to the
principal duties and responsibilities o¢f the job and how time is divided
among the duties. Work with the emnloye to bring the position description
up-to-date if necessary. Try to clarify any areas where there is confusion
or misunderstanding about duties and expectations. This assures that you
and the employe see the job in the same way.

Step Two: Identify the Areas for Work Planning

Experience has shown that work planning, to be effective, should be 1imited
to three or four goals and applied to the problem-solving, project, or in-
novative aspects of a job. This can be anything in the job that you and

the employe want to give some special attention to over a specified future
period of time,
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The kinds of work that can be subjected to work planning are as broad as
the creative imagination of the manager and the emolove. For examnle:

@ Any improvement in the flow or method of accomplishing work that
the manager and employe agree needs to be tackled.

@ Any preparation for change you both know is coming up, such as a
new skill the employe needs to acquire to perform the job more
effectively, a new law or rule that needs imnlementation, or a
rew application for the comouter.

@ /ny special project that you are going to assign to the emnloye
for the first time.

® Any problem in getting the work done such as removing a barrier
to meeting a deadline or coming to grips with a backlog.

@ Any special assignment for the employe to increase skill or broaden
perspective,

As you attempt to identify areas for work nlanning you should also be
thinking about the priorities of the job. What is really top priority?
Do the broader agency goals help decide what is most important to ac-
complish in this particular job? Mork planning should be used to con-
centrate on areas of the job that have high priority.

Step Three: Formulate Goals

Taking those areas of the job that vou and the employe have agreed have
high priority and need special attention, you should begin formulating
work plan goals. You do this by:

@ Uriting down what it is you want accomnlished--thinkina more ahout
the results vou want than about the means of aettina there.

& Specifving a reasonable time period in which to accomnlish the re-
sults. The time can be two davs, two weeks, two months, or even
two years. that is a reasonable period of time for the narticular

results?

@ Specifying some measure of accomplishment appropriate to what you
want to do. Will it be less of something? HMore of somethina? A
better quality of service? A higher level of acceptance? Completion
by the due date, of course, is one good measure of success. 'hat
are some others?

Step Four: Determine Necessary Resources

Resources include people, money, time, materials, and
e Clu R s s space. Resources
are always 11m1ted. How the employe uses his time, as well as the other
zgsgggg$§ aya1lgb1e c?n ?e vigy important in accomplishing results. Try
Yy 1n the work plan the resources the employve will
successful 1in reaching the goals. et need to be

Step Five: Identify Points of Coordination

This is a very important step because a work plan is usually a part of a
larger plan. Your employe's project may depend on someone else completing
some phase of the work before he/she gets it, or someone else may not be
able to progress until your employe's project is complete. As part of the
work plan ask your employe to check and get agreement on schedules in the
unit or department which need to mesh with his/her schedules.

Step Six: Set Review Dates for Follow-Up

No plan, no matter how well designhed, is self-executing hor is it i

mented automatically. Remember that your objective asga man;ze;ti;mgle
help keep plans progressing on schedule and to avoid any surprise, at the
due date, that the project has run into difficulty. This is why follow-
up action should he specified right in the plan itself. How soon or how
often the manager and the employe should get together to check on orogress
will depend on the nature of the project and the length of time it covers.

Ve Shese Six Sieme.Soba Surs sumyininy b Eerour eiplaye stould re-
you apply these questions to the work plan:
v Have key results been specified?
Have priorities been established?
Have we agreed upon ways progress will be measured?

Have we determined the ways in which orogress is to be
all who need to know? ) 9 reported to

Are there adequate resources?

VN X \X

Are there key coordiqatign points of input and output and have we
agre§d7unon what action is needed to insure coordination at these
points?

N

gg;; Ehe results make an adequate contribution to unit and agency
s?

R




Progress Review and Recycling

r

Authorities on work planning agree the employe needs supportive follow-up
by the manager within a month or so of the initial work plannina session.
This action on your part gives vou an opportunity to do two very important
things. You should find out how things are going, and what is more impor-
tant, demonstrate your commitment to work nlanning.

This first progress review session is really a check point to see that the
work plan s off to a good start. During this session vou should create a
problem-solving climate. You want the emoloye to understand that problems
are not his/hers alone. The solution to problems is a joint effort. Have
the emptoye brief you on progress so far. At this ooint however, don't
interject your solutions. Instead ask the employe for recommendations,
additions, or changes in work, priorities, timing, or whatever he/she feels
will help. After Yistening to the employe's recommendations, vou can give
your ideas, then the two of you can work together to effect the changes
necessary to arrive at an equitable solution.

If the employe has made any serious errors or mistakes, now is a good time
to take care of them. If you put them off they may grow and become more
costly. Some constructive criticism is often helpful. Confront the sijt-
uation directly and help the employe recognize the mistakes made. This way
the employe will probably learn from the experience and do better next time.éﬁ

Above all, write down what both of you have committed yourselves to achieve.
This is the beginning of the recycling process, the deliberate redoing of
the work plan. This revised work plan should include any changes indicated
in priorities, follow-up, completion dates, or resources. Also include any
new or additional goals for the next time period and actions each of you will
take to increase the effectiveness of work in the months ahead. Don't con-
sider the session complete until decisions for action have been reached and
you have jointly committed yourselves to their imnlementation.

As work is accomplished, you should hold additional recycling sessions to
add important new goals with their supporting tasks and due dates so that
planning is always current and forward-lookina. Once every three months

is not usually too often to hold a progress review and recyvcling discussion
with your employes.

Remember, these progress review and recycling discussions are not formal
performance appraisal sessions designed to look back and evaluate what the
employe has accomplished. They are future-oriented sessions designed to
refine original work plans, examine alternatives which might be faster or
more efficient ways to reach the goals, and to add new goals to the work
plan as original goals are reached and work accomplished. They should be
problem-solving sessions in which errors, barriers, and roadblocks are con-
fronted and needed corrective action is discussed so the employe can make

the necessary adjustments in performance., The manager does not store up @y\‘

issues until the annual performance appraisal discussion and surprise the
employe with them at that time.
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Improving Performance

One of the most beneficial results of work planning is in the area of

performance improvement. The contribution of work nlanning to improved
performance comes from:

® The thgughtfu] selection of goals and streamlining work down to
essentials. i

® The scheduling and coordinating of work and careful use of resources.

@ CGetting feedback information on procress which will identify errors,

prgb]ems, and misunderstanding before the crisis stage is reached and
while corrections can be made at small cost.

Another real ?ayoff in improved performance comes from encouragina employes
to so]ye prob ems and develop new anproaches in their jobs. The thoughtful
analysis of ongoing work at progress review and recyclina time is the kev
to developing improved methods. Work planning can heln in several wavs:

® Use of frequent pre-scheduled progress reviews ensures that a real-
istic amount of time is allocated and used for th~ development of
problem-solving and innovative goals

@ Focusing on the future in the recycling of work plans helps create a

climate in.which manager and employe will look for new methods as they
seek solutions to problems that arise.

@ lWork p]anning.is an individual approach that provides the flexibility
needed to assign work so as to take advantage of, and build upon the
part1gu1ar strengths and skills of the employe. As you hoth gain
experience in work planning you will probably become more aware of
what the employe does well and where the areatest notential for per-

formance improvement 1ies. Goals can then be developed to cover
those areas.

@ Frequent progress review_sessions gives sufficient control for the i
manager to risk encouraging some independent and expioratory activity 3
which can Tead to a distinctive personal contribution from the emolove. it

In c]osing, it's a good idea to always include at least one snecific ner-
formance improvement goal in the employe's work nlan

Comments and Suggestions

At this point we would like to offer some suggestions passed on by managers
who successfully use work planning, progress reveiw, and recycling. '

-11-




Work planning focuses on individual jobs, but it helns to do work
planning when you understand the goals of the manacers above vou
and the agency priorities. Find out all you can ahout acencv goals
and priorities. This will heln vour emnloyes think about their
work plans and how thev might contribute to agency coals. However,
don't hesitate to get started on work nlans that make sense in vour
own immediate setting. The best wav to Tearn work planning is to
start to do it, even if it's onlv a modest beainning. If you wait
for ideal conditions, you and your employes may never begin the
Tearning process.

Work planning is a joint process. lnless you are working with a new
employe, the work plan should be develonad jointly between manager
and employe. It doesn't really matter who initiates the work plan,
whether it is the manager or the emnloye. But it is extremely im-
portant that you both agree on the plan, the results to be accomp-
lished, and the target date you expect to have it completed. It is
this joint agreement that ensures joint commitment. Commitment on
the part of the emplove to accomplish the results, and commitment
on the part of the manager to help the employe cet the results.

Try not to get too technical. Don't try to quantify everything
precisely. Concentrate your planning efforts where the planning
will make a real difference and help you get the work accomplished.

O

e

No matter how unique a job may look, it always has some relationship
to other jobs or some linkages with other people. Help your employes
to think about items in their work plans that may need coordination
or communication with others in or.ler to get the results desired.

You should ask questions about these coordination noints, too, so
that you are helping to keep plans realistic and within control of
you and your employes.

There is a risk that some people will become so intent unon reaching
the goals for new work that they may nealect the dav-to-day work
which must go on., You may have to remind these people that the day-
to-day work is still an important part of their job.

Don't become frustrated and discouraged because vou may experience
some difficuity in thinking about creating new conditions and re-

sults. It may take some time before you become proficient in de-

termining what you need to do, how to do it, and then using these

plans and goals as controls over what vou do.

-12-

SECTINN THREE

APPRAISING PERFORMANCE

Isn't work planning a substitute for performance a i is i

. ppraisal? This is a
frequent misconception. It develops from the fact that many manaqe:s
appraise employe performance on the basis of accomplishment against pre-
established work plan goals. However, work planning and performance

appraisal are quite different tools, designed to fi !
purposes. signed to fill very different

For clarification, work planning is a process for individualizing the
qgency's plans and goals and reviewing progress at frequent integanS
in a prob?emtsolving atmosphere. 1Its main purpose is to clarify what
the employe is to do, sustain interest in doing it and focus attention
on better, more effective ways of doing it.

On the ¢ther hand, performance appraisal is the manager's opinion

how well the employe has carried out the agreed uponngans gr rgachd
goals, In essence, it is the manager's overall evaluation of how well
the employe is doing the job. Performance anpraisal involves a discus-
sion between manager and employe so that the employe clearly understands
the manager's conclusions about the overall job performance,

Therg is a dgfinité relationship between the two processes. Information
obta]ned during the progress review sessions of the work planning process
prov1qes va]uqb]e data to the manager when he is making his performance
appra1sg1 dec1§1ons. However, not all information needed for a comnlete
evaluation of job performance is supplied in this way. '

A comprehensive ook at performance will need to include an evaluation of
the rggu]ar]y.schedu1gd or day-to-day work not covered by the work plan.
This 1s especially critical for jobs that have 3 high percentage of regu-
larly scheduled work. Oregon's new performance appraisal report form
(PD:1§0) contains provisions for evaluating regularly scheduled work in
addition to the accomplishments ynder work p]anning:

Performance Appraisal Step-By-Step

There are scme special steps the manager should follow in conducting a
performance appraisal discussion with an employe. )
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Step One: Collect Information

The manager should be collecting information throughout the year on how
the employe has been doing on the job. This information comes from the
manager's observations of how well the employe has carried out the requ-
1arly scheduled or day-to-day responsibilities not covered by the work
plans, and by reviewing past work plans and assessing how well the employe
has carriad out the goals that were agreed upon.

Step Two: Completing the Form

With the above information in mind the manager should follow the agency's
procedure for completing the performance appraisal report form (PD-140).
Instructions accompany the forms and should also be followed.

In completing the form the manager should remember that the appraisal is
an opinion of how well the employe has performed on the job during the
year. The information collected from the above sources helps the manager
to be as objective as possible in making this decision.

Step Three: Discuss the Appraisal with the Employe @Fé"

The manager should set a specific time to discuss conclusions about the
employe's performance with the employe. During the actual appraisal
discussion the manager should concentrate on goals rather than personality
traits unless a particular personality trait has been included in the work
plan. The manager reviews the goals accomplished during the year, re-
warding with praise where appropriate. The manager shouldn't make a big
deal out of goals that weren't reached. Instead the manager should talk
of the future and how the employe might accomplish the new goals that will
be negotiated in the next work plan.

The manager should share with the employe a copy of the appraisal report,
giving the employe ample time to read it over. The empioye should be en-
couraged to comment on the appraisal with the manager spending whatever
time is needed to answer the employe's questions. Full discussion of points
needing clarification is important as well as listening to whatever is on
the empToye's mind. Most managers feel this type of discussion takes about
an hour. :

The basis of the appraisal report should be made clear to the employe with
examples cited wherever possible. However the manager should not pretend
that the conclusions on the appraisal report are more than opinions. If

during the discussion the employe introduces important evidence or infor-

mation that hadn't been considered before, the manager shouldn't hesitate @ﬁ

to make changes in the report. To be open-minded in the face of new in-
formation is a continuing managerial responsibility.

-14-
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The manager should avoid unnecessary criticizm or dwellin on deficienci
dur1ng the appraiga] discussion. If the manager has beengconduczgggegg;?f
odic progress review sessions during the year as part of the work planning
process, the employe will already have a good idea of short comings or prob-
lems. Chances are Fhe‘emp1oye has already undertaken action to overcome
these‘prob1ems. Br1ng1ng them up again at this time will probably not re-
sult in improvements in performance. Nor should the manager save up errors
that have occured over the months and bring them up at this time. Discus-
sion of errors and necessary corrective or discinlinary action should take

place at the time of the progress reviews, or eve .
on the 'Spot when they occur. 3 n more preferab]y, Y'Tght

Experience has shown that dwelling on negative as i

e aspects will cause the empl
to turn off and not hear‘some of the othei things the manager has to sa?? oY
or perhaps become defen§1ve and argue all the points on the appraisal. In
order to encourage continued striving for improved performance the manager

will want the appraisal discussion to be a positi i
empioye. positive experience for the

The appraisal discussion should be concluded b i

: . y letting the employe know
about any spgc1a1 rgcqmmendat1ons that will be made such as a ga]éry in-
crease, special training program, new job assignment, etc. A date in the

near future to begin negotiation on a new work
this time. rk plan should also be set at

After the discussion the employe should sign the appraisal report; then the

manager should route the report through the appropri .
by the agency. Y g ppropriate channels estahlished

-15-
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SECTION FNUR

SOME SPECIAL USES OF WORK PLANNING

Chances are the appraisal discussion will bring out areas where the manager
and employe will want to negotiate some special work nlan coals. For ex-
ample, if there have been problems in agetting the day-to-day or reqularly
scheduled work done then work plan goals should be develoned to overcome
these nroblems.

Other areas where special goals might be beneficial are in emnloye develoo-
ment and working with emploves who are marginal performers.

Work Planning as a Developmental Tool

Many people feel that employe development is something that must go on in

a classroom or outside of the job. However, modern managers know that work
itself can be developmental. By using work planning the manager has an
excellent tool at his/her disposal for the development of emnloyes.

For example, the work plan can include some new job elements that require
new knowledge or skill or enhance emnlove strengths that have not been
fully utilized.

Another suggestion would be to include in the work nlan an assignment de-
signed to broaden or deepen the exnerience of the emnloye in specific ways.
Among the assignments a manager might consider could be those that hring
the employe into new relationships within the agency and give a bigger pic-
ture of the organization's longer range or broader goals.

An additional way to develop an emnloye is to give him/her a special nroblem
to tackle along with additional help and guidance, or aive the emnloye the
freedom to work out a problem on his/her own in a systematic fashion. nf
course, sending an employe to a class or workshop to learn more about the
agency or job responsibilities can also be a developmental goal.

Actually, using work and work planning for development are limited only by
a manager's imagination., By looking imaginatively at some of the trends

and situational factors surrounding the job or the agency as a whole the
manager can usually identify several areas that offer ooportunities for
employe development.

The real key to employe development is to include at least one developmen-
tal goal in each work plan. By doina this the manager can help make work
and its accomplishment more meaningful and more satisfying for employes.

-17-
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Helping Marginal Employes Increuse Performance

Work planning can also be useful in helping marginal employes bring their
performance up to acceptable levels. Caution should be used here so that
the manager doesn't attempt to analyze the reasons for poor performance with-
out first having adequate data or information. In this situation the super-
visor needs feedback or information from the emplove hefore a selution to
the problem can be worked out.

A good way to get information from the emnloye is to set up a special pro-
gress review discussion. Remember this should be a problem-solving discus-
sion, so don't take the empiove to task. ’

Start the discussion by reviewing with the employe the parts of his/her
performance that are causing concern, Cite examoles wherever possible.
Then, ask the employe what he/she thinks 1s causing the problem., Listen
carefully to the employe's side of the story. Chances are that the employe
has a pretty good idea of what's wrong.

After some agreement has been reached as to the causes of the emplove's
poor performance, a special work plan to overcome the problems can be ne-
gotiated. Three specific steps are recommended in setting up this work
plan:

® Reduce the number of the emplove's goals to a few of high priority.
Make sure these goals are reasonable and achievable within the time
span allotted.

® Clearly define the measurement part of the goals. Make sure this is
specific enough so that the employe has a good chance of getting feed-
back about progress so he/she can make needed adjustments quickly,

@ Shorten the time cycle. Reduce the time covered by the goals the
employe is trying to achjeve and :chedule more frequent proaress
review sassions that are keyed to the smaller, tighter goals.

After the special work plan has been developed and agreed upon, the manager
should follow up by conducting frequent proaress review discussions with the
employe. These can be held once a month, once a week, or even daily if
necessary. During these review sessions the manager and employe should be
evaluating their agreed-upon actions. Has the reduction in goals helped?

Is the employe responding to feedback from the manager? Did spelling out
the desired results in more detail help?

In addition, the manager should reinforce changes in the emplove's behavior
which indicate progress. Compliment the empnloye and let him/her know you
are aware of the improvement. Most important of all, keep communication

channels open by being available to the employe whenever he/she needs ad- ﬁ?
ditional help or information. ]

=
> )

=

If improvement doesn’t occur within a reasonahle lenath of time then perhaos
a different work assignment for the emplove should be considered.

Two very good books are recommended to those manacers who want further in-
formation on how to deal with marginal verformers: "Analyzing Performance
Problems" by Robert F. Mager and Peter Pipe, Fearon Publishers, Celmont,

California, 1970 and "Managing the Maraginal and Unsatisfactory Performer"

by Lawrence Steinmetz, Addison-Wesly Publishing Ca., Reading Hassachusetts,
1969. Both books are available in paperback at Tow cost and offer detailed
suggestions for working with marginal performers.




SECTINN FIVE

THE JOB OF THE MANAGFR

Establishing the Right Climate

Work planning, progress review, and recycling discussions are all joint
efforts between manager and employe. As such they require that the
manager encourage maximum participation from the employe. The amount
of employe participation during these discussions 1s quite often depen-
dent upon the type of climate the manager establishes.

Following are some suggestions for the manager who is getting ready to
conduct a work planning, progress review, or recycling discussion:

@ Plan ahead

@ Establish a good relationship

@ Assure a good physical setting

@ Encourage a smooth flow of conversation
@ Be a good listener

® Summarize

Let's examine these suggestions in more detail.

First of all, plan ahead. Have a clear idea in mind of the results you
want to achieve in the discussion. Be sure you have all the necessary
facts and information you might need. Pick a time and place for the
discussion so you are assured it will go smoothly.

Second, establish a good relationship with the employe. Set the employe

at ease. Break the ice by engaging in some preliminary conversation, then
clearly inform the employe of the purpose of the discussion.

Third, assure there is a good physical setting for the discussion. Be

sure there is privacy. Arrange the room so it is pleasant and the employe
can have eye contact with you without interference. Be sure the seat-

ing is comfortable and the 1ighting not glaring or too bright. If you
don't have an office, find some privacy in a corner of the shop or off
away from the rest of the crew.

-21-
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Fourth, encourage a smooth fiow of conversation and information. Be

careful how you use questions. Use direct questions only when you want
facts or specific information. Use open-ended auestions when you want
to get the emnloye‘s opinion or views. Be careful about the use of
complicated words. Use plain English that everyone can understand.

Make it a two-way conversation by encouraging the employe to talk. Don’t
dominate the discussion or try to "snow" the employe.

Fifth, and above all, be a good 1istener. Listen for non-verbal com-

munications as well as what is said by observing facial expressions,
body posture, etc. Give the employe your undivided attention by plan-
ning ahead to prevent interruptions such as phone calls, people dropping
into the office, etc.

Finally, summarize the discussion to assure that there is agreement and

understanding. If the discussion is lengthy, 1ike an hour or more, it

15 wise to summarize two or three times at convenient breaks in the dis-
cussion. This provides the employe and you with the opportunity to cor-
rect any misunderstanding that may have developed during the conversation.
Be sure to make notes of agreements reached and any changes in goals or
plans so the work pTan can be modified accordingly.

Coordinating the Work

A particular problem area that needs the manager's attention is that of
coordination. Employe goals usually contribute to work unit goals which
in turn contribute to the large agency goals. Work at these various
levels can't go on in isolation. There must be communication and coor-
dination. It is easy for an employe to become so immersed in his/her
own job that he/she forgets that other emploves need to know his/her
schedule, progress, beginning and completion dates, etc. so they can
accompiish their work plan goals. It is imperative that the manager
frequently stress this important fact with employes.

Some managers have found that it is beneficial to hold group nlanning
meetings with their employes so the overall work unit goals are clear to
everyone. Individual employes are then better able to identify necessary
resources, how their work contributes to the unit's goals, where the points
of coordination exist, where the work comes from, where it goes upon com-
p]et%on, and who they must communicate with in order to achieve optimum
results,

This group planning technique is also useful when a work unit is assigned
a new goal that must be broken down into individual work plans. By using
a group planning meeting, individuals can identify the areas where they
can make the best contribution in keeping with their abilities and inter-
ests, then develop work plans for those aspects of the work. This tech-

nique has strong motivational characteristics because it gives the emploves i)

"a piece of the action™ very early in the planning process.

-22-

Ethical Considerations

The term ethics refers to the moral practices you pursue in your mana-

gerial dutigs.. As a manager you are responsible to protect the rights
and human dignities of your emploves.

In the appraisal process managers make judgments about their employes'

performance. When you make these judgments about individuals you need

to be aware of the ethical considerations involved. For example, your

apPraigal of an employe could affect not only his/her working relation-
ship v1th you, but possibly his/her career and even ultimately the em-

ploye's future. With this consideration in mind, you want your apprai-
sals to be objective, fair, and impartial.

Fg]]owing is a Tist of things to remember when you make appraisal deci-
sions.

L ] M@kg your appraisal on information that is representative, suf-
f1c1ept, and relevant. The new appraisal system should provide
you with thi§ type of information since it is based on perfor-
mance and joint work planning rather than personality traits.

® Make an honest appraisal. Some managers find it extremely dif-
ficult to talk to employes about the need for improvement. They
don't want to hurt the employe‘s feelings. They tend to talk
as though everything were all right even though improvement is
needed. If managers really want to help they will face up to
their managerial responsibilities and give the employe construc-
tive criticism when its needed.

@ Keep written and oral appraisals consistent. Don't write what
. you won't say.

® Don't appraise people on the basis of their education, experience

status, or position in the hierarchy. Appraise them on their
performance, o

@ Don't appraise on hearsay information or someone else's opinion

of the employe. Appraise the person only on the basis of what
you have observed or can document.

The manager should also be careful when communicating opinions about
an employe's performance because there is always the danger of the
information being misinterpreted or misused by the receiver.

When you give out information about employe performance there are three
things you should do.
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@ Find out the reason for the request for the information before
replying. Is the employe up for a promotion, being considered
for a special assignment, being nominated for a training pro-
gram? Make your reply consistent with the reason for the re-
quest.

@® Be careful about giving out informal, off-hand opinions. ‘An
unsubstantiated comment can have serious consequences. Give
out information only from accurate records.

® Give appraisal information only to those who have a legitimate
need to know.

In conclusion, you should always be as objective, fair, and ethical as
possible when appraising employes and providing others with appraisal
information. This way you avoid somz of the negative consequences that
can arise from the appraisal process.

Other Managerial Responsibilities

Throughout the work planning efforts the manager should be sure not to
overlook any managerial responsibilities. The manager will want to pay
particular attention to:

® Delegating sufficient authority to employes to carry out their
work plans

® Providing employes with the resources needed
® Rewarding successful efforts with praise and recognition
®

Making as great a commitment to employe success as the employe
makes

At times the manager may need to put forth some extra personal effort
to remove roadblocks and barriers to employe success. Examples might
be negotiating with agency administration on problems so additional
time or resources can be obtained, clarifying unit and agency goals,
and communicating with other departments and other managers where broad
coordination efforts are required.

Since the manager is ultimately responsible for the results produced by
his/her employes, it's wise to correct employe mistakes as quickly as
ossible. Don't be afraid to confront a problem situation. Construc-
tive criticism given at the time an employe makes an error can often
prevent a problem from growing and getting out of hand.

24

Summary

The manager's primary means of meeting agency goals effectively is the
productivity of his/her employes. The cycTe of work planning, progress
review, and performance appraisal gives the manager a sound, yet flex-
ible system for working with employes. It is one of the most up-to-date
systems available for planning, communicating, coordinating, and evalu-
ating work. After using the system for awhile most managers find they
have better control over what is happening in their unit and their em-
ployes are more highly motivated and more satisfied.

Work planning and progress review is the basic tool for communicating
and clarifying work expectations, for motivating employes and gaining
commitment to accomplishment, and for improving emnloye performance.

It has becore clear that the manager and employe who freauentlv review
progress against goals in a cooperative oroblem-solving climate are
much more likely to accomplish desired results than those who do not

conduct such discussions. It is also clear that structuring goals re-

=0

quiring improved performance, increased knowledge, increased skill, or
a change in working methods stimulates employe growth and development.

Performance appraisal helps assure a careful evaluation of the employe's
contribution and recognition of work well done. It provides a "warning
system” for desired changes in performance. Performance appraisal gives
the manager an opportunity to consider useful changes in job content and
design which are likely to pay off in terms of the employe's development.
It also gives objective information about individual employe contribution
that will assist the manager in making sound recommendations about such
things as training, job assignment, and salary increases.

As a closing reminder, a cooperative problem-solving climate requires
that correction of employe mistakes be made in as positive a spirit as
possible. This means the manager will want to avoid too much criticism
of past failures while conducting discussions with employes. As men-
tioned earlier in the section on appraising performance, excessive cri-
ticism often turns the employe off or causes him/her to become defensive
to the point where communication and cooperation are blocked. As a gen-
eral rule emphasis should be on how to do the job better in the future
and thus improve performance and achieve areater results.

~25.
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SECTION STX

COMMON QUESTIONS AND ANSWERS

Q. Where can I get help with this new system if 1 need it?

Al. Besides this handbook, resources include: sound-slide sets with
work books that explain the system in detail; these are available
in some agencies and through the Personnel Division. The agency
personnel officer and training officer can provide assistance in
implementing the system. The Personnel Division has staff avail-
able for consultation on special problems. The bibliography in
this handbook provides a 1ist of suggested readings for managers
who want a broader knowledge of the theory and application of the
system.

Q2. Do I have to change my style of supervision to use the new system?

A2. Perhaps. To be successful with the new system the manager will
need to involve employes in setting goals, planning the work, etc.
, ) If you are used to giving orders and having your employes carry
@j) i’ them out without discussion you will probably have to make some
' changes so you can begin to involve your people more in deciding
how things should be done. It is this involvement that motivates
the employe to do a better job and increases performance.

Q3. Why is management by objectives such a good process?

A3, Mainly because it forces an agency to pay closer attention to its
purpose and what it is trying to accomplish in the way of results.
This prevents employes from getting caught uo in day-to-day acti-
vities and losing sight of the overall goals.

Q4. How is work planning different from planning in gereral?
A4, The big difference is that it takes the overall plans or goals of
an agency and breaks them down into individual plans for each em-

ploye. This helps everyone see more clearly what their individual
job is and how it fits into the "big picture."

Q5. Am I required to do work planning with my employes?

A5. The new performance appraisal form (PD-140) requires that you base
@@ :‘B some of your evaluation of an employe's performance on goals ac-
ey complished under work planning. If you haven't developed work plans
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with your employes you won't have adequate information with which : Q10. How do I write goals that are measurable?

to make an objective evaluation of performance. You would have ; .

to rely on your personal impressions of the employe which may not } A10. This is hard to do without some practice. It is not unusual for
be job-related, and of course, this is not very fair to the employe. ; several attempts to take place before you become proficient. The

! key is for you and your employe to ask yourselves how you will
| both know when the goal has been accomplished satisfactorily. On

Do I have to write new position descriptions for my emoloyes before | what will you base this judgment. Ask yourselves questions such
I can start developing work plans with them? as what, when, how much, how many. Above all, don't try to quan-
tify everything perfectly. Many goals are too general or abstract
Not if you have fairly current position descriptions on file. Re- for that. Even a simple thing like meeting a deadline with a
view these position descriptions with your employes to be sure special report can be cne useful indication of success.
there is clear understanding and agreement on the job to be done,
then begin developing your work plans. If the position descrip-

tions are old you should probably work with your employes to up- Q11. Why should I have to "negotiate" everything with an employe who
date them. is paid to do the job?
All, By negotiatiqn we mean pooling the information of the manager and
What's the difference between a position description and a work employe, ?he1r examination of each other's perspectives, priori-
plan? ties and interests, and their joint exploration of the pros and
| cons of various courses of action. There are some important bene-
A position description generally outlines only the basic duties fits derived from this negotiation. First, this interaction usually
and responsibilities of the job. It doesn't contain information results in a better understanding of each others position and a
about priorities, goals, special projects, problems to solve, re- reconciliation of differences. Second, the manager is able to ob-
sources needed, etc. that the work plan provides. 1 tain information from the employe that might not be obtained other-
§) !D wise. With this more complete knowledge the manager is better
. able to make sound decisions. Third, where areas of choice exist
How do I determine what my work unit's goals should be? in the work the employe has an opportunity to influence the choice
in Fhe direction of his/her interests which contributes to higher
Hopefully you and your boss have developed a work plan for your motivation and commitment.

job as a manager. This work plan should provide good information
about the goals and priorities for your unit. If you don't have

a work plan for your job, you may have to take the initiative. Q12. What do I do with an employe who won't agree to anything?

Find out what the overall agency goals are and how your work unit

fits into the agency's “"master plan." Then prepare some goals for B A12. Throughout this handbook we have emphasized negotiation and joint
your unit and present them to your boss for approval or modifica- I goal setting as the desirable way of developing work plans. Al-
tion. Once this is done and your unit goals are established you ways try this approach first. However, occasionally an employe
can begin breaking the goals down into individual work plans for for one reason or another will not respond to this process. If
your employes. this happens then you may need to be arbitrary and develop a work

plan for the employe. Be reasonable in setting up the plan, then
hold the employe to it as closely as possible.

I'm confused. What's the difference betwean goals and objectives?

This point has been argued for years. Some writers express goals Q13.  How often should I hold progress review sessions?

as specific, measurable results and objectives as general or broad : .

aims of a long range nature. Others see them the other way around; A13, This depends on the time span covered by the work plan. For goals
that is they see goals as the general, broad, long-range aim and , that are complex and take several months to accomplish it's a good
objectives as specific measurable results. To avoid confusion and : idea to hold progress review discussions once every three months.

a lengthy discussion of what is meant by a goal or an objective, it However keep the door and Tines of communication open so the employe
is suggested that for work planning purposes the two terms be used can discuss problems, strategies, etc. with you more often if this

is necessary. For shorter range goals, shorten the time span ac-
cordingly. If you are attempting to improve the performance of a
marginaI employe, once a month, once a week, or even daily progress
review sessions may be necessary to get the desired results.

inter-changeably. Thus, a goal or an objective in a work plan )
should express the specific end result that you wish to accomplish., ™~

&=
o

-28- ~29-
- M -




Q14.

Al4,

Q1s.

Al5.

Q6.

A16.

islature will
We never know from one year to the next what the geg1s
do or how much money we will have. How can we write goals under
these conditions?

happen in some agencies. Also, in some agencies the

ICliag?ngoa?g are, by cho?ce, fiuid and coqstant]y changing. The
work planning, progress review, and recyc11ng process can be ofk
real help in these situations. First, an important part of wor
planning is assessing resources and developing goals in keeping
with the resources that are available. As resources change so
should agency goals and priorities. Second, work planning forces
agencies to frequently review their goals, re-write them 1fdne—
cessary, then communicate them down the Tine to all whg need to
know, In this way employes can keep up with the changing gga1s ]
and adjust their work plans accordingly so the agency doesn‘t en
up going several different directions when changes take place.

Won't work planning just take up a lot of extra time and add to
the paper work of my job?

ances are you are already spending time with your employes try-
?gg to c1earyup misunderstandings and communfcat1ons problems.
The time spent on work planning probably won't take any more time
than you're presently giving and should gweqt]y reduce these prob-
Jems. Even if things are running smoothly in your unit, the time
you spend on work planning should pay off in terms of increased
productivity and results from your employes, As far as the pap$r
work is concerned, if you and your employes prepare your work plans
in an informal way, possibly even handwritten3 and if you make what-
ever changes are needed throughout the year right on the original
plan, the paper work should not become a problem. Usually paper 4
work volume rises if plans are typed (with many copies) and retype
after each progress review. Another cause of excess paper volume
is §f the work is overplanned; that is, every §ma11 effort and de-
tail written down. Using work planning primarily for high priori-
ties and important areas where the effort will really make a dif-
ference in results should keep the paper work down.

Isn't work planning a substitute for performance appraisal?

This is a frequent misconception. It develops from the fact that
many managersqappraise performance on the basis of accomplishment
against pre-established work plan goa]s. However, work p1ann1ng
and performance appraisal are guite different tools, designed to
fi11 different purposes. For clarification, work planning is a
process for individualizing the agency's plans and goals and re-
viewing progress at frequent interva]siin a problem-solving at-
mosphere. Its main purpose is to clarify what the employe is to
do, sustain interest in doing it and focus attention on better,

e

Q7.

Al17.

more effective ways of doing it. On the other hand, performance
appraisal is the manager's opinion of how well the employve has
carried out the agreed upon work plans and met the day-to-day
responsibilities of the job. In essence, it is the manager's
overall evaluation of how well the employe is doing the job.

Most of my people do a lot of routine work. How do 1 measure
their performance?

Experience has shown that work planning, to be effective, should
be Timited to the project, problem-solving, or innovative aspects
of a job. This means that the manager and employe will have to
separate those portions of the job that have set routines from

those that involve special problems to solve or new approaches to
try.

A current position description is very important for jobs that
contain a high percentage of routine, regularly scheduled, or
day-to-day work. It is important because it provides the employe
and manager a common understanding of the basic duties and re-
sponsibilities of a job out of which work plan goals can evolve,

If the position description is not current, then you and the em-
ploye should up-date it.

By attaching written performance expectations or standards to
the position description the manager has an objective method of

evaluating the regularly scheduled duties of the job not covered
by work planning.

How well the emplove meets these performance standards during
the year can then supply valuable information to the manager when

completing the day-to-day work section of the annual aopraisal
report,

Briefly, a performance standard is a statement of conditions or
results that will exist when a job is satisfactorily done. It
establishes an ideal or target for the employe to shoot for.
Since it spells out desired results it communicates far more
clearly than a Tist of responsibilities alone. Although ideal

in nature, standards should not bhe beyond the reach of the em-
ploye, They should be clear and simple and should be kept rea-
sonable and attainable. Ideally, performance standards for a
position should be developed jointly between manager and employe,

One of the pitfalls of setting performance standards is the ten-
dency to strive for something that looks precise on paper. This
striving for exact measurement can be very frustrating because
few jobs lend themselves to perfect measures of performance. It
is best to remember that what finally emerges as a standard is
of Tess importance than the process Whereby the standard has been
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developed. The main purpose of developing stan@ards of perfor-
mance is not to produce a perfect set of yardsticks etched in
stone, but to open up communications between employe_and manager
about what is expected of the employe in the way of job perfor-
mance on the reqularly scheduled, day-to-day work.

To be effective, a standard should include some concept of quality,
quantity, cost, and time. Here are some sources from which these

concepts can be developed.

@ Personal observation and experience of the employe-and/or
manager

® Past performance records or production reports

@ Time study (analysis of time required to perform a specific
task)

® York sampling (finding out what people do, rather than how
fast they do it)

© An absence of errors, mistakes, or complaints in the work

With some practice, managers usually find that they and their
employes can set standards that not only lend themselves to some
measurement, but communicate very clearly the.performaqce ex-
pectations of the job that will provide a_so]1d and objective
base on which performance appraisal decisions for regularly
scheduled, day-to-day work can be made.

What if the employe doesn't meet the goals that were agreed upon?

First, approach this situation in a pr9b1em-solving way. Try to
find out why the goals weren't accomplished. Ask yourself: vere
the goals clear and understood by the employe? Were the goals
reasonable? "Was sufficient time allowed? Were there adequate
resources? Did the employe have to rely on someone g)se for part
of the work and did they fulfill their responsibilities? Did you
provide the employe help when needed?

Chances are you will find the reason in an answer to one of these
questions. If you do, re-negotiate the goals and set up a new
work plan to overcome whatever barriers or roadblocks occured.

If you don't find your answer in these questions, ask the employe
what happened. Perhaps something interfered that you are not
aware of. If the employe has a reasonable explanation, accept it
and re-negotiate the goals. If the employe does not have a rea-
sonable explanation, perhaps you have a marginal employe on your
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hands. Review the suggestions for dealing with marginal employes
in Section Four of this handbook and set up a new work plan based
on those suggestians.

How are the performance appraisal reports used?

The appraisal report provides the manager with excellent infor-
mation upon which to base recommendations for such things as
training programs, special job assignments, and pay increases.
It is also used in determining Tayoffs. As in the past, copies
of the appraisal reports will be filed in the agency personnel
office and in the Personnel Division. No other use of the re-
ports is anticipated at this time.

Will the new systém help me document cases that become grievances,
etc.?

The work planning and performance appraisal system should cer-
tainly help with those problems Shat are related to employe per-
formance. Because duties, responsibilities, and performance ex-
pectations will be better communicated to, and understood by the
employe, grievances arising out of misunderstanding between em-
ploye and manager in this area should decrease appreciably., If
grievances do arise around the area of performance, the work plans
should provide excellent documentation of what was discussed and
agreed upon. When dealing with a marginal employe it is probably
wise to be extra careful in keeping a written record of work plan
a?reements because if performance continues to decrease, disci-
plinary action may become necessary. In such a case the work
plans will provide excellent evidence of your attempts to help
the employe measure up. It's a good idea to have the employe
carefully review the work plan before agreement is reached.

Most of our goals can't be met by one person. We have a number
of employes responsible for them. What do I do about that when
writing work plans?

Some goals are so large that several employes must work on them
at the same time. It's okay to break a goal down into smaller
parts and divide up the work among your employes. Just make
sure they are not all working on the same part. To ensure gnod
communication and coordination, try using the group planning
method. This usually prevents unnecessary overlap and dupli-
cation of effort. You might even try letting your employes
choose the parts of the goal each would prefer working on. This
te?hnﬁque usually increases employe motivation and improves re-
sults.
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I've tried to discuss performance with my employes in the past,
but they never have much to say. How do I get them to talk
under this new system where it's required for success?

Experience has shown that employes usually have a 1ot more to
say than managers think they do. The key is to encourage them
to talk and to establish an environment where they feel what
they have to say is important. This is done by using their
ideas and suggestions’' whenever possible. By -doing this it
won't take long before they realize that you really want their
participation and involvement.

How flexible can I be in using this new system? Do I have to
following precisely the steps in this handbook?

The only part of the system that must be followed exactly is

the instructions attached to the PD-140, performance appraisal
report form. These instructions are spelled out in detail so
there will be uniformity in reporting. The rest of the system
can be modified to fit the particular needs of your agency, work

unit, or employes. In fact, some experimentation with the systen

will probably improve it. However, it is recommended that you
follow the steps outlined in this handbook until you get a good
feel of the system and where it would be most beneficial to make
changes to suit your needs or situation.

Is this new system really that much better than our 01d system?

That's a good question. In the old system evaluation of perfor-
mance was usually based on the manager's impressions of how well
the employe was doing his job. Often these impressions were not
directly related to job performance. The new system overcomes
this by forcing the manager to set goals and performance expec-
tations in advance, then evaluating performance in relation to
those goals and expectations. It is felt that this is a much
more fair and objective way of appraising performance. Also,
the new system provides the manager with the means to improve
communication, coordination, motivation, and performance in his/
her work unit, However, like anything that is worth pursuing,
the payoff or benefit you will get out of the new system depends
upon how much effort you put into making it work for you.
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APPENDIX

This appendix contains examples of performance appraisal reports,
position descriptions, and work plans drawn from a variety of
state agencies now using the work planning, progress review, and

performance appraisal system.
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STATE OF OREGON

Executive Department — Personnel Division
INSTRUCTIONS FOR PREPARING THE PERFdRMANCE APPRAISAL FORM

Purpose and Use —The attached performance appraisal report form is designed to evaluate employe performance in conjunction with the new performance
appraisal system.

The main purpose of performance appraisal is to help develop and improve the performance of employes in state service. The report is also impartant in
supplying information to decision-making centers that develop pay increase and layoff policies. It may also be used by agences in determining future job
placement, determining developmental needs of people, and selecting employes for special training.

Who is Appraised — All regular employes must be appraised annually on a date established by the appeinting authority. New employes must be appraised at
least fwo weeks before the end of their trial service period.

Who Does the Appraisal — Performance appraisal reports are to be done by the person designated as the immediate supervisor of the employe,

What is Appraised — The work itself, and more importantly, the results of work accomplished are the emphasis of the performance appraisal report. The ap-
praisal should compare an employe’s performance with the goals which the sypervisor and the employe agreed upon for his job as well as expectations on
day-to-day work. It is assumed that the following steps have been taken prior to completing the appraisal report:

(a) The supervisor and employe have planned the work and agreed on goals to be mef.

(b) Times have been set for getting the desired results.

{e) The supervisor and employe have agreed upon how well the work is to be done.

() Needed resources have been identified and agreed upon,

(e) Dates have been set throughout the vear for the supervisor and employe to get together and check the progress of the work ~ whether it is going as
planned. ’

() Needed changes in the goals have been made and agreed upon.

HOW TO PREPARE THE FORM

omplete in Triplicate — The performance appraisal form is a three copy form. The original copy remains with your department, the pink copy is sent 1o the
sonnel Division, and the blue copy is given to the employe.

Heading of the Form — Be sure 1o fill in all the items listed. Name of Employe. State Agency. Social Security Number, Classification Number and Position Title.
Section (Division, Unit, etc.). Report Period (Dates showing length of time covered by the appraisal). Rating for either Trial Service, Annual, or Special Appraisal.

Evaluation Categories — Be sure to thoroughly consider and answer all of the evaluation questions.

L. Summary of Major Work Accomplished.

A. Briefly describe the major work done well during this reporting period: This asks for an overall summary or overview of all the werk that was done
well during the period covered by the report. Include both planned and day-to-day or regularly assigned work. Concentrate primarily on those areas
of major responsibility. Do not consider uncompleted work or poor performance under this category, they will be covered under ather sections of
the report.

Il. Evaluation of Performance Under the Work Plan.
A. Were the major results agreed upon achioved? Under this category you should describe or spell out the majer work agreed upon under the work
plan and ind?cate whether or not the desired results were achieved.

B. To what extent and how well was the planned work done? Consider here whether or not all the work agreed on was accomplished. Also, if it was
accomplished as well or better than expected.

C. Were there problems in getting the desired results? List any problems that interfered in carrying out the major work outlined in the work plan.

D. if there were problems in getting results, what actions were taken? Specify the course of action you and the employe toock to resolve the above
problems and the result of that action.

. Evaluation of Performance on Day-to-Day Work not included in the Work Plan,
A. Was the major day-to-day work done as expected? This question refers to the regularly assigned, day-to-day responsibilities of the -job that are not
covered by the work plan.

B. To what extent and how well was the day-to-day work done? Did the employe get all regularly assigned work done? Was the work accomplished as
well or better than expected?

S C. Were there problems in getting the desired results? Here you are to list any major problems that inferfered with the achievement of results in the
@ regularly assigned or day-to-day work,

D. If there were prohlems, what actions were taken? Specify the course of action you and the employe took to resolve the problems that interfered with
the accomplishment of the day-to-day work and the results of that action.

(SEE BACK)




VI,

Be sure to thoroughly discuss the performance appraisal report with the employe and have it signed before the pink copy is sent to the Personnel Division, ~

Evaluation of Work Relationships.
A. What kinds of reiafionships with other people are important to getting results on this job? Specify any relationships with the public, other agency
people, other employes, etc., that are important to getting results either on the work plan or day-to-day aspects of the job.

o

C. If there were problems, has the importance of this been talked over with the employs? State any major relationship problems the employe had that
sinterfered with getting the job done and specify how you and the employe dealt with these problems.

Employe Development.

A. List one or more developmental opportunities planned for this employe. State how you intend to help the employe grow during the next appraisal
period. Examples might be taking a special class or course of study, on-the-job training, a special assignment in a new area, or filling in for you while
you are on vacation.

B. The following developmantal opportunities are being considered for inclusion in a future work plan. State the developmental goals you plan for

the employe during the next appraisal period.

Summary Evaluation.

A. Makes superior contribution in nearly all areas. This category should be reserved for those rare employes who have made a major contribution to
agency efficiency or effectiveness in addition to being excellent in the overall work. Be sure fo cife examples of the employe’s superior cantribution,

B. Meefs requirements for all areas, perhaps exceeding some as described below. This category refers to the employe who generally does a good job,
gets all work done, has few or no major “shortcomings,” and perhaps has even exceeded expectations in some arzas of the job. Be sure to
describe those areas where expectations have been exceeded.

C. Meets most requirements but does need improvement in areas listed below. This category refers to the “horderline” employe who does a good job
in some areas but needs definite improvement in others. Be sure to list those areas where improvement is desired.

D. Meots faw requirements and needs improvement in areas listed below. This category refers to the employe who just doesn’t measure un. Improvement
is needed in so many areas that there is real question about whether or not this employe will make it on the present job assignment. Again, he sure

to describe those areas where improvement is needed.

SIGNATURES

How well did the employe establish and maintain these relationships? This question asks you fo make a decision about how well the employe works
with other people in relation to the results areas specified in the above question. &L

¢
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PD-140 Rev. 7-72

Complete in Triplicate:
Original for Department
Pink Copy for Personnel Division

@nd Blue Copy for Employe

STATE OF OREGON

Executive Department, Personnel Division

REPORT OF PERFORMANCE APPRAISAL

NAME OF EMPLOYE]

STATE AGENCY'

SOCIAL SECURITY NO, |

CLASS NO. AND TITLE |

SECTION ‘

REPORT PERIOD '

From: To:

RATING FOR:

Trial Service Annual

Special

(If additional space is needed for comments, you may add extra pages.)

I. Summary of Major Work Accomplished: (Summar i ‘
. : y should include both planned and regularl
A. Briefly describe the major work done well during this reporting period: auierly scheduled work)

Il. Evaluation of Performance Under the Work Plan:
A. Were the major results agreed upon achieved?

B. To what extent and how well was the planned work done?

C. Were there problems in getting the desired results?

D. If there were problems in getting results, what actions were taken?

lIl. Evaluation of Performance on Day-ta-Day Work not Included in the Work Plan:
A. Was the major day-to-day work done as expected?

B. To what extent and how well was the day-to-day work done?

C. Were there problems in getting the desired results?

D. If there were problems, what actions were taken?

(SEE BACK]




STATE OF OREGON STUDY ATTACHED INSTRUCTIONS CAREFULLY BEFORE
EXECUTIVE DEPARTMENT PERSONNEL DIVISION COMPLETING
. R . POSITION DESCRIPTION THIS FORM 1S USER TO DESCRIBE A NEW POSITION OR TO
IV, Evaluation of Working Relahonshlps: . vi 1o PO 122 RE.DESCRIBE AN EXISTING FOSITION
A. What kinds of relationships with other people are important to getting results on this job?
| APPROVED CLASS (THIS BLOCK FOR PERSONNEL DIVISION USE} USE) CLASS NO. POSITION INVENTORY NO
,( . 0012 22
*}\I’ PhcCOMMENDED CLASS 3. PRESENT GLASS. IF EXISTING POSITION
B. How well did the employe establish and maintain these relationships? Secretary 2 Secretary 2
¢ . 4. AGENCY . . . e . 5. WORK UNIT . 6. LOCATION (ROOM NO + BUILDING - CITY:
Childrens Services Division| Staff Development Unit 1 Salem
has the importance of this been talked over with the employe? i |7, THis FOSITION IS OCCURIED BY: (NAME) 8. WORKING TITLE OF POSITION
C. If there were problems, has p ‘ $ai1y Ann Smith Secretary
9. THIS DESCRIPTION 1S INTENDED TO SHOW: 10, THIS POSITICN IS & PERMANENT D LiM DURATION 3 SEASONAL
V. Employe Development {3 A NEw PosiTioN [ GHANGES IN EXISTING POSITION (Revi sed) ¥ FuLL.Tive O paRT.TIME
. Employe : )
. List or more developmental o pOi’fUnmeS P{anned for this employe: . 111 SUMMARY STATEMENT OF THE DUTIES OF THIS PQSITION (DESCRISBE IN ONE SENTENCE IF POSS]aLE
A. List one P P ¥ Secretary ~ receptionist for Staff Development Unit
12. DESCRIPTION OF DUTIES—NOTE: THIS 1S THE MOST IMPORTANT ITEM ON THIS FORM BE SURE THAT YOU UNDERSTAND THE INSTRUCTIONS HEFQRE COMPLETING THIS SECTION
SHOW APPROXIMATE TIME SPENT ON EACH DUTY BY PERCENTAGE OF TOTAL TIME., OR MOURS PER DAY, WEEK, OR MONTH
B. The following developmental opportunities are being considered for inclusion in a future wark plan: | e WORK PERFORMED
Opens and distributes all incoming mail for Unit.
VI. Summary Evaluation: Prepares all outgoing mail for pickup.
A. [ Makes superior contribution in nearly all areas. (Give examples of major innovative contributions to work or | Receives visitors and directs them to appropriate Unit employees.
organization improvements.) ‘ . . ‘
Answers phones for Unit, directing calls to appropriate employees.
Provides information on routine inquiries.
{D ; % Types letters, reports and other information from rough draft or dictating
B. [ Meets requirements for all areas, perhaps exceeding some as described below. AR machine.
{ Maintains files and records and pulls information as requested.
3- Prepares monthly statistical reports.
st requirements, but does need improvement in areas listed below. | Orders and maintains office supplies for Unit.
C. [J Meets most req / ,
A
Maintains calendar and schedule for conference room.
) Maintains time cards for unit employees,
!
. . i
D. [J Meets few requirements and needs improvement in areas listed below, !
| have seen & copy of this appraisal and it was discussed with me.
EMPLOYE DATE SPERVISOR DATE
("s 2. IF ANY OTHER POSITIONS IN YOUR AGENCY HAVE ABOUT THE SAME DUTIES, LIST TITLES AND NAMES OF EMPLOYES. THREE ARE SUFFICIENT.
D@
L None.
DATE REVIZWER DATE
APPOINTING AUTHORITY USE EXTRA SHEETS IF NECESSARY PART 1~—INSTRUGTIONS
PART 2= (WHITE)~—WORK SHEET
SP*79660.105 PART 3——(BUFF)~—+PERSONNEL DIVISION
PART 4~ (GCREEN ~—AGENGY (QUPLICATE;




14, LIST DIVISIONS, SECTIONS, UNITS, ACTIVITIES, AREAS, WARDS, ETC. SUPERVISED QR FOR WHICH INCUMBENT IS RESPONSIBLE.

None

15. IF INCUMBENT DIRECTLY SUPERVISES FIVE OR FEWER EMPLOYES, LIST THEIR NAMES AND GLASSIFICATIONS, IF MORE THAN 5, SHOW THE NUMBER OF EMPLOYES FOR
EACH CLASS.

NAME AND NUMBER OF EMPLOYES CLASS WORKING TITLES

.None

16, DESCRIBE THE AMOUNT AND KIND OF SUPERVISION EXERCISED OVER THIS POSITION; HOW IS WORK ASSIGNED AND REVIEWED?

General office work is assigned by the office manager. Some typing and special reports
or projects are assigned by various Unit employees.

17. NAME CLASSIFICATION, AND WORK!NG TITLE OF IMMEDIATE SUPERVISOR %}

Secretary 4, 0ffice Manager

18. DESCRIBE THE KIND AND AMOUNT OF CONTACTS REQUIRED

Frequent contact with public and other state agencies

18. WHAT ARE THE TYPE AND FREQUENCY OF DECISIONS REQUIRED AND RESULT OF ERRORS

Errors in information provided over the phone could cause misunderstanding and

% TIME % TIME
TRANSCRIPTION OF SHORTHAND,

CHECK HERE

affect Unit reputation.
B. I‘F Jon REQUIR“ES THE
TRANECHIETIGN oF Nachine

20, A. IF JOB REQUIRES TYPING,
X CHECK HERE

c. [:] IF JOB REQUIRES THE TAKING AND | % TIME

21. LIST ANY MAJOR EQUIPMENT, TOOLS, MACHINES, OFFICE MACHINES OR MOTOR VEHICLES OPERATED ON JOB AND SHOW PERCENT OF TIME

t

*
k]

9-1-72

10%
10%
15%
40%

5%
15%

5%

Date
% WEIGHT

Answers
Typing
tri-

is

CSD - Staff Development Un
Outgoing

Trudy Jones

tors.

:00AM.
isi

Sally Ann Smith
00PM.
pared for d

-
.

Courteous to callers.

tely.

PositionSecretary - Receptionist

Organization
Supervisor

Name

22. WORK SCHEDULE-—CHECK X MoN. FRI, 23. WORKING CONDITIONS: DESCRIBE UNUSUAL RISKS, EXERTIONS, OR DISAGREEABLE ELEMENTS
HRS. PER DAY & TuES. SAT.
HRS. PER WEEK X weD. SUN. None
HRS PER WEEK ON CALL B4 THURS.

24. A. FORMAL EDUGCATION REQUIRED FOR THIS POSITION

{7 Less THAN HIGH scHooLXXHIGH scHooL [ BUSINESS.VOCATIONAL SCHOOL [} SOME COLLEGE [J] COLLEGE GRADUATION [J GRADUATE STUDY

B. ACADEMIC COURSE WORK AND/OR MAJOR YEARS DEGREE €. SPECIAL TRAINING REQUIRED RN @

,_

28. EXPERIENCE REQUIRED

Two years secretarial experience.

26. SPECIAL SKILLS REQUIRED

Typing and dictating machines.

27. IF RECLASSIFICATION |S REQUESTED, GIVE REASON, AND SUMMARIZE MAJOR CHANGES IM THE POSITION

Reclassification not requested. This position description reflects revisions to
reflect current duties and responsibilities.

Y

I HEREBY CERTIFY THAT | HAVE READ THE INSTRUCTIONS AND THAT THE ANSWERS ARE MY OWN AND ARE TRUE TO THE BEST OF MY KNOWLEDGE.

SIGNED 4 / / '
A@ o 5By e T 9a1-72

DEPARTMENT HEAD OR REP&{SENTATIVE: PLEASE ADD ANY COMMENTS, CRITICISMS, OR SUGGESTIONS,

None

PERFORMANCE

TO THE BEST OF MY KNOWLEDGE, THE STATEMENTS MADE HEREIN ARE ACCURATE AND COMPLETE EXCEPT AS NOTED ABOVE, | UNDERSTAND 1}] ¢
IF THE PROPOSED CHANGE I$ APPROVED THE INCUMBENT MUST QUALIFY FOR THE NEW CLASS,

SIGNED INAME . TITLE) DATE

ATTACH EXTRA SHEETS IF NECESSARY

PERFORMANCE STANDARDS

on to

1

t and accurate when pre

bution outside of Uni

1ne 1nquiries accura

descript
Reports are accurate and completed by the 10th

of each month.
Office supplies are available whenever needed.

Directs calls to appropriate employees.
Meets deadlines for letters and reports.

Incoming mail distributed by 11

mail ready for pickup by 4
Files are current and up-to-date

Courteous and helpful to all v

Answers calls promptly.

rout
is nea

FORMAT
ion

2 s =

th the posit

ion wn

STANDARDS
t

n conjunc

MAJOR RESPONSIBILITIES

Statistical Reports

Mail
Receptionist
Phones
Typing
Filing
Supplies

set performance standards for regulariy scheduled work not included
the work plan.

This form can be used

in

2
3
6
7

No.




— & -
=4 WORK PLAN?RHAT 1
» B
NAME : Sally Ann Smith POSITION: Secretary - Receptionist
DATE: 9-1-72
GOAL NO. DESCRIPTION OF GOAL CRITERIA FOR ACCOMPLISHMENT
1 Clean out files. Box for storage anything Files cleaned out by 11-1-72
over two years old.
2 Learn more about services and resources Percentage of calls referrad to other employees to
of Unit so more questions can be answered decrease by 50% by 1-1-73
without having to refer callers to other
employees.
3 Brush-up on shorthand at Salem Business Pass 80 word per minute shorthand test by 2-1-73

School. Course to be paid for by agency.
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PD-140. Rev. 7:72 STATE OF OREGON
Complete in Tr - Vcate: Executive Department, Personnel Division
Original for Department

Pink Copy for Personnel Division

%i * 3 and Blue Copy for Employe REPORT OF PERFORMANCE APPRAISAL
% } NAME OF EMPLOYE] | STATE AGENCY]
| Sally Ann Smith Childrens Services Division
§ SOCIAL SECURITY NO. | CLASS NO. AND TITLE | SECTION
551-48-5606 0012 Secretary 2 Staff Development
_REPORT PERIOD l RATING FOR: |

9-1-72 . 3-1-73 XX

From: Trial Service Annual Special

(If additional space is needed for comments, you may add extra pages.)

l. Summary of Major Work Accomplished: (Summary should include both planned and regularly scheduled work,)
A. Briefly describe the major work done well during this reporting period:

Receptionist and phone duties handled well. Has met deadlines with letters and reports.
Monthly statistical reports have been well done.

ll. Evaluation of Performance Under the Work Plan:
A. Were the major results agreed upon achieved?

Mostly.

B. To what extent and how well was the planned work done?

Two of the three agreed upon goals were achieved very satisfactorily.

C. Were there problems in getting the desired results?

There were problems with one goal.
D. If there were problems in getting results, what actions were taken?

Due to increased demands for typing the goal tc clean out the files was not reached.
A new goal to accomplish this will be set up for the future.

IIl. Evaluation of Performance on Day-to-Day Work not Included in the Work Plan:

v A. Was the major day-to-day work done as expected?
es.

B. To what extent and how wel! was the day-to-day work done?

Very well, no problems.

C. Were there problems in getting the desired results?
No probiems.
D. If there were problems, what actions were taken?

No action necessary.

(SEE BACK]




IV, Ewvaluation of Working Relationships:
A. What kinds of relationships with other people are important to getting results on this job?

Must be courteous and helpful to visitors and phone inquiries.

B. How well did the employe establish and maintain these relationships?

Excellent
C. [f there were problems, has the importance of this been talked over with the employe?

Not necessary.
V. Employe Development:
A, Llist one or more developmental opportunities planned for this employe:

Employee took shorthand course during the fall. Has completed course and passed 80 word
per minute test.

B. The following developmental opportunities are being considered for inclusion in a future work plan:
Prepare to take Oregon Secretary 3 exam.
Vi. Summary Evaluation:

A. [ Makes superior contribution in nearly all areas. (Give examples of major innovative contributions to work or
organization improvements,)

B. [X} Meets requirements for all areas, perhaps exceeding some as described below.

Exceeds requirements for typing production. Has handled increased demands without
sacrificing accuracy nor missing deadlines. ‘

C. [ Meets most requirements, but does need improvement in areas listed below.

D. [0 Meets few requirements and needs improvement in areas listed below.

| have seen a copy of this appraisal and it was discussed with me.

TAwdry Moo 3113

\L%%, éw/)/w 3-1-73

EMPLOYE DATE

) SUPWISOR 7 DATE

APPOINTING AUTHORITY DATE REVIEWER DATE

SP*79480.105
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§ Employee

WORK PLAN FEaAT 11

Dana  Puntan

j Working Title

Setrnetowy I

Period of Work Gecy,
A o

Progress Review Dates

‘72

@
to _Guly, ‘73

4 v
%. ‘72

7
Manager Duke ?%7423‘% Ned . 72,
Inan, 73
¥ Major Work Plans, Assignments Agreed Upon Criteria for Starting Completion Major Accomplishments and
& and Projects in Priority Order Accomplishment Date Date HWork Not Yet Completed
Est. |Actual Est.| Actual ’
—_ . 717 172
7o clean Lp- LA Brog L%»Ai?’d,ajie 2 -
/6(«4%‘/3«&? Mwe M 6,; sﬂf}n )) /975
U~ 2o - d,a,a w
76 CZ/?LuZﬁi dn iszb4lii Manuwal o ,4¢46244z 1914079[EP %)y I-1-73
2
’Lﬁ4t621~mxzk /2 5

Usually, major areas are 1imited
to 5. In addition to direct pro-
gram objectives, consider indi-
rect but supportive objectives
such as personnel development,
methods improvement, fire and
accident prevention, etc.

What are the results expected in
quality and quantity. How will
they be measured? Does the sub-
ordinate know that this is what

he is exnected to accomplish? Will
he have sufficient manpower and
budgetary resources?

A e ctecwanen e knmemm e -

For,

Situational factors, major
position responsibilities
not yet assigned, and
manager's conclusions, see
reverse side,




WORK PLAN AT 11

Employee _ Dopmax “1}4%77L414241 (fkifvzbe) .

Working Title

Manager

Period of Work

©

to

Progress Review Dates

| Negean ali vn fasia

W and AJecre
el SR

wiltf be aple 2o
Pnevide Kby avd
Aot o st
offiee /Mﬁf% :

Major Uork Plans, Assignments Agreed Upon Criteria for Starting Completion Major Accomplishments and
and Projects in Priority Order Accomplishment Date Date Work Not Yet Completed
Est. JActual Est.]| Actual '
_,’7Zr ;ZSLébvwﬁ ,4u&£&hiiz;{¥ ﬁh/cAﬁfy Andinn, 4 5Pbb£4— 77-21 7-1473

Usually, major areas are limited
to 5. In addition to direct pro-
gram objectives, consider indi-
rect but suoportive objectives
such as personnel development,
methods improvement, fire and
accident prevention, etc.

tWhat are the results expected in
quality and quantity. How will
they be measured? Does the sub-
ordinate know that this is what

he is exoected to accomplish? Will
he have sufficient manpower and
budgetary resources?

For,

Situational factors, major
position responsibilities
not yet assigned, and
manager's conclusions, see
reverse side,




& WORK PLAN At 1 |~
NME: SANDRA TBBEATTIE POSITION: SECRETARY I
DATE:  wuiy i, 1972
GOAL NO. DESCRIPTION OF GOAL CRITERIA FOR ACCOMPLISHMENT

®

_

7¢e DaEVELsP A ANWLEFDEE
OF THE OVERALL oFF,cE
JROCED URES oF 7THE
UN T

To DEVELOP A ANowicpes
OF AIR QualiTy Con-
TRok PRoCEDURES,

. m e e« e e awmama e

LS ABLE 7o HANDAE [B/LLS,
PERSsNNEL FoRMS,
O'R'DERSJ

Suppl y
CopPy/NG AND

PRINTING, AND 6RDER/NG

MNoTo R PooL CAHARS B)’
Sdusy 1, /773.

T's BBLE 72 PRoviDA
ASSISTANCE 75 THE AIR
QUALITY CoNTReL CLERKS,




= WORK PLAN F@PAT II @
Employee Fred k/&e/m Period of Work jlzza,g{ /772 o _Qune /973

i e
§ Working Title DuretlaA Progress Review Dates  edesufAen [, 17273

j Manager /’FAMJ Sen/ptes  Duriegesn

Major UWork Plans, Assignments Agreed Upon Criteria for Starting Completion Major Accomplishments and
and Projects in Priority Order Accomplishment Date Date Hork Not Yet Completed
Est. {Actuai Est.| Actual

;7% %ﬁ—d@&,4/&w1~ Euﬁ%y Caﬁ%%ffy— 3-72
| log of S0 appbic - by #-73
B

/\MZ e e | Redite Aomn W 57z
| 2 anviedt- Z’waf’e‘ of 2 %;‘/‘(5
g - iy a Z
/bgri/tcﬁ i | 0 57 fj%@

I 6~73

Usually, major areas are limited What are the results expected in For,

to 5. In addition to direct pro~f quality and quantity. How will Situational factors, major
gram objectives, consider indi- they be measured? Does the sub- position respensibilities
rect but supportive objectives ordinate know that this is what not yet assigned, and

such as personnel development, he is exnected to accomplish? Uill manager's conclusions, see
methods improvement, fire and he have sufficient manpcwer and reverse side.

. accident prevention, etc. budgetary resources?

O M R s - - -
5 .




'_ Manager

et

Employee é;;huﬁé{ Zé§zéauawl

WORK PLAN RG@AT 11

15/2:c¢1¢'/f“> .

Period of Work

¢

to

Working Title

Progress Review Dates

Major HWork Plans, Assignments Agreed Upon Criteria for Starting Completion Major Accomplishments and
. and Projects in Priority Order Accompiishment Date Date Hork Not Yet Completed
Fst. JActuai Est.]| Actual
5-72

To dev -
Zﬁéa;iz;j§2u4

07L2kéhi14;7“ /&UuaﬂieciltAi%L

Aevid 074«’,5\ dnd Nea
fe/\ &L»/XQ/WM Jy

/6;1 g-72

- such &s personnel development,
. methods improveméent, fire and

Usually, major areas are limited
to 5. In addition to direct pro-
gram objectives, consider indi-
rect but supportive objectives

accident prevention, etc.

What are the results expected in
quality and quantity. How will
they be measured? Does the sub-
ordinate know that this is what
he is expected to accomplish?
he have sufficient manpower and
budgetary resources?

Wil

e et wm vy = = -~
7 *

For,

Situational factors, major
position responsibilities
not yet assigned, and
manager's conclusions, see
reverse side.

i N
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County land.

12-73.

County Classification
Committee.

@ Form: 629-5-1-3-720.1 @
WORK PLAN @
Doug Fir
Employee: g Work Period Covered: Dec. 1972 - Dec. 1973
Py

Working Title: Forest Officer Review Dates: May 1973

Supervisor: Jennings Pug.1973
Nov.1973

Eoals and Action Required Criteria and Coordination Dates

to Accomplish These Goals Accomplishment Resources Required Considerations Start Complete

To evaluate present unit Plan developed by 6-73. | Time Approval by Jennings 12-72

protection equipment and

develop an equipment improve-

ment plan.

To evaluate present maintenancd Plan developed by 12-73.| Time USFS F 12-72

plan for protection roads and Forest Industry

develop a new plan to fit Landowners

future protection needs.

To develop a new industrial Inspection program

operation inspection pro- developed by 8-73 Time Forest industry, land- 4-1-73

gram to avoid duplication of owners, Environmental

inspection with Forest Practics Quality Dent.

Act. _

To classify all Umatilla Landvclassified by Time {init Forester, landownersy 2-1-73

List in Order of Priority

How will we know when the

goal is accomplished?
What are the quidelines

Latn mmmane L P Y
H

Finances, manpower,
equipment, etc.

L

Who else will be affected
or have part in this work

Some dates may be
of a continuous
nature.




|

Employes: __ L)

WORK PLAN

Form: 629-5-1

-

-3-720.1 %

Work Period Covered: M__‘W.B

Working Title: W Bos, Review Dates: fﬁ 73
Supervisor M' 1;

Goals and Action Required Criteria and Coordination Dates
.to Accomplish These Goals Accomplishment Resources Required Considerations Start Complete
Te davsdop o Pro~ | Pratrdusr dowr |-5-73

Cedman £ &u - ""*d ;“d

¢;lﬁé§g;~7;f G, 4$~UO‘¢0&" 5 7 ::: 4%3:

e el m 7

Wj Of L Fab.j, 73,

o TF I8
maA& dm, a),o&a- o o 1~73
Leteced thz.g by spd ), 78

TS dsvalop M WUnde kP Nou Raviter Caonsat | 1-5-73
| ).Ad‘ Atovderds 5"‘ ? »6';* 2 aéi‘mdu&s
fr b Mg . @M ,; ‘oo’ Vi Sousa

List in Order of Priority

3

How will we know when the
goal is accomplished?

Finances, manpower,
equipment, etc.

What are the quide!ines

F e

Who else will be affected
or have part in this work

Some dates may be
of a continuous

nature.




- cn | .' . WORK_RLAMN *
Employee.  Frototnfo %[v\mmcl?% Period an&, /972 Zo z,%w_e /2732
Position _ ddamans - W Progress Review /Va7/ 72, 4@4« ’73 Fay T3
| Appraisal Date W / //73
| GOALS MEANS TG ACCOMPLISHMENT PROGRESS MEASUREMENTS COMPLETION DATE REMARKS
7o edif and | 7o Sale for Deibudulid Ay
&MGIA‘AA&#«@ W/{Mﬁ 57 W./} /973,
pubbdalin of | Fof. ), /7732
Al Dedbnt?
PW'
%lMW TS(&&AM I*% Y—ﬂ’éfr/
Wﬁi& w p/\,wtwvi /J} W /) 1993,
Wd@% ﬂf 7 [) /993
WW Etmirs]
Mmm@‘&w s W/
avataf and )5, 1793
T . / .
T atd unds .
\




e ' k WORK_SU AN L
@ © @
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' g
Position Progress Review
Appraisal Date
PROGRESS MEASUREMENTS COMPLETION DATE REMARKS

GOALS

MEANS TO ACCOMPLISHMENT

7 ) 4
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WORK PLAN: PROGRESS REVIEW AND RECYCLE

EMPLOYEE Lyle Russell PERIOD OF WORK dJan. 1, 1973 mo Jan. 1, 1974
WORKING TITLE Psst. Area Supr. PROGRESS REVIEW DATE  April 1973
SUPERIOR Dave Fredricks July 1973
PURPOSE/FUNCTION OF posITION 10 858ist Nct. 1973

the Area Supervisor in supervising all the
—$functions—of-the-SalemBranch—Offiees—B.V.A.

The following:pages ask for you and your superior to sit down in conference and
think about your present job now and for the coming year.

Three kinds of responsibilities are explored on the following pages and you and
your superior are asked to think through some questions about the plans for
your job for the coming year. As a start, you may want to set quarterly objec-
tives.

1. The.first worksheet calls for you to define your regular,
ordinary, routine, or recurring responsibllities, and to
state a criteria for acceptable performance in each area
of major responsibility.

2. The second worksheet grows out of your answers to the first
and asks you to define two or three present problems you
face in your job, and your plan for solving them in the year
ahead. List only the two or three that you and your super=
visor decide are the most pressing or have the highest
priority.,

3. The third worksheet asks for your statements on what
innovations, changes, or improvements to present conditions
you plan to work on or install during the coming year.
Again, list only the two or three that have the highest
priority. '




B Spigl

WORK PLAN: CATEGORY I

{ . . .
‘List your major ongoing responsi-

bf@'ties beTow. Include working

‘pr¥edures in this column and not
performance standards. List
‘responsibility in any logical

order which may be: order of
jmportance, order in which per-
formed, etc.

List the agreed upon criteria
for accomplishment. (perform-
ance standards) Opposite each
responsibility, record the
standards which describe fully
satisfactory--not perfect--
performance, and number each
standards to correspond to the
responsibility to which it
applies (i.e., standards for

#1 should be 1a, 1b, etc.)
express standards as results
desired. Use as many standards
as are necessary to reflect
fully satisfactory performance.

Progress Review----
Cbtain data, and compare
actual performance
against the criteria.
Consider:

How well?

How much?

1. Act for the Area Suparvisor in
his absence.

2. Carry out any directives from
the Area Supervisor and keep
him informed of all processing
activity through weekly and
monthly reports.

3. Direct and control all phases of
;’@Loan Processing and Security
“Whanagement functions through
direct supervision and the
Unit Managers.

4, Maintain a constant check of
application in process by
weekly analysis of weekly
statistical reports and pre-
liminary processing control
sheets.

5. Maintain a constant review of
all processing procedures,
training methods and develop-
mental programs for all
employees.

6. Ratify Loan Officer's action on
Farm and Mobile Home Loan
requests.

1. Confer with Urban Appraiser
Area Manager as needed regard-
ing items of current concern.

8.7 Consult with District Represen-

tatives as needed regarding itemsg

of current concern,

la Mo routine work deferred
pending return of Supr.

2a A1l tasks assigned completed
promptly and accurate reports
submitted when due,

3a Satisfactory work flow main-
tained with minimum of
errors.

4a Any problem areas spotted and
immediate corrective measure
taken.

5a Weekly staff and training

. meeting held,

5b  Work plans in effect for all
employees.

5¢c Training and development file
established for each employee

6a A1l loan approval actions
taken in accordance with
established underwriting
criteria.

7a’ Full cooneration and commun-
cations maintained between
Valuation and Processing
Units.

8a Full cooperation and commun-
ications maintained between
District Pepresentatives and
Processing Units.
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WORK PLAN: CATEGORY II
Starting Completion List the major accomplist
List the problems to be solved or List the agreed upon criteria for Date Date ments and work not yet
special projects to be undertaken. accompiishment. Est. [Actual |Est. |Actual | completed.
1. Establish work planning for la Written work plans in existence

all employees in the Salem
Branch Office.

2. Develop a work flow pattern
that will be compatible with
the installation of a word
processing center. Also,
train Loan Officers and
clerical staff as needed in
connection with new
work flow pattern.

3. Increase percentage of

" applications processed to
first action within 10
working days to 70% by
May 1, 1973, and to 85% by
August 1, 1973.

2a

2b

3a

for each employee.

Revision of all correspondence
to gain maximum utilization of
MTST.

A11 Loan Officers trained in use
of dictaphone.

A1l assigned secretaries trained
in use of MTST and transcribing
equipment.

Processing time to firsf action
reports will verify results
accomplished.




WORK PLAN: CATEGORY III

7 “
@ 3 List the innovations or new ideas you plan to work on
for thne coming year:

1. IDEA: Investigate and implement changes needed to close loans more rapidly.
WHEN ¢ By August 1, 1973.

HOW: " Have processing Loan Officers include in their work plans development
of procedural changes needed to accomplish the stated goal,

RESULTS: Better service to the veteran and decrease in number of applications
' . in process.
2. IDEA: Involve aThkloan Officers in office loan closings.
WHEN : By June 1, 1973,
HOW: Change applisation assignments to ioan Officers to a straight

rotation basis.

RESULTS: Workload will be distributed more evenly and Loan Officers not now
closing loans will benefit by gaining additional experience.

g
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STATE OF OREGON
EXECUTIVE DEPARTMENT PERSONNEL DIVISION

POSITION DESCRIPTION

STUDY ATTACHED INSTRUCTIONS CAREFULLY BEFORE
COMPLETING

THIS FORM iS5 USED TO DESCRIBE A NEW POBSITION OR TO
RE.DESCRIBE AN EXISTING POSITION

Administrative Analyst

PO 122
|. APPROVED CLASS (THIS BLOCK FOR PERSONNEL DIVISION USE) USE) CLASS NO POSITION INVENTORY NO
p . 0047 0580001
;WOMMENDED CLASS 3. PRESENT CLASS, IF EXISTING POSITION

Administrative Analyst

4. AGENC 5. WORK UNLT

Y « e .. .
Personnel Division Training Unit

6. LOCATION (ROOM NO . BUILDING . CITY:

Salem

7. THIS POSITION IS OCCUPRPIED BY: (NAME)

Ted Trainar

8. WORKING TITLE OF POSITION

Training Coordinator

9. THIS DESCRIPTION IS INTENDED TO SHOW: .
{J A NEW POSITION [¥ CHANGES IN EXISTING POSITION (Rev’j Sed)

10. THiIS POSITION IS é PERMANENT 0 LM, DuRATION ] SEASONAL

® rFuLL.TIME 3 PART.TIME

11. SUMMARY STATEMENT OF THE DUTIES OF THIS POSITION (DESCRIBE IN ONE SENTENCE IF POSSIBLE)

Locate, develop, provide, and coordinate a variety of training resources as a service to state

2. DESCRIPTION OF GUTIES—NOTE: THIS IS THE MOST IMPORTANT ITEM ON THIS FORM BE SURE THAT YOU UNDERSTAND THE INSTRUCTIONS BEFORE comnz-rmaganeéc&s“
SHOW APPROXIMATE TIME SPENT ON EACH DUTY BY PERCENTAGE QF TOTAL TIME, OR HOURS PER DAY. WEEK., OR MONTH

TIME WORK PERFORMED

will be up-to-date and relevant,

Evaluate on-going training programs.

b—— .

Provide consultation to state agencies to assist them in identifying training
needs, establishing training priorities, and locating training resources.

Locate resources to meet identified agency training needs and priorities.

3‘ Coordinate training efforts with other Personnel Division staff, ie., training
staff, generalists, public service careers staff, etc.

Develop training programs to meet identified agency training needs and nriordties
where other resources are not readily available.

Study trends and developments in training and related areas so the above efforts

Sam Trainer, Training Coordinator
Betty Trainer, Training Coordinator

’@ IF ANY OTHER POSITIONS IN YOUR AGENCY HAVE ABOUT THE SAME DUTIES, LIST TITLES AND NAMES OF EMPLOYES., THREE ARE SUFFICIENT

USE EXTRA SHEETS IF NECESSARY

PART 1~—{NSTRUQTIONS

BARAT 2=—(WHITE:—=WORK SHEET

PART 3I~— (BUFFI~~PRERSONNEL DIVISION
PART 4—IGREEN:~—AGENCY (DUPLICATE!




14 LIST DIVISIONS, SECTIONS. UNITS, ACTIVITIES, AREAS. WARDS, ETC SUPERVISED OR FOR WHICH INCUMBENT IS RESPONSIBLE.

P\

tlone

15 IF INCUMBENT DIRECTLY SUPERYISES FIVE OR FEWER EMPLOYES, LIST THEIR NAMES AND CLASSIFICATIONS. IF MORE THAN 5, SHOW THE NUMBER OF EMPLOYES Fon]

EACH CLASS \ :

T it U ‘

NAME AND NUMBER OF EMPLOYES e e P ) @
A
None

-.16, DESCRIBE THE AMOUNT AND KIND OF SUPERVISION EXERCISED OVER THIS POSITION: HOW IS WORK ASSIGNED AND REVIEWED?

Work is assigned on a project basis and reviewed against goals and results
accomplished.

17. NAME CLASSIFICATION, AND WORKING TITLE OF IMMEDIATE SUPERVISOR

Principal Administrative Analyst, Manager, Training Unit

18 DESCRIBE THE KIND AND AMOQUNT OF CONTACTS REQUIRED

Contacts with various representatives of state agencies

18. WHAT ARE THE TYPE AND FREQUENCY OF DECISIONS REQUIRED AND RESULT OF ERRORS
c. E] IF JOB REQUIRES THE TAKING AND | 95 TIME

Errors and poor decisions would greatly affect quality of training programs.
TRANSCRIPTION OF SHORTHAND,

20, A DIF JOB REQUIRES TYRING,
£
CHECK HERE CHECK HERE

21. LIST ANY MAJOR EQUIPMENT, TOOLS, MAGCHINES, OFFICE MACHINES OR MOTOR VEMICLES OPERATED ON JOB AND SHOW PERCENT OF TIME

%% TIME % TIME

8. IF JOB REQUIRES THE
TRANSCRIPTION OF MACHINE
DICTATION, CHECK HERE

22. WORKHSCSHEII’DE';‘:IE%CHECK _B:SENS % ;:!r 23. WORKING CONDITIONS: DESCRIBE UNUSUAL RISKS. EXERTIONS, OR DISAGREEABLE ELEMENTS
—oam MRS, . 2
R EEk ON CALL s, = oYM Some travel, may be away from home for several days at a -
24, A, FO‘RMAL EDUCATION REQUIRED FOR THIS POSITION t?me" -
_MW“C] LESS THAN HIGH SCHOOL [J HieH schooL [1 Business-vocaTionaL scHool [J soMe coLLEGE [J coLLEGE GRADUATIONX] GRADUATE STUDY . ;’
B. ACADEMIC GCOURSE WORK AND/OR MAJOR YEARS DEGREE C. SPECIAL TRAINING REQUIRED Qj‘ '*:
Bus., Public Admin, or Social Scy 4 BA - Minimum of 1 year graduate study :
25. EXPERIENGCE REQUIRED :é
Minimum 3 years managerial, staff, teaching, or educational administrative experience. &
26. SPECIAL SKILLS REQUIRED ~
Coordinating and administration of programs; instructional skills =
‘ 27, IF RECLASSIFICATION IS REQUESTED, GIVE REASON, AND SUMMARIZE MAJOR CHANGES IN THE POSITION :;
. { Reclassification not requested. The position description is revised to reflect current duties
- { and responsibilities.
| HEREBY CERTIFY THAT | HAVE READ THE INSTRUCTIONS AND THAT THE ANSWERS ARE MY OWN A .10 ARE TRUE TO THE BEST OF MY KNOWLEDGE.
SIGNED L — > DATE
/42»5£ /f/létA/vmizfl, 7-1-72
DEPARTMENT HEAD OR REPRESENTATIVE: PLEASE ADD ANY COMMENTS, CRITICISMS, OR SUGGESTIONS.
TO THE Bé;‘l’ OF; MY KNCWLEDGE. THE STATEMENT.& MADE HEREIN ARE ACCURATE AND COMPLETE EXCEPT AS NOTED ABOVE., | UNDERSTAND T£ @

IF THE PROPOSED CHANGE IS APPROVED THE INCUMBENT MUST QUALIFY FOR THE NEW CLASS.
5 PSiGNED INAME L TITLE) Hw

OATE

* ATTACH EXTRA SHEETS IF NECESSARY

pleted
5, major

ishments and
Work Not Yet Com

d, and

manager's conclusjons, see

reverse side.

7-1-73

igne

.

to
1-1-73
4-1-73
7-1-73
Major Accompl

10-1-72
List completed on schedule.

osition responsibilities

mented on schedule.

For,
Situational factor

not yet ass

P

Actual
10-1-72| Course completed and imple-

1-1-73

Date

Comnietion

Actual Est.

Starting
Date

Period of Work 7=1-72
Progress Review Dates

Est.
7-1-72
19-1
1972
12-156
1672

by
istrator.
in
Will

1

ing
in

Y

How will
Does the sub-

ordinate know that this is what

he is expected to accomplish?

he have suff

t
Adm

mn

?

ty.

]

t manpower and
budgetary resources

i

?

1vision

d

.

icien

It
<

d by 1-1-73.

tize

Agreed Upon Criteria for
priori

Accomplishment -

Student evaluations of course to be
Handbook meets the expectations of

Course to be developed and imple-
acceptable.

mented by 10-1-72.
What are the results expected

Problems to be identified and
Handbook readv for pr
quality and gquant

the Personnel D
they be measure

3-15-73

ion
1

isal
11
1qt

isal

j-

ing as we
tives

ty Order
jec

ass in re
b

such as personnel development,
methods improvement, fire and

ce appraisa

't

(13

S

Assignments
jori

t

ing the perfor-

-

rect but supportive o

.

Training Coordinator
ing exis

areas are limited

Ted Trainer

Mary Manager
additijon to direct pro-
tives, consider indi-

1 ¢l

to the new perform

system.

, major

nance appraisa

lems that have been ident
In

fied.
jdent prevention, etc.

corporat

as new resources.
Develop a list of problems that

Develop and pilot a 10-week
course on performance appra
are expressed dur

Develop a performance appré
handbook for managers and
supervisors to overcome the

Major Work Plans,
and Projects in Pr
gram objec

Usually

in
prob
to 5.

.

Employee
Working Title
Manager

|
|
|
|




SITUATIONAL, FACTORS., EVENTS OUTSIDE EMPLOYEE'S COMTROL, MAKING IT EASIER OR HARDER TO

ACCOYPLISH WORK:

MAJOR_POSITIOM RESPOMSIRILITIES MOT YET ASSIGNED, LIST IMPORTANT YWORK NOT YET ASSIANED

BECAUSE OF NEWNESS OF EMPLOYEE, TIME LIMITATIONS, PROGRAM EMPHASIS. TECHNOLOGY
DEFICIENCIES.: ETC:

mm&&eiuﬂucuﬁm;. OVERALL., WHERE DOES THE EMPLOYEE'S WORK STAND? 1S IT ON, BEHIND,
OR AHEAD OF SCHEDULEY DOES IT MEET, FAIL, OR EXCEED STANDARDS? HOW DOES THIS EMPLOVEE'S

CONTRIBUTION FIT INTO THE LARGER GOALS OF THE ORGANIZATION?

‘I st i

WORK PLAN E=9MAT 11

@ @

Period of Work

to

Employee

Working Title

Progress Review Dates

Manager
Page 2
Major Work Fians, Assignments Agreed Upon Criteria for Starting Completion Major Accomplishments and
and Projects in Priority Order Accomplishment Date Date Work Not Yet Completed
Est. JActual Est.} Actual
Monitor affirmative action Training needs are identified and 8-1 9-1-72 | List completed on schedule.
workshops to identify supervisor | prioritized by 9-1-72. 1972
training needs in relation to
affirmative action.
leet with representatives of Training package to be developed by
other states under 4-State IPA 4-15-73,
grant to develop an affirmative
action training package for
supervisors.
Develop a ga]enaar of inpef- Calendar to be ready for print by 12-1 1-5-73 | Calendar printed and distri-
agency training opportunities 1-5-73. 1972 buted to state agencies on
Calendar to meet the expectations of schedule.
the Training Unit Manager.
Coordinate train—the-trainer work- Student response and staff assess- |11-1
Shops, as reque§ted, either by ment based on predetermined 1972
direct instruction or by instructional objectives.
contract. »

Usually, major areas are 1limited What are the results expected in
to 5. In addition to direct pro{ quality and quantity. How will

gram objectives, consider indi- they be measured? Does the sub-
rect but supportive objectives ordinate know that this is what
such as personne) development, he is expected to accomplish? Hill
methods improvement, fire and he have sufficient manpower and

.accident prevention, etc. budgetary resources?

For,

Situational factors, major
position responsibilities
not yet assigned, and
manager's conclusions, see
reverse side.



SITUATIONAL, FACTORS,
ACCOMPLISH WORK:

MAJOR POSITION RESPONSIBILITIES NOT YET ASSIGHED.

EVENTS OUTSIDE EMPLOYEE'S CONTROL, MAKING IT EASIER (R HARDER TO

DEFICIENCIES. ETC:

1

S
&
&

Employee

MANAGER S ﬁﬁNCtUSIQN%.
OR AHEAD OF SCHEDULE!

CONTRIBUTION FIT INTO THE LARGER GOALS OF THE ORGANIZATION?

OVERALL, WHERE DOES THE EMPLOYEE'S WQRK STAND?

DOES IT MEET, FAIL, OR EXCEED STANDARDS?

®

WORK PLAN W‘AT 11

Working Title

Manager

Page 3

BECAUSE OF NEMNESS OF EMPLOYEE, TIME LIMITATIONS., PROGRAM EMPHASIS, TECHNOLORY

LIST IMPORTANT “ORK NOT YET ASSIANED

IS 1T OM, BEHIND,
HOW DOES THIS EMPLOYEE'S

Period of Work

®

to

Progress Review Dates

Major Work Plans, Assignments Agreed Upon Criteria for Starting Completion Major Accomplishments and

and Projects in Priority Order Accomplishment Date Date Work Not Yet Completed
Fst. {Actual Est.] Actual

Assist in the coordination of Assistance efforts meet the expect~|{10-1 Assistance provided for Oct.

fliddle Management Conferences ations of the conference coordinator}1972 conference. Scheduled to

as requested. provide assistance for March

conference.
Consult with PSC staff on the Training package to be ready for 12-1
development of training in 9-1-73 1972

selection interviewing.

Usually, major areas are limited
to 5. In addition to direct pro-
gram objectives, consider indi-
rect but supportive objectives
such as perscnnel development,
methods improvement, fire and
accident prevention, etc.

What are the results expected in
quality and quantity. How will
they be measured? Does the sub-
ordinate know that this is what
he is expected to accomplish?
he have sufficient manpower and
budgetary resocurces?

Will

For, .
Sjtuational factors, major
position responsibilities
not yet assigned, and
manager's conclusions, see
reverse side,
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STTUATIONAL FACTORS, EVENTS OUTSIDE EMPLOYEE'S CONTROL, MAKING IT EASIER OR HARDER TO

ACCOMPLISH WORK:

MAJOR POSITION RESPONSIBILITIES MOT YET ASSIGHED. LIST IMPORTANT “WORK MOT YET ASSIANED
BECAUSE OF NEWNESS OF EMPLOYEE, TIME LIMITATIONS, PROGRAM EMPHASIS, TECHMOLORY

DEFICIENCIES, ETCi

MANAGER'S CONCLUSIONS,  OVERALL, VWHERE DOES THE EMPLOYEE'S WORK STAND? IS IT OM, BEHIND,
OR AHEAD OF SCHEDULE? DOES IT MEET, FAIL, OR EXCEED STANDARDS? HOW DOES THIS EMPLOVEE'S
CONTRIBUTION FIT INTO THE LARGER GOALS OF THE ORGANIZATION?
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aﬂ‘“ Copy far Employe REPORT OF PERFORMANCE APPRAISAL

“NAME OF EMPLOYE] | _STATE AGENCY]
Ted Trainer Personnel Division
“SOCIAL SECURITY NO. | CLASS NO. AND TITLE | SECTION |

72-093-5701 0047 Training Coordinator Training Unit
“REPORT PERIOD RATING FOR: |
7-1-72 1,. 1-1-73

Trial Service __ﬁ(_______ Annval _______ Special

From:

: A ‘ S : : ’ . - S (If additional space is needed for comments, you may add extra pages.)
R e e (R v {. Summary of Major Work Accomplished: (Summary should include both planned and regularly scheduled work.)
: o Ry b e BRI e N R R A. Briefly describe the major work done well during this reporting period:
S ' T ??:‘f~ C7E?7-f‘;g‘q S Developed and piloted a 10 week course in performance appraisal. Convened affirmative
e R LT s ER ST action workshops for state agencies, consulted with Tocal governments and represented

N ol Oregon in a 4-State effort to develop an affirmative action training program for
ey R e R supervisors. Prepared the 1973 Calendar for training programs.

| i o ’ ; ’ b o I, Evaluation of Performance Under the Work Plan:
e S S e 2 o R : . A. Were the major results agreed upon achieved?
P B _ L Lo TR R e T B. To what extent and how well was the planned work done?
BRI Has met or exceeded all goals in work plan for this time period.

g o ' . : PR St T S e U e SR e A C. Were there problems in getting the desired results?
SRR P ' RO e T A S e T R D. If there were problems in getting results, what actions were taken?
S e R R e T e DT R e e No action necessary.

A e _ : o ‘ ’ o fli. Evaluation of Performance on Day-toe-Day Work not Included in the Work Plan:
: , o N T Silmii S e e L R Eph A. Was the major day-to-day work done as expected?
L e T e e e s T T e R s S Yes.
e L e N e SR R e e B. To what extent and how well was the day-to-day work done?

Has met the demand for a variety of coordinating and consulting duties.

C. Were there problems in getting the desired results?
Mo,

D. If there were .problems, what actions were taken?
No action necessary.

{SEE BACK)

T e T R R AND L




{V. Evaluation of Warking Relationships:
A. What kinds of relationships with other people are important to getting results on this job?

Cooperation and collaboration with other training staff both within the agency and
representing other state agencies. QE;

B. How well did the employe establish and maintain these relationships?

Very well.

C. If there were problems, has the importance of this been talked nver with the employe?
No problems, )

V. Employe Development:
A. List one or more developmental opportunities planned for this employe:

Become more familiar with theory and material used in organizational development.

B. The following developmental opportunities are being considered for inclusion in a future work plan:

See A above.

VI, Summary Evaluation:

A. [ Makes superior contribution in nearly all areas. (Give examples of major innovative contributions to work or
organization improvements.)

¥
B, L) Meets requirements for all areas, perhaps exceeding some as described below. 6»:

In addition to completing work plan goals and meeting the day-to-day demands of the job,

Ted has developed a 3-pronged evaluation for training programs that will be implemented
soon.

C. [ Meets most requirements, but does need improvement in areas listed below.
D. [ Meets tew requirements and needs improvement in areas listed below.

I have seen a copy of this appraisal and it was discussed with me.
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