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Public Health

Preven t. Promote. Protect.

PURPOSE

This policy ensures that both supervisors and employees will have the opportunity to
discuss performance expectations for each employee, identify areas for improvement,
recognize strengths, and to discuss approaches for meeting goals.

AUTHORITY - The County Board of Health (CBOH) Performance Management Policy is

published under the authority of CBOH and in compliance with the following:

21 Rules of the Georgia Department of Administrative Services (DOAS) — Human
Resources Administration (HRA) Section

SCOPE

This policy applies to all employees of the County Board of Health.

POLICY
The policy of the County Board of Health is to provide supervisors and employees with the
opportunity to define performance expectations for each individual employee, to identify
and correct areas for improvement, to encourage and recognize strengths, and to discuss
positive, purposeful approaches for meeting goals.
41 ACCOUNTABILITY
4.1.1 Performance Management discussions will occur throughout the year.
4.1.2 Every employee will have a minimum of two opportunities per year to discuss

their job performance.

DEFINITIONS
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5.1 Competencies — Observable and measurable behaviors, knowledge, skills,

5.2

5.3

5.4

5.5

5.6

5.7

5.8

5.9

5.10

5.11

abilities, and other characteristics that contribute to an individual's success in the
job and the organization.

Goal — A measurable outcome or result that needs to be achieved. Goals should
include the result of the behavior being measured, the measurement criteria, and
the level of performance expected.

Performance Expectations —Competencies, goals, and responsibilities that drive
individual performance.

Individual Development Plan — An action plan that identifies goals, projects, and
activities which contribute to the employee’s continual development in the
organization.

CBOH - County Board of Health

DHD - District Health Director

DPH - Georgia Department of Public Health

HR — Human Resources

PMF - Performance Management Form- is a tool to assist supervisors in providing
job requirements and formal feedback to employees on an annual basis.

Performance Plan - is the document shared with and acknowledged by the
employee that identifies the competencies, goals, job responsibilities, and/or
expectations upon which an employee will be evaluated.

Reviewing Official/Manager’s Manager —Is the direct supervisor of the supervisor
completing the PMF.

6.0 RESPONSIBILITIES

6.1

6.2

Supervisors are responsible for completing the Performance Management Form,
developing the performance management plan, coaching, mentoring, monitoring,
and conducting a fair, unbiased, and equitable performance evaluation annually for
each employee.

Human Resources is responsible for issuing and updating this policy.

7.0 PROCEDURE

The performance management process involves four components: performance
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planning, performance coaching, performance evaluation, and performance recognition.

7.1

7.2

7.3

Performance Planning

711

71.2

713

71.4

The performance management program requires that supervisors
develop a performance plan for each employee upon the employee’s hire
into a new job and then annually thereafter. The performance plan
identifies performance standards and expectations on which the
employee will be evaluated. Supervisors are to present performance
plans to their employees within 45 calendar days of an employee being
placed in a new job and annually within 45 calendar days of the start of a
new performance period.

Performance planning is intended to be a collaborative effort between the
supervisor and employee. The DHD, however, has sole discretion to
make the final determination of individual competencies, goals, job
responsibilities, and expectations to be included in the performance plan.

A performance plan may be modified at any time during a performance
period and shall be modified when new or different responsibilities and/or
expectations are added to a position. Employees should be immediately
notified of any substantive modifications to their performance plan and
must be notified within 15 calendar days of the modification.

All agencies are encouraged to include Individual Development Plans
(IDP’s) in their employees’ performance plans. The focus of the IDP may
be development in the current role, the building of new skill sets or
knowledge, and/or preparation for a future role.

Performance Coaching

7.21

7.2.2

The performance management program requires that supervisors
monitor their employees’ performance and provide coaching throughout
the performance period.

At least once during the performance period, supervisors are encouraged
to conduct an interim review of each of their employee’s performance.
Interim reviews need not be as formal as annual performance
evaluations but have the option of including detailed assessments and
ratings. At a minimum, interim reviews must offer sufficient feedback to
employees to reinforce successful performance and redirect less than
successful performance. This documentation should be maintained in
the local management file.

Performance Evaluation
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7.3.1 At the conclusion of each annual performance period, supervisors are

7.4

7.5

7.3.2

7.3.3

responsible for documenting, evaluating, and rating the performance of
each employee. Supervisors are to assign a summary rating, reflective
of the overall level of performance, to each evaluation in compliance
with the rating scale currently supported by the State.

Performance evaluations are to be conducted in a fair, unbiased, and
equitable manner.

Employees are encouraged to actively participate in the evaluation
process. The DHD, however, has sole discretion to make the final
determination on employees’ overall summary performance ratings.

Performance Recognition:

7.4.1

7.4.2

Performance recognition may be monetary or non-monetary and
includes any activity designed to acknowledge individual or collective
performance results.

When monetary performance rewards based on employee overall
summary ratings are appropriated statewide, such rewards are
implemented as approved by the State Personnel Board.

REVIEW OF PERFORMANCE PLANS OR EVALUATIONS:

7.51

7.5.2

7.5.3

7.54

7.5.5

7.5.6

Employees may request a review of their performance plan if they consider
the expectations to be non-job-related or unachievable.

Employees may request a review of their annual performance evaluation if
the overall summary rating is “Unsatisfactory Performer,” or its equivalent,
and they disagree with such rating.

Each agency shall designate at least one official to serve as an “Agency
Review Official” to review performance plans, evaluations, and supporting
documentation, and to render a decision to either uphold or direct the
responsible supervisor to revise the performance plan or rating.

The agency may define procedures and timeframes for requesting reviews
and require such to be followed as a condition of granting a review.

The Agency Review Official reviewing a particular plan or evaluation cannot
be the first or second level supervisor of the employee requesting the
review.

Agencies are responsible for ensuring their employees are aware of how to
request a review of a performance plan or evaluation and any timeframe for
doing so.
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7.5.7 The identity of the Agency Review Official shall be provided to each
employee upon presentation of an overall summary rating of
‘Unsatisfactory Performer,” or its equivalent.

7.6  RECORDKEEPING:

7.6.1 Performance evaluations must be dated and acknowledged by the
employee and supervisor. Electronic acknowledgement meets these
criteria. Once the employee has acknowledged the document, no
changes can be made or comments added to the performance
evaluation without the employee’s knowledge.

7.6.2 Agencies must determine an alternate method of documenting that the
evaluation has been discussed with the employee when the employee
refuses to acknowledge the performance evaluation.

7.6.3 Completed performance evaluations are maintained in the Human
Resources Information System (HRIS) or as otherwise designated by
the agency in accordance with the State’s official retention schedule.

7.6.4 Overall summary evaluation ratings are to be entered into the HRIS.
7.7 COORDINATION WITH OTHER PERSONNEL POLICIES

7.7.1 Overall summary performance ratings are considered when implementing
performance based salary increases and Reductions in Force, as
appropriate within these Rules.

7.7.2 Typically, employment actions resulting from an employee’s performance,
such as promotions or demotions, should be consistent with the most
recent annual overall summary performance rating. Significant
accomplishments or deficiencies occurring after the most recent annual
evaluation could support an exception.
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8.0 REVISION HISTORY

REVISION # REVISION DATE REVISION COMMENTS
0 April 30, 2015 Initial Issue
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SMART Goals Guidelines
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GEORGIA PERFORMANCE MANAGEMENT PROCESS OVERVIEW

Performance Management is an ongoing process of establishing clear expectations and providing ongoing
feedback and coaching to ensure those expectations are achieved. Performance management is a partnership
between the employee and his/her manager. The process should be focused on the ongoing communication
between the employee and his/her manager, not on the performance evaluation form itself.

Value of Performance Management

Accountability is driven throughout the organization — everyone is held accountable for performing
Ensures individuals’ goals and objectives are aligned with and support agency goals, objectives and
strategic plans — everyone is working on the right things

Drives clear expectations with measurable, objective criteria — everyone knows what is expected of
them

Provides opportunities for feedback to employees to help move them toward exemplary performance —
everyone knows where they stand

Supports individual development planning to expand individuals’ skill sets — everyone has the
opportunity to grow and develop

Guiding Principles of Performance Management

Papers and forms do not improve performance; people do. If managers build good relationships with
their employees, the employee will develop and succeed.

Performance management is a partnership between the manager and the employee. Itis NOT
something managers do to employees.

There should never be surprises at review time. Open communication between the manager and
employee throughout the year helps ensure there will be no surprises.

To improve performance, employees need feedback that is specific and objective. If feedback is too
vague or subjective, the process may do more harm than good.

All individual performance goals should be linked to those of the department or agency. Clearly defining
goals and evaluating their alignment to strategic objectives will ensure that goals are relevant.
Performance should be evaluated on what is to be accomplished as well as how it is to be accomplished.
Successful behaviors on the job support goal accomplishment.

Performance should be carefully measured and documented to ensure fairness and objectivity.

The State of Georgia’s Performance Management Process consists of four phases:

e o o o

i Georgla Performance Management Process
Performance Planning

Performance Coaching + Competencles + Observalion
R « Goals + 2-Way Feadback
Performance Evaluation + Responsibilities + Documentation
gt « Individual Devel t « Ongolng Deval
Performance Recognition Plan oo nooing Development
» Fiexibliity / Performance * Review Documentation
« Achigvement Evaluation + 5-Point Rallng Scale
+ Personal Growth + Management Approval

« Challenging Work + Bi-Annual Meetings




Performance Planning

Performance management begins with the planning phase. During the planning phase, the manager and the
employee work together to develop a performance plan for the new performance cycle. The performance plan
includes core/individual competencies, goals and/or job responsibilities. These performance expectations
determine WHAT is to be accomplished, HOW it is to be accomplished, HOW and WHEN progress is to be
measured and the TIMEFRAME in which the expectation is to be accomplished. All performance expectations
should be set at the Successful Performer level. Also, an Individual Development Plan (IDP) for the employee is
included to help the employee be more successful in their current job or to prepare them for future roles.

All employees should receive a performance plan from their manager at the beginning of the performance plan
cycle or within 45 days of hire, transfer, promotion or demotion. Performance management is not just a once-a-
year evaluation and planning session.

Competencies

The table below lists the competencies to be used in the performance management process. A competency is
the knowledge, skill or ability that contributes to a successful job performance.

There are 18 competencies in all: 5 statewide core competencies which are required for all state employees, 2
leadership competencies which are required for all people managers and other leaders and 11 additional
behavioral competencies which can be used as applicable for any state employee.

Statewide Competencies
(Automatically populated in Section 1: Core/Individual Competencies)

Core Competencies Leadership Competencies
(apply to all employees) (applies to those who manage others)
e Customer Service e Talent Management
e Teamwork and Cooperation e Transformers of Government
® Results Orientation
e Accountability
e Judgment and Decision Making
Additional Behavioral Competencies
(May be added in Section 1 as appropriate)
o Communication e Negotiation and Influence
¢ Conflict Management ¢ Professional Development
e Creativity and Innovation e Project Management
e Cultural Awareness e Teaching Others
e Flexibility e Team Leadership
e I|nitiative

Performance Coaching

Performance coaching involves consistent, two-way communication between the manager and the employee.
Performance management is an ongoing process. Throughout the performance period, the manager must
observe and document employee performance results and behaviors. In addition, the manager needs to provide
feedback to the employee, both good and corrective, on an ongoing basis. The manager needs to coach the
employee and also remember to provide developmental opportunities for the employee. The manager and
employee are both encouraged to keep performance notes of activities and accomplishments during the
performance period.




Performance Evaluation

The manager will receive a notice from their agency’s HR Department when it is time to begin the mid-year or
annual review process. The manager evaluates the employee at the end of the performance period. The
performance notes that the manager kept during the year is a useful source of information. It helps the manager
remember what happened six months ago in addition to what has happened more recently. The manager will
determine individual ratings for each of the performance expectations that are in the plan: core competencies,
goals, and/or job responsibilities. The manager should also review the employee’s self-evaluation (described
below), as this is another source of information. The employee’s input is an effective platform for comparing
what the manager has observed and documented was accomplished with the employee’s insight.

Rating Description

Exceptional Employee exceeded all performance expectations. Employee was an exceptional

Performer (5) contributor to the success of his/her department and the State of Georgia. He/she
demonstrated role model behaviors.

Successful Employee met all and exceeded most (more than 50%) of the established

Performer — Plus (4)

performance expectations.

Successful Employee met all performance expectations and may have exceeded some (less

Performer (3) than 50%). Employee was a solid contributor to the success of his/her department
and the State of Georgia.

Successful Employee met most (more than 50%), but failed to meet some (less than 50%)

Performer — Minus (2)

performance expectations. Employee needs to further improve in one or more
areas of expected job results or behavioral competencies.

Unsatisfactory
Performer (1)

Employee did not meet all or most (more than 50%) of the established
performance expectations. Employee needs significant improvement in critical
areas of expected job results or behavioral competencies.

Not Rated (N)

New hire or transfer within five months of end of performance period.

Performance Evaluation Process Steps

1. The employee completes a self-evaluation.

Employees are strongly encouraged to rate their own performance using a self-evaluation. The employee
will use the same 5-point rating scale as the manager to evaluate his or her performance.

The employee should refer to his or her performance notes to help with the evaluation process. The
employee will give their completed self-evaluation to their manager and keep a copy for him- or herself. The
supervisor and employee may want to meet to discuss accomplishments prior to completing the

performance evaluation.

2. The manager completes the performance evaluation.




Sections 1-3, Manager enters comments and ratings for each competency, goal or job responsibility that was
established during the Performance Planning phase.

Individual Development Plan (IDP), the manager indicates progress the employee has made on activities in
the IDP. The IDP is not rated.

The manager submits the performance evaluation to his/her manager for approval.

The manager’s manager either approves the document or requires changes and returns it to the manager to
make changes.

Once the manager’s manager approves the evaluation; it is submitted to HR for approval. HR will either
approve the performance evaluation or indicate required changes. Changes are made and returned to HR

for approval.

The manager conducts the formal performance evaluation meeting. Note: The manager MUST have HR's
approval before conducting the evaluation meeting.

Both the manager and the employee meet and discuss the final document.

The employee’s acknowledgement is not intended to signify that he or she approves of the review, but to
signify that a performance review was held.

The original sighed document is submitted to HR.
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Setting and Accomplishing SMART Goals

One of the most impactful aspects of Performance Management is that it ensures that everyone is
working on the right things; individuals’ goals are aligned with and support agency goals and strategic
plans. To do this, goals must be written effectively.

To ensure that your goals are effective, use the SMART model for goal writing.
Specific
Measurable
Attainable
Relevant
Time-bound

Specific What will be accomplished?

The goal must state in clear terms what action, result or behavior will be
demonstrated or achieved.

Measurable How will you know if you have achieved the goal?

The goal must include how much and/or how well that action, result, or
behavior is to be demonstrated or achieved.

If the goal is not measurable, you will have no way to know whether or not you
have succeeded in reaching it. To be measurable, state the goal in action
terms.

Attainable Is it achievable?

Goals should be challenging, but not burdensome or impossible to achieve.
They must be attainable, but still provide a stretch.

Relevant Is the goal important? Is it aligned with the agency’s needs?
Goals must be aligned with the agency’s strategies and goals. Their

accomplishment must make a difference.

Time-bound When must it be done?

Goals must state a limit or deadline by which the goal is to be achieved.

Incorporating the SMART characteristics will ensure that the goals you and your
manager establish are effective and meaningful, to you and your agency.

DOAS Human Resources Administration 1 Revised 7/2011



How SMART Are My Performance Goals?*

Objective:

To determine the “SMART-ness” of your goals, ask yourself the following questions:

Specific What action, result, or behavior is to be demonstrated or achieved?

If you have not listed a specific action, result or behavior to be accomplished, your
goal will not be effective. Rewrite you goal to include a specific action to be
accomplished.

Measurable How will my result(s) be measured?

If you have no way of measuring your success in accomplishing your goal, it isn’t
SMART. You need to rethink and rewrite your goal in measurable terms.

Attainable Is the accomplishment of this goal “impossible” for me to achieve?

If your goal is impossible to achieve, you are setting yourself and your agency up for
failure. Rewrite your goal so that you have to “stretch” to reach it, but it can
realistically be accomplished in the upcoming year. Remember: success breeds
success.

Does this goal provide a challenge for me?

If your goal does not challenge you, you will not grow personally or professionally.
If you feel that you are not challenged by your goal, rewrite it so that you have to
“stretch” to meet it, but it can realistically be accomplished in the upcoming year.

Is the accomplishment of this goal possible given the resources and personnel
available?

Although your goal might be realistic in terms of your capabilities, it might not be
possible given resources that are available to you. If this is the case, consider what
resources you will have available during the upcoming year and then rewrite your
goal with those in mind.

DOAS Human Resources Administration p Revised 7/2011



Relevant How does the accomplishment of this goal align with and support my agency’s
strategies and/or goals?
If your actions don’t support your agency’s strategies and goals, you need to
rethink what needs to be accomplished in the upcoming year.

Time-Bound When must the goal be accomplished?

You must set a deadline by which time your goal will be reached. If you do not do
this, you will never be able to measure the accomplishment of your goal. If your
goal does not have a deadline associated with it, rewrite it so it does.

* Make copies of this sheet and complete for each of your goals,

DOAS Human Resources Administration 3 Revised 7/2011
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