Tab 1 — Questions to Engage New
Employees




COLORADO
Department of Transportation

Division of Human Resources

QUESTIONS TO ENGAGE NEW EMPLOYEES

e Why do you think we selected you as an employee?

e What do you like about the job and the organization?

e What's been going well? What are the highlights of your experiences so far? Why?
e Do you have enough, too much or too little time to do your work?

e How do you see your job relating to the organization’s mission?

e What do you need to learn to improve? What can the organization do to help you become
more successful in your job? (Be prepared for action.)

e Tell me what you don’t understand about your job and about our organization.
e Compare the organization to what we explained it would be like.

e  Which co-workers have been helpful since you arrived? (Pinpoint who can be influential in
retaining new hire.)

e  Whom do you talk to when you have questions about work? Do you feel comfortable asking?
e Does your supervisor clearly explain what the organization expects of you?

e Do you believe your ideas are valued? Give examples.

e How well do you get along with co-workers?

e Have you had any uncomfortable situations or conflicts with supervisors, co-workers or
customers?

e Do you have any question for me or suggestions on how the job can be managed better?
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Tab 2 — Three Peaks Poster
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Tab 3 — Iceberg of Ignorance
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Tab 4 — Performance Management
Requirements




TECHNICAL GUIDANCE - PERFORMANCE MANAGEMENT

Prepared by the Division of Human Resources in the Department of Personnel & Administration. Issued June 12, 2015.

GENERAL
This document is for use by human resources professionals and others who serve as
supervisors/reviewers in the state’s performance management system.

Colorado Revised Statute (C.R.S.) C.R.S. 24-50-104 and 24-50-125 govern performance
management in the state personnel system. In addition, performance management system
parameters are outlined in Chapter 6 of the State Personnel Rules. The state’s performance
management system has three components: Performance Management, Dispute Resolution, and
Merit Pay. This technical assistance will provide guidance on performance management and the
dispute resolution process.

The state’s performance management system applies to all state classified employees in all
departments (general government and institutions of higher education), with the exception of
those in the medical pay plans. The evaluation of performance is used as a factor in
compensation, promotions, demotions, removal from eligible lists, reduction of force, and all
other transactions in which considerations of quality of service are properly a factor.

Statute requires the State Personnel Director to develop guidelines and coordinate a performance
system that is simple and understandable with input from employees, managers, and other
affected parties; that emphasizes planning, management, and evaluation of employee
performance; and that includes uniform and consistent guidelines for all departments. Statute
prohibits a forced distribution of performance ratings and authorizes individual and group (team)
performance awards.

Rule 6-4 requires Departments to develop a performance management program that includes the
dispute resolution process and is approved by the State Personnel Director before
implementation. Allowing each department to develop their own performance management
program provides departments the flexibility to develop an individualized program that reflects
the mission and culture of their department.

PERFORMANCE STEPS

The following steps are included when managing an employee’s performance:
Establish a performance plan;

Establish standards and measures within the plan;

Meet with the employee;

Track and coach performance; and

Conduct periodic progress reviews.

Step 1: Establish the performance plan — Before establishing the performance plan, best
practice is to review the vision/mission of the department and of the work unit, the business
requirements for the work unit, and the position description (PD) of employee. Such review will
contribute to the development of critical goals to be accomplished by the employee. At a



minimum, always review the PD when creating the performance plan. When establishing the
performance plan, keep in mind that communicating expectations to the employee is a key
contributor to an employee performing satisfactorily, and that appointing authorities and
designated raters are responsible for communicating performance expectations and standards,
including an individual written performance plan. Performance plans align with unit and
division objectives, which in turn align with the department’s strategic plan. Every employee
must receive a planning meeting by the date specified in the departments’ performance
management program.

Step II. Establish standards and measures — Think about critical success factors when
measuring performance for a unit, and think about activities, objectives, competencies, results,
and outcomes when measuring performance for employees. In addition to the required statewide
core competencies (communication, interpersonal skills, customer service, accountability, and
job knowledge), the performance plan identifies individual performance objectives (IPO’s) that
are specific to the job. These IPO’s are not a list of tasks, but rather goals and objectives that
describe an outcome. The method for measurement is clear and understandable to the employee
and makes a clear distinction between what would be considered a successful rating and an
exceptional rating. Standards and measures may change throughout the performance cycle;
adjustments to the performance plan are to be made to reflect these changes as necessary.

Step III. Meet with the employee — Rule 6-4 requires a performance planning meeting with
employees. Best practice is to meet with the employee to review and edit the performance plan
together; to jointly set realistic and attainable goals and measurements; and to communicate
priorities and reasonable target dates for outcomes. Such activities are likely to encourage buy-
in and commitment from the employee. Remember that the most meaningful and successful
performance plans are developed collaboratively with the employee. However, as the supervisor
is responsible for assigning the work, agreement is not a requirement. Once the performance
cycle begins, the employee will be evaluated/rated on those expectations contained in the
performance plan.

Step IV. Track and coach performance — Supervisors need to track an employee’s
accomplishments, adjust priorities, and make changes to the performance plan accordingly.
Rather than focusing exclusively on mid-year and year-end evaluations, focus on employee-
centered, ongoing and continuous feedback regarding how their performance is meeting the
supervisor’s expectations. This will make the required mid-year and year-end process less
cumbersome, as ongoing discussions throughout the performance cycle will result in a less labor
intensive final overall evaluation. The work will already be done from the continuous, quality
feedback provided throughout the performance cycle. In addition to knowing what is expected,
per Rule 6-4, appointing authorities and designated raters are responsible for providing coaching
and feedback during the performance cycle. One of the most commonly asked questions by
supervisors is how to motivate employees to perform well. A significant part of motivating
employees is providing quality coaching and feedback on a regular basis.

Step V. Conduct periodic progress reviews - Scheduling performance discussions with the
employee to assess overall progress throughout the year is beneficial for both the employee as



well as the supervisor. Rule 6-4 requires at least one documented progress review be conducted
during the performance cycle.

FINAL OVERALL PERFORMANCE EVALUATION

When preparing for the final overall evaluation, gather all information that has already been
documented throughout the year, via periodic performance assessment throughout the
performance cycle (tracking sheets, notes to files, input/kudos from customers, computer
generated stats, etc.) and plan for an adequate amount of time to meet with the employee.
Supervisors/raters may ask the employee to bring a self appraisal (informal) and any tracking
sheets, notes to files, input/kudos from customers, etc. to the meeting or send in advance. . The
final overall evaluation must be reviewed by the Reviewer (signed and dated) before presenting
the final overall evaluation to the employee. To finalize the formal evaluation process for the
performance cycle, the supervisor should meet with the employee to present the final overall
evaluation and rating. Subsequently, the rating date that is reported into payroll is the date the
employee signed the final evaluation as identified on the performance evaluation cover page.
The earliest date that an employee should receive a final performance evaluation is April 1%. All
performance evaluations should be finalized no later than May 1 to ensure accurate and timely
merit payments are recorded in payroll.

A final overall rating of Level 1 (Needs Improvement) shall result in a performance
improvement plan or a corrective action and a reasonable amount of time to improve. A
performance improvement plan is not a corrective action, but rather a more informal written
communication to the employee about what is expected to improve performance and meet
expectations.

ROLES AND RESPONSIBILITIES
For the performance management cycle to be effective, everyone in the department must play a
role.

Supervisor/Rater — Supervisor/raters play a key role as they guide, direct, and support the work
of employees by:
e Communicating the performance management process, including plans for administering
the process, to employees;
e Setting clear expectations for the employee’s job performance;
e Meeting regularly with employees to provide ongoing, continuous, quality feedback;
e Documenting significant events, accomplishments or milestones throughout the rating
period;
e Praising accomplishments or positive behavior(s);
e Correcting performance or behavior when necessary; and
e Encouraging employee growth by teaching, coaching, and mentoring.

In order to ensure employees receive the support and feedback they need to be successful,
effective performance management must be a high priority for supervisors/raters on a daily basis.
Every supervisor/rater should spend time helping employees be successful.



The following requirements apply to all supervisors and designated raters, including non-
classified (exempt) supervisors who supervise classified employees.
e Providing employees with a performance plan that details what the employee is expected
to achieve over the next performance cycle.
e Evaluating all state classified employees, in writing, at least annually based on the past
year’s performance.
e Completing and delivering an interim overall evaluation within 30 days if an employee
moves to a position under another supervisor, appointing authority, or department during
a performance cycle.
e A final evaluation is not required when an employee retires from employment in the
personnel system.

Per Rule 6-5, designated raters shall be evaluated on performance management and evaluation of
employees.

Statute provides sanctions for designated supervisors/raters who fail to evaluate employees at
least once a year. Sanctions include suspension of at least one work day if the evaluation is not
completed by July 1; and demotion to a non-supervisory position if annual performance
evaluations are not completed timely for two consecutive years.

Personnel Rule provides sanctions for supervisors/raters who fail to plan and evaluate in
accordance with the timelines established in the department’s performance management
program. Sanctions include a corrective action and ineligibility for merit pay, and, if the
individual performance plan or evaluation is not completed within 30 days of the corrective
action, disciplinarily suspensions in increments of one work day following the pre-disciplinary
meeting.

Sanctions are enforced by appointing authorities (not supervisors/raters) with the assistance of
departmental human resource offices. Application of the sanctions provided by statute and
personnel rule reinforces the importance of the proper management of the performance
management system.

Reviewer — Another key role in the success of the performance management system is that of the
reviewer. Reviewers are those critical people who help ensure consistency of ratings throughout
their department by:

e Ensuring consistency in ratings among those units (section) supervised,;

e Providing quality control; and

e (Calibrating ratings (not forced distribution).

The following requirements apply to reviewers, including any person employed by the state who
is responsible for reviewing performance evaluations of state classified employees. This
includes non-classified (exempt) staff, who are designated reviewers for classified employees’
performance evaluations:

A reviewer must review and sign the supervisor’s/rater’s evaluation of an employee. If the
supervisor/rater fails to complete an individual performance plan or evaluation, the reviewer is



responsible for completion of the plan or evaluation. If the reviewer fails to complete the plan or
evaluation, the reviewer’s supervisor is responsible. If a rating is not given, the overall
evaluation shall be satisfactory until a final rating is completed.

PERFORMANCE MANAGEMENT PROGRAMS

All departments are required to develop and publish departmental performance management
programs. This program is the classified employee and supervisory guide for performance
management with the State of Colorado and provides specific departmental guidelines and
requirements to abide by. All departmental performance management programs must be
approved by the State Personnel Director before implementation.

A detailed description of the mandatory components of department performance management
programs is provided in Chapter 6 of the State Personnel Rules. The following components must
be addressed:

e mandatory training for all raters;

e statewide uniform core competencies;

e aperformance evaluation form;

e identification of the standard Statewide performance rating cycle;

a requirement for a planning meeting with the employee;

a requirement for coaching and feedback during the performance cycle (including at least

one documented performance review);

e identification of whether evaluations are numerical and/or qualitative;

e inclusion of the definitions of the standard performance ratings;

e prohibition of quotas for the number of employees allowed to receive any of the
performance ratings

e establishment of an accountability component to ensure compliance with the performance
management system and the department’s program;

e identification of sanctions to be imposed for supervisors/raters for failure to comply; and

e a description of the department’s review process to monitor the quality and consistency
of performance ratings within the department before the final rating is provided to
employees.

The mandatory core competencies are communication, interpersonal skills, customer service,
accountability, and job knowledge. Examples of performance objectives for these statewide core
competencies can be found on the "Required Core Competencies" document on the Department
of Personnel and Administration (DPA)/Division of Human Resources (DHR) website.

PERFORMANCE MANAGEMENT DISPUTE RESOLUTION

All matters related to the performance management system are under the jurisdiction of the State
Personnel Director. The State Personnel Director has delegated the final decision making
authority relative to performance management to the Director of the Division of Human
Resources within DPA. Chapter 8 of the State Personnel Rules (8-83 through 8-89) details the
performance dispute resolution process. The State Personnel Board has jurisdiction over
allegations of discrimination related to performance management and over a final grievance
decision associated with a corrective action arising from a final overall evaluation.



The performance management dispute resolution process is an open, impartial process that is not
a grievance or appeal. Attempting informal resolution before initiating the dispute resolution
process is strongly encouraged. The performance management dispute resolution process is
identified, in detail, in each departmental performance management program.

The scope of authority of individuals making final decisions throughout the dispute resolution
process is limited to reviewing the facts surrounding the current action, within the limits set forth
in the department’s performance management program.

Retaliation against any person involved in the performance management dispute resolution
process is prohibited.

In the event that an employee with a pending performance management dispute separates from
the state personnel system, the dispute is dismissed.

The following matters related to performance management are disputable:
e The individual final overall performance evaluation, including lack of a final overall
evaluation; and
e The application of a department’s performance management program to the individual
employee’s final overall evaluation

The following matters related to performance management are not disputable:
e The content of a department’s performance management program;
e Matters related to funds appropriated for merit pay (including full payment); and
e The performance evaluations and merit pay of other employees.

Only the issue(s) originally presented in writing by the employee can be considered during the
dispute resolution process.

Departmental performance management programs must identify the dispute resolution process,
and the process must be communicated to all employees. The process must identify time limits
and the procedure(s) for filing, who will make decisions regarding the issue(s), and time limits
for issuing the final written department decision. The departmental internal decision on issues
involving an individual performance plan or evaluation concludes at the internal stage and no
further recourse is available.

If the issue(s) raised by an employee involve the application of the department’s performance
management program, and those issues are not resolved within the department, the employee
may file a written request for review by the State Personnel Director. The request must be filed
within five working days of the department’s final decision. The request for external review
must include a copy of the original issue(s) submitted in writing and the department’s internal
final decision. The State Personnel Director’s decision, which must be issued within 30 days, is
final and binding within 30 days. Note that the State Personnel Director cannot substitute his
judgment for that of the rater, reviewer, or the department’s dispute resolution decision maker.



ANNUAL REPORTING

Statute requires the State Personnel Director to monitor compliance with the requirements of the
performance management system and to annually report such findings to the Joint Budget
Committee of the General Assembly. The report includes percentage of supervisory compliance,
supervisory suspensions or demotions for non-compliance, dollars appropriated for performance
awards, dollars awarded to employees for performance awards, and dollars awarded for each
performance category.

Each department head is required to report the specified information to the State Personnel
Director by the specified deadline. Accordingly, all departments and institutions of higher
education must either enter their performance ratings directly into the payroll system or send
their file to transfer data to payroll. Specific instructions on recording performance data will be
provided by DHR on an annual basis.

FREQUENTLY ASKED QUESTIONS

Ql.  What if an employee is hired on or after March 1, does the supervisor have to complete a
final overall performance evaluation?

Al. Unless otherwise noted in your departments Performance Management Program, for
those employees hired 30 days or less from the end of the performance rating cycle,
completion of a final overall performance evaluation for the current rating cycle is not
required. The employee’s final overall rating is determined to be satisfactory (level 2).

Q2. If an employee moves to a position under another appointing authority or department or a
supervisory change is made during a performance cycle, an interim evaluation is to be
completed and delivered to the new appointing authority or department within 30 days of
the effective date of the move or change. What if the previous supervisor is no longer
present to conduct the interim evaluation?

A2. If a rater fails to complete an interim evaluation the reviewer is responsible for
completion. If the reviewer fails to complete the interim evaluation, the reviewer’s
supervisor is responsible. If no interim evaluation is given, the employee is determined
to be performing satisfactorily.

Q3.  Can electronic signature be used on the performance evaluation form?

A3.  Yes, if your department has the electronic capability and it has been approved as a
departmental practice.

Q4. If an employee disagrees with a final overall performance evaluation rating, can the
employee prepare a rebuttal?

A4.  Yes, an employee may submit a rebuttal to the final overall performance evaluation,
which must be attached to the final overall performance evaluation form and submitted to



Q5.

AS.

Q6.

A6.

Q7.

AT.

Q8.

A8.

QO.

A9.

Ql10.

the department’s Human Resources office. This does not change the final overall
performance evaluation or rating.

Can the final overall performance rating and/or numerical score be changed once the
form is signed?

Yes, this may occur based on an internal department dispute resolution decision. The
employee and supervisor should initial this change on the evaluation form.

If an employee retires from the state personnel system, is it required that the supervisor
conduct a final overall performance evaluation?

No, a final overall performance evaluation is not required for employees who retire from
or otherwise leave the state personnel system.

Can a department change the definitions of the performance ratings, level 1, level 2, and
level 37

The State Personnel Director has published standard definitions for the three performance
ratings. Departments may further define the levels in relation to mission and operational
needs providing that such detail falls within the required standard definitions.

As a rater, what should be done if I'm being asked to change the ratings for my unit
employees?

Reviewers are responsible for monitoring the quality and consistency of performance
ratings within the department before final overall ratings are provided to employees. If a
rater 1s being asked to change ratings for a unit, the request should be based on concerns
regarding the quality and consistency of performance ratings applied. It is a violation of
statute to establish quotas for the number of employees allowed to receive any of the
performance ratings. If this is happening, talk with the department Human Resources
office immediately.

How are supervisors and raters held accountable for implementing the performance
management system (planning, coaching, evaluating employees)?

Designated raters are evaluated on their performance management and evaluation of
employees. Typically, this is achieved by a specific individual performance objective
being added to the supervisors’ performance plan for the performance rating cycle. In
addition there are sanctions that may be applied to supervisors who fail or are late in
conducting planning and evaluation of their employees.

Do all departments have to participate in the annual reporting process, even if utilizing
other payroll systems?



A10.

Q11.

All.

Q12.

Al2.

Q13.

Al3.

Ql4.

Al4.

Yes, per statute and rule all departments including general government and institutions of
higher education are required to report supervisory compliance and performance ratings
for all state personnel system employees.

If an employee separates from the state personnel system, while a performance dispute is
in process, does a department need to issue an internal department decision?

No, in the event that an employee with a pending dispute separates from the state
personnel system, the dispute is dismissed.

If an employee separates from the state personnel system, does the rater need to issue a
final performance evaluation prior to the separation?

No it is not required by rule; however it is strongly encouraged as best practice to finalize
an evaluation prior to an employee separating from the state personnel system so there is
a record of performance.

If an employee is on extended leave, does a final evaluation have to be completed?

Yes, rating must be issued in accordance with the departments performance management
program.

Are performance evaluations required for temporary employees?

No, performance evaluations are not required for temporary employees.

Every attempt is made to keep this technical guidance updated. For additional information, refer to the State Personnel Board Rules and
Director’s Administrative Procedures (rules) or contact your department human resources office. Subsequent revisions to rule or law could cause
conflicts in this information. In such a situation, the law and rule are the official source upon which to base a ruling or interpretation. This
document is a guide, not a contract or legal advice.
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This technical guidance was updated due to audit recommendations from the State Auditor’s
report that was provided in June 2014. One of the recommendations was for DHR to conduct
periodic compliance spot checks to verify data agencies record into the payroll system.
Recommendations from the compliance spot check that was completed in March 2015 included;
defining the reported performance evaluation date as the employee signature date and defining a
uniform latest appraisal deadline. These recommendations (along with other minor edits) have
been addressed in this Technical Guidance update.

Cross referenced with: C.R.S. 24-50-104; C.R.S 24-50-125; Rules 6-3 through 6-7 of State
Personnel Rules; Rules 8-83 through 8-89 of State Personnel Rules.

11



I

Tab 5 — Performance Planning
Checklist




Performance Planning Checklist

Name of Employee: Date/Time of Meeting /

This checklist has been designed to help you with the preparing for the performance planning meeting with the employee. It is
broken into three sections Before the Meeting, During the Meeting and Follow-up.

Before the Meeting

Before you meet with the employee, you need to prepare the following to give to the employee.

I A B

0

Book a meeting room if required

Send meeting request to employee or confirm meeting

CDOT Miission and Goal Poster

Unit’s Work Plan for the current Performance Plan Year

Print Employee’s PDQ (to request a copy email dot_workforce_staffing@state.co.us and provide your
relationship to the employee and the reason you need the PDQ)

Any goals you would like to suggest

During the Meeting

During the meeting you need to discuss the following topics with the employee.

[1 Take a moment to connect with the employee and identify what is important to them
[J Provide the employee with the 3 Peaks Poster and explain how the employee contributes
[J Provide the employee with the Unit’'s Work Plan and discuss the how the employee contributes
[J  Provide the Unit Work Plan and explain what is expected of the employee and explain your role as the supervisor
[1  Explain to the employee be evaluated on Accountability/Credibility, Job Knowledge/Performance,
Communication/Interpersonal Skills, Customer Service and Safety (Workleading/Supervision only if applicable)
[J Discuss with the employee the need to create one or two Performance goals using the S.M.A.R.T (Specific,
Measurable, Achievable, Relevant and Time bound) goal format.
[ Explain to the employee that after you put the goals into the system they need to acknowledge the goals by April 8"
[J Identify Goal 1:
[J Identify Goal 2 (optional):
Follow-up
After the meeting there are a couple of items you need to complete.
[J  Enter the goals for the employee into the system. Click here if you need help
[J  Follow-up on any of the items you mentioned you would provide to the employee
[1 Determine how ongoing communication will occur (team meetings, walk arounds, one-on-ones, targeted
performance discussions, etc.)
[0 How significant events, accomplishments and milestones will be tracked and documented for the rating period
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Tab 6 — Chart of Goals by Knowledge
Area
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Tab 7 — Midyear Performance Review
Checklist




Midyear Performance Review Checklist

Name of Employee: Date/Time of Meeting /

This checklist has been designed to help you with the preparing for the Midyear performance review meeting with the employee. It is
broken into three sections Before the Meeting, During the Meeting and Follow-up.

Before the Meeting

Before you meet with the employee, you need to prepare the following:

U
U
0

O

Book a meeting room if required

Send meeting request to employee or confirm meeting

Print Unit’s Work Plan highlighting any changes that have occurred between the performance planning meeting and the
midyear review

Print employee’s PDQ only if there have been changes otherwise use for review

Any goals you would like to suggest for the next performance planning meeting

Gather all supporting documentation for your discussion with the employee (notes about performance from your notebook,
emails, etc) to provide specific examples of behaviors

Enter the rating of the employee and enter specific examples for each goal and competency area supporting your evaluation of
the employee. Provide examples, even if the employee excelled so they know what they are doing right. Click here for help.

During the Meeting

During the meeting you need to discuss the following topics with the employee.

[J Take a moment to connect with the employee and identify what is important to them
[J Provide the Unit Work Plan and explain any changes that have occurred since your last review with employee and explain how
the employee work contributes
[J Provide the employee with their ratings on each of the competency areas and provide specific examples of how the employee
performed for Accountability/Credibility, Job Knowledge/Performance, Communication/Interpersonal Skills, Customer Service
and Safety and performance goals
[J Discuss with the employee the need to create one or two Performance goals using the S.M.A.R.T (Specific, Measurable,
Achievable, Relevant and Time bound) goal format.
[J Provide the employee with specific examples, based on your notes, of how they are doing towards their goals
[] Explain to the employee they need to acknowledge and provide feedback on the goals and ratings by 10/17
[J Identify Goal 1:
[J Identify Goal 2 (optional):
Follow-up
After the meeting there are a couple of items you need to complete.
[J Enter the goals for the employee into the system, if you have not already done so. Click here if you need help
[J  Follow-up on any of the items you mentioned you would provide to the employee
[J Determine how ongoing communication will occur (team meetings, walk arounds, one-on-ones, targeted performance
discussions, etc.)
[J How significant events, accomplishments and milestones will be tracked and documented for the rating period



Tab 8 — Final Performance Review
Checklist




Final Performance Review Checklist

Name of Employee: Date/Time of Meeting /

This checklist has been designed to help you with the preparing for the Final performance review meeting with the employee. It is
broken into three sections Before the Meeting, During the Meeting and Follow-up.

Before the Meeting

Before you meet with the employee, you need to prepare the following to give to the employee.

0
0
O

Book a meeting room if required

Send meeting request to employee or confirm meeting

Print Unit’s Work Plan highlighting any changes that have occurred between the midyear performance review and the final
performance review

Print employee’s PDQ only if there have been changes otherwise use for review

Gather all supporting documentation for your discussion with the employee (notes about performance from your notebook,
emails, etc) to provide specific examples of behaviors

Write specific examples for each goal and competency area supporting your evaluation of the employee. Provide examples,
even if the employee excelled so they know what they are doing right Click here for help

During the Meeting

During the meeting you need to discuss the following topics with the employee.

[J Take a moment to connect with the employee and identify what is important to them
[J  Provide the Unit Work Plan and explain any changes that have occurred since your last review with employee and explain how
the employee work contributes
[J  Provide the employee with feedback on each of the competency areas and performance goals and provide specific examples of
how the employee performed for Accountability/Credibility, Job Knowledge/Performance, Communication/Interpersonal Skills,
Customer Service and Safety and performance goals
[J Provide the employee with specific examples, based on your notes, of how they performed on their goals
(]  Explain that the 2" level reviewer is looking at the goals and their final rating will be made available by April 15th
[J Explain to the employee that after you put the goals into the system they need to sign by April 22
Follow-up
After the meeting there are a couple of items you need to complete.
[J  Follow-up on any of the items you mentioned you would provide to the employee
[1 Determine effectiveness of ongoing communication that has occurred during the performance plan year and follow up on

suggestions for modifications
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GIVING CONSTRUCTIVE FEEDBACK

Feedback is an essential element for everyone in an organization's workforce. Giving feedback is
a task you perform again and again as a manager or supervisor, letting people know where they
are and where to go next in terms of expectations and goals - yours, their own, and the
organizations.

Feedback is a useful tool for indicating when things are going in the right direction or for
redirecting problem performance. Your objective in giving feedback is to provide guidance by
supplying information in a useful manner, either to support effective behavior, or to guide someone
back on track toward successful performance.

Some situations which require giving constructive feedback include:
« Ongoing performance discussions
» Providing specific performance pointers
» Following up on coaching discussions
- Giving corrective guidance
« Letting someone know the consequences of their behavior

Some clues that constructive feedback is needed are when:
+ Someone asks for your opinion about how they are doing

« Unresolved problems persist

« Errors occur again and again

» An employee's performance doesn't meet expectations
« Apeer's work habits disturb you

SIX WAYS TO MAKE FEEDBACK CONSTRUCTIVE

Part of being an effective manager or supervisor is knowing what feedback to give. The trick is
learning how to give it constructively so that it has some value. constructive feedback is a tool that
is used to build things up, not break things down. It lets the other person know that you are on

their side.
1. If you can't think of a constructive purpose for giving feedback, don't give it at all.

2. Focus on description rather than judgement.

Describing behavior is a way of reporting what has occurred, while judging behavior is an
evaluation of what has occurred in terms of "right or wrong", or "good or bad". By avoiding
evaluative language, you reduce the need for the individual to respond defensively.

For example: "You demonstrate a high degree of confidence when you answer customer
questions about registration procedures, "rather than, "Your communication skills are good."

3. Focus on observation rather than inference.

Observations refer to what you can see or hear about an individual's behavior, while inferences
refer to the assumptions and interpretations you make from what you see or hear. Focus on what

the person did and your reaction.

For example: "When you gave that student the Financial Aid form, you tossed it across the
counter," rather than describe what you assume to be the person's motivation, "I suppose you

give all forms out that way!"



4. Focus on behavior rather than the person
Refer to what an individual does rather than on what you imagine she or he is. To focus on
behavior, use adverbs, which describe action, rather than adjectives, which describe qualities.

For example: "You talked considerably during the staff meeting, which prevented me from getting
to some of the main points," rather than "You talk too much."

5. Provide a balance of positive and negative feedback
If you consistently give only positive or negative feedback, people will distrust the feedback and it
will become useless.

6. Be aware of feedback overload.

Select two or three important points you want to make and offer feedback about those points. If
you overload an individual with feedback, she or he may become confused about what needs to

be improved or changed.

For example: "The number of applicants and the time it takes you to enter them are both within
the expected ranges. The number of keying errors you are currently making is higher than
expected."

Giving feedback constructively benefits everyone. You, as the manager or supervisor, use the on-
going exchange of information as a way of getting to know your people and providing them with
valuable guidance in their work. The employee, manager, supervisor, or peer receives data that
makes that makes her or his job go easier. The organization gains in improved productivity of its
workforce.

THE SIX STEP METHOD FOR GIVING CONSTRUCTIVE FEEDBACK

Step 1: State the constructive purpose of your feedback.

State your purpose briefly by indicating what you'd like to cover and why it's important. If you are
initiating feedback, this focus keeps the other person from having to guess what you want to talk
about. If the other person has requested feedback, a focusing statement will make sure that you

direct your feedback toward what the person needs.

For example: "l have a concern about."
"l feel | need to let you know."
"l want to discuss."
"l have some thoughts about."

Step 2: Describe specifically what you have observed.

Have a certain event or action in mind and be able to say when and where it happened, who was
involved, and what the results were. Stick to what you personally observed and don't try to speak

for others. Avoid talking vaguely about what the person "always" or "usually" does.

For example:  "Yesterday afternoon, when you were speaking with Mrs. Sanchez, | noticed that
you kept raising your voice."

Step 3: Describe your reactions.

Explain the consequences of the other person's behavior and how you feel about it. Give
examples of how you and others are affected. When you describe your reactions or the
consequences of the observed behaviors, the other person can better appreciate the impact their

actions are having on others and on the organization or team as a whole.



For example:  "The staff member looked embarrassed and | felt uncomfortable about seeing the
episode." "Shouting at our students is not acceptable behavior in this

department.”

Step 4: Give the other person an opportunity to respond.
Remain silent and meet the other persons eye, indicating that you are waiting for answer. If the
person hesitates to respond, ask an open ended question.

For example:  "What do you think?"
"What is your view of this situation?"
"What are your reaction to this?"
"Tell me, what are your thoughts?"

Step 5: Offer specific suggestions.

Whenever possible make your suggestions helpful by including practical, feasible examples.
Offering suggestions shows that you have thought past your evaluations and moved to how to
improve the situation. Even if people are working up to expected standards, they often benefit

from ideas that could help them to perform better.

If your feedback was offered supportively or neutrally, in the "for your information" mode, or
depending on the situation's circumstances, suggestions may not be appropriate. Use your
common sense and offer an idea if you think the other person will find it useful. Don't drum up a
suggestion for improvement just for the sake of it.

For example:  "Jennifer, | sometimes write myself notes or put up signs to remind myself to do
something."
"Jill, rather than telling Ed that you're not interested in all the details, you might try
asking him specific questions about the information you are most interested in."

Step 6: Summarize and express your support

Review the major points you discussed. Summarize the Action items, not the negative points of
the other person's behavior. If you have given neutral feedback, emphasize the main points you
have wanted to convey. For corrective feedback, stress the main things you've discussed that the
person could do differently. End on a positive note by communicating confidence in the person's

ability to improve the situation.

For example: "As | said, the way the group has figured out how to cover phone calls has really
lessened the number of phone messages to be returned. You've really followed through on a

tough problem. Please keep taking the initiate on problems like that.

By summarizing, you can avoid misunderstandings and check to make sure that your
communication is clean. This summary is an opportunity to show your support for the other

person—a way to conclude even an negative feedback situation on a positive note.

For example:  "Atleast we understand each other better since we've talked. I'll do what | can to
make sure your priorities are factored into the schedule, and I'll expect you to

come straight to me if the schedule is a problem.

Note: Information on Recognizing Good Performance, Characteristics of Good Recognition, Coaching: An Approach to
Solving Performance Problems, and Giving Constructive Feedback provided courtesy of Enrollment Services Training,
Staff Development and the Work-Study Office, Boston University.
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Attitude

‘Charles Swindoll

“The longer 1 live, the more I realize the impact of attitude on life.
Attitude, to me, is more important than facts.
It is more important than the past,
than education, than money,
than circumstances, than failures, than successes,
than what other people think, say or do.

It is more important than appearance, giftedness or skill.
It will make or break a company... a church... a home.
The remarkable thing is we have a choice
every day regarding the attitude
we embrace for that day.

We cannot change our past...
we cannot change the fact that people
will act in a certain way.

We cannot change the inevitable.

The only thing we can do is play the one string we have,
and that is our attitude...

I am convinced that life is 10% what happens to me
and 90% how I react to it.

"

And so it is with you... we are in charge of our Attitudes
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SILENCING COMMON GRIPES

“My supervisor doesn’t respect me.”

o
o
o

Get to know employees as people.
Treat like adults and respect their privacy.
Recognize that employees have lives outside work and try to accommodate

“Nobody appreciates my hard work.”

(0]

0}
0}
(0}

Provide regular feedback and recognition.

Mix an equal number of thank you’s and good job with critique

Ask employees for ideas and use them

Acknowledge immediately when performing well — don’t wait until review

“There are different rules for different people.”

0}
(0}

Focus on being fair and consistent with workload and appreciation
Be aware of legal risks when making work decisions based on race, age, gender

“My performance reviews are useless.”

(0]

o
0}
(0}

Provide continuous feedback. Nothing should be a surprise.
Involve employees in setting goals

Adapt a development mindset

Don’t focus on character traits

“My boss micromanages my work.”

0}
0}

Delegate when possible.
Allow employees to have more say in how they do their work.

“We have too many meetings.”

o
o

Institute a time limit on meetings,
Use a meeting facilitator.

“I' hate coming to work.”

(0]
(0]

Ask employees specifically what would improve the outlook.
Consider how you can enrich jobs to motivate.

www.BusinessManagementDaily.com
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Use of the Performance Log

The Performance Log is designed to allow you to keep track of the
performance of your employees. Please keep the following in mind
when using this log:

e |tis designed to track both positive and negative behavior

e Itis designed to be an objective log of your observations
please do not include any comments that are opinionated,
derogatory or you would not want read by someone else

e |t should not be used to track daily behavior

Name of Employee: John Kudo (Example of Kudo)

Date/Time Description of Event (Who was involved, Oral Reminder
What happened) /Kudo/ Written

09/18/16 Today | received an email from a citizen | Kudo

9:00am who had their wallet retuned by John

who found it on Monday 09/17/16. |
passed the email on to John and talked
with him to let him know this is in
keeping with the CDOT value of
integrity.

Observed by:
Fred Smyth

Name of Employee: Mark Reminder (Example of Oral Reminder)

Date/Time Description of Event (Who was involved, Oral Reminder

What happened) /Kudo/ Written
10/10/16 Mark is scheduled to arrive into work Oral Reminder
10:15am at 10:00am. He was late by 15

minutes. He told me that he forgot to

Observed by:

put gas in his car and there was a long Jane Dendt
line. 1 reminded him it is important to
be to work on time.
Page | 1

Name of Employee:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Observed by:

Name of Employee:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Observed by:

Name of Employee:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Observed by:

Page | 10
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Name of Employee:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Name of Employee:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Observed by:

Name of Employee:

Observed by:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Name of Employee:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Observed by:

Name of Employee:

Observed by:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Name of Employee:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Observed by:

Page | 3

Observed by:

Page | 8




v | 98ed

:Aq paniasqo

[ | @3ed

:Aq paniasqo

uanuM /opny/
Japuiway |el0

(pauaddey 1eym
‘panjonul sem oy ) 1uaAg jo uonduasaqg

awi] /a1eq

:99hojdwi3 jJo sweN

uanuM /opny/
Japuiway |el0

(pauaddey 1eym
‘panjonul sem oy ) 1uaAg jo uonduasaqg

awi] /a1eq

:Aq paniasqo

:99hojdw3 jJo sweN

:Aq paniasqo

uanM /opny/
J9pulway |e10

(pauaddey 1eym
‘panjonul sem oY) 1uang jo uondudsaqg

awi] /a1eq

:99Ao0|dw3 jo aweN

uanM /opny/
J9pulway |e10

(pauaddey 1eym
‘panjonul sem oY) 1uang jo uondudsaqg

awi] /a1eq

:Aq paniasqo

:99Ao|dw3 jo aweN

:Aq paniasqo

uanuM /opny/
J9pulway |es0

(pauaddey 1eym
‘panjonul sem oY) 1uang jo uondudsaqg

awi] /a1eq

:99Ao|dw3 jo aweN

uan M /opny/
J9pulway |es0

(pauaddey 1eym
‘panjonul sem oY) 1uang jo uondudsaqg

awi] /a1eq

:99Ao|dw3 jo aweN




Name of Employee:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Name of Employee:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Observed by:

Name of Employee:

Observed by:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Name of Employee:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Observed by:

Name of Employee:

Observed by:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Name of Employee:

Date/Time

Description of Event (Who was involved,
What happened)

Oral Reminder
/Kudo/ Written

Observed by:

Page | 5

Observed by:

Page | 6
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COLORADO
Department of Transportation

Division of Human Resources

EMPLOYEE ASSESSMENT

EMPLOYEE (HIGH CONTRIBUTOR):

WORK DUTIES 1 2 3

Documentation

Diagnosis and improve employee
performance

Conducting performance reviews

Coach and provide feedback to employees

Developing top performers

Dealing with negative attitudes

Managing conflict

Holding self accountable

Setting expectations

Connection of role to the mission and values

<Turn Over for Low Contributor>

Legend

1 = Knows about

2 = Knows how

3 = Demonstrates task
4 = Accomplishes daily
5 = Teaches others




COLORADO
Department of Transportation

Division of Human Resources

EMPLOYEE ASSESSMENT (PAGE 2)

EMPLOYEE (LOW CONTRIBUTOR):

WORK DUTIES 1 2 3

Documentation

Diagnose and improve employee
performance

Conducting performance reviews

Coach and provide feedback to employees

Developing top performers

Dealing with negative attitudes

Managing conflict

Holding self accountable

Setting expectations

Connection of role to the mission and values

Legend

1 = Knows about

2 = Knows how

3 = Demonstrates task
4 = Accomplishes daily
5 = Teaches others
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COLORADO

Department of Transportation

Jo\ A

INDIVIDUAL DEVELOPMENT PLAN

Division of Human Resources

Objectives: Actions: Success Criteria:
What do | need to do What methods will | use? | How will | measure?
better?

Follow-Up: How did it go and how do we move forward?






