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Performance Management Guidebook

We are pleased to introduce this guidebook for using the new Bryant University Performance Management Program.  

Bryant partnered with Sibson Consulting (a division of Segal), an international human capital consulting firm, to develop the Performance Management Program.  Human Resources and Sibson collaborated with an internal Advisory Group to design the program and develop the tools for using it.  This is the same Advisory Group that worked on the revised staff compensation program, thus providing important consistency between the two programs.

The Advisory Group assisted in all aspects of the program design and development, including:

· Developing and finalizing the core qualities for all employees
· Reviewing and endorsing the program concept

· Providing guidance on effectively describing and communicating the program

· Reviewing and modifying tools, processes and forms

Bryant’s President and Vice Presidents were kept informed of the project’s progress and direction, and fully endorse the new program.
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Introduction

Purpose of the Program

· The Bryant University Performance Management Program has been designed to build and sustain a performance culture by: 

· Engaging employees in Bryant’s mission, strategy and goals and building commitment to the institution

· Aligning individual and group performance with Bryant’s expectations and needs, and reinforcing excellence

· Developing and enhancing skills and competencies required to support Bryant’s mission, strategy and goals

· Since the focus of this program is to enhance already good performance, serious performance problems will be addressed through a different process.  This will ensure the integrity of the program, and that serious performance problems are addressed appropriately. 

Program Benefits

The program has many benefits, both to you and the University
	You will benefit because…

	· Clear expectations will be set for handling job responsibilities, achieving annual goals, demonstrating competencies, and taking opportunities for growth and development to enhance your performance and career at Bryant

· You will have the opportunity to get directly involved in setting your own goals based on Bryant’s strategy and goals, and in monitoring your own performance

· Your rewards (pay and career) will be linked to your performance 


	Bryant will benefit because…

	· There will be more consistency in planning, reviewing and rewarding performance across campus

· More informed, engaged staff will understand how they contribute to the University’s success, be more actively involved in helping Bryant achieve its mission, strategy and goals, and take more personal responsibility for their own performance

· The connection between the University’s strategy/goals, and individual performance expectations will be clearer

· Pay increases can be more appropriately linked to performance


Program Overview

Guiding Principles

The program was designed around the following guiding principles, all of which work together to build and sustain a performance culture:

	Building
Strategic Clarity
	· All employees will be provided with regular, accurate information to help develop their own plans, including

· The University’s financial picture and what this means for the institution
· Bryant’s strategy and specific goals

· Operational interrelationships among divisions/departments of the  University
· The behavioral expectations of all employees and managers

	
	

	Taking Ownership
For Performance
	· Individuals and teams will take primary responsibility for managing their  own performance

· Individuals and teams will develop their annual plans by learning about the institutional strategy, goals and expectations 

· Supervisors will shift their focus and become coaches and facilitators in business planning and execution.  They will also be responsible for allowing employees to take ownership, while remaining involved and aware, stepping in when needed

	
	

	Giving & Receiving Excellent Feedback
	· Attention will focus on building an environment that expects, fosters and values great feedback 

· Train managers and employees to give and receive appropriate and helpful feedback 

· Primary attention should be on helpful, descriptive, clear feedback with a focus towards improving performance, competency demonstration, skill development, etc.

· Reviewing past performance is secondary and put in the context of learning from the past to improve future performance

	
	


Overview of the Process

The program consists of 4 major activities:

	What Is Excellent Performance at Bryant University?
	
	DEFINE
	PLAN
	
	What Do I Plan To Accomplish This Year?

	How Have
I Done?
	
	REVIEW
	REWARD
	
	What Rewards Can I Expect for My Performance?



[image: image2]

Overview of the Process (continued)
	DEFINE
	PLAN

	REVIEW
	REWARD


Excellent performance at Bryant is defined as Results, Qualities/Characteristics plus Development.  These are described below:

	Results

Aligning what you accomplish with Bryant’s strategy
	
	· “Results” refers to how you perform your job and meet your personal goals

· Our collective results ultimately lead to Bryant’s success

· Goals will be measurable, definable and clear so that expectations can be objectively assessed

· Consistently achieving expected results is important to your career at Bryant

	
	
	· 

	Qualities/ Characteristics
Building and sustaining workplace culture
	
	· Bryant’s mission, branding and strategy define the qualities that we need to demonstrate to meet our goals

· “Core qualities” apply to all employees; “managerial characteristics” apply to those who manage people

· These qualities and characteristics define a work culture that supports Bryant’s strategy

	Development
Building capabilities and “bench strength”
	
	· Bryant’s ability to achieve our goals is based on the knowledge, skills, capabilities, and productivity of our staff

· Our continued success and your individual success depend on continuous learning and development

· Building knowledge, skills, and capabilities is required of every employee regardless of their current role or future objectives


Overview of the Process (continued)
	DEFINE
	PLAN

	REVIEW
	REWARD


	Planning is the core of the program
	
	· Focuses attention, efforts and resources on what is important

· Creates a path to follow for the upcoming year, both individually and collectively

· Opens the lines of communication between staff and management as we mutually establish and achieve our goals

· Sets the standards for reviewing performance at the end of the year

	Use the Personal Action Plan to document your plans
	
	· Job Responsibilities 

· Identify specific plans relating to your regular job responsibilities 

· Remember that everyone is expected to handle their regular job responsibilities even if they are not written into the Personal Action Plan
· Annual Goals
· Document specific annual goals that you plan to accomplish in the coming year

· Refer to “Setting Annual Goals” later in this guidebook for hints on setting appropriate goals and describing them clearly 

· Core Qualities/Managerial Characteristics
· How work is accomplished is just as important as the results achieved

· Assess abilities and determine areas of focus
· Development Plans
· Development goals are required whether you plan to remain in your current role or take on another role

· Identify areas of focus for development and set appropriate goals (examples are: skills, communications, time management, project management, etc.)

· Consider multiple approaches to development such as formal training, special projects and working on assignments outside usual area


Overview of the Process (continued)
	DEFINE
	PLAN

	REVIEW
	REWARD


	Reviewing performance is a joint responsibility of both employees and managers
	
	Employee’s Responsibility

· Periodic check-ins

· Monitor your own performance during the year and ensure that you are on track for meeting your plan

· Keep track of your progress on the Progress Chart at periodic check-in points throughout the year

· Meet with your supervisor at least once mid-year to review your progress and review your plans, revising anything that needs adjustment

· Annual review

· Complete a self-review using Year End Performance Summary

· Meet with supervisor for end of year review discussion; participate actively and begin thinking about plans for the coming year



	
	
	Manager’s Responsibility
· Periodic check-ins

· Allow employee to monitor their own performance

· Discuss check-in meetings with employee at start of year to come to agreement on frequency of meetings, process for initiating, etc.

· Be available for periodic, informal check-in meetings and to get more actively involved if necessary to help the staff member

· Annual review

· Keep notes throughout year on performance, to use as refresher in annual review process

· Prepare for annual review by completing draft Year End Performance Summary and jotting down notes on employee’s performance

· Meet with employee for end of year review discussion, review and consider their self-review, set conversational, supportive tone for meeting, encourage employee’s activate participation

· Finalize Year End Performance Summary


Overview of the Process (continued)
	DEFINE
	PLAN

	REVIEW
	REWARD


	Rewards are linked with performance
	
	· The outcome of your performance review will determine your pay increase, within the University’s budget and annual salary increase guidelines 

· Specific increase guidelines will be published annually

· Your performance and development will also link to career rewards, which may take different forms including:

· Advancement to another job, either within the same family or another job family

· Growth within your own job either through skill enhancement or taking on additional responsibilities




CORE qualities/MANAGERIAL characteristics

Core Qualities

Excellent Colleagues at Bryant University:

1.
Demonstrate commitment to Bryant and exemplify its mission in all aspects of work and interactions. They:

Ensure own actions are consistent with the mission of Bryant 

Focus on building and protecting Bryant’s reputation and long-term interests 

Project a positive, consistent institutional image

Are engaged in University life, demonstrating interest in activities and events

Develop and build mutually beneficial working relationships, positively influence others and contribute to cohesive teams

2.
Initiate, sponsor and/or support changes and improvements, with both the present and future in mind. They:

Consistently show enthusiasm and support for change, and energize others

Balance new priorities with existing priorities

Step back to look beyond tactical issues and view own work processes from a broader, longer-term perspective

Proactively prepare for and adjust to change

Are willing to reconsider decisions, thoughts and actions to fit new situations and needs

Take appropriate risks after assessing the situation and potential implications

3.
Accept personal accountability for own words and actions and take responsibility for seeing things through to completion. They:

Take ownership for the quality of their own work, actions and work relationships

Invite and accept honest feedback

Admit to mistakes, misjudgments or errors, and focus on a positive outcome 

Avoid compromising own integrity or reflecting poorly on the institution 

Carefully formulate and follow through on commitments

4.
Show concern for the welfare, dignity and feelings of others. They:

Share information consistently and honestly, while maintaining confidentiality 

Are tactful and honest

Understand, appreciate and value individual differences in attitudes, behaviors, values and opinions

Work collaboratively, respect other’s viewpoints and follow the team’s standards 

Act to defuse conflict situations and bring the interchange to a constructive focus

5.
Proactively focus efforts on goal achievement, continuous improvement and high quality outcomes. They:

Show an appropriate sense of urgency about solving problems and getting the work done

Are not content with the status quo, and continuously seek ways to improve quality, processes and/or outcomes, as well as own skills and capabilities 

Keep focused on goals, despite adversities and setbacks, and strive for quality outcomes

Demonstrate positive, ‘can-do’ attitude 

Pitch in and help others when necessary to get the job done

Keep everyone involved informed about progress and issues

Systematize routine work to ensure time and effort can be spent on more critical activities

Managerial Characteristics

Excellent Managers at Bryant University:

1.
Communicate and exemplify the University’s mission for students.  They:

Demonstrate by their actions a personal commitment to students

Identify opportunities to contribute to the University’s mission inside and outside of their own areas

Relate their own department’s goals to the mission

Talk about the mission on a regular basis

Act for the good of the University, not just for their own or their department’s good

2.
Mentor and develop a team.  They:

Hire the right people

Assign people the right responsibilities for their development

Actively get to know their staff

Listen to the team’s concerns and suggestions

Give clear feedback throughout the year

Develop their team’s strengths and help them overcome their weaknesses

Hold people to results and not always mandate the process for getting them

3.
Work across functions to achieve the University’s goals.  They:

Respect everyone, no matter his or her role

Orchestrate activities that increase communication between the silos

Negotiate solutions acceptable to those involved

Are persuasive with their peers

Make time for cross-functional activities

4.
Lead change at Bryant. They

Articulate the reasons for the changes

Are receptive to new ideas and approaches

Are flexible and open to new assignments

Are aware of what’s going on outside of Bryant and bring that knowledge back to Bryant

5.
Accept responsibility and hold others accountable.  They:

Express their concerns in a professional way

Acknowledge when they have made a mistake

Do more than their job requires

Delegate responsibility to their staff and back them up

Setting Annual Goals

Introduction to Setting Annual Goals

· What are goals and why are they important?

· A goal is a specific statement that describes what you plan to accomplish in your role at Bryant.  It should be consistent with the goals of your work area and Bryant as a whole. 

· Goals are helpful and important for a number of reasons.  They

· Focus attention on the most critical results and accomplishments

· Create a road map to guide performance and efforts

· Involve and engage people in planning their own performance in a way that supports Bryant’s needs

· Communicate what is necessary to sustain Bryant and enable it to thrive

· Who should set goals?

· Everyone who works for Bryant is expected to set goals

· Setting annual goals may be easier in some positions than in others, and for some jobs it may not be feasible.  However, goals for handling job responsibilities, competencies and development can be set for all positions. 

· What goals are appropriate?

· For most people, your role and the goals for your own area will determine what kind of goals you will set

· For some, annual goals will be directly affected by Bryant’s annual goals

· You will get information on Bryant’s goals as well as your area’s goals to help you determine how you can contribute

· Your supervisor will help you finalize your goals and will give you information about overall group goals

Personal Action Plan - Setting and Describing Goals

While the content of your goals is essential, the way you describe them is just as important.  Please be sure to address the following when describing your goals on your Personal Action Plan:

	Area of Focus
	
	· Summarize the broad area the goal pertains to

	Specific Plan
	
	· Describe your goal in this area

· Identify what you plan to accomplish and how

	Expected Outcomes
	
	· Describe measures or other evidence that will help determine whether you’ve met your goals.  This will help to clarify your intentions and to reduce the subjectivity at review time

· Measures can be:

· Quantitative – expressed in numerical terms

· Qualitative – expressed in descriptive terms

· Avoid vague phrases such as:

· “As soon as possible”

· “Kept to a minimum”

· “Most of the time”



	Resources Needed; Expected Timeframe
	
	· Describe any resources (time, funding, help of others) you will need to accomplish your goal

· Be clear about when you expect to achieve your goal or key milestone

· Some goals may be subsets of larger, long-term goals, in which case milestone accomplishments would be considered annual goals

· If you can’t define a time period for achieving the goal or a milestone step, your goal may be too broad or general


Helpful Hints For Avoiding Common Pitfalls

	Pitfall:
Too many goals
	
	· Since goal setting is intended to focus your attention on the most important needs, limit the number of your annual goals to 3-5

	Pitfall:
Unclear accountability
	
	· Be sure to clarify who is accountable for achieving the goal

· This can be more complex for team members, or when work is highly interrelated; indicate if accountability is shared

	Pitfall:
Unclear expected results or measures
	
	· Be clear about the evidence or measures of the expected results

· Without this clarity, you and your manager may think you agree on goals only to later realize that you disagree on whether or not the goal has been achieved

	Pitfall:
Focus on activities rather than results
	
	· A goal should establish and describe intended results

· Activities and tasks are a means to an end – valuable only if they get the desired results. Activities should never be the main focus in goal setting

	Pitfall:
Overly wordy goals
	
	· When goal statements are wordy, they obscure what the performance expectations really are

· Wordy goals are confusing and may lead to disagreements as to expectations and whether the goal has been achieved


Giving and Receiving Feedback

Giving and Receiving Feedback

Most people welcome honest feedback about their work performance and appropriate coaching to help them improve their performance.

This section describes ways to provide effective feedback and ways to accept feedback in a manner that is helpful.  While supervisors are responsible for conducting formal performance reviews, anyone can request feedback from others.  Feedback from colleagues can be particularly effective, especially when used for development purposes.

A Feedback Request Form has been developed to assist in collecting feedback in a consistent format. 

Giving Feedback

The following tips refer to formal as well as informal feedback

Feedback should be positive as well as constructive
· Positive reinforcement continues to be the most effective motivator.  Take the opportunity to provide sincere, positive feedback.  Thank people for their work, their efforts and their accomplishments.
Take advantage of “coachable moments”
· If something occurs that warrants praise or corrective coaching, address it immediately.  This is fair to the staff member and more likely to end positively than if you waited until a formal meeting.
Make sure you have all information and understand the situation
· Situations are not always as they seem on the surface.  While some actions are always unacceptable (yelling at a colleague, for example), others may be appropriate under certain circumstances.
Respect the staff member’s privacy
· Criticizing or reprimanding in public is always inappropriate.  However, public praise may be welcomed by some while others may be embarrassed by it.  Try to evaluate the individual circumstances before acting.
Keep your feedback and coaching in perspective
· While you shouldn’t let poor behavior or performance continue, consider the big picture before giving feedback.  For example, your feedback to someone who consistently violates performance standards would be very different from that given to someone who normally follows standards.
Be specific
· The goal of feedback and coaching is to enable the staff member to perform to the best of his/her ability.  To do this, he/she needs to understand clearly what was done well and what needs to improve.  Be as clear and specific as possible; avoid general, vague comments.
Demonstrate your support
· Make it clear that you are supportive and will work with him/her to succeed, and follow through on this commitment.
Receiving Feedback
Receiving feedback isn’t always easy, particularly if it is not entirely positive. Keep these ideas in mind when evaluating feedback you’ve received.
Remember that feedback is a good thing

· Receiving feedback helps you know what you do well and what you need to improve.  This information can be critical to your continued success at Bryant and your ability to develop professionally.
Don’t get defensive

· It isn’t easy to hear less-than-positive feedback.  However, if you let yourself get defensive, it will be very hard to learn from the feedback.  Relax and listen to what is being said.  Ask for clarification if you need it.  Take some time to think about the feedback.
You have a right to clear, honest feedback

· Feel free to ask colleagues for feedback at any time.
· If your supervisor does not initiate feedback or if you want more feedback than is offered, initiate a discussion.
· If the feedback you get is unclear or is superficial, ask for more details.  If you still need assistance, consult Human Resources.
Remember that feedback is hard

· For most people giving feedback is difficult, even if it is positive feedback.  Try to be sensitive to this and realize that the delivery may not be as polished as you would like.  Focus on the message as much as possible.
Reviewing
Performance

Reviewing Performance
Formal reviews are required at the end of each year and are a joint effort between employees and their managers.
	Activity
	Timing

	· Employee completes Progress Chart
	Periodically throughout the year

	· Brief update meetings between supervisor and employee
· No documentation necessary (other than recording that the meeting occurred) unless there are problems, or if changes need to be made to plans
	Minimum Once a Year – frequency to be determined by supervisor and employee


	· Self-review by each employee
· Full review meeting between each employee and supervisor

· Final review documented by supervisor


	End of Year


Reviewing Performance: Employee’s Role
Periodic Check-ins

· Throughout the year, take some time to think about your performance particularly as it compares to your Personal Action Plan. Use the Progress Chart to note:

· Your progress towards achieving what you planned

· Thoughts and ideas for improvements, minor changes, etc.

· From time to time, arrange a meeting time to discuss your performance with your manager.  Be prepared to discuss your performance to date, plans for the remainder of the year and any potential changes to the goals you set.  Also discuss any events that may impact your ability to achieve your goals.  These meetings are intended to be informal and do not need to be documented unless there are problems or if plans and/or goals need to be changed

· The program only requires that you and your supervisor have one mid-year meeting. However, you should meet as frequently as you wish or as would be helpful.

End of Year Review

· At the end of the year, you will conduct a self-review.  This review will be more comprehensive than the periodic check-ins.  It will include a review of your goal achievements, how you’ve handled your regular job responsibilities, the competencies you’ve demonstrated and the development activities you’ve pursued

	Preparing for and conducting a self-review
	
	· Refer to your Progress Chart to review your performance relative to what you planned to achieve.  Think about your accomplishments and ideas for improving future performance

· Complete the Year End Performance Summary along with a narrative to support or explain your performance relative to plan. This is optional but can be very helpful.  Some things to address include: 

· Involvement in unplanned projects or activities, what you are proud of, what could have been handled differently

· Identify any additional contributions to Bryant beyond your regular job responsibilities and goals

· Think about what you need to work on— for example: project planning, technical skill development, efficiency, speed, accuracy—and develop some initial ideas on how to address these areas




 Reviewing Performance:  Manager’s Role

Periodic Check-Ins

· You are expected to have at least one informal check-in meeting with each employee who reports to you to review his/her progress. It is advisable to reach agreement on the frequency of check-ins before the year begins.
· While employees are responsible for monitoring their own performance and tracking progress on the Progress Chart, you are responsible for ensuring that they are on track and providing guidance.
· Check-in meetings are relatively brief and informal, and, unless there is a serious problem or a major change in goals, documenting the discussion is not necessary.
End of Year Review

· The end of year review is more formalized process and will drive compensation decisions.
· You will be responsible for conducting a comprehensive performance review for each employee reporting to you.  The process we recommend is as follows:

· Gather feedback, using the Feedback Request Form (optional).

· Develop your own “draft” review by completing the Year End Performance Summary and, if helpful, jotting down some notes about performance.
· Review the employee’s self-review (either before you meet or during the meeting).
· It would be helpful to talk to your staff in advance and mutually agree on how and when you will see the self-reviews.  Some employees may be uncomfortable submitting their self-reviews in advance, while others might prefer to do so. 

· Conduct the performance review meeting. 

· Document the final review on the Year End Performance Summary.
· Employees and managers should sign and date the forms.
Reviewing Performance:  Manager’s Role (continued)

	Preparing for and conducting an end-of-year performance review
	
	· Schedule the performance review meeting well in advance to allow yourself and your employee to prepare.  Allow enough time for thorough discussion and to address concerns and questions (1-1 ½ hours is generally sufficient).
· Try to set a relaxed tone from the start of the meeting: ask how the year has gone, what the employee is most proud of.  Hopefully, he/she will feel comfortable and the discussion will give you some insight into his/her thinking and motivation.  This in turn establishes a framework and context for your discussions.
· Since the focus of this program is developmental, the emphasis of the performance meeting should be on learning from experiences, preparing for the future and ensuring excellent performance going forward.
· Reviewing past performance will be important, but should not be the primary focus.  Be clear in your feedback, praising as well as offering constructive guidance.  Lessening the emphasis on reviewing performance should help ease tensions and facilitate open discussions.



Reviewing Performance: Manager’s Role (continued)

Helpful Hints – Avoiding Common Pitfalls

Try to avoid some of the common pitfalls in conducting performance reviews

	Halos and Horns
	Allowing excellent or unsatisfactory performance in one area to influence assessments in another

	Dramatic Incidents
	Looking only at extraordinary behavior, whether good or bad, and ignoring all other efforts

	Past Record
	Being influenced by previous performance and assuming the staff member will continue to perform the same, with neither improvement nor decline

	Similarity
	Assessing those like us higher than those who are different

	Leniency
	Not wanting to hurt someone’s feelings

	Central Tendency
	Assuming everyone is about average; avoiding having to admit someone’s performance is better than another’s to avoid morale problems

	Strictness
	Assuming no one is perfect and being overly critical

	Contrast
	Comparing people to each other rather than evaluating performance against standards

	Lack of Information
	Making evaluations with incomplete information

	Laziness
	Unwilling to thoroughly analyze the staff member’s performance

	Avoidance
	Reluctance to discuss problems openly


Program Administration

Performance Management Timeline:  Overview
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Process Steps – Annual Cycle
· DEFINE / PLAN
· Setting performance objectives for the upcoming year
· Timeline – May through July

· REVIEW

· Periodic check-ins during the course of the year

· Annual evaluation 

· Timeline – May through July

· REWARD

· Pay linked to performance

· Salary increase recommendations

· Timeline – October 1st 

Process Steps – Six Month Review

All new employees, or employees who are new to their role, will receive a performance review at the completion of their introductory period (usually at six months).   Human Resources will notify managers when a six month evaluation is due.   

For new employees, managers will need to work with employees in creating a Personal Action Plan as part of the new employee’s orientation to the University.  For employees who transfer to a new position, their Personal Action Plan will transfer with them and be updated based on new responsibilities.

For the six month review, a written summary should be prepared to include comments on progress of established objectives from the Personal Action Form, including:

· Job Responsibilities / Annual Goals
· Core Qualities / Managerial Characteristics (if applicable)

· Development Plans
Tools / Forms
· DEFINE / PLAN
· Personal Action Plan

· REVIEW

· Progress Chart (employee owned)
· Year End Performance Summary

· Feedback Request Form (optional)   

Ongoing:

· Coaching: giving/receiving ongoing, periodic feedback; updating Personal Action Plan

· Support and encouragement from management

· Modeling by management

· REWARD

· Linking pay to performance









Supervisors/Managers





Employees





University Leadership





Plan/ communicate university priorities





Beginning of�Performance Year





End of�Performance Year





Review university performance


Communicate performance results and implications





Review university priorities


Determine impact on area goals


Communicate area goals to staff


Guide staff in developing Personal Action Plans





Review university performance


Review area performance


Debrief with staff on area performance (group or individual)


Meet with individual employees to review performance





Participate in planning for area


Develop Personal Action Plan for review with supervisor





Review Progress Chart within context of area performance


Identify goals and begin to plan for new year





Periodic updates on priorities





Regular conversations�about priorities and performance





Track performance�on Progress Chart
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