Management Job Description

Performance Management Guidelines
Purpose:  To manage the performance of leaders throughout the organization.

Method:  Performance management is a “daily” process utilizing good communication, coaching, counseling, and regular meetings.  The “mileposts” for performance management center around four specific meetings:

· Meeting 1:  Performance Planning

· Meeting 2:  Progress Check #1

· Meeting 3:  Progress Check #2
· Meeting 4:  Performance Review

           [image: image1.wmf]
                                   
Rationale for the Management Job Description
The overall goals of developing the Management Job Description is to define leadership, establish leadership standards, develop an accountability system, and create a common language so leaders can discuss their profession.  Other reasons include:

· Reduce the variability in existing Manager Job Descriptions.

· Develop measures for leadership.

· Through more focus on leadership, we are recognizing that people are our greatest asset.

· There is a strong relationship between employee engagement, leadership and organizational success.

· Stronger leadership will help to create an advantage in recruiting and retaining talented staff.

· Changing demographics foresees future shortage of quality managers.

· Bringing all managers under one common job description will help to align the organization.
Meeting 1:  Performance Planning
Purpose:  Set expectations for the upcoming year.  This may be done in conjunction with the prior year’s Performance Appraisal or soon after.
· Determine if you will use the weightings as is or adjust them to better fit your strategic priorities.  Acceptable methods are as follows:

1. Leave the weightings as is:

· Leadership and Accountability 



20%

· Safety, Service Excellence, and Quality Improvement
20%

· Selection and Performance Management


20%

· Operations






20%

· Job Specific Expectations




20% 

2. Use some or all of the 20% for “Job Specific Expectations” to enhance the other categories.  For example, reducing “Job Specific Expectations” to 10% and adding the “extra” 10% to “Leadership and Accountability”.

3. Changing the core ratings due to a valid business reason.  Weighting cannot be arbitrarily reduced.  In addition, “Leadership and Accountability” and “Safety, Service Excellence, and Quality Improvement” should never be less than 20%.  Examples of valid business reasons would be:

· The rated employee is not involved in the selection process.  Though “Provides Team and Individual Developmental Feedback” and “Understands JHH Policy” in many cases would still justify a 20% weighting, in some cases it could make sense to reduce “Selection and Performance Management” to 10%.

· The rated employee is not involved in “Manages Financial and Business Planning.”  Though “Manages Operations” in many cases would still justify a 20% weighting, in some cases it could make sense to reduce “Operations” to 10%.

· Review the Management Job Description with the employee.

· Eliminate any mutually agreed upon items that are not part of the Manager’s job description.  In addition, you can further customize the wording of each measure as long as it doesn’t change the intent of the measure.  Example:
“Responds to emails and phone calls in a timely manner within 24 hours.”

· The Rater can download the electronic version of the Performance Appraisal (the calculation sheet) and record all changes.  Save this and use it during the Progress Checks and Performance Appraisal later in the year.  Refer to the JHHS Human Resources website.
· If “Job Specific Expectations” section is used, create SMART goals for the employee.  This can be done by either having the employee develop those goals for your approval or you can develop them.  The best practice is for the employee to develop them after understanding the immediate supervisor’s strategic goals. The immediate supervisor then reviews them to ensure that they fit the organization’s goals.  A guideline on how to develop SMART goals is including in the appendix of this document.  
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Meeting 2:  Progress Check #1

Purpose:  Review performance for a period of time comparing actual results against the leadership competencies and performance goals established during the Performance Planning meeting.  This meeting should occur sometime during month 4 of the rating period.

· Provide specific feedback on what is going well and what needs improvement.  If necessary, develop a Work Improvement Plan to correct problems.  Provide detailed behavioral examples of the employee’s performance both positive and negative. 

· Document the discussion.

· Build employee competence and confidence.

· Encourage continued success.
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Meeting 3:  Progress Check #2

Purpose:  Same as Progress Check #1 but this should occur in month 7 or 8 of the rating period.

Meeting 4:  Performance Appraisal

Purpose:  Review performance for the year comparing actual results against the leadership competencies and performance goals established during the Performance Planning meeting.  This is also a good time to plan for the future and to discuss the career goals and dreams of the employee.

Preparing for the Appraisal:  The Leadership Competency portion can be evaluated in two ways:  observation and survey.  

Observation:  Throughout the year the immediate supervisor observes behavior, gathers appropriate documents, and records anecdotal notes for preparing the Performance Appraisal.  Examples of documents that can be gathered would be:

· Vision statements 

· Standards of performance 

· New policies or procedures 

· Cases for change

· Letters from patients

Survey:  A Management Practices Survey (Appendix XX) that can be administered to provide the immediate Supervisor input from the employees on how well the rated leader is measuring up to the Leadership Competencies.  In addition, other surveys such as the Employee Satisfaction Survey can be used to provide input for the Appraisal.  In any case, it is up the Rater whether and to what extent they use the feedback from employees in assessing the rated leader.  However, the decision on the method has to be as consistent across those rated as possible.  The immediate Supervisor would use the survey on one leader and then choose not to use the survey on another leader.
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Conducting the Appraisal

· Review the year’s performance by comparing the actual results against the leadership competencies and performance goals established during the Performance Planning meeting.  

· Provide recognition and praise for the good work they did.

· Identify any areas where performance does not meet expectations and mutually agree on steps to take to improve performance.

· In the worst cases, develop a Work Improvement Plan for the correction of major problems.

· Identify additional areas for growth based on their strengths and the department’s needs.

· Discuss their career goals and dreams.
