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Executive Summary

What is this project?

King County is designing and implementing an effective and comprehensive employee performance management system, along with an associated succession planning system. The new business system will initially cover all employees in the Executive Branch departments. The other branches of government are also participating and reviewing it for its applicability to the unique business needs present in their separately elected branches. This business process will replace the current performance appraisal and merit pay system in the Executive Branch and is based upon best practice research and stakeholder input. The project is using the Human Resources Unification Program model of collaborating and partnering with stakeholders to design and implement the system.   
What is employee performance management?

Employee performance management is a set of management processes that establish measurable goals and codes of conduct for all employees, assess achievement of these expectations, and then use this information to improve performance through coaching, compensation, training, employee development, and other means.

Why is the county proposing this project?

High performance government, a strategic goal for King County, begins with employees performing at their very best – individually and collectively. Therefore, the county is committed to: (1) an employee performance and accountability system that will encourage and reward optimal performance, and (2) a succession planning system that will help the county ensure its ability to provide quality services to its customers now and into the future. 

Who is involved in employee performance management? What are their roles?

Employees, supervisors, and the county are critical members of a high performance partnership. The roles for members of this partnership are:

· Employees are responsible for actively communicating with their supervisors about their performance, taking a role in planning their development, being accountable for their work goal achievement, and supporting department and county goals and codes of conduct.
· Supervisors are responsible for developing performance expectations (ultimately with the participation of their employees); communicating throughout the performance management cycle about employees’ goals, progress and development; recognizing successful and improved performance; working to secure the resources and training employees need; and resolving performance issues.
· The county is responsible for providing a fair and effective performance management system that encourages communication between employees and supervisors and that ensures that supervisors have the skills and resources needed to manage employee performance fairly and equitably.
What is the opportunity for further improvement?

· All employees need to have regular feedback about their performance so they know what they are doing well and what they can do to further improve their work performance.

· All supervisors need support so they have the resources, time and tools to effectively manage employee performance.

· There is a critical need for intentional succession planning and staff development.

What are the expected outcomes of this project?

· Employees have a clearer understanding of what is expected of them.

· Employees are steadily enhancing their performance.

· Employees have the opportunity to prepare themselves for career growth.

· Leaders have the training and tools to manage performance in a consistent, productive, open, and equitable manner.

· Employees understand the organization’s goals and how they contribute to those goals.

· The county government will be positioned to effectively accomplish its mission into the future.

Introduction
King County is designing and implementing an effective and comprehensive employee performance management system, along with an associated succession planning system. The new business system will initially cover all employees in the Executive Branch departments.  The other branches of government are also participating and reviewing it for its applicability to their separately elected branches. This business process will replace the current performance appraisal and merit pay system in the Executive Branch and is based upon best practice research and stakeholder input.  The project is using the Human Resources Unification Program model of collaborating with stakeholders to design and implement the system.   

This project supports the King County Executive’s vision of achieving the highest performing workforce among public agencies in the region, and the county’s strategic direction toward a high performance government.  It also connects to the Executive’s broader performance management initiative that includes KingStat. The employee performance and accountability system will set meaningful performance goals that link employee performance with the county’s goals and mission.
This project was initiated in response to internal and external studies that underscore the need for the county to implement performance management and succession planning best practices. Specifically, the project will address the following issues:

· While employees receive some form of feedback, many represented employees do not benefit from structured feedback on their performance or planning for their professional development.
· Recent studies show that over 60% of the county employees are age 45 or older and that approximately 30% of the county’s workforce will be eligible to retire in the next five years. 
· The current performance appraisal and merit pay system has been in place for a number of years and, similar to most management systems, needs to be re-evaluated and updated. 
Foundations
The recommendations for a new employee performance and accountability system are based on best practice research conducted by the King County Human Resources Division and external consultants. Public and private sector organizations are moving from simply doing annual performance appraisals to implementing comprehensive performance management processes. These processes fully integrate the key performance management elements – organization goals and performance, individual goals and performance, succession management, leadership development and, in some cases, pay/award systems.
The following illustration, based on Bersin and Associates’ research (2006), illustrates the evolutionary progression from performance appraisals to a fully integrated performance management system. 
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Many organizations report that it has taken three to five years to successfully achieve full integration of these elements. Research shows that step 2 and preferably step 3 should be functioning well before integration with succession planning/management and compensation plans can be successful.
In keeping with best practice research, the county’s Employee Performance Management project will be broken down into discrete projects that will be phased in: 

· Expedite the employee performance and accountability system by building on the conceptual design done in 2006 and executing the implementation planning and implementation phase in 2007 on a rolling department basis – and complete implementations in 2008   
· Develop and offer the succession planning and management system on a separate as-needed basis to departments starting in 2007, with a full implementation in 2008
· Once the employee performance and accountability system is in place, re-consider the performance-compensation relationship in 2008 and 2009
· Phase in cascading goals and do this in coordination with the KingStat program

· Plan for implementation of possible technical solution for automation of the business process in 2008 with ABT project
Integration

King County’s proposed integrated performance management system will include the following elements:
· Employee Performance and Accountability System (EPAS): EPAS is the management process for helping employees to understand what is expected of them, how to improve or maintain performance to meet these expectations, and how to prepare themselves to be viable candidates for career growth.

· Succession Planning and Management: Succession planning and management provides guidance and tools to help managers identify future job opening needs and job performance requirements – and the most effective ways to fill these openings while taking into consideration HR hiring practices, business needs, and budgetary constraints.

· High Performance Workforce: HPW is the Executive Cabinet’s initiative to achieve the Executive’s vision that King County has the highest performing workforce among public sector agencies in our region.  

· KingStat: KingStat is the Executive Branch’s process for setting top-down direction, linking department objectives to county goals, and measuring progress towards key result area performance expectations.

· Department/Division Business Goals: Business-specific priority goals that are identified and ultimately aligned with the KingStat project.

· Accountable Business Transformation (ABT): ABT is a King County initiative to better align its business systems and supporting technology to increase productivity across the county businesses. Specifically, PeopleSoft functionality will be used to enable the Integrated Performance Management System.

· Collective Bargaining Agreement Negotiations: This process will help bring contract agreements related to employee performance and compensation into alignment with the county’s performance management initiatives – and to better align those initiatives with collective bargaining agreements.

· Training and Development: This is an element that analyzes competency and skill development needs, provides learning solutions to meet these needs, and documents learning accomplishments.

· Compensation Plans: Another factor is the county’s policies, guidelines, and collective bargaining agreement outcomes that govern wage and salary step-increase decisions related to each job class, awards for extraordinary performance, and other performance-related incentives.

The diagram below illustrates the fully-integrated performance management system.
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Governing Concepts

The design of a countywide employee performance management business process will be based on the following governing concepts: 
1. Employee performance goals and expectations will be aligned with organizational goals so employees know how they contribute to the mission and goals of the county. 

2. Employee development goals and plans will be included in the employee performance management system, which will assist the workforce to meet the county’s mission into the future.   

3. Leaders will be supported with training and tools so they can manage performance in a consistent, open, efficient, and equitable manner.  Management is accountable for proper use of the performance management system; Human Resource professionals provide the required support.

4. All county employees will have effective, productive performance evaluations at least annually, and ultimately a mid-cycle update will be considered, through the implementation of a systematic and equitable employee performance management system. 

5. The system will be tailored to fit the unique business needs, work conditions, and culture of each county government organization within agreed-upon parameters.

6. Succession planning and management, with an intentional focus on business critical positions and needs, will address the county’s workforce demographics.    

7. All employees and leaders will be held accountable to clearly stated values by including countywide standards and expectations in the employee performance management system. 

Philosophy

Essential to developing the employee performance and accountability system is defining the business system’s philosophy. A successfully-implemented system:

· Will be a major factor to help the county achieve its vision of “High Performance Government” and ensure that King County has the highest performing workforce among public sector agencies in our region.
· Helps achieve the optimal return on investment in human resources.

· Is the basis for quality two-way communications between supervisors and employees throughout the organization at all levels.

· Assures a firm and fair approach to helping employees – at all levels – do what they are expected to do – and do it well.

· Promotes legally defensible human resources practices throughout the organization.

· Aligns human resources with the county’s strategic direction by linking business unit goals to individual goals, performance and accountability.

· Is the fundamental mechanism for intentional cultural change from traditional supervisor-employee relationship to supervisor-employee partnership.

· Is essential to making the county’s succession planning system successful.

· Is critical to the success of any compensation systems that are tied to performance.

System Elements
The employee performance and accountability business system will be comprised of the components shown in the following diagram. The primary focus of this system is to help employees stay in the optimal performance cycle.
If performance problems arise and they are not resolved within the Optimal Performance Cycle, the supervisor will have viable options to help the employee return to optimal performance: 

· Performance improvement process – a joint problem solving process between the supervisor and the employee resulting on a plan to meet specific, measurable improvements over a short duration of time (e.g., three to six months).
· Refitting person for better match or re-placement in or out of the county – used when a good employee and the work no longer fit. This option provides a process for re-fitting the person and the work for a better match. Although this process may be challenging to implement in a career service setting, there is merit in looking into how it could apply in the county setting.
· The formal performance correction process – the formal disciplinary process as prescribed by the Personnel Guidelines and the collective bargaining agreements. 
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Optimal Performance Cycle
At the heart of a successful employee performance and accountability system is the supervisor-employee interaction. The diagram below illustrates this interaction in performance management terms: the optimal performance cycle. 
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In the design of the business process, optimal annual performance cycles that fit with the work unit business cycle will be considered.  At the beginning of the annual cycle, the supervisor and employee set individual goals that should include:

· High priority, vital few work goals

· Performance enhancement goals 
· Career development goals, including those in response to a succession planning needs 
All employees will have a common set of expectations that include elements of a countywide code of conduct and possibly business-specific code of conduct expectations. Employees with leadership responsibilities will be held accountable for additional standards geared towards effective leadership.
Supervisor-employee interaction continues throughout the year with the following steps in the cycle: 

· Goal setting, expectation and action planning

· Ongoing performance feedback

· Coaching and recognition throughout the cycle

· Providing the opportunity for leaders to document feedback whenever it occurs throughout the cycle
· Potential mid-cycle update (abbreviated)
· End cycle performance progress review 
Departments will have the option to include employee self evaluation, 360 degree evaluation, and/or employee feedback to supervisor. 
Business Goal – Individual Goal Integration

One important objective of the county’s Employee Performance and Accountability System is to make sure that each employee’s work goals are aligned with and are contributing to the work unit’s business goals. Individual employee career growth and/or performance improvement goals can also be included with business goals.

The following Goal Integration Model illustrates how the employee’s individual goals and action plans relate to business goals and performance and to succession planning for the business unit.
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Guiding Principles for Supervisor-Employee Interaction

The following principles would be applied to supervisor-employee performance management interactions to make this a value-adding investment in time and energy for the employee, the supervisor, and the county.
· The focus is on learning. Performance progress discussions and performance improvement meetings are conducted in a spirit of mutual learning. The intent is to learn from each other so that performance can be maintained at an acceptable level.

· The theme is “How much better can I be?” 
· Performance progress is measured against quantifiable job-related performance goals and codes of conduct.

· Supervisor-employee performance discussions are participative. 

· Performance communication is a two-way discussion. 

· Performance discussions reinforce what is going well and possibilities for doing even better. 

· Performance discussions are focused on results – and on progress towards results.

· Performance difficulties are preferably resolved by supervisor-employee joint problem solving. 

· Resulting performance documents are a progress record, not a “report card”. However, they must provide documented evidence of performance.

· When performance discussions occur during the formal performance correction process (disciplinary process), they will be conducted in a clear and fair manner; in accordance with established disciplinary process protocols; and will be fully documented per the county’s Personnel Guidelines.

Success Factors

To be successful, the employee performance and accountability system must include the following elements:

Top-Down Leadership

· Performance and accountability systems require top-down leadership. Leaders at the top of every organizational unit must “show the way”. 
· The organization’s leadership sees the performance and accountability system as part of the way of doing business and as the primary tool for managing and leading employees under their immediate direction. If using the system is seen solely as “extra work” and an “imposition”, it will not be as successful as it could be. 

· Organization management must be accountable for the proper utilization of the performance and accountability system in their organization. HR must be accountable for providing effective support. 

· Every leader’s performance goals must include the expectation that the leader will properly utilize the performance and accountability system adopted for their organization to help lead/manage employees under their direction.

Change the Perspective from Negative to Positive

Employees and, where applicable, their union representatives, should view the performance and accountability system as a means to:

· Promote fair treatment of all employees

· Provide constructive opportunities for voicing concerns and needs. 
· Provide opportunities to improve individual performance and value to the organization.
· Provide employees with clear choices and consequences regarding work and behavioral performance

Develop Leaders and Selected Staff Experts to Use the System Effectively

· Leaders must be trained to use the system properly. This must be mandatory training within each Department and it must be provided “just in time” so the learning can be applied immediately to the real performance and accountability system work.

· There should be trained staff experts for every Executive department and large division – people who know the business and culture and can provide ongoing supportive help to managers and supervisors in making the performance and accountability system work in their organization. This resource need not necessarily be in HR.

Everyone Involved in Performance and Accountability Management

· There must be a systematically applied performance and accountability process across all organizational units and at some level for all employees.

Enterprise Consistency, Local Tailoring

· The performance and accountability system must allow for flexibility of content and format to meet the unique business needs of each organizational unit while maintaining organization-wide performance and accountability principles.

Goal Alignment and Understanding

· Individual key result area (KRA) goals must be linked with and supportive of the organizational unit’s standards, goals, and measures. Individuals must understand the goals and how their accomplishment contributes to the unit’s success.

Automate for Consistency and Ease of Use

· The employee performance and accountability system will be automated to the extent possible to ensure the most efficient use of managers/supervisors time. 

· The system work will also explore the possibility of tracking key individual performance indicators using database and reporting tools.

Link to Other Employee Performance Management Systems

The employee performance and accountability system should be linked with:
· Succession planning and management system

· Training and development system

Utilize Human Resource Unification Model

Apply approach and learnings from the successful Human Resource Unification Program:

· Enterprise-wide considerations
· Flexibility of design to meet unique business needs

· Collaborative involvement of all affected stakeholder representatives

Cultural Change and Competency Development

Develop competencies and skills required to:

· Enable behavior changes required to properly utilize the performance management systems and technology.

· Enable consistent high-quality human interaction.

Proposed Approach to Design and Implementation

This is a large, complex, culture-changing initiative. Given this challenge, the project design team recommends the following approach:

· Form a countywide Advisory Committee, including Executive Branch and separately elected offices, that will ensure a design that that is appropriate for the entire county (beginning with the Executive Branch). This approach will help ensure a comprehensive performance management system for the county that is tailored to meet the unique needs of each department, work unit and branch of government. 

· Form a Labor Input Committee with members of the Joint Labor Partnership Committee. The JLMPC has agreed on this role for labor in the development of the performance management system and since employee performance management is a management right and responsibility, labor representatives will advise on the design of the system as needed. Aspects of the plan or its effects that require bargaining will be bargained with the relevant labor representatives.
· Form an internal-external design team fully dedicated to designing and implementing the desired performance management system.   

· Dedicate a full-time program manager to lead the project and assure all of the internal and external resources are aligned and working collaboratively.

· Engage a “master consultant” to provide the performance management design and implementation expertise. This consultant will have significant experience working with performance management in government and in a represented employee environment in the public and private sectors.

· Provide consultant resources for departments and major divisions to help tailor the performance management system to fit the specific needs of the businesses.  These consultants will be selected from the county’s pre-approved pool. These “pool” consultants will:

· Work closely with department/division management and HR Service Delivery Managers to tailor the system and content to the unique needs of each business unit, including the linkage of organizational goals with individual goals.

· Provide the instructor-led, training that is critical to successful implementation.

· Provide training and coaching for “staff experts” (see below).
· To ensure system-wide consistency, the master consultant will provide functional direction and coaching regarding design, implementation planning and implementation for the pool consultants.  The HR Director and the program manager will provide philosophical and administrative direction.

· Identify and train “staff experts” in every department and major division to assist with the initial training and to provide ongoing, on-line support as the system is implemented.

· Tailor the system to fit the unique conditions, needs and culture of each organization while making certain that countywide performance management principles are satisfied. Tailoring work should be done in concert with department and division management, labor negotiator(s), and department HR SDMs and practitioners and the HR Director, and will be supported by a dedicated consultant resource.  Labor/management committees will provide forums for obtaining union input for the tailoring work. 
· Use a rolling implementation plan and schedule for departments.  Plan the start ups of performance management cycles in 2007 and 2008.    
The following diagram illustrates the internal-external design team that is currently in the formative stage and the relationship with the ABT project.
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Schedule

2006 - Research, Planning and Development Phase

· Completed best practice research

· Developed detailed project plan including budget, staffing, negotiation and communication planning

· Developed conceptual business process system design

· Integrated with other county-wide initiatives, (e.g. KingStat)
· Stakeholder input/feedback incorporated into proposed conceptual design (including policy makers, management, labor, etc.)

· Finalized detailed business process design requirements incorporating stakeholder input/feedback

2007 – Detailed Design, Pre-Implementation and Implementation Phase
· Select project team, including consultants from county consulting pool and internal staff project team members

· Establish county-wide Advisory Committee and Labor Input Committee 

· Train “pool” consultants for implementation planning and actual implementation 

· Identify, select, orient and train “staff experts” in departments/divisions

· Finalize and approve detailed paper based performance management tool and align it with the Peoplesoft format
· Develop training module for setting expectations and goals and for conducting performance management cycle start-up meeting

· Test proposed tool and training with key stakeholders

· Meet with departments to plan and start performance management implementation

· Design training for use in 2008 to help managers and supervisors deal with behaviors and performance that are not optimal and to help employees get back on the “optimal” track

· Conduct any necessary labor negotiations

· Design additional training based on needs identified by departments using the system 
· Finalize succession planning process

2008 – Implementation Phase

· Continue to work with departments to plan and start performance management implementation not started in 2007

· Refine business system design and training modules as necessary

· Tailor performance management business system to address any unique department/division business realities

· Complete implementation across Executive Branch with just-in-time training and coaching
· Work with ABT team on implementation of possible technical solution for automation of business process
· Consult and partner with separately elected branches as appropriate

Communicating with Stakeholders

The project will use the Human Resources Unification Program model of collaborating with stakeholders to design and implement the system. 
Communication with stakeholders will occur throughout the project and will include:
· A project website
· An advisory committee that includes countywide representatives across all branches of government
· A labor input committee made up of representatives from the Joint Labor Management Partnership committee

· Design teams to develop detailed design of system elements

· Testing elements of the project design with users

· Conducting collaborative implementation planning with departments and labor unions

· Regular project updates and communication with management, labor, and employees
Background

In February 2002 the Human Resources Division Director, along with the HR community, initiated a systematic organization and process re-design project with the objective of positioning the government to provide high quality, cost efficient human resources services within budgetary and resource constraints.  This effort was the Human Resources Unification Project (HRUP).  Two of the key findings identified through HRUP were the need to implement a performance management system and a succession planning system. 

In 2004, the Human Resources Division conducted internal surveys and studies to get feedback from various levels of management within King County. Results of these surveys and studies called for a performance management system for King County with an annual, yet ongoing employee evaluation process that clearly links an employee to specific job duties; establishes individual goals that are linked to organizational goals and business process outcomes; provides a tool for ongoing performance feedback; and a system that creates opportunities for dialogue about employee development, career planning, training, coaching and an optional process for feedback from peers and subordinates, as appropriate.  Information from the internal surveys and studies has been incorporated in the conceptual design phase of this project.  

In July 2004, the Quantifiable Business Case (QBC), was conducted by Dye Management Group for King County.  The report identified high payback improvement opportunities, including practices to improve workforce performance.  Specifically, the analysis of the human resources business area resulted in five high payback areas with the potential to significantly increase the effectiveness and efficiency of King County.  Included in the five high payback areas are:

“Implement performance management best practices.  This allows training investment to be focused on higher priority needs and encourages quality employees to stay at the county.”  

“Develop and implement succession planning practices.  This will provide a clear plan to address the inevitable retirement or turnover of employees in key positions.”
In 2005, the Human Resources Division submitted the ABT HR Implementation Plan (HRIP) to the Metropolitan King County Council, in response to a proviso requirement, to implement the Accountable Business Transformation (ABT) project in the human resources area.  This plan defines the business model that will be used to determine culture, structure and process necessary to realize the benefits of the integrated HR system and the high payback opportunities identified in the QBC report based on its assessment of King County.  The plan has been updated and includes the following components:

· Refine and standardize collective bargaining process and align union contract provisions;

· Improve recruitment, retention and promotion of employees based on performance;

· Implement Performance management best practices;

· Develop and implement succession planning policies; 

· Automate, integrate and consolidate HR business processes and systems; 

· Implement a quality assurance oversight program for HR; and

· Align human resources practices countywide.
The Human Resources Division conducted best practice research of employee performance management and succession planning in both public and private organizations.   Numerous reports were reviewed, including the recent Performance Management 2006, a Bersin & Associates Industry Study.  The study includes responses from 550 HR and Training Managers from public and private sector organizations in the US and other countries.  This best practice research has been used in the development of the conceptual design of the employee performance management system.

In July 2006, a conceptual design for the employee performance and accountability system was developed by internal resources and the Human Resources Division’s external consultant for the HRUP using best practice research and the results of the internal survey and studies.  To initiate collaborative program development and to solicit stakeholder feedback and input on the design, thirty meetings were conducted with Executive Branch department and division management teams during August and September 2006.  In addition, the Joint Labor Management Partnership Committee, a committee with representatives of many of the county’s union representatives, was briefed in August 2006.  

In November 2006, by budget proviso, the King County Metropolitan Council directed the Executive to submit a plan for a comprehensive countywide performance management system to the Council by May 1, 2007.  

On April 23, 2007, the King County Council’s Committee of the Whole adopted a new labor policy:

It shall be the policy of King County that employee performance evaluations shall be conducted at least annually as part of a systematic and equitable employee performance management system.  These evaluations shall be maintained in employee personnel files.  Employee performance evaluations shall be an element in comprehensive employee performance management system that shall include employee development and can be considered in determining incentive compensation, promotions and demotions if agreed to by the union through the collective bargaining process.

In February 2007, the Executive Cabinet agreed on High Performance Workforce strategies to strengthen workforce performance.  The goal of the Cabinet is:

To ensure our high performance workforce is known for productivity and customer service. This effort will require a cultural change in how we approach employee relations.

High performance workforce teams made up of formal and informal leaders from county agencies will meet and deliver work plans to the Cabinet. The work plans will address areas of professional and leadership development, internal cultural enhancement and recruitment and motivation. The majority of the features of a high performance workforce as defined by the Cabinet can be affected by the implementation of a comprehensive employee performance management system.  Specifically, the Executive Cabinet has directed the work teams to consider what parts of the proposed performance management system enhancements can be expedited.  
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