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Introduction

Employee Performance Review System

Purpose
EPRS is a program to improve productivity by increasing communication between employees and supervisors.  EPRS helps employees know what is expected of them on the job, how supervisors will evaluate their job performance and how the successful performance of the employee's duties will contribute toward the agency's accomplishing its mission and goals.  The EPRS evaluations will help managers make decisions about: salary and step increases, employee development needs, promotions, transfers, discipline, and other personnel actions.

The Guide
This Guide is for you, the supervisor.  It describes the procedures and policies you need to know for EPRS.  The Guide gives a step‑by‑step description of the three stages of EPRS.  It tells you how to prepare for each stage and it helps you conduct the employee meetings required in EPRS.

What is EPRS?
EPRS is used by supervisors and employees to plan and to evaluate employee job performance.  EPRS increases communication between the supervisor and employee all during the year.  Every employee is evaluated at least once per year and no more than twice per year. Each evaluation is made up of three separate stages.  The evaluation is finished only after all of the stages have been completed.

The Three Stages of EPRS
Stage A.
Performance Planning happens at the beginning of each evaluation year.  This is when you and the employee meet to discuss what the job duties are for the position and what you mean by performing these duties successfully.

Stage B.
Progress Review happens several times during the year.  You and the employee meet in short, regular scheduled informal review sessions to see how things are going.  Halfway through the year you meet with the employee for a formal Progress Review.  At this meeting, you give the employee an advisory rating on performance thus far.  Together you look for ways to improve performance, if needed.  The informal review sessions continue until the end of the year.

Stage C.
Annual Review is the final stage, and happens just before the end of the evaluation year. You and the employee review and evaluate his or her performance over the entire year.  Then you rate the employee's performance.  If the employee wants to, you jointly write a development plan for the next year. Shortly after this meeting, you meet with the employee to plan for next year's evaluation.

Why do EPRS?
Employee performance evaluation is required by Massachusetts Law.  The method for doing the evaluation was developed and negotiated through Collective Bargaining with the Unions. 

Evaluation of employee performance is important for many reasons:

o
Employee performance evaluation provides a way for employees, supervisors and managers to see how, and ensure that, they are helping to achieve agency goals and objectives.

o
EPRS lets managers and supervisors see how productive their employees are in carrying out their job duties.

o
EPRS helps employees know clearly what their job duties are and what their supervisors expect from them.

EPRS was designed so each employee will know:

o
How his or her job fits into the agency's mission, goals and objectives

o
What you expect from the employee on the job

o
How you will determine if he or she is successful

o
What you think of his or her job performance

o
What things he or she may need or want to do to improve job performance

How will the evaluation be used?
After the final evaluation is completed, the signed form becomes part of the employee's permanent personnel record.  The agency may use this performance evaluation when making personnel decisions about the employee.  The evaluation should be only one of the things considered.  Collective bargaining agreements should be followed carefully when making these decisions.

Your agency might use the performance evaluation when:

o
Deciding if an employee will get a step raise and/or salary increase/and or resources

o
Taking disciplinary actions

o
Making decisions about promotion and job assignment

o
Determining necessary job training or development
Who takes part in EPRS?
Almost everyone in your department has a role in EPRS.

         
o
Supervisor ‑ Each employee will be evaluated by his or her immediate supervisor.  You are the immediate supervisor if all or most of these are true:

-
You assign work to the employee and change work assignment, when needed.

‑
You review the employee's work, and make changes or return the work to the employee for revision, if needed.

-
You approve weekly time and sick leave use for the employee.

-
You recommend discipline, if and when needed.

-
You handle the employee's complaints.

-
Your position is listed in Section 4 of the employee's official position description (HRD Form 30).

o
Reviewer  ‑ After you have finished the evaluations for the employee, your supervisor or a higher-level supervisor reviews them.  The reviewer determines the final rating and may write comments about the employee's performance.

o
Employee - The employee is the person being evaluated.

You may have more than one role.  To some employees you are the supervisor, and you will evaluate those employees.  If you are not a manager, you are an employee who will be evaluated by your supervisor.  Finally, you might be the reviewer for supervisors who report to you.

How are employees rated?
Employees are rated on how well they do their jobs.

To do this, you look at what the employee does, and how it is done.  You compare this with what you and the employee discussed during Stage A.  Then you rate the job performance by using the rating scale below.

You rate the performance on each job duty.  Then you rate the employee's overall job performance.  Depending on which collective bargaining agreement an employee is covered by, the rating scale is either  “exceeds/excels, meets/ below expectations”, (The use of “excels” applies only to Unit8&10 employees).

Rating Scales
Here is the scale you will use to rate job performance on each duty and on overall job performance for employees covered by the two tiered rating scale.  This scale must be used with the employee's EPRS form.  The criteria for getting a will be written on the EPRS form for each job duty.  Even with all this, you will have to use your judgment in making the ratings.

Here is the scale you will use to rate job performance on one duty or on overall job performance this scale must be used with the employee’s EPRS form.  The criteria for getting a “meets” will be written on the back of the EPRS form for each job duty.  Even with all this, you will have to use your judgment in making the ratings.

Exceeds/Excels 

Performance is greatly above the job requirements. Generally the employee goes well beyond the performance criteria, doing outstanding work.  Job performance is excellent, and above and beyond what is expected of employees in this job.  The employee requires less than usual supervision.  Performance that exceeds criteria is due to the effort and ability of the employee.  Any performance “below criteria” is minor or due to events not under the control of the employee.  The employee’s performance may have an important positive effect on how well the work group does, overall.  The employee’s performance is superior.

Meets

Performance satisfies the job requirements. Generally the employee performs according to the criteria, doing a good job.  The employee is doing the job at the level expected for employees in this position.  The good performance is due to the employee’s own effort and ability.  Usual levels of supervision are needed.  The employee may make a strong contribution to meeting the work group’s goals.  A large number of employees will fall in this category.  This rating includes a broad range of performance, from just barely satisfactory to highly satisfactory.

Below

Performance generally fails to meet criteria or requires extremely high levels of supervision.  The employee is not doing the job at the level expected.  Unsuccessful job performance is due to the employee’s own lack of effort or ability.  The employee’s performance may hurt the performance of the work group, overall.  The employee’s performance is unsatisfactory.

When you rate performance on one job duty, consider the criteria listed on the EPRS form for that duty.

The overall rating should not be a simple average of the ratings of the duties.  Think about all of the duties assigned during the year.  Some duties are more important and done more often than others.  These duties should be considered more in the overall rating.  Also, in very unusual cases, there may be employees who are rated or because of performance of duties not listed on the EPRS form.  This may happen if an employee does something very unusual.  The overall rating should give your bottom‑line evaluation of the employee's total work this year.

What if the employee doesn't agree with the evaluation?
At the end of each stage of EPRS you and the employee and the reviewer sign the evaluation form for that stage.  Each of you may comment on what has happened and attach the comments to the EPRS form.  In addition to attaching comments, if the employee doesn't agree with the evaluation, he/she may check off the box on the form, which indicates that he/she does not agree with the evaluation.  The employee's signature alone does not indicate agreement with the evaluation, only that the employee has received the evaluation.

It should be noted that after reviewing the evaluation with his/her supervisor, the employee has two days to review the evaluation prior to signing it.  Likewise, the employee shall have two days to review the reviewer's comments before signing the form.  

After the final evaluation, the employee may appeal the ratings.

o
In accordance with the various collective bargaining agreements, an employee who receives a final overall rating of  “Below” may initiate an appeal of such rating to his /her appointing authority.  If no reformation is made than the employee may initiate an appeal at a Merit Arbitration Panel consisting of one person designated by the Union, one person designated by the Personnel Administrator, and one person designated by the Chairperson of the Board of Conciliation and Arbitration.  Any such appeal must be filed by the Union, to the Human Resources Division within twenty-one (21) days of the employee's receiving the “Below” rating. 

o
Employees with Civil Service status may appeal to the Civil Service Commission.

Employees with Civil Service status must choose to appeal either through the Civil Service Commission or through the collective bargaining process.  Employees may not appeal both ways.

Evaluation and Progressive Discipline
EPRS does not substitute for traditional progressive discipline.  Progressive discipline may be started at any time during the evaluation year. Usually, performance problems that might result in progressive discipline are seen well before the final evaluation.  So, a supervisor or manager should not wait for the mid‑year or annual review to begin progressive discipline.  Also, ratings or comments presented through the EPRS should be consistent with performance information presented through the progressive disciplinary process. 

It is important to talk to the employee as soon as you notice a performance problem.  Before you give a “below” rating for a job duty, you should give the employee a reasonable chance to improve his or her performance.

How do supervisors prepare for EPRS?
Supervisors and managers who are involved in EPRS will be given this Guide and will be trained to conduct the evaluations. 

1.
Training
Two types of training programs are available to help agency supervisors prepare for the performance evaluation system.  The Human Resources Division will sponsor the first, for agency trainers and EPRS coordinators. The agency trainers will run the second, for agency supervisors.  In each session participants will go through the steps involved in the EPRS.  At the training sessions, the trainer will:

o
Explain the steps involved in each Stage of the EPRS cycle.

o
Give you instruction in, and examples of, how to complete the EPRS form.

o
Review some of the things you need to know before you meet with the employees.

o
Answer your questions.

2.
The Guide
The Human Resources Division, with the assistance of several agencies and Unions, has developed this Guide to help you use EPRS successfully.

The Guide will take you step‑by‑step through the three stages of evaluation system and will explain:

o
Why you do each of the stages.

o
What you need to do at each stage.

o
How to prepare for each stage.

o
How to finish each stage and get ready for the next.

o
How to keep a record of what you've done.

You should take this Guide to the training sessions and keep any notes about performance evaluation with it.  Use the Guide to help you prepare for the different employee meetings.

It's time to start!!!!!
For many of you, performance evaluation is new.  You may never have been asked to evaluate the employees that you supervise.  If you are doing evaluations now, it is possible that you never have had any training in how to evaluate.  This Guide and the EPRS training sessions are designed to help you.  Please use them.

Most people are nervous about evaluating other employees.  That is natural.  This Guide will help.  It lets you know the process for evaluating people, and gives ideas on how to make this a little easier.  You may want to keep these things in mind:

1.
Performance evaluation is a series of pictures of how the employee is doing his or her job.

2.
Performance evaluation does not take the place of progressive discipline.  You should continue to follow the process for disciplining an employee at any time that it is necessary.

3.
If you take the short amount of time needed to do regular progress reviews during the year, you will be better prepared to make the advisory ratings at the mid‑year Progress Review and the final ratings at the Annual Review.  Also, regular progress reviews give you an increased opportunity to alert an employee to any performance problems you have identified, and to help the employee successfully address the issue prior to the next formal progress review or annual review. 

4. If you use the EPRS system effectively, both you and the employee will find it easier to work well together.  You will both have the good feeling that comes from knowing that the right work is getting done and is getting done right. Good luck!

Definitions for EPRS
Before you begin, it is important that both you and the employee understand the language of EPRS. 

Main Job Duties

Job duties describe the "what", "how" and "why" of work assignments.  The main job duties are those duties, which are most frequently performed and are most important for this year.

Performance Criteria
Performance criteria describe what the supervisor and the employee mean when they say that a job duty is done right.  The performance criteria will be used when it is time to review actual job performance.

Progress Reviews
Informal -‑ Informal progress reviews are short meetings held regularly with the employee to look at what is working and where there are problems in getting the work done.

Formal -‑ One formal Mid‑Year Progress Review meeting is required by EPRS.  The purpose of this meeting is to point out good work as well as to address problem areas of performance.  Where there are problems, the supervisor will help the employee to look at how to do the work successfully.  At this time the supervisor goes over the work with the employee and rates performance on each duty and rates overall job performance.

Advisory Ratings
The mid‑year ratings are called Advisory Ratings.  These mid‑year ratings are not the final ratings.  They just let the employee know how he or she is doing so far.  The final ratings come at the end of the year.

Annual Review

At the end of the year, the supervisor and the employee meet to discuss and rate the employee's job performance over the whole year.  Then the reviewer makes the final rating. These ratings may be used as the basis for personnel decisions such as salary and step increases, promotions, transfers and reassignments, and eligibility for incentives. 

Remedial Development Plan

Supervisors are required to write a Remedial Development Plan for those employees receiving or “Below” ratings at Stage B or C.  This document identifies the specific duties and performance criteria for which the employee received the below rating and provides clear and specific ways for the employee to improve performance.
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