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About the Employee Development & Performance Plan
The Employee Development & Performance Plan (EDPP) is to be used for general service employees and supervisors in state agencies.  It provides for a participative and collaborative process for:


· reviewing employee’s past performance; 

· establishing future performance expectations;

· determining training/development needs; and,

· identifying other organizational support that the employee may need.

The primary purpose of the EDPP is to encourage open, constructive communication between supervisor and employee that will help the employee be as successful as possible in his/her job and career with Washington State government.

The EDPP process is intended to provide the employee specific, meaningful information about his/her contribution to the goals and performance of the organization.  It is intended to be adaptable to the uniqueness of individual jobs and organizations, and to support continuous improvement efforts.  The EDPP also gives the employee the opportunity to clarify what support he/she needs to be productive and successful.

This User’s Manual reiterates the EDPP instructions and outlines guidelines for the use of the EDPP.  The EDPP form and user’s manual were developed in accordance with RCW 41.06.169, WAC 356-30-300, and contemporary human resource management philosophy and practice.  It was developed by a task force composed of state agency and union representatives, with coordination by the Department of Personnel.  Consultation was provided by Washington State University’s Division of Governmental Studies and Services.

Both employee and supervisor should read it carefully before using the EDPP instrument. Both the manual and the EDPP form can be accessed electronically at www.wa.gov/dop/.  They are also available in hard copy through Central Stores.

EDPP Themes
SET CLEAR GOALS AND EXPECTATIONS FOR THE PERFORMANCE PERIOD

Without clear goals you will be operating in the dark.
COLLABORATE ON PLANNING AND ASSESSMENT

Build a strong working relationship.

Remain open to different ideas and perspectives.

Learn to communicate in an open, constructive, and positive manner.
KEEP THE PLAN ALIVE

Keep the plan current as situations and priorities change.
KEEP TRACK OF PROGRESS

Good assessments are specific.

Make record keeping as simple as possible.
ELIMINATE SURPRISES

Nothing should come up at the assessment of past performance that hasn’t been discussed before.
MAKE TIME TO DO IT RIGHT

The value derived from the process is directly related to the quality of the effort put in.
How the EDPP is Organized:
PART I:  Performance Feedback

Part I is an assessment of the employee’s performance during the time period under review. See guidelines on page 7.
PART II:  Future Performance Expectations

Part II is an identification of particular performance expectations that the employee should focus on for the upcoming performance period. See guidelines on page 8.
PART III:  Future Training and Development

Part III is an identification of training and development needs and opportunities that will help satisfy those needs.  See guidelines on page 9.
PART IV:  Organizational Support

Part IV is to be completed by the employee only.  This is the employee’s opportunity to give the supervisor feedback as to what specific support the employee feels that he/she needs to help foster effectiveness.  See guidelines on page 10.
EDPP Process - in brief

	Step A:  Preview Session
· Discuss and understand the process and timing to be followed for conducting the EDPP.


· Review the position description (or classification questionnaire).


· Review other performance expectations that were established for the performance period under review.


· Determine which of the Performance Elements listed on the EDPP form are relevant to the job.

	
	

	
	
	Step B:  EDPP Preparation
· Individually, employee and supervisor draft their responses to Parts I through III of the EDPP.

· The employee completes Part IV of the EDPP.

	Step C:  Feedback Session
· Employee and supervisor share and discuss with each other their responses to Parts I-III.  The employee shares his/her response to Part IV.


· Once an understanding has been achieved, the supervisor prepares the final form (including the employee’s verbatim response to Part IV).


· The supervisor obtains appropriate signatures, provides the employee a copy, and ensures that the original is placed in the employee’s personnel file.


	
	


Note:  The immediate supervisor of the employee is the evaluator, unless the employee is a member of a bonafide self-managed work team which has no supervisor, but does have a designated evaluator.

EDPP Process - in detail
Step A:  Preview Session
Prior to the actual Feedback Session, the supervisor provides the employee with the EDPP form and user’s manual, and schedules a time to discuss with the employee the EDPP as itemized below.

1. Carefully review the EDPP instructions and guidelines, as well as any specific agency policies or procedures relating to the performance evaluation process.

2. Ensure a mutual understanding of the process and timing that will be followed. The amount of time between the Preview Session and the Feedback Session should be reasonable and adequate to allow appropriate preparation of the EDPP.

3. Review the employee’s position description (classification questionnaire)  to ensure accuracy of stated duties and responsibilities. 

4. Jointly review other key performance expectations that were established for and during the performance period to ensure that they are still valid for feedback purposes.  These performance expectations would include particular behaviors, special assignments, specific goals, results expected, etc.

5. Jointly review the Performance Elements listed on page (ii) of the EDPP.  Determine which are relevant to the employee and will, therefore, be taken into consideration when assessing performance, clarifying future performance expectations, and outlining future training/development needs.

6. Either the employee or the supervisor can add additional performance elements if the characteristics of the position description require special attention to performance elements not already listed on the EDPP.  Performance elements used for one employee in a work unit should be used for all employees in that work unit that they are applicable to.


Step B:  EDPP Preparation
1. Prior to the Feedback Session, the employee and supervisor independently draft their responses to Parts I through III of the EDPP.  

2. These responses should be based on observed performance in relation to the employee’s duties and responsibilities, performance expectations, and the relevant Performance Elements. 

3. Special attention should be paid to clarifying the link between the employee’s job, performance expectations, and knowledge/skill requirements to the organization’s goals, objectives, and quality improvement efforts.

4. Part IV of the EDPP is completed by the employee only.

Step C:  Feedback Session
1. The employee and supervisor meet to share with one another their draft responses to Parts I-III of the EDPP.  The aim is to have an open and constructive discussion that leads to a clear understanding of the employee’s past performance, future performance expectations, and training/development objectives.  The employee is encouraged to share his/her response to Part IV of the EDPP during this Feedback Session.

2.   Following the Feedback Session, the supervisor prepares the final form and shares it with the employee.  If the employee has not already shared his/her response to Part IV of the form with the supervisor, it should be included on the form at this point.

3.  The supervisor signs the EDPP, gives it to the employee to sign, and then gives the form to the reviewer whose signature indicates that the process has been appropriately followed.  The supervisor ensures that the employee receives a copy of the signed form and that the original is placed in the employee’s personnel file.


4.  Please note that it not the reviewer’s role to make changes or comments relative to the employee’s performance on the EDPP.


Guidelines
Guidelines for Part I: Performance Feedback
Part I is an assessment of the employee’s contribution to helping the organization achieve its goals and be successful.  It is a description of how well the employee has done in carrying out job responsibilities, performance expectations, and applicable EDPP performance elements during the time period under review.

During the Feedback Session, the employee and supervisor discuss with each other their individually drafted assessments of the employee’s performance.  These assessments should be based on information about observed behavior and accomplishments during the performance period under review.

The discussion should be open and constructive, where both supervisor and employee are active participants in the communication process.  As a result, there should be a clear understanding by both parties as to how well the employee has contributed to the effectiveness and efficiency of the organization, including the nature of the employee’s strengths and areas needing improvement.

Feedback accomplishes four things:
· It acknowledges and reinforces things that are going well.

· Identifies where change is needed.

· Increases common understanding of how things are going.

· Improves future performance and communication.

Tips on Giving Feedback:
· Deal in specifics, not generalities.

· Be descriptive and directed at behavior, not personality traits.

· Focus on finding solutions and looking at the future.

· Be respectful of the dignity and opinions of others.

Tips on Receiving Feedback:
· Listen carefully.

· Ask clarifying questions.
· Acknowledge.
· Take your time.

Guidelines (cont.)
Guidelines for Part II:  Future Performance Expectations
Part II identifies particular performance expectations that the employee should focus on during the upcoming performance period. This is an important section for the employee and supervisor to carefully think about, discuss, and understand.

It outlines the plan for the upcoming performance period which, in large part, will serve as the basis for ensuing performance reviews.  More importantly, it should give the employee a clear understanding of what the primary job and performance expectations are and, therefore, on what the employee should target his/her efforts.

Suggestions:
1.  Confirm that the link or relationship between the employee’s job duties and performance to the goals and objectives of the organization has been clarified.  The employee should have a good understanding as to how his/her role contributes to the effectiveness and efficiency of the whole.

To help clarify the link between the employee’s job and the mission of the organization, the supervisor might consider attaching a copy of the team’s or organization’s mission statement.  A good mission statement should concisely answer these four questions:  Who are we?  What do we do?  For whom do we do it?  Why do we do it?


2.  Performance expectations should be based on one or more of the following:

· The mission and strategic plan of the agency.

· The goals and objectives and values of the organizational unit.

· The key job duties and responsibilities of the position.

· The performance elements as listed on page (ii) of the EDPP.

· The strengths and improvement needs of the employee’s performance.

3.  Categories of “performance expectations” include, but are not limited to, the following:

· Goals and objectives unique to the employee’s job or work unit.

· Specific job functions

· Particular behaviors

· Special assignments

· Significant results or outcomes expected


4.  Other helpful hints on developing performance expectations:

· Make sure it is within the employee’s authority to accomplish.

· It should be realistic within the time period and resources available.

· Prioritize.

· Employee has the skills and knowledge to fulfill the expectation; or, will be given the training to do that.

Guidelines (cont.)
Guidelines for Part III:  Future Training & Development
In Part III, identify training and development opportunities in which the employee should participate to enhance and reinforce future performance.  In completing this section, the employee and supervisor should think in terms of:

· Skills and knowledge that the employee should develop or strengthen to fulfill present job responsibilities and performance expectations

and
· Skills and knowledge that the employee may need to fulfill longer-term career goals.

If the employee already has an individual development plan, it can be referred to in this section.

Some ideas for preparing an employee training/development plan:
· Identify the level of skills and knowledge necessary to carry out key job responsibilities, performance expectations, and performance elements.


· Describe current competency level with regard to those skills and knowledge.


· Review and set priorities for development needs and goals.


· Determine training/development strategies that will help fulfill those goals.


· Agree on an update/communication method to assure that the development plan is working.

Suggestions for training/development activities:

	Workshops, seminars, courses

Reading books and articles

Rotational assignments

Shadowing
	Coaching, mentoring

Special assignments

Conference attendance

Video and audio tapes


Guidelines (cont.)
Guidelines for Part IV:  Organizational Support
Part IV is to be completed by the employee only.  This is the employee’s opportunity to offer other suggestions as to how the supervisor, co-workers, and/or agency managers might better support the employee in the present job and with future career goals.

In completing this section, the employee should focus on specific suggestions that are important to him/her in fostering productivity, job satisfaction, and professional success. Suggestions should be realistic, keeping in mind that most organizations have resource and other constraints that may make it difficult to take action on every idea.

Some examples of suggestions for organizational support:
More frequent, ongoing feedback from supervisor.

Needed tools, equipment, software, furniture.

Better communication within or among organizational units.

Clearer information from top management about the agency’s direction.

Work schedule matters.

Note:
Again, employees are encouraged to be realistic when offering ideas for organizational support.  If a suggestion for support is not feasible, the supervisor should let the employee know. 
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