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Setting and Using Performance Expectations
Employees want to know and need to know what is expected of them.  They will learn some expectations by reading or hearing about your plant’s employment policies (smoking, harassment, etc.) but they also want and need to know what is expected of them concerning the performance of their duties.

What
· Performance Expectations (PE's) should be written for each job description.

· PE's, to the degree possible, should be:

Specific 

Measurable

Attainable 

Reasonable

Timely 

(SMART)

Why
· Builds self-confidence and provides a challenge (a motivator)

· Creates a "need to know," an important ingredient to effective training

· Serve as a benchmark for designing training

· Basis for performance appraisal

· A reference point for corrective action

· A defense in court if charged with wrongful termination



When
· When person starts the job

· Should be reviewed regularly (usually annually)

How
· Base on past experience

· Allow a learning period

· After first period, request the person's input into designing and setting the expectations.

Example of Performance

Expectation 

(Milker)

Behavior #1:
“He will wash each teat properly and dry

each teat thoroughly with a new individual

towel.”

Behavior #2

“He will forestrip each treat 3-4 times into a clean strip cup and examine the udder of each cow to detect hardness, swelling or redness before attaching a regular unit to the cow.”

Behavior #3

“For cows with normal milk, he will properly attach and position cups on the teats within 60 seconds of first washing each cow’s udder.”

Exercise

Performance Expectations
1. If you know of one, cite an example of a performance expectation used in your plant or elsewhere.

2. Choose an example of “how you want something done” in your plant, and write it in the form of a performance expectation.  Try to choose an example that is related to your job description.  Remember SMART.

3. In a small group, share your Performance Expectation with others and discuss theirs with them.

4. Choose an example of a good Performance Expectation from your group and report to the large group.

Performance Evaluation

There are two key things that your employees need to know on a frequent basis:

1. What is my job?

2. How am I doing?

Formal Evaluation of an employee’s performance is a tool producers can use to improve communication between themselves and the employee.  It also develops the employee’s potential in the operation.

You need to tell your employees how they are doing, where thy have improved, and offer constructive suggestions for improvement where needed.  Plans to improve job performance, to train, and to broaden responsibilities should be discussed.  You should encourage your employees to indicate what might be done to make their jobs more productive and satisfying.  In addition to oral communication, all evaluations and suggestions should be in writing and kept in the employee’s file.

Often an appraisal is done once per year at salary adjustment time.  However, evaluation and feedback are useful on an on going basis, particularly for new employees or permanent staff with new assignments.  Plan to have informal conferences at least several times per year, preferably at the end of a particular activity such as at the end of corn harvest.

Before conducting an evaluation interview, you will need to have done your homework in terms of observations and/or records of performance, response from other employees, etc.  You should allow plenty of time for the interview with no interruptions.  You should first point out the strengths of the employee, being as specific as possible.

Next, point out areas of work where improvement is needed and suggest some possible avenues for doing so.  Be sure to let the employee appraise the situation and be ready to listen.  Let the employee offer suggestions on how he/she could improve performance.  Ask for employee suggestions on how you supervision and organization could be improved. 

The evaluation is often a good time to discuss the issue of compensation – wages, bonuses, incentive plans, and benefits.  A meeting with each worker at least once per year to discuss the future is essential to effective personnel management.  New employees should be evaluated at three and six months.  Of course, such a meeting is much easier and more effective when the evaluation is based on performance standards developed earlier.


Accomplishments of a Performance

Evaluation Meeting
An elective performance evaluation is a shared experience where both parties can learn and agree to future actions.  Such things that can come out of such a meeting include:

· An evaluation of performance based on performance expectations

· Worker is recognized for those parts of the performance that meet or exceed the standards

· Training needs are identified

· Needed changes in job description and/or performance standards are identified

· Opportunity to learn and grow is offered

· The worker feels more involved

· Even when the performance evaluation leads to corrective action or eventual dismissal, it still should be approached in a positive manner.  An otherwise good worker who is worthless on many Monday mornings due to hangovers, will be much more apt to respond to, “We don’t want to lose you so let’s consider what we can do for you to meet the performance standards,” than to the response “Shape up or ship out”.  
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The Performance Evaluation Interview 

(Wylie and Grothe)
A 10-STEP PROCESS

1. Analyze Your Employees’ Performance

2. Ask Your Employee to Meet With You

3. Begin The Performance Improvement Interview

4. Find Out How Things Are Going

5. Get Your Employee To Do A Self Analysis

6. Present Your Analysis of Your Employee’s Performance

7. Negotiate A Performance Improvement Agreement

8. Close the Interview 

9. Follow Up 

10. Take Further Appropriate Action, If Necessary

Exercise

Performance Evaluation

1. Observe role plays presented by facilitator’s.  Take notes on elements of Performance Evaluation you observe.

a. Model Behavior

b. Performance Evaluation (10-Step Process)

2. Discussion on positive & negative aspects.

“I believe you to be a brave and skillful soldier, which, of course, I like.   You have confidence in yourself.  You are ambitious.  You thwarted General Burnside as much as you could.  What I ask of you is military success.  The government will support you to the utmost of it’s ability.  


Beware of rashness”


…From a letter (1863) to Union Army Major


General Hooker form President Abraham Lincoln
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