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Project Proposal – Module 2
Project Title

(How to) Optimize Performance Management Reviews
Sponsoring Organization

BeKindByJeanne LLC
I am the sole proprietor of BeKindByJeanne LLC, the business entity under which I will run my consulting services.  My mission is to help organizations become more effective in delivering compassionate care to those in need.  I currently have a proposal for leadership training under consideration at a small specialty hospital in New Orleans. 
Project Description
Employee performance appraisals are often the bane of leaders and dreaded by employees.  However, as Randhawa (2017) stated, performance reviews are the means to evaluate the individual’s efforts and accomplishments and organizational goals, as well as serving as a means for human capital development.   A good performance evaluation should be a time of reflection and goal setting, with a plan to improve current performance in alignment with the tactical and strategic plans of the organization.  This purpose of this project is to help leaders prepare for, deliver, and follow up on performance evaluations of their team members to make the process more effective.
Aim

The aim of this education is to provide instruction that leads to better performance evaluations.  Meaningful performance evaluations can lead to reduced turnover, higher employee productivity, and fewer employee relation issues between management and their team members.
Target Audience

Primary:  Leaders conducting performance evaluations.
Secondary:  Human resource staff

Delivery Options

Blended learning where concepts are delivered through online training along with face-to-face small group discussions.  Blended learning allows for the training to be delivered in a way that allows for people to learn on their own schedule.  The small group sessions will allow for collaboration and feedback. The model for this type of instruction in the organization is the instructional delivery of the Just Culture methodology previously presented to the leadership team.
Front-End Analysis: Instructional Need – Module 3
Instructional Need

The organization has identified a need to improve the performance evaluation system.  In the most recent employee engagement survey, 72% of staff rated feedback from supervisor/manager/director as fair, poor or very poor.  In addition, exit interviews with those voluntarily terminating their employment indicated that they did not regularly receive positive feedback from their employer, with a pattern in the open comments noting that supervisors were more prone to give negative feedback than positive.  At the same time, a review of personnel files indicated 67% of employees were rated as exceeds standards or superior performance.  To delve further into this issue, focus groups were held with leaders to gain their insights on the most recent performance evaluation process.  A common theme among managers was that they did not feel proficient in goal setting and that they were not comfortable having difficult conversations when performance was not meeting the required standards.  

Feedback should be continuous, with summative feedback occurring annually during the performance evaluation process where the leader and the team member have an opportunity to review performance over the prior period and to set goals for the future. However, the current system is not linked to merit increases as the compensation strategy is based on comparative benchmarks of similar jobs in the immediate market that creates an attitude of lowering the importance of the performance review.  When merit increases were given, they were small (2%) given to the highest performers going down to 1% for those rated as “meets expectations.”  This compounds the perception that the performance evaluations are “busy work” and unimportant.  The instructional need, therefore, is to reset the stage for performance evaluations as a valuable tool for feedback, succession planning, and employee development.
Front-End Analysis: Learner Characteristics – Module 3
Learner Analysis
Primary Audience

· Front-line supervisors
· Department directors/managers
· Senior leadership
Secondary Audience

· Human Resources staff
General Learner Characteristics

· Post-secondary education, 40% with a master’s degree or higher.
· Mix of clinical and non-clinical leaders, some being physicians.

· More than 3 years experience in a hospital setting; some have 20+ years tenure, and have been in a leadership role most of that time.
· Some have work experience in other fields outside of healthcare

· 65% female/35% male

· Most reside within five miles of the hospital in single-family homes and socialize with their staff on occasion

· Moderate to high technical skills

· High technical skills in their discipline

Entry Characteristics

· Cynicism as they have been through numerous leadership trainings, some good, some bad
· Stressed because of the time away from their “job.”

· Disdain for the current performance management system
· Liking and acceptance of certain presenters/facilitators

· Cynicism regarding the use of outside presenters who are unfamiliar with the organization and use “canned” materials

· Concern about scheduling and accommodations: “Will they have the same sandwiches we get in every meeting?”
· Many distractions: “Why can’t people stop texting me?”
· Other distractions and multi-tasking during the session (staffing issues, patient complaints, etc.).

Contextual Analysis

Orienting Context 

· To learn how to make the performance evaluation process easier on themselves

· Common comments made in prior instructional programs:

· Because senior management said this is mandatory

· Common concern regarding presenter: “Please don’t have an outside consultant.  I’ve been doing these for years so why do I need a 20-something who has never managed a clinical unit tell me how to lead my team.”
· If the performance evaluations are not tied to merit increases, why am I doing them?

· Heard it before, my employees are still going to be angry about their rating and no raises.

· It is my role to provide feedback for employee development and growth.
· Is this the Ochsner performance evaluation we have to use now? (Note:  Ochsner is the partner hospital, however, the hospitals have different governing structures.)

· I am happy that the organization invests in leadership training.

Instructional Context
· Best time to schedule is the first or fourth Thursday of the month, 10 a.m. – 3 p.m. with lunch served.  This avoids conflict with standing meetings.  A box lunch will be provided with dietary needs taken into consideration(vegan/vegetarian/keto, etc.).  A refrigerator and microwave are available in the room.
· Good overhead lighting.
· Some noise from the hallway and the door slams closed from the automatic closer.  Noise from the vending machines adjacent to the room.  Windows next to the door where people passing in the hall can become distracting.
· The room is often cold and difficult to regulate, recommend in the invitation that participants bring a sweater or jacket.  
· Room set up is flexible with tables that can be moved easily for small group activities (on wheels).  Chairs are comfortable with space to enter and exit rows easily.  Chairs are also on wheels.
· No hotel accommodations are needed, however consideration should be given to participants who work around school and child care schedules, thus the 10 a.m. – 3 p.m. time frame.
· Room was renovated in late 2018 to have built in large screen tvs for easy viewing of any media, and wiring with adapters for computer systems, as well as a built-in sound system.  In addition, the IT staff is available to provide support as needed.
· Parking is available adjacent to the building, shuttle busses run every 5 minutes from the main hospital campus to the building.
Technology Inventory
· Wifi.  
· There is a shortage of electrical outlets in the room.
· Computer system with PowerPoint and access to the Internet.

· Wiring to the hospital network.

· Sound system.

· Plug in the wall for laptop access for presenter.

Transfer Context

· The training will be conducted approximately 3 weeks prior to the window for conducting performance evaluations.  
· There will be coaches available for input in conducting evaluations or to answer any questions about the form or rating system.

· The leader will be provided feedback from the evaluation reviewers as to any questions or need for clarification in the reviews prior to the finalization of the review with the employee.

Instructional Impact Based Upon Learner Characteristics 

Application of Learning Theories

This workshop will be based on the theory of andragogy or adult learning.  The basic principles that underpin the instruction will be:
1. Adults need to be involved in the planning and evaluation of their instruction.

2. Experience (including mistakes) provides the basis for learning activities.

3. Adults are most interested in learning subjects that have immediate relevance to their job or personal life.

4. Adult learning is problem-centered rather than content-oriented. (www.instructionaldesign.org)

The development and implementation of the workshop will also be grounded in functional context (Sticht) in making the learning relevant to the learners’ experience and work environment (www.instructionaldesign.org).  In this case, the workshop will use materials that the learner will actually use after the training.  The workshop, therefore, cannot be generic and must be tailored to the culture, processes, and systems of the organization.
Application of Motivational Theories

Attribution theory and cognitive dissonance will be used to develop and deliver the workshop, and will be discussed as part of the workshop content.  Learners may encounter attribution theory when they meet with employees to discuss the performance evaluation.  Attribution theory is linked to locus of control, where those with an external locus of control will blame others for shortcomings, and those with an internal locus of control will take responsibility and action to address any areas for improvement.  

Cognitive dissonance may occur with the learners themselves with the content of the workshop if the material is not directly aligned with the learner’s current beliefs and values, or it may occur with the employees as they receive information in their evaluation that conflicts with their self-view of their performance.  Therefore, the learning theories take place on two levels: with the learner themselves, and applied to their employees as the learner utilizes the skills learned in the workshop.

Impact of a Diverse Audience on Instruction

· Several audience members identify as LBGT+ so instruction must be gender neutral.

· There are audience members who have hearing loss or poor vision.

· Some audience members suffer from chronic back pain, therefore sitting for long periods of time is uncomfortable.

· The audience is a blend of all 16 Myers-Briggs types, with the majority being SJ or NT.  Their preferences can impact the way they internalize information, process it, and make decisions.  This is important when instructing on having crucial conversations with employees who are not performing at the required standard.  

Goal and Task Analysis – Module 5
Goal Analysis 
Step 1 - Write down the goal(s).  

Original goal(s):  To have managers/leaders improve their skills in delivering performance evaluations.

Step 2 - Write down the content a learner would have to know, say, or do for you to agree that the learner has achieved the goal. This is not a list of what you will need to do as the instructional designer or teacher. For example, “view a PowerPoint” is not relevant. Focus on the content of what the learner needs to know or the performances the learner must do.

· Create an action plan for completing the performance evaluations on time.

· Describe the intended outcomes of an effective evaluation (concise and comprehensive).   

· Discuss the pros and cons of performance evaluations, not tied to merit increases.

· Describe the impact of personal bias that could influence evaluations.  

· Create an action plan to reduce personal bias for upcoming evaluations.

· Explain the links between performance management, organizational success, and employee engagement.

· Explain the components of a SMART goal.

· Write SMART goals that are applicable to the employee’s job role in alignment with organizational mission and strategic plan.

· Write an actionable performance improvement plan for employees who do not meet standards of performance.

· Conduct a crucial conversation with those employees who receive a performance improvement plan (does not meet standards).

· Identify supporting documentation to be used in performance evaluations and sources of information.

Step 3 - Sort the items Listed in step 2.

Preparation (before starting evals)

· Create an action plan for completing the performance evaluations on time.

· Review evaluation materials provided by HR.

Compiling the evaluation - Write a performance evaluation that is concise and comprehensive.   

· Rate each employee based on both objective and subjective criteria giving them the score warranted by the feedback.

· Provide actionable feedback on the individual’s performance over the time frame specified 

· Create an action plan to reduce personal bias for upcoming evaluations.

· Use SMEs, front-line supervisors, peers

· Write SMART goals that are applicable to the employee’s job descriptions.

· Write a performance improvement plan for employees who do not meet standards of performance.

Meeting with the employee

· Discuss with the employee the rationale for performance evaluations, outside of merit increases 

· Conduct a crucial conversation with those employees who receive a performance improvement plan. 

Follow-up

· Track progress and milestones for individuals on a performance improvement plan.

Step 4 - Write a complete sentence to describe each of the items on your final list.

· Prepare for evaluations by creating a schedule to perform each evaluation and to meet with employees.

· Compile the evaluations by using supporting documents, input from peers and frontline supervisors, and employee’s self-evaluation

· Meeting with each employee to review the evaluation and set goals for the upcoming year.  Solicit employee input on their goals for the upcoming year.

· Use Crucial Conversation skills when meeting with employees including CPR (content, pattern, relationship) , AMPP (ask, mirror, paraphrase, prime). 

· Create a follow-up action plan to have evaluation occur throughout the year.

Step 5: Final Goal

Combine the statements into a goal statement (a very brief paragraph).

.

Instructional Goal

Goal:  At the end of the workshop, the learner will be able to complete a comprehensive performance evaluation on an employee that aligns with the organization’s goals, the individual’s job description and the employee’s individual development needs
Task Analysis Method
For purposes of this instructional design project, a procedural task analysis was performed.  The instructional goal is based on improving the outcome of the performance evaluation process, where it is important to understand the flow and handoffs, as well as the inputs, decision points, and checkpoints in the process.  

Task Analysis 
1. Review performance evaluation document and supporting materials (guidelines, ranking matrix, deadlines).

a. Ask questions of HR if something is not clear.

b. Mark the dates on your calendar to ensure you have all evaluations completed on time.

2. Identify which employees are to be evaluated (exclude those who have not completed their probationary period). 

3. Compile supporting and reference documentation for each employee.

a. Previous year’s evaluation

b. Accomplishments

c. Development activities

d. Coaching/counseling/discipline

e. Customer feedback (if applicable)

f. Notes from observation of employee performing job duties

4. Gather feedback from employee’s peers and those who have more direct oversight of the employee.

a. Send out peer review forms to appropriate individuals with guidelines for writing feedback and deadlines

b. Have front line supervisors complete a draft evaluation for the appropriate employees.

5. Meet with the employee and ask them to complete a self-evaluation.

a. Explain the purpose of evaluations

b. Review the form

c. Instruct them to provide specific examples of how they met each goal and other requirements of the review.

d. Inform them of the deadline for submitting the self-evaluation.

6. Receive self-evaluation forms and peer reviews

a. Review self-evaluations; ask for clarification if needed.

b. Review peer evaluations to gather useful information and input.

7. Use all supporting materials to complete the evaluation form.

a. Rate the employee on the values (positive attitude, compassion, professionalism, knowledge/competency.

i. For knowledge/competency, ensure all mandatory education was completed timely (no delinquencies).

ii. Ensure all required certifications are up-to-date.

iii. Remove the employee from the work schedule if there are still delinquencies.

b. Rate the employee on the performance of job duties as determined by the job description.

c. Write SMART goals based on the employee’s input, job duties and role, organizational and departmental priorities.

d. Write a performance improvement plan for any employee not meeting standards based on their composite score or receiving a needs improvement in any item.

e. Review the evaluation for biases, inconsistencies, and clarity.

8. Send the scoring matrix to HR for senior leadership review.

9. Once approved by senior leadership, schedule individual meetings with employees

10. Review the evaluation with the individual.  

a. Allow time for discussion and goal setting.

b. Provide the employee with a copy of the evaluation for their review.

c. Use Crucial Conversation tools if the conversation is lagging, or the employee seems hesitant to speak.

d. Document the conversation.

e. Have employee sign, then sign and make a copy for the employee.

f. Schedule a follow up meeting with the employee so that goal discussions are held throughout the year

g. Schedule a follow-up for any employee on a performance improvement plan.

11. Scan the evaluation to the proper electronic folder and send to HR electronically prior to the deadline.

Instructional Objectives – Module 5


Terminal Objectives and Enabling Objectives
Terminal Objective: 

Assess each employee’s performance for evaluation period using the form and guidelines provided by the organization prior to the stated deadline.  (Cognitive/Affective) 

Enabling Objectives: 

· Given the form and instructions provided by HR, describe using specific examples of behavior how the employee demonstrated the values of the organization (positive attitude, compassion, professionalism, knowledge/competency).  (Cognitive-evaluation)

· Determine which methods or sources of information to use to determine differentiation between each point on the rating scale (does not meet, meets and exceeds performance) based on the individual’s job duties and scope of work.  (Cognitive-analysis)
· Given the rating scale and criteria provided by HR, rate each employee using the scale on the performance of each job duty included in the evaluation.  (Cognitive-evaluation)

· Given the information derived from direct observation, documentation, self- and peer-reviews, describe how the employee met/did not meet the requirements of each job duty using specific examples. (Cognitive-evaluation)

· Explain how personal biases influence performance evaluations. (Affective-valuing)

· Apply strategies to review completed evaluations for bias and clarity. (Affective-internalizing values)

Terminal Objective: 

Explain the purpose of performance evaluations and the link to organizational success. (Cognitive/affective)

Enabling Objectives: 

· Using the materials from the leadership development program, describe how performance evaluations support employee development. (Cognitive-comprehension)

· Given the organization’s strategic and business plan, discuss ways performance evaluations are linked to organizational strategies.  (Cognitive-application)

· Discuss common misconceptions about performance evaluations. (Affective-responding to a phenomena)

Terminal Objective:  

Write individualized SMART goals based on the employee’s job description, organization and department goals, and the individual’s development needs. (Cognitive)

Enabling Objectives: 

· Identify the components of a SMART goal. (Cognitive-comprehension)

· Revise goals so that the goals meet the criteria for SMART goals (Cognitive-comprehension)

· Write sample SMART goals that contain the five required elements. (Cognitive-application)

· Given the criteria for SMART goals, create goals for each employee are specific, measurable, achievable, realistic, timely. (Cognitive-application)

· Given the organization’s and department’s goals, assess individual goals to ensure alignment. (Cognitive-evaluation)

Terminal Objective:

Discuss the outcome of their performance evaluation with each employee. (Cognitive/affective)

Enabling Objectives:

· Justify the evaluation using objective terms focused on performance over the evaluation period. (Cognitive-evaluation)

· Explain the individual’s strengths and opportunities for improvement.  (Affective-responding to phenomena)

· Synthesize the evaluation information into an action plan for future development and/or improvement. (Cognitive-synthesis)

· Utilize techniques from Crucial Conversations (high stakes, strong emotions, differing opinions) in discussing the evaluation. (Affective-receiving and responding to phenomena)

· Document the agreed upon outcome of the conversation on the performance evaluation document. (Cognitive-synthesis)

· Submit the completed evaluation for approval signatures, along with any supporting documentation by the stated deadline. (Psychomotor-application)

Enabling Objectives Matrix & Supporting Content – Module 6
Title of the unit/module:  
Effective Performance Evaluations

Target Audience:  
Directors and managers of a mid-sized, acute care hospital.  The participants represent clinical and non-clinical areas.  The span of control for the participants ranges from 5 employees to 150 employees.  The average tenure in a leadership position is 8.3 years.

Terminal Objective:

Assess each employee’s performance for evaluation period using the form and guidelines provided by the organization prior to the stated deadline.  (Cognitive/Affective) 

Pre-Instructional Strategy: 
Pre-workshop e-mail with an overview of the course.  At the beginning of the workshop, ask the participants to mentally rate themselves on their feelings on performance evaluations (“dread” to “best part of my role as a leader”).  Then segue into the objectives and a review of the agenda.



	Enabling Objective
	Level on Bloom’s Taxonomy
	Learner Activity 
(What would learners do to master this objective?)
	Delivery Method
(Group presentation/lecture, self-paced, or small group)

	Given the form and instructions provided by HR, describe using specific examples of behavior how the employee demonstrated the values of the organization (positive attitude, compassion, professionalism, knowledge/competency).  

	Cognitive-Evaluation
	Write an example statement of how an individual would meet or exceed each of the values.
	Lecture – individual activity.  

	Determine which methods or sources of information to use to determine differentiation between each point on the rating scale (does not meet, meets and exceeds performance) based on the individual’s job duties and scope of work. 
	Cognitive-analysis
	Create a list of ways an employee would not meet/meet/exceed job duties using the job description or a list of attributes that demonstrate how someone exceeds expectations.
	Brainstorming as a large group

	Given the rating scale and criteria provided by HR, rate each employee using the scale on the performance of each job duty included in the evaluation.  

	Cognitive-evaluation
	Rate the sample employee based on the rating scale and supporting documentation.
	Scenario-based individual activity, large group debrief/discussion

	Given the information derived from direct observation, documentation, self- and peer-reviews, describe how the employee met/did not meet the requirements of each job duty using specific examples.

	Cognitive-evaluation
	Create a short summary for each item rated with the rationale for the rating.
	(This objective/activity and the previous one would be combined into a two-step activity.

	Explain how personal biases influence performance evaluations. 
	Affective-valuing
	Self-reflection on which biases they might have demonstrated or experienced.
	Lecture

	Apply strategies to review completed evaluations for bias and clarity. 

	Affective-internalizing values
	Create an action plan to double check evaluations for bias and for clarity
	Small group activity followed by large group debrief
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* Use action verbs
¢ Avoid words like more, many

* Percent or number

o Is it within your scope?
¢ Do you have the resources needed?

¢ Helps achieve a greater goal or mission
 Pertinent to the organization

* Deadlines and milestones
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To (verb) (metric) (activity) by (date).
To lose 5 pounds by December 31.
To gain 3 new customers by March 31.

To have $5000 in my savings account by January
1.

To teach 3 sessions of leadership 101 by June 30.

To have 100% of employees compliant on
mandatory training by October 31.
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