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What is the PDP?

The Performance Development Program (PDP) is a communication program to help staff members understand their roles, continue to learn, and participate in the improvement of Grand Valley State University.  The substance of the program is its basis of trust in staff members and communication between staff members and supervisors-- not solely in program paperwork.

In developing this program, Human Resources concentrated on practices that will best utilize our time and resources. This involved reconsidering traditional belief systems about performance appraisal, how staff members work, and what inspires staff members.  As a result, the PDP more clearly emphasizes the following philosophical foundation:

· GVSU staff members want to work, do a good job, and take responsibility.

· GVSU staff members should be allowed to do the jobs they are capable of doing by removing obstacles to good work.

· Motivation to contribute and achieve requires a sense of purpose and recognition for such contributions.

During the program development process, Human Resources worked closely with the Administrative Professional Committee, COTA representatives, and also sought input from numerous focus groups.  The program's resulting philosophical foundation is truly a collaborative effort. The objectives of the PDP are to:

· Enhance communication between a staff member and supervisor.  Dialogue between a staff member and supervisor should be continuous and include coaching, guiding, and clarification of job responsibilities in the context of larger organizational goals.

· Develop staff members.  A staff member's development may be related to either current or future positions, and should be continuous to ensure that GVSU is able to respond to its quickly changing environment.
· Support continuous quality improvement throughout the organization.

The PDP process emphasizes leading and empowering staff members rather than controlling via written documentation.  The PDP forms are designed to guide communication regarding performance and development by providing an outline for important discussion points.  Staff members and supervisors are partners in this discussion.

WHAT THE PDP IS NOT

The PDP is not a traditional performance appraisal program that focuses largely on numeric ranges as a means of performance feedback.  There is evidence that these ratings can become a barrier to desired open communication.  The format of the PDP places greater responsibility on both staff members and supervisors to thoughtfully consider the PDP agenda items and share substantive feedback.

Although the program does include written documentation, greater emphasis is placed on ongoing open communication.  Such communication should be ongoing throughout the year.  The year-end discussion meeting should simply summarize the communication that occurred throughout the year.  However, in those situations where a staff member does not meet minimum expectations, additional written communication by way of a Performance Improvement Plan (PIP) must be completed by the supervisor and attached to the Performance Development Assessment (PDA) form.  The PIP form can also be used throughout the year by supervisors as a means to assist with staff member performance improvement.

WHO PARTICIPATES IN THE PDP

All administrative and professional staff members and clerical, office, and technical staff members will participate in the program.  For new staff members with less than six months of service as of the due date for submission of the PDP documentation should include a self-assessment form, a professional development plan, and a face-to-face meeting where performance and development issues will be discussed.  The supervisor will note on the forms that the staff member has six-months or less of service with the University.  Staff members with six-months or more of service will undergo the complete PDP process. The PDP forms should also be utilized when completing the one-year probationary assessment for new administrative and professional staff members.

GETTING STARTED 

Typically, Human Resources will distribute a schedule of important program dates and deadlines.  Upon consideration of the relevant time frame, the supervisor should schedule an annual performance review discussion with the staff member.  It is recommended that at least one hour be reserved for the discussion meeting.  If scheduling is delayed, staff members are encouraged to initiate the meeting.  
Prior to the meeting, the staff member should complete the Self-Assessment form and the Professional Development Plan form. Although completion of such forms is not mandatory for clerical, office, and technical staff members, full participation in the program is strongly encouraged.  The supervisor should complete the Performance Development Assessment form.  The documents should be exchanged in advance of the discussion meeting. In addition, both the staff member and supervisor should prepare for the meeting by making notes about specific points they want to discuss for each item on PDP agenda-- e.g., accomplishments, ideas for improvement, development goals.  These points should not be "news" to either the employee or supervisor since dialogue about performance should be taking place throughout the year. 

USING THE PDP-- WHAT YOU WILL TALK ABOUT

During the annual PDP discussion meeting, you will discuss the topics listed on the PDP agenda (see PDP agenda form).  Open two-way communication is important.  Both the staff member and supervisor should be sure to ask questions to clarify points they do not completely understand.

PDP AGENDA 

Discuss the staff member's performance on primary responsibilities/priorities in the past year.

During the annual PDP discussion, the staff member's effectiveness in performing his/her responsibilities should be thoroughly discussed.  Then, the responsibilities should be updated as needed for the upcoming year.  Job responsibilities and priorities may also change throughout the year and should be discussed as they change.

If the staff member is unclear as to the exact nature of his or her position, a written summary of responsibilities and priorities may be requested at any time during the year.  Since the staff member are most familiar with his/her job, another alternative is to have the staff member prepare a summary of responsibilities.

Discuss the staff member's strengths/areas for growth in critical performance factors.

This discussion point focuses on how the staff member does the job rather than what the job responsibilities are.  Such discussion should include organizational success factors and individual behaviors that are important to effective work performance.  These factors apply to all jobs, though the manner in which they apply will vary by job.  Discussion on how the various factors can be displayed in different jobs can be an important part of the discussion and may help the staff members and supervisors broaden their view of jobs at all levels.

Discuss barriers to effective work performance and job satisfaction.

Staff members know their jobs better than anyone and consequently are in the best position to identify barriers that limit their ability to perform effectively.  Staff members should describe these barriers (e.g., resources, systems, or processes surrounding their work) to their supervisor along with possible ways of eliminating them.

Staff members can also identify their satisfaction in performing various duties, which provides an opportunity to explore options for matching assignments to particular staff member strengths and areas of interest.

Discuss possible work process improvement.

Increasing service demands have necessitated greater and greater staff member effort.  In many cases, however, the best way to respond to increasing demands is to completely rethink the process by which a service is delivered.  Once again, since staff members are the closest to the work and those being served, they are the best source of ideas on how processes can be improved.  Questions to answer in discussing process improvements include:

· Who is being served by the process and what do they want?

· How can the process be improved?

· Can steps be simplified/consolidated?

· What work that does not add value to the unit mission can be eliminated?

· Can people be more broadly trained to provide more effective service?

· Is there redundant work occurring--e.g., excessive levels of review?

Discuss the staff member's development over the past year and future, as well as development needs for the current job, long term career goals and development needs to achieve them (refer to the Professional Development Plan form).

Staff members must continually improve existing skills and develop new ones to ensure continued effectiveness.  In this part of the discussion, staff members and supervisors can define a specific course of action to:

· enhance current skills

· develop new skills

· broaden knowledge

· improve a deficient area

Development is a joint responsibility of staff members and supervisors.  Supervisors have the greatest responsibility to assist with development when it is required for a staff member's current position.  Staff members are primarily responsible for development that advances their careers.

The career development portion of this discussion provides an opportunity for the supervisor to give an honest assessment of the staff member's Professional Development Plan.  Included in this assessment is a discussion of the staff member's preparedness for desired career growth, as well as development the supervisor believes would help the staff member in attaining his/her goals.  If there are limited promotional opportunities in the staff member's area of interest, supervisors may want to discuss alternative career routes.

Discuss the staff member's self-assessment, including constructive feedback for the supervisor.

Examining performance through the staff member's perspective is an invaluable part of the program.  This will provide an opportunity to clarify any misunderstandings relating to performance, priorities, or objectives.

Also, it is important for the staff member to have an opportunity to give feedback about guidance and support provided by the supervisor and to make suggestions that will enable the staff member to do a better job.  It is also a chance to share positive comments about the supervisor's support that have been helpful.

Discuss additional aspects of the Performance Development Assessment, including the overall performance rating.

The overall performance rating tends to be the areas of the Performance Development Program that staff members concentrate on the most.  Although such rating is directly related to the merit increases for AP staff members, it should not overshadow the primary focus of the program, which is effective communication.  If the appropriate ongoing discussions occur throughout the year, the over-all performance rating should not come as a surprise.

The overall performance ratings have been changed to more clearly define the levels of performance.  Staff members will now be rated in terms of whether they perform major duties in a highly effective manner, effective manner, or ineffective manner.  For staff members whose performance is determined to be below job requirements, a detailed Performance Improvement Plan (PIP) is needed, as well as follow-up discussions and another review within 90 days of the PDP discussion meeting.  This special process is intended to provide clear information on required improvements and determine the support that will be provided to assist the employee to improve.  The rating received by each AP staff member will directly correlate with the categories and percentage increases noted on the salary increase letter that is distributed when the merit increases go into effect.  This should eliminate any element of surprise or confusion and should directly link the merit increase to the overall performance rating.

The Performance Development Program should not be substituted for the disciplinary process that has been designed to address severe performance deficiencies.  In order to address ongoing severe performance deficiencies, a different type of documentation and counseling is required.  Additional questions can be directed to the Director of Staff Relations in the Human Resource Office at extension 2215.

UPON COMPLETION OF THE PDP DISCUSSION 

Upon completion of the PDP discussion, the unit should send the signed original Performance Assessment Plan, Self Assessment, Professional Development Plan, and if needed, the Performance Improvement Plan to the appointing officer, who will then forward the documents to the appropriate Executive Officer, if necessary, for review.  The Human Resource Office will closely track receipt of the PDP documents. Those failing to submit the forms will be sent a follow-up overdue report to ensure that all staff members are having performance/development discussions.  
For AP Staff:  Failure to submit the forms for AP staff members will result in the inability to process the merit increase for both the staff member and the responsible supervisor.  
For COT Staff:  After the PDP discussion meeting all necessary signatures should be obtained and the forms should be forwarded to the Human Resources Office.

PDP FORMS

The PDP forms include:

· PDP Agenda

· Performance  Development Assessment 

· Professional Development Plan

· Self Assessment 

· Performance Improvement Plan

All forms are available on the Human Resource webpage at www.gvsu.edu/hro.  Those staff members who experience difficulty downloading the forms may contact the Human Resource Office at 331-2215.

SUPERVISOR'S ROLE AND ACCOUNTABILITY

A staff member's immediate supervisor, who usually has responsibility for personnel actions, development, assignment of work, etc, conducts the PDP process.  If such a supervisory relationship does not exist, the appropriate appointing officer should assign the responsibility for the PDP process to the supervisor/administrator who is most knowledgeable about the staff member's job duties and responsibility.

It is the supervisor's responsibility to follow the PDP process by conducting timely and thoughtful performance development discussions.

DOCUMENTATION/REASONS FOR PERSONNEL ACTIONS

Although written communication is not the focus of the PDP process, it is still of utmost importance that the unit maintain the appropriate written documentation.  In cases where the staff member does not meet minimum expectations, it is very important that a Performance Improvement Plan (PIP) form be completed and related documentation retained.

Although the PDP does not require that the content of the discussion meeting be written, some supervisors may chose to confirm key points in writing.  Typically, these documents will be retained in the unit.

Units are reminded that they are to have concrete reasons for taking various personnel actions such as hiring, promoting, and awarding merit pay.  When making differential judgements about staff members, units should be prepared to share job-related reasons for making those decisions.

WHERE TO GO FOR ASSISTANCE

Representatives of the Human Resource Office are available to meet with staff and supervisors to explain the PDP or to answer specific questions.

Staff members with concerns about his/her experience in a PDP discussion should first try to discuss them with his/her supervisor.  If they cannot be resolved, the staff member may contact the Human Resource Office at ext. 2215.

CLOSING-- AN INVITATION TO FULLY PARTICIPATE IN THE PDP PROGRAM

The Performance Development Program represents a significant change in the "evaluation process" at GVSU.  With the new emphasis on assisting and developing the University's greatest asset-- our staff members-- we believe that everyone will benefit.  We hope that this guide helps you understand why GVSU is making this change and how you can participate in it.  Your active participation will contribute to a new and exciting focus for Grand Valley State University as well as to your own personnel growth and development.

