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Introduction
To implement challenging strategic goals and further development of RISEBA successfully the decision was made to create and start to introduce result-oriented Performance Management System that enables to plan, assess, improve total RISEBA and individual performance and according to it remunerate employees taking into consideration interests and strategic settings of the university.

The level of achievement of high goals in the organization can be ensured only clearly defining goals that reach every employee as a cascade. Everyone shall understand what the organization wants to achieve and what individual contribution is to achieve common goals.  Equally essential is perception of culture and values of organization, which we are able to demonstrate by own actions. 
To motivate all RISEBA employees to plan and fulfil those operations in action plans that enable RISEBA strategic goal achievement significantly, performance of action plans is closely integrated in RISEBA PMS.  
Performance management is human resource management process where the work of employee, structural unit and RISEBA has been systematically planned, conducted and assessed within set period of time.  

PMS goal is to plan, conduct, assess and develop employee and structural units’ performance systematically in order to enable improvement of performance quality, thus, ensuring increase of RISEBA performance efficiency.

Performance management of RISEBA is implemented by managerial staff of organization – rector, pro-rectors, heads of faculties and heads of structural units (hereinafter – the executives) performing planning and assessment of performance of employees that are hierarchically one or two levels lower.

PMS introduction acquisitions for RISEBA
· Opportunity to transform RISEBA strategy into measurable goals of structural units and individual goals
· Effective performance and motivation of employees is enabled to achieve common results of RISEBA 

· Opportunity of regular discussion of goals of organization and structural units  and changes therein by the employees 
· Provision of both orientation to result and use of RISEBA important competences in performance that support strategy and values
· Result-oriented thinking and action in organization is enabled 
· More valuable use of professional potential 
Performance assessment period 
· Performance assessment period is September-August 
· Employee performance assessment complies with assessment period of RISEBA activity 
· Performance assessment of administrative staff takes place once a year: in August 
· Performance assessment of academic staff takes place once a year: in May/June
Performance Management System - PMS
It is a systematic process of organization activity improvement that is achieved developing performance of the employees and structural units.

PMS meaning
To help the employees to act correctly setting certain goals and specific requirements.

Balance individual goals and organizational goals, as well as maximize employee potential for their own and organization interest.

Armstrong, 2006 

Essence of result-oriented Performance Management System 
· Individual, team and structural unit goals subordinated to common organizational goals
· Performance is planned, managed and assessed – the process continues throughout the year
· Sole responsibility of the executives – support to the employees in work planning, performance control, dialog, regular feedback of the employees
· Within performance management and assessment both result to be achieved and competences and skills are significant 
· Performance- and result-oriented payment 
· Performance assessment – regular, constructive, development-oriented process 
Why do we need PMS and regular performance assessment?

PMS and interview play Significant role within organization and for all employees thereof, as it provides answers to the most important questions of each employee:

· How am I doing (at work)? 

· What future awaits me here?

· What can I do to work better?

· What is my contribution to achieve the goals of my team, structural unit and organization?

PMS goal
· Improvement of performance efficiency and contributions of the employee
· Opportunity to increase competence of the employees 
· More valuable use of professional potential 
· Establishment of education and advanced training system
· Organization of staff reserves
· Improvement of motivation system 
Acquisition for the executive
· Improvement of work performance of structural unit 
· Improvement of communication and relationships with the employees 
· Definition of personal weaknesses and strengths 
· Opportunity to change behaviour of the employees increases 
· Opportunity to show own management skills 
Acquisition for the employee 
· Opportunity to discuss own development and career 
· Opportunity to express own opinion 
· The level of competence development is defined: strengths and weaknesses
· Requirements of the executive are defined 
· Opportunity to discuss goals of organization, field and structural unit
· Criteria for own performance control 
Acquisition for the organization
· Opportunities of more effective work planning 
· Clearness of “staff reserves”

· Support in career planning process 
· Opportunity to follow staff competence, qualification and development thereof 
· Opportunity to systematically summarize education needs within organization and plan teaching process 
· Clearness of main problems to be solved within organization 
· Opinions of the employees are defined on strengths and weaknesses of the entity 
PMS process
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Translation: Ko? –What? Mērķi – Goals; Standarti-Standards; Rezultāti – Results;

Darba izpildes plānošana – Performance planning;

Kā? – How? Rīcība – Action; Prasmes – Skills; Attieksme – Attitude;

Pārrunas – Interview;

Misija – Mission; Vīzija – Vision; Stratēģija – Strategy; Vērtības – Values;

Darba izpilde – Performance;

Novērtējums – Assessment; Stiprās, vājās puses – Strengths and weaknesses; Atalgojums – Remuneration;   Potenciāls – Potential;

Darba izpildes vērtēšana – Performance assessment;

Mācības – Teaching; Attīstība – Development; Karjeras plānošana – Career planning.

PMS stages
Planning: 

· defining of individual goals, tasks and results to be achieved (according to goals of organization and structural unit)
· time schedule of individual plan development complies with organization planning cycle
· agreement on goals, results to be achieved and qualitative and quantitative indicators of performance – from higher to lower management level – cascade 
· agreement on competence to be evaluated, agreement on standards of responsibilities fulfilment 
Performance:

· update of goals and results to be achieved 
· the executive is open for regular conversations with the employee on current performance issues, problems, gives support in performance process
· regular formal six-month performance assessment according to total assessment period of organization 
· communication and information movement
· mistake prediction and elimination 
Assessment: 
· To enable result-oriented thinking and action it is recommended to assess achieved result rather than task performance process!

· Both achieved result and way of work performance are assessed – quality standards, competences, observance of organization values!

· assessment process, technique and methods 
· objective assessment of performance criteria - „grade”

· assessment mistakes
· assessment of assessors (normal division of assessments, “quota”, moderation)

· assessment of high-level executives (360-degree method) 
Annual interview
· schedule, specific environment, approach 
· interview guidelines – most important themes to be discussed, types of questions and examples 
· dispute resolution 
· agreement on development measures 
Conclusion of PMS process
· Interview summary
· information on structural unit performance 
· assessment statistics
· decision on salary change, bonus
· calibration
· Conclusion of PMS process  – information for corporate employees on performance of the previous year in the entity 
· Decision on remuneration
Remuneration association with organization strategy
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Translation: Organizācijas stratēģija – Organization strategy; Personāla stratēģija – Staff strategy; Atalgojuma stratēģija – Remuneration strategy;

Finansiālais atalgojums – Financial remuneration; Nefinansiālais atalgojums – Non-financial remuneration;

Pamatalga – Basic salary; Atvieglojumi un labumi – Allowances and benefits; Atalgojuma mainīgā daļa/prēmijas – Variable part of remuneration/bonus; Atzinība, atbildība, sasniegumi, attīstība, izaugsme – Acknowledgment, responsibility, achievements, development, growth;

Amatu vērtības punktos – Position value in points; Atalgojuma pētījumi – Remuneration researches;

Pamatalgas struktūra – Structure of basic salary;

Kopējais finansiālais atalgojums – Total financial remuneration; Atalgojuma sistēmas vadība – Remuneration system management;

Darba izpildes vadība – Performance management; Labāki individuālie/struktūrvienības rezultāti – The best individual results and results of structural units; Labāki organizācijas rezultāti – The best organizational results
Responsibilities of the executives and employees within performance process
Performance planning
Responsibilities of the executive
Before interview:

· To reconsider mission and vision, values and goals of the entity 
· To think what the employee should achieve in the next period 
· To identify most important competences 
· To define what successful performance should be in each work sphere
During meeting:

· To discuss and agree with the employee on most important competences, responsibilities and goals
· To discuss and agree on development plan 
Responsibilities of the employee
Before interview:

· To reconsider mission and vision, values and goals of the entity 
· To think what the most important responsibilities are at this work 
· To think over own work and define the most essential goals that could be achieved in the next period 
· To think what successful performance should be in each work sphere 
During meeting:

· To discuss and agree with the executive on most important competences, responsibilities and goals 
· To discuss and agree on development plan 
Performance
Responsibilities of the executive:

· To make motivating work environment 
· To eliminate performance obstacles 
· To update goals
· To offer development opportunities 
· To support effective action 
Responsibilities of the employee:

· To achieve goals 
· To request feedback 
· To be open-hearted 
· To receive information and share with it 
· To prepare for the interview
Performance assessment
Responsibilities of the executive
· To reconsider list of primary competences, responsibilities and goals 
· To prepare performance assessment for the previous year 
· To define required changes in responsibilities, competences, goals and development plan 
· To prepare for development interview 
Responsibilities of the employee
· To think over personal performance in the previous year 
· To complete assessment questionnaire 
· To think over required changes in responsibilities, competences, goals and development plan
· To prepare for development interview 
Development interview
Responsibilities of the executive
· To reconsider meeting work order and schedule 
· To reconsider and discuss performance assessment 
· To listen and react accordingly on employee assessment and provided feedback
· To reconsider own assessment on employee success in goal achievement, namely:

· strengths/achievements 
· weaknesses/disadvantages 
· development requirements 
· to achieve full understanding of own main message to the employee on his/her performance
Responsibilities of the employee
· To discuss own success of the previous year 
· To compare own assessment with executive’s assessment
· To request explanation of uncertainty within assessment
· To think how the executive feedback will influence his/her performance plan in the next year 
· To listen and react accordingly on executive’s assessment and provided feedback 
Work planning and definition and update of individual goals 
To ensure effective implementation of RISEBA strategic goals and assist to the executives and teams in successful planning of work that complies with organization action programme the following approach is introduced:

· Regularly reconsider and update employee job description and responsibilities and performance standards
· The executives shall contribute to effective implementation of work planning into organization, regularly discussing strategic settings and help their teams to develop a plan and set individual goals 
· Set individual goals should support goals of higher level (team, structural unit) 
· Set individual goals are specified in PMS planning and assessment questionnaire 
· Foresee feedback opportunity at the moment of goal planning in order to obtain as objective impression as possible on goal achievement. In special cases, when the employee is working at one specific goal achievement that is not supervised by direct executive.

The main job responsibilities, job description and performance standards  
	How to define general job responsibilities?
	Define position “keystones”:

· general job responsibilities 
· the reason why position exists and why all individual tasks have been performed 

	Fundamentals in definition of general responsibilities
	· List with general responsibilities is short, usually contains five, six, maximum seven general responsibilities.

· Each general responsibility is brief, not analysed in fine details.

· General responsibilities do not overlap each other.

· General responsibilities do not have competences –emphasis of responsibility definition is put on result rather than implementation process.

· After definition of general job responsibilities the performance standards thereof should be defined.  


Individual goal definition
· Basis – strategy, goals, work plans and other information sources, goals and strategy of organization and structural units 
· SMART principle – helps to assess whether a goal is formulated correctly, but does not identify if it corresponds to strategy 
S ( specific and understandable 

M ( measurable quantitatively and/or qualitatively 
A ( attainable and achievable 

R ( result-oriented 

T ( time-based
· Emphasis on action result rather than action in general 
· Result indicators:

· Quality
· Quantity
· Expenses
· Time 


There are possible indicators:

· Quantitative – number, term, amount, compliance with indicators, etc.  
· Descriptive – compliance with standard, sample, model or concluded agreement between the executive and employee 

For example, 
There are conducted training (task) for 20 executives (quantity), how to implement performance assessment interview till 30.11.2010 (term)

The report quality is improved till 01.03.2010, decreasing number of mistakes by 50%. 

Performance supervision and assessment 
Performance supervision and assessment is regular and takes place throughout the year. The executives can select and practise usual and more corresponding approach for the team for performance control (structural unit meetings every week, individual interviews, etc.)

However, the executives shall ensure regular (annual) formal supervision and assessment process of performance. 
Executives’ performance assessment essentially depends on that how timely they have done regular supervision and assessment of their employee performance.

For performance planning, supervision and performance assessment of individual goal achievement single PMS questionnaire is used. It is planned that in future Computerized instrument of performance planning and assessment will be involved that will integrate data fields and entered information of this questionnaire.
Assessment criteria
Performance total assessment will consist of three individual assessments:

· Individual goal achievement 
· Quality standard implementation of responsibilities under job description 
· Competence assessment
Performance assessment criteria:

	No.
	Criterion
	Assessment indicators

	1.
	Goal achievement
	Result achieved in comparison with planned 

	2.
	Fulfilment of job responsibilities 
	Fulfilment of job responsibilities in line with requirements and standards under job description 

	3.
	Competence development level 
	Employee action in work situations in comparison with position competence model 


Assessment scale of individual goal achievement
1. Employee does not regularly observe deadlines, does not complete scheduled work
2. Employee partly completes scheduled work but does not sometimes observe deadlines or quality is insufficient
3. Good performance (full compliance with scheduled date and quality) 
4. Employee often does more than required (150%), undertakes additional responsibilities and gives support to colleagues
5. Employee constantly presents excellent performance during whole accounting period significantly overachieving  (~200%) set goals
Assessment scale of performance quality 
1. Employee often makes mistakes during work and task performance, regularly exceeds deadlines
2. Employee tends to make certain mistakes and inaccuracy during work and task performance, sometimes exceeds deadlines
3. Performance quality complies with set requirements 
4. Employee does not make mistakes within performance, performance quality is retained during whole accounting period. Time and deadlines are planned qualitatively. Employee helps others to ensure qualitative performance in structural unit in general.

5. Employee takes care not only for own but also for qualitative work and tasks performance of others. He/she propose and involve improvements.
Assessment scale of competences
1. During accounting period the employee has demonstrated some positive actions that characterize competence but expression of undesirable actions has been constantly observed 
2. During accounting period the employee has demonstrated most positive actions that characterize competence but expression of undesirable actions has been regularly observed 
3. During accounting period the employee has demonstrated all positive actions that characterize competence, but expression of undesirable actions has been rarely observed 
4. During accounting period the employee has often demonstrated all positive actions and attitude that characterize competence but expression of undesirable actions has not been observed
5. During accounting period the employee has constantly demonstrated all positive actions and attitude that characterize competence and is the example to others
Ratio of assessment significance:

	No. 
	Criterion 
	Relative importance of criterion in total assessment of relevant type of criteria (% of 100)

	
	
	Executives and administration
	Academic staff

	Result criteria 

	1. 
	Goal achievement 
	70
	40

	2. 
	Compliance of fulfilment of job responsibilities with requirements
	30
	60

	Total 
	100
	100

	Contribution indicator 

	1. 
	Professional qualification compliance with job requirements
	30
	60

	2. 
	Competence development level 
	70
	40

	Total 
	100
	100


Annual interview
Goal of the executive
· To provide own assessment and feedback 
· To assist the employee in increase of his/her effectiveness  and use more his/her professional potential
· To motivate and encourage the employee to receive feedback 
Goal of the employee
· To understand how good he/she fulfils own responsibilities
· To realize to what extent the executive is satisfied with his/her knowledge and acquirements
· To receive feedback in time on himself/herself and proposals for work improvement 
· To express own opinion and proposals to the executive 
Structure of PMS interview 
1. Introduction (approx. 5 min.):

Announcement of aim of conversation.

How are things with completing the questionnaire?

What questions were the most difficult to answer to?

Which questions of the interview deserve more attention?

What questions would you like to discuss additionally to those mentioned in the questionnaire?

Executive priorities in this conversation.

Coordination of conversation duration.

Information use and further action.

What was the greatest satisfaction in work of the previous year?

2. Interview (approx. 40 – 60 min.):

General discussion of achievements and undone in the previous year.

Discussion of total assessment and agreement on final assessment 
Discussion of performance criteria and potential assessment of development.

Feedback on the work of the executives, structural units, RISEBA, in general, as well as proposals for increase of performance effectiveness.
Agreement on the main goals and tasks of the employee for the next period.
Agreement on required teaching and development activities, planning thereof.
Agreement on possible career development and professional growth for the next accounting period.
Agreement on required changes of job description or job responsibilities.
Miscellaneous questions related to work.

3. Conclusion (approx. 20 min.):

Summary (mutual)

Test question: are there any questions that should be discussed within the context of conversation?

The main steps of further action and use of information obtained in the interview.

The executive ascertains whether the conversation is finished positively.

Appreciation for conversation.

RISEBA competence model
Competence approach will assist in formation of contemporary and society interest-oriented culture within our organization developing understanding for the employees and executives of desirable and undesirable action, common values and attitude.  We believe involvement of this approach will help the executives of RISEBA to conduct better, because instruments for employee involvement, retention and development will be created.

Competence definition 

Competences are behaviour trends of employees stated in the action description. They characterize certain action of humans in specific situations. These trends depend on education, practical acquirements, experience, personal features, values and attitude, thinking and memory features of person. Competences are not connected directly with hold position, they are more stable than work tasks and responsibilities that can change within short period of time.

Competences are developed as criteria that allow comparing various employees and predicting results of work. The goal of competence approach is to identify and cultivate action of those employees that ensure excellent performance and contribute to achievement of specific goals of organization. It is understandable and easy to use “language” for different professional groups – instead of operating different psychological constructs such as personality, motivation and abilities, use of competences enable to focus on clearly described desirable and undesirable actions.
To enable operation of competence system, they should be described for employees and executives in understandable language. System should be flexible – the mechanism should be developed that allows changing and supplement competences along with changes within the organization.
Competence interpretation
Critical importance of involvement of competence approach is its interpretation. In this process the greatest responsibility should be undertaken by the executives of different levels. Critically is to notice and show the employees how specific behaviour of the employee contributes to achievement of organizational goals. To show connection between organizational (entity) goals and competences, the executives shall understand what action contributes best to task performance of specific employee. This desirable behaviour should be explained to the employee and comprehension of employee on that the employee is ready to change own action.
Significant risks for introduction of competence system are:
· Isolation and detachment from strategic goals of the organization;
· Disinterest and formal approach of the executives;
· Incomprehension, fair and resistance of employees to changes.
Important to bear in mind:
· Not always positions of higher level require complicated competences;
· Not always high competence assessments within current position mean readiness for the next superior level;
· Not always the most often required competences for specific position are the most important.
Competence assessment
The basis of competence assessment is comparison of real action of the employee with described indicators of desirable and undesirable actions. In order competences could be assessed they should be explained and there should be achieved determination of the employees to act according to desirable. 
Competence assessment is based within observation of the executives, as well as reviews of colleagues and clients.
NB! Within the context of employee development it is possible to assess his/her potential. In these cases, competences are assessed using simulating tasks where action of the employee is displayed in the situations that can occur in position held by the employee in future.

Competence assessment  

RISEBA employee competences are assessed using relative assessment scale. It means task of the executive will be to compare to what extent action of the employee complies with described requirements:
1
During accounting period the employee has demonstrated some positive actions that characterize competence but expression of undesirable actions has been constantly observed
2
During accounting period the employee has demonstrated most positive actions that characterize competence but expression of undesirable actions has been regularly observed 
3
During accounting period the employee has demonstrated all positive actions that characterize competence, but expression of undesirable actions has been rarely observed
4
During accounting period the employee has often demonstrated all positive actions and attitude that characterize competence but expression of undesirable actions has not been observed
5
During accounting period the employee has constantly demonstrated all positive actions and attitude that characterize competence and is the example to others
Those indicators can be assessed that ensure achievement of excellent results within specific position, and on which the agreement is obtained with the employee. Defining competence assessment of specific employee it is essential to use certain examples based on observations or references.
	Assessment 
	Level 
	Performance characteristics 

	Outstanding

	A (5) 
	Outstanding performance throughout the year. Set goals are overachieved. Competence assessment  is at high level

	Excellent (exceeds expectations) 
	B (4) 
	Part of set goals is achieved. Simultaneously, work meets the requirements, competences are at high level

	Good (good performer)
	C (3) 
	Meets the requirements and settings

	Poor (development needed) 
	D (2) 
	Insignificant disadvantages

	Unsatisfactory
	E (1) 
	Fails to meet the requirements


Competence system at RISEBA
For RISEBA employees the competences are described in two levels:
1) Corporate level. Competences are set within this level that are related to all employees of organization;

2) Functional level. Within this level competences are described that are necessary according to their position functionality. At functional level 3 groups of employees are displayed – (a) executives; (b) academic and scientific staff, (c) administrative staff
3) Professional competences – whether practical work experience is required and if so, which.

Integration of competences into various spheres of Human Resource Management
Competences can be integrated and used in all spheres of Human Resource Management. Human Resource Management display three major processes: 
· Employee involvement,

· Employee retention,

· Employee development.

Further is provided competence usage in each of these processes.

Employee involvement 
To involve new employees to work at the state administration it is essential to enable brand development of the state administration as the employer. 
The brand of employer constitutes:
· Organization reputation,
· Career offer,
· Corporate culture.
Competences reflect value and culture of organization. Hence, competences can be used in job advertisements to inform the potential employers of the state administration about significant values.
Competences can be used in different stages of staff selection process. Analysing vacancy, competences are as criteria of successful implementation of responsibilities. Competences can be used as position features and involved into job advertisement, thus, giving the candidates setting on requirements, as well as on corporate values of state administration. Candidate assessment can be based on competences, facilitating comparison of candidates and selection of more relevant candidacy. Employing new employee, competences will help the executive to explain what action is expected, as well as to define precisely integration plan of the employee basing on assessment of existing competences.
Employee retention 
To retain the employees various motivation instruments are used that are related to performance assessment and remuneration systems. 

Competence usage in Performance Management System is displayed in the following scheme:
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Competences should be connected with set goals. There should not be situation where competence assessment is high but goal achievement is evaluated as low. In this case, assessments should be reconsidered or other competences should be chosen which enable successful achievement of goals. 
Assessment of goals and competences for the previous period, as well as goal setting for the next period should be taken into consideration defining competences to be developed. Choice of teaching and other development activities should be related to competences development of which is critical to improve individual performance of employee, as well as performance results of relevant institution.
To facilitate competence assessment they can be included in special forms or questionnaires that are used in assessment process of performance. Example of fragment of such questionnaires is provided below.

 Employee development 
Competence descriptions define expected behaviour but differences between existing and expected employee behaviour define teaching requirements. 
For competence development the most diverse teaching methods or development activities can be used. Practical experience enable to find for each competence the most effective development methods that facilitate teaching planning.
Competences can be used during planning of career. It can assist in assessment of employee potential, and thus define desirable direction of professional growth. Career can be planned in traditional vertical direction and in this case, the great attention is paid to governance competence development. If career is planned more in horizontal level, development activities can be focused on professional competences.
Competences help to approach in structured way to career planning in all organization as they ensure single report system. Summarizing data on assessment of employee competence in centralized way it is possible to know strengths and development needs of different groups   of RISEBA employees. This information is useful when filling vacancy and ensuring replaceability (short-term) and thinking about succession programmes (long-term). Single competence system will help to plan employee career not only within the context of individual institution, but within the state administration system in general. 
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