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Now that most staff members have Job Family Compass Guides and
the Compass Initiative is winding down, we are ready to move on to

the next phase! We are excited to announce the kickoff of the...

But why GPS? When we started implementing the first Staff

Employment Value Strategy (SEVS) project, LASER (Lehigh All

Staff Employment Rewards) was selected as the name of the

newsletter because it would illuminate and shed light on what was happening with
the compensation project. When we moved on to the next project, Job Family Compass,
we chose a second tool — this one with a navigational theme. As we approach anoth-
er milestone, we searched for yet another tool that would link to performance man-
agement. We think we found one.

GPS seems appropriate for a project that focuses on performance management.
GPS (Global Position Satellite) is a navigation system designed initially for the mili-
tary in 1978, but 28 years later it is used by people around the world as a naviga-
tion aid in cars, planes, and ships. A network of more than two dozen satellites
broadcast precise timing signals by radio to GPS receivers, allowing them to deter-
mine their accurate location anywhere on earth.

How does this apply to performance management? Well, it is quite simple. The
purpose of performance management is to set goals, perform to achieve targeted
outcomes, and to do so successfully. In fact, that is the purpose behind the Staff
Employment Value Strategy (SEVS) — to make sure Human Resources (HR) tools
support staff members and managers in advancing the strategic direction of the
university. With a good performance management system, you will always know
where you are in relation to achieving your goals and can easily determine
whether you are on the right course or whether you have to make adjustments.

The HR team started planning for the GPS: Performance Management Project in
earnest in July. The good news is that Lehigh already has a good performance
appraisal process. In fact, by the end of August, 92 percent of the 2005 classified staff
performance appraisals had been received by HR — up from 70 percent the previous
year. However, only 60 percent of those appraisals included explicit performance
goals and 40 percent included training and development goals. One of the areas in
which Lehigh could to do better is in setting performance goals and measuring
results based on specific outcomes.

Performance appraisals may not be new to Lehigh, but performance management
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may be new to some. Performance management is a process — not something you
do just once and you are done. When asked what would drive improved job satis-
faction in a recent employee engagement survey by BlessingWhite, a leading
career development company, 22 percent of the respondents indicated “Regular
feedback about how | am doing.” The most frequent response, selected by 25 percent
of respondents, was “More resources.” The third response, selected by 19 percent of
the respondents, was “Greater clarity about what the organization needs me to do and
why.”

Lehigh is devoting significant effort to the performance management process
review for these very reasons. We are all familiar with Lehigh's quest for excel-
lence and the desire for Lehigh to become comparable to the top 25 national
research universities. To achieve this goal, Lehigh needs to differentiate the prod-
uct and quality of the Lehigh academic experience. This doesn't just happen. It
happens when staff members are passionate about what they do and when they
are using their talent to make a difference. Lehigh wants staff members to be clear
about Lehigh's strategy and to apply their talents to what matters most.

Performance management is an essential tool that can help managers and staff
members achieve business and professional goals. The revised program will be
introduced in fall 2007 for the 2007 - 2008 performance review cycle.

» Link staff compensation and workplace learning with performance management

» Use the strategic and operational goals of the colleges and operating units as the guidelines for
setting individual performance expectations

» Provide tools for staff members and their managers to develop more explicit performance goals
and accountability

» Focus on results from work or effort

» Hold managers accountable for the success of their employees

» Review job expectations at least annually in conjunction with the performance appraisal process.

To ensure that the performance management system is providing managers with the necessary tools for
appropriately setting performance expectations, assessing performance, and providing meaningful feed-

back, we are engaging managers in the process through representation on the committee. In addition, to
ensure that staff members will have clear direction, more frequent feedback, and greater involvement in

the process, they, too, will be represented on the committee.

Progress So Far

We are already involving managers in the project. Focus groups, based on
responses to an earlier survey, were held with 26 members of the leadership
group on August 17 and 18 to further refine the institutional philosophy
towards performance management and to identify the goals and guiding prin-
ciples of a performance management system. The Lehigh University
Performance Management Assessment survey was also distributed to department
heads, academic department chairs, and research/institute directors who
appraise staff performance. The feedback will be used in the planning and
development process.

The results of the Performance Appraisal Survey mailed to all staff in May to
assess the quality of the performance appraisal experience last year will also
serve to guide us as we align the appraisal process with SEVS. Refer to the
September 2006 Spotlight to learn about the findings from this staff survey.



There's a new buzzword for staff on the streets of Lehigh lately — and that
word is “performance management.” By now, you may have heard about the
Performance Management Project. Maybe you were asked to participate in
a performance management survey. Nevertheless, a question probably
lurks in the back of inquiring minds, “What truly is performance management
and how is it different from the performance appraisal process?”

Let's start with the familiar — the performance appraisal process. Ninety
two percent of staff appraisals for calendar year 2005 have been submitted
to Human Resources. This indicates that most staff members participated
in a performance review and discussion. Fifty eight percent of the returned
appraisals included self-appraisals, which is the best way for an employee
to engage in the process and to be prepared for the performance appraisal

discussion with his or her supervisor. In addition to evaluating per-
formance based on performance elements and previously defined goals
and objectives, 60 percent of the returned appraisals included goals
and objectives for calendar year 2006.

Forty percent of the returned appraisals included workplace learn-
ing and development plans. The annual performance appraisal is both
the end and the beginning of performance management.

Performance management is an ongoing process that begins with
the provisional period of employment (for new employees) and
includes establishing clear job expectations (goal setting), providing
regular feedback, instituting accountability, and developing skills and
abilities at all levels. The key word here is ongoing. One of the com-

ments from the staff survey read, “Eliminate [the annual performance
appraisal] entirely in favor of an ongoing goal management program that requires
supervisors to recap and review progress at least six times throughout the year,
combining constructive criticism with motivation and strong leadership to encour-
age creativity, ingenuity, breakthrough performance, loyalty, and dedication to the
mission of the organization, division, and department.” This individual truly
understands performance management!

Align Goals

It may be easiest to think of performance management as a multi-stage
process (see illustration on page 5). The first stage is aligning department
and individual goals with Lehigh's mission, vision, and goals. This segues
into performance planning or establishing expectations for the upcoming
year and possibly beyond. This is part of the performance appraisal
process and discussion, but it also establishes the framework for the ongo-
ing process. Employees need to know how and where to focus their efforts
to meet defined goals and objectives. Individual goals and objectives
should also be aligned with key accountabilities, success factors, and
department goals and objectives.

continued on page 6



continued from page 4

Plan-Performance

A-well-defined-goal-will-include-how performance-witt-be-measured—=the
anticipated-outcome-or-result. The-goal needs-to-be-attainable by-the
employee.-In-other-words, does-the-employee-have the knowledge, skills,
and abilities to achieve the goal? This may lead you to a development
plan for the employee, which'is another important part of performance
management. In many cases, employees will need additional resources,
which can be provided via workplace learning, to attain their goals and
objectives. Employees also need to-understand-how to track progress
toward the end-result. This is why the “Establishing Goals and Objectives”
section of the performance appraisal form is a table, rather than a list.
Effective goals need to include the support actions, expected outcome,
and projected completion date.

Performance Tracking and Feedback
The third stage is performance tracking and feedback. It is the responsi-
bility of the supervisor to coach and monitor employee performance on

a regular basis. It is also the responsibility of the employee to monitor
his or her own performance. Tracking can involve compiling perform-
ance data and obtaining feedback from supervisors, direct reports,
peers and internal customers. The performance data and feedback
need to be recorded (which makes preparing the annual appraisal a far
less daunting task at the end of the year).

The fourth stage is reviewing progress — or reviewing the per-
formance data and feedback that has been tracked. In the ongoing per-
formance management process, the supervisor and employee meet
regularly (weekly, monthly, bi-monthly, or quarterly) to discuss per-
formance and track progress toward the defined goals. Actual per-
formance is compared to the defined goals and objectives. While this
may sound like the annual performance appraisal, reviewing progress
needs to take place on a regular and ongoing basis.

Sometimes the goal alignment and planning stages need to be
redefined as area priorities may shift or change. When performance is
managed on an ongoing basis, being flexible and adapting to change is

a simpler task.

Review Progress

Performance management also includes the Provisional Period Progress
Report and may include formal tracking and recording of results (possibly
quarterly) compared to established goals. In some cases, performance
management may include a performance improvement plan.

We now know that the annual performance appraisal is part of per-
formance management. The next question may be, “Where does the per-
formance management project fit into the grand scheme of things at Lehigh?”
The Performance Management Project is essentially a continuation of the
Staff Employment Value Strategy (SEVS), linking the staff compensation
program with career development, and, ultimately providing a process to
establish and evaluate performance objectives related to key accountabili-
ties, success factors, and department and university goals. Performance
management is an integral part of SEVS. In other words, the desired out-
come of the Performance Management Project is to grow Lehigh's annual
staff performance appraisal process into a highly effective, ongoing per-
formance management program.






Storming

Groups enter the storming stage in which different ideas compete for consideration.
This period-can be contentious and-unpleasant to participants who-are averse to-con-
flict. Participants must learn-to function together...

Throughout the first half of 2005, the project team struggles with a
number of issues:
Constructing an ambitious, but realistic, timeline
Formulating a process
Designating our individual roles and responsibilities
Revising key documents (e.g., core and managerial success factors)
Tracking the logistical aspects.
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The Advisory Committee has its own struggles. There is much discussion over
various concerns:
» How much position/grade information do we share in the Compass
guides?
» How do we overcome lingering issues of some staff members after the
LASER compensation initiative?
» What will be the long-term ramifications of the Compass initiative on
staff and supervisors?
» Organizational change inevitably creates a certain amount of turmoil
and therefore, reluctance. How do we overcome this natural reluctance
to change?

We start working our way through the job families, refining the process and

the end product as we go along:

» Human Resource job family... it takes us ten revisions to get to a final
product

» Finance/Accounting job family... helps us practice our process

» Student Life... makes us realize the need for flexibility

» Athletics... makes us finally feel ready to take on our two largest job

families.

There are many lively discussions throughout this stage:
» How do we engage the campus in this initiative?
» How do we boost participation within each job family?
» How can we streamline the process?
» How can we do a better job handling the logistics of multiple
concurrent activities?

Norming

Group members adjust their behavior to each other as they develop work habits that
make teamwork seem more natural and fluid. Participants begin to trust each other
and motivation increases...

By the third quarter of 2005, the HR project team is functioning well togeth-
er. We start focusing on metrics:
» How do we evaluate the impact of Compass on the campus community?
» What are the appropriate metrics to track?



»—What information-is-currently available?
» What's the best way to present this information to others?

We continue to refine our communications and messages to the campus
community in response to early feedback of too much information!

The process for creating the Compass guides flowed more smoothly and
we successfully manage the tricky logistics involved in planning and sched-
uling each job family. Flexibility was key but we make it through our most
challenging job families:

» Information Technology ... 126 members ... two major rewrites and a
total reformat of the skills section

»  Administrative Services ... 247 members ... one major rewrite and
another evolution of the skills section

» Each of these job families provides us with a whole new set of challenges.

With the two largest job families completed, we turn our attention to other
job families...

» Library ... reading and revising the initial Compass draft is second
nature to this job family

» Development/Fund Raising ...we learn a lot ... and our first guide to be
reprinted after completion because we ran out of copies for distribution.

The Advisory Committee continues to provide valuable feedback and
suggestions to the Compass project team:

» Ways to increase participation within job families during Compass creation

» Thoughts on engaging faculty supervisors for the Administrative
Services job family

» Suggestions for adjusting communications to maximize effectiveness.

Performing

Participants are able to function as a unit as they find ways to get the job done
smoothly and effectively without inappropriate conflict. Participants have become ‘ ‘
interdependent...

The HR project team spends most of its time working on incorporating
Compass into other processes:

» Incorporating success factors into the performance appraisal process

» Incorporating success factors into the selection/hiring process

» Incorporating Compass into new employee orientation process

» Seeking and getting approval to add a career manager position to
address career-planning needs.

Things finally start to settle into a routine. We tackle the next set of job fami-
lies in rapid succession:

» Purchasing ... one of our smallest job families

Trades ... our most diverse job family to-date ... soon to be completed
MarketingZCommunication ... a creative job family to work with
Graphic Arts/Design ... a small but diverse job family

Health and Safety ... yes, another small job family
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The Compass project team starts winding down. Our attention begins to turn
to our next initiatives that are part of implementing the Staff Employment Value
Strategy (SEVS):

» Transforming our current performance appraisal process into a
performance management system that aligns with Compass

» Aligning our Workplace Learning and Performance program with success
factors identified through Compass

» Creating additional staff development resources to help staff members and
supervisors achieve excellence

» Reinforcing the use of ComgassI gerformance managementI IearningI and




Advisory Committee Members for the
Compass Initiative
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Cleveland McCray cjm2 Athletics

Karla Morales kam4 Development O
Sharon Upton slu2 Development Offi
Melanie McDonnell ~ marj Enterprise Systems
Amy McCrae alm2 Lehigh Support
Vivien Steele vis1 English
Jason Slipp jas7 LTS Client Services
George Yeh gey2 Bursars Office
Brian Simboli brs4 LTS Client Services
Stephen Oblas sjo3 Internet Services
Jacob Campbell jaca Zoellner Arts Center
Robert Bruneio rsb5 University Police
Ruth Tallman rt01 Office of Researc
Thomas Dubreuil trd2 DOS - Reside
Daniel Zeroka dmz3 Civil and E
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Review the Job Family Compass Guide
for your new position. It's important
to remember that the Compass Guides
define the key accountabilities, skills,
and success factors in a broad, gener-
al sense for each job family. Look at
each of these elements and assess
them in terms of your own position.
Work with your supervisor to estab-
lish a priority order for each of the
elements — i.e., how important is each
key accountability, skill, or success
factor to your particular position. If
your new supervisor hasn't already
done so, this is also a good time to
establish one to three specific objec-
tives for your position. Then use the
Individual Development Plan (IDP)
form for your job family to assess
yourself — i.e., your proficiency levels
in each of these elements. This dual
assessment (importance to your posi-
tion plus your proficiency level) will
help you identify the objectives and
accountabilities on which to focus
most of your time as well as identify
what areas of development would be
most beneficial to pursue.

Identifying appropriate courses or
other resources usually takes a bit of
research. The easiest place to start is
your Job Family Compass. Each
Compass includes a Staff Development
Resource Guide that contains a list of
resources compiled especially for

your job family. You won't find a list
of specific courses by name - just a
list of suggested topics. However,
numerous links, both internal and
external to Lehigh, are provided to
access various Websites to locate spe-
cific courses and pertinent details. To
find specialized training for your par-
ticular profession, search the offerings
available through the professional
associations listed for your job family.
You may contact Human Resources
as well.

Using the Compass Guides, look at the
skills and success factors for each job
family included in your department.
Identify areas of commonalities and
then assess the overall proficiency of
your department staff in these areas.
This will help you identify areas to
focus on for departmental training
and development. Analyze where
your department is now. What are the
current goals, activities, and priori-
ties? Do your individual staff mem-
bers have the right skills and suffi-
cient proficiency to perform their
respective roles? This will help you
identify individual needs for immedi-
ate development. What opportunities
and challenges do you foresee for
your department in the next one-two
years? In three-five years? With your
staff, brainstorm what these opportu-
nities and challenges will mean to
your department in terms of staff
competencies. What new competen-
cies will be needed to take advantage
of the opportunities and to meet the
challenges? This will help you identi-
fy individual and group development
needs to focus on in the near future.



Use the Compass Guides as a founda-
tion for discussions with staff mem-
bers about their respective roles (as
individuals and as part of the depart-
mental team) and their current and
future developmental plans in terms
of both their personal and departmen-
tal success.

Services that are currently under
development include:

» Career Self-Assessment: Identifying
your accountabilities; knowledge,
skills, and abilities; success factors;
values; and work styles which,
taken together, comprise your
unique professional “package.”
These are your marketable qualities;
if properly packaged and expressed,
they are your ticket to what you
want to do next in your current
position or in your career.

» Identifying Your Place at Lehigh: A
review of the importance you attach
to both the material and
psychological aspects of work and
how those ratings compare to your
Individual Development Plan (IDP).

» Informational Interviews/
Networking: How and why to
approach other Lehigh staff
members (both non-managers and
managers) in order to gain
information valuable for your IDP

and to make a positive impression
on the individual with whom you
are networking.

» A Winning Resume: The do's and
don'ts of writing the key
components of a resume, and the
pros and cons of using a
chronological (experience-based)
format vs. functional (skills-based)
format. Style and appearance issues
also discussed, as are tips on
constructing a resume that might be
electronically scanned.

» Interviewing: If your IDP involves
transferring or advancing to
another position, then interviewing
will be critically important to your
success. Image, preparation, typical
interview questions, response
guidelines, and questions for the
interviewer can all be discussed as
needed.

Additional Career Management pro-
gram services for managers under
development include:

» How to discuss career development
issues with your staff; in particular,
the communication styles
appropriate for Compass or IDP
discussions.

» How to identify and describe the
strengths and traits your staff
members will need for the future
success of your department.

» The benefits to you, the manager, of
supporting the career development
efforts of your staff members.

The members of the project team for the Job Family

Compass include:

v Rebecca Bowen (rab6 @lehigh.edu) extension 83897
v Ronnie Blue (vah0@Iehigh.edu) extension 85020

v Jackie Matthews (jamh @lehigh.edu) extension 85657

v Mary Jo McNulty (mjd4 @lehigh.edu) extension 83894

v Linda Parks (linda.parks @lehigh.edu) extension 85195

v Alice Sikorski (ams404 @lehigh.edu) extension 82789

You will also be able to go to the Campus Portal and select the
“Employee” tab to see more information about the Job Family
Compass. The Portal will also continue to house information on
the staff compensation program.



HR’s Timetable

What we've accomplished

Objective: Lehigh Action:
Incentive Programs v  Tradition of Excellence Award - done

Look at healthcare benefits 2002 Medical Coverage Review - committee
appointed to select next carrier and review issues
such as plan design and costs - done

Pilot Project - Positive Time Finance and Administration completed in 2003 -

Reporting for nonexempt staff

e O O D dllo D osopny -

Employment Value Strategy (SEVS) - done




