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MESSAGE FROMHE CANADIAN ASSOTIAN OF MUNICIPAL MINISTRATORS

It seems like a given, but regular performance evaluation is not always a forethought f@an@ACayor

and Council Feedback suggests that when ihsppening, it is not always used effectively. The Canadian
Association of Municipal Administrator€AMA recognizes that performance evaluation is a process
and not an event. @ facilitatethe process, CAMA has pulled togetiperformance evaluation praices
from municipalities across Canada.

LG ¢2dZ RyQi KIF@S 0SSy LlaairotsS (2 ONFBortheSuppokS ¢ 2 2 €
of the Federation of Canadian Municipalities, and the elected officials who completed our Suftest

we head was that a CAO Performance Evaluation Toolkit could improve the effectiveness of CAO
Performance Management. Survey responders asked us to include standardized templates and sample
wording that could easily be adapted to local demographics. They askéat instructions and guiding

principles on proper performance management and evaluation of the CAO.

The Toolkit at your fingertips gives CAOs, Town Managers, and City Managers tools to facilitate
discussionsvith their Mayor and Council so that performe& management is fair and effective. Using

this Toolkit, the CAO and Mayor and Council can hold open conversations to set clear goals for the
successes of the organization and community. For both parties, the Toolkit fosters:

a foundationfor gopodcommunia@tion;

an approach talialogue and conversatiaiat reduces misunderstandings;

a process for setting annual werklated goals;

a shared understanding gerformance measures;

aNBO23ayAltAz2y 2F GKS /! hQa | OKA S&@@piBhedta | yR | 4aS:
anidentification of performance gaps and proactive measures;

afocu2y FfA3IyAy3a GKS /1 hQa 3F2+fa 6A0GK GKS adaN) GsS3
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In addition to our review of sample documents and survey data, a draft of the Toolkit was pitoted

early 2016 by members and elected officials. We learned from the pilot project that this compendium of

tools assists CAOs to work more effectively with Mayors and Council members to set and reach strategic
32rftae 2SS GKAY]1 A0 Qaat will sl Gadadiant pactice 2024 Highell Bvelof/ S G K
professionalism.

LGQA 0SSy Lty K2y2dzNJ G2 62N)] 2y GKA& LINRP2SOG 6AGK
our Executive Director. It gave us the opportunity to reflect on the challengeke#uers of Canadian
municipalities wrestle with on a daily basis. It gave us an appreciation for the collective wisdom of our
membership and for the unique working relationships members have to maintain with elected officials.

It is our hope that this Tokit will assist all of us to achieve our local vision, and create stronger
municipalities and communities.

M

Janice Baker

CAMA CA®@erformance Evaluatio®roject Task Forc€hair
CAMA Representative for Ontario

CAOQ/City Managenf the City oMississauga, ON

P,
CAMA *® AcAM



INTRODUCTION

CAMAproduced this Toolkiin recognition of the importance of the relationship betwete
City Manager, Town Manager, or Chief Administrative Officer (CAO) and May&oamndil
The CAO is the administrative head of the municipality who ensures policigg@grams are
implemented; advises and informs Mayor and Council about the operation and affahe of
municipality; and carries out the duties described in legislatibhe Mayor and Council rely
on the CAQw be the connecting link between Council antunicipal operationsand to
AYLE SYSy(d (GKS YdzyAOALI tAle&Qa LRftAOASA®

For many municipalities, the annuagrformance evaluatiois the key performance indicator
of the effectiveness ofil KS  / strdteiéd management decisionsnd actions CAMA
encourages droader, more holistic understanding pérformance conversationsvhich form
part of a process, not an annual evéaeeAppendixl: Principle®

/1Tal!Qad /'h tSNF2N¥YIFyOS 9@lftda GAzy tNB2SOi(
municipalities to identifyeffective sample documentdeing used across the country today
(seeAppendix2: Survey ResuljsFrom these, the Tadkorcecreatad templates that will assist

you in applying your hard work to agreegon strategic, operational, and individual goals.

[ 1 a ! TOdkit promotes appropriate, positive discussisibetween the CAO and Mayor and
Council that result in better ded@n-making for the municipality, 2 dzQt £ FAYR (K
recommendedperformance review processcorporatesmany of thepracticesalreadyused
throughout municipalities in Canagaut packaged inraeasyto-use kit

MOSTCOUNCILSRELY ON THECAOTO:

- be the connecting link between Council and municipal operations;

- assist Council in arriving at decisions and manage the efficient execution
of those decisions by municipal staff;

- develop and use an appropriate decision making process;

- regularly review staf f performance;

- maintain organizational health; and

- take all reasonable steps to run the organization professionally and
within approved Council policies and the limits of government
legislation.

THE VALUE OF PERF@RKE DISCUSSIONS

Hfective performance management and performance evaluation shouldimprove
communication and the employment relationship between GA@d their CouncilsThis is a
unique relationshipin that there area number of people involved imvaluating the
performance of the CAO evendhgh Council as a body sets directidie relationship is
significantly more complex than a traditionahe-to-one of supervisor to employee. While
there may be similarities to Board of Director/Chief Executive Officer relationships, the
municipal contexhas these differences:

1 In many cases,rpvincial legislation sets the basis for the Council/CAO relationship.

! City of Grande Prairie. 2011. City Manager Job Description. Grande Prairie: City of Grande Prairie.
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9 Elected Officials may or may not have prior experieacd training in the oversight and
performance evaluationf a professional senior executive.

1 Municipal compensation systenmsay provide financial incentives (i,ean annual bonus)
to drive/reward performance.

Both elected officials and municipal CAOs operate under daily scrutiny of the public and the ’
mediawS 3 dzf F NJ LISNF2NXI yOS SIS NE2 NXRYy &S MBI R i 5|
better able to withstand that scrutiny.

A written performance evaluatiorprovides the CAOthe Mayor and Councilwith a formal
record of thér performanceconversatiorandappraisaé2 ¥ (G KS /! hQa | OKASJ
dzL2y 321t a3 FyR 2F (KS 2 NRitsgoald. G A2y Qa LISNF 2

Goalsetting occurs at the start of an evaluation cytheough a conversation between the
CAOQO, Mayor and Council. The conversatioagthhe CAO an opportunity to identify goals that
support his or her career objectivés.f A Ay Ay 3 GKS YdzyAOA LI f Al&Qa
goals spportsthe / | hIQER (1 KS 2 NeEckllgnkd.Theliraview Of Hoals and key
results is an importancomponent at the end of the annual evaluation cycle.

THE INTERNATIONALCITY/COUNTY MANAGEMENTASSOCIATIONICMA) STATES THAT THE KEY
VALUE OF CONDUCTING AOPERFORMANCE EVALUAGN IS

€ to increase communication bet ween ndthee
manager concerning the manager ds perfor
assigned duties and responsibilities and the establishment of specific work -
related goals, objectives, and performance measures for the coming year.
ICMA2013 4

Peaformance evaluations show appreciation fand feedback onthe work of the CAO.

Through performance evaluation the CAO better understandgdles and responsibilities of

the position.Evaluations:

9 offer a prime opportunity for organizationafeedback

9 recognize thehallengeghe CAO faces;

f allow officials to lear aboutli K S/ hnageraktylé;

9 encourage ppreciaion for the need for successionplanning and dscusstlarify the
future.®

|FOR CAOS

ThisToolkit empowers CAOs withprocess that usestrategies and templates they can share
with the Mayor and Counctb ensure goalskey resultscore competencies, and performance
measures are mutually understood.

FORMAYOR AN OUNCIL
This Toolkit serves to informMayor and Council of the value of CA@erformance
conversationsand to offera procesgor them to fairly conduct theperformance evaluatios

2]|CMA. 2013. Manager Evaluations Handbook. Washington, DC: ICMA. 2.
3Cuff 2013a. 3
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HOW TO USE THIS TXDL

The Toolkitprovides a Quick Reference section where you can see at a glance the steps for
SI OK 2 ¥ threelpart! pfbéess. The philosophical approach of the narrative and the
foundatioral set of PrinciplesAppendix10 SYLIKF &AT S aLRAAGADBS Ay
quality conversations, and lory S N T Nleadihgyprdtice for conducting performance
evaluations!

¢CKS ¢22f1A0 Aa RSaA3IYySR Fa aLAO|l FYyR OK224&¢
well as optional stepsfou may choose elements to start a process in your organization or pick
additional pieces to add to your existing process. The Toolkit provides suggestions on how and
when to start the process, and can help organizations build a simple process or a more
complex discussion process to suit their local needs. We offer a gigi@mance evaluation
template of core competencies (Template 1)6A’0ou may choose to alter or add to it from
Template 16B: AlternativeCompetencies.

¢tKS ¢22f 1Al Ol gtartdoSinisBhdvig SR Iz R3¢ a2 NI Oy 0685
reference allowing a CAO or Mayor and Council to consider improved practices in any one step
in the performance evaluation process.

To facilitateperformance conversationshe Toolkit tasks CAOs akthyor and Council to pick

and choose from tools and templates to create deliverafdle Ly GKS /! hQa Ol &
Aa | KIyR6o221 T28) NBaRRYIYR UwdarOEt @l &2 NJ
deliverable is thd=inal Performance Evaluation joet.

CAO CreateGAO
Handbook for

wPart One
Performance

Evaluation

Mayor and Council
CreateFinal
Performance

Evaluation Report

wPart Two

CAO, Mayor & Counc
Meet to Discuss and
SignFinal «Part Three

Performance
Evaluation Report

Figure 17 ! a ! TQréepart PerformanceBvaluation System

4Syme, Gord. 2014 (b) of Conroy Rossctibes these four evaluation requirements that
promote the longterm success of the municipality.

CANADIANASSOCIATION OMUNICIPALADMINISTRATORS 3
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CAOBUILE>A CAOHANDBOOK FOR PERFARNME EVALUATIGPRESENT TO MAYOR
AND COUNCIL

CAMArecommendsthat the CAO first read through the
Toolkit, templates, andsample @cuments to determine
which tools would work in their municipality. CARsld

a handbook bygathering select elements from the
Toolkit and completing templatesfor Mayor and

I 2 dzy OA f Q &he IKEMALTA0KIE Bag be appended
as an appendix; and some Qmil members may choose
to add additional elements for theperformance
evaluation

Appendix3: CAO Process Checklmbvides away for
CAOs to identify the chosen elements of this Too#«d
to gather them together into theCAOHandbook for
Performance Evaluation

Handbook Cover Templatprovides this title page.

MAYOR AND COUNCILIBY AFINAL PERFORMANCERAIBYATION REPORD SHARE WITH
THE CAO

During Part 2, the Mayor and Council work through tBAOHandbook for Performance Evaluatitm
prepare aFinalPerformanceEvaluation Report

The Mayor and each Council memlzamplete Template
16A CAO Performance Evaluation. All of the ratings are
tallied and comments are grouped into a thematic
narrative. All of this information is merged into a single,
final document In many cases, a carigant is hired to

prepare theFinal Performance Evaluation Repd@ithe fee

varies for consultants who are sometimes hired to
produce the report).

TheFinal Performance Evaluation RepdZover Templategrovides
this title page.

THE CAO, MAYOR ANOUNCIL MEET TO DISGU
AND SIGN THEINAL PERFORMANCREBYATION
REPORT

Part 3involves goint performance conversation between
the CAO, Mayor and Councithe goals are set for the
coming year, and each participant signs off on Hieal
Performance Evaluation Report

CANADIANASSOCIATION OMUNICIPALADMINISTRATORS 4
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http://www.camacam.ca/sites/default/files/inline-files/Appendix%203%20CAO%20Process%20Checklist_0.pdf
http://www.camacam.ca/sites/default/files/inline-files/Handbook%20Cover%20Template.pdf
http://www.camacam.ca/sites/default/files/inline-files/Final%20Performance%20Evaluation%20Report%20Cover%20Template.pdf

QUICK REFERENCE ®&UID

1.¢1 9 /PRBOCHESS
CREATING THRAOHANDBOOK FOR PERFARO®E EVALUATION

Note that your municipality may not have all the elements described in the process, but because this Toolkit is a
GLIA O] | YR Otka?ig copletely th& Bd theelements thatyou do have, and consider, as you read
OKNRdZAKTE gKSGKSNI 22dzQR fA1S (2 AIAg 8 woikihtbligh Bart i, Rdw Avill A 2 y
collect informationinto a handbook to give to Mayor and Council for their work jpreparing the Final
Performance Evaluation RepdmtPart 2. A checklist forourinformation gathering is provided iippendix3: CAO
Process Checklist

1.1 Review Governance
Requirements:  The CAO
gathers and reviews a
policies, bylaws, regulation:
and acts thatrelate to or
1.1 Review clarify the role of the CACr
Governance that Council must follow in
Requirements " i regard to performance
' evaluations of thei CAO.

1.6 Conduct the
Selfassessment

1.2 Review Hiring Documents
The CAO gathers and review

1.5 Pull the Data ' ' 1'?_'R.eVieW the CAO job descriptior
' Ll contract, and covenants (if
Loge e Documents any) ' (

1.3 Review Goak & Key
Results The CAQyathers and
1.4 Review (_:or 1.3 Review reviews pr_ewouly agreed
Competencies uponstrategic goals, key resu
Goals & Key .
& Performance Results , areas, the strategic plan,
Metrics and/or Council priorities.

e

Figure 2Annual CAMA Performance Evaluation Cycle, Part 1

1.4 Review Core Competencies & Performance Metfite CAO gathers and reviews previously agigezh core
competencies and the performance metrics that are usethte performance.

1.5 Pull the Data TogetherThe CAO has completed a review of relevant documenttuding anyquarterly or
periodic reviews

1.6 Conduct the SelAssessmentThe CAO useBemplate 1.6APerformance Evaluation template tmnducthis or
her self-assessmenprior to the Mayor and Council using the same assessrtenplate for their assessment of
the CAO

CANADIANASSOCIATION OFUNICIPALADMINISTRATORS 5
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https://www.civicinfo.bc.ca/cama/loginv2/docs/performance_toolkit_2016/Appendix%203%20CAO%20Process%20Checklist.pdf
https://www.civicinfo.bc.ca/cama/loginv2/docs/performance_toolkit_2016/Appendix%203%20CAO%20Process%20Checklist.pdf

2. al h w

b5

PRQCESSL [ Q{

CREATING THHENAL PERFORMANCEIBATION REPORT

Part 20of the performance evaluatiortycle2 O O dzNA

Performance Evaluatian hand.

2.6 Council Shareq

Final Performance
Evaluation Report

2.5 Council
Prepares for the
Discussion with

the CAO

2.4 Mayor &
Council Discuss
their Review of
the CAQO's Self

assessment

2.1 Council
Receives the
CAO's
Information
Package

2.2 Mayor &
Council Organize
their Review

2.3 Mayor &
Council Use a
Template for
Performance
Evaluation &

Figure3: Annual CAMAPerformanceEvaluation Cycle Part 2

2.4:Mayor and/ 2 dzy OA €

5Aa0dza a

6KSY

al &2NJ |y Randbotzf O A ¢

HOM [/ 2dzy OA wS(
Information Package TheHandbook
for Performance Evaluatiomcludes
all the background/foundational dat:
the CAO gathered as part of tf
package as well ad KS /! h
assessment.

2.2 Mayor and Council Organize
their Review The task of gathering
and assessing the datanvolves
agreeing on howo get input from all
members, whetherto designate a
committee of Council to lead thi
exercise and, whether assistang®
requiredfrom Human Resources or i
consultant.

23 Using a Template fo
Performance EvaluationThis is the
traditional step of the proces:
wherein Mayor and Council rate th
/' hQa&a LIS NJF 2 Némblafe
1.6A:Performance Evaluation.

0 K S Aadskssnied AnShis steépMaydr Knfl Cduncih Q &

need to agree on the process for capturing (note taking) agreement on their feedback and dey¢hep
Final PerformancEvaluation Repoifrolled up feedback).

2.5: Council Prepares for the Discussion with the CAO®hings to be considered include: the rules of
feedback, the purpose and desired outcome of the performance evaluation discuastwho is chairing the

discusion.

2.6: Councilshares theFinal Performance Evaluation Report with the CAQA date is sefor discussion

CANADIANASSOCIATION OMUNICIPALADMINISTRATORS
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3. CAO, MAYORNDCOUNCIL MEET TO
DISCUSS THE PERFORMA
EVALUATIOREPORT

3.4 A New Year:
Begin the
Performance
Evaluation Cycle

Again

3.1 Joint Review o.
Final Evaluation

Review O

3.3 Meet to Sign

Off On the Report Proposed New

Goals for CAO ,:"’}

/.

Figure 4:Annual CAMA Performance Evaluation Cycle, Part 3

3.1: Joint Review of the Final Performance Evaluation ReppfThe conversatioruses costructive
feedback topresent and discuss theinal Performance Evaluation Repd@tscussion revolves around the
key elements of the Toolkit.

1 126 6Sff RAR (GKS /1 hQad LISNF2NXIYyOS FftAIYy ALK [/ 2d
1 What were the overall ratings?
1 Whatdiscussion arises from the final notes? Are there any themes that emerged?

3.2: Final Review of Proposed New Goals for the GACfinal review of the proposed Strategic Goals and
YSe wSadzZ Ga F2N 6KS O2YAy3a &S| Nsttategiciplan/ptiokti®s. / | h Qa 32 |

3.3: Meet toSign off onthe Final Performance Evaluation RepayiThe CAO, Mayor and Council sign off
on the document.

3.4: A New Yeag Begin the performance evaluation cycle again.

CANADIANASSOCIATION OMUNICIPALADMINISTRATORS 7
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t!twe MY C¢CIOGESS! h Q{ t w

Creatng the CAOHandbook for Performance Evaluation

1.1 REVIEW GOVERNANCE)REREMENTS

SAMPLE DOCUMENTS #1:
GOVERNANCE DOCUMENTS

1.1 Review
Governance
Requirements

Selfassessment

1.2 Review Hiring

Documents

k
Goals & Key
Results

The CAO and Mayor and Council neethégome familiawith the existing documents that
give the CAO his/heauthority and guidance in regard to his/her role. These documents
include legislation, municipal policies, andlaws.Within the Municipal Governmant Actin
some provinces there are Sectionsvariously describing CAO job descriptions, duties,
powers, andor the purpose of performance evaluation and the processes, including
timelines, to be usedThese are all very important inputs that inform therfmgmance
evaluation process.

Competencies &
Performance
Metrics

Some municipalities have created municipal policies thequire evaluation ofjob
performance,setthe standards by which it will ocguand outline the proceduredor how it
shouldoccur. For those wishing to formalize theopess in policyBest Practices Governance
Documentsncludes goolicy thatis in place irAlberta.

Some municipalities have created-layvs that establish and define the powers and duties

of the CAO. These typically provide clarity as to@@ N1J2 N>} GA2y Qa4 @GASg 27
responsibilities. For those municipalities wishing to formalize the powers and duties of the
CAQin bylaw, Best Practices Governance Documamttudes a municipal manager -taw

that is in place in Alberta

Some nunicipalities have identified, through a #gw, that responsibilities and authorities
may be delegated by Council to a Municipal ManaBest Practices Governance Documents
includes a ranagerdelegationsby-law that is in place in Alberta

CANADIANASSOCIATION OMUNICIPALADMINISTRATORS 8
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http://www.camacam.ca/sites/default/files/inline-files/1%20%20Sample%20Governance%20Documents.pdf
http://www.camacam.ca/sites/default/files/inline-files/1%20%20Sample%20Governance%20Documents.pdf

1.2 REVIEW HIRING DOCUNMES

TEMPLATE 1.2A: J.
DESCRIPTION

1.1 Review
Governance
Requirements

SAMPLE DOCUMENTZ: FOF
1.2 Review HIRING A CAO

Hiring
Documents

One of our survey respondents noted that he/she thought the purpose of the CAO
performance evaluato & a¢2 RSTAYS GKS {GNMz2S NRtS 27
R S & O NAILiEinb Biyipledtask to recruit and hire a municipal manager who will help

take the municipality where it wants to be in five to ten years. For this reason, Template
1.2A: Job Description advocates for timelusion of strategiaoles such ascapacity

building, cultivating economic prosperity, building an historic and active community, and
other abilities related to providing strong futuristic leadership. The job description should

Ot SFNIe& aidrdsS GKS /! hQay

9 responsibilities and roles;

1 degree of authority;

9 gereral responsibilities to Mayor and Council;

1 responsibilities linked to the Strategic Plan; and

1 qualifications.

Include a copy of your job description in tBAOHandbook for Performance Evaluation
you are creatingThe job descriptiolis a foundational documenand will provide topics of
conversation between you and Mayor and Courgadrticularly if it needs to be updated

Another document to add to thedndbook is theemployment agreement signed by the
CAO, Mayor and CouncWou may referté ! a! Q& a2 RSf 9YLX 2&8S8S | 3N
SampleDocuments#2: for Hiring a CAO.

OZeZEeZe1lS—e1S™M™M™ _s7e1e7Se750"
work together in an anticipatory fashion to align the
—Z—"E " ™Sel">eS—"£Se'" 1751

/ SURVEY RESPONSEY(CAOQ)
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http://www.camacam.ca/sites/default/files/inline-files/1.2%20A%20-%20Job%20Description%20Template.pdf
http://www.camacam.ca/sites/default/files/inline-files/1.2%20A%20-%20Job%20Description%20Template.pdf
http://www.camacam.ca/sites/default/files/inline-files/2%20Sample%20Documents%20for%20Hiring%20a%20CAO.pdf
http://www.camacam.ca/sites/default/files/inline-files/2%20Sample%20Documents%20for%20Hiring%20a%20CAO.pdf


























































