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1.0 PURPOSE

1.1

To provide Council, the Chief Administrative Officer Evaluation Committee, the
Chief Administrative Officer and the Human Resource Manager with guidelines for
the Chief Administrative Officer Evaluation process in accordance with the Policy.

2.0 OPERATING GUIDELINES

2.1

2.2

2.3

2.4

2.5

At the annual Organizational Meeting of Council, Council will appoint the Mayor
and two members of Council to the Chief Administrative Officer Evaluation
Committee.

The Chief Administrative Officer Performance Evaluation will be completed at the

frequency as outlined in the Municipal Government Act, a minimum of annually, or

more frequent as determined by Council.

2.2.1 During an election year, the outgoing Council will evaluate the Chief
Administrative Officer’s performance over the prior year before the new
Council is elected.

Council and Human Resources will follow the detailed Annual Performance
Evaluation Schedule, as included in Schedule A, when completing the Chief
Administrative Officer's performance evaluation.

Council will use the Canadian Association of Municipal Administrators (CAMA)
Chief Administrative Officer Performance Evaluation Toolkit, as included in
Schedule B, to complete all formal Chief Administrative Officer performance
evaluations.

A final copy of the Chief Administrative Officer Performance Evaluation will be
provided to the Chief Administrative Officer and the Human Resource Manager for
filing.
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3.0 ADDITIONAL REFERENCES

Municipal Government Act
CAMA Chief Administrative Officer Performance Evaluation Toolkit
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Detailed Annual Performance Evaluation Schedule

DELIVERABLE

WHO

PROCESS DUE
AROUND

Send reminder of CAO Review to
Performance Evaluation Committee.

HR

March 1

Meet with CAO Performance Evaluation
Committee to evaluate and confirm
components of evaluation, i.e. 360
feedback, survey of direct reports, etc.

HR

March 15

Source and implement a 360
process/tool for CAO.

With consultation from the CAO
Performance Evaluation Committee,
obtain a third-party consultant.

HR

April 1

Advise CAO to complete self-
assessment.

Mayor

April 1

Advise Council members of complete
performance evaluation document for
CAO.

HR

April 1

Complete performance evaluation
document for the CAO, each Council
member individually and submit to
designated HR employee or third-party
consultant.

Council
Members

April 15

Complete self-assessment of goals, key
performance objectives and
accomplishments.

CAO

April 15

Gather data from employee or
community surveys or feedback.

HR or Third
Party

Consultant

April 15

A/
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Collate and summarize Council CAO April 20
feedback; collate all other information Performance
gathered and send to Council for Evaluation
review. Committee
with
assistance
from HR or
Third Party
Consultant if
required
Meeting to discuss CAO review and Mayor and May 1
provide overall feedback; Council with
determine/decide on salary adjustment. | support from
HR or Third
Party
Consultant
Summarize all feedback from Council CAO May 10
into CAO performance evaluation Performance
document. Evaluation
Committee
Meet with CAO to deliver feedback and | CAO May 15
advise of salary adjustment, if Performance
applicable. Evaluation
Committee
Advise HR in writing to process salary CAO May 15
adjustment for the CAO, if applicable. Performance
Evaluation
Committee
Prepare salary adjustment paperwork HR May 20
for CAO, retroactive to CAO anniversary
date, if applicable and provide to Payroll
to process adjustment
Develop initial key performance CAO June 1
objectives for coming year and provide
CAOQ Performance Evaluation Committee
for recommendation to Council approval

-%
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Share and discuss key performance CAO, Mayor, |June 15
objectives for coming year with Council; | and Council
Finalize.
Meet to debrief and evaluate the CAO September 15
Performance Evaluation process Performance
Evaluation
Committee
Mid-Year Check-In (if required) CAO, Mayor, | September 30
and Council

Y
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To access templates and best practices documents related to this Toolkit, please use the
links included or visit the CAMA website.

Please note that the reference to “Mayor and Council” in this document also includes
Reeves, Chairs, Heads of Council and elected officials.

Please contact us with your questions and comments. CAMA will help connect you with
other colleagues.

Contact

Jennifer Goodine

Executive Director

CAMA National Office

PO Box 128, Station A
Fredericton, NB

E3B 4Y2

Tel: 1-866-771-2262

Fax: 1-506-460-2905

E-Mail: admin@camacam.ca

© 2016 Canadian Association of Municipal Administrators (CAMA-ACAM)
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MESSAGE FROM THE CANADIAN ASSOCIATION OF MUNICIPAL ADMINISTRATORS

It seems like a given, but regular performance evaluation is not always a forethought for CAO and Mayor
and Council. Feedback suggests that when it is happening, it is not always used effectively. The Canadian
Association of Municipal Administrators (CAMA) recognizes that performance evaluation is a process
and not an event. To facilitate the process, CAMA has pulled together performance evaluation practices
from municipalities across Canada.

It wouldn’t have been possible to create the Toolkit without the support of our members, or the support
of the Federation of Canadian Municipalities, and the elected officials who completed our surveys. What
we heard 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 asked us for 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
discussions with their Mayor and Council so that performance 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:

e afoundation for good communication;

e anapproach to dialogue and conversation that reduces misunderstandings;

e  a process for setting annual work-related goals;

e ashared understanding of performance measures;

e  arecognition of the CAO's achievements and assessment of what is being accomplished;

e  anidentification of performance gaps and proactive measures;

e afocus on aligning the CAO’s goals with the strategic plan for the organization.

In addition to our review of sample documents and survey data, a draft of the Toolkit was piloted in
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
goals. We think it's a valuable Toolkit, one that will shift Canadian practice to a higher level of
professionalism.

It’s been an honour to work on this project with the members of the Task Force, our consultants, and
our Executive Director. It gave us the opportunity to reflect on the challenges the leaders 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 Toolkit will assist all of us to achieve our local vision, and create stronger
municipalities and communities.

JL._,..AJ—-_,

Janice Baker

CAMA CAO Performance Evaluation Project Task Force Chair
CAMA Representative for Ontario

CAO/City Manager for the City of Mississauga, ON

<>
CAMA %® AcAaM



INTRODUCTION

CAMA produced this Toolkit in recognition of the importance of the relationship between the
City Manager, Town Manager, or Chief Administrative Officer (CAO) and Mayor and Council.
The CAO is the administrative head of the municipality who ensures policies and programs are
implemented; advises and informs Mayor and Council about the operation and affairs of the
municipality; and carries out the duties described in legislation.! The Mayor and Council rely
on the CAO to be the connecting link between Council and municipal operations; and to
implement the municipality’s policies.

For many municipalities, the annual performance evaluation is the key performance indicator
of the effectiveness of the CAO’s strategic management decisions and actions. CAMA
encourages a broader, more holistic understanding of performance conversations, which form
part of a process, not an annual event (see Appendix 1: Principles).

CAMA’s CAO Performance Evaluation Project Task Force reviewed input from Canadian
municipalities to identify effective sample documents being used across the country today
(see Appendix 2: Survey Results). From these, the Task Force created templates that will assist
you in applying your hard work to agreed-upon strategic, operational, and individual goals.
CAMA’s Toolkit promotes appropriate, positive discussions between the CAO and Mayor and
Council that result in better decision-making for the municipality. You'll find that CAMA’s
recommended performance review process incorporates many of the practices already used
throughout municipalities in Canada; but packaged in an easy-to-use Kkit.

) MOsT COUNCILS RELY ON THE CAO TO:

— 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 staff 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 PERFORMANCE DISCUSSIONS

Effective performance management and performance evaluation should improve
communication and the employment relationship between CAOs and their Councils. This is a
unique relationship in that there are a number of people involved in evaluating the
performance of the CAO even though Council as a body sets direction. The relationship is
significantly more complex than a traditional one-to-one of supervisor to employee. While
there may be similarities to Board of Director/Chief Executive Officer relationships, the
municipal context has these differences:

e In many cases, provincial legislation sets the basis for the Council/CAO relationship.

1 City of Grande Prairie. 2011. City Manager Job Description. Grande Prairie: City of Grande Prairie.
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e Elected Officials may or may not have prior experience and training in the oversight and
performance evaluation of a professional senior executive.

e Municipal compensation systems may provide financial incentives (i.e., an annual bonus)
to drive/reward performance.

Both elected officials and municipal CAOs operate under daily scrutiny of the public and the
media. Regular performance evaluations promote “a high-performance organization”? that is
better able to withstand that scrutiny.

A written performance evaluation provides the CAO, the Mayor and Council with a formal
record of their performance conversation and appraisals of the CAQ’s achievement of agreed-
upon goals, and of the organization’s performance in achieving its goals.

Goal-setting occurs at the start of an evaluation cycle through a conversation between the
CAO, Mayor and Council. The conversation gives the CAO an opportunity to identify goals that
support his or her career objectives. Aligning the municipality’s strategic goals with the CAQ’s
goals supports the CAQ’s and the organization’s excellence. The review of goals and key
results is an important component at the end of the annual evaluation cycle.

THE INTERNATIONAL CITY/COUNTY MANAGEMENT ASSOCIATION (ICMA) STATES THAT THE KEY
VALUE OF CONDUCTING CAQO PERFORMANCE EVALUATION IS:

... to increase communication between the members of the elected body and the
manager concerning the manager’s performance in the accomplishment of their
assigned duties and responsibilities and the establishment of specific work-
related goals, objectives, and performance measures for the coming year.
ICMA 2013 4

Performance evaluations show appreciation for and feedback on the work of the CAO.

Through performance evaluation the CAO better understands the roles and responsibilities of

the position. Evaluations:

e offer a prime opportunity for organizational feedback;

e recognize the challenges the CAO faces;

e allow officials to hear about the CAQ’s managerial style;

e encourage appreciation for the need for succession planning; and discuss/clarify the
future.’

FOR CAOS

This Toolkit empowers CAOs with a process that uses strategies and templates they can share
with the Mayor and Council to ensure goals, key results, core competencies, and performance
measures are mutually understood.

FOR MAYOR AND COUNCIL
This Toolkit serves to inform Mayor and Council of the value of CAO performance
conversations, and to offer a process for them to fairly conduct the performance evaluations.

2 ICMA. 2013. Manager Evaluations Handbook. Washington, DC: ICMA. 2.
? Cuff 2013a. 3
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HOW TO USE THIS TOOLKIT

The Toolkit provides a Quick Reference section where you can see at a glance the steps for
each of CAMA's three-part process. The philosophical approach of the narrative and the
foundational set of Principles (Appendix 1) emphasize “positive intent, mutual agreement,
quality conversations, and long-term framing” — leading practices for conducting performance
evaluations.*

The Toolkit is designed as “pick and choose” with a process that includes foundational steps as
well as optional steps. You 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 single performance evaluation
template of core competencies (Template 1.6A). You may choose to alter or add to it from
Template 1.6B: Alternative Competencies.

The Toolkit can be viewed as a “start to finish how-to guide” or can be used as a quick
reference allowing a CAO or Mayor and Council to consider improved practices in any one step
in the performance evaluation process.

To facilitate performance conversations, the Toolkit tasks CAOs and Mayor and Council to pick
and choose from tools and templates to create deliverables. In the CAQ’s case, the deliverable
is a handbook for Mayor and Council’s response. In the Mayor and Council’s case, the
deliverable is the Final Performance Evaluation Report.

CAO Creates CAO
Handbook for

*Part One
Performance

Evaluation

Mayor and Council
Create Final
Performance

Evaluation Report

*Part Two

CAO, Mayor & Council
Meet to Discuss and
Sign Final *Part Three

Performance
Evaluation Report

Figure 1: CAMA’s Three-part Performance Evaluation System

* Syme, Gord. 2014 (b) of Conroy Ross describes these four evaluation requirements that
promote the long-term success of the municipality.
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CAO BUILDS A CAO HANDBOOK FOR PERFORMANCE EVALUATION TO PRESENT TO MAYOR
AND COUNCIL

CAMA recommends that the CAO first read through the
Toolkit, templates, and sample documents to determine
which tools would work in their municipality. CAOs build
a handbook by gathering select elements from the
Toolkit and completing templates for Mayor and
Council’'s response. The CAMA Toolkit may be appended
as an appendix; and some Council members may choose
to add additional elements for the performance
evaluation.

Appendix 3: CAO Process Checklist provides a way for
CAOs to identify the chosen elements of this Toolkit and
to gather them together into the CAO Handbook for
Performance Evaluation.

Handbook Cover Template provides this title page.

MAYOR AND COUNCIL BUILD A FINAL PERFORMANCE EVALUATION REPORT TO SHARE WITH
THE CAO

During Part 2, the Mayor and Council work through the CAO Handbook for Performance Evaluation to
prepare a Final Performance Evaluation Report.

The Mayor and each Council member complete Template
1.6A: 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 consultant is hired to
prepare the Final Performance Evaluation Report. (The fee
varies for consultants who are sometimes hired to
produce the report).

The Final Performance Evaluation Report Cover Template provides
this title page.

THE CAO, MAYOR AND COUNCIL MEET TO DISCUSS
AND SIGN THE FINAL PERFORMANCE EVALUATION
REPORT

Part 3 involves a joint performance conversation between
the CAO, Mayor and Council. The goals are set for the
coming year, and each participant signs off on the Final
Performance Evaluation Report.
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QUICK REFERENCE GUIDE

1. THE CAO’S PROCESS
CREATING THE CAO HANDBOOK FOR PERFORMANCE EVALUATION

Note that your municipality may not have all the elements described in the process, but because this Toolkit is a
“pick and choose” model, that is completely fine. Use the elements that you do have, and consider, as you read
through, whether you'd like to investigate additional elements for next year. As you work through Part 1, you will
collect information into a handbook to give to Mayor and Council for their work in preparing the Final
Performance Evaluation Report in Part 2. A checklist for your information gathering is provided in Appendix 3: CAO
Process Checklist.

1.1 Review Governance
Requirements: The CAO
gathers and reviews all
policies, bylaws, regulations,
and acts that relate to or
1.1 Review clarify the role of the CAO, or
Governance that Council must follow in
Requirements < regard to  performance
evaluations of their CAO.

1.6 Conduct the
Self-assessment

1.2 Review Hiring Documents:
The CAO gathers and reviews

1.5Pullthe Data e e the CAO job description,
; G Ede iring ;
Together BDoriaiains :tr:;;;ract, and covenants (if

1.3 Review Goals & Key
Results: The CAO gathers and
reviews previously agreed-

1.4 Review Core |
Competencies Goals & Key - upon strategic goals, Ifey result
& Performance Ractilts areas, the strategic plan,

1.3 Review

Metrics and/or Council priorities.

g

Figure 2: Annual CAMA Performance Evaluation Cycle, Part 1

1.4 Review Core Competencies & Performance Metrics: The CAO gathers and reviews previously agreed-upon core
competencies and the performance metrics that are used to rate performance.

1.5 Pull the Data Together: The CAO has completed a review of relevant documents, including any quarterly or
periodic reviews.

1.6 Conduct the Self-Assessment: The CAO uses Template 1.6A: Performance Evaluation template to conduct his or
her self-assessment prior to the Mayor and Council using the same assessment template for their assessment of
the CAO.
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