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Summary 
Why we performed the audit: 
Effective performance management is an important process for employee 
engagement and retention. Effective performance management can produce 
the following outcomes: 

 Enhancing individual and group productivity, 
 Developing employee capabilities to their fullest extent through 

feedback and coaching, 
 Driving behavior to align with the organization’s core values, goals, and 

strategy, 
 Providing a basis for making operational human capital decisions (e.g., 

pay), and 
 Improving communication between employees and managers. 

In 2021, 85% of department directors who responded to Audit Services’ risk 
assessment survey, rated talent management as a medium or high-risk. 

Johnson County began implementing the Pillars of Performance & Development 
process of performance management in 2018 to better align employee 
development and performance feedback with the organization’s values and 
goals. The Johnson County Library was the first department/agency/office to 
request an audit of this process to determine if it is working as intended. 

What we found: 
The performance management process at the Library is working as the County 
intended it to. Both managers and employees view the process as positive and 
collaborative. It provides employees with sufficient and meaningful feedback 
and coaching for their growth and development. 

The Library embraced the County’s guidance without additional procedures. 
The Library’s administration team provided oversight of the process, while 
managers implemented the process proactively with a forward-looking 
approach. 

We also found the County’s guidance follows the Human Resources industry’s 
most current recommendations for effective performance management. 

What we recommend: 
We did not make any recommendations in this audit. 



 

 

 
 

             

           
         

 

               
      

          
             

     
          

    
          

 
             
          

         
       

          
        

  
        

          
             

 

          
           

      

            
  

            
            
              

             

 

Introduction 
Objective 
The objective of our audit was to determine the answer to the question: 

Is the County’s Pillars of Performance & Development (PPD) system for 
employee coaching and development working as intended for Library 
employees? 

We used the County’s guidance for the purpose of the PPD system as criteria to 
define “working as intended” to mean: 

 Employees take part in developing their goals and priorities. 
 Employees view the process as positive and focusing on future plans and 

needs for growth and development. 
 Employees view the performance feedback they receive as sufficient, 

valuable, and meaningful. 
 Check-in meetings are occurring as required by County procedure. 

Background 
The Pillars of Performance & Development system, known as the PPD system in 
the County, is Johnson County’s performance management system for providing 
employees with performance feedback and coaching for growth and 
development. It consists of three components: 

 Priority Plans: A set of achievable goals developed collaboratively 
between employees and supervisors for job/team priorities and 
learning/development priorities. 

 Check-ins: Formal conversations between employee and supervisor 
about progress and performance in carrying out the priority plan. 

 Oracle Tool: The web tool in Oracle to document priority plans and 
check-ins. 

Merit rewards are determined by job proficiency, teamwork, learning and 
development, and leadership practices – PPD feedback and evaluations are only 
a part of merit determination. 

Our audit concentrated on the core components of Priority Plans and Check-in 
meetings. 

The Johnson County Library is the second highest rated County service in 
Johnson County. The Library has 14 buildings serving all citizens of Johnson 
County. In order to provide all its services, the Library employs over 300 full 
and part-time employees and paid nearly $14.3 million in wages in 2021. 
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We conducted this performance audit in accordance with generally accepted 
government auditing standards. Those standards require that we plan and 
perform the audit to obtain sufficient, appropriate evidence to provide a 
reasonable basis for our findings and conclusions based on our audit objectives. 
We believe the evidence obtained provides a reasonable basis for our findings 
and conclusions based on our audit objectives. 
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The County’s performance management process is 
working as intended in the Johnson County Library 

The Pillars of Performance and Development (PPD) process is positively 
affecting the performance management and continuous improvement goals of 
Johnson County Library (Library). We found the County’s PPD process aligns 
with industry best practices for employee performance management, coaching 
and development. The County has implemented procedures and provided 
sufficient guidance for Library management to implement the process in a way 
that provides a positive and collaborative experience for employees to receive 
coaching and performance feedback. Most Library employees agree the process 
provides sufficient feedback and is: 

 Collaborative, 
 Positive, 
 Forward thinking, and 
 Meaningful. 

Human Resources (HR) Procedures, Training, and PPD intranet site supply 
sufficient guidance for managers to implement the process 

The County supplies sufficient guidance for supervisors and employees to carry 
out the PPD process through: 

 County HR Procedure 602-1 
 Online PPD Training 
 County employee web page for Job Performance 

County HR Procedure 602-1 
The County’s HR Procedure 602-1 for performance planning and feedback 
defines the minimum expectations for supervisors and employees applying 
the PPD process. The guidance includes: 

 Priority plans set expectations for performance and development. 
 Priority plans should align with the goals and objectives of the 

employee’s team and the interests of the employee to support the 
goals and objectives of the County. 

 Employees and supervisors will work together to set the expectations 
in the priority plan. 

 Supervisors or employees should create priority plans in Oracle within 
30 days of an employee starting a new position. 

 Employees and supervisors will meet periodically throughout the year 
to discuss progress toward expectations through check-ins. 

 Check-ins should occur at least twice per year. 

3 



 

 

            
         

   
            

            
          

           
            

            
    

       
           

           
       

        
         

 
        
     
         

          
           
          

         
           

 

 

 

 

 

 

 

 

 

 Check-ins with employees new to their positions should occur at least 
four times in the first year of their position. 

Online PPD training 
The County’s training for the PPD process is available on Johnson County’s 
Online Learning site and employees can access it any time after their 
supervisor’s approval. All new employees are expected to complete online 
PPD training as soon as possible after their new employee orientation 
training, where the PPD process training is introduced to them. HR provides 
additional training to newly promoted or hired supervisors as part of the 
County’s Supervisor Training Institute. 

County employee web page for Job Performance 
In addition to the procedures and training, the County’s intranet site 
includes a web page to provide employees and supervisors with guidance 
and tools, including but not limited to: 

 Frequently Asked Questions about the PPD process, 
 Worksheets for creating priority plans and having check-in 

conversations, 
 Instructions and tips for the Oracle tool, 
 PPD reporting instructions, and 
 Reminders of the County’s mission, goals, and values. 

County guidance meets criteria defined in Human Resources best practices 
The County’s guidance also meets industry best practices when compared to 
the Society for Human Resource Management effective practice guidelines for 
developing and implementing performance management systems. The table on 
the next page shows how the County guidance meets best practice 
recommendations: 

4 



 

 

  
     

   
  

  

    

       
     

       
       

    

   
   

        
       

   
   

      
    

   
   

  

      
  

   
 

      

    
  

   
   

       
  

   
   

  
  

     
 

   
   

      
    

   
 

 

          
      

 

          
     

           
         

              
             

Area 
Criteria Recommended by Industry 

Best Practices 
County 

Guidance 

Employees and supervisors will work together to 
establish expectations for performance and 
development that align with the goals and 

objectives of the employee's organization and the 
interests of the employee 

Procedure 602-1, PPD 
Training, PPD website 

Priority Plans 

Focuses on future plans and needs of organization 
and individual - with focus on development 

Creates a positive, collaborative, and rewarding 
work culture and environment 

Procedure 602-1, PPD 
Training, PPD website 

Policy 603, Procedure 
602-1, PPD Training, 

PPD website 

Supports the professional development of staff 
Procedure 602-1, 

Procedure 603-1, PPD 
website 

Aligns with organizational philosophy and values 

Policies 601 - 603, 
Procedure 602-1, 

Procedure 603-2, PPD 
Training, PPD website 

Employees take part in developing their priority 
plans 

Procedure 602-1, PPD 
Training, PPD website 

Check-in 
Conversations 

Managers provide frequent feedback on 
performance 

Procedure 602-1, PPD 
Training, PPD website 

Employees and supervisors share responsibility for Procedure 602-1, PPD 
productive performance management meetings Training 

Most Library employees are receiving the required number of check-in 
meetings for feedback and coaching 

Library management and supervisors are ensuring employees have priority plans 
and minimally required check-ins. 

Analysis of Oracle check-ins shows they are mostly meeting the requirements 
Library managers/supervisors provided at least the minimum number of check-
ins for 88% of employees, on average, between 2019 and 2021. All but 5 
employees had at least one formal check-in documented in Oracle each year. 
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The chart below shows the number of Library employees with check-ins 
documented in Oracle. We noted as the number of Library employees increased 
between 2019 and 2021, the number of employees who did not receive the 
minimum number of check-ins increased slightly. 

Library Employees' Oracle Check-ins 
350 

300 

250 

200 

150 

100 

Less than Minimum Required Check-ins 

The managers/supervisors we interviewed said the process engaged the 
employees through collaboration in setting team and development goals, which 
are customized, based on the employee. Those managers/supervisors who kept 
standing check-in meetings in their working calendar schedule were the best in 
meeting the minimum check-ins for all their direct reports. 

All managers/supervisors we interviewed check-in with their direct reports 
informally, in addition to the formal check-ins documented in the Oracle tool. 

Management has oversight of the process from HR reporting. 
The Library Administrative Team receives PPD status reports three times per 
year from HR informing of the number of: 

 Priority plans not created, 
 Check-ins status, 
 Check-ins supervisors need to complete, 
 Check-ins employees need to complete, and 
 Check-ins ready to be finalized and closed. 

The Administration team then follows up with managers and supervisors on the 
information and any needed steps. 
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264 270 280 
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2019 2020 2021 

Year 

Received Minimum Check-Ins 
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Most Library employees find the process valuable for their feedback, 
growth, and development 

We surveyed Library employees to find how they believed the PPD process was 
working. We sent the link for the survey to 320 employees and received 153 
responses for a 48% response rate. The employees who responded were 
representative of the Library employee population in terms of years of service. 

Priority Plans are collaborative 
When we asked employees if they had taken part (collaborated) in the 
development of their priority plans, 153 employees answered:  

1% 

92% 

7% 

Yes (141) Sometimes (10) No (2) 
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Priority Plans include forward thinking goals for career development 
When we asked employees if their priority plans focused on future career plans 
as they apply to employment with the Library, 150 employees answered: 

43% 

48% 

9% 

Yes (64) Sometimes (72) No (14) 

Check-ins provide sufficient feedback 
Most employees felt they were receiving sufficient feedback and the feedback 
they received prepared them for their merit pay increases as demonstrated 
below: 

Number of check-ins provided sufficient feedback 

Merit pay increases were consistent with feedback 

115 32 6 

89 43 21 

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100% 

Yes Sometimes No 

Check-in feedback is valuable, meaningful, and increases teamwork 
Most employees felt the process was valuable for receiving feedback, 
meaningful for their development, and helped them understand how their 
performance affected the organization. 
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Valuable for receiving feedback 

Meaningful for organizational development 

Increases understanding of how performance affects 
the organization 

130 23 

110 43 

110 43 

Yes No 

When we asked employees what they like most about the PPD process, the 
following themes appeared in the 128 answers: 

 49 (38%) liked the one-on-one time with their supervisor or manager, 
 19 (15%) liked the ability to set goals in the process, and 
 17 (13%) liked the feedback they were receiving from the process. 

When we asked the employees what they like least about the process, these 
themes appeared in the 123 answers: 

 28 (23%) didn’t like the time the process takes, and 
 23 (19%) mentioned they had issues with the Oracle/web tool. 

When we asked employees what they would improve about the process, in the 
108 responses: 

 20 (19%) said they would improve the tie between the PPD process and 
the merit raises, and 

 17 (16%) said they would not change anything. 

The results of the survey were positive about the PPD process and supported it 
was working as the County intended it for the Library. 

Conclusion 
The Library’s PPD practices are responsive, collaborative, and proactive in 
approach, to align with the County’s desire to create a positive and rewarding 
culture of teamwork where everyone is encouraged and motivated to perform 
their best. The Library Administration Team provided oversight from HR reports 
and managers/supervisors approached the process proactively. Those who 
made standing meetings on their calendars for their direct reports’ check-ins 
ensured all employees they supervised received regular feedback, and either 
met, or exceeded, the minimum check-in requirements. This approach could 
help other departments and managers across the County. 
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Recommendations 
We do not have any recommendations for the County Librarian or County 
Management. 

Management Comments 
In light of the positive findings without any recommendations, the Johnson 
County Librarian does not have any formal management comments. 
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Appendix 1 

Background, Scope & Methodology 
Historical Background 
In 2018, Johnson County implemented the Pillars of Performance & 
Development system of employee evaluation and feedback to better align 
employee development and performance feedback with the LEAP Pillars of 
Performance High Performing Organization (HPO) approach. The goals for the 
PPD development were to: 

 Develop staff, 
 Create a positive, collaborative, and rewarding work culture and 

environment, 
 Provide more frequent feedback on performance, 
 Align performance goals with the County’s Pillars of Performance 

philosophy, 
 Provide employees with a forward-looking approach with focus on 

development, and 
 Provide employees with more meaningful rewards. 

In general, PPD is designed to incorporate the County’s organizational 
philosophy into the priority plans and employee development throughout the 
organization. These include: 

Johnson County Government Organizational Philosophy 

Public service, Public trust, Public 
Core Values 

leadership 

Caring workplace, Stewardship, 
Operational Values Teamwork, Continuous improvement, 

Learning organization 

Integrity, Professionalism, Humility, 
Behavioral Values 

Humor, Respect 

Accountability, Communication, 
Core Competencies Customer focus, Initiative, Safety, 

Cooperation 

Leadership Competencies 
People management, Operations 
management, Strategic leadership 
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Appendix 1 

Scope 
Our audit concentrated primarily on the Library’s implementation of the PPD 
priority plans and check-in meetings for employee coaching and feedback. We 
reviewed data from 2019 – 2021. 

Methodology 
We took the following actions to come to our conclusions in this report: 

 Reviewed the following for criteria for effectiveness: 
o Johnson County Policies & Procedures, 
o Johnson County HR PPD Training, and 
o Johnson County employee intranet site for performance 

management. 
 Researched key components of effective performance management 

systems from the following sources: 
o Society of Human Resource Management 
o Society of Industrial Organizational Psychology 
o Harvard Business Review 
o Gallup 
o Center for Effective Organizations 
o Additional articles from performance management practitioners 

and researchers 
 Interviewed Library and HR leadership and various Library supervising 

managers. 
 Conducted a survey of all JCL employees for the views of the PPD 

process. 
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