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Introduction 
 
In a study of Tennessee Extension Agents and County Directors, almost one-fourth (24.1 
percent) of County Directors and more than one-third (35.4 percent) of Extension Agents showed 
agreement that their appraiser “needed more instruction in performance appraisal” (Donaldson, 
2014). Hands-on practice rating sets of materials and role play are best practices for appraisal 
instruction (Krayer, 1986).  

Case studies help supervisors and employees understand the performance appraisal criteria, 
forms, process and descriptions. Case studies provide an important means of professional 
development for appraisers and contribute to consistency in implementing the appraisal process 
and making accurate ratings. Sherman, Bohlander, and Snell (1998) postulate that case studies 
are useful for instruction in human resources issues when: 

• Problem-solving and critical thinking skills are needed. 
• Knowledge, skills and attitudes needed require some time to fully acquire. 
• Supervisor and employee engagement is needed. 
• The learning process is as critical as the content to be learned.  
• Group problem-solving and discussion are possible.  

The names for all case studies were drawn from a random name generator (Campbell, 
2016). These case studies are to be used for educational purposes only. The entire content 
of these case studies, including story lines, names and incidents, are fictitious. No 
identification with actual persons (living or deceased), places, buildings and products is 
intended nor should be inferred. Similarities to any person living or dead are merely 
coincidental. 

Best Practices for Using Case Studies  
This guide is provided to facilitate the use of case studies in providing instruction about the 
performance appraisal system. The case studies are equally valuable to both supervisors and 
employees. The following are best practices for using case studies: 

• Prepare in advance by making copies of the case studies, blank appraisal forms and 
completed appraisal forms for every participant. Both blank and completed forms are 
shown in the appendix. 

• Allow participants to work in groups of two to four in discussing the case study and 
making appraisal ratings. 

• Provide adequate time for discussion and questions. 
• Participants may make individual ratings or they may make group ratings. Regardless, 

make sure they have adequate time to discuss their ratings.  
• After all participants have finished making their ratings, share a copy of the answer key. 

Debrief with the group by sharing a discussion question and asking the group to respond. 
Give them time to discuss the questions and pose questions of their own. Answer their 
questions and direct them to the appropriate criteria descriptions or resources.   
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Daniel Kita Case Study 
 
Background 
 
Daniel Kita is an Extension Agent assigned to 4-H Youth Development (50 percent) and 
Agriculture and Natural Resources (50 percent). He has five years of experience in the position 
and previous volunteer management experience when he was employed with the City Parks and 
Recreation Department. Previous performance appraisals have shown that Daniel meets 
expectations in managing his workload and serving both youth and adult audiences. Some 
examples of his performance this past year include: 

• Every Monday morning, he considers questions from clients he received the previous 
week and incorporates these into his biweekly radio program and/or weekly blog posts. 
He is adept at using social media to share research-based information and promote 
upcoming Extension events. His marketing is very intentional, and he consistently uses 
the Extension logo in marketing.   

• After two months of unusually high rainfall, Daniel provided an educational program 
regarding invasive insects that could thrive in the moist conditions. 

• Daniel did not address required questions on the County Civil Rights Compliance Report 
until six weeks after the deadline. The County Director, Secretary, and another Extension 
Agent in the office have all tried to set up schedules for completing reports with him, and 
they have offered numerous suggestions. However, Daniel gives their requests the cold 
shoulder.     

• The overall county Extension program is strong. However, Daniel’s coworkers do much 
more than their fair share to accommodate his poor workload management and interoffice 
communication skills. At times, the Secretary does not know Daniel’s location or work 
schedule.  

• Daniel has a current professional development plan that includes his desire to increase his 
knowledge of residential horticulture, and this year he completed three inservices in 
residential horticulture topics. He attends inservice and professional meetings that are 
consistent with his job assignments; he is a member of the Tennessee Association of 
Agricultural Agents and Specialists; and he serves on the organization’s Teaching and 
Educational Technologies Committee. 

• Daniel led a multicounty group of colleagues in conducting a field day in sensor 
technology. He is consulted by numerous colleagues outside his county, producers and 
volunteers for his knowledge of using sensors to measure soil features like organic matter 
content. He made three proposals for funding this field day, and one was funded.   
 

Volunteer Management 
 
On an annual basis, Daniel works with approximately 50 4-H volunteers in various roles. The 
majority of these volunteers are episodic, volunteering occasionally during the year. These 
volunteers work directly with 4-H youth in officer training, day camps, livestock shows, project 
group meetings and community service projects.   
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University policy requires checks of the National Sex Offender and Tennessee Abuse Registry 
annually for all Level 2 Volunteers. These are volunteers who work directly with minors with no 
overnight involvement and no frequent contact for longer than two weeks with minors. Daniel 
repeatedly told his County Director that he finds the policy “too confining” and that he “never 
had to do this in his previous job managing volunteers.” Daniel recruited 10 volunteers to assist 
with teaching various 4-H project groups and Junior Master Gardener activities, but he did not 
perform required checks of the National Sex Offender and Tennessee Abuse Registry, despite 
various communications and face-to-face meetings with the County Director regarding the 
required checks for Level 2 Volunteers.  
  
Looking for Ways to Improve 
 
In early July, the County Director called the Regional Director to review Daniel’s performance 
and in her words “look for ways to improve Daniel’s performance.” The County Director and 
Regional Director carefully considered the source of low performance over the previous six 
months including the potential for insufficient job training; inadequate communication within the 
organization; the employee’s inability to perform the job; the employee refusing to perform the 
job; the employee’s excessive workload; and the employee’s boredom with the job. They 
determined that the most likely causes of Daniel’s poor performance were related to Daniel’s 
boredom with the job and his refusal to perform the job.  
 
The Regional Director and the County Director met with Daniel. They explained the critical 
importance of checking the National Sex Offender and Tennessee Abuse Registry annually for 
all Level 2 Volunteers and how this policy is essential for keeping minors safe from abuse. The 
County Director suggested that Daniel delegate these checks to a secretary in the office who 
performs them in a timely and accurate manner. Daniel reiterated his statements that he finds the 
policy “too confining” and that he “never had to do this in his previous job managing 
volunteers.” The County Director and Regional Director reviewed the following performance 
issues with Daniel: 

• During the first six months of the year, Daniel did not report any direct or indirect 
contacts.   

• Daniel frequently misses office conferences. He shows positive customer service, but 
does not respond to requests within the Extension organization in a timely manner (and 
in some cases he does not respond at all).  

• The County Director expressed the positive aspects of Daniel’s programming, especially 
sensor technology and invasive species.  

• The County Director and Regional Director made suggestions about how Daniel could 
improve time management and interoffice communication skills.  

• The County Director and Regional Director took appropriate disciplinary action. They 
also took the time to discuss the University’s Employee Assistance Program. 
 

Daniel immediately started attending office conferences on a regular basis. In discussing the 
County 4-H Youth Enrollment Report, Daniel told the County Director and his coworkers he 
would make additions to volunteerism, projects, activities and group enrollment. His coworkers 
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volunteered to help, but he said he would make sure the report was completed and would submit 
it on time. The report was not submitted on time.     
 
Focusing on the Team 
 
During the last two months of the year, Daniel made significant improvement in engaging with 
his coworkers. He offered assistance with various programs. In one-on-one meetings with the 
Secretary and other Agents, the County Director learned how much they noticed and appreciated 
Daniel’s improvement. In one-on-one meetings with Daniel, the County Director praised Daniel 
for focusing more on the team over the last two months and continued to encourage Daniel to 
follow through with volunteer background checks, monthly activity reports and outcomes.    
 

End of the Year 
 
By the end of the year, Daniel had completed no reporting of outcomes. His activity reports for 
contacts showed very few direct and indirect contacts (see Figure 1). Regarding checks of the 
National Sex Offender and Tennessee Abuse Registry annually for all Level 2 Volunteers, 
Daniel followed the policy for only 25 of 55 volunteers (45 percent), despite various 
communications and face-to-face meetings with the County and Regional Directors.  
  

 
Figure 1. Daniel Kita’s Direct and Indirect Contacts  
 
  

Annual Summary of Direct Education Outputs 
  Direct Mail / Telephone Calls 

(this will include electronic mail) 
Client Visits to 

Extension Office 
On-Site Visits (Farm, 

Home, and Workplace) 
Group Meetings / 
Demonstrations 

Single Session  15 5 15 
Multisession    1 

Total  15 5 16 
 

 
Annual Summary of Indirect Education Outputs 

  Radio 
Program(s) Exhibit(s) TV 

Program(s) 
Newspaper 

Article(s) Publication(s) Other Social 
Media 

Number of Methods 10       
Number of Contacts Reached 5,000       

 

 
Annual Summary of Direct Education Contacts 

  White/Not of 
Hispanic origin 

Black/Not of 
Hispanic origin Hispanic 

American 
Indian/Alaskan 

Native 

Asian or Pacific 
Islander Total 

Female Adult 100 12    112 
Female Youth 50 18 5   73 

Male Adult 150 25  5 2 182 
Male Youth 45 8 7   60 

Total 345 63 12 5 2 427 
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Discussion Questions 
 

1. What are some performance criteria where Daniel demonstrates strength? 
 
 
 
 
 

2. What would be examples of appropriate disciplinary action for not checking the National 
Sex Offender and Tennessee Abuse Registry annually for all Level 2 Volunteers? 

 
 
 
 
 
 

3. What is your assessment of the County Director and Regional Director in solving this 
performance issue?  

 
 
 
 
 
 
 

4. What would be some appropriate goals for Daniel to set for the coming year?  
 
 
 
 
 
 
 

5. What is your assessment of Daniel’s goals for the current year (accomplished, progress or 
no progress)? 

 
 
 
 
 
 
 

6. Rate Daniel’s performance using a performance appraisal form. Compare your answers to 
the answer key.    
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Tarah Alfredson Case Study 
 
Background 
 
Tarah Alfredson is an Extension Agent and County Director assigned to Family and Consumer 
Sciences (80 percent) and Administrative/Executive (20 percent). She has 12 years of experience 
with the last two years serving as County Director. She is the leader of a countywide Tennessee 
Shapes Up program that is one of the state’s best with numerous businesses, churches, schools 
and public agencies involved. Tarah has shown incredible organizational and teaching skills as 
the county has had a Tennessee Shapes Up course or activity every week for the past two years. 
Tarah measures results through multisession Tennessee Shapes Up courses. This year, 495 
people participated with these results:  

• 450 (90 percent) participants now eat more whole grains. 
• 425 (85 percent) now eat more fruits and vegetables.  
• 450 (90 percent) participants decreased consumption of high-sugar foods. 
• 240 (48 percent) participants now eat at least six meals together as a family each week. 
• 350 (70 percent) participants engaged in physical activity for at least 30 minutes five or 

more days during most weeks.  
• 390 (78 percent) lost weight; 1,950 total pounds were lost for an average of five pounds 

per participant.   
• 400 (80 percent) participants reported improved blood pressure, blood sugar, cholesterol 

levels and/or triglyceride levels.  
 
Tarah implements Tennessee Shapes Up so that it reaches many diverse audiences including 
senior adults, food stamp recipients and families. She has conducted programs at every school 
and senior center in the county and many workplaces. She carefully considers her program 
results and works to figure out how to improve outcomes. She has strong partnerships with the 
Head Start in her community where she has taught Head Start teachers to use the Healthy Steps 
curriculum, and she has reached parents with numerous programs. This year was her second year 
as a member of the State Nutrition and Food Safety Leadership Team that developed a number of 
educational resources.  
 
Tarah’s individual annual plan was acceptable, and it was composed of action agendas in 
Tennessee Shapes Up and Tennessee Saves. Based on the needs of the county she serves, Tarah 
places most of her effort on Tennessee Shapes Up. However, the Tennessee Saves program she 
delivers has achieved similar success. In Tennessee Saves, she coordinates efforts with the 
Extension 4-H Agent. Other information about Tarah’s work this year follows:   

• She co-taught a Tennessee Saves inservice in her region where she demonstrated the use 
of money management apps for consumers.   

• The county population is approximately 20 percent minority. Tarah’s direct contacts are 
25 percent minority.  

• The questions she receives from the general public seem to become more varied every 
year. This year, Tarah noticed an increase in questions related to physical effects of poor 
indoor air, proper ventilation, asthma and natural cleaning products. She feels marginally 
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competent with questions about physical effects of poor indoor air, proper ventilation, 
asthma and natural cleaning products.  

• She involves approximately 40 individual volunteers in numerous programs. The 
volunteers represent Family and Community Education Clubs, parents and others who 
she meets through her programming, such as Parenting Apart: Effective Co-Parenting. 
Tarah primarily manages this cadre of volunteers to fully implement base programs, such 
as pressure canner testing and Farmers’ Market Fresh. She works to recruit numerous 
minority leaders to serve as volunteers in programs and advisory councils.       

  
Mentoring 
  
When Tarah began her Extension career 12 years ago, she was assigned an outstanding mentor. 
Her mentor told her to be very concerned that “everything you do is of the highest quality.” The 
mentor reasoned that if an Extension Agent strives for quality programs, then a great number of 
clients, volunteers, community leaders and other stakeholders will seek out the Extension Agent 
as a resource, support their programs, and adopt the best practices and innovations being taught. 
Tarah took this advice to heart, and she strives for excellence in all that she does. Tarah has 
served as a mentor for a new agent in a neighboring county. It was a very good match because 
the mentee has struggled with policy compliance, and Tarah is regarded as an expert and role 
model in that area.   
 
Tarah’s mentor was also a strong believer in lifelong learning, and she stressed the need to 
schedule appropriate time for professional development. Tarah has followed that advice, and she 
shares it with other Extension professionals. This year, she attended inservice training in 
Parenting Apart: Effective Co-Parenting, Living Well with Chronic Conditions, Home Food 
Preservation, and Effective Performance Appraisals. She participated in the Tennessee Extension 
Association of Family and Consumer Sciences conference where she received the Family Health 
and Wellness Award. She is a member of the National Extension Association of Family and 
Consumer Sciences. She served as Region Vice President for the Tennessee Omega Chapter of 
Epsilon Sigma Phi. 
 
Performance Appraisals 
 
Tarah supervises two Extension Agents, one Program Assistant, and one Administrative 
Assistant. They were very pleased with Tarah’s professionalism and skill with the entire 
appraisal process. One agent told Tarah that he had an overall better feeling about the appraisal 
ratings because she had attended the entire Forage Management Field Day to see him teach and 
interact with farmers. Tarah strives to be an instructional leader for the entire county Extension 
program, and she provides positive reinforcement and ideas for improvement.    
 
Prior to Tarah becoming County Director, the previous performance appraisal interviews were 
not really interviews at all. The employees were just presented with their appraisal form and told 
to sign it. Tarah used the performance factors (Program Development, Program Management, 
Program Accomplishments, Professionalism, and Community and Organizational Leadership) as 
an outline for the appraisal interview she conducted with each individual employee. In these 
appraisals, all of the employees had some goal that touched on technology in programming and 
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office efficiency. Tarah was also pleased that she had successfully implemented what she had 
learned at the performance appraisal inservice. 
 
Despite this overall success with appraisals, Cynthia, one of the Extension Agents, was 
disappointed to have received an unsatisfactory rating for professional development. Cynthia had 
been very active in the local chamber of commerce, even leading a new small business education 
initiative for the chamber. Tarah explained that Cynthia needed to be an active member of an 
organization that was aligned with the profession and provided processes, techniques, 
competencies and/or subject matter relevant to the job. Cynthia disagreed, and Tarah feels this 
may still be causing a small distraction to Cynthia’s performance since Cynthia is not as engaged 
in discussions during office conferences.       
 
Interoffice Communications 
 
Tarah holds weekly office conferences that provide time for everyone to share updates, ask 
questions, and discuss the total Extension effort in the county. Sometimes these brief meetings 
last only 15 minutes. Tarah also uses the office conference to keep personnel informed about 
deadlines, policies and procedures, coach them in effective customer service, prepare as a group 
for the Agriculture Committee meetings, and keep the staff updated on the county budget.   
 
Last year, Tarah’s Regional Director challenged her to meet a few times during the year in one-
on-one meetings with all of the employees she supervises. After attending a performance 
appraisal inservice, Tarah was able to see that these meetings provided time for performance 
feedback and coaching. Tarah has adopted the idea that performance feedback and coaching is 
paramount to successful performance. Tarah successfully helped an employee improve their 
attire, which was a sensitive conversation. Tarah had to have the conversation a couple of times. 
Tarah followed up with her Regional Director who confirmed that Tarah was on the right track.  
 
High Expectations 
 
Even though Tarah has one of the strongest Tennessee Shapes Up programs in the state, her 
direct education outputs, indirect education outputs, and direct education contacts decreased this 
year over previous years (see Figure 1). Yet, Tarah’s Regional Director pointed out that the total 
county Extension program was significantly more productive over previous years, and he viewed 
this as a reflection of Tarah’s constructive performance management during the year.    
 
In doing so, the FCS programs that she leads decreased slightly both in terms of number of 
contacts and number of programs delivered. However, as her Regional Director pointed out, the 
overall size and scope of the county program increased substantially thanks to Tarah’s 
leadership.  
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Figure 1. Tarah Alfredson’s Direct and Indirect Contacts  
 

Reputation and Goals  
 
In the Extension organization, Tarah’s county has a very good reputation for doing quality work 
and fulfilling work assignments and requirements. Reports are accurate and completed on time, 
and Tarah is a good manager of extramural funds including the Tennessee Nutrition and 
Consumer Education Program. All of the county’s base program efforts are considered to meet 
expectations, exceed expectations, and some are exemplary. The Regional Director and Regional 
Program Leaders believe that coaching others was a hidden talent for Tarah and that serving as a 
County Director has revealed that talent.  
 
The county Extension office is clean and well-organized, and the personnel have the office 
equipment and furniture they need to do quality work. The office could be more inviting. It has 
not been painted in 20 years and the carpet shows significant wear; it is buckled in places. All 
computers are either 6 or 7 years old. Tarah would like to make a number of improvements, and 
she contemplates the need to balance her programming with her role as a County Director. 
Consequently, she has not requested funds for these improvements from either the county or 
state level. County funding is at the recommended level. Overall, the staff  extramural funds this 
year were at the same level as previous years.  
 
In the community, the Extension office is viewed as professional, positive and helpful. One of 
the reasons for a strong, positive reputation in the community is Tarah’s work to promote 
Extension programs and accomplishments in various ways. One of Tarah’s goals is related to 
technology. She would like to find ways to integrate technology in Extension programs and 

Annual Summary of Direct Education Outputs 
  Direct Mail / Telephone Calls 

(this will include electronic mail) 
Client Visits to 

Extension Office 
On-Site Visits (Farm, 

Home, and Workplace) 
Group Meetings / 
Demonstrations 

Single Session 95 50 40 75 
Multisession 15   56 

Total 110 50 40 131 
 

 
Annual Summary of Indirect Education Outputs 

  Radio 
Program(s) Exhibit(s) TV 

Program(s) 
Newspaper 

Article(s) Publication(s) Other Social 
Media 

Number of Methods 5 22  12 40  8 
Number of Contacts Reached 30,000 10,800  100,000 5,100   

 

 
Annual Summary of Direct Education Contacts 

  White/Not of 
Hispanic origin 

Black/Not of 
Hispanic origin Hispanic 

American 
Indian/Alaskan 

Native 

Asian or Pacific 
Islander Total 

Female Adult 3,001 750 15 4 5 3,775 
Female Youth 983 125   10 1,118 

Male Adult 959 500 10 15 5 1,489 
Male Youth 983 125   11 1,119 

Total 5,926 1,500 25 19 31 7,501 
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support agents in accessing and using new technologies. Another goal is to improve the parking 
lot at the Extension office. Since it was not swept regularly, dirt and debris blocked drainage just 
enough to allow standing water in very heavy rainfall. She has worked with the county 
Agriculture Committee and the county mayor to have the Highway Department sweep the 
parking lot on a regular basis. While that has been an improvement, other improvements are 
needed. It needs to be sealed, lines need to be repainted, and lighting could be better. These 
issues are more aspirational as the parking lot is adequate.       
  

Discussion Questions 
 

1. What are some performance criteria where Tarah demonstrates strength?   
 

 
 

 
2. Tarah rated Cynthia as needs improvement for professional development. What is your 

opinion of this rating?  
 

 
 

 
3. What, if anything, could Tarah do to improve her performance?    

 
 

 
   

4. How would you assess Tarah’s goals for the coming year? 
 
 

 
 

5. The Regional Director and Regional Program Leaders believe that coaching others was a 
hidden talent for Tarah. What are some characteristics of effective coaches?  
 
 
 
 

6. Rate Tarah’s performance using a performance appraisal form. Compare your answers to 
the answer key.  
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Daniel Kita Discussion Questions With Facilitator Talking Points 
 

1. What are some performance criteria where Daniel demonstrates strength? 
a. Daniel demonstrates strength primarily in individual annual plan, implementing, 

customer service, and technology and innovation. 
b. Daniel’s additional strengths are in professional development and leadership.  

 
2. What would be examples of appropriate disciplinary action for not checking the National 

Sex Offender and Tennessee Abuse Registry annually for all Level 2 Volunteers? 
a. The case study notes that “the County Director and Regional Director took 

appropriate disciplinary action.” From the case study, we see that the Regional 
Director and County Director did make several suggestions to improve Daniel’s 
performance. It is advisable to place an employee on a performance improvement 
plan immediately for not checking the National Sex Offender and Tennessee 
Abuse Registry annually for all Level 2 Volunteers.  

b. Daniel should receive an oral warning. In this case, he should have received the 
oral warning in July if not sooner. 

c. The oral warning should be followed up with a written notice explaining that the 
formal oral warning was given.  

d. If Daniel has not complied, he should receive the first written warning. This 
notice should include a deadline for checking the National Sex Offender and 
Tennessee Abuse Registry for all Level 2 Volunteers.  

e. If Daniel has still not complied, he should receive a final written warning. 
f. Now, at the end of the year, the County Director and Regional Director must 

collaborate to fairly and objectively select the correct course of action including 
transferring Daniel to another position or termination from employment since 
disciplinary action had already taken place.     

 
3. What is your assessment of the County Director and Regional Director in solving this 

performance issue?  
a. The County Director and Regional Director did a good job of considering the 

causes of low performance. 
b. They took appropriate action. It is advisable to place an employee on a 

performance improvement plan immediately for not checking the National Sex 
Offender and Tennessee Abuse Registry annually for all Level 2 Volunteers.  

c. They discussed the problem with Daniel and made suggestions for improvement. 
d. They also informed Daniel about the services of the Employee Assistance 

Program.   
 

4. What would be some appropriate goals for Daniel to set for the coming year?  
a. Both Goal Two (“Complete timely and accurate activity reports on a monthly 

basis”) and Goal Three (“Complete required background checks on applicable 
volunteers per University policy”) are very good for Daniel and reflect areas 
needing immediate improvement. 
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b. Goal One is to “Submit five entries for the TAAA&S Communications Awards 
Program,” which is acceptable, but a better goal would relate to the need to 
improve interpersonal skills such as “Complete two inservices on interpersonal 
skills.” It is obvious that Daniel enjoys working with Extension clients, but that 
enthusiasm does not extend to coworkers in his office. His interpersonal skills 
clearly need improvement.  
 

5. What is your assessment of Daniel’s goals for the current year (accomplished, progress, 
or no progress)? 

Daniel’s goals are very appropriate for the job. His lack of progress on Goal Two, 
“Complete timely and accurate reports: activity reports, 4-H Youth Enrollment, and 
Civil Rights,” is unacceptable.  

 
6. Rate Daniel’s performance using a performance appraisal form. Compare your answers to 

the answer key.    
a. See Appendix A for Daniel Kita’s annual appraisal form (answer key). 
b. If the participants’ scores differ from the answer key, ask them to consider if they 

committed any common appraiser errors (note the section on appraiser errors in 
the appraisal manual).  

c. At the end of the year, it would be highly egregious for the Regional Director and 
County Director to rate Daniel as meets expectations, exceeds expectations or 
exemplary for the Policy Compliance criterion. Such action would effectively 
give Daniel a free pass because that is not the job expectation.  

d. The County Director and Regional Director make a very interesting assessment 
that Daniel is bored with the job. He seems enthusiastic about many aspects of the 
job such as customer service and marketing. Hopefully, this case study sparked 
discussion about the causes of low performance. However, it is important not to 
overthink this. The single most critical aspect was that Daniel refused to perform 
key aspects of the job.  
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Tarah Alfredson Discussion Questions With Facilitator Talking Points 
 

1. What are some performance criteria where Tarah demonstrates strength?   
All of the performance criteria could be considered a strength for Tarah.  
 

2. Tarah rated Cynthia as needs improvement for professional development. What is your 
opinion of this rating?  

a. Tarah’s rating for Cynthia’s professional development is correct. 
b. The chamber of commerce is not organized for professional development. It is an 

organization of the local business community. Its aim is to improve business 
outcomes and the local business community.  

c. While it may be advantageous for Extension to have an Extension Agent involved 
in the Chamber as it provides excellent networking opportunities, it cannot be 
considered for professional development.  

d. Cynthia’s work with the Chamber might be useful in accessing Implementing, 
Base Programs, and/or Leadership.   

e. Ideally, no employee should be surprised by a rating at the end of the year. Tarah 
may have assumed that Cynthia understood the appraisal criteria and descriptions. 
When an employee is surprised by a rating at the end of the year, that is usually an 
indication that the supervisor did not do enough to communicate performance 
issues. That may be the case here. Nonetheless, Cynthia had the entire year to 
read the appraisal manual and gain a better understanding of the role of 
professional development for a successful Extension Agent.     
  

3. What, if anything, could Tarah do to improve her performance?    
a. She needs to improve her performance related to resource management.  
b. The computers are 6 or 7 years old. Tarah needs a plan to replace these. Ideally 

they should have been replaced at four to five years.  
c. Tarah has an ongoing effort to improve the parking lot. 
d. The office has not been painted in 20 years. 
e. Despite these needs, Tarah has made little progress other than securing the 

Highway Department to clean the Extension office parking lot.  
f. Tarah is clearly invested in the FCS programs in the county. She is an advocate, 

champion, educator and leader. She should reach out to her Regional Program 
Leader and/or Regional Director and discuss her need to better balance her 
County Director role in resource management with her programming. 

g. She could have pulled back some on her programming this past year to address 
the resource management issues.   
   

4. How would you assess Tarah’s goals for the coming year? 
a. Goal One (“Work to improve Extension office parking lot by sealing, repainting, 

and improving lighting”) is continued from the previous year. This goal needs to 
be continued, and progress needs to be made this year.    
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b. Goal Two (“Conduct one volunteer recognition event for all Extension 
volunteers”) and Goal Three (“Participate in one or more inservices related to 
technology for programming and communications”) are both acceptable. 
However, a much better goal would be to replace office computers and pursue 
inservice in physical effects of poor indoor air, proper ventilation, asthma and 
natural cleaning products.   

c. Ideally, the Regional Director should have at least discussed the computer 
replacement with Tarah. He should have asked her to make it a goal for the 
coming year while the appraisal form was still in the preliminary status.   

 
5. The Regional Director and Regional Program Leaders believe that coaching others was a 

hidden talent for Tarah. What are some characteristics of effective coaches?  
a. Effective coaches work to build a good relationship including trust. They seek 

good rapport.  
b. An effective coach compliments much more often than he/she complains.  
c. They work to familiarize themselves with each employee’s strengths and needs.  
d. They work to develop human capital.  
e. They make progress toward common goals. 
f. They are helpful and positive with clear expectations.  

 
6. Rate Tarah’s performance using a performance appraisal form. Compare your answers to 

the answer key.  
See Appendix B for Tarah Alfredson’s annual appraisal form (answer key).  
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Appendix A – Kita Performance Review Summary Form 
  

 
 

 
The University of Tennessee and Tennessee State University 

Performance Review Summary Form 
Extension Agent, Extension Agent and County Director, Extension Area Specialist 

 

Employee Name (Last, First, MI): Kita, Daniel J. 

UT IRIS Personnel Number: 123123 TSU T#: 

Division: Extension Unit/Department: Example County 

Review Completed By: Audrey Franklin Reviewer’s Personnel Number: 456456 

Review Period: FROM: 01/01/2017 TO: 12/31/2017 

_____ Annual        Enhanced Annual   _____ Other  Position Name: Extension Agent I 

 
Performance Factors Criteria Points (1-5)* 
Program Development Individual Annual Plan 5 

Program Management 

 

 

Implementing 5 

Evaluation 1 

Reporting 1 

Resource Management 3 

Program Accomplishments 

 

 

Base Programs 1 

Equity, Access, and 
Opportunity 

1 

Outcomes/Impacts 1 

Professionalism 

 

Customer Service 5 

Policy Compliance 1 

Professional Development 4 

Technology and Innovation 5 

Work Habits 1 

Community and Organizational 
Leadership 

 

Interpersonal Skills 2 

Leadership 4 

Optimizing Human Capital 2 

*5=exemplary, 4=exceeds expectations, 3=meets expectations, 2=needs improvement, and 
1=unsatisfactory  
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Employee Name (Last, First, MI): Kita, Daniel J. 

UT IRIS Personnel Number: 123123 TSU T#: 

 
Averages Score 
Sum of Program Development Criteria Rating 5/1 =  
Supervisor Comments*: Overall a very good plan with strong advisory 
committee input. 
 

5 

Sum of Program Management Criteria Ratings 10/4 =  
Supervisor Comments*: Evaluation and reporting were limited in some cases 
and not completed in others. 
 

2 

Sum of Program Accomplishments Criteria Ratings 3/3 =  
Supervisor Comments*: Did not show program accomplishments. 
 

1 

Sum of Professionalism Criteria Ratings 16/5 =  
Supervisor Comments*: Did not comply with essential policies. Must improve 
work habits in communications and cooperation.  

3 

Sum of Community and Organizational Leadership Criteria Ratings 8/3 =  
Supervisor Comments*: Work to enhance interpersonal skills with coworkers 
and others. 
 

2 

Overall Score =  13 
*Supporting comments are required. 

 Overall Rating Total Points 
 Exemplary = 23-25 
 Exceeds Expectations = 19-22 
 Meets Expectations = 15-18 
 Needs Improvement* = 10-14 
 Unsatisfactory* = 9 or less 

*An overall rating of 14 or below requires a 
performance improvement plan. 

Review of Goals for the Current Year 

Goal 1 
Complete three, one-day inservices on 
residential horticulture topics. 

 Accomplished  
 Progress 
 No Progress 

Goal 2 
Complete timely and accurate reports: 
activity reports, 4-H Youth Enrollment, 
and Civil Rights. 

 Accomplished  
 Progress 
 No Progress 

Goal 3 
Increase extramural funding for sensor 
technology field days by applying for 
three grants over the next 12 months. 

 Accomplished  
 Progress 
 No Progress 

Comments Professional development and extramural funding goals demonstrated 
accomplishment and positive work ethic. Reporting was unsatisfactory. 
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Employee Name (Last, First, MI): Kita, Daniel J. 

UT IRIS Personnel Number: 123123 TSU T#: 

 
Establishment of Goals for the Coming Year 
The goals and objectives should include both departmental goals and plans for personal and 
professional development. The time frame indicates when the goal should be accomplished. 
Evaluation indicates how accomplishment will be measured. 

 Description Timeframe Evaluation 

Goal 1 
Submit five entries for the 
TAAA&S Communications 
Awards Program. 

First Quarter, 
2018 

Quality is shown by 
judges’ scorecards. 
 

Goal 2 
Complete timely and accurate 
activity reports on a monthly 
basis. 

January – 
December 2018  

SUPER Delivery and 
Appraisal summary. 
 

Goal 3 
Complete required background 
checks on applicable volunteers 
per University policy. 

January – 
December 2018  

SUPER Enrollment 
module will be used to 
show enrollee records. 

Comments 
We will establish a monthly meeting time to review progress toward goals, 
especially reporting and compliance issues.  
 

 
Supervisor Comments: Programs in invasive species and sensor technology were exemplary 
during the past year. Strengths are customer service and technology. This overall rating requires 
a performance improvement plan. Follow up and monitoring of required background checks 
and management of the volunteer process will be required.   
 
Employee Comments: (Required – Please respond about anything you need help with, how can 
your supervisor assist you in accomplishing your goals, and/or what resources you need.) 
Continue to provide directions regarding volunteer background check policies.  
 
This report represents my true and complete appraisal of this employee during the evaluation 
period.  
 

County Director’s Signature:   
 

Date: 02/07/2018 

Regional Director’s Signature:    
 

Date: 02/16/2018 

Dean’s/Associate Dean’s Signature*:  
 

Date: 03/30/2018 

*TSU Employee forms must be signed by TSU Associate Dean. 
 
I understand that my signature does not mean that I necessarily agree or disagree with the 
performance appraisal. It has been discussed with me, and I have received a copy of the 
performance appraisal document.  
 

Employee’s Signature:  
 

Date: 02/07/2018 

 



 

Case Studies for Assessing Performance    21 
 
 

Appendix B – Alfredson Performance Review Summary Form 
 

 
 

 
The University of Tennessee and Tennessee State University 

Performance Review Summary Form 
Extension Agent, Extension Agent and County Director, Extension Area Specialist 

 
Employee Name (Last, First, MI): Alfredson, Tarah J. 

UT IRIS Personnel Number: 456456 TSU T#: T12345 

Division: Extension Unit/Department: Example County 

Review Completed By: Jonas Santos Reviewer’s Personnel Number: 789789 

Review Period: FROM: 01/01/2017 TO: 12/31/2017 

_____ Annual        Enhanced Annual   _____ Other  Position Name: Extension Agent II and County Director 

 
Performance Factors Criteria Points (1-5)* 
Program Development Individual Annual Plan 5 

Program Management 

 

 

Implementing 5 

Evaluation 5 

Reporting 5 

Resource Management 2 

Program Accomplishments 

 

 

Base Programs 5 

Equity, Access, and 
Opportunity 

4 

Outcomes/Impacts 5 

Professionalism 

 

Customer Service 4 

Policy Compliance 5 

Professional Development 5 

Technology and Innovation 4 

Work Habits 5 

Community and Organizational 
Leadership 

 

 

Interpersonal Skills 4 

Leadership 5 

Optimizing Human Capital 5 

*5=exemplary, 4=exceeds expectations, 3=meets expectations, 2=needs improvement, and 
1=unsatisfactory  
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Employee Name (Last, First, MI): Alfredson, Tarah J.  

UT IRIS Personnel Number: 456456 TSU T#: T12345 

 
Averages Score 
Sum of Program Development Criteria Rating 5/1 =  
Supervisor Comments*: Overall a very good document with effective needs 
assessment, plans for the coming year, and outcomes. 

5 

Sum of Program Management Criteria Ratings 17/4 =  
Supervisor Comments*: You continue to do excellent programming. Strive to 
improve physical office environment.  

4 

Sum of Program Accomplishments Criteria Ratings 14/3 =  
Supervisor Comments*: Great work. 

4 

Sum of Professionalism Criteria Ratings 23/5 =  
Supervisor Comments*: You continue to demonstrate excellent 
professionalism.  

4 

Sum of Community and Organizational Leadership Criteria Ratings 14/3 =  
Supervisor Comments*: Your work with staff and volunteers is outstanding. 

4 

Overall Score =  21 
*Supporting comments are required. 

 Overall Rating Total Points 
 Exemplary = 23-25 
 Exceeds Expectations = 19-22 
 Meets Expectations = 15-18 
 Needs Improvement* = 10-14 
 Unsatisfactory* = 9 or less 

*An overall rating of 14 or below requires a 
performance improvement plan. 

Review of Goals for the Current Year 

Goal 1 

Continue to teach Tennessee Shapes Up 
at every school and senior center in the 
county reaching 400+ in multisession 
courses. 

 Accomplished  
 Progress 
 No Progress 

Goal 2 
Begin quarterly individual meetings with 
all County Extension personnel for 
improved performance management. 

 Accomplished  
 Progress 
 No Progress 

Goal 3 
Work to improve Extension office parking 
lot by sealing, repainting, and improving 
lighting.   

 Accomplished  
 Progress 
 No Progress 

Comments 

Your work continues to show excellent organizational and teaching skills. 
Continue work to improve the office physical environment including the parking 
situation.  
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Employee Name (Last, First, MI): Alfredson, Tarah J.  

UT IRIS Personnel Number: 456456 UT IRIS Personnel Number: 456456  

 
Establishment of Goals for the Coming Year 
The goals and objectives should include both departmental goals and plans for personal and 
professional development. The time frame indicates when the goal should be accomplished. 
Evaluation indicates how accomplishment will be measured. 

 Description Timeframe Evaluation 

Goal 1 
Work to improve Extension office 
parking lot by sealing, repainting, 
and improving lighting.   

January – 
December, 
2018 

Observation and 
investment of county 
funds. 

Goal 2 
Conduct one volunteer recognition 
event for all Extension volunteers.  

Second 
Quarter, 2018 

Evaluated by the number 
of people attending. 
 

Goal 3 

Participate in one or more 
inservices related to technology for 
programming and 
communications.  

January – 
December, 
2018  

SUPER Profile will show 
inservice record.  

Comments 
We will establish a monthly meeting time to review progress toward goals, 
especially reporting and compliance issues.  
 

 
Supervisor Comments: Your programming, marketing, evaluation and reporting are truly 
outstanding, especially Tennessee Shapes Up. Continue effective coaching of Extension 
personnel.   
 
Employee Comments: (Required – Please respond about anything you need help with, how can 
your supervisor assist you in accomplishing your goals, and/or what resources you need.) A 
regional technology inservice would be wonderful.    
 
This report represents my true and complete appraisal of this employee during the evaluation 
period.  
 

County Director’s Signature:   
 

Date: 02/07/2018 

Regional Director’s Signature:    
 

Date: 02/16/2018 

Dean’s/Associate Dean’s Signature*:  
 

Date: 03/30/2018 

*TSU Employee forms must be signed by TSU Associate Dean. 
 
I understand that my signature does not mean that I necessarily agree or disagree with the 
performance appraisal. It has been discussed with me, and I have received a copy of the 
performance appraisal document.  
 

Employee’s Signature:  
 

Date: 02/07/2018 
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Appendix C – Performance Review Summary Form 
 
 
 
 

The University of Tennessee and Tennessee State University 
Performance Review Summary Form 

Extension Agent, Extension Agent and County Director, Extension Area Specialist 
 

Employee Name (Last, First, MI): 

UT IRIS Personnel Number: TSU T#: 

Division: Extension Unit/Department: 

Review Completed By: Reviewer’s Personnel Number: 

Review Period: FROM: TO: 

_____ Annual   _____ Enhanced Annual   _____ Other  Position Name:  

 
Performance Factors Criteria Points (1-5)* 
Program Development Individual Annual Plan  

Program Management 

 

 

Implementing  

Evaluation  

Reporting  

Resource Management  

Program Accomplishments 

 

 

Base Programs  

Equity, Access, and Opportunity  

Outcomes/Impacts  

Professionalism 

 

Customer Service  

Policy Compliance  

Professional Development  

Technology and Innovation  

Work Habits  

Community and Organizational Leadership 

 

 

Interpersonal Skills  

Leadership  

Optimizing Human Capital  

*5=exemplary, 4=exceeds expectations, 3=meets expectations, 2=needs improvement, and 
1=unsatisfactory  
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Employee Name (Last, First, MI):  

UT IRIS Personnel Number:  UT IRIS Personnel Number:  

 

Averages Score 
Sum of Program Development Criteria Rating ___/1 =  
Supervisor Comments*: 
 
 

 

Sum of Program Management Criteria Ratings ___/4 =  
Supervisor Comments*: 
 
 

 

Sum of Program Accomplishments Criteria Ratings ___ /3 =  
Supervisor Comments*:   
 
 

 

Sum of Professionalism Criteria Ratings ___/5 =  
Supervisor Comments*: 
 
 

 

Sum of Community and Organizational Leadership Criteria Ratings ___/3 =  
Supervisor Comments*: 
 
 

 

Overall Score =   
*Supporting comments are required. 

 Overall Rating Total Points 
 Exemplary = 23-25 
 Exceeds Expectations = 19-22 
 Meets Expectations = 15-18 
 Needs Improvement* = 10-14 
 Unsatisfactory* = 9 or less 

*An overall rating of 14 or below requires a 
performance improvement plan. 

Review of Goals for the Current Year 

Goal 1 
  Accomplished  

 Progress 
 No Progress 

Goal 2 
  Accomplished  

 Progress 
 No Progress 

Goal 3 
  Accomplished  

 Progress 
 No Progress 

Comments 
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Employee Name (Last, First, MI):  

UT IRIS Personnel Number:  UT IRIS Personnel Number:  

 
Establishment of Goals for the Coming Year 
The goals and objectives should include both departmental goals and plans for personal and professional 
development. The time frame indicates when the goal should be accomplished. Evaluation indicates how 
accomplishment will be measured. 

 Description Timeframe Evaluation 

Goal 1 
 
 
 

  
 

Goal 2 
 
 
 

  
 

Goal 3 
 
 
 

  
 

Comments 
 
 
 

 
 
Supervisor Comments: 
 
 
Employee Comments: (Required – Please respond about anything you need help with, how can your 
supervisor assist you in accomplishing your goals, and/or what resources you need.) 
 
 
 
 
 
This report represents my true and complete appraisal of this employee during the evaluation period.  
 

County Director’s Signature: 
 

Date: 

Regional Director’s Signature: 
 

Date: 

Dean’s/Associate Dean’s Signature*: 
 

Date: 

*TSU Employee forms must be signed by TSU Associate Dean. 
 
I understand that my signature does not mean that I necessarily agree or disagree with the performance 
appraisal. It has been discussed with me, and I have received a copy of the performance appraisal 
document.  
 

Employee’s Signature: 
 

Date: 

 

August 2016 

 



 10/17     18-0013
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development. University of Tennessee Institute of Agriculture, U.S. Department of Agriculture and county governments 
cooperating. UT Extension provides equal opportunities in programs and employment. 
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