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█     Background 
 

The Core Competencies for Public Health in Canada (Release 1.0) have been 
identified for individuals with training in public health including front line providers, 
consultants/ specialists and managers/supervisors.  The core competencies describe 
the essential knowledge, skills or other attitutes necessary for the practice of public 
health.  

 
The Ontario Public Health Performance Management Competencies with associated 
behavioural statements have been developed to give specific examples of how an 
employee can demonstrate the behaviours associated with each of the Core 
Competencies for Public Health in Canada for the purpose of performance 
management.   
 
The Ontario Public Health Performance Management Competencies are only one 
component of competency based performance management. Other competencies 
specific to an organization, program or discipline should be considered when 
assessing performance. For the purpose of this framework and the accompanying 
tools, the focus will be exclusively on the Public Health Performance Management 
Competencies, with the capacity to include other specific competencies as required 
on an individual basis.  
 

Competency Based Performance Management 
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Competencies

Program Specific 
Competencies

Organizational Competencies

PHAC Core Competencies
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█     Framework 
 

The objective of the framework is to provide a clear, efficient, flexible, competency 
based performance management model for assessing performance against the 
Ontario Public Health Performance Management Competencies.  This framework can 
be adopted as is, or customized to meet the unique needs of the various Ontario 
Public Health Units that have not yet developed their own model.  In addition to this 
framework, several tools have been developed to facilitate the performance 
management process and are described further on. 

 
 

 
 

 

    
  
  

CCoommppeetteenncciieess  

Performance Management is a cycle of managing employee 

performance for success where goals are created, 

competencies are incorporated and constructive feedback is 

provided for continuous improvement. 

  
  
  

CCoommppeetteenncciieess  
LLeeaarrnniinngg  aanndd  
PPrrooffeessssiioonnaall  
DDeevveellooppmmeenntt  
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Integrating Competencies 
 
Integrating competencies within the performance management process provides 
feedback not only on “what” was accomplished (i.e., performance objectives within 
the scope of any given job), but also “how” the work was performed, using 
behavioural statements as a basis for providing feedback.  Assessing competencies 
as a part of the performance process is an important means of helping people 
understand performance expectations. A competency based performance 
management process includes both performance objectives and competencies.   
 
 
 
 

Performance Objectives     Competencies 
 

Key objectives/outcomes     Behaviours to be displayed in 
and standards for determining    successful accomplishment of 
whether they are successfully    work objectives 
accomplished 

 
WHAT      HOW 
must be accomplished    it must be accomplished 

 
 
 
 
 
Benefits of a Competency Based Performance Management Process  
 
An effective competency based performance management system:   

 
• creates a high performance organization and profession 
• establishes a clear link between organizational and individual objectives 
• encourages ongoing communication through coaching and meaningful 

feedback to employees 
• encourages discussion and development of competencies through learning 
• recognizes exemplary performance and accomplishments 

 
 



Guidebook to Competency Based Performance Management 
 

Competency Based Performance Management Project for Public Health, OPHA & Partners, 2009 
Page 9 of 34 

 

█      Public Health Performance Management 
Competencies 

 
Ontario Public Health Performance Management Competencies 
The OPHA and its project partners have worked to develop competencies with 
behavioural statements that enable the Core Competencies for Public Health in 
Canada (Release 1.0) to be used in performance management. The result of this 
work is a set of 8 Ontario Public Health Performance Management Competencies as 
follows: 
 

1. Public Health Sciences and Professional or Technical Knowledge 
2. Assessment and Analysis 
3. Policy and Program Planning, Implementation and Evaluation 
4. Partnerships, Collaboration and Advocacy 
5. Diversity and Inclusiveness 
6. Communication 
7. Leadership 
8. Ethics and Professionalism 

 
Each competency has four proficiency levels and behavioural statements that 
describe the successful performance indicators for that competency. The levels are 
cumulative and therefore someone who is required to have a level two proficiency is 
also expected to be competent at level one. 

 
In addition, The Ontario Public Health Performance Management Competencies are 
only one component of competency based performance management. Other 
competencies specific to an organization, program or discipline should be considered 
when assessing performance.  

Competencies are defined as observable abilities, 

skills, knowledge, motivations or traits defined in terms of 

the behaviours needed for successful job performance. 
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Competency Structure 

The Ontario Public Health Performance Management Competencies consist of the 
competencies required for successful performance in Public Health.   These 
competencies include definitions and the behaviours that illustrate successful 
performance at four different proficiency levels.  

An example competency is shown below. 

The behavioural indicators give you an understanding of the differences in expected 
behaviours as proficiency levels increase in complexity and scope. The scale is 
cumulative – each level incorporates the behaviours associated with the lower levels 
that precede it. 
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Ontario Public Health Competency Summary Chart 
The following chart is a summary of the eight Ontario Public Health Performance Management Competencies and their proficiency level descriptors. 

 
Competency Level 1 Level 2 Level 3 Level 4 
Public Health Sciences and Professional or 
Technical Knowledge  
This category includes key knowledge and critical thinking 
skills related to the public health sciences and  technical 
knowledge: behavioural and social sciences, biostatistics, 
epidemiology, environmental public health, demography, 
workplace health, and the prevention of chronic diseases, 
infectious diseases, psychosocial problems and injuries. 
Competency in this category requires the ability to apply 
knowledge in practice. 
 

Demonstrates 
introductory 
understanding and 
ability and, with 
guidance, applies public 
health sciences and /or 
other technical 
knowledge in a few, 
simple situations. 

Demonstrates basic 
knowledge and ability 
and, with guidance, can 
apply public health 
sciences and/or other 
technical knowledge in 
common situations that 
present limited 
difficulties. 

Demonstrates 
advanced knowledge 
and ability, and can 
apply public health 
science and /or other 
technical knowledge in 
new or complex 
situations. Guides other 
professionals. 

Is recognised as an 
expert and develops 
new approaches, 
methods or policies in 
relation to developing 
knowledge of public 
health sciences and 
other technical 
knowledge. 

Assessment and Analysis  
This category describes the core competencies needed to 
collect, assess, analyze and apply information (including 
data, facts, concepts and theories). This competency 
requires that a person make evidence-based decisions, 
prepare budgets and reports, conduct investigations and 
make recommendations for policy and program 
development. 

Level 1: Processes 
complex information. 

Level 2: Integrates and 
interprets broad and 
complex information. 

Level 3: Identifies and 
handles ambiguity. 

Level 4: Formulates 
broad strategies on 
multi-dimensional 
strategic issues. 

Policy and Program Planning, Implementation and 
Evaluation 
This category describes the core competencies needed to 
effectively choose options, and to plan, implement and 
evaluate policies, programs and/or process systems in public 
health and other professional areas. This includes the 
management of incidents such as outbreaks, emergencies 
and other process systems. 

Level 1: Demonstrates 
introductory 
understanding of public 
health  and other 
policies and programs 

Level 2: Conducts basic 
program planning and 
evaluation with 
assistance 

Level 3: Independently 
designs programs and 
policies, identifying 
necessary actions and 
resources required for 
implementation 

Level 4: Guides other 
professionals in policy 
and program 
development and 
conducts risk 
assessments 
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Competency Level 1 Level 2 Level 3 Level 4 
Partnerships, Collaboration and Advocacy  
This category captures the competencies required to 
influence and work with others to improve the health and 
well-being of the public through the pursuit of a common 
goal. Partnership and collaboration optimizes performance 
through shared resources and responsibilities. Advocacy— 
speaking, writing or acting in favour of a particular cause, 
policy or group of people—often aims to reduce inequities in 
health status or access to health services. 

Level 1: Operates 
effectively within 
partnerships 

Level 2: Manages 
existing partnerships 

Level 3: Seeks 
partnership 
opportunities 

Level 4: Facilitates 
partnerships 

Diversity and Inclusiveness  
This category identifies the socio-cultural competencies 
required to interact effectively with diverse individuals, 
groups and communities.  It is the personification of attitudes 
and practices that result in inclusive behaviours, practices, 
programs and policies. 

Level 1: Respects 
Diversity 

Level 2: Creates an 
Inclusive Environment 

Level 3: Embraces 
diversity and builds 
needs of others into 
plans  

Level 4: Drives diversity 
within the organization 
and surrounding 
community 

Communication  
Involves an interchange of ideas, opinions and information. 
This category addresses numerous dimensions of 
communication including internal and external exchanges; 
written, verbal, non-verbal and listening skills; computer 
literacy; providing appropriate information to different 
audiences; working with the media and social marketing 
techniques. 

Level 1: Listens and 
clearly presents 
information 

Level 2: Fosters two-
way communication 

Level 3: Adapts 
communication 

Level 4: Communicates 
complex messages 

Leadership  
This category focuses on leadership competencies that build 
capacity, improve performance and enhance the quality of 
the working environment.  They also enable organizations 
and communities to create, communicate and apply shared 
visions, missions and values. 

Level 1: Meets 
organization's 
fundamental needs 

Level 2: Facilitates 
achievement of results 

Level 3: Builds strong 
teams 

Level 4: Empowers 
team members 

Ethics and Professionalism 
 Is the ability to demonstrate and support organizational 
ethics and values and adhere to professional codes of 
conduct to manage self, others, information and resources. 

Level 1: Demonstrates 
the organization’s ethics 
and values. 

Level 2: Proactively 
identifies ethical 
implications 

Level 3: Promotes the 
organization’s ethics 
and values 

Level 4: Inspires others 
through ethical 
leadership 
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█ Main Roles in Public Health  

In addition to the Core Competencies, the Public Health Agency of Canada identified 
three main roles to which they would apply; 
 
Manager/supervisor: Public health staff who are responsible for major programs or 
functions. Typically, they have staff who report to them.  Sometimes senior managers 
come from sectors other than public health and therefore rely heavily on 
consultants/specialists and other public health professionals for content expertise and 
advice. In other situations, managers with public health experience and qualifications 
are expected to bring more content knowledge. 

 
Consultant/specialist: Consultants/specialists are public health staff who are likely 
to have advanced preparation in a special content area or a specific set of skills. 
They provide expert advice and support to front line providers and managers 
although they may also work directly with clients. Examples of consultants/specialists 
include epidemiologists, community medicine specialists, environmental health 
scientists, evaluators, nurse practitioners and advanced practice nurses. 
 
Front line provider: Public health staff who have post-secondary education and/or 
experience in the field of public health. Front line providers have sufficient relevant 
experience to work independently, with minimal supervision. Front line providers 
carry out the bulk of day-to-day tasks in the public health sector. They work directly 
with clients, including individuals, families, groups and communities. Responsibilities 
may include information collection and analysis, fieldwork, program planning, 
outreach activities, program and service delivery, and other organizational tasks. 
Examples of front line providers are public health nurses, public health/environmental 
health inspectors, public health dieticians, dental hygienists and health promoters. 
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█ Competency Profiles 
Profiles for the 3 identified main roles have been created as guidelines for use within 
this competency based performance management system.  The numbers in the 
profile grid below represent the proficiency levels identified for each of the Ontario 
Public Health Performance Management Competencies. Some competencies have 
been identified as needing a range of proficiency in that role. The relevant level for 
the job should be selected by reviewing the job requirements in the job description. 

 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Competencies Front Line 
Provider 

Consultant / 
Specialist 

Manager / 
Supervisor 

 
Public Health Sciences 
 

3 3 3-4 

 
Assessment and Analysis 
 

2-3 3-4 3-4 

 
Policy and Program Planning, 
Implementation and Evaluation 

2 2-3 4 

 
Partnerships, Collaboration and 
Advocacy 

2-3 4 3-4 

 
Diversity and Inclusiveness 
 

3 3 3-4 

 
Communication 
 

3-4 3-4 3-4 

 
Leadership 
 

2 3 3-4 

 
Ethics and Professionalism 
 

3 3 3-4 
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█     Performance Management Process 
 

These profiles and competencies are considered throughout the performance 
management process - most of which include the following three stages during a one 
year cycle: 
 

1. Planning: where goals are set for individual employees; 
2. Review: where the manager monitors performance and provides ongoing 

feedback to ensure that the individual is on track and to adjust plans as 
required; and 

3. Evaluation: where the individual is assessed on how well they have done 
relative to the objectives and competencies, and they plan for development. 

 
These elements of performance management form a cycle of ongoing planning, 
review and evaluation. The following diagram shows the types of questions an 
organization and/or an employee would ask at each of the stages: 
 

 
 

 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 

1. Performance Planning
 

What must be achieved? 
To what standard? 

What competencies are  
needed? 

What development is needed 
and how? 

 
Timing: Start of the cycle 

2. Ongoing Review & 
Feedback 

 
How am I doing? 
Can I do better? 

Has anything changed? 
 

Timing: formal review at mid-
cycle; ongoing feedback 

throughout the cycle 

3. Performance Evaluation
 

How did I do? 
How can I do better? 
What have I learned? 

Where do I need to further 
develop? 

 
Timing: End of the cycle 
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Both the manager and the employee have an important role to play in each stage of 
the performance management cycle. The activities that occur in each stage are 
outlined below, along with any documents or tools that will assist with the process. A 
brief description of each tool is given in the next section. 
 

 
 

Stage 1 – Performance Planning: 
 

 The manager and employee each review the performance management process 
and their roles and responsibilities 
 

 Competency Based Performance Management for Public Health: A 
Guidebook for Managers & Employees 

 Performance Management Checklist for Public Health 
 

 The manager reviews the employee’s job description, competency profile, 
organization/program objectives and the employee’s performance evaluation from 
the previous year 

 
 Ontario Public Health Performance Management Competency Profiles 
 Ontario Public Health Performance Management Competencies 
 Performance Management Planning and Evaluation Tool for Public Health 
(last year’s) 

 
 The manager and employee meet to identify and agree upon the performance 

objectives and/or competencies for the current performance cycle 
 

 Ontario Public Health Performance Management Competency Profiles 
 Ontario Public Health Performance Management Competencies 
 Performance Management Planning and Evaluation Tool for Public Health 
 Performance Management Checklist for Public Health 

 
 The manager and the employee determine a learning plan to establish the 

development goals and resources to meet performance objectives and 
competencies 

 
 Performance Management Planning and Evaluation Tool for Public Health 
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Stage 2 – Ongoing Review and Feedback: 
 

 The manager and employee meet periodically as scheduled to review progress on 
objectives and competencies. Revisions are made as necessary to the 
performance and learning plan 

 
 Competency Based Performance Management for Public Health: A 
Guidebook for Managers & Employees 

 Performance Management Checklist for Public Health 
 Performance Management Planning and Evaluation Tool for Public Health 

 
 The manager provides ongoing informal feedback to reinforce desirable 

behaviours, and to modify unwanted behaviours or to provide pointers on how to 
improve performance. 

 
 Competency Based Performance Management for Public Health: A 
Guidebook for Managers & Employees 

 
 
 

Stage 3 – Performance Evaluation: 
 

 The employee conducts a self assessment on their established competencies and 
provides a copy of the results to the manager for review. 

 
 Competency Based Self Assessment Tool for Public Health 
 Competency Based Performance Management for Public Health: A 
Guidebook for Managers & Employees 

 Performance Management Checklist for Public Health 
 

 The employee prepares for their evaluation meeting by drafting their performance 
objective outcomes/results and competency behavioural examples. 

 
 Performance Management Planning and Evaluation Tool for Public Health 
 Competency Based Self Assessment Tool for Public Health 
 Competency Based Performance Management for Public Health: A 
Guidebook for Managers & Employees 

 Performance Management Checklist for Public Health 
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 The manager and employee meet to discuss the past year’s performance and 
evaluate the employee against the performance objectives and competencies 
 

 Competency Based Self Assessment Tool for Public Health 
 Ontario Public Health Performance Management Competencies 
 Performance Management Planning and Evaluation Tool for Public Health 
 Competency Based Performance Management for Public Health: A 
Guidebook for Managers & Employees 

 Performance Management Checklist for Public Health 
 

 The manager and the employee agree on the ratings given and discuss any 
impacting issues 

 
 The manager and the employee develop a learning plan for areas in which the 

employee should improve to meet the expected performance level and/or areas 
for career development beyond the current job requirements 

 
 Performance Management Planning and Evaluation Tool for Public Health 
 Ontario Public Health Performance Management Competencies 

 
 The manager and employee begin the process of identifying performance 

objectives and competencies for the next cycle. 
 

 Ontario Public Health Performance Management Competency Profiles 
 Ontario Public Health Performance Management Competencies 
 Performance Management Planning and Evaluation Tool for Public Health 
(new) 
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█     Planning for Performance 
 

The planning stage offers an opportunity for one on one performance objective 
setting between the manager and employee, based on work objectives that are 
aligned with organizational goals.  A Performance Objective is an indicator of 
effective work performance i.e. what is expected to be achieved on the job. It 
identifies the specific task, knowledge, skill, or attitude the employee should develop 
and demonstrate over the course of the performance cycle. In addition to establishing 
a clear link between organizational goals and individual action plans, this fosters 
ongoing, open communication concerning expectations and employee needs.  

 
Useful documents for performance planning 

 
• Strategic and business plans 
• Organization/program objectives 
• Employee job description 
• Previous year’s performance evaluation and learning plan 
• Organizational guidelines/policies for learning and development 

 
Setting Objectives the SMART Way 

 
Setting goals the SMART way means writing them so that they are: 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Specific: Specific objectives are clear to both employee and manager. 
Clarity has been achieved when both share the same understanding of 
what is to be achieved and what standards will be used to evaluate 
performance. 
 
Measurable: Objectives and standards must be able to be objectively 
observed and measured. 
 
Achievable: Objectives are attainable and still provide a stimulating 
challenge to the employee. 
 
Realistic: The objectives are within the realm of control (both in terms 
of authority and resources) of the employee to perform and the 
manager to observe. 
 
Time Bound: Objectives with a deadline are much more likely to be 
accomplished than objectives without a clearly defined timeline. 
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Beyond SMART: Other criteria for setting performance objectives 
 
Relevancy: The objective is relevant to the job in question. An objective could be 
SMART without necessarily addressing the contribution that a job should or could 
bring to the business. 

Acceptance: The objective needs to be acceptable to the manager and, especially, 
to the employee. In determining if an objective is acceptable, the manager needs to 
evaluate how a particular objective will assist him/her in reaching team goals, how the 
objective will affect the manager’s performance, and how it will impact with the 
employee’s confidence and/or perceptions.  

 
Other Considerations when Setting Objectives 

 
Setting performance objectives can be difficult especially when there is no precedent 
and/or the job or position is new to either the manager or employee. To get started, 
imagine how a fully functional employee would operate. Try to think about how this 
employee would behave in a particular situation.  Concentrate on the job itself and 
the desired results. Finally, develop the objectives together. 
 
Although there is no magic formula to increase the acceptability of objectives, 
employee participation at every phase of the performance management process is 
helpful.  
 
Incorporating both competencies and objectives into performance management may 
be a new approach for the manager and employee or the organization; therefore it is 
important to understand how the two integrate.  As mentioned at the beginning of this 
guidebook, performance objectives are typically considered to be the “what” of the 
job, e.g. the tasks that must be accomplished. Competencies on the other hand, are 
the “how” of the job and describe the behaviours that should be demonstrated in 
order to achieve the work objectives. This does not mean that for every objective, 
there is a unique competency associated with it. Many competencies can be required 
to achieve just one objective, or vice versa; one competency may apply to many 
objectives. Therefore, you should consider the application of competencies to 
performance management as a holistic approach, where the competencies included 
in the evaluation are those behaviours that are needed to perform the duties of the 
job and achieve the objectives identified overall. 
 
Use the Performance Management Planning and Evaluation Tool for Public 
Health to help you with your plan. 


