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INTRODUCTION
Purpose of this Guide – The purpose of this Desk Guide is to supplement DHS Management Directive 3181.1, “Performance Management,” by providing more comprehensive information, advice, and instructions on administering the Department’s Performance Management Program (Program).  This Desk Guide also supplements the Performance Management Training that is provided by both the Department and the Components and serves as an easy-to-use reference to help you become a more effective performance leader.  
The e-Performance Tool – The Program established by Management Directive 3181.1 is designed to support and foster a results-oriented high performance culture within DHS.  To that end, the Program requires the creation of individual performance plans which focus on outcomes and results.  Key events in the performance planning process are supported and documented in an automated ePerformance tool.  Refer to the Performance Management System User Guide for details on system access and use.  

Performance Management Training – A complete list of Performance Management Training available to supervisors and managers may be found at the OCHCO website at https://dhsonline.dhs.gov.  Alternatively, you may check with your Component’s training point-of-contact to learn what training is currently available.  In that regard, all supervisors and managers are required to complete Performance Management Training, typically no later than 90 days after assuming their responsibilities under the Program or within 90 days of their selection as a first-time supervisor. 
Employee Training – A complete list of training materials available to employees may be found on the OCHCO website at https://dhsonline.dhs.gov.  Alternatively, you may check with your Component’s training point-of-contact to learn what training is currently available.  
Goal Alignment Assistance – The first step toward establishing a performance management culture is to align your team’s performance goals with those of the rest of the Component, and DHS overall.  This is done via a Goal Alignment Process, which consists of a series of structured conversations and working sessions with intact work teams (i.e., you, and your direct reports and possibly your manager).  While challenging, these sessions are extremely beneficial in moving your work group forward to achieve higher overall performance.  All managers are encouraged to contact the Program Liaison Support Staff at 202-357-8388 or 202-447-3751 if assistance is needed to implement a goal alignment session.
Job Aids – A variety of job-aids are available on the OCHCO website at https://dhsonline.dhs.gov.  They cover such topics as how to prepare for a performance conversation, how to write goals, and tips for reinforcing desired performance.  The job aids are consistent with and reinforce Performance Management training.
For Assistance – If you have questions or suggestions about the DHS Performance Management Program, contact the Program Liaison Support Staff at 202-357-8388 or 202-447-3751 or send an e-mail to ProgramLiaisonSupport@dhs.gov.
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CHAPTER 1 – KEY DEFINITIONS 
Acceptable level of competence – Performance by an employee that warrants advancement of the employee’s rate of basic pay to the next higher step of the grade or the next higher rate within the grade as defined in 5 C.F.R. § 531.403, “Definitions,” of his or her position subject to the requirements in 5 C.F.R. § 531.404, “Earning within-grade increase.”  To be determined to be at an acceptable level of competence, the employee’s most recent rating of record must be at least “Achieved Expectations.”
Appraisal – The review and evaluation of an employee’s performance.

Appraisal period – The period of time established under the DHS Performance Management Program for reviewing employee performance; i.e., October 1 to September 30 (except United States Coast Guard, which is April 1 to March 31).
Coaching and feedback – The process of working with team members so that they know what is expected, giving them access to the tools to be successful, consistently encouraging and teaching them the right behaviors, and letting them know, both formally and informally, how they are doing.
Competencies – The measurable or observable knowledge, skills, abilities, behaviors, and other characteristics required by a position.
Core competencies – The validated competencies that apply broadly to all or many DHS jobs.
Contribution – A work product, service, output, or result provided or produced by an employee that supports DHS or organizational missions and/or goals or objectives.
Critical action – A single major action which must be taken to achieve a desired outcome.  (See definition of Outcome, ahead.)   Identifying critical actions is the second element of writing a goal statement.
DHS strategic priorities – One primary reason for the establishment of the Department of Homeland Security was to provide the unifying core for the vast national network of organizations and institutions involved in efforts to secure our nation.  In order to better do this and to provide guidance to the roughly 180,000 DHS men and women who work every day on this important task, the Department developed its own high-level strategic plan.  In addition to vision and mission statements, the plan includes seven strategic priorities:  

· Awareness - Identify and understand threats, assess vulnerabilities, determine potential impacts and disseminate timely information to our homeland security partners and the American public.  

· Prevention - Detect, deter and mitigate threats to our homeland.

· Protection - Safeguard our people and their freedoms, critical infrastructure, property and the economy of our Nation from acts of terrorism, natural disasters, or other emergencies.

· Response - Lead, manage and coordinate the national response to acts of terrorism, natural disasters, or other emergencies.

· Recovery - Lead national, state, local and private sector efforts to restore services and rebuild communities after acts of terrorism, natural disasters, or other emergencies.

· Service - Serve the public effectively by facilitating lawful trade, travel, and immigration.

· Organizational Excellence - Value our most important resource, our people.  Create a culture that promotes a common identity, innovation, mutual respect, accountability, and teamwork to achieve efficiencies, effectiveness, and operational synergies.

NOTE:  All performance goals documented in performance plans are linked to at least one of these priorities.  This is what is referred to as “line-of-sight.”

Entry/developmental position – A position that is below the full performance level of an established career ladder position.
ePerformance tool – A web-based performance management tool which automates the performance planning and appraisal processes to help supervisors and employees complete key actions required through the performance management cycle.  The tool includes a number of features to make the performance management process more consistent and easier to manage, including automated performance plans and appraisal forms.  Supervisors will use the tool to document quarterly and mid-year performance reviews as well as track performance against defined performance expectations.  
Formal training plan – A plan, prepared by management, which aligns the competency and task needs of a position with training and development requirements.  A formal training plan defines associated mandatory curriculum and development activities for the position.
High performance culture – An organization’s culture (i.e., values and ways of behavior) which aligns its human resources management practices, such as selection, training, and especially performance evaluation; focuses employees on goals and results; delivers a consistent message regarding the value of performance; and provides supervisors with the tools to move the organization forward. 

Individual development plan (IDP) – A plan, developed by an employee and discussed with the employee’s supervisor that identifies an employee’s short and long-term learning and developmental goals.  It contains elective training, education, and development activities to acquire the competencies to meet career goals.
Interim evaluation – A written narrative comments describing an employee’s performance prepared whenever an employee has been placed on a performance plan and (1) completes a detail or temporary promotion of more than 90 days, (2) moves to a new position or supervisor within DHS, or (3) is under the supervision of a rating official who leaves his or her position prior to the last 90 days of the rating period.  The employee must have been on an approved performance plan for at least 90 days.  Where the employee is on a detail or temporary promotion, the interim evaluation will be completed by the supervisor of the detail or temporary promotion.  No performance level ratings or summary rating are assigned.
Mid-year review – A formal, documented progress review between an employee and his or her rating official about the employee’s performance during the appraisal period.  It is required for all employees at the mid-point of the appraisal period.  No summary rating of overall performance is assigned.
Minimum period – The 90-day period of time during which an employee must perform under an approved performance plan before receiving an interim evaluation or a rating of record.
Outcome – A result or impact you are aiming for and what you want to achieve.  In other words, what is created, delivered, or changed as a result of achieving a goal.  Identifying outcomes is the first element of writing a goal.
Performance – Accomplishment of work assignments or responsibilities.
Performance appraisal – See definition of “Appraisal.”
Performance expectations – That which an employee is required to do, as described in 5 C.F.R. § 9701.406, and may include observable or verifiable descriptions of quality, quantity, timeliness, and cost effectiveness.  They describe “what” and “how” work will be accomplished and “how” the accomplishments will be measured.  Performance expectations may take the form of:

· Goals that set general or specific performance targets at the individual, team, and/or organizational level.
· Organizational, occupational, or other work requirements, such as standard operating procedures, operating instructions, administrative manuals, internal rules and MDs, and/or other instructions that are generally applicable and available to the employee.
· A particular work assignment, including expectations regarding the quality, quantity, accuracy, timeliness, cost effectiveness, and/or other expected characteristics of the completed assignment.
· Competencies an employee is expected to demonstrate on the job, and/or the contributions an employee is expected to make.
Performance goals – Specific goals assigned to an employee by the supervisor/manager that describe specific results that are to be achieved and which are described in the employee’s performance plan.  A minimum of one goal must be assigned to an individual.  Three to five are encouraged.
Performance management – Applying the integrated processes of aligning, setting and communicating performance expectations, monitoring performance and providing feedback, developing performance and addressing poor performance, and rating and rewarding performance in support of the organization’s goals and objectives.  This process will be facilitated by the ePerformance tool.  
Performance plan – A written plan which describes the performance expectations that are to be met during the appraisal period.  Employees who are expected to be on detail or temporary promotion for more than 90 days will be placed on performance plans by the supervisor of the detail or temporary promotion.
Performance Review Board - One or more boards established at the discretion of heads of Components to assist senior leaders in ensuring Component-wide rating consistency and internal equity regarding implementation of any aspect of the DHS performance management program and for other performance management purposes.
Performance standard – The performance requirements that must be met to be appraised at a particular rating level of performance (e.g., quality, quantity, timeliness, cost effectiveness, accuracy, conformance with instructions, expected work characteristics).  Standards are described at the “Achieved Expectations” and “Achieved Excellence” levels.

Progress review – A formal, documented discussion between an employee and his or her rating official about the employee’s actual performance as compared to communicated performance expectations.  Progress reviews include quarterly reviews and mid-year reviews.  Other progress reviews are recommended when there is substantial change in an employee’s performance.  No performance level ratings or summary rating of overall performance are assigned.
Quarterly review – A formal, documented progress review conducted on a quarterly basis between a rating official and (1) an employee who encumbers an entry/developmental position or (2) DHS supervisors during their first year of coverage under the Program.  No performance level ratings or summary rating of overall performance are assigned.
Rating official – The official, generally the first-level supervisor, who prepares the employee’s performance plan (with input from the employee), conducts progress reviews and prepares any interim evaluation(s), and the final rating of record.

Rating of record – A performance appraisal that is prepared:

· at the end of the appraisal period covering an employee’s actual performance of assigned duties as measured against performance expectations over the applicable period; or

· to support a within-grade increase granted under 5 C.F.R. § 531.404, “Earning within-grade increase,” or a pay determination granted under other applicable rules.
Reviewing official – The official, generally the employee’s second-level supervisor, who reviews and approves the performance plan and rating of record.
Self-Assessment – An employee’s self-rating of his or her performance of assigned duties and responsibilities against established performance plan requirements.  
SMART – An acronym for criteria (Specific, Measurable, Achievable, Results-Oriented, Time-Bound) which can be used to check for the balance and appropriateness of a goal.
Summary rating – The performance level (“Achieved Excellence,” “Exceeded Expectations,” “Achieved Expectations,” or “Unacceptable”) summarizing the employee’s overall performance during the period appraised.
Unacceptable performance – The failure to meet one or more performance expectations.
CHAPTER 2 – RESPONSIBILITIES
2.1
Overall Program Responsibilities

Overall responsibility for the administration of the Department’s Performance Management Program rests with the Secretary of Homeland Security, who is tasked with implementing 5 C.F.R. Part 9701, Subpart D, “Performance Management,” and Management Directive 3181.1, “Performance Management.”  In this regard, the Secretary must ensure that the Department’s Performance Management Program promotes and sustains a high-performance culture by incorporating the features identified in 5 C.F.R. § 9701.401(b). 
The Under Secretary for Management, operating through the Department’s Chief Human Capital Officer, is responsible for the design and implementation of the Department’s Performance Management Program in accordance with 5 C.F.R. Part 9701, Subpart D, and Management Directive 3181.1, “Performance Management.”  To that end, the Under Secretary is responsible for coordinating the administration of the Program throughout the Department; issuing operational guidance and technical assistance and advice; making resources available to train supervisors, managers, executives, and employees; and monitoring and periodically evaluating the Program to ensure its compliance with applicable laws, rules, regulations, and directives.

Heads of DHS Components are responsible for the administration of the Department’s Performance Management Program within their organizations.  They are responsible for ensuring the Program’s compliance with applicable laws, rules, regulations, directives, and other requirements.  They must also develop and communicate their organizational goals and priorities to subordinate officials so they may be incorporated into individual employee performance goals and expectations, and provide rating and reviewing officials with results of organizational performance for use in preparing ratings.  Heads of Components must also ensure that appropriate and adequate training is provided for supervisors, managers, executives, and employees, to include ensuring that all supervisors and managers attend the mandatory Performance Management Training.  They must delegate the requisite authority to supervisors, managers, and other management officials to effectively administer the Program and hold them accountable for carrying out their responsibilities under the Program.  And finally, they must establish an oversight process [e.g., Performance Review Board(s)] to ensure Component-wide consistency and internal equity in the administration of the performance management program.
DHS Component Human Resources Officers must ensure that the Department’s Performance Management Program is administered in a manner consistent with applicable laws, rules, regulations, directives, and other requirements.  To that end, they provide direction and technical advice and guidance to supervisors and managers and deliver appropriate training to anyone with responsibility for administering the Program.  They must also develop standardized goals, as appropriate, with employee involvement, for positions with like duties and responsibilities.  And finally, Human Resources Officers are also expected to monitor the administration of the Program on a continuing basis, conduct periodic evaluations of the Program, and respond promptly and correctly to the findings of such monitoring and evaluations.

2.2
Responsibilities of Reviewing Officials

The reviewing official is normally an employee’s second-level supervisor.  If you find yourself serving as a reviewing official, your primary responsibilities under the Program are to review and approve the performance plans and ratings of record prepared by the rating officials who report to you.  Beyond this, though, you have a number of significant responsibilities, including:

· Managing individual and organizational performance and creating a work culture and environment that promotes a high-performance work unit. 

· Implementing the principles, policies, procedures, and requirements of the Performance Management Program within your work unit.
· Ensuring that rating officials carry out their responsibilities under the Program and assessing their performance in fulfilling these responsibilities.
· At the beginning of each appraisal cycle, reviewing and approving the performance plans that your subordinate rating officials prepare to ensure consistency, fairness, completeness, and objectivity, and making sure that performance plans reflect the larger organization’s overall needs and goals.  

· Reviewing and approving ratings of record.
· Attending all required training, including Performance Management Training. 
· Ensuring that organizational performance is considered when ratings of record are executed and reconciling any discrepancies between organizational performance and individual performance ratings (e.g., addressing situations where organizational performance may be rated low and individual performance rated high or where organization performance is rated high but individual performance is rated as not meeting expectations).

You are responsible for ensuring the requisite fairness, uniformity, and consistency in the administration of the Program within your organization by seeing that all your subordinate rating officials are adhering to the principles, policies, procedures, and requirements of the Program.   You play a key role in helping the Department and your organization create and maintain a high performance culture.
2.3
Responsibilities of Rating Officials

As a rating official you have a number of important responsibilities under the Performance Management Program, among which are the following:

· Establishing individual performance plans and creating a work culture and environment that promotes a high-performance work unit.
· Communicating performance expectations clearly and holding employees accountable for achieving them, monitoring employees’ performance and providing feedback, developing employees, making meaningful distinctions among employees based on performance, fostering and rewarding excellent performance, consider the performance of the work unit as a whole when preparing employee ratings and resolve any inconsistencies between the two, and addressing poor performance.
· Conducting progress reviews (including mid-year and, when required, quarterly reviews), and preparing interim evaluations and ratings of record as provided for in Management Directive 3181.1, “Performance Management.”  When completing ratings of subordinate supervisors, ratings official should consider the overall performance of their organization.
· Complete all required training, including the mandatory Performance Management Training.
2.4
Responsibilities of Employees

All employees have the responsibility to perform in a manner that meets the performance expectations that you, as their immediate supervisor, have established for them.  Employees are also responsible for the following:

· Ensuring that they have a clear understanding of the performance expectations you expect them to meet.  

· Participating in discussions about their performance and documenting their performance as provided for in Management Directive 3181.1, “Performance Management,” during progress reviews (including mid-year and quarterly reviews) and when the rating of record is prepared. 

· Performing to the best of their ability and seeking to improve in all aspects of their work to include identifying any perceived training needs.
· Providing self-assessments as provided in Management Directive 3181.1, “Performance Management.”

KEY POINT:   Creating a high performance culture is a major goal of the DHS Performance Management Program.  Getting there is a journey which can only be attained if all parties, from senior officials to first-line supervisors and their direct reports, take their performance management responsibilities seriously.  This includes rearranging priorities, if necessary, to make sure the responsibilities outlined above are carried out as intended.  

CHAPTER 3 – THE PERFORMANCE MANAGEMENT CYCLE

3.1
Introduction
The DHS Performance Management Cycle is depicted below:
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3.2
Three Stages
As the diagram indicates, the performance management cycle involves three distinct phases: 

· Performance planning 

· Progress reviews 

· An annual appraisal with a link to other personnel actions
3.3
The Vital Connectors

The vital connectors between each stage are coaching and feedback.  You should coach and provide feedback to those who report to you on a regular basis.  Doing so provides both you and employees the opportunity to improve organizational and individual performance through effective day-to-day communications.  Not all employees require coaching.  However, everyone, including you, should benefit from regular feedback.  Fair and accurate informal feedback on performance, especially when from a knowledgeable source, is the single most effective performance management lever available to you.  Such on-going communications with employees and between you and your supervisor is a fundamental cornerstone of a performance-based culture.  This is why Performance Management Training places so much emphasis on the subject.  
When is the last time you provided feedback to each of your employees?  If your answer is, “They already know how they are doing” or “they do not need it,” you may want to ask them.  It would not be unusual if you found some employees believe they are exceeding expectations when you know otherwise.  Or you may find that employees believe they are not meeting your expectations but you believe they are.  Letting all employees know where they stand can be a powerful motivator.
CHAPTER 4 – PERFORMANCE PLANNING (GENERAL)
4.1
Performance Planning Requirements

Performance planning is the critical first step to a successful performance management process and an essential ingredient to achieving and sustaining a high-performance culture.  The most important requirement is that you develop a results-oriented performance plan for each employee at the beginning of the appraisal cycle.  You should base the plan on the requirements of the employee’s position.  Each plan will identify the specific performance expectations that have been established for the employee and for which the employee will be held accountable.  Chapter 5 provides guidance on how to determine and write results-oriented performance goals.   Performance expectations will normally be expressed in terms of individual performance goals with measurable outcomes, additional core competencies, and associated performance standards.
Another requirement is that organizational and individual goals be aligned.  Helping employees see a “clear line-of-sight” between their goals, organizational goals, and Department strategic priorities is an important way of making sure they are focusing their efforts on the work that makes the greatest contribution to mission accomplishment.  Performance management provides the tools for you to take a close look at every job so you can align the work you and your employees do with the strategies, objectives, vision, and values of the Department.  If you do that successfully – keep in mind it is a constant journey – all will benefit.

4.2
Individual Development Plans 

As part of the performance planning process, you should encourage employees to discuss their short and long-term learning and developmental goals and to develop an IDP.  The IDP contains elective training, education, and developmental activities in which employees may engage to acquire the competencies to meet career goals.  Remember, though, management retains sole discretion to determine the extent to which IDPs may be supported by the organization after considering such relevant factors as operational requirements and budget limitations.  IDPs represent an employee’s personal developmental plan.  Such plans should serve as a basis for career counseling and guidance throughout the year.

4.3
Employee Involvement
You and the employees you supervise share responsibility for establishing performance plans.   Performance leadership is premised on the belief that employees perform best when they feel connected to their work and their organization.  While pay-for-performance and market-based pay are important tools for attracting and keeping high performers, actual performance improvement – a goal of performance management – will be affected much more by the culture of your organization.  The culture of the organization you supervise, be it a branch or a unit or some other entity, is greatly influenced by how you interact with your employees.  In a performance-based culture, the value of involving employees in the planning process should not be underestimated.  Added values from employee involvement could include:  

· A better understanding of expectations and results which are to be attained and why they are important.
· Ownership of the performance plan.
· Improved performance that flows directly from having helped set both the goals and the standards by which they will be measured and evaluated.

The core competencies (and their work behaviors) on which employees will be appraised are pre-established for each type (professional or technical) and level (grade/band and supervisory level) of work.  However, you have a very important job to identify the specific performance goals (at least one, but three to five are encouraged) and their related standards that are used to fully spell out an employee’s performance requirements under the first core competency of “Achieving Results (Performance Goals).”  It is while establishing these individual performance goals and measures of performance that you will be able to actively seek employee input and involvement.   Below are some thought-provoking questions you may want to consider when engaged in goal setting discussions with employees:

●
“How do you see the cascaded goal setting as similar to or different from goal setting you have done in the past?”
●
“What examples of cascaded goals do you have from any previous experience you have had setting goals?”
●
“How easy or how difficult do you think it will be to set goals that are relevant and connected – and why?”
●
“Do you have any suggestions for your personal goals?”
●
“Do you have any suggestions on how to measure the goals such as quality or timeliness?”
●
“How easy or how difficult do you think it will be to meet our goals – once set?”
Remember:  performance management focuses on collaboration between supervisors and employees.  When employees have input into their own goals and how they will be assessed they tend to be more committed to attaining or exceeding the goals.  
4.4
Approval Process

The process you will follow for approving an employee’s performance plan is quite simple and is facilitated by the automated ePerformance tool:  

· Employee or supervisor drafts performance goals and associated expectations – employees should be involved in this process.  
· You will finalize the employee’s Individual Performance Plan in the ePerformance tool and have the goals approved by the reviewing official.  This is typically done within 15 days after the beginning of an employee’s appraisal period or within 15 days of an employee’s entrance into a new position. 
· Discuss the plan with the employee and issue the plan to the employee through the ePerformance tool. This should be done within the first 30 days of the rating cycle or of an employee’s entrance into a new position.  The discussion should include an explanation of how ratings of record are linked to other personnel actions.  

· The performance plan becomes effective upon receipt of the plan by the employee..

NOTE:  Performance plans for employees on details or temporary promotions of more than 90 days do not require the higher level review and approval of a reviewing official.

4.5
Performance Plans are Living Documents

Performance plans are not set in stone.  Any number of events can take place during a rating period that would warrant changing a plan.  For example, plans may be changed to reflect:

· New organizational goals.
· Updated goals when outside influences beyond an employee’s control make the original goals unachievable.
· The priorities of a new manager or supervisor.
· A change in assumptions about what can be reasonably achieved during the rating period. 

· Shifts or changes in mission.  

When necessary, the affected performance plans should be modified and annotated to reflect the new goals and priorities and communicated to employees.
  Just as with establishing performance plans, any changes should also be done with employee input.  A change without employee input could be viewed as suspicious and work counter to the goal of keeping employees “connected” to the organization.  Changes in plans are typically discussed with the reviewing official and must be communicated to the employee prior to holding the employee accountable.  At quarterly or mid-year progress reviews, the performance plan itself should be officially modified to reflect the changes.  As a general rule, changes to performance plans should not be made during the last 90 days of the rating cycle.  However, if it is necessary to make a change during that period you will need to extend the rating period so the employee has an opportunity to work under the changed performance plan for at least 90 days.
CHAPTER 5 – PERFORMANCE PLANNING (ESTABLISHING EXPECTATIONS)
5.1
Introduction

One of the most important aspects of performance management is setting and communicating performance expectations – core competencies, results-oriented performance goals, and their associated performance standards – to your employees.  This must be done with care and precision because performance expectations are the tools with which you assess the contributions that your employees make – or do not make – to the organization and, equally important, they are the tools with which your employees may assess their own contributions to the organization.  In short, they are the tools by which you ultimately judge the relative value of your employees to the organization, and the means by which your employees know how they are doing on a continuing basis throughout the appraisal period.  Without clear and well-defined performance expectations, neither you nor your employees can know for sure how well they are doing and whether the work they are doing is truly value-added.
5.2
The Framework 

5.2.1
A Results-Oriented Competency-Based Appraisal System

The Performance Management Program adopts an appraisal system that balances competency measures and achieving results.  

The DHS competency model has six pre-established core competencies for all employees (plus two more for supervisors and managers) which you will use in evaluating their performance.  These core competencies have been validated and apply broadly to all or many DHS jobs.  The diagram below depicts the validation process:
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The six core competencies that have been pre-established and on which employees will be appraised are: 
· Achieving results (performance goals)

· Technical proficiency

· Customer service (except for positions in the 1811 and 1896 series)

· Teamwork/cooperation

· Communications

· Representing the agency

Supervisors and managers will be appraised on the following two additional competencies:

· Assigning, monitoring and evaluating work 

· Leadership

5.2.2
Performance Goals and Standards for the First Core Competency of “Achieving Results (Performance Goals)” 

The first core competency, “Achieving Results (Performance Goals),” is the results-oriented portion of the rating.  A considerable amount of time in Performance Management Training is devoted to developing the important skills that are used in establishing goals under this competency.
●   Performance Goals.  Under the “Achieving Results (Performance Goals)” competency you must establish, jointly with employees, individual performance goals to reflect the specific results that employees are to accomplish during the performance rating period.  These goals describe what is expected during the performance period.  You must establish at least one performance goal; however, three to five goals are recommended.  As discussed below, these individual goals must align with and support the mission and goals of your organization, Component, and the strategic priorities of the Department.  

●   Performance Standards for Goals.  At the time you establish performance goals under the first core competency of “Achieving Results (Performance Goals),” you will also adopt specific performance standards for each of the goals identified.  These standards reflect the performance requirements that must be met to be appraised at a particular rating level of performance (e.g., quality, quantity, timeliness, cost effectiveness, accuracy, conformance with instructions, expected work characteristics).  

     These performance goals and associated performance standards are to be established in accordance with the DHS goal-setting criteria (i.e., Alignment, Results-Oriented, Credible Measures and Targets, Distinctions in Levels of Performance, and Balance) and confirmed by use of the SMART goal wizard in the ePerformance tool.
5.2.3
The Additional Core Competencies and Performance Standards 

As noted, there are five additional core competencies (seven additional core competencies for supervisors and managers) on which performance will also be appraised.  The Department has pre-established these competencies and their associated Department-wide performance standards at the “Achieved Expectations” and “Achieved Excellence” level.  Since these remaining core competencies and their performance standards are pre-established, you do no have to add to them or change them.  They are set automatically.  You will use the pre-established standards when you evaluate an employee’s actual performance on each of the remaining five (seven for supervisors and managers) core competencies.
5.3
Establishing a “Line-of-Sight” with the Organization’s Goals

In establishing the specific goals that will be used in measuring performance under the “Achieving Results (Performance Goals)” competency, you must ensure that a clear “line-of-sight” exists between what your employees are doing in their day-to-day work and the overall mission and goals of your organization and those organizations above you – including the mission and goals of your Component and the strategic priorities of the Department.  

Aligning and cascading goals are the processes by which you can establish a clear line-of-sight to ensure that employees’ individual goals direct them to delivering the most important outcomes in terms of the goals and priorities set forth in the Department’s Strategic Plan.

5.4
The Overall Goal Alignment Process

The goal alignment process consists of a series of interactive, facilitated planning sessions held for the purpose of developing organizational and individual plans for achieving the Department’s priorities.  These sessions flow from one level of the organization to the next in a cascade.  The graphic below shows the cascading concept.
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The specific steps in this cascading process are summarized as follows:

· The Department’s strategy and priorities (see definition of “DHS strategic priorities” in Chapter 1 – Key Definitions) are established by the Secretary and incorporated into the Department’s Strategic Plan.

· The strategies and priorities at the Component level are established by the Component Head and his or her staff to support the Departmental strategy and priorities that have been set by the Secretary.

· Senior executives within the Components participate in goal alignment sessions with the officials who report to them, and together they establish tentative goals for their teams, define measures and targets, and assign responsibilities.

· The process of aligning goals is repeated by subordinate executives and managers who hold sessions with their teams to arrive at tentative goals for their organizational units.

· After these goal alignment sessions are held and tentative goals identified, the executives and managers meet with their superiors to finalize their organizations’ goals.  

· These steps are repeated until all goal alignment sessions have been conducted at all appropriate levels.

The general goal alignment process described above creates dialogue between managers and employees at every level and focuses attention on what work needs to be done.

5.5
Conducting Goal Alignment Meetings

Your role in the goal alignment process is critical because ultimately the goals that are cascaded down to you and your organization must be translated into individual performance goals and associated performance standards and incorporated into the annual performance plans of individual employees.
To accomplish this you must first hold team meetings with your employees and, together, come to an understanding of what is expected of your organization and employees.  These meetings should consist of an active and participative exchange between and among you and your employees so that you all gain a common understanding of the priorities that have been set, build trust among everyone in your organization, and reach an understanding of what must be done and who will be responsible for what.  This exchange with your employees will help ensure that individual employees obtain a clear “line-of-sight” to the organizational objectives that have been established.

After you have conducted goal alignment meetings with your team as a whole, you must then meet individually with your employees and formulate the specific performance goals and associated standards that apply to each of them.

"It is not enough to do your best; you must know what to do, and then do your best." 
 
5.6
Writing Goals 

One of the first actions managers and supervisors must take in managing performance is to develop individual performance goals under the first core competency of “Achieving Results (Performance Goals)” for themselves and their employees.  The results-oriented goals that you establish account for 60% of an individual’s performance rating and, therefore, the establishment of these goals is one of your most important jobs in administering the Department’s Performance Management Program.  
The key to writing good individual performance goals is to ensure that they meet the following goal-setting criteria:

●
They are in alignment with the DHS strategic priorities as they are defined and addressed at each level of the organization.
●
They are results-oriented (rather than activity focused) in that they specify results through critical actions and outcomes.

●
They contain credible measures and targets that provide accountability for outcomes.

●
They define performance at both “Achieves Expectations” and “Achieves Excellence” levels of performance.

●
They are balanced in that individual goals reflect all aspects of the major outcomes needed to achieve the desired results.

The following sections explain in more detail the five steps that you should follow in developing performance goals for your employees.
NOTE:  The information presented here is only a thumb-nail sketch of the goal writing process.   You should endeavor to complete all Performance Management Training and access other performance management resources available to you.
5.7      Five Steps in Goal Writing

5.7.1   Step 1:  Align with Organizational Strategic Priorities

You begin by identifying the strategic and organizational priorities which you have responsibility to support.  The diagram below reflects the seven DHS strategic priorities:
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You are strongly encouraged to meet with your supervisor/manager to review the strategic priorities and how you are expected to support them before writing your own individual performance plans.  Once your goals and those of your organization have been established, you should hold a goal planning meeting with your team to discuss how their goals will align with your performance plan, the goals of your organization, the goals of the Component, and the DHS strategic priorities.  You may obtain assistance with the goal alignment process (i.e., facilitation) by contacting the help desk at 617-357-8388 to schedule an appointment, or you may lead the discussion yourself.

The keys to this discussion with your team are determining:

●
Which strategic priorities the team supports – most often the team supports only a few of the Department’s seven priorities (Awareness, Prevention, Protection, Response, Recovery, Service, and Organizational Excellence).
●
What major outcomes the team will need to accomplish to achieve or contribute to strategic priorities at the team’s level of the organization.
●
What important changes/new ways of working the team will need to make to ensure that outcomes are achieved.
●
Who on the team owns which outcomes.
●
That everyone on the team is clear about his or her responsibilities and how each individual’s work supports the organizational priorities and goals.
One approach you may take during this discussion is to identify how your individual and organizational goals may be broken into discreet assignments and who on your team will be responsible for each of these assignments.  Be sure that everyone on your team is clear about his or her responsibilities and how each individual’s efforts support the organization’s priorities.  As a general matter, goals may be allocated among your staff in several different ways:
●
Each team member has the same goals and targets.

●
Each team member has different but complementary goals and targets.
●
Team members work by project and have specific goals that may be longer or shorter than the annual performance cycle.

5.7.2    Step 2:  Create Results-Oriented Goals

You may create specific performance goals from the discreet work assignments discussed above at the time you hold goal alignment meetings with your team or in follow-up one-on-one meetings with individual employees.  
Remember that a goal consists of four important elements:  a results-oriented outcome, the actions required to achieve the outcome, clear measures to monitor employee performance towards achieving the outcome, and specific targets during the performance period.  These are further explained below.
●
An outcome – A result or impact you are aiming for and what you want to achieve.  For example, increased situational awareness, improved border security, more timely/accurate processing of immigration applications, improved relations with an internal or external organization, decreased flow of illegal goods, increased number of enforcement measures, or improved service performance.
●
Critical action required – The most important action that must be taken to achieve the desired outcome.  For example, foster and maintain key relationships with partners and colleagues (internal and external) at appropriate levels – local, state, federal and international, including the JTTF; keep current and test all COOPS; maintain a well trained workforce regarding specific skills for security awareness; allocate resources effectively to respond to local situations and/or new intelligence; effectively manage port infrastructure.  

●
Measures – The source of information used to track or monitor the achievement of a desired outcome during the performance period.  This is discussed in more detail in Step 3, below.

●
Targets – The measurement score you are after and the point in time when you expect to reach it.  This is discussed in more detail in Step 3, below.
5.7.3    Step 3:  Identify Measures and Targets  

Once you have created a results-oriented goal, measures and targets need to be defined.  Measures and targets define the level of performance required and describe how supervisors and employees will know whether performance is on track.

Measures 
You may have heard the saying, “If you can’t measure it, you can’t manage it.”  The measure of an outcome is the way you plan to keep score – a simple enough concept, but more than likely the most challenging part of setting clear and useful expectations.

You may find it easy to define measures for certain outcomes (for example, incident reports, customer feedback, shipping or budgeting reports).  Defining measures for other outcomes, however, may require much more thought and discussion, and sometimes team debate.  For any desired outcome, you need to think carefully about the indicators you will use to track progress and evaluate success.

Generally speaking, there are two kinds of measures:

●
Recurring – usually measured as rate, frequency, number, or percentage.
●
Project or one time – usually measured by time, deadline, cost, and quality levels.
Measures may be either qualitative or quantitative but must provide clear standards for assessing success.  Be as specific as possible about how qualitative measures will work and ensure that everyone understands the standards you will use to assess performance.  When possible, use existing processes, reports, or measures rather than creating new ones.  If the measurement process requires more work than the goal, you may want to rethink your approach.  Avoid simply measuring what is easiest to count in hope of finding the one or two things that correlate highly with the results you end up with. Work with your team to think through and determine the best indicators of success.
Targets
If measures define how you will keep score, targets define the score you are after.  They describe what winning will look like.  Your targets are usually established based upon:
●
Your organization’s targets.

●
Your targets as a supervisor.

●
Historical data (e.g., increases over past performance).

●
Customer requirements (e.g., service levels expected by customers).

●
External standards set by others, including regulatory bodies.

Some targets are given, such as those set at higher levels of the organization in the form of, for example, occupational goals for high-incumbent positions.  However, you and your team will be able to set other targets yourselves.  Your employees generally will be more committed to targets set with their input or influence, since targets define success and form the basis of performance evaluation.  Targets, particularly when written at the “Achieved Excellence” level, should stretch employees but not be out of reach.

Remember that employees are more likely to support a target if they:
· Understand the rationale for setting it at a particular level.
· Have an opportunity to discuss the issues/challenges involved in achieving it and, when possible, influence the target itself.
· Believe it can be achieved.
· Are involved in tracking progress and are given regular feedback on progress.

5.7.4    Step 4:   Define Two Levels of Performance

The first level of performance is written at the “Achieved Expectations” level.  Measures and targets set at this level should ensure that the goal outcome (results) is completely achieved.  An employee who performs at the “achieved expectations” level will have performed in such a way that both your own individual goals as the unit chief and those of higher organizational levels have been met.
The next level of performance that you must define is at the “Achieved Excellence” level.  This means creating a new set of measures and/or targets.  Performance at this level should reflect a significantly higher level of performance and should make a major contribution to the results achieved.  Often this level is not so much about working faster and cheaper, but more about:

●
Re-thinking how the work is done.
●
Innovating to go beyond the way the job is done currently.
●
Setting a new level or standard of performance that could be adopted in the future.
The key here is to make sure that this level of performance does, in fact, have a major impact on the ability of the organization to achieve its missions, goals, and strategic priorities.  Goals at this level, if written at a level that requires employees to “stretch,” will ask employees to give more effort than in the past, to work harder/smarter, and will have the potential to result in improved individual and organizational performance. 
Here are two methods you may find useful in distinguishing between targets at the “Achieved Expectations” and “Achieved Excellence” levels:

●
Make the targets higher or more complex.  For example:
· Achieved Expectations:  90% invoices processed by end of cycle

· Achieved Excellence:  99% invoices processed by end of cycle

●
Define a distinctive approach which would require initiative, innovation, and continuous improvement on the part of the individual.  For example:
· Achieved Expectations:  Process 99% invoices accurately

· Achieved Excellence:  In addition to processing 99% invoices accurately, works with vendors to identify most common sources of errors on invoices and reduce vendor errors by 50%

5.7.5    Step 5:  Ensure Balance

Ensuring balance means checking to see that the goals you establish will result in overall success in achieving the goals and priorities and do not create unintended consequences.  The goal is to strike a balance to ensure an individual’s behavior does not miss the mark of achieving the overall results.  Examples of unintended consequences include:

●
Creating goals that concentrate so much on speed that quality is unintentionally sacrificed.
●
Putting so much emphasis on enforcement that prevention is unintentionally overlooked as an important way to reduce overall crime.
Another way to seek balance among all the performance goals you establish is by identifying the importance of each goal.  You do this by assigning weights to them.  Weights may be used to show whether all goals are considered of equal value or whether some goals are considered more important than others.  In assigning weights to goals, you should take into account such matters as the difficulty of the goal, the amount of time you expect the employee to devote to the goal, and the importance of achieving the goal.

The above aspects of balance relate to results-oriented goals.  Keep in mind, though, that, in a broader sense, another aspect of balance is achieved with the other 40% of performance – the additional five or seven core competencies which reflect how managers and employees work with others and go about getting results.  Everyone has responsibility for working effectively with customers and for representing his or her organization to outside entities.  Managers and supervisors have responsibility for working effectively with employees.  It is important that you not lose sight of the important place these other core competencies have in the assessment of individual performance and in achieving a high-performance culture.
5.8   Validate Goals with SMART Criteria

Once you have drafted performance goals and their associated performance standards you should use the SMART criteria to confirm that all the goal-setting criteria (alignment, results-oriented, measures and targets, two levels of performance, and balance) have been properly incorporated into the goals.  SMART is an acronym for Specific, Measurable, Achievable, Results-Oriented, and Time-Bound.  Validate the goals and performance standards you have established by putting them up against the SMART criteria:
· Specific – The goals and standards should be written in clear, concise terms that are or should be readily understood by you and the employee.  Vague goals can lead to confusion, lack of focus, and disagreements over whether they have been achieved or exceeded.  
· Measurable – You must establish the criteria by which you will track progress and evaluate success.  Establishing the right criteria – or measures – may be the most difficult part of this exercise and requires considerable thought, discussion, and analysis.  Remember that although a measure may not always be quantifiable in the strictest sense, that does not mean it is an invalid measure of success.  The important point is that the measure be expressed in such a way that both you and the employee understand its meaning.  
· Achievable – Having achievable goals and standards is important to ensure that the goal is within the employee’s sphere of influence and control.  You may not hold an employee accountable for something over which he or she has no control.  
· Results-Oriented – This means that an employee’s individual goals are aligned with the Department’s strategic priorities and the various organizational goals that have been established to achieve those strategic priorities.  That is, an employee’s individual goals are linked to and are supportive of your own performance goals, the goals of your organization, and the goals of higher organizational levels within the Component, all of which contribute to the achievement of the Department’s strategic priorities.  
· Time-Bound – All goals and their performance standards should include the target date for completion of the goal.  Complex goals or goals that extend beyond the end of the rating period may have subordinate milestones.  These targets and milestones will help you and the employee track progress and will allow you to measure the employee’s success in achieving the goal.  

There is a link in the ePerformance tool to a Goal Writing Tutorial that will guide you through the process of writing goals that meet the five DHS criteria for performance goals  

5.9   Examples of Results-Oriented Goal Statements and Performance Standards

The following are examples of results-focused goal statements and performance standards at both the “Achieved Expectations” and “Achieved Excellence” levels.  As more experience under the Performance Management Program is gained, additional examples reflecting a broader range of jobs will be provided:
Example 1 (Work Group Director)
Goal:  Improve customer satisfaction by reducing the administrative burden on customers and by streamlining and simplifying processes.

“Achieved Expectations” level:  During this performance period, you will be responsible for leading the XXXX Team as it completes the YYYY Project.  You will ensure that all work is delivered to the customer by the end of the fiscal year (September 30) and that the customer’s needs for an improved business process will be met.  Customer satisfaction surveys will be sent out on a quarterly basis and the team will receive at least satisfactory scores on all dimensions assessed.

“Achieved Excellence” level:  As above, but all work is delivered by end of third quarter (June 30) and customer satisfaction surveys shows consistently better than satisfactory scores.

Example 2 (Management Analyst)

Goal:  Conduct research and provide recommendations to customers that improve their business processes.

“Achieved Expectations” level:  For the next three months, you will work on the XXXX project.   For this project you will conduct research on and develop recommendations for improving the targeted processing time by at least 10%.  You will meet with the customer to coordinate the project requirements and confirm the customer’s needs for the project.  You will be responsible for preparing a report that includes a summary of your research, analysis of options, recommendations for the project that meet project requirements, and identifies potential obstacles to the implementation of these recommendations and, where applicable, identifies ways to address those obstacles. 
“Achieved Excellence” level:  As above, but the project is completed within two months and there is more than a 15% reduction in processing time.
Example 3 (Program Analyst)

Goal:  Develop and support a performance management system that recognizes good performance, addresses poor performance, and is integrated with other personnel programs.

“Achieved Expectations” level:  By the end of the second quarter (June 30), you will have completed an initial draft of a new Performance Management System.  In accomplishing this, you will collaborate with key stakeholders.  Your draft will also include recommendations on how to implement the new System.   

“Achieved Excellence” level:  As above, but the draft is completed by April 30; the initial draft incorporates “best practices” as identified by public- and private-sector experts in the field of performance management; and the implementation plan takes into account to the extent practicable the interest of all stakeholders and any relevant external considerations, such as the budget cycle, provisions of negotiated agreements, and the interests of the OPM.

Example 4 (job titles vary depending on the function being supported and whether the job requires functional or technical support or both)
Goal:  Improve Help Desk operations.

“Achieved Expectations” level:  Improve help desk operations by 15% as measured by 1) system turn-over documentation completed prior to accepting systems into production; 2) systems supported “primarily” by service provider, vendor and/or customer’s existing support mechanisms for Tier 1 through Tier 3.
“Achieved Excellence” level:  Improve overall help desk operational efficiencies by more than 15% by the end of FY.
Example 5 (Human Resources Specialist)

Goal:  Develop Department-wide staffing policy.
“Achieved Expectations” level:  Develop and publish three new DHS human capital directives in the staffing policy/recruitment arena by September 30.  Directives should be developed based on accurate research of the USC, CFR and DHS regulations.
“Achieved Excellence” level:  In addition to the measures established under Achieved Expectations, published directives are incorporated into the web-based management advisory services site and are supplemented by innovative management guidance and other materials, such as FAQs for managers and subject matter experts.

Example 6 (Human Resources Specialist)
Goal:  Implement Performance Management System – Part I.
“Achieved Expectations” level:  Implement a full production system (release 1.0 – 1.3) for performance management supporting Phase I and II employees by April 30 as measured by 1) meets technical and functional business specifications; 2) performs within SLA tolerances for response time and availability; 3) complies with NIST standards that support an IATO/ATO; 4) passes user acceptance test criteria.

“Achieved Excellence” level:  Performance management system is implemented with the following re-work standards in regards to functional and technical performance requirements:  zero execution critical re-work; less than 10% administrative re-work; no more than 5 substantive re-work items to improve efficiency and effectiveness; the remaining identified work is included in later releases.
5.10     Employee Involvement in Identifying Goals and Standards
You have considerable discretion in deciding what performance goals and standards you want to establish under the “Achieving Results (Performance Goals)” competency.  However, in so far as practicable, you are asked to involve employees in the development of their performance plans.   You should engage in meaningful discussions with and obtain input from your employees regarding specific performance goals and related performance standards for which they will be held accountable.  This should be accomplished through both the team goal alignment meetings and the one-on-one discussions with individual employees addressed in Section 5.5, above.  

Further, you should explain to employees what your understanding is of each competency and how you interpret the associated pre-established performance standards within the context of your organization and work unit. 

Finally, you should inform employees of progress review(s) that will occur during the appraisal cycle.

Employees will be more receptive to, and understanding of, your expectations if their input is given serious consideration before your expectations become effective.  But, ultimately, the final decision regarding performance goals and standards is within management’s sole and exclusive authority and may not be challenged by the employee.  
5.11
Communicating Performance Expectations
The performance expectations you establish for your employees must be communicated to them before they may be held accountable for achieving them.  While all of the diverse expectations that may apply to an employee need not be communicated in writing, the specific competencies, goals, and standards that are part of an employee’s performance plan and for which an employee will be held accountable under the Program, must be communicated in writing.  

There are certain matters over which employees are always held accountable, even if they are not addressed in an employee’s written performance plan, such as appropriate standards of conduct, behavior, professionalism, and exhibiting civility and respect towards others.  
CHAPTER 6 – MONITORING PERFORMANCE:  COACHING AND FEEDBACK
6.1
Introduction

Coaching and feedback are the vital connectors between the major stages of the performance management cycle.  This chapter will give you more information about those connectors that you can put to immediate use.

DHS Performance Management Cycle
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6.2
Why is it Important?

Monitoring performance and providing coaching and feedback are important aspects of managing employee performance.  Every time you communicate with employees about their performance you are managing performance.  A continuous dialogue about employee strengths and weaknesses greatly enhances employee achievements.  Managing performance involves regularly monitoring progress, providing feedback, and coaching individuals to perform to their full potential.

The Performance Management Conversation Model described below provides a useful framework that can be applied to conversations you have with employees throughout the performance cycle, including planning discussions, progress reviews, and annual appraisals.  

6.3
Monitoring Performance
Monitoring performance simply means that you are aware through direct observation, review of reports, status reviews, and input from customers and others of how well each employee or team is performing and how they are progressing towards the achievement of performance expectations and attainment of results.

6.3.1
Coaching and Feedback Opportunities

Coaching and feedback can occur at any time during the performance management cycle and for a variety of purposes.  You have opportunities to provide formal as well as informal feedback and can give reinforcing and/or developmental feedback.  

Use the skills you learned in Performance Management Training to plan for and provide this type of feedback.  Plan how you will handle differences of opinion and use collaborative communication skills during the conversations.  Developing the ability to effectively provide coaching and feedback takes time and patience and is part of a continuous learning process on your part.  This is one reason why all supervisors new to performance management are placed on formal training plans during their first year under the Program.  This formal training plan should not be confused with a supervisory probationary period which is required for first time supervisors.  Rather, it recognizes that new skills will be required and expected of all supervisors as they implement the new DHS Program
While formal feedback opportunities are defined by the Performance Management Program, informal feedback opportunities exist in many interactions with your employees.  Face-to-face communication between you and an employee is the most direct and effective means available to have a positive impact on the performance of an employee.  It may also be done via e-mail or phone, but only when meeting in person is not practical or possible.

If you provided feedback throughout the year there should be few surprises during progress reviews.  There are no guarantees, however, that you and the employee will be in total agreement.  As the employee’s immediate supervisor, you are responsible for deciding if performance expectations were met.

6.4
Types of Feedback
Feedback may generally be thought of as either “reinforcing” or “developmental.”  Let us briefly look at each.
6.4.1
Reinforcing Feedback
This type of feedback is an essential but often underused approach that can positively affect employees by helping them:

· Know what their talents are

· Understand how they contribute to success

· Learn how they are progressing toward desired results

· Feel appreciated

· Realize their full potential

This type of feedback is both powerful and motivating.  Refer to the Performance Management Training material for specific guidelines and tips.

6.4.2
Developmental Feedback
This type of feedback is used when your goal is to highlight specific areas in which an employee’s competence or achievement towards a specific goal can be enhanced.  Some supervisors avoid this kind of feedback, perhaps from a concern that the employee may react emotionally or disagree with the supervisor’s assessment, resulting in awkwardness, conflict, and a strained relationship with the employee.  But avoiding providing developmental feedback can cost supervisors – and their employees – valuable opportunities to build employees’ skills and competence.   

In many instances when you provide developmental feedback you are also coaching or showing the employee how to improve performance.  Make sure your comments are non-judgmental.   You want to focus on behavior and what you actually observed, not on the individual’s motivations or character.  For example, avoid judgmental or labeling statements, such as, “You are lazy and careless.”  Instead, use descriptive statements of what you actually observed, such as, “The budget report you turned in yesterday had serious omissions.” 
6.5
Coaching Techniques

Coaching is sometimes viewed as a “just-in-time” method of dealing with poor performance.  A more effective approach is to think of coaching as a way to improve individual and organizational performance by consistently encouraging and teaching the right behaviors. 

There is no question that you are busy and that it can be difficult to find the time for a performance conversation, much less for coaching.  However, that is exactly what you should do.   Coaching can create motivated, highly productive employees and may ultimately reduce your own workload. 

The most effective leaders are coaches and mentors who ensure that they are approachable, active listeners, growth facilitators and guides to their employees.  Coaching that works consists of constructive, consistent feedback aimed at increasing awareness and improving performance.  The best leaders identify and create occasions to coach by familiarizing themselves with employees' work habits, performance, goals, and motivations. 

Taking advantage of appropriate informal opportunities to coach eases the coaching process for you.  You will be able to manage your time more effectively by capitalizing on opportunities to reward, encourage, and direct performance during the normal course of any workday, while relying on the performance management system to facilitate planning sessions, create performance measures, and set goals and standards.
6.6
Employee Engagement Techniques

The level of commitment that you get from an employee is often the key to whether the employee performs poorly or successfully or even exceptionally.  You may find the techniques which follow helpful.  We have written about them earlier, but they are repeated here as examples of how to engage employees.

· Set clear goals for your employees, with their involvement, so they understand exactly what they are supposed to do.

· Explain to employees how they fit into the “big picture” of the organization’s mission and how their individual efforts contribute to achieving the organization’s objectives.  In this respect, refer back to the “line-of-sight” discussion in Chapter 5. 

· Involve employees in decisions that determine how the work gets done.

· Encourage employees to develop individual performance plans and use the plan when counseling and coaching. 

· Use credible measures that employees understand to assess their performance.

· Create a work climate where employees feel valued; continuously reinforce their value to the organization and the importance of their contributions.  Positive feedback is one of the most effective ways to get and retain employees’ attention.

· Recognize and reward your employees, both formally and informally, whenever warranted.

Obtaining and maintaining employee commitment can be a very challenging aspect of your supervisory duties.  But this commitment is essential if you are to “promote and sustain a high-performance culture” within your organization.  Practicing these good performance management techniques offers you the ways and means to sustain and improve that level of commitment from your employees that is so crucial to the success of both your employees and your organization.

6.7
Be a “Thinking Partner”

This is an approach where you serve as a sounding board and help an employee think through alternatives.  One of the key performance drivers having the most positive impact on employee performance is “helping to find solutions to problems at work.”  Being a thinking partner does not require that you be the expert or have all the answers.  Rather, you are a catalyst for helping employees discover their own answers.  This approach creates a more trust-based and collaborative environment for learning and development.  

6.8
Summary

Coaching and feedback are important not only when there is concern about poor performance or when performance is at its peak.  Given the fact that the majority of employee performance ratings are expected to be somewhere in the middle range, this is where coaching and feedback can have the greatest impact. 

CHAPTER 7 – DEVELOPING PERFORMANCE
7.1
Requirements of the Regulations
The regulations that govern this Chapter are found at 5 C.F.R. § 9701.408, where two specific topics are addressed:  enhancing the ability of employees to perform and addressing unacceptable performance.  Addressing and resolving unacceptable performance is examined in detail in Chapter 10 of this Guide.  This Chapter takes up that part of the regulations that require you to take appropriate steps to develop employee performance.

7.2
What Do We Mean by Developing Performance?
Developing performance means increasing the capacity of an employee to perform through such techniques as training, giving assignments to an employee that introduces new skills or higher levels of responsibility, improves an employee’s work processes and introduces new technologies or methods.  Efforts to develop performance can, and should, encourage and improve upon performance that is already good.

7.3
Providing Tools and Technology
Subject to budgetary and other organizational constraints, you must provide employees with the proper tools and technology to do their jobs.  This is the first part of the performance development equation.  The Department strives to give employees the basic tools and technology they need to accomplish their work.  Sometimes new tools and technologies become available that would make the work easier and more efficient or more cost effective.  And sometimes employees develop new skill sets that allow them to use tools and technologies that are not normally available.

Remember, though, that while you have an ongoing duty to assess the need for new tools and technologies and to make recommendations on their introduction into the work place, you are not expected to “go to the ends of the earth” to find them.  If the Department does not have the money to purchase them, if there are other priorities ahead of the need for new equipment, or if there are other reasons that the Department chooses not to provide new equipment, you and your employees will have to work with what you have.  As we have said, the obligation to provide employees with tools and technology is limited by budgetary and other organizational constraints.

7.4
Enhancing Employees’ Abilities to Perform
The other part of the performance development equation is helping employees to enhance their abilities to perform.  Improving performance is not a term that applies only to employees who have performance problems.  Rather, it applies to all categories of employees.  You can help your good employees improve by providing them with better tools and technology and by enhancing their professional abilities through developmental activities, feedback, and other motivational techniques.

There are several ways you can do this.  First, you may address the development of employees at the time you establish their performance plans by giving them an opportunity to voluntarily establish an IDP.  As part of the performance planning process employees are encouraged to discuss their short and long-term learning and developmental goals with you and to develop an IDP.  The IDP contains elective training, education, and developmental activities in which employees may engage to acquire the competencies to meet their career goals.  In some cases, even if the organization is unable to provide financial support, you may be able to assist an employee implement his or her IDP by arranging work schedules to permit the employee to attend college classes or participate in other developmental opportunities.  The development of IDPs is optional with employees but it does give them the opportunity to proactively influence their own professional development.  The ePerformance tool has an IDP feature which allows employees to record their plans by identifying developmental activities, target dates, status, competency alignment, action plans, and comments throughout the year.  
Second, under Management Directive 3181.1, “Performance Management,” you are required to implement specific formal training plans for employees in entry level or developmental positions and for all supervisors during their first year of coverage under the Department’s Performance Management Program.  A sample training plan for supervisors is provided below.  Components may add Component-specific requirements if applicable.  Formal training plans for employees in entry or developmental positions are currently being developed.  Until they are developed, Components should continue to use existing occupation-specific plans.  If there are no existing plans, contact your servicing Human Resources Office or training point-of-contact for guidance.  These plans should align the competency and task needs of a position with training and development requirements.  Unlike IDPs which contain elective training and developmental activities, formal training plans define mandatory curriculum and development activities for the position.  These plans will help ensure that employees in these positions develop the skills needed to perform successfully and excel in their work.

	Sample Formal Training Plan for Supervisory Position

	Competency
	Developmental Activity, On-the-job Training, or Classroom Training
	Outcome Desired
	Intended Completion Date

	Leadership

Assigning, Monitoring, and Evaluating work


	Attend Performance Management Training or complete the e-learning “Making Performance Management Work for You.” 

	Better understanding of Performance Management Program design; in-depth information on your new performance leadership responsibilities; enhanced  collaborative communication skills; enhanced skill in individual goal writing/development
Be able to effectively use the ePerformance tool to facilitate the performance management process
	Within 90 days of  coverage under OR within 90 days of selection as a first time supervisor
Same as above

	
	Initiate quarterly progress reviews with your supervisor
	Substantive discussions about your performance to address strengths and or weaknesses and to outline measures to correct any performance deficiencies or to improve performance that is otherwise acceptable
	Every 90 days from the date the performance plan is approved 

	Teamwork/Cooperation


	
	
	

	Technical Proficiency


	
	
	

	Customer Service (except for 1811 and 1896 occupations)


	
	
	

	Communication


	
	
	

	Representing the Agency


	
	
	

	Achieving Results


	
	
	


7.5
360-Degree Feedback Process for Supervisors and Managers

When available, supervisors and managers may voluntarily participate in the Department’s 360-Degree Feedback Process to further their professional self-development.  The purpose of the process is to provide supervisors and managers with information about their performance so they are better able to identify their strengths, weaknesses, and developmental needs.  Salient features of this process include: 

●
Participation in the process is done at the mid-year point of the appraisal period and is completely voluntary.  This applies to both supervisors who may request feedback through the process and other employees who may provide the feedback.
●
All feedback information will be treated as confidential and will not be shared within anyone unless approved by the participant.
●
Direct reports, peers, and others who may provide feedback will remain anonymous.
●
The information obtained by the process will be used only for self-development purposes.  Information received in the process will not be used to determine ratings of record.
●
The process will be administered by the 360-Degree Feedback module in the ePerformance tool.

CHAPTER 8 – PROGRESS REVIEWS
8.1
Introduction

You are responsible for monitoring the performance of your employees continuously throughout the rating cycle by measuring their performance against their performance goals established under the first core competency of “Achieving Results (Performance Goals),” additional core competencies, and associated performance standards set forth in their annual performance plans, and to apprise them of how they are doing with respect to your expectations.  One of the keys to maintaining a high-performance organization is to ensure regular, substantive communications between you and your subordinates about their performance.  To encourage this communication between you and your employees, you are expected to conduct formal documented progress reviews with them.

8.2
Purpose of Progress Reviews

A progress review is an opportunity for you and your employees to engage in substantive discussions about the employee’s performance, to address the employee’s strengths and/or weaknesses, and to outline measures to correct any performance deficiencies or to improve performance that is otherwise acceptable.  Progress reviews are not ratings of record and no rating levels or summary ratings of overall performance are assigned to an employee.

8.3
Preparing for the Progress Review

Review the employee’s individual performance plan so you are thoroughly familiar with the identified performance expectations, including the goals and standards you have established under the first competency of “Achieving Results (Performance Goals).”  Review any notes, work products, customer feedback, or other documentation – both positive and negative – you may have about the employee’s actual performance.  If warranted, obtain input from other officials who have interacted with the employee.  Consider any employee comments regarding key results and major accomplishments that the employee may have submitted to you through the ePerformance tool (in addition to the employee’s “self-assessment” – see paragraph 8.4 below).  Be prepared to identify and discuss any performance deficiencies and any specific steps that you and the employee may take to address those deficiencies (e.g., training, self-development, mentoring, developmental details or reassignments, closer supervision, more frequent feedback).  Be prepared to recognize performance that exceeds your expectations.  In short, take this opportunity to have a complete and substantive discussion about the employee’s performance, to include progress towards meeting performance goals.

8.4
Self-Assessment

The ePerformance tool will automatically provide e-mail notification to employees alerting them to the opportunity to initiate quarterly/mid-year reviews and annual ratings by providing comments on key results and accomplishments for each performance goal and the additional core competencies.  You should encourage all employees to take advantage of this opportunity.  Keep in mind that providing a self-assessment is voluntary in nature.  You may not direct or otherwise coerce employees into completing such assessments.
8.5
Changes to Performance Plans

At the conclusion of the progress review you may find it necessary or advisable to adjust the employee’s performance plan based on discussions you have had with the employee.  For example, you may decide to add or delete a goal(s) or change a weight.  If this is the case, you should make any adjustments to the expectations set forth in the plan and communicate those changes to the employee.  Although not required, these changes should also be brought to the attention of the reviewing official.

8.6
Required Progress Reviews
A progress review may take place at any time during the appraisal period as part of your on-going coaching and feedback efforts to assist employees in improving their performance.   However, progress reviews are required at the times noted below.
Mid-Year Progress Reviews.  You are required to conduct mid-year reviews with all employees who are covered by the Program.  This review is to occur at the mid-point of the rating cycle and is to focus on employees’ performance during the first half of the rating cycle.  

Quarterly Progress Reviews.  You are also required to conduct quarterly progress reviews with the following employees:

· Employees in entry or developmental level positions unless otherwise specified in their formal training plans, and

· All supervisors during their first year of coverage under the Program. 

These employees must be placed on formal training plans.  That being so, it is important that they receive frequent feedback from you so their opportunity to succeed is maximized.

8.7
Additional Progress Reviews

You should also conduct progress reviews with employees whenever you notice a significant change in an employee’s performance.  The most obvious situation is when you notice a downward turn in an employee’s performance to the point that overall performance is below the “Achieved Expectations” level.  However, you need not wait until there is a major deterioration of an employee’s overall performance to act.  You may find it advisable to have a progress review with an employee if you notice even a single aspect of the employee’s performance falling below your expectations or not reflecting the kind of performance you know the employee is capable of.  

Progress reviews may also be called for when you notice a marked improvement in an employee’s overall performance or with a particular aspect of an employee’s performance.  In this regard, a major purpose of the Department’s Performance Management Program is to encourage excellence in performance by letting employees know when they are exceeding expectations by conducting a progress review that reinforces the improved performance.

Progress reviews are powerful tools available to you as you promote a high-performance culture in your organization.  You are encouraged to use them.

8.8
Documentation of Progress Reviews

Documentation will be completed as follows:

· For Quarterly and Mid-Year Reviews, the ePerformance tool will display one text box for the supervisor to enter comments on the employee’s progress towards accomplishing the goals established under the “Achieving Results (Performance Goals)” competency and another text box for entering comments on the employee’s progress towards achieving additional core competencies.
· For additional progress reviews conducted during the rating period, supervisors should make appropriate entries in the ePerformance tool.
CHAPTER 9 – ANNUAL APPRAISAL PROCESS

9.1 Where We Are in the Performance Management Cycle


[image: image7]
9.2
Introduction

The annual appraisal is prepared at the end of the performance cycle.  The technical term is a “rating of record.”  All of the steps of the appraisal process are completed through use of the ePerformance tool.  

9.3
Program Requirements

Appraisal periods.  Appraisal periods begin on October 1 of each year and end on September 30th of the next year.  The only exception is the U.S. Coast Guard where the appraisal period begins on April 1st and ends on March 30th of the next year.

Minimum rating periods.  Employees must be under an approved performance plan for at least 90 days before they may be given a rating of record (no exceptions).  
Early ratings.  Sometimes circumstances warrant early ratings.  For example, you would be required to prepare an appraisal if an employee leaves his or her position within 90 days prior to the end of the appraisal period for another position.  The same would be true if you, as the rating official, leave during that same 90 day period.  In both instances an early rating can be given only if the employee has been on an approved performance plan for at least 90 days.

Extension of rating periods.  From time to time circumstances may warrant extending the normal rating periods.  Some examples are:

· You require additional time to consider various options for addressing unacceptable performance.
· The employee has not been on an approved performance plan for at least 90 days.  In such cases the rating period must be extended for a sufficient number of days to meet the 90 day requirement and an appraisal would be prepared at that time.
· You have not supervised the employee for 90 days.  In this instance, you have the option of extending the rating period, but are not required to do so if you believe you are sufficiently familiar with the employee’s performance to prepare an accurate appraisal. 
These are just examples.  There may be other extenuating circumstances that would prevent you from preparing a performance appraisal at the end of the rating cycle.
Employees on details when the rating period ends.  Rating responsibilities are as follows:
· The “detail” supervisor will prepare the rating if the employee has been on the detail for more than 90 days and also meets the minimum 90-day rating period.
· The supervisor of the position of record – i.e., the position from which the employee is detailed – will prepare the rating if the “detail” supervisor cannot because the minimum 90- day rating period has not been met.
Employees serving as union representatives.  Collective bargaining agreements with unions representing Department employees provide for various amounts of paid official time for employees who are union officials to perform what is known as “representational” duties on behalf of the union.  Time devoted to such representational activities (e.g., assisting employees with grievances or helping them respond to proposed disciplinary actions) may not be considered when appraising their performance.  Rather, they will be appraised only for the time they actually devote to performing official DHS duties and responsibilities.  To be eligible for a rating, union representatives, just like all employees, must have worked under an approved performance plan for at least 90 days (see minimum rating period, above).  If you have questions about whether or not a union official is eligible for a rating, you are strongly encouraged to contact your servicing Human Resources Office for guidance.
Additional situations that may arise.  The table below provides additional information regarding rating responsibilities under certain situations: 
	Situation
	Action Required

	Prior to the last 90 days of the rating period:

Situation 1:

The employee (1) completes a detail or temporary promotion of more than 90 days; (2) moves to a new position or supervisor within DHS; (3) is under the supervision of a rating official who leaves his or her position; or (4) is affected by any other action that triggers the need for an interim evaluation and the supervisor prepares an interim evaluation.

Situation 2:

Same as above but the supervisor fails to prepare an interim evaluation.
	Situation 1:

The new supervisor places the employee on a performance plan* and, at the end of the appraisal period, considers the interim evaluation in preparing a rating of record. 

Situation 2:

The new supervisor places the employee on a new performance plan* for at least 90 days so that a rating of record can be prepared at the end of the rating period.  Since an interim evaluation is not available, the rating only addresses performance under the new supervisor.

* Employees returning to their positions of record from a detail or temporary promotion of more than 90 days would, absent extenuating circumstances, be covered by their original performance plan.

	During the last 90 days of the rating period:

Situation 1:

The supervisor or employee leaves his or her position and the former supervisor prepares an early rating of record for the period of time he or she supervised the employee.  Note:  The ePerformance tool permits such ratings.
Situation 2:

The supervisor or employee leaves his or her position and the supervisor fails to prepare a rating of record for the period of time he or she supervised the employee.

Note:  This should be a rare occurrence, but past experience suggests it is likely to occur from time to time.  This is especially true since the ePerformance tool does not generate e-mail notices when early ratings are required. Organizations must rely on their internal control and suspense systems.
	Situation 1:

The new supervisor does not execute a rating of record because the rating of record prepared by the former supervisor is acceptable as an early rating.

Situation 2:

Option 1:  Contact and advise the supervisor that he/she is required to complete an early rating.  In some instances this option may not be feasible; e.g., if the supervisor departed and cannot be contacted.

Option 2:  The reviewing official, if he or she has sufficient information about the employee’s performance, prepares an early rating or a rating at the end of the rating period.

Option 3:  The new supervisor, if he or she has sufficient information about the employee’s performance, prepares a rating at the end of the rating period.

Option 4:  If neither the Reviewing Official nor the new supervisor has sufficient knowledge about the employee’s performance to complete a rating at the end of the rating period, the new supervisor places the employee on a new performance plan and extends the employee’s rating period for a period of time that allows the employee to be on the new plan for 90 days.  The new supervisor then executes a rating of record at the end of the 90 days covering the period of time the employee was on the plan.


Time line for you to complete an appraisal.  You have 30 calendar days from the end of the appraisal period to complete the appraisal.  That means you have the month of October to do your part (March for the Coast Guard).
What employees being rated do during this month.  Employees need to prepare for the annual appraisal by reviewing performance accomplishments throughout the appraisal period and provide key results and major accomplishments to the rating official for consideration in the final rating determination.  
What you do during this month:
· Consider employee input and any other information you have regarding employee performance (e.g., interim evaluations). 
· Rate employee performance against each applicable performance goal, core competency, and the appropriate performance standards.  There are four rating levels to choose from when rating employee performance.  They are:
· Achieved Excellence.  The employee performed as described by the “Achieved Excellence” standards.  This equates to a performance level of 4.
· Exceeded Expectations.  The employee performed at a level between “Achieved Excellence” standards and the “Achieved Expectations” standards.  This equates to a performance level of 3.
· Achieved Expectations.  The employee performed as described by the “Achieved Expectations” standards.  This equates to a performance level of 2.
· Unacceptable.  The employee performed below the “Achieved Expectations” standards; corrective action is required.  This equates to a performance level of 0.

●
Prepare written comments regarding the employee’s performance on goals and additional competencies.
· Convert the above ratings into a rating of the employee’s overall performance during the rating cycle, known as a “Summary Rating.”  The ePerformance tool will do this for you.  (But see the section below which describes how Summary Ratings are determined.)
· Review your organization’s performance to ensure there are no irreconcilable differences between the performance of your organization and the employee's performance rating.
· Provide written justification for a Summary Rating that is above or below “Achieved Expectations.”
· Submit the appraisal to the reviewing official.  
· After the reviewing official returns the appraisal to you, conduct the appraisal discussion with the employee.  
· Issue the appraisal to the employee.   
The rating process is completed when the employee acknowledges the rating by electronically signing the form.  
9.4
Assessing Performance on Goals

An employee’s progress in achieving the performance goal(s) you have established under the first core competency of “Achieving Results (Performance Goals)” will be measured against the two performance standards (“Achieved Expectations” and “Achieved Excellence”) you established for the goal(s).  The ePerformance tool will prompt you to assign a rating for each goal by selecting the appropriate radio button.  Your options will be “Unacceptable,” “Achieved Expectations,” “Exceeded Expectations,” or “Achieved Excellence.”  

9.5
Assessing Performance on Additional Core Competencies

The next step in the process is for the rating official to assign a rating to each of the additional core competencies; i.e., Technical Proficiency, Customer Service, Teamwork/Cooperation, Communications, and Representing the Agency.  Supervisors and managers are rated on two additional competencies:  Assigning, Monitoring and Evaluating Work; and Leadership.  The ePerformance tool will guide the rating official through the process.  As with assigning ratings to goals, you will be prompted to select the appropriate radio button that denotes the rating level you are assigning to each of the additional competencies.
9.6
How Summary Ratings are Determined

Employees will be assigned a summary rating for the rating period.  The rating is assigned automatically by the ePerformance tool using the following rating scale:

	Rating Level
	Definition
	Rating Scale

	Achieved Excellence
	Employee performed as described by the “Achieved Excellence” standards
	4

	Exceeded Expectations
	Employee performed at a level between “Achieved Excellence” and “Achieved Expectations” standards
	3

	Achieved Expectations
	Employee performed as described by the “Achieved Expectations” standards
	2

	Unacceptable
	Employee performed below the “Achieved Expectations” standard; corrective action is required
	0


The summary rating is determined as follows:
●
Achieving Results (Performance Goals) Competency (60% of the overall summary rating).  The performance level assigned to each goal under this competency will be multiplied by the assigned weight.  The sum of that calculation is multiplied by 60%, to determine the subtotal for this section.  The total will be rounded to the nearest one-tenth (e.g., using standard rounding, 2.45 is rounded up to 2.5; 2.44 is rounded to 2.4).
●
Additional Core Competencies (40% of the overall summary rating).  The performance level assigned to each additional core competency will be totaled and then divided by the number of competencies in play to arrive at an average score.  The average is multiplied by 40% to determine the subtotal for this section.  The total will be rounded to the nearest one-tenth (e.g., using standard rounding, 2.45 is rounded up to 2.5; 2.44 is rounded to 2.4).
Subtotal ratings for each section will be added together to obtain the overall summary rating.  These numeric ratings will be converted into one of the four summary rating levels using the following scale:

○     3.6 or higher, the summary rating is “Achieved Excellence”
○     2.8 to 3.5, the summary rating is “Exceeded Expectations”
○     2.0 to 2.7, the summary rating is “Achieved Expectations”
○     Less than 2.0, the summary rating is “Unacceptable”
●
Note that if one or more performance expectations; i.e., one or more goals under the “Achieving Results (Performance Goals)” competency or one of the Additional Core Competencies, is rated as “Unacceptable,” then the overall summary rating must be “Unacceptable.”  In these situations the ePerformance tool will automatically assign the unacceptable summary rating.
●
Written justification is required to support a summary rating above or below “Achieved Expectations.” 

The two scenarios which follow should help you understand how summary ratings of overall performance are determined:
Scenario 1

The employee had 4 goals.  The supervisor weighted each of them at 25%.  Two were rated at the “Exceeded Expectations” level, one was rated at “Achieved Excellence” level, and one was rated at the “Achieved Expectations” level.  Competencies 2, 4 and 6 were rated at “Exceeded Expectations,” Competency 3 at “Achieved Expectations,” and Competency 5 at “Achieved Excellence.”
Competency 1 (Achieving Results) 

       Rating     x   Weight
Rating x Weight    % of Rating


Goal 1
          3
     25%
         .75


Goal 2           3                 25%
         .75


Goal 3
          4
     25%
       1.00

Goal 4           2                 25%                 +    .50
Performance Goal Rating   =                  3.00
x      60% = 1.8 (½ of rating)
Additional Core Competencies                   Rating

Competency 2  (Technical Proficiency)             3 




Competency 3  (Customer Service)
                2




Competency 4  (Teamwork/cooperation)
    3




Competency 5
 (Communications)                     4




Competency 6  (Representing the Agency)    +  3





                    Sum                     =                        15÷5 = average rating of 3.0 x 40%
                                                                          =1.2 (½ of rating)

               Overall Summary Rating (1.8 + 1.2) = 3.0 (Exceeded Expectations)
Scenario 2

Employee had 3 goals.  The first was weighted at 50% and the other two at 25% each.  The first was rated at the “Achieved Expectations” level, the second at “Achieved Excellence,” and the third at “Exceeded Expectations.”   Competencies 2, 3 and 4 were rated “Exceeded Expectations” and 5 & 6 were “Achieved Expectations.”
Competency 1 (Achieving Results) 

       Rating     x   Weight
Rating x Weight    % of Rating


Goal 1  
2
    50%
                  1.00



Goal 2
            4
    25%
                  1.00



Goal 3   
3
    25%
               + 0.75



Performance Goal Rating   =                 2.75
          x 60% = 1.65 (which is rounded to 










  1.7 (½ of rating)

Additional Core Competencies 
          Rating
Competency 2  (Technical Proficiency)
   3



Competency 3  (Customer Service)
               3





Competency 4  (Teamwork/cooperation)
   3





Competency 5  (Communications)
               2





Competency 6  (Representing the Agency)    + 2





                    Sum                 =                           13 ÷ 5 = average rating of 2.6 x 40% =  
                                                                                             1.0 (½ of rating)
  Overall Summary Rating (1.7 + 1.0) = 2.7 (Achieved Expectations)                           
If a score for any goal or competency is zero, then the overall score for that section and for the Summary Rating of overall performance will be zero.  

Note:  With respect to “rounding” the scores, the total will be rounded to the nearest one-tenth (using standard rounding (e.g., 2.45 is rounded up to 2.5; 2.44 is rounded to 2.4).
9.7
When Employees Disagree with Ratings

You should try to resolve any disagreements informally.  If that is not successful, there are formal avenues of redress available.

· A non-bargaining unit employee (or a bargaining unit employee when grievances over ratings are not covered by a negotiated grievance procedure) may grieve the rating of record through the applicable administrative grievance procedure.

· A bargaining unit employee who is covered by the Performance Management Program may grieve a rating of record through the applicable negotiated grievance procedure.

· A DHS employee may also use the EEO complaint process in 29 C.F.R. Part 1614 if he or she believes the performance rating of record is based on unlawful discrimination and/or harassment.
9.8
What You Must Not Do

The following actions are prohibited:

· Forced rating distributions and quotas for ratings at any level.  This does not prevent you from making “forced” distinctions among employees or groups of employees for other purposes, such as determining which employees or groups of employees will receive certain kinds or levels of performance awards.

· Lower ratings because an employee was on an approved absence from work, including the absence of a disabled veteran who seeks medical treatment as provided by Executive Order 5396.  If an employee failed to meet a goal and it is possible that such failure was because he or she was on approved absence, and you are not sure how to handle the rating, you should contact your Component’s servicing Human Resources Office to discuss.

9.9
Transfer of Ratings

When an employee transfers positions in the Federal government, either within DHS or from DHS to another Federal agency, the most recent three ratings of record within the last four years will transfer with the employee.  This applies not just for DHS but for other government agencies as well so that when employees transfer into DHS their ratings of records come with them.

CHAPTER 10 – ADDRESSING AND RESOLVING POOR PERFORMANCE
10.1
Introduction
You will find that most of your employees work hard and that their performance is generally good and sometimes exceptional.  Seldom will you have to deal with an employee whose performance does not meet your expectations.  Having said that, however, there will be those rare occasions when you will have to address unacceptable performance. 

This guidance is intended to help you address and resolve poor performance.  It should be used as a complement, not an alternative, to the advice and guidance you receive from your Component’s servicing Human Resources Office.  You should also be aware of any DHS policies, directives, procedures, and requirements that relate to this topic.  And after bargaining unit employees become covered by the Program, you will also need to be aware of and comply with any applicable provisions of collective bargaining agreements.

NOTE:  5 C.F.R. Part 9701, Subpart F, Adverse Actions, and Subpart G, Appeals, have not yet been implemented within the Department.  Until such time as they are implemented in your Component, you are to observe the requirements of governing rules and regulations (i.e., 5 U.S.C. Chapter 75; 5 C.F.R. Part 752) and negotiated agreements.  Note also that 5 U.S.C. Chapter 43 and 5 C.F.R. Part 432 do not apply with respect to employees covered by 5 C.F.R. Part 9701, Subpart D, Performance Management.
10.2
Poor Performance or Misconduct?
Misconduct is generally a failure to follow a workplace rule, such as tardiness, absenteeism, insubordination, or fraud.  It is generally a conscious act by an employee; i.e., an employee elects to engage in misconduct and has the wherewithal to refrain from such behavior.  For example, an employee who is insubordinate may choose not to be insubordinate and an employee who commits fraud may opt to refrain from fraudulent activity.

Poor performance, on the other hand, is the failure of an employee to perform at an acceptable level.  Unlike misconduct, usually employees do not consciously decide to perform unacceptably.  Rather, nearly all employees strive to perform well but a few are unable to do so for various reasons.  Poor performance may result from a lack of training, inexperience, misunderstanding instructions, insufficient information, incompetence, and/or cognitive or physical limitations.    

NOTE:  Instances of misconduct or unacceptable performance are sometimes addressed by different measures.  You should consult with your Component’s servicing Human Resources Office early in the process so you do not start out on the wrong path.
10.3
Preventing Poor Performance
The best way for you to address poor performance is to take action to avoid performance problems before they arise.  Among your options are the following:

· Communicating clear performance expectations – competencies, performance goals, and associated performance standards.
      If your employees do not understand what is expected, it will be very hard, if not impossible, for them to meet those expectations.  Providing clear expectations does not necessarily require you to lay out precisely written, detailed instructions on everything an employee is expected to do.  Generally, the question you should ask yourself is, "Would a reasonable person understand what is expected?”

· Providing regular and frequent feedback on performance. 


Such feedback, both positive and negative, whether given in regularly scheduled meetings or in unscheduled discussions, is crucial to ensuring that your expectations are understood.  Frequent feedback lessens the likelihood that an employee will be surprised if it becomes necessary to take formal steps to resolve poor performance.  Always look for opportunities to confirm that your employees understand what is expected of them.
·  Rewarding and recognizing good performance, informally and formally. 


Recognizing good performance is simply another way of clarifying expectations.  Recognizing and rewarding good performance also increases the likelihood that good performance will continue.
●
Making full use of the probationary or trial period for new employees.
Performance problems often first show up during the initial period of government employment.  Employees’ performance during a probationary or trial period usually serves as a good indication of how well they will perform throughout their careers.  During these periods, you should provide assistance to help them improve their performance while, at the same time, determine whether they are suited for a position with the Department and the Federal service.  Keep in mind that these periods are designed to give you an opportunity to assess whether an employee should be retained.  If you have an employee who is currently serving a probationary or trial period, the date the period expires will appear in the Employee Information section of the performance plan.  And remember, an employee whom you decide to remove during the trial or probationary period is not entitled to most of the procedural and appeal rights granted to employees who have completed probationary or trial periods.
10.4
Why Address Poor Performance?
Dealing with poor performance can be one of your most important supervisory responsibilities.  Failure to address poor performance at the time it arises can have a far greater impact than you may realize.  Consider the following:
· Failing to address poor performance sends a clear message to other employees that you have unique, indeed, unusual standards for poor performers – they do not have to meet your performance expectations! 

· With the ongoing efforts to reduce the cost of government, particularly when it comes to staffing, it is really important that all employees produce.  Ignoring poor performance by any employee cannot be tolerated.
· Poor performance usually gets worse over time – rarely does it correct itself without action on your part.
· Contrary to what some people think, taking action against an employee who is not performing acceptably does not lower morale among other employees.   In fact, the opposite is true.  Often taking action leads to a more productive work environment because the employees who strive to produce know that poor performance will not be tolerated.
· Constructive counseling given early and regularly usually leads to performance improvement and eliminates the need to consider more severe action.  Providing such counseling does not require special skills on your part.
10.5
Tips on Effective Counseling

A recurring theme in successful resolution of performance problems is that taking action early is always better than waiting.  Unacceptable performance can materialize at any time during an employee’s appraisal period, and you should deal with it when it occurs.  The best thing you can do when you first notice poor performance is to act – to communicate with the employee and provide feedback (both positive and negative) on your observations.  You will find that this is time well spent.

One of the most effective communication devices available to you is formal counseling where you meet with an employee for the expressed purpose of clarifying your expectations of the employee’s performance, discussing the problems you have noticed about the employee’s performance, and considering ways to improve the employee’s performance. 

When conducting a counseling session, there are several guidelines you should follow to minimize potential conflict in the meeting.  Most importantly, you should not view the session as an opportunity to admonish the employee or as a means to threaten the employee with disciplinary action.  Your purpose should not be to punish but rather to determine the cause of the employee’s performance problems and to correct it.  This is not to say that where an employee's performance has consistently fallen below standards, it may not be necessary for you to advise the employee that failure to respond to the counseling and perform adequately may result in some type of disciplinary or performance-based action.
Additionally, there are a number of other guidelines that are helpful to understand when counseling employees.
· Be prepared.  Spend some time reviewing the facts and defining your objective for the session.

· Conduct the counseling session in private.  If you have an office, schedule the meeting there.  If not, find another private room away from an employee's co-workers or clients of the agency. 

· Never schedule a counseling session with an employee when you feel pressed with other duties.  It will leave the impression that your concern is minimal if you are frequently interrupted, must constantly look at your watch, or you rush the employee out after only a few minutes and before your discussion is complete.

· When an employee enters your office, act in a manner consistent with your normal demeanor.  If you are normally relaxed with an employee, be yourself.  Otherwise, the employee may believe that the discussion implies a personal conflict.  This should be avoided.

· In broaching the issue of unacceptable performance, explain the exact nature of your concern, making clear what has been observed about the employee’s performance and why it is important.  Your approach should be direct, specific, and non-threatening.  Clearly state what your performance expectations are and seek confirmation that the employee understands those expectations.

· If the employee is hostile, you should remain calm, speaking in a measured voice.  You are the supervisor and, in order to control the meeting, you must control your own emotions and reactions.  If the employee continues to behave in a hostile or abusive manner toward you, you should calmly advise the employee that such behavior may result in disciplinary action.   If the behavior continues, you should end the session and discuss the matter with your supervisor or staff from your Component’s servicing Human Resources Office.  But, keep in mind that merely disagreeing with the facts as presented is not necessarily hostile behavior on the part of the employee.

· Focus on poor performance, not on personalities or other matters unrelated to the issue at hand.  An employee is more likely to understand and accept your observations about poor performance if you focus on specific performance issues rather than on the employee’s basic character.

· Be a good listener.  Give the employee an opportunity to discuss your observations and to offer an explanation for the poor performance. 

· Keep an open mind during the counseling session.  If the discussion reveals your information was incorrect, or the employee's explanation is satisfactory, say so to the employee. 

· Be alert to other ways to address the employee’s performance shortcomings.  After listening to the employee you may sense a number of remedial options available to you.  For example, you may conclude that the employee needs additional training or reassignment to a supervisor who can give closer oversight. 

· If the employee indicates that the problem is personal, or if you have some indication that the cause of the performance problem is other than work related (e.g., financial, marital, medical, emotional), remind the employee of the services available through the Employee Assistance Program.

· Reach an understanding on the corrective action that will be taken and set a definite follow-up date.  Make sure the employee understands what his or her responsibilities are in terms of the corrective steps that will be taken.

· At the conclusion of the counseling session, thank the employee for seeing you and extend yourself to the employee should further problems arise.  Ultimately you want the employee to know that you are available to assist in solving such problems before they erupt into the types of incidents that prompted the counseling session in the first place.

· Document the counseling session.  If you intend to confirm the session in writing, advise the employee that you intend to do so.

· Try to end the session on a positive note by emphasizing that your mutual goal is to improve the employee’s performance.  Always remember that your goal is to improve the employee’s performance, not to win an argument with the employee.
NOTE:  Always keep in mind that external factors (marital, financial, emotional, medical problems, substance abuse, etc.) may be contributing to an employee’s unacceptable performance.  Refer to MD 3060.2, Employee Assistance Program, for Department policy and procedures when you suspect such factors may be contributing to poor performance or behavior. 
10.6
Options for Addressing Unacceptable Performance  

There are several options available to you for addressing an employee’s unacceptable performance.  We have already mentioned a number of early-intervention steps that you may use, including open, candid, and frequent communications with employees and formal counseling sessions.  There may come a time, however, when these early-intervention steps prove fruitless and you are forced to take more substantive action to address the problem.  If, during the appraisal period, you determine that an employee’s performance is unacceptable, you must consult with your Component’s servicing Human Resources Office and then take appropriate action to address the performance deficiencies. 

When confronted with unacceptable performance, you must take into account all the relevant circumstances, including the nature and gravity of the unacceptable performance and the consequences of the unacceptable performance, to what extent the unacceptable performance may be caused by factors outside of the employee’s control, and whether the deficiencies are based upon an employee’s misconduct and/or inability to perform.  Keep in mind, too, that you may extend an employee’s appraisal period for up to 90 days if you find that an employee’s performance is unacceptable and you require additional time to consider various options available to you for addressing the unacceptable performance. 

Among the options available to you for addressing performance concerns are the following:  

· Training, mentoring, or coaching.  If you conclude that an employee’s unacceptable performance may be remedied by additional training, mentoring, coaching, or other similar steps, you may exercise this option. 
· Termination during probationary or trial period.  As noted above, performance concerns often show up during the first year or so of government employment.  The probationary or trial period provides you with an opportunity to address such concerns with a minimum of procedural requirements.  If you conclude that an employee’s performance during the probationary or trial period does not warrant retaining the employee and that the employee’s performance is not likely to easily or quickly improve to the desired level, you should give very serious thought to terminating the employee’s appointment with the Department and the Federal service.
  The rules governing the termination of employees during the probationary or trial periods are set forth in applicable rules and regulations and you should confer with a representative from your servicing Human Resources Office who is familiar with these rules and regulations before proceeding.  Also keep in mind that an employee who is terminated during the probationary or trial period is not entitled to most of the grievance and appeal rights granted to employees who have completed the probationary or trial period.
· Denial of within-grade increase.  For employees under the General Schedule, you must deny the normal within-grade increase that would otherwise be processed pursuant to 5 C.F.R. Part 531, Subpart D.  By definition, an employee who is performing unacceptably is not performing at an “acceptable level of competence” and may not be granted a within-grade increase.  See the definition of “acceptable level of competence” in Chapter 1, Key Definitions.

· Oral warning or letter of counseling.  After discussing unacceptable performance with an employee, and especially after formally counseling an employee about unacceptable performance, you may find it advisable to issue the employee an oral warning or, more officially, a letter of counseling which documents the efforts you have made to improve the employee’s performance.  Ordinarily, the oral warning would be accompanied by some other remedial action described in this section. 

· Improvement period.  An improvement period is a period of time that you give to an employee to demonstrate acceptable performance before taking more severe measures to address the employee’s performance shortcomings.  Examples of when an improvement period might be warranted include:
○
When you believe an employee has the potential to perform at an acceptable level and is not doing so because he or she has not received necessary training that can readily be provided.

· When the employee’s performance is deficient in only one aspect and you believe intense coaching in this area will resolve the problem.

· When the unacceptable performance is the result of matters unrelated to the job, such as financial difficulties or personal trauma, and the employee has taken steps to address these personal matters.

· When the unacceptable performance is a complete aberration from the kind of performance the employee has historically shown.

In these kinds of situations, you may exercise your judgment to give the employee a specific period of time within which to raise performance to an acceptable level.  While there is no specific requirement, process, or format that you must follow in placing an employee on an improvement period, it is advisable to counsel the employee first and ensure that he or she understands what your exact expectations are and how those expectations are not being met.  Then you should advise the employee in writing that you are placing him or her on an improvement period for a period of time sufficient to address the unacceptable performance and for the employee to demonstrate acceptable performance; e.g., 30, 60, 90, or 120 days; what the employee’s specific performance standards are and where the employee is now deficient; the steps that both you and the employee will take to bring the employee’s performance up to the acceptable level; and what administrative action (which may include removal from the Department and the Federal service) will be taken if the employee’s performance does not reach the acceptable level by the end of the improvement period.

Remember, though, that placing an employee on an improvement period is only one of several options at your disposal for addressing unacceptable performance, and it is not necessarily the first or only option you should pursue.  In fact, you do not have to pursue this option at all.  Unlike the previous requirement under 5 C.F.R. Part 432 (which is no longer applicable) where usually you were required to place an employee on a formal Performance Improvement Plan or Opportunity Period before proposing a removal or reduction in grade based on unacceptable performance, no such requirement exists under the currently applicable rules and regulations (i.e., 5 U.S.C. Chapter 75; 5 C.F.R. Part 752; 5 C.F.R. Part 9701, Subpart D).  That is, there is no specific pre-requisite under governing regulations to initiating an adverse action for unacceptable performance.  The use of an improvement period is completely discretionary with you.  If you do not believe an improvement period is warranted, you may proceed with some other remedial action, such as a reassignment, reduction in grade, or removal.  (Remember, though, to comply with any applicable collective bargaining provisions that may apply with respect to formal Performance Improvement Plans or Opportunity Periods.)  As usual, you are strongly advised to consult with your servicing Human Resources Office before initiating this type of action to address unacceptable performance.
· Written reprimand.  Also available to you are the normal array of disciplinary actions, including the written reprimand.  If you believe that an employee’s unacceptable performance is the result of inattention or laxity or simply a “poor attitude,” you may elect to get the employee’s attention by issuing a written reprimand that clearly spells out the seriousness of the employee’s performance deficiencies and the possible consequences of continued unacceptable performance.
· Reassignment.  Sometimes it may become apparent that an employee’s unacceptable performance is the result of a mismatched assignment that does not allow the employee to emphasize his or her strong points or to show his or her full potential.  There may also be situations where an employee would likely perform better in a different work environment or under a different supervisor.  You should keep your mind open to such possibilities and, where warranted, reassign the employee to a different position that overcomes such hindrances to good performance.  Of course, coordination must take place with your servicing Human Resources Office and with any other affected supervisors and management officials.

· Suspension from duty without pay.  Another form of disciplinary action available to you is the more serious step of suspending the employee from duty without pay.  As with the written reprimand, above, if you believe that an employee’s unacceptable performance is the result of inattention or laxity or simply a “poor attitude,” and less severe means of getting the employee’s attention have failed, you may decide to suspend the employee without pay for a period of time.  Such a suspension would have to be processed in accordance with applicable adverse actions procedures.

· Reduction in pay.  For employees under the General Schedule, you may reduce an employee’s basic pay (within his or her current grade) to what you believe is more commensurate with the quality of work he or she is performing.  Such a reduction in pay would have to be processed in accordance with applicable adverse actions procedures.

· Reduction in grade or demotion.  Employees who are covered by the General Schedule may be reassigned to a lower graded position.  
· Removal.  And finally, you may elect to take the ultimate disciplinary action, removal from the Department and from the Federal service.  This is obviously the most serious action that you can take and should be exercised only after thoroughly considering all other options.  Of course, any removal must be processed in accordance with applicable adverse actions procedures.

10.7
Dealing with Poor Supervisory Performance
When a supervisor or manager performs poorly, particularly on a supervisory or managerial competency (i.e., assigning, monitoring, and evaluating work; leadership), his or her supervisor should review previous actions taken to improve the supervisor’s or manager’s performance on these competencies.  This review should include training (e.g., Performance Management Training), coaching, or mentoring provided; actions taken during the supervisory probationary period or under a formal training plan; or performance-based actions.

Before selecting an appropriate course of action, a supervisor should consult with a representative from the appropriate Human Resources Office.  
10.8
Settlement Options

Sometimes, when employees are faced with actual or potential disciplinary action for unacceptable performance, you may find yourself dealing with “settlement” discussions.  Theoretically, settlement discussions may arise when any kind of disciplinary action is in the offing – reprimand, suspension, demotion, or removal.  However, in reality, most settlement discussions arise when an employee is facing loss of employment.

At the outset, we must remind you that whenever the possibility for settlement arises, you should immediately contact representatives from your servicing Human Resources Office for advice and guidance.  They can be of great assistance in working with you, the employee, and/or the employee’s representative on these matters.  Further, you must ensure that any settlement discussions are consistent with Component policy and practice and with any applicable negotiated agreements.
From your perspective, the goal of a settlement should be to address and resolve the unacceptable performance situation in the most efficient and effective way possible.  From the employee’s perspective, the goal is usually to either save the employee’s job or to allow the employee to leave his or her position with a “clean record.”

Settlement discussions can be initiated either by an employee (and/or his or he representative) or by management.  In the first instance, an employee may approach you, some other line-management official, or a representative from the servicing Human Resources Office and ask to discuss how the anticipated or pending removal action may be avoided.  In the latter instance, you, some other line-management official, or a representative from the servicing Human Resources Office may approach the employee (and/or the employee’s representative) and suggest alternatives to the employee’s removal.  Regardless of who initiates the discussions, they usually arise at one of the following points in time:

· Before a removal is proposed.  In this situation the employee or management may opt to discuss possible settlement before any kind of formal steps are initiated.  The objective, of course, is to see if agreement can be reached on how to deal with the employee’s unacceptable performance before formal steps are taken and before you take the first step down the path to removal.

· After a removal is proposed but before a decision is made.  At this point in the disciplinary process the employee knows, by virtue of the information set forth in the proposed removal, his or her situation and, perhaps more importantly, how strong management’s case is.  After considering the basis for the action set forth in the proposal, and perhaps on advice of his or her representative, the employee may approach management and seek some kind of accommodation that would allow the employee to somehow remain employed or allow the employee to resign with a “clean record.”

· After a decision to remove has been made but before the decision has been effected.  At this point the employee and the employee’s representative know two things for sure:  1) how strong management’s case is and 2) that management is fully prepared to remove the employee notwithstanding whatever information the employee presented in his or her response to the proposed removal.  The employee or his or her representative may approach management at this eleventh hour and seek some kind of settlement that, again, might allow the employee to keep his or her job or, more commonly, allow the employee to resign with a “clean record.”

· After a decision is effected, during the appeal or grievance process.  Often, the third-party hearing the appeal or grievance will entertain, and perhaps encourage, settlement discussions between management and the employee or the employee’s representative.  [Note, however, that if the Department implements 5 C.F.R. § 9701.706(i)(1), neither the MSPB nor any adjudicating official may require settlement discussions in connection with any action appealed under Part 9701.]
As you can see, settlement discussions may arise at almost any time.  You should be alert to these possibilities and be prepared to discuss your options with your servicing Human Resources Office.  The representative from your servicing Human Resources Office will be able to advise you of settlement options, review the pros and cons of settlement, and outline the settlement alternatives that you and the employee may want to consider.  Obviously, one of the real advantages of settlement is to save the time and expense associated with processing a removal action or to address an unacceptable performance situation when the evidence against the employee is not as strong as you (or counsel) might wish.  The Human Resources representative (or someone else with the requisite authority) may also be able to serve as a liaison between you and the employee (and/or the employee’s representative).    

Among the typical settlement options that you, your servicing Human Resources specialist, and other management representatives may want to consider are those outlined below.  These options, of course, are usually in lieu of immediate removal.

· An improvement period (if none has been used) or an extension of the improvement period (if one has been used) during which the employee will be given additional coaching, counseling, and/or training and afforded an opportunity to demonstrate acceptable performance.

· A temporary or permanent reassignment to a position with different duties and responsibilities, one for which it is believed the employee may be better suited.  This option is worth considering if you believe the employee has useful talents and skills but may simply be in the wrong job.

· A temporary or permanent reassignment to a different supervisor.  This option may be appropriate if you and others believe the employee’s unacceptable performance may largely be the result of conflicting personalities, temperaments or styles between you and the employee.

· A demotion.  This option may be viable if the employee’s work history shows that he or she previously was able to satisfactorily perform lower graded duties and responsibilities and there is reason to believe that he or she will be able to so again.

· A resignation.  Sometimes the most attractive course of action is for the employee to resign.  The question here is often not so much the resignation as it is the “clean record” that the employee usually wants to maintain so that his or her prospects for obtaining future employment are not jeopardized.  

Settlement agreements are generally reduced to writing and signed by the employee (and/or his or her representative) and the authorized management representative(s).  Usually your servicing Human Resources Office or legal counsel will draft or help draft the settlement agreement.  The terms and conditions of settlement agreements must be spelled out with much precision and the correct annotations and coding must be included on the SF-50, Notice of Personnel Action.  For these reasons, and others, you must ensure that any settlement agreement is coordinated with all appropriate parties.
10.9
Documenting the Unacceptable Performance Action
Any situation involving unacceptable performance that results in some kind of action being taken against an employee may end up in litigation; e.g., grievances and arbitrations, appeals to such administrative bodies as the Merit Systems Protection Board or the Equal Employment Opportunity Commission and eventually, to Federal court.  Therefore, you must help ensure, to the extent possible, that these actions can withstand legal scrutiny. 

One of the best ways to ensure a successful outcome is to thoroughly document the basis for the action.  The kind of documented evidence you may need includes the employee’s written performance plan, journal entries, performance expectations that you conveyed to the employee, completed work products, marginal notes made to work products, customer comments, pertinent memos for the record, relevant correspondence between you and the employee, and counseling notes.  

This kind of written record may persuade an employee not to challenge the action in the first place and, if challenged, will help the agency immeasurably in defending the action before a third-party.  This kind of documentation is also helpful to an employee who might subsequently seek unemployment compensation and need to demonstrate that his or her removal was for unacceptable performance reasons rather than misconduct.  (As a general rule, unemployment compensation is less likely to be granted if an employee is removed because of misconduct, than if the removal is based on unacceptable performance.)   

10.10
Grievance and Appeal Rights

The grievance and appeal rights available to an employee vary, depending on the kind of action taken against the employee; whether the employee is serving a probationary or trial period; and whether the employee is in or outside a bargaining unit.  With this as backdrop, please confer with your servicing Human Resources Office regarding the specific grievance or appeal rights available to a particular employee.
NOTE:  The probationary period is one of the most underutilized tools available to supervisors for addressing marginal or unacceptable performance.  Remember, if you have any questions about an employee’s ability to do the job well, the best time to act is during the probationary or trial period. 
CHAPTER 11 – PERFORMANCE RELATED PERSONNEL ACTIONS
11.1
Introduction

The DHS Performance Management Program is integrated into the overall DHS human resources system.  This Chapter covers the link between ratings of record and how they will be used as a basis for taking certain other personnel actions. 

11.2
Pay, WIGIs, and QSIs
The long standing pay administration rules that are in effect today will continue to apply.  Employees will still be eligible for within-grade increases as well as quality step increases based on their rating of record.  By the same token, you still have the discretion and authority to take action to withhold within-grade increases when employees are not performing at an acceptable level of competence.  To be eligible for a within-grade increase, an employee’s most recent rating of record must have a Summary Rating of at least “Achieved Expectations.”  To be eligible for a quality step increase, an employee’s most recent rating of record must have a Summary Rating of “Achieved Excellence.”

11.3
Reductions-in-Force
Ratings of record will be used during reductions-in-force as provided in 5 CFR Part 351.

11.4
Promotions

Ratings of record shall be used in promotions consistent with governing laws and regulations including DHS MDs and policies.

11.5
Awards

Ratings of record will be used as a basis for determining whether to grant an award under 5 U.S.C. Chapter 45, 5 C.F.R. Part 45, and applicable DHS policies and regulations.  
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 Management Directive 3181.1, “Performance Management,” does not require that the reviewing official approve changes to performance plans and the ePerformance tool does not contain a process for obtaining approval of such changes.   Nonetheless, supervisors are encouraged to make sure reviewing officials are aware of significant changes to performance plans; e.g., deleting a goal that is linked to or draws its essence from the reviewing official’s goals.    


� The term “agency” should be interpreted consistent with the duties and responsibilities of each employee.  It could include representing the Department or Component in official dealings with external organizations as well representing a single work unit with other internal organizations, or a combination of both.


� W. Edwards Deming, father of post-war Japanese industrial revival, (1900-1993).


� The inclusion of developmental activities/training for the remaining competencies is determined on an individual basis.   Since supervisors will need new skill sets under the DHS Performance Management Program, the required training plan should be used as a tool to facilitate obtaining those skills. 


� Termination of an employee’s appointment during the probationary or trial period may be appropriate even if the employee’s performance exceeds the “Unacceptable” level.  
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