




      IT’S PROGRESS REVIEW TIME  
By Joyce Wells 

(GUIDANCE FOR CONDUCTING PROGRESS REVIEWS UNDER THE EXCELLENCE ACHIEVEMENT & RECOGNITION SYSTEM (EARS) AND DEPARTMENT OF HOMELAND SECURITY PERFORMANCE MANAGEMENT (DHS/PM) PROGRAM)
As a Supervisor, you are responsible for monitoring the performance of your employees through continual feedback and required progress reviews.  You are to measure employee performance against performance goals, core competencies, and associated performance standards.  It is very important to keep your employees apprised of their performance as it relates to the expectations of their performance plan.  Please note:  progress reviews are mandatory.  Failure to conduct required progress reviews could result in complaints being filed against you, or changes to your rating of record due to technical errors in your performance management responsibilities. 
Purpose of Progress Reviews

A progress review is an opportunity for you and your employee to engage in substantive discussions about:

· The strengths and/or weaknesses of the employee’s performance,
· Measures that may be taken to correct any performance deficiencies and/or to improve performance that is otherwise acceptable,
· Employee developmental opportunities to enhance performance, 

· Positive feedback to encourage continued performance,

· Additional resources available to assist with overall performance,

· Project status, deadlines, expectations, etc.     

Progress reviews are not ratings of record and no rating levels or summary ratings of overall performance are assigned to an employee.

When to Conduct Progress Reviews

EARS Performance Plans:  Two progress reviews (August and December) and accompanying discussions are required during a full-year rating cycle (1 April to 31 March) for non-supervisory employees covered under EARS.  One progress review is required if the appraisal period is 91-180 days in duration. 
DHS Performance Plans:  Mid-cycle Progress Reviews are required for all supervisory employees covered by DHS/PM.  As the Rating Official you must conduct at least one mandatory Mid-Year Review which should be completed no later than 30 December of the rating year. 
Document Progress Reviews
EARS:  The rating official and the employee shall document the progress review by signing and dating the EARS appraisal form in Part III.  As necessary, complete multiple copies of Part III when documenting three or more progress reviews. 

DHS/PM:  The rating official and the employee shall document the progress review by signing and dating the Mid-Cycle Progress Review Acknowledgement using the DHS Employee Performance Plan and Appraisal Form.
EARS AND DHS/PM:  Optional Progress Reviews may be conducted at any time during the appraisal period as a part of your on-going coaching and feedback efforts to assist employees in improving their performance, to clarify expectations and to encourage good performance. 
How to Conduct Progress Reviews

1.  Prepare for the progress review

· Encourage employees to provide “self-assessments” of their performance

· This is an employee’s written assessment of his or her performance of assigned duties and responsibilities.
· Employees may provide key results and major accomplishments regarding their performance.
· Be sure to incorporate the employee’s comments into the appraisal form and allow the employee to discuss these comments during your meeting.
· Review documentation on employee performance

· Review the employee’s performance plan, any comments provided by others, and other relevant information.
· Prepare to discuss the employee’s progress towards meeting performance goals as applicable.
· Prepare to discuss the differences between actual and expected results.
· Prepare to recognize performance that exceeds your expectations and to discuss performance deficiencies or challenges.
· Review other correspondence, including notes, work products, customer feedback, or other documentation on the employee’s performance.
· Obtain input from others who have interacted with the employee, such as peers, superiors, and customers.
2.  Conduct the progress review discussion with the employee

· Open the discussion
The purpose of a progress review conversation is to:

· Create a shared understanding of progress made towards attaining the expectations set forth in the performance plan and reviewing what is needed for the employee to be successful.
· Identify employee strengths, opportunities for performance improvements, or any goal changes needed.
The benefits to the employee and you are:

· Better understanding of how the employee’s performance is viewed.
· Sharing and developing ideas for improving the employee’s performance during the remainder of the performance cycle.
· Recognizing/encouraging good performance.
· Discuss Key Issues

· Discuss how the employee contributed to organizational performance

· Discuss each goal, core competency, associated performance standards, and progress made to date.
· Discuss needed modifications, if any, to existing goals or performance plan.
· Reach agreement (if possible) on both performance progress and gaps.
· Review work plans or ideas for improving performance.
· Conclude the Discussion
· Summarize the discussion.
· Express confidence in the employee and appreciation for the employee’s contribution.
· Agree on follow up activities.

· Check for questions.
· Conclude the Progress Review

· Address necessary modifications to goals, standards, or performance plans.
· If there are performance deficiencies, identify specific steps that should be taken in the future to address those.  Contact your servicing Command Staff Advisor (CSA) or Human Resources Specialist (HR Specialist) as soon as possible for further advice and guidance.

· When significant changes in organizational priorities or other events occur that impact any of your employees’ performance plans, initiate a discussion between you and the Reviewing Official.

· BE SURE TO DOCUMENT ALL PROGRESS REVIEWS IN THE PERFORMANCE PLAN.

Remember, consult your servicing Command Staff Advisor or Human Resources Specialist or visit the Office of Civilian Human Resources (CG-121) website at http://www.uscg.mil/civilianhr/default.asp for additional guidance and information.  

