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An individual's work aligns with organizational goals and priorities. Employees must have a clear line of
sight between what they do and how it supports the organization.

Employees receive performance objectives, goals, or standards, that describe what is expected of them at
the fully successful level so they have an understanding of what is required to meet or exceed expectations.

Supervisors monitor performance throughout the year, and employees receive feedback about their
performance.

Supervisors handle performance issues in a prompt and appropriate manner.
Employees have the opportunity to develop and enhance their skills and experiences.
Supervisors appropriately rate performance.

Monetary and non-monetary rewards are available for exceptional performance.
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Time Consuming — Many supervisors argue that the Performance Management process
takes too much time so they don't do it. It's true. The process is about managing people
and doing this takes time but don't let this stop you from being engaged. Asa
supervisor it is vitally important to the process that you plan ahead. This plan does not
need to be set in stone but should provide a general outline as to when each of the
phases will take place for each employee. Leaders that do this have seen that time put in
to the process generally saves time in the long run.

Afraid of Conflict - Meaningful confrontation is never easy but conflict is sometimes
necessary for the development of your employees. Rather than addressing the issue head
on supervisors will sometimes sugarcoat the issue in an attempt to spare feelings. This
does no one in the organization any good. Issues not addressed early rarely resolve
themselves. Instead they generally get worse and become an even greater demand on
your time and energy. Here are a few thoughts to consider when dealing with conflict:

Conflict is not about punishment it's about learning and development. Both supervisor
and employee need to understand this.

Don't see discipline as something done TO an employee, rather see it as something done
WITH an employee.

Take the progressive approach....start with the least possible use of power and
disciplinary action, and over time, use stronger actions if the situation continues.

Low Priority Compared to Operational Issues — Supervisors have the task of balancing
operational responsibilities with managing personnel development. Consequently,
managing personnel development sometimes takes a “background” role. However, as
supervisors take part in the performance management process, they begin to see that
efficiency and results improve allowing them to better balance the many roles and
responsibilities they have.
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Employee Participation - Employees should participate with their supervisors in the
creation of their own performance goals and development plans. Mutual agreement is a
key to success. A plan wherein the employee feels some degree of ownership is more
likely to be accepted than one that is imposed. This does not mean that employees do
not desire guidance from their supervisor; indeed they very much do.

Wrong Emphasis - Spending more time on performance appraisal than performance
PLANNING, or ongoing performance communication - Performance appraisal is the
end of a process that goes on all the time - a process that is based on good
communication between manager and employee. So, more time should be spent
preventing performance problems than evaluating at the end of the year. When
supervisors do good things during the year, the appraisal is easy to do and comfortable,
because there won't be any surprises.

Not following up as planned - Often times, supervisors and managers tell employees
that they will meet again to discuss the employee's career development and future with
the company. Unfortunately, this time rarely happens. As a result, the goals and
objectives just set lose their importance and the supervisor losses credibility with the
employee.

Failure to link a development strategy to performance planning - Too often,
supervisors provide training as a response to inadequate performance. However,
developing employees is more than just training employees. Developing employees
covers all efforts to foster learning, which happens on the job every day. This should be
developed at the beginning of the rating cycle and put into the employees performance
plan.
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Review strategic goals
Review the Command and organizational strategic goals and plans. Senior leaders of an
organization develop goals and plans that not only tie into the higher headquarters
mission but to the mission of DoD as well.

Gather and review SOPs

Gather and review standard operating procedures (SOPs), guidance, and directives which
may provide information on quantity, quality, or timeframe measures that employees
need to achieve. Useful information may also be found from current position descriptions
as well as previous performance plans.

Categorize employee’s work

While developing performance objectives, it is also helpful to group the work of the
employee into large categories or functions. Ask yourself the following questions to get
an idea of what the performance objectives should focus on:

What are my key job responsibilities and why are they important to the organization?
If I were not here, what would not get done?
On what do I spend the majority of my time working?
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Employee profile — name, position title, office, grade/pay band
Career goals — short-term and long-term goals with estimated and actual completion
dates
Development objectives — linked to work unit mission/ goals/objectives and employee’s
development needs and objectives
Training and development opportunities — specific formal classroom training, workshops,
rotational assignments, shadowing assignments, on-

the-job training, self-study programs, professional conferences/seminars, etc., that
employee will pursue with estimated and actual completion

dates
Signatures — including supervisory and employee signatures and date
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Their individual responsibilities and goals and how they relate to the goals of the
organization

Expected completion dates for the specified objectives that were jointly created

What level of performance is expected by writing objectives at the “fully successful” level
Criteria to be used to review and evaluate performance — metrics/success indicators by
having objectives written using the SMART formula

What developmental activities are available and expected to help them perform in their
current roles and enhance their career opportunities

That supervisors are invested in and willing to assist the employee to be successful

How their individual job responsibilities and goals
relate to the goals of the organization
Not written on the plan, but should be discussed in the

meeting with the employee
When they will meet again to discuss progress
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Waiting For The Performance Appraisal To Give Feedback — Ongoing feedback
throughout the year, whether it be to identify work or behaviors that were done well or
areas that need improvement, gives the employee the information they need to continue
performing well or to make the necessary changes to improve. While formal progress
reviews should be conducted twice a year (mid-year and end of year appraisal) waiting to
deliver this information till then defeats the purpose of the performance improvement.
Informal feedback should be regularly given leading up to the formal reviews so that the
employee knows what to expect from these meetings.

Being Too Positive Or Negative - Some managers feel uncomfortable giving positive
feedback and consequently, can omit to give employees the constructive criticism they
need to improve. And then there are other managers who are instinctively too negative,
leaving the employee wondering if they can do anything right! While, as a manager
appraising someone's performance you should give your honest opinion, you also want
your employee to understand and appreciate what you're saying. So instead of being too
positive or negative -- which can result in the employee not believing what you say --
think about the impact on the employee you want, and communicate your feedback
accordingly.

Talking Not Listening — While it is true that during the monitoring phase the supervisor
is to provide the employee with valuable feedback on ways they can improve
performance, it is also true that this is more effective when not done through one way
communication. Just as important as giving feedback is listening to the employee and
understanding their viewpoint. It is during two way conversations that supervisors find
out ways they can help an employee improve performance like removing obstacles or
providing training.

E-mail instead of face-to-face - In this age of electronic communication, far too many
managers use email as a substitute for personal interaction. Would you try to establish
important partnerships with other organizations via email? Would you fill a key position
within your organization with a person you have not met? Of course you wouldn't. While
e-mail is a powerful and convenient medium for communication, researchers have
identified three major problems. First and foremost, e-mail lacks cues like facial
expression and tone of voice. That makes it difficult for recipients to decode meaning
well. Second, the prospect of instantaneous communication creates an urgency that
pressures e-mailers to think and write quickly, which can lead to carelessness. Finally, the
inability to develop personal rapport over e-mail makes relationships fragile in the face of

Comments from page 58 continued on next page
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The feedback judges individuals, not actions. The number
one mistake people make in giving feedback is putting it in
judgmental terms rather than descriptive terms. If you say to
someone “you were too abrasive” or “you need to be a better
team player,” you put him or her on the defensive. Rather than
leading to a useful conversation, the feedback attempt
becomes a cycle of “attack” and “defend.”

The feedback is too vague. The use of generalized, cliché
catch phrases like "you are a good leader,” “you did a great job
on the presentation” or "you have a lot of common sense.” The
person hearing these words may be happy to get the
compliment, but they won't have any idea of what exactly they
did to earn your praise. If you want to encourage someone to
repeat productive behavior, you have to let him know
specifically what he did so he can keep doing it.

The feedback speaks for others. To say something like “Sheila
said that you seem confused about your new assignment” or
“People are telling me that they feel like you are
micromanaging them” isn't effective feedback. Whenever
possible, give feedback based on behaviors you have
personally observed and can describe.

Negative feedback gets sandwiched between positive
messages. It's tempting to tuck the negative comment
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between two positive statements. Your intentions may be
good, but it doesn't work. Both positive and negative feedback
should stand on its own.

The feedback is exaggerated with generalities. Using
language like “always” or “never” puts people on the defensive
and causes them to discount the feedback altogether.

The feedback analyzes the motives behind the behavior.
Telling someone that you know they are behaving a certain
way because of an impending divorce, jealously over a co-
worker's advancement, or burnout is ineffective and is likely to
cause resentment. Don't assume you understand someone’s
intention or motive.

The feedback goes on too long. Not knowing when to stop
dilutes your message and can create more problems. Don't
give advice, describe personal experiences or try to solve the
other person’s problems. People receiving feedback need time
to absorb the information they have just received and consider
what, if anything, they might do about it.

The feedback contains an implied threat. Telling someone
her job is in jeopardy — “Do you want to be successful in this
organization or not?” — doesn't reinforce good behavior or
illustrate bad behavior. It only creates animosity.

The feedback uses inappropriate humor. Sarcasm and
criticism couched as a joke are poor substitutes for feedback.

Comments from page 61 continued on next page



Saying “good afternoon” to a colleague who is ten minutes late
for a morning meeting or teasing about someone’s poor
presentation skills in a meeting is ineffective and potentially
destructive.

The feedback is a question, not a statement. Phrasing
feedback as a question — "Do you think you can pay closer
attention during our next meeting?“— is too indirect to be
effective.
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When employees' performance deteriorates, they often perform at the
marginal level for a time before dropping to Unacceptable. Catching
and addressing poor performance before it becomes Unacceptable is an
easier and more effective way of dealing with performance problems.
If supervisors talk with employees when performance first becomes
marginal, the discussions may serve as a "wake-up call." When
employees first slip into marginal performance, they are more likely to
be open to discussing what needs to be done to improve performance.
Supervisors can help employees improve without the negative
consequences of threatening their jobs. Employees can concentrate on
building necessary skills without worrying about possible
unemployment at the end of the performance improvement period.
By addressing performance problems, supervisors signal to all
employees that the organization does not tolerate poor performance.
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Clear communication. Supervisors must communicate clear performance
standards and expectations. They should take time to look at the existing
performance standards and make some changes if the standards don't really
communicate their expectations. If employees don't understand what is
expected, it is very hard — sometimes impossible — for them to meet those
expectations.

Frequent feedback. Positive, constructive feedback from supervisors, given
whenever needed, is crucial to ensuring that employees know what they've
done right and what needs improvement. Feedback should be specific,
meaningful, and timely.

Increased supervision. Marginal employees often require more direction.
Supervisors should work more closely with them, while understanding that
the goal is for employees to work competently and independently.

Positive reinforcement. Recognize good performance. Recognizing
marginal employees when they do something correctly is another way of
clarifying expectations and providing positive reinforcement. Recognizing
good performance increases the likelihood that employees will repeat the
performance.

Mentoring. Have an outstanding employee serve as a mentor for the
marginal performer. In this way, supervisors provide a model of desired
performance.

Training. In some situations, marginal employees need training because
they lack the skills to perform at the Fully Successful level. Training can
include formal classroom sessions, on-the-job training, and automated
training aids.

Checklists. Often employees performing at the marginal level require extra
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assistance in setting priorities and remembering procedures. Checklists can
sometimes help employees stay focused on a task and organize their work.
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Bullet One:

Coaching can happen spontaneously or in a formal meeting. It is a challenging skill for
many supervisors. Rather than providing advice or prescribing a solution, coaching sets
the stage for the employee to come up with a resolution. You can coach employees
through effective questioning, empowering them to proactively and consciously manage
their own performance.

Bullet Two:
As a coach, you can help the employee identify and address obstacles that interfere with
the employee’s ability to accomplish a goal, such as:

External obstacles, including: busy schedule, limited resources, interactions with others, or
incomplete information.

Internal obstacles, including: fear of failure, self-doubt, inability or unwillingness to
change, inability to visualize success, unwillingness to make a decision, poor time
management, or misunderstanding of expectations.

Bullet Three:
Coaching means fostering an employee’s awareness, responsibility, and ownership of
ideas, actions, and goals, which are crucial elements of good performance.

Bullet Four:

Successfully conducting regular coaching sessions takes patience and practice but is well
worth the effort. You will be pleasantly surprised with how well your employees respond
to and appreciate your commitment to their success. Giving continuous feedback
demonstrates your dedication to building a positive and trusting relationship with
employees and assists them with improving performance. It also helps you improve your
performance as a supervisor.
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Identify special projects and assignments to develop leaders—Most people learn by
doing. Workshop training and formal courses can develop critical fundamental skills
while on-the-job experiences put those skills into play. If you can create opportunities for
your employees to step outside their comfort zones and take on new responsibilities, they
will gain invaluable experience.

Feedback is a natural part of the monitoring process of performance management, but
specific and timely feedback to employees about their performance against established
expectations also provides the foundation for discussing developmental needs.

Coaching and counseling provides individualized advice and instruction.

Mentoring helps employees clarify career goals, understand the organization, analyze
strengths and developmental needs, build support networks, and deal with road blocks.

Learning teams can form to meet regularly to focus on improving performance.
Self-development includes a broad collection of techniques and approaches, such as

self-analysis of competencies and interests, reading lists, and attending demonstrations at
other organizations.
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Accomplishments and results: Describe the employee’s impact on the organization’s mission and goals.
Focus on results instead of tasks.

Performance level: Include wording that describes the employee’s level of performance for each goal. It
must support and justify the rating you intend to give.

Behaviors: Describe how the employee exhibited the expected behaviors/values while achieving his or her
goals.

Challenges and added value: Describe how the employee overcame challenges and dealt with special
circumstances. Include wording that describes how the employee added value to the organization.
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Make sure you know and understand your organizations performance management system. Each system
may have it's own unique method for assessing and rating employee performance.

Request and review performance documentation from the employee before scheduled meeting. Doing this
will allow the employee to provide support for how well they performed their objectives.

Read carefully each performance standard level beginning with the Fully Successful one. 1t is to be
considered the base level standard. Determine the level that best describes the employee’s performance on
each element. Each and every criterion in the standard does not have to be met by the employee in
absolute terms to assign a particular rating level. The sum of the employee’s performance of the element
must, in the supervisors judgment, meet the assigned level's criteria.

Schedule a meeting with each employee in advance to discuss their final rating of record.
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Failing to address poor performance sends a clear message to other employees that you
have unique standards for poor performers and that they need not meet your
performance expectations

Poor performance usually only gets worse over time—rarely does it correct itself without
action on the part of the supervisor

Taking action against one employee does not lower morale among other employees. In
fact, the opposite is true. Often taking action leads to a more productive work
environment

Constructive counseling given early and regularly not only often leads to performance
improvement but also eliminates the need to consider more formal action that is even
more unpleasant. Providing such counseling does not require special skills

Most performance-based actions are not appealed. The majority of appeals are won
before the Merit Systems Protection Board
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Bullet 1:

Proper performance management includes things we discussed in the lesson on planning.
Remember the performance plan, performance objectives, and critical elements? These
are all developed with each employee to help them understand the goals of the
organization, what needs to be done, why it needs to be done, and expectations for
accomplishing goals. It also allows them so see a description of what “success” looks like.
Sometimes just developing or reviewing the performance plan with the employee can
help deter behaviors or actions that lead to poor performance.

Bullet 2:

It is also important to remember that if a performance based action is necessary (for
example, removal or reassignment) that the employees performance plan be written to
stand up under a 3' party review. (Refer back to “Planning for Performance” section of
this lesson for specific details.)
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If the root cause of a performance problem is an employee'’s lack of effort, then
counseling, a direct warning, and then either discipline or a performance based adverse
action would make sense.

If the root cause of the problem is a lack of resources or skills necessary to do the job
properly, counseling, warning and then disciplining the employee won't help at all and
may make things worse.

Similarly, if the root cause of the performance problem is a disability that could be
reasonably accommodated, taking the traditional counseling/warning/discipline route
would not only be ineffective, but would violate laws and regulations.

If the cause of poor performance is due to personal issues like depression, substance
abuse, family issues, etc. you should encourage them to take advantage of the personal
services offered through the Employee Assistance Program (EAP).
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The PIP must identify the duration of the opportunity period. An opportunity period of no
less than 90 days must be provided for each critical element in which the employee’s
performance is at the "Unacceptable” level. The PIP may be extended if the Rating Official
feels additional time is needed to allow the employee to demonstrate acceptable
performance at the “Acceptable” level.

The PIP must state the specific critical element(s) for which performance is at the
“Unacceptable” level and describe the specific actions needed to improve performance to
the "Acceptable” level. These actions must be specifically linked to the element for which
performance was determined to be at the “Unacceptable” level.

It must include the performance requirement(s) and, if applicable, standard(s) that must
be attained in order to meet the "Acceptable” level, and the consequences of failing to
improve during the opportunity period. It must include the type(s) of assistance that will
be offered to the employee to improve performance that is currently at the
“Unacceptable” level. This assistance may include, but is not limited to, formal training,
on-the-job training, counseling, and coaching. It is imperative that the Rating Official
ensures that the assistance promised to the employee is delivered.

Within the PIP it is important that you clearly identify the assistance that you, as the
supervisor, will be providing the employee. For example, an employee may be given a
checklist, paired with another employee, offered training, and/or given closer supervision.
Not every employee will require every type of assistance, but once assistance is offered,
be sure to follow through with it during the performance improvement plan period.

It must include a statement that if the employee's performance improves but lapses again
to the “Unacceptable” level on the same critical element(s) within 1-year from the start of
the PIP, the Rating Official may propose a performance-based action, i.e., reduction in
grade or termination, without placing the employee on an additional PIP.
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Communicate clear performance outcomes and expectations to employees. If an
employee doesn't understand what is expected, it will be very hard, if not impossible, for
them to meet those expectations. Providing clear expectations doesn't necessarily require
precisely written, detailed instructions to be laid out on every performance component.
Generally, the question one should ask their self is: “Would a reasonable person
understand what is expected?”

Provide 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 expectations are understood. Frequent feedback
lessons 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
employees understand what is expected.

Reward and recognize good performance formally and informally. Recognizing
good performance is simply another way of clarifying expectations. Recognizing good
performance also increases the likelihood that good performance will continue.

Make full use of probationary periods. Performance problems often first show up
during the initial period of Government employment. Generally, a probationary period is
one year for competitive service employees and for new supervisors, and one to two years
for excepted service employees depending on their appointment authority. The
probationary period is designed to give supervisors the opportunity to assess how well an
employee can perform the duties of a job. Employees’ performance during this time
period usually serves as a good indication of how well they will perform throughout their
career. During this period supervisors should provide assistance to help new employees
improve their performance while at the same time determine whether or not the
employee is suited for a position.
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Meaningful — Make sure that the recognition has value to the individual receiving it. You
may even give the employee the opportunity to decide how their recognition will be
rewarded.

Timely - Recognition for a job well done is most meaningful and has the most impact
when done when the work was performed. Waiting to recognize an employee until the
next town hall has a tendency to loose its effect and may not carry the same
organizational impact.

Specific - Ensure that the recognition is tied to a specific motivating event. The
recognition is absolutely linked to specific motivating events (e.g., sales targets, living
company values, etc.), is clearly defined, and is part of a total recognition system of the
organization.
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The use of an annual performance award to take into account an employee’s
contributions to the accomplishment of organizational goals and objectives.

The use of other awards available to recognize and reward individuals and/or teams for
specific achievements at any time during the appraisal period. This balanced approach
provides a comprehensive set of tools to motivate employees to sustain a high level of
performance and services.
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Awards may be granted based on:

Suggestions,

Inventions,

Superior accomplishments,

Productivity gains,

Goal achievement,

Special acts or service in the public interest, or
Performance ratings of record (for individuals only.)

Each agency designs its awards program to meet its needs, and most awards programs
include the types of awards listed above.

Author: AMSC Subject: Sticky Note Date: 9/20/2011 11:04:08 AM

Monetary - A monetary award is a cash payment that does not increase the employee’s
rate of basic pay. Example: A cash award for an employee that has just completed a high
impact, short term project in less time than expected.

Honorary recognition - Many agencies include as part of their overall awards programs
a traditional form of high-level "honor awards.” Often, such honor awards do not use
monetary recognition at all, but emphasize symbolic recognition of significant
contributions and public recognition of organizational heroes. For example, a letter of
appreciation, certificate, medal, plaque or item of nominal value.

Time off without charge to leave or loss of pay - A time-off award is where time-off
from duty is granted without loss of pay or charge to leave for which the number of hours
granted is commensurate with the employee’s contribution and accomplishment.
Example: After putting in extra hours and making significant contributions to the
completion of a project a supervisor may reward the employee with a time off award of 8
hrs.
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Showcase high performance for others to see — Recognizing high performance and
achievement sends a clear message throughout the organization that excellence is valued.
This also provides others with an example of what high performance looks like. By doing
this you provide motivation and incentives for the positive performance to be continued
and duplicated.

Add value to your employees — Small surprises and tokens of your appreciation spread
throughout the year help your employees feel valued all year long. Recognition from
supervisors ranks among the highest factors among employees that make them feel as if
the organization cares about them and their well-being.

Drives employee engagement — When asked to list the top things that drive
engagement in the workplace; consistently the number 1 and number 2 answer was
appreciation and recognition for doing a great job at work. Money came in at number
nine. If you want employees that are engaged with their work, recognize them when their
work is done at an exceptional level.

Retention of top performers - Every organization has top performers. Those
employees whose motivation to do a good job simply comes from within. These same
employees usually are not self-promoters. So, to retain these valuable employees it is
important that you provide them with adequate feedback that they contribute to the
overall success of the organization . Doing this validates their decision to be a part of this
organization.
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