Lesson 5—Performance Management

Overview

Introduction
This lesson describes the four phases of performance management and offers techniques for managing each phase.



Rationale
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Performance management is a continuous series of interrelated events occurring throughout one’s career.  By systematically managing people’s performance, the supervisor promotes their growth and fulfillment.



Objectives
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· Define the four phases of performance management.

· Use a checklist to validate objectives.

· Explain how to develop people’s performance through various means.

· Explain the procedure for appraising performance.
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Reference
To get the most from this lesson, review AR 690-400, Chapter 4302, Total Army Performance Evaluation System (TAPES).  To view it on the Web, visit Civilian Personnel Online Electronic Publications at the United States Army Publications Agency(http://pubs.army.mil/epubs/pdf/r690_400.pdf)
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Performance Management Cycle

Introduction
This map identifies players in the performance management process and defines this process as a cycle consisting of four phases.

Players
This table identifies players in the performance management process:

Player
Role

Ratee
Performs work.  Participates in defining and developing own performance.  Communicates with supervisor.  Assists co-workers.

Rater
Supervisor or team delegated authority to define and review performance under TAPES.

Intermediate Rater
Optional—reviewing level supervisor or management team in between rater and senior rater.

Senior Rater
Supervisor delegated authority to approve performance appraisals.

Customer
May help to define or evaluate performance through satisfaction surveys or feedback systems.

Peer or co-worker
May help to define, develop, and review performance.

Personnel Mgt Specialist
CPAC specialists who advise customers on performance management matters and process appraisals.  




Cycle
This table describes the four phases of the performance management cycle:

Phase
Description

I—Define




Define performance. 

· Explain the team or individual’s mission.  

· Discuss expectations about products and services.

· Define performance objectives and standards.

II—Develop

[image: image3.wmf]
Develop performance by providing

· training.

· leadership—feedback, coaching, and counseling.

· required resources.

III—Review
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Review performance.  

Periodically review performance and progress with individuals and team.  This will form a basis for appraisals and awards.

IV—Reward

[image: image5.wmf]
Reward performance.  

Use informal and formal recognition and reward systems.  At the end of this phase, the cycle returns to Phase I.  

Note: Lesson 6, Incentive Awards, covers this phase in detail.
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Performance Management Terms

Introduction
This map defines terms used in performance management activities.

Concept
Definition

TAPES


Total Army Performance Evaluation System.  Civilian performance appraisal system, similar to military evaluation systems.  Consists of a Base System and Senior System.

Base System
Covers employees below the senior system level.

DA Form 7223-1
Base System Civilian Performance Counseling Checklist/Record.

Referred to as “counseling checklist.”

DA Form 7223
Base System Civilian Evaluation Report.

Senior System
Covers interns, GS-09 and above, FWS employees WS-09 and above, and members of the Senior Executive Service (SES).

DA Form 7222-1
Senior System Civilian Evaluation Report Support Form.  Used to define and develop performance.  Referred to as “support form.”

DA Form 7222
Senior System Civilian Evaluation Report.  Used to review and reward performance.

Performance Plan 
Performance expectations documented on the counseling checklist or support form.

Performance Standards
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Statements defining type and level of expected performance.

Defined on counseling checklist and support form.  

Rater assigns or negotiates performance objectives and standards based on mission and DA standards.  Employee may set personal objectives for professional growth that supports the organization. 

Rating Period
Normally one year but not less than 120 days.

Progress Reviews
Reviews are documented at least semiannually on the counseling checklist or support form.  At least one review required per rating period.

Overall Performance Rating
Highest rating is Successful Level 1.  Indicates all standards met and 75 percent or more of objectives exceeded.  

Senior System.  For Successful Level 1 rating, must exceed 75% of objectives, including supervisory objectives for supervisors.  

Base System.  For Successful Level 1 rating, must exceed at least three responsibilities, or four for supervisors.

Other rating levels:  2, 3, 4, and 5.

WIGI
Within Grade Increase (WIGI).  Step increase for an acceptable level of performance during a specified period.  (Level 1, 2, or 3.)

Quality Step Increase
An extra step increase that GS employees may be rewarded for performance at Successful Level 1.

Critical Element
An OPM term that must appear in performance plans.  Army defines all established performance objectives as critical elements.  
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Phase I:  Defining Performance

Introduction
This map explains how to define performance.  

Timeliness
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To receive a performance evaluation, civilian employees must have a set of approved performance standards in place for at least 120 days.  To establish standards, meet with the employee within the first 30 days of the rating period.

We can’t expect people to perform well over a sustained time without knowing what’s expected of them.  Moreover, supervisors who fail to define performance in a timely manner invite low morale and grievances.



Commitment


Use the performance planning phase to involve people and build commitment:

· prepare draft performance objectives and ask the employee or team to comment on them, or

· delegate the task of writing performance objectives to employees and teams.


Critical elements
Evaluation of performance at an acceptable level means that the individual has met all critical elements.  Critical elements are the performance objectives or responsibilities attached to the TAPES form.



Checklist[image: image8.wmf]
The checklist for critical elements is important because performance objectives must meet OPM criteria.  Use it to delete improper objectives and define measurable standards for rated employees.

How to use
Answer each question.  Generally, any “yes” answer means the objective is a critical element and you must write standards carefully.  If answering “no” to all questions, you should probably delete the objective and emphasize another one.


Questions
Yes
No


Is this objective central to the position’s purpose?




Is this objective a primary reason the position exists?




Would you remove the employee for failure to achieve objective?




Is proper execution vital to mission accomplishment?




Would errors endanger health or life?




Employee has primary responsibility for this objective?




Regulatory or statutory requirements make the objective critical?




Standards set by law or regulation?




Statutes or regulations prohibit certain practices?
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Performance Standards

Introduction
This map defines performance standards for base and senior systems.



Definition
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A performance standard is a statement(s) describing type and level of performance expected.  

Since it serves as a measuring tool, a standard must be specific and measurable.



Examples




Two examples of stated standards:

Bad example:    Reduce accident rate.

Good example:  Reduce accident rate 5 percent by end of the first quarter.



Base System standards
Counseling checklist describes DA-established responsibilities and standards:

· Technical competence.

· Adaptability/initiative.

· Work relationships/communications.

· Responsibility/dependability.



Base System supervisory standards
Additional DA-established responsibilities and standards for supervisory positions:

· Supervision/leadership.

· Equal employment opportunity/affirmative action.



Senior System standards
The support form describes DA-established responsibilities and standards:

· Technical competence.

· Innovation/initiative.

· Responsibility/accountability.

· Working relationships.

· Communication.

Senior System supervisory standards
Additional DA-established responsibilities and standards for supervisory positions:

· Organizational management and leadership.

· Equal employment opportunity/affirmative action.
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Defining Performance for Base System Employees

Introduction
This map explains how to define performance.



Steps
To define performance for base system employees, follow these steps:

Step
Action

1
Schedule a counseling session within the first 30 days of each rating period.

2
Discuss your expectations for performance, using supporting information (position description, mission objectives).

3
Explain performance standards on the counseling checklist.

4
Obtain employee input on individual expectations.

5
Discuss expectation.  Listen to employee, then articulate final decision.

Ensure these objectives meet criteria for critical elements.  

Discuss time frames, resources, competing priorities, and potential obstacles.

6
Explain the Army core values and what they mean to good performance in your organization.

7
Close the meeting and agree to meet later to discuss progress.

8
Document the results of the meeting.  

Record points discussed and initial on the counseling checklist.

9
Maintain the counseling checklist throughout the rating period as needed. 

10
Hold and document at least one mid-term meeting.  Local policy or the union contract may require additional meetings.




Teams

[image: image10.wmf]Our Plan


Some organizations employ work teams to manage mission accomplishment.  

A team can use these steps when defining performance collectively.
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Defining Performance for Senior System Employees

Introduction
This map explains how to define performance.



Steps
To define performance for senior system employees, follow these steps:

Step
Action

1
Schedule a counseling session within the first 30 days of each rating period.  

2
Discuss your expectations for performance using supporting information (position description, mission objectives).

3
Explain the performance standards listed on the support form.

4
Obtain employee input on
· significant duties and responsibilities.

· major performance objectives.

5
Discuss the information in Step 4. 

Ensure the objectives meet the criteria for critical elements.  

Discuss time frames, resources, competing priorities, and potential obstacles.  

List relevant training or development needs.

6
Explain the Army core values and what they mean to good performance in your organization.

7
Close the meeting and agree to meet later to discuss progress.

8
Document results of the meeting and verify discussion by placing initials in Part III of the support form.

9
Maintain the support form by adding, deleting, or modifying objectives throughout the rating period as changes occur. 

10
Hold and document at least one mid-term meeting.  Local policy or the union contract may require additional meetings.




Teams
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Some organizations employ work teams to manage mission accomplishment.  

A team can use these steps when defining performance collectively.
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Phase II:  Developing Performance

Introduction
This map describes the second phase in performance management—developing performance.

Goal
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Developing performance relates directly to the human resource goal of maximizing workforce performance.  

This phase leads to the mission accomplishment we all seek.



Types
We develop performance through the means explained below.



Training




Includes on-the-job training, formal classroom training, computer-based training, correspondence training, and independent study or video-based training.  
When people lack skills to do assigned work, train them.



Education




Preparation for the future:  education in Army schools, colleges, and independent study.



Development




Work assignments such as details or special projects.  

Someone with experience in one function can rotate to new assignments to gain experience in other functions.




Feedback
Use feedback to help people acquire, enhance, or use job skills.  

Feedback should be

· specific.

· objective.

· focused on behavior.

· helpful.

Supervisors and peers are sources of feedback.

Counseling
Required for employees who don’t progress after normal supervisory attempts to train and coach.
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Progress Review

Introduction
This map explains how to conduct a progress review.



Rationale

[image: image13.wmf]
A progress review promotes performance development.  Besides the required mid-term review, use this tool periodically to assess performance and maintain control.



No alibis
Recurring progress reviews eliminate the alibi, “I didn’t get it done because I didn’t understand or know how, and nobody explained or checked.”



Steps
To conduct a progress review, follow these steps:

Step
Action

1
Ensure the person understands, accepts, and has committed to the assigned performance standards.  

If not, redefine expected performance (pages 5-6 or 5-7).

2
Schedule a progress review.  Arrange a suitable meeting place free of distractions, and allow sufficient time.  

3
Give a warm welcome and encourage the person to relax.  This helps make the setting comfortable and non-threatening.

4
State your purpose and invite the person to discuss

· achievements on individual objectives.

· completed training, education, or development.

· delays, missed deadlines, or emerging problems.

5
Provide feedback on

· quality, quantity, timeliness, or cost-effectiveness.

· conduct and behavior related to performance.

· collaboration and teamwork.

· completed objectives.

· remaining objectives.

6
Encourage suggestions for solving emerging problems.

7
When you’ve discussed all objectives close the meeting:

· Summarize commitments—end on a high note.

· Schedule the next meeting.

· Document discussion on counseling checklist or support form.

8
Arrange for education, training, or development identified during the progress review.  Provide OJT as needed.
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Phase III:  Reviewing Performance

Introduction
This map provides background information on Phase III:  Reviewing Performance.



Purpose

[image: image14.wmf]
We use appraisals to

· provide feedback to maximize performance.

· make an Acceptable Level of Competence decision.

· determine service computation dates for reductions in force.

· identify proper incentive awards.



Base system rating period
The annual rating period is determined locally.  



Senior system rating period
The rating period for Senior System employees depends upon the employee’s category:

Category
Rating Period

GS/WS-13 and above
1 July to 30 June of the following year.

Exception:  Army Corps of Engineers in this category are rated on a 1 October to 30 September cycle.

GS/WS-09 through 12
1 November to 31 October of the following year.

Interns
First rated six months after entry on duty (a special rating).

Then rated six months later, at anniversary date (annual rating).  

Thereafter, rated at anniversary date until graduation.




Special ratings
Army Regulation 690-400, Chapter 4302 explain exceptions for employees who change jobs in the middle of a rating period.  

Special ratings may be issued at the end of

· temporary promotions.

· details.

· special assignments.

· when the current annual rating does not support an Acceptable Level of Competence (ALOC) decision.  

Contact CPAC if you have questions.



HRM, ST 5002
5-10

Appraising Base System Employees

Introduction
This map explains how to appraise performance of Base System employees.



Steps
To appraise performance of Base System employees, follow these steps:

Step
Action

1
Towards the end of the rating period

· gather records, including the counseling checklist.

· review the employee’s performance.

2
Summarize employee duties in Part IV of the evaluation report.

3
Provide comments on Part V, Values and Responsibilities.

4
Review the first responsibility in Part V(b):

· Compare employee’s performance on objectives and job tasks against standards.

· Using levels defined on the form (e.g., Excellence . . . Fails), rate the employee.

· Provide bullet examples.

5
Repeat step 4 for each of the remaining responsibilities.

6
After completing Parts I and II of the form, forward it to the intermediate or senior rater.  

Other actions:  

· If performance merits a performance award or QSI, complete Part III.

· If performance is sub-standard, consult CPAC to consider other required HR actions.

7
Discuss the appraisal with the intermediate or senior rater.  

Make necessary changes and obtain approval.

8
Based on discussions with your boss or CPAC staff, initiate suitable personnel actions.

Examples:  

· Incentive award.

· Performance Improvement Period.

· Training request.

9
Discuss appraisal with the employee.

Obtain employee signature.

Arrange a meeting to set performance objectives for next rating period.
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Appraising Senior System Employees

Introduction
This map explains how to appraise performance of Senior System employees.

Steps
To appraise performance of Senior System employees, follow these steps:

Step
Action

1
Towards the end of the rating period

· remind employee to list accomplishments in Part IV(c) of the support form.

· gather records, including the support form.

· review the employee’s performance.

2
Summarize employee duties in Part IV of the evaluation report.

3
Provide comments on Part V, Values and Responsibilities.

4
Review employee’s achievement of individual performance objectives and task performance against standards.

Determine which objectives will be rated, and rate them.  

5
Rate employee’s performance in Part VI (a):  

· An overall rating of Successful Level 1 requires 75 percent of all objectives exceeded and the rest met. 

· Rating of Successful Level 2 requires 25-74 percent of all objectives exceeded and the rest met.

· Rating of Successful Level 3 requires that all objectives be rated at least at met.

6
Provide bullet comments.

7
Discuss rating with the intermediate or senior rater (if used) and obtain approval after making any changes.  

Other actions:  

· If performance merits a performance award or QSI, complete Part III on a copy of the report form.

· If performance is sub-standard, consult CPAC to consider other required HR actions.

8
Based on discussions with your boss or CPAC staff, initiate suitable personnel actions.

Examples:  

· Incentive Award.

· Performance Improvement Period.

· Training request.

9
Discuss appraisal with employee.

Obtain employee signature.

Set dates for submitting a new support form for next rating period and a meeting to discuss the performance objectives.
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Lesson Summary

Introduction
This map summarizes the main points in this lesson.

Phases
The performance management process has four phases:


Phase
Description


Defining
discussing expectations, objectives, and standards.


Developing
providing resources, training and coaching.


Reviewing
completing and discussing the appraisal.


Rewarding
using formal and informal methods that fit the performance.


Defining performance
Base System employees must have a discussion of performance expectations with their raters within the first 30 days of each rating period.  The discussion is documented by anotating it on the counseling checklist.

Senior System employees must have objectives recorded on their support form.  This occurs in a counseling session within the first 30 days of each rating period.

To build commitment, ask people to provide input on performance objectives.




Developing performance
Supervisors must hold at least one mid-term review to 

· assess progress.

· identify resource requirements.

· collaborate and overcome obstacles.

· provide training and coaching.  

Document these reviews on the counseling checklist or support form.




Reviewing performance
Employees must receive at least one mid-term progress review documented on the counseling checklist or support form.  Be sure the rating chain has approved the rating before disclosing it.  



Rewarding performance




Use the rating forms to provide deserving achievers a cash performance award or quality step increase.

Use DA Form 1256 or other form required by your servicing CPOC to request other awards (time off or on-the-spot cash awards).  

For more information, see Lesson 6, Incentive Awards.



Reference
AR 690-400, Chapter 4302.
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Lesson 5—End-of-Lesson Exercises

Instructions
Read the situations and questions and select the best answer.



1.
To manage performance effectively one must define expected performance and

a.  rate employees against each other to determine the best.

b.  plan, organize, and coordinate.

c.  develop, review, and reward performance.

d.  rotate cash awards to maximize fairness.



2.
You just hired a new employee.  You must discuss performance objectives within

a.  120 days.

b.  90 days.

c.  60 days.

d.  30 days.



3.
Performance standards

a.  should be defined in broad terms to allow for flexibility.

b.  should be specific and measurable.

c.  are of little value in assessing performance. 

d.  bear no relationship to defining performance expected.



4.
When holding a performance counseling session

a.  define Army values but don’t elaborate on them.

b.  don’t discuss Army values, as they’re not relevant to performance.

c.  explain Army values and the implications they have for good performance.

d.  tell the rated individual to define the values in his own terms.



5.
Which statement is a sound technique to enhance performance?

a.  Train people who lack skills to do assigned work.  

b.  Fire people who lack skills to do assigned work.

c.  Demote people who don’t progress after training.

d.  Avoid giving feedback—people don’t want to hear your views on their performance.



Continued on next page
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Lesson 5—End-of-Lesson Exercises, Continued
6.


Situation:  You are Andy Amatoor’s supervisor.  He occupies a GS-4/5 position.  His first year in the position is almost completed, but he is not doing well.  He probably expects a promotion, but you don’t want to submit the paperwork.  

How should you handle the promotion issue and his performance appraisal?

a.  Promote Andy to GS-05 but counsel him to improve or else.

b.  Take immediate action to remove Andy—his performance is unsatisfactory.

c.  Meet with Andy and discuss the performance objectives he is not meeting. 

d.  Ask one of Andy’s co-workers how he is doing, then decide.  



7.
Situation:  You are Igor Beaver’s supervisor.  He is a GS-12 being detailed to a special project for 180 days.  Duties will substantially differ from current position.  

What should you do?

a.  Nothing—a new performance plan isn’t needed until one year passes.

b.  Develop with Igor new performance objectives for the detailed position.  Provide a


special appraisal at the end of the detail.  Consider this appraisal when you complete the 
annual appraisal.

c.  At the end of the detail, ask Igor to rate his own performance.

d.  Rate Igor now on the standards for his permanent position and disregard the detail 
for his current rating period.  But give him credit for volunteering for the detail.
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Lesson 5—Answer Key and Feedback
Instructions
Correct choices are highlighted.

1.
To manage performance effectively one must define expected performance and

a.  rate employees against each other to determine the best.

b.  plan, organize, and coordinate.

c.  develop, review, and reward performance.  (Page 5-2, Phases)

d.  rotate cash awards to maximize fairness.



2.
You just hired a new employee.  You must discuss performance objectives within

a.  120 days.

b.  90 days.

c.  60 days.

d.  30 days.  (Page 5-4, Timeliness)



3.
Performance standards

a.  should be defined in broad terms to allow for flexibility.

b.  should be specific and measurable.  (Page 5-5, Definition)

c.  are of little value in assessing performance. 

d.  bear no relationship to defining performance expected.



4.
When holding a performance counseling session

a.  define Army values but don’t elaborate on them.

b.  don’t discuss Army values, as they’re not relevant to performance.

c.  explain Army values and the implications they have for good performance.


(Pages 5-6, Step 6 and 5-7, Step 6)

d.  tell the rated individual to define the values in his own terms.



5.
Which statement is a sound technique to enhance performance?

a.  Train people who lack skills to do assigned work.  (Page 5-8, Training)

b.  Fire people who lack skills to do assigned work.

c.  Demote people who don’t progress after training.

d.  Avoid giving feedback—people don’t want to hear your views on their performance.



Continued on next page
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Lesson 5—Answer Key and Feedback, Continued
6.


Situation:  You are Andy Amatoor’s supervisor.  He occupies a GS-4/5 position.  His first year in the position is almost completed, but he is not doing well.  He probably expects a promotion, but you don’t want to submit the paperwork.  

How should you handle the promotion issue and his performance appraisal?

a.  Promote Andy to GS-05 but counsel him to improve or else.

b.  Take immediate action to remove Andy—his performance is unsatisfactory.

c.  Meet with Andy and discuss the performance objectives he is not meeting. 


(Page 5-9, Steps 4 and 5)

d.  Ask one of Andy’s co-workers how he is doing, then decide.  



7.
Situation:  You are Igor Beaver’s supervisor.  He is a GS-12 being detailed to a special project for 180 days.  Duties will substantially differ from current position.  

What should you do?

a.  Nothing—a new performance plan isn’t needed until one year passes.

b.  Develop with Igor new performance objectives for the detailed position.  Provide a


special appraisal at the end of the detail.  Consider this appraisal when you 
complete the annual appraisal.  (Page 5-10, Special ratings)

c.  At the end of the detail, ask Igor to rate his own performance.

d.  Rate Igor now on the standards for his permanent position and disregard the detail 
for his current rating period.  But give him credit for volunteering for the detail.
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