Tips for Effective Performance Management - Discussion points with the employee in “The Beginning”
1)  Performance plans are communication tools that contain:

· Critical elements communicating the year’s priorities for each job.  “What are the the goals for this year?”
· Performance standards describing the conditions that exist when a certain level of performance is achieved.  “What do I want the outcome to be?”
2)  Critical elements and performance standards are based on the job, not on the person’s capability to do the job.  Individual Development Plans (IDPs) address individual developmental needs in relation to the standards.

	“What is the job?” (critical elements)

	1)

	2)

	3)

	4)

	5)


	“What is a good job?”  (performance standards)

	Exceptional:  above or beyond the normal job requirements

	Superior:  above or beyond the normal job requirements 

	Fully Successful: express successful, not average performance, use your description rather than the label to drive the meaning behind fully successful performance

	

	


3)  Fully Successful – what does it mean?  It’s not average, even though it falls in the middle of the five performance levels.  It is the level of performance the job’s pay is based on.  Remember:  Don’t compare people to others, compare them to the standard.  Through dialogue, we need to change the culture of “fully successful” so employees and managers know that this is “good performance, doing your job well.”
Do we hire candidates at the “C” level?  Average qualifications? No, we hire candidates who have the qualifications equating to the “fully successful” level.
4)  Superior and exceptional ratings are assigned to employees who consistently function above or beyond the quality norms described at the fully successful level.

	“How do we know?”  (feed back mechanisms, e.g., through reports, customer feedback, reviewing work)

	

	

	

	

	


5)  GPRA/mission critical goal – just back into the GPRA goal.  For example, secretary ← supervisor ← GPRA goal.  Don’t make the secretary “leap over” to directly link to the Department’s GPRA goal, but connect to the first piece (first-line supervisor) that connects to the GPRA goal (the secretary → supervisor → GPRA goal).  The secretary is contributing to the GPRA goal because he/she is helping the supervisor accomplish his/her GPRA goal.  

For example, the following GS-6 Secretary and GS-13 Supervisory Civil Engineer support the same Department goal of serving communities.  

Secretary – GS-6
GPRA Performance Measure (Element):  Supports the work of improving public safety and security and protect public resources from damage by ensuring correspondence is completed accurately and in a timely manner.

Fully Successful Standard:  No more than 4 instances per rating cycle of inaccurate date on final documentation or correspondence.
↑
Supervisory Civil Engineer – GS-13
GPRA Performance Element:  Improve public safety and security and protect public resources from damage.

Fully Successful Standard:  Road, bridge and highway projects are constructed in accordance with standard specifications.  At least 90% of work is performed on time in compliance with FP-96 or FP-03.
↑


	Remember:  

	· Clear expectations are the cornerstone of high performance organizations.  

· Critical elements can change if the priorities change.

· Performance standards move with the work not with the position description.
· Focus more on the process of evaluating throughout the year rather than at the end of the performance year.


Tips for Effective Performance Management - Writing Performance Plans:

A Comparison of Position Descriptions and Performance Plans

	
	Job descriptions
	Performance Plans

	Components
	Duties

Factor Descriptions

· Knowledge, skill

· Supervisory controls

· Guidelines

· Complexity
	Critical elements

Performance Standards

· Quality

· Quantity

· Timeliness

· Cost effectiveness

	Purpose
	Primarily a classification and pay system document

· Used as the basis for grade, series, pay system, and title determinations

· Has a long shelf life and provides a fixed view of the job
	Primarily a tool for managing work and performance

· Critical elements focus the employee on the year’s most important work.

· Performance standards describe what the work looks like when it is done well.

· The plan is dynamic; it changes as priorities.


Note:  Position descriptions and performance plans are job- rather than person- centered.  They address what the organization needs from the job--the purpose it was designed to serve.  By contrast, the training and development planning process--and specifically, the individual development plan--is person centered, reflecting the employee’s developmental needs in relation to the job and potential for growth.

Steps in Writing Performance Plans (collaboration between you and the employee):

1) Define the job’s strategic purpose (purpose of this job, priorities of the office for the year).

2) Identify the job’s outputs and/or outcomes and decide which ones alone or in combination rise to the level of a critical element (what comes out of your job, e.g., outreach, environmental protection, retirement, benefits).

3) Write performance standards for each element which express successful performance using one or more indicators of success – quality, quantity, timeliness, and/or cost effectiveness (if you’re using percentages, be sure you can clearly define what is 100%). 
4) Identify performance feedback channels.  How will you know if performance expectations are met?  What are your sources of information?

5) Evaluate your plans to make sure they meet key design criteria.
Tips for Effective Performance Management – Developing Employees:

· Individual Development Plans:  see Section 3, Developing Employees in the Department of the Interior’s Performance Appraisal Handbook at http://www.doi.gov/hrm/guidance/370dm430hndbk.pdf to read more about developing employees through identifying developmental needs, improving good performance, and actions to help successful employees improve further.
· Feedback and support – ongoing internal mechanisms to monitor employee performance and providing feedback to your employees on their performance throughout the performance year, and not just at the end of the year.   

	Remember:  

	· Clear expectations are the cornerstone of high performance organizations.  

· Critical elements can change if the priorities change.

· Performance standards move with the work not with the position description.
· Focus more on the process of evaluating throughout the year rather than at the end of the performance year.





Departmental Goal:   Serving Communities – Safeguard lives, property and assets, advance scientific knowledge, and improve the quality of life for communities we serve.








