
SAMPLE LETTER TO INFORM EMPLOYEE OF


OPPORTUNITY TO IMPROVE PERFORMANCE
[NOTE:  BRACKETS, BELOW, CONTAIN SUPERVISORY INSTRUCTIONS AND SHOULD NOT BE INCLUDED IN THE FINAL LETTER.  ALL FORMAL PERFORMANCE IMPROVEMENT LETTERS SHOULD BE REVIEWED IN THE PERSONNEL OFFICE PRIOR TO ISSUANCE.]
Dear Les Wurk:

This letter [or memorandum] confirms our discussion of August 10, 199_, during which I informed you that you are failing to meet the critical result # [ ]of your position.  [If applicable, you can summarize any informal counseling you provided to the employee in assisting him/her in improving performance.] 
Because your current performance is unacceptable, you will now be provided a formal opportunity to demonstrate that you can perform at  the "Results Achieved" level with respect to the critical result(s) and performance indicators, listed below.  This formal opportunity period will begin on August 12, 199_, and end on November 30, 199_.  If, as of the end of this period, your performance has not improved to the "results achieved" level, or if your performance does improve to the "results achieved" level but you do not sustain that level for at least one year, then you may be reassigned or a proposal may be issued to remove you from the Service or reduce you in grade.  [If applicable, you must postpone the annual rating until after the completion of the opportunity-to-improve period:]  Your annual rating for the period from October 1, 199_ through September 30, 199_, will be postponed until after you've completed this opportunity period.

[If the employee is due to receive his/her within-grade increase (WGI), the acceptable level of competence determination , the WGI can be postponed until the end of the opportunity-to-improve period:]  You will complete your waiting period for a within-grade increase on September 5, 199_ (i.e., during your opportunity-to-improve period).  Because I must certify that you are performing at an acceptable level of competence in order for you to receive your step increase, I have decided to postpone my decision regarding whether or not your performance is at an acceptable level of competence until you complete your opportunity-to-improve period.  At that time, I will inform you in writing of my decision with respect to your within-grade increase.  If you have demonstrated performance at an acceptable level of competence  you will receive your within-grade step increase retroactive to September 5, 199_.
    

The critical result(s) and performance indicator(s) that you are failing and examples of your unacceptable performance follows:

[State the critical result and performance indicator for each failed result followed by representative examples of performance for each indicator the employee is failing to meet.  Examples should be concise, direct and easy to understand, with enough specificity so that the employee has sufficient information to know what the performance deficiencies are.  As applicable, this could include information on what the employee did (or did not do) with reference to specific dates, places, cases, etc., and what the employee should have done.  Examples should not be broad, vague or imprecise.  As appropriate, examples should include reference to required procedures, counseling or instructions given previously concerning the matter, and any harm caused by or resulting from the deficiency.  Each example listed should have supporting documentation (i.e., if a draft letter is mentioned as an example in the opportunity letter, a copy of the draft letter should be kept as supporting documentation for the example.)  The following are examples of how the elements should be listed and how the examples of "fails to meet" performance should be written:]
Critical Result 
Will conduct an impact assessment on the Refuge Project and provide a determination/recommendation for project continuation by September 30.
You are failing to meet the results achieved level in this critical result of your position based on the following performance indicators:

Knowledge of Field or Profession:  Maintains and demonstrates technical and/or expertise in area of assigned responsibility.

Accuracy and Thoroughness of Work:  Plans, organizes, executes, work logically.  Anticipates and analyzes problems clearly and determines appropriate solutions.  Work is correct and complete.

Soundness of Judgement and Decisions: Assess tasks objectively and researches and documents assignments carefully.  Weighs alternative courses of action, considering long- and short-term implications.  Makes and executes timely decisions.

EXAMPLE.  Mary Douglas Refuge Project.  Your draft letter was very critical of the project, yet it did not present a good case for your recommendation that the project be dropped.  It did not discuss the potential loss of habitat as a result of the project construction, and a significant probable impact, the threat of fish stranding, was not mentioned in the first draft.  NEPA and the Coordination Act were improperly referred to as our authority for providing comments.  Actually, neither Act comes into play at this point because no Federal action is involved.  Your letter also contained a harsh condemnation of structural fish mitigation measures that was not appropriate to the project.

[Include advice or guidance as to what must be done to bring the performance up to an acceptable level.  This could include such things as how time would be best spent (prioritizing and planning), suggested sources of assistance or information, ways or techniques of performing work, formal or informal training planned, etc.  In conjunction with the critical result and counseling sessions or memoranda, this paragraph should make clear exactly what is expected of the employee.  An example follows:]
During your opportunity period, you will need to do the following in order to meet the fully successful level in the critical elements listed above:

  
 You must improve your ability to quickly and independently consider the range of possible impacts, both positive and negative attributable to a project; prioritize your concerns with regard to the resources involved and the significance of those resources, the degree of impact, and our legislative abilities to influence change; and prepare the documentation needed to adequately support your conclusions.  You should read through the project plans when they are assigned to you and plan and prioritize your work effectively so that you will be able to complete it on time. 

[Describe the supervisory assistance and support that will be provided to the employee.  This could include any specific work reviews and/or counseling sessions planned, or other active assistance/training planned on work techniques, time management, or technical issues.  An example follows:]
You may expect the following from me in helping you improve to an acceptable level:

  1.
I will make assignments (other than routine assignments) to you in writing.  I will also discuss the assignment with you before you begin.

  2.
As you work on the assignment, I will be available to discuss your progress, questions, and problems.  Feel free to approach me at any time to discuss your work.

  3.
I will meet with you every two weeks, or as needed, to give you on-going feedback on your progress on each performance indicator.  As you complete each assignment, I will personally review it and meet with you in order to provide you with feedback.  At the conclusion of each assignment, I will provide you with a memo that conveys my appraisal of your work on that assignment.  Throughout this process, I will strive to provide constructive feedback to help you improve your performance.

To attain the minimum standard for retention in your position, you must meet all the performance indicators listed in the Critical Result, above.  Your failure to do so will result in either a reassignment to another position or a proposal to remove you from the Service or reduce you in grade.  

If you believe that personal, medical, or other problems are reasons for your performance difficulties, you may provide documentation of the medical condition or raise these problems.  You may also contact the Employee Assistance Program at   [telephone number]   or myself for assistance.  If you wish to provide medical documentation, the Employee Relations Specialist in the Regional Personnel Office at   [telephone number]   will provide you with information concerning medical documentation requirements.

During your opportunity period I will be monitoring your performance closely and, at the end of the period, I will evaluate your work and make a determination whether your performance during the period has reached the level required for retention in your position.  You will be informed soon thereafter of whatever further action is to be taken.

If you have any questions on this matter, feel free to contact me.  I am available to answer your questions and to assist you in improving your performance during this period.

Sincerely,

Mr. Manny Jerr

Field Supervisor

[Note:  On a copy of the letter, type for the employee to sign:

"I acknowledge receiving this document.

_______________________  _______________

Signature              Date         ." ]
[Note to Supervisor: Each indicator will need to be fleshed out to explain, in great detail, exactly how the indicator is interpreted and how measurements are applied.]
     �  Call the Personnel Office regarding the procedures to follow in denying a within-grade increase.  





